PERSONNEL CHALLENGES FOR THE INDIAN NAVY OF 2020


Change is the process by which the future invades our lives. The illiterate of the 21st century will not be those who cannot read and write, but those who cannot learn, unlearn, and relearn. 



-Alvin Toffler

INTRODUCTION

1.
The military carries the grave responsibility of protecting the nation and its ideals.  It has to prove itself in the extreme confusion of war, when a single error may jeopardize the existence of the country.  Perhaps, this is the reason why the military mind relies so heavily on time-tested methods and practised routines, whether it is in dealing with immediate problems of the battlefield, details of the logistics or the manifold difficulties of long-term personnel planning.  Let me use a story from the Mahabarata to provide an insight as to how continuous and active learning in warfare were highlighted even in our ancient texts1.

2.
When Guru Dronacharya was appointed the Commander-in-Chief of the Kuru army, he immediately announced the formation of ‘Chakravyu’.  While discussing the same with Duryodhana, he asked that Arjuna’s attention be diverted to another front so that he could capture Yudhishtra, thus bringing the war to an end as Arjuna was the only person apart from Ashwathama, able to enter and exit the ‘Chakravyu’.  On hearing this, Dushassana flew into a rage and accused Dronacharya of  being partial and teaching Arjuna more than all the other pupils.  The answer that Dronacharya gave Dushassana was indeed one of great depth and significance, relevant even today.  Dronacharya told Dushassana that the reason Arjuna was more capable than all the Pandavas and Kauravas alike was not because he(Dronacharya) taught him more, but because he(Arjuna) was an active learner and while everyone took his teaching as the end, Arjuna took his teaching as the beginning and continued his quest for learning and hence was the only student of his who could challenge him on the battlefield.

Wave Theory

3.         Before we come to answer the question on personnel challenges in 2020, it may be relevant to have a bird’s eye view of the wave theory of civilizations. Renowned futurist and intellectual Alvin Toffler in his book ‘The Third Wave’ described three different types of societies, which he referred to as “waves”.  Each of these waves pushed the older societies and cultures aside. The first wave, which has long been pushed aside for most of us, is the society established after the agrarian revolution, which replaced the first hunter-gatherer cultures.  The second wave was represented by what has been called the “industrial revolution.”2 The main components of the second wave are the nuclear family, factory type production and the corporations all of which are based upon standardization, centralization and bureaucracy. 

4.          The third wave is upon us and is referred to as the “post industrial” society and the “information age.” This society is represented by “sub cults” or diverse lifestyles, “adhocracies” or fluid organisations that adopt quickly to change, and where information begins to substitute for most material resources.  As to the latter point, information “becomes the main material” for workers, each of which are only loosely affiliated. Mass production is replaced by mass customisation offering personalized and cheaper goods and services. Ten thousand years ago the agricultural revolution launched a slow wave of change. The industrial revolution, starting roughly 350 years ago, triggered a second faster wave of change. What we are living through now is history’s third great wave of change that has arrived at breakneck speed and global in extent.
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Fig 2

The illustrations above show the waves of change through history for Western Civilisations and India.  The transitional period between these three great waves of change have been anything but smooth. In fig 2, each wave is represented by an ‘S’ curve that shows an early period of dislocation, followed by a long spell of maturity, and then its eventual demise as new technologies took over.  Figure 1 has been extrapolated by the author in India’s case.  Being a post-colonial economy, the agricultural and industrial waves of a fledgling nation, collided in combination with the IT wave in the 1990’s catapulting the Indian economy onto the centre stage of the world.  However, the debate that our economy and the society are still in chaos and the growth is not inclusive of all sections(viz.farmers’suicides, Nandigram etc) is beyond the scope of this paper.

