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8.0 OBJECTIVES

After studying this Unit you should be able to:

e Explain the structure, changing role, functions and significance of the Prime
Minister’s Office in providing institutional support to the Prime Minister in
his public activities and governmental functions;

e Describe the evolution of the Cabinet Secretariat in India, its organisation
and functions; and

o Describe the role and functions of the Cabinet Secretary and the Cabinet
Committees,

8.1 INTRODUCTION

The most distinctive feature of the Indian Constitution is the parliamentary
system of government. It provides the basic organisational setting in which
public policies are formulated. Essentially this system of government means that
there is (i) a Parliament directly elected by the people on party lines; (ii) and
there is also a Council of Ministers with the Prime Minister at the need to aid and
adivse the President who acts in accordance with such advice, The real executive
is the Prime Minister and his Council of Ministers. In this Unit, we shall describe
the various bodies, which provide institutional support to the Prime Minister in
his official and policy-making functions.

8.2 POWERS AND FUNCTIONS OF PRIME MINISTER

Being the head of the Council of Ministers, and therefore of the Cabinet, the
Constitution authorises the Prime Minister to advise the President about the
appointment of ministers and to act as a link between him and the administration.
As the leader of the political executive, the Prime Minister is expected to provide
direction in policy’ formulation to ensure administrative efficiency, and to
establish liaison with the people and Parliament.



As the chief executive, his functions may briefly be described as determining the
main lines of administrative policy, issuing -necessary directions and orders,
coordinating organisational details, controlling the management of finance,
appointing and removing of personnel, supervising and controlling
administrative operations, and conducting public relations,

The Prime Minister’s main role in regard to administrative management in
government consists in identifying capabilities of his colleagues and senior
officials, and stimulating action and teamwork in organisation and method.

8.3 INSTITUTIONAL SUPPORT TO THE PRIME
MINISTER

Institutional arrangements have evolved over the years in the form of secretarial
agencies or thinking cells to give direct assistance to the Prime Minister in his
official functions. The main institutions involved in helping the Prime Minister in
decision-making in the realm of politics and administration have, since
Independence, been the Cabinet Committees, the Cabinet Secretaries and the Prime
Minister’s Office.

84 EVOLUTION OF PRIME MINISTER’S OFFICE

The Prime Minister’s Office came into existence after India became independent.
The Prime Minister’s Secretariat, as it was then known, provided the Secretarial
assistance needed by the Prime Minister in his public activities and functions as the
head of the government. In 1948-49, during the Premiership of Nehru, the office
staff included a modest number of 117 members, which steadily increased over a
period of time. During Lal Bahadur Shastri era, the Prime Minister’s Secretariat
emerged as a regular department under a full-fledged Secretary and its influence in
top-level policy making increased. It was, however, during Indira Gandhi’s Prime
Ministership from 1966 to 1977 that the Prime Minister’s Secretariat not only
swelled in size but in power and authority as well. The Prime Minister’s Secretariat
had a personnel of about 200 in 1968-69 and during the internal emergency of
1975-77, emerged as a real centre of extra-constitutional power and authority.

During the Janata regime (1977-80) the Prime Minister’s Secretariat was cut down
to size both in terms of number and authority. In June 1977, the Prime Minister’s
Secretariat was renamed as the Prime Minister’s Office. Though the number of its
personnel has again been growing steadily in the last ten years, the office now
maintains a low public profile, assisting the Prime Minister in his public activities
rather than always attempting to exercise extra-constitutional power and authority.

8.4.1 Organisation

The Prime Minister’s Office is headed politically by Prime Minister and
administratively by the Principal Secretary. Additionally it consist of one or two
Additional Secretaries, three to five Joint Secretaries, a number of
Directors/Deputy Secretaries and Under Secretaries. There are also other officers
like Officer on Special Duty, Private Secretaries, and so on. These officers are
supported by regular office establishment.

