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Is functional specialization in DAD the need of the hour?
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“Someone is sitting in the shade today because someone planted a tree a long time
ago.”
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S Chandrashekar,

Senior Accounts Officer,
0/0 the AOGE [l], Belgaum
Under PCDA Bangalore

Sub: Is Functional Specialisation in DAD the need of the hour

Functional specialization is not entirely a new concept to the department.
The Office Manuals of the department have already demarcated its multifarious
activities, bringing out the setup and functions of each organization as also the
functions of each office and section under it.

The focus, however, is to assess the effectiveness of the same in the
current day situation and the probable benefits it may yield to the department.
Today we are witnessing a paradigm shift in assessment of the performance of
the department. A new dimension, “customer satisfaction”, has assumed a
pivotal place in the parameters for assessing the performance of the department.
Hence, the duty does not end with developing various mechanisms for providing
efficient services to our clients. The cycle is complete only on obtaining positive
feedback from the clients themselves, acknowledging its effectiveness to them in
catering to their requirements.

The expectations of the clients have undergone a change with the changing
times, demanding more professional touch in every function of the department.
The advancements in Science and Technology, has brought about speed and
transparency in the system, exerting pressure on the department to deliver
efficiently and in a timely manner.

....page 2/-



There is professionalism all round and the very existence of the department
is threatened, its survival depending solely on its professional competence in
servicing its clients. It is, therefore, imminent for the department to revisit the
manuals and redefine its functions, in synchrony with the current day
requirement and towards building a strong client oriented system aimed at the
total satisfaction of its clients.

A review of the existing client servicing system reveals a total lack of
professionalism. It has fallen very behind its objective of catering to the needs of
its clients. It is evident that the situation faced by the department today, is
mainly on account of lack of specialization in its functions. The two main facets of
the department, its functions and its workforce, have failed to deliver
qualitatively in recent times.

It is now time that the department looks upon each of the jobs with a
specialized outlook. Fresh and up-to-date qualifications and skills need to be built
into the jobs. Many specialist jobs need to be singled out from the cluster of
activities and given separate and unique identity for their better appreciation and
performance. This helps in posting of the right person, with the right knowledge,
to do the job. Further, since the attention of the person is focused and narrowed
down to a particular nature of work for the period he is on that job, there is
better concentration and less diversion, resulting in quality output. The various
organizations, offices, sections under the department should be re-designed to
cater for the changes and sensitized to their new assignments.

The second main facet of the department requiring attention is its
workforce. With specialization missing, the sections are required to handle a
cluster of functions involving different skills and knowledge. In such a situation,
since the concentration is not focused, full justification cannot be found in any of
the jobs, resulting in crucial areas being ignored.
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The assessment and planning of the workforce to do the jobs, depends
upon specialization of such jobs and identification of the skills and knowledge
required for performing them. There is a dearth of specialist persons in the
department, which can only be set off through increased numbers in turnout of
specialists. A robust training and development system effectively addressing all
the issues of specialization increases the inflow of specialists into the mainstream.

The department has already had a taste of the fruits of functional
specialization by launching the “Integrated Financial Advice” system, separating it
from the cluster of other activities. The system recognizes the necessity of its
functioning as a separate specialist entity and has already brought about a sea of
change in the Financial Advice function of the department, with a touch of
professionalism.

Similar efforts in the PBOR functions in Regional PCDA/CDA offices, has
resulted in leaving the PBOR, a satisfied person. Formation of a separate
specialist section, the “PBOR cell” has contributed to better planning of the
processes and building in of various mechanisms, aimed at PBOR satisfaction. The
planning and implementation of the IVRS system has gone a long way in
addressing the grievances of the PBORs, increasing their satisfaction levels. The
system has been received with tremendous positive response by the executives as
well as the PBORs themselves.

The achievements of the department arising out of functional
specialization, in many other areas, bring out the importance of this concept,
which cannot be ignored and it can be stated with emphasis that it is indeed the
need of the hour for the department. The future of the department lies only in
professional demarcation of its functions and turning out specialist personnel,
who are fully trained under a robust system of training and development, for
manning these positions.
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Topic :

Is functional specialization in DAD the need of the hour

What is Functional Specialization?

An individual devoted to one subject or to one particular branch of a subject is called
specialist. Competencies include knowledge, skills and behaviour which are required
in an individual for effectively performing the functions of a post in workplace.
According to the textbook, work specialization is “the degree to which organizational
tasks are broken down into separate jobs.”