How we make War and create Wealth

5.
Having given a brief introduction on the wave theory of civilizations, it is now important to gain a historical perspective on ‘Revolution in Military Affairs.’ Military historians and strategic thinkers have offered various views of looking at the nature of military revolutions in history and, in doing so, have offered valuables insights into the current military transformation.  In their book War and Anti-War, the Tofflers offer a sweeping historical overview of military transformation.  They begin by noting that the term “revolution” is often applied rather loosely to technological changes, such as the introduction of gunpowder, the airplane, or the submarine.  Even though these inventions had a significant impact on history, they were really “sub revolutions” in that they   basically created better and more efficient ways of doing things within the existing “game.”  A true revolution, “goes beyond that to change the game itself, including its rules, equipment, the size and organization of the teams, their training, doctrine, tactics, and just about everything else.” It must encompass not only technological changes but also doctrinal and organizational developments.3 But the Tofflers go a step further by arguing that a true military revolution “changes the relationship of the game to society itself.” By this measure, military revolutions have occurred only twice before in history, and most likely, a third such revolution is currently underway.  A revolution of this profundity has rarely occurred in history before.4 The Tofflers’ central thesis is that throughout history, the way we make war has reflected the way we make wealth.


6.
     Wars in the first wave were over the control of agriculture, armies were paid for and raised by landowners, and warfare was carried out primarily through hand-to-hand combat.  The industrial revolution launched the second wave of historical change, transforming the way early modern societies made a living.  Once more, the manner in which wealth was created came to be reflected in warfare. Just as mass production become the core principle of industrial economies, so too did mass destruction become the core of industrial age warfare. Mass production corresponded in military affairs to the levee en masse – the conscription of mass armies paid by and loyal to the modern nation- state.  The idea of a nation in arms, in turn, was a product of the French Revolution, which roughly marked the transition between the old agrarian regime and the rise of an industrial state.

7.
Bureaucracy-An Industrial Age Monolith. Other parallel changes were also visible. The bureaucracies of the new industrial economy led to the creation of bureaucratic general staffs in the military. The standardization of industrial output was soon applied to the military weapons, training, organization, and doctrine as the ragtag armies of the agricultural era were replaced with standing armies trained in military academies. Whereas the primary implements of war in the old regime were bayonets, swords, and arrows propelled under human force, the second-wave tools of warfare increasingly reflected industrial age machinery.  The mass production of industry was increasingly reflected in the mass destruction of warfare as the trend towards “total war” or “absolute war” reached its epitome in the development of the atomic bomb.

KNOWLEDGE ECONOMY/WARFARE

8.
Demassification.  The Tofflers argue that in the 1970s and early 1980s, as the new, third wave economy began to take hold, driven not by land, labour, raw materials, and capital but by knowledge, data and information.  The new economy is characterized by the “demassification” of mass production, offering a much wider variety and an often customized range of products. The kind of people who make these products are significantly different from the workers of yesterday, with the low skilled, interchangeable muscle work of the second wave economy being replaced by more specialized skill requirements. Large, bureaucratic, second wave organisations have reengineered themselves into smaller, more flexible companies.

 9.  
Like the economy, warfare is becoming demassified, with the goal being even more precision and selectivity.  Just as knowledge has become the centre of economic activity, knowledge is also becoming the crucial element in warfare. And just as the “smart” economy increasingly requires smart workers, smart weapons need smart, more highly skilled soldiers/sailors/airmen. Finally, echoing developments in the civilian world, military organisations have begun to be re-organized into smaller, flexible formations.  Military leaders came to realize that fewer people with intelligent technology could accomplish more than many people with the brute force tools of the past. The revolution of sail and shot caused the character of conflict at sea to change diametrically as European navies moved from oar-driven galleys to sailing ships that would exploit the  artillery revolution by mounting large guns.  The late 19th and early 20th centuries saw a Naval revolution during which wooden sailing ships gave way to metal-hulled ships powered by turbine engines, thereby transforming the character of war at sea once more.

PERSONNEL-CORNERSTONE OF AN ORGANIZATION

10.
The Indian Navy has done superbly in embracing the latest technology.  Our force can boast of an ideal mix of Western and Eastern technologies dovetailed to optimize fighting efficiency.  It operates the best ships, aircraft and submarines and has one of the best special forces comparable to any frontline Navy in the world. It wouldn’t be long before the Navy starts exploiting nuclear propulsion for sea denial. However, our personnel system needs to be restructured to be in tune with the latest.  To see a comparison with the world’s foremost military power, let us see two observations on the US armed forces personnel approximately one century apart:


“These included his personal independence, rebellious spirit, excessive wants, deficient sense of obligation, criticism of superior authority, self-interest, ambition and “contempt of humble things and duties.”5   These were the observations of an US army officer at the beginning of 20th century.  The very characteristics to which he objected to in a soldier were those, which most civilian Americans would list, under different names as national virtues rather than vices.  