The background and experience of the key personnel in the Prime Minister’s
Office is not stated in a formal manner and the incumbents are appointed in this
office to essentially provide ‘secretarial help’ to the Prime Minister. It has a
Secretary who may or may not come from the civil service. Other personnel are
generally drawn from the civil services and posted for varying periods. The work
is shared between the Secretary, the Additional Secretary, Joint Secretaries, the
Deputy Secretary and other personnel. Being a small office and because they
should interact freely among themselves, no fixed duties are laid down for the
members of staff. The division of work is made according to the convenience and
experience of the staff in the office.
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8.4.2 Functions

The main tas.k of the secretariat is to help the Prime Minister in the performance of
his functions as. the head of the government. It is responsible for assisting him in
maintaining, on the official side, liaison with union ministers, the president,
govemors, -chief ministers, representatives of foreign governments in India and
others, and, on the public side, in handling various requests or complaints from
members of the public addressed to the Prime Minister. In general, the jurisdiction
of the Secretariat may be said to extend over all such subjects and activities which
are not specially allotted to any individual ministry/department. It also prepares
answers for questions raised in parliament on some .general subjects which could
not, on strict classification, be allotted to any particular ministry. The Prime
Minister’s Office performs several functions:

e Assisting the prime minister in respect of his overall responsibilities as head of
the government like maintaining liaison with central ministries/departments
and the state governments. '

e Helping the prime minister in respect of his responsibilities as chairman of the
Planning Commission, and the National Development Council.

e TLooking after the public relations of the pnme minister like contact w1th the
press and general public.

¢ Dealing with alt references, which under the Rules of Business have to come

to the prime minister.

¢ Providing assistance to the prime mlmster in the examination of cases
submitted to him for orders under prescribed rules. ‘

. Maintaining liaison ~ with the President, Governors, and Foreign
Representatives in the country.

e Acting as the ‘think-tank’ of the prime minister.

However, the Prime Minister’s Office is not responsible for functions devolving on
the Prime Minister in his capacity as the head of the Cabinet, except to the extent
to which matters are handled in personal correspondence between him™ and
individual ministers, or for 'handling correspondence either relating to party
policies or of a domestic nature.

8.5 THE CHANGING ROLE OF THE PRIME
MINISTER’S OFFICE

The role of the Prime -Minister’'s Office has evolved and varied from Prime
Minister to Prime Minister. Under Nehru the size of the office was limifed, so was
its role. Under his tenure, a greater reliance on the Ministries and their advisers
seems to-have been a characteristic way of working and the Cabinet Secretary
provided a primary link. In subsequent periods the Prime Minister’s Secretariat has
been performing some of these functions, though all Cabinet mattes must go
through the Cabinet Secretariat. Demarcation between the two is not rigid and
indeed it cannot be so.

. It was Nehru’s successor Shastri, who took the first step towards establishment

of a powerful Secretariat. He appointed L.K. Jha as the Secretary to the Prime
Minister and he became the head of the Secretariat. Jha’s powerful and dynamic
personality raised the status and stature of the Secretariat and also added to its
tasks. Under Jha’s stewardship the Prime Minister’s Office started commanding
a formidable influence in the making of decisions, a trend which got further

strengthened during:lndira'Gandhi’s Prime Ministership. At the time of assuming .

office she had a' very limited experience of administration; hence;  her

dependency on her Secretariat became greater, especially, on complex/economlc
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whom the Prime Minister’s Secretariat grew to such an extent that it became an
independent executive force. Much of the domestic and foreign policy took shape
at the secretariat and a lot of authority came to be concentrated in the Prime
Minister’s Office. This became all the more marked during the period of the
Internal emergency (1975-1977) which ushered in an era of authoritarian Prime
_ Ministerial rule. As a consequence the Prime Minister’s Secretariat became the
focus of all authority and its writs began to be obeyed by all central ministries,
departments and other executive agencies. During Indira Gandhi’s reign the
Prime Minister’s Secretariat virtually became a national policy formulation body
and the Cabinet Secretariat its enforcement arm.

During the Janata period, an effort was made to diffuse the existing concentration
of power in the Prime Minster’s Secretariat and reduce it to the status of a mere
‘office’ whose functions were merely secretarial in nature. As a result the
Secretariat was divested of its various policy making cells.