Organisation & Structure

The duties of the Defence Accounts Department are broadly audit, payment and
accounting of all charges pertaining to the Armed Forces, including bills for supplies
and services rendered and for construction/repair works, pay and allowances
miscellaneous charges, pensions, etc. The Department is also responsible for the
audit of cash and stores account kept by the various units and formations in the
three services and maintenance of pay accounts of Army Officers and combatants of
Army. The manufacturing accounts of Ordnance factories and the Naval Dockyard
and the store accounts of the Ordnance factories are also kept by the Defence
Accounts Department. They also maintain Accounts relating to works services and
audit the construction and other accounts relating to works project maintained by
Military Engineer Services. In addition to the duties mentioned above, the Controller
of Defence Accounts function as Local Financial Advisers to the General Officers
Commanding-in-Chief of Commands, Area Commanders, etc

The CGDA is the head of the Department assisted by Addl. CGDAs, Principal
Controllers, Controllers, PIFA and CDA level Officers looking after Regional
Controllers (Army)/IFAs, Functional Controllers/Integrated Financial Advisors catering
to Navy, Air Force, Ordnance Factories, DRDO etc. Functional Controllers also cater
to specialized organisations like Border Roads, Pensions & Pension Disbursement and
CSD etc.

Work Force

DAD today is a very lean Organisation with posted strength of about 450 IDAS Group
‘A’ Officers and 24,600 Subordinate Officers and Staff. Over the last 15 years the
Department has managed with reduced staff (26% shortage) despite the burden of
All India Transfer and Field Service Liabilities within and outside the country.



Necessity of Functional Specialization?

DAD is catering services to above organisations/departments and those offices
located at various parts in the country. Officers/ Staff in this department cannot
work at one place for a long period except few stations due to administrative reasons
and transfer policy and will be posted any other stations and command. The
individual who obtained the knowledge in the previous office will not be much
helpful to the present office because of the changed pattern of work in that
particular section/department. DAD is a unique department which has variety of
work compare to other departments and due to acute shortage of staff, feasibility of
detailing the staff on the particular sphere of work (specialised) is difficult.

Sometimes, being specialized within their functional area will be difficult for the
department to use the specialised manpower in the other department when the
need arises.

One of the disadvantages of job specialization is when the individual has
specialization in his job then he/she think that there is no need to monitor the
quality of the work because according to him/her, they are expert in their job. This
kind of thinking may affect the quality of the work some time.

Another disadvantage of functional specialization is that department loses flexibility
because if an employee specialises in one particular job shifting the same employee
to the some other job in case of emergency and in an hour of need will be difficult to
other department.

An employee who is functional specialist is on leave/absent due to personal reasons
etc., the entire work which is being done by him will held up. In these circumstances
the Department is unable to render efficient & effective services. The Department
Quality Policy is “committed to render efficient, correct and prompt accounting,
payment and financial services leading to customer satisfaction. It is also
committed to render efficient audit services to ensure public accountability”.

DAD Training and Development Policy 2013 had introduced 40 days foundational
course for the newly recruited auditors and clerks in which they impart foundation
training, functional/professional training, IT/Computer related training and
Perfection/Grooming module. Further, in order to have a skilled and capable
workforce at supervisory level in the department, DAD is organising 4 weeks
Induction Course for the passing SAS Part |l candidates. And also,
RTC/NADFM/NIFM/DPTI is being regularly conducted different courses throughout
the year. Training can also be imparted through a mix of conventional courses,



distance and e-learning. Our department has many codes & manuals and rules &
regulations and by reading the same one can perform their duties smoothly without
functional specialisation.

Apart from the above, when they posted in the particular section they will be
imparted specific in-house training by the Controller’s concerned to know about the
section. And also, if anyone posted in the new office/section they can learn the work
from immediate supervisors & colleagues since this department have 4 or 5 tier
system to process the claims & bills.

In conclusion, | personally feel that functional specialisation can be successful only
when there is a lot of human resources to be spared for a particular
sphere/specialised work. | understand that over a period of 15 years 26% of staff
strength has reduced. This being the case question of “Is functional specialisation is
need of hour in our department?” does not arise and cannot be adopted/
implemented as our department is striving hard to render the services to our
clients/customers within the existing staff.
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