The new military needs soldiers who use their brains, can deal with a diversity of people and cultures, who can tolerate ambiguity, take initiative, and ask questions, even to the point of questioning authority.6
11.
The most likely conflicts of the future may not be confrontations between large, heavy forces but regional contingencies ranging from near-combat peacekeeping operations to humanitarian missions. In an environment where “ the crises no longer come to us, we must go to them,” deployability will be the key. The Indian Navy’s highly successful conduct of relief operations in Sri Lanka, Maldives and Indonesia in the aftermath of Tsunami in Dec 2004 is a testimony to this.

12.
Peter Drucker, for one, believes we are now entering a post capitalist society in which capitalists and proletarians will be replaced by knowledge workers & service workers.  He first used the term “knowledge worker” as far back as 1960 and has  asserted that  “the economic challenge of the post Capital society will be the productivity of knowledge work and knowledge worker.” Can one draw a parallel between a ‘knowledge worker’ and a ‘knowledge fighter/warrior?’

13.
The third wave economy is dominated by service organisations, which now provide the vast majority of added value and jobs in all industrialized countries.  In fact, the line between manufacturing and services is now so blurred as to be almost meaning less. In most service companies, the intellect of the people is now the primary source (46% are so-called knowledge workers such as managers and professional staff). The real engine of the third wave economy is the high-tech sector, which is now accelerating at a rapid rate.

14.
The software and service sector (not including BPO) have had a phenomenal run in India.  From a base of just under $100 million in 1990, it grew to over $ 13 billion in 2006, a Compouded Annual Growth Rate(CAGR) of around 34% per annum, thus constituting 23 % share of the world IT services market. Assuming that we sustain even a 20% CAGR  over the next decade or so, the IT services segment could grow into a $ 170 billion industry by the year 2020, growing to 12-15 % of the world market.7  These statistics clearly bring out the human resource that we are likely to target predominantly. 

15.
It is rather ironic that as the information age finally closes in around us, organisations are becoming more dependent on people than ever before.  Even today’s most powerful computers don’t match the intelligence of a worm. As Peter Drucker noted, “Knowing how a typewriter works does not make you a writer.” Now that knowledge is taking the place of the driving force in organisations worldwide, it is all too easy to confuse data with knowledge and IT with information.” Knowledge management has been described as “making the most effective use of intellectual capital” of a business.  It involves wiring together the brains of appropriate people so that sharing, reasoning, and collaboration become almost instinctive and a part of every day work.  

16.
The new language of the knowledge based company, intelligent enterprise and learning organization can be somewhat confusing. Terms such as “Intellectual assets (or capital)” are frequently used interchangeably with “Knowledge-based assets,” “information-based assets” and “intangible assets”. Old relationships determined by position and authority is giving way to new ones based on knowledge and mutual trust. But adjusting to this new world of work isn’t easy, especially for those brought up under the old regime. Some of the new features of organizational evolution will be decentralized, networked, team based, and entrepreneurial. But above all, it recognizes that people remain the critical determinants of success, and that people thrive within strong and cohesive communities.


Naval Personnel System
17.
Officers. The Navy will need people with intellectual tools, physical skills and motivation to build an organization that is in tune with the changing times.8   A major deficiency in out system has been the desire to produce a jack-of-all trades necessitating transfers, which often prevent expertise and experience being consolidated and being passed on. The perception has been that officers and sailors, so long as they do 12-18 months tenure in laid down appointments, must qualify for promotion-which in turn has become an end in itself.9   There is a need to have a relook at the appointments system to give continuity and stability in the jobs.  However, a miniscule percentage of sterling performers and tremendous growth potential would still need to be rotated on a fast track mode for grooming to assume higher responsibilities. It is timely to restructure the officers’ cadre into Operations, Systems and Administration branches.  The new Naval Academy at Ezhimala will provide officers with the necessary education to handle complex technology by awarding them BTech degrees. But it should not be forgotten that a broad grounding in liberal arts and Naval history is also essential for cadets at the ab-initio level.  Liberal and military technical education require different types of instructions: one flourishes in a relaxed, sceptical atmosphere favourable to intellectual curiosity and discussion; and the other requires a disciplined, purposive, concentrated effort to absorb military values and military knowledge in the shortest possible time.  These officers will form the backbone of Operations and Systems branches.  In the Administration Branch, the routine functions of pay, clothing and victualling need to be devolved to Special Duty Officers/MCPOs of the cadre.  For the key function of Operational Logistics, officers from Operations and Systems would need to be inducted to function in the Op Logistics groups at NHQ/Command HQs level and equivalent formations in aviation and submarine cadres.