However, in the last eight years there is a noticeable trend towards concentration
of policy making power in the Secretanat, once again. There remains a feeling
often articulated by the opposition and newspapers from time to time that the

Prime Minister’s Secretariat is in fact a ‘micro-cabinet’, since it often attempts to -

supplant the Cabinet in all major policy making functions.
Check Your Progress 1

Note: 1) Use the space given below for your answers.
ii) Check your answers with those given at the end of the Unit.

1) Enumerate briefly the powers and functions of the’ Prime Minister.

2)  Name the various bodies which provide institutional support to the Prime
Minister in his official functions.

3)  Describe the functions of the Prime Minister’s Office
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8.6 CABINET SECRETARIAT

On the attainment of Independence in 1947 a popular cabinet headed by the Prime
Minister replaced the Executive Council of Viceroy. The Executive Council
Secretariat formally became the Cabinet Secretariat. Consequently the Secretary
of the Executive Council of the Viceroy was renamed as the Cabinet Secretary.

The Cabinet Secretariat is a staff body, which has an important coordinating role in
the process of decision-making at the highest level and operates under the direction
of the Prime Minister. The Cabinet Secretary is the administrative head of the
Cabinet Secretariat.

8.6.1 Evolution of Cabinet Secretariat in India

In 1948, the cabinet decided to start the Economic and Statistical Coordination
Unit as a part of the Cabinet Secretariat. Its work was to secure all available
information from existing statistical cells of the various ministries/departments and
to present this information periodically to the cabinet. It was also required to
coordinate the activities of various ministers and to give them advice about future
work. The Unit also took over the work relating to development schemes from the
Secretariat of the Development Board pending the constitution of the Planning
Commission. In this capacity, its function was to examine various development
schemes of the Centre and the States and report to the cabinet about them. After
the setting up of the Planning Commission in March 1950, this work was
transferred to the Commission.

In 1949, the cabinet approved the Central Statistical Office to be attached to the
secretariat and to establish a Central Statistical Unit which was set up in 1950. This
Unit was to function in an advisory capacity. Later in February 1951, the work
relating to statistical coordination and statistical publication of a general nature,
which was previously being handled by the Economic Adviser to the government
of India in the then Ministry of Commerce was transferred to the Cabinet
Secretariat. In May 1961, a Central Statistical Organisation was set up which
together with the Statistical Unit was attached to the Cabinet Secretariat. /

Following the report on the reorganisation of the machinery of the Government
(1949) the Cabinet decided that the Economic Committee of the Secretariat which
was previously located in the Ministry of Finance should be treated as a part of the
Cabinet Secretariat and called it Economic Wing. The Economic Wing was
intended to devélop eventually into a Central Economic Office. However, the
proposal did not materialise, and it was decided that the work done by the
Economic Wing should be transferred to the Finance Ministry which had already
set up a Central Economic Office. Early in the same year the work relating to the
Joint Communication — Electronics Committee, which was a sub-committee of the
Chiefs of Staff Committee was transferred from the Ministry of Defence to the
Cabinet Secretariat and attached to its Military Wing.

Organisation and Method Division (O&M) of the Government of India started
functioning in March 1954, continued to remain as a separate wing of the Cabinet
Secretariat till 25 March 1964, when a new department called Administrative
Reforms was set up in the Ministry of Home Affairs and the O&M Division was
transferred to this new department. It was decided on 15 February, 1961 that the
Central Statistical Organisation, an attached office of the Cabinet Secretariat,
should be given the authority and status of a department of the government.
Accordingly, the Department of Statistics was created in April 1961 as a part of the
Cabinet Secretariat with adequate authority to consider statistical methods; to
advise on and issue general directions regarding the setting up of standards, norms
and methods of data collection to 41l central and state agencies; and to deal with



references from them on such questions. This department had under it two attached

-offices, namely, the Central Statistical Organisation and the Computer Centre. In
addition, it had one subordinate office — the Directorate of National Sample
Survey. This department, however, was later taken out of the cabinet secretariat.

With: the Chinese aggression in October 1962 and the consequent declaration of a

state of national emergency, the cabinet decided to set up an Emergency

Committee. To provide secretarial assistance to the Emergency Committee, an
" Emergency Wing was created in the Cabinet Secretariat.