The Career Factor

18.
Career Factor is a crucial ingredient in the personnel structure of any organisation.  This has been accepted in all the civil services down to class IV level.10   Unfortunately, in the armed forces, no career factor has been laid down to date and whatever factor exists de facto, has evolved in a haphazard manner from post by post sanctions.  In India, the entrants to the defence service, the civil services, the public sector undertaking and the private industry come from the same manpower pool.  In such a situation, if the career factor of one of the competing group falls behind the rest it cannot but have the gravest repercussions on the quality and motivational level of its personnel.  To quote Gen Omar Bradley “Inferior inducements attract second rate men.  Second rate men at best provide second best security.  In war, there is no prize for the runner-up.”

19.
Civil-Military Comparison. Promotion prospects stem from the interacting relationship between pay grades.  As for promotion prospects prior to 1947, the services were on par with Indian Administrative service (IAS)/Indian Civil Service in respect of both factors.  Later the services lost ground and came down to the level of the Indian Police Service (IPS) with regards to pay grades.  As far as promotion is concerned the services have over the years plummeted so far down that not only IAS and IPS, but also nearly every class I service and even a class II service like the Central Secretariat Service (CSS) has an edge over them.  Since remuneration is a factor of promotion prospects, this has led to the services becoming disadvantaged economically and status wise in relation to the civil services with which they are on par pay scale wise.  The higher leadership of the country appears to be quite unaware of this state of affairs, which has come about because of the differing yardsticks that are being adopted in the creation of senior posts in the civil and defence services.

20.
Promotion prospects are essentially a function of vacancies in the higher ranks including deputations.  The despairingly bleak situation of the services in this respect is clear from the following statistics:






Services

IPS

IAS 

RAdm (& equiv)


202


85

805

Captain



1260


420

175

Cdr & Below



42500


1650

2558


The same figures, when converted into %ge basis, Cdr & below as 100 are:






Services

IPS

IAS

RADM & above


0.48


5.15

31.47

Capt




2.96


25.45

   6.84


Some of the manifestations of the unfavourable grade structure of the forces vis-a-vis  the civil services  can be seen from the following, which compares the prospects of the of the ‘regular entry’ officer of defence and civil services:-

(a)
While only about 4% and 1.5% of service officers make Captain and flag rank equivalents, 95% and 50 % of IPS officers and 100% and 98% of IAS officers make equivalent grades.

(b)
While service officers take about 21 and 27 years to reach those ranks, IPS officers take 14 and 21 years and IAS officers 17 years. 

(c)
While service officers spend on an average about 5 years in flag ranks, IPS officers spend about 15 years and IAS officers 19 years.

21.
Job-Grade-Pay Nexus. In any organization, there is a trilateral nexus between jobs, grades and pay levels.  The problem facing the defence services today is that while the civil services have been able to raise the grade levels of their jobs, the services have been held back because of certain cultural constraints due to interposition of a unique fourth factor called ‘rank’ and certain constraints of tradition.  The ranks of certain basic jobs in the Navy for e.g the CO of a Talwar/R class being a Captain, a Khukri/Leander/LST(M) being a Commander have come to be fixed.  Similarly, officers carrying HOD duties viz. XO/Cdr(E)/Cdr(L) in such ships have been fixed as Commander/Lt Cdr.  Since these act as benchmarks, the Navy finds itself unable to upgrade appointments in terms of rank to the extent required for obtaining an adequate Career Factor.  Our internal culture does not allow accepting the creation of several hundred posts of Rear Admirals and Commodores, which is what would be necessary if we were to attain career parity with the civil services through upgradation of ranks.  But then, while we may not want to break the nexus between rank and job, there is no reason why we cannot snap the link between rank and pay grade.  The crux of the problem is that on the one hand, the services require officers of a calibre and motivation level at least as high as the top civil services(if not higher because no CEO/civil servant will ever ask his subordinates to lay down his/her life as the ultimate sacrifice in the achievement of the organizational and national objectives) and, therefore must offer career prospects fully at par with the latter.  On the other hand, we have an organizational structure, which makes large upgradations difficult.  In this catch 22 situation, the best way to solve the problem would, therefore, be to enhance the career prospects in terms of pay grades of ranks, instead of ranks themselves.  Thereafter, on the basis of career factor requirements, the government may be requested to lay down the ratios between the various pay grades.  This would enable us to grant pay to officers on the basis of the number of vacancies in each pay grade, without having to confer the rank that goes with it.  For example, the ratio among pay grades laid down by the government may entitle the Navy to have 600 vacancies in the Captain’s pay grade while the billets for Captains may be only 100.  In such a situation, while only 100 officers will hold the rank of Captain, 500 officers will be able to draw the pay of Captain.  An argument that may be advanced against the proposed concept could be that ‘pay’ is based on ‘function’ and, therefore, it would be incorrect to grant the pay of a rank to a person who is not performing the job of that rank.  A moment’s thought would, however, show that this is a specious objection.  Firstly, nobody has determined the worth of each job in the Defence Services or for that matter in the civil services.  There can be no conceptual objection, therefore, to the OC of a battalion drawing a Brigadier’s pay/an HOD of a capital ship drawing a Captain’s pay if that is what is required to be offered to attract the requisite calibre of personnel.  Second, the government has accepted career factor as a personnel structure consideration quite independent of job requirements in regulating promotions.  IAS and several other civil cadres have been, and continue to be, the beneficiaries of such career factor based upgradations.  Another objection could be that laying down of pay grade percentages for the defence services could lead to similar demands from other sectors.  This again is untenable because:

(a) Provision of cadre review of civil services is already in existence.

(b) All civil services, unlike the Armed Forces, have their ‘associations’ to project the career interests of their members.  

(c) Defence services are unique in having a rank structure.

(d) Defence services can improve their retention rate and reduce turn over rate by bettering the career prospects of its members.  The resultant savings in training costs would be more than the financial cost of career betterment.  
22.
Since the service has a fixed system of monetary emoluments, it can only offer challenging job opportunities and reasonable promotion factor as added incentives.  Since billeting is based on sanctions, a top down approach needs to be taken so that induction figures for regular career as well as SSC officers could be optimally worked out.  In a steep pyramidal structure like the Navy, as mentioned before, it may not be feasible to match the figures of government/civilian sector, but it may be worthwhile to provide promotion factors pegged at approximately 60-65% to the rank of Captain.  Pyramidal structures were originally designed to manage poorly educated, ill-informed people who needed supervisors to tell them what to do and how to do it.  But a high level of education and access to information mean that such structures often negatively affect people’s behaviour and motivation, which will have to be factored into if we are to plan for a dynamic personnel system looking 15-20 years ahead and, at the same time keeping in mind that a military cannot have the kind of horizontal structure possible in ISRO/DRDO due its warfighting function. The Navy has already commenced implementing the PC:SSC ratio of 60:40(or even 50:50) with permanent commissions being offered to select percentage of SSC officers and highly deserving sailors in the form of CW/SD.   The debate between institutional and occupational ethos is an endless one and it is time we realized that only a miniscule percentage can be motivated with altruism towards the nation and the Navy.

23.
Sailors.  The entry level of erstwhile MER sailors has been raised to (10+2) and even the other branches has been enhanced.  It is high time we go in for technicalisation and restructuring of the sailor’s cadres into Electronics, Engineering and Administration.11   The logic is thus: the lifecycle costs of a ship is approximately 40% of its manpower requirements spread over a period of 25-30 years. Even a 20-25% reduction in manpower (which has been happening with successive MPs) would accrue in substantial savings which then can be channellized into advanced systems, training etc. 12  Moreover, with all the technological tools available in distance learning programmes, multimedia packages, a self-learning culture has developed within the Naval community which is being encouraged and nurtured. The INEP programme has benefited our personnel to acquire additional qualifications whilst being in service. The far sighted initiatives in the form of recent Review of Career Profile of Sailors(RECAPS) and New Recruitment Policy(NRP) will definitely enhance satisfaction levels. 