In July 1965 a new wing known as the Intelligence Wing, was added to the
Secretariat to provide secretariat assistance to the Joint Intelligence Committee.
Following the armed conflict with Pakistan in September 1965, the cabinet decided
on October 7 that a Unit called the Directorate-General of Resettlement, should be
- set up in its Secretariat for the formulation and implementation of schemes of relief
and rehabilitation in the areas affected. This Unit functioned under the overall
guidance of the Committee of Secretaries headed by the Cabinet Secretary, This
Unit was later abolished and residuary work transferred to the Department of
Rehabilitation on 1 July 1966. In January 1966 the Bureau of Public Enterprises
was shifted form the Ministry of Finance to the Cabinet Secretariat but was soon
re-transferred to the ministry.

Perhaps the most important change made, as a result of the recommendations of
the Administrative Reforms Commission, was the creation of a Central Personnel
Agency in the Cabinet Secretariat in August 1970 and the transfer of the
Department of Administrative Reforms from the Home Ministry to the Cabinet
Secretariat in February 1973.

The issue of the location of the Central Administrative Reforms Agency, however,
proved to be controversial. When the Government of India decided to set up an
Organisation and Method Agency, there was a controversy as to its location. Both
Home and Finance Ministries put forward their claims, but it was ultimately
decided to locate it in the Cabinet Secretariat. But the Home Ministry ultimately
succeeded after an interval of ten years to get the Organisation and Method Agency
shifted from the Cabinet Secretariat to the Home Ministry with the elevated status
of a department. However, again after nearly a decade the Department of
Administrative Reforms was once again located in the Cabinet Secretariat in 1973.
But, during the Janata Government period the Department of Personnel and
Administrative Reforms was again transferred back to the Ministry of Home
Affairs in 1977. But presently it is located in the Ministry of Personnel and Public
Grievances.

8.6.2 Organisation and Functions

The organisation of the Cabinet Secretariat and its role has been constantly shifting
with the reorganisation of the executive functions of the union government.

The Cabinet Secretariat is organised in three wings -- the Civil Wing, the Military
Wing and the Intelligence Wing. The main Civil Wing provides secretarial
machinery for the cabinet. It provides secretarial services for the various standing
committees and ad hoc committees of the cabinet and also to a number of
committees of secretaries which function under the Chairmanship of the Cabinet
Secretary. It also deals with the framing of the Rules of Business of the Union
government. The Military Wing is responsible for a]l secretarial work connected
with the meetings of the Defence Committee, National Defence Council, Military
Affairs Committee and a number of other committees concerned with defence

matters. The Intelligence Wing concerns itself with matters relating to the Joint

Intelligence Committee of the Cabinet. In addition to the three wings there is a
Joint Communication Electronics Committee located in the Cabinet Secretariat.
The head of the Cabinet Secretariat is the Cabinet Secretary.
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The efficiency of the Cabinet depends to a large extent on the Cabinet Secretariat
whose duty is to prepare in a meaningful way the agenda of the Cabinet meeting,
to provide information and material necessary for its deliberations, and of drawing
up records of the discussions and decisions both of the Cabinet and its committees.
It also oversees the implementation of the necessary decisions by the ministries
concerned. This last function involves the calling of information from various
ministries and departments. It keeps the President, the Vice President and all the
ministries informed of the major activities of the Government conducted in several

‘ministries by circulating monthly summaries and brief notes on important matters.