24.
Maintainer-Operator.    It is high time we introduced the maintainer-operator concept.  This despite the fact that it failed previously.  We must learn our lessons from history in this regard.  We’ll take the case of transfer of power electrical duties(EMP) from electrical to Engine Room branch prior commissioning of ‘Petya’ class of ships.13  The Electrical branch did not take kindly to these directives.  Views still differ on whether all the junior engine room sailors who underwent training in compliance with the directives were deliberately failed in the examination conducted after twenty weeks of familiarization training or whether the non-matriculate Engine Room sailors lacked the ability to comprehend electrical power generation.  To avoid disrupting the acquisition programme, it was decided to maintain status quo.  The apprehensions about the user-maintainer concept centred on three issues:

(a) Erosion of the responsibilities of the electrical branch.

(b)      Demarcation of responsibilities between Executive and Electrical officers/Weapon Maintenance Officers and between seaman “user” sailors and electrical “maintainer” sailors.

(c) Possible diminution in the career prospects of Electrical Officers.

In the present day context, this only needs a change in the mindset.

25.
Cyber Warfare. It is high time that that we created a core sub cadre of cyber warfare/info warfare specialists(within the Operations branch) whose task will be to deal with critical information infrastructures not only in the Navy but also liaison with other armed services, civilian databases like financial/accounting systems, stock exchanges, govt bodies and NGOs etc. These professionals will represent the Navy in bodies like NASSCOM, CII, FICCI etc.14 They may have a different career path and be relieved from the straitjacketed approach of 12-18 months because such an expertise needs time to build(say 4-5 years extending even to 7-8 years), mature and be successfully exploited.  We have to accept that may not wear uniform and not be the archetypal image of a Naval officer/sailor.  In a real war (or Operations other than war), the effectiveness of a computer network attack would depend greatly on how much effort the attacker was able to devote to the operation.  High-quality hacking is labour intensive.  There would be some hits and misses.  The successful operation would most likely resemble some of the worst cases of computer vandalism or glitches we have seen in the past.  Let us take an example as to how cyber/info war can effect the geopolitical cauldron in Asia.  This is an extract of a situational study carried out by RAND Corporation, USA:


China has learned through experience how a confrontation over Taiwan might play out.  They especially want to avoid a replay of the US-Chinese clash of 1995-96 in Taiwan Straits.  The Chinese leaders had learned a lesson from the episode: if they intended to settle the Taiwan issue with a military attack, they had to have a way to put the United States off balance, at least enough to give US leaders second thoughts about aiding Taiwan.  Chinese military planners decided they needed to launch a sudden, comprehensive missile strike against Taiwan’s ports, airfields, and military command centers.  The question was how to prepare for such a strike without alerting the US.  The Chinese needed a brief window to roll out and launch their missiles.  According to their analysis, Chinese military planners believed that if they could just interrupt US recce satellite coverage for thirty minutes, they would have that window.  The Chinese had analysed US satellite coverage of the Taiwan Strait using a commercial software programme.  They concluded that there was a brief period when the ability of the United States to detect Chinese preparations for a missile strike depended almost entirely on a single surveillance satellite.  That satellite transmitted data through a series of communication links, one of which happened to be a commercial relay satellite circling the globe in geosynchronous orbit over the Western Hemisphere.  The Chinese computer attack team proposed to cripple that satellite.  They had already stolen the satellite’s operating system by hacking into one of the labs that had designed it.  The Chinese had also managed to get an agent inside the satellite ground station.  The agent copied the appropriate uplink software and authentication codes.  At the critical moment, another agent operating from a satellite control station concealed on a ship anchored off the coast of Ecuador hacked the satellite and put it on ‘safe hold’ (satellites are designed so that when a malfunction occurs, they shut down and point their solar panels to the sun and antennas to earth, so that their batteries remain charged and staff at the ground control centre can figure out what went wrong and how to fix it).  It took almost three minutes for the US surveillance satellite operators to realize and confirm they had lost their data stream.  It took them another four minutes to contact the relay satellite operators to tell them they had a problem; by that time of course, the operators were well aware of the emergency and were, to put it mildly, preoccupied.  It took about 15 minutes to reconfigure the surveillance satellite to communicate through an alternative link and test the connection.  It took almost ten minutes for the analysts using the satellite’s information to sort through their data and pick up their analysis from where they left off.  In other words, the Chinese had two minutes to spare.  That was enough time for the Chinese to wheel out their missile launchers from their shelters and fire off a volley that destroyed 100 key targets up and down Taiwan.  In the ensuing chaos, the Chinese followed up with additional missile strikes and aircraft attacks.  By the end of the day, they were ready to launch their cross-strait assault, occupy a beachhead, and present Taiwan, the United States, and the rest of the world with fait accompli.  At that point, US leaders had to decide whether they wanted to go head-to-head with China in a war on the other side of the world.  It would have required the US forces to operate at the end of a long supply line and without a staging base on Taiwan itself.  It was easier for everyone to negotiate a peace agreement that gave Taiwan roughly the same status and guarantees as Hong Kong.15    