It serves the Committees of Secretaries which meet periodically under the
Chairmanship of the Cabinet Secretary to consider and advise on problems
requiring inter-ministerial consultation and coordination. It finalises the Rules of
Business and allocates the business of the Government of India to the ministries
and departments under the direction of the Prime Minister and with the approval of
the President. In addition, the Cabinet Secretariat supplies secretarial assistance to
Cabinet Committees. '

8.7 ROLE OF THE CABINET SECRETARY

The office of the Cabinet Secretary and its functions has evolved over a period of
time. The Administrative Reforms Commission 1969 recommended that Chief
Secretary should bg appointed for the period of three years. This term of three
years was recommentled to enable the functionary to provide effective leadership
to the Civil Service. Recently, N.D.A. Government accepted the recommendations
of the Administrative Reforms Commission that Cabinet Secretary should be
appointed for the fix term of two years. The first two benefits was T.R. Prasad.
He is a member of the civil service and presides over the committees of secretaries.
These committees examine inter-ministry matters, and issues that concern the
Government as a whole. The Cabinet refers certain matters to them as well. The -
committees, however, recommend a decision to the concerned Ministry; they do
not decide.

The Cabinet Secretary directly handles all senior appointments in the Government.
From the early 1950s, the practice followed is that the Cabinet Secretary usually
does not prepare papers for the Cabinet or its committees, nor does he take upon
himself the responsibility for a comprehensive scrutiny of the agenda papers for
the Cabinet. All that he does is to ensure that the notes are self-contained and that
appropriate details for discussion are provided, occasionally seeking clarification
or raising points for modification with the ministry concerned.

The Cabinet Secretary is present in all meetings of the Cabinet and its committees.
He is responsible for preparing the agenda, priorities of items and allocation of
subjects to Cabinet committees. The Prime Minister approves these. In these
matters the Cabinet Secretary has to exercise his judgement taking into account the
national priorities and what is considered important by the ministries. The Cabinet
minutes are prepared by the Cabinet Secretary,and decisions communicated to the
ministries by him. : '

The Cabinet Secretary has to play varied roles. He must keep track of urgent
problems in socio-economic and political aspects, on bottlenecks in the
implementation of Government programmes, on issues that the Prime Minister
should know urgently and matters requiring his decisions. The Cabinet Secretary
must use his discretion in all these matters and keep himself up-to-date with
relevant data. As there are no fixed sources for such data, and, indeed there could
not be, the interpersonal skills of the incumbent and the confidence he evokes are
two important requirements of the job.

C]leék Your Progress 2

Note: i) Use the space given below for your answers.
i) Check your answers with.those given at the end of the Unit.



1)  Describe the evolution of the Cabinet Secretariat in India.

2)  Describe the role and significance of the post of the Cabinet Secretary in
India.

8.8 CABINET COMMITTEES

The Cabinet makes use of the committee system to facilitate decision-making in
specific areas. The Business Rules provide for the constitution of standing
committees of the Cabinet to ensure speedy decisions on vital questions of political
and economic significance and other matters of importance as also to ensure
coordination in well-defined fields of administration. These committees change
according to the requirements of the situation and occasionally ad hoc committees
are appointed.

8.8.1 Size

The number of such committees has been changing from time to time and no
outsider could tell exactly what the existing committees are at a given time.

However, the membership of the Cabinet Committees normally varies from three
to eight. The Chairmanship of them is shared between the Prime Minister-and
Home Minister. The committees which function on a more or less permanent
basis are the Political Affairs Committee, Economic Affairs Committee,
Committee on Parliamentary Affairs, Appointments Committee, Committee on
Accommodation, Committee on Industry and Trade, and the Committee on Food
and Agriculture etc. Of these the most powerful is the Political Affairs
Committee. Consisting as it does of the seniormost ministers, it functions as a
super Cabinet in providing direction to the government.

8.8.2 Function and Role

The Cabinet Committees are instruments to organise coordination in clearly
defined fields of administration and relieve the Cabinet of their burden of work.
The flexibility in membership of these committees enable interested Ministers to
exchange views, and arrive at agreed solutions without involving the Cabinet, thus,
reducing pressure of work upon the latter. Lastly, there is considerable sharing of
work, with the result that many matters which could otherwise travel upto the
Cabinet for decision-making are settled at the level of Cabinet Committees. This
ensures continuous coordination on vital economic and political issues, and speedy
decision-makine when reauired
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Central Administration Any matter which calls for a Cabinet decision may come directly to the
appropriate committee before the Cabinet takes a decision. The Cabinet may
often merely accept the decision already taken by the Cabinet Committees.

However, despite the fact that some Cabinet Committees have often exercised
real authority, these committees have not been uniformly or consistently
“effective. Firstly, they do not cover all important areas of, governmental
functioning. Secondly, they can take up a matter only when it is referred to by
the Minister concerned or by the Cabinet. Lastly, they do not meet regularly,
which is absolutely necessary if sustained attention is to be given to complex
problems and the progress in implementation of important policies and
programmes is to be kept under constant review.

Check Your Progress 3

Note: i) Use the space given below for your answers.
ii) Check your answers with those given at the end of the Unit.
1) - What are Cabinet Committees?

2)  Explain the functions and actual significance of cabinet committees in
influencing decision-making in the cabinet.

89 LET US SUM UP

In this Unit you have read about:

e The powers and functions of the Prime Minister as the real executive,

e The bodies which provide institutional support to the Prime Minister in his
official functions,

e The evolution of the Prime Minister’s Office, its organisation, functions and
changing role,

e The evolution of the. Cabinet Secretariat in India, its organisation and
functions,

e The role of the Cabinet Secretary, and
o The size, functions and role of the Cabinet Committee.

8.10 KEY WORDS

Devolve ¢ Entrust

38 . Extra-constitutional : Not mentioned in the Constitution



Micro-cabinet : A small body which performs similar functions as

that of the Cabinet.

National Emergency : Emergency declared due to war, external aggression

or armed rebellion (Article 352). It is different from
emergency declared in states on account of
breakdown of Constitutional Machinery (Article
356) and Financial Emergency (Article 360) in
which  President can modify the provisions of
allocation of financial relations between the Union
and the States.

Real Executive :  The real executive is the one to which the legal

powers of titular executive pass. Legally all powers
are vested with titular executive but he does not
exercise them in practice. Real executive legally
does not have any powers but in practice exercises
all the powers vested in the titular chief executive.
In England, the Queen and in India, the President are
titular executives while President of USA and PM of
India are examples of real executives.
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8.12 ANSWERS TO CHECK YOUR PROGRESS

EXERCISES

Check Your Progress 1

1) Your answer must include the following points:

PM as the head of Council of Ministers

Advisory role of Prime Minister

PM as a link between the President and the administration
Supervisory role of PM

Appointment and removal of personnel by the PM
Issuing directives and formulating policies.

2) See Section 8.3.

3) Your answer must include the following points:

*

[

Briefly touch upon evolution of Prime Minister’s Office

Organisation of Prime Minister’s Office in brief

Functions with regard to assistance to the Prime Minister in maintaining
relations with Ministers and representatives of foreign governments
Prime Minister’s Office handles complaints from public which are
addressed to the Prime Minister

Prepares answers for questions raised in the Parliament on general
subjects.
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4) Your answer must include the following points:

Role of Prime Minister’s Secretariat under different Prime Ministers
Prime Minister’s Secretariat was very important in Congress period

During the Janata period, Prime Minister’s Secretariat was reduced to the
status of a mere ‘Office’

Prime Minister’s Office is gaining importance once again.

Check Your Progress 2

1) Your answer must include the following points:

®
]

Meaning of Cabinet Secretariat

In 1948, Cabinet Secretariat had Economic and Statistical Coordination
Unit (ESCU) as its part

In 1950, Planning Commission took over the work of ESCU

In 1951, Central Statistical Unit was set up and work relating to
statistical coordination and publication was transferred to Cabinet
Secretariat '

In 1961 itself, a Central Secretariat was created as a part of the Cabinet

- Secretariat

In 1962, Emergency Wing Was created in Cabinet Secretariat
In 1965, an Intelligence Wing was added in Secretariat
O & M from 1954 to 1964 was a separate wing of Cabinet Secretariat.

2) See Section 8.7.

Check Your Progress 3
1) See Section 8.8.

2) Your answer must include the following points:

Cabinet Committees are instruments of bringing coordination in
administration '

Views are exchanged and agreed solutions are arrived at in Cabinet
Committees

Cabinet Committees settle matters which would otherwise overburden
the Cabinet

Facilitates speedy decision-making
Reasons behind the ineffectiveness of Cabinet Committees.