26.
One vexed problem that the Navy has to deal with is Topass duties.  With the advent of automatic labour saving devices viz. high capacity vacuum cleaners, water jets, improvements in detergent quality etc, the chore of cleanship on board ships and shore establishments has become much simpler and less abhorrent.  But the topass issue has more to do with our archaic caste based feudal structure.16

In the words of  Admiral Nanda(retd), CNS from 1970-73:


“In the Navy, we have people brought up in a social system which does not ask them(sailors) to do these things in their own homes.  Even topasses, when they go back home, do not clean their own bathrooms and toilets, even though they have been doing so at sea.  The social system is totally different.  Therefore in the social environment in which we are living, to impose something, which is considered against the way you have been brought up when you tell a man who is educated, who has been brought up in a particular way of thinking, that he has to clean the latrines, he revolts against it.  He says I never knew that I have to do this and this is something which is being imposed on me.”


What was true in 1970s is true even today and may be relevant another 20-30 or even 50 years down the line.  As a result, even the follow on Talwar class ships, ADS and the mighty Vikramaditya too will have Topasses in their complements. This is because even though a sailor belonging to a first wave agrarian society will adapt himself quickly to second and third wave weapon systems and work environment, there are somethings he would just not do because of his social conditioning. 

CONCLUSION

How do we achieve it?

26.
In the words of Gen Don Starry, architect of highly successful Gulf War 91, “the US Army’s miserable experience in Vietnam”, however had one positive effect.17 It led to a soul-searing self analysis far deeper and more honest than that in most large corporations.  His team helped successfully restructure the army, one of the biggest (a million plus), most bureaucratic and recalcitrant institutions in the world- a task very few captains of the industry, dealing with far less cumbersome and complex organizations, have been able to achieve.  Mercifully, we need not await our Sedan or Vietnam to realize that it is high time for enunciating a dynamic personnel vision which would give the Navy the best people-be it warfighting, humanitarian/disaster assistance, peacekeeping/peace support operations, research in cutting edge technologies, software etc.

27.
Changing any military’s policies is like trying to stop tank armour by throwing marshmallows at it.18 The military, like any huge modern bureaucracy, resists change especially if the change implies the downgrading of certain units and need to delearn the old and imbibe new practices by cutting across inter-branch turf battles and rivalries. To define a new policy, to win support for it both within the Navy and bureaucrats/politicians and then to actually implement it is a tremendous task, and no one person, despite the weight of rank and authority, could probably hope to accomplish it.  It would take a campaign-one in which ideas would be the bullets.  The formation of directorates of NCO, Strategy Concepts and Transformation(SCT) are definitely keeping in line with the current trends in warfare. They have done a sterling work in networking our forces and formulating a new vision for the Navy. The new personnel policy after being drafted, needs to be disseminated down to Command HQs/field level.  The proposals would then need to be iterated in a lengthy and complex intellectual process.  This would then form the blueprint for the next Manning Plan. A military must evolve as the society changes.  At the same time, we must stay unique.  Certain aspects of the Navy such as Command & Control and of unlimited liability gives it uniqueness from the rest of the society.  We can never let go of the fact that the battlefield will never be aseptic despite the infusion of frontier technologies. There are risks involved in making sweeping changes within a very short span of time. Therefore, we must strike a balance between enough to remain consistent and preserve the values and traditions that make a positive contribution to effective morale.  
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