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Sub Divisional Engineer
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	To

    The Chief General Manager Telecom,
     Kerala Circle,
     Trivandrum

No.SNEA(India)/KRL/08-10/17 dated 24-06-09
Sub: Improvement of Quality of service and customer relations, Marketing, reduction of operating expenditure etc. - reg

                            The CEC met at Kottayam on 06/06/09 for thorough and fruitful deliberations with special focus on the growth in market share and profit share in the Circle with useful and purposeful contributions by representatives from all the SSAs. The meeting did not discount the need for further improvement and change in the attitude of executives, their relations with customers in tune with the realities of the Corporate set up instead of living under the legacy of DOT. The unwanted regulations and procedural hassles, the bane of the organization, however continue unabated without practical and purposeful solution anywhere in the vicinity. While acknowledging the earnest efforts of our Circe Management in this direction we cannot a turn blind eye to the many grey areas that still require attention and care. The proper deployment of all staff on asset basis, without bias or preference is perhaps the need of the hour. This will reduce the operating expenditure and improve efficiency. Transfer for the sake of transfer will incur huge loss to the exchequer in the form of Transfer allowances and as such is most unwelcome. Other important and notable points that call for the attention of the Management are also listed below. Kindly look at our view points and suggestions for necessary action and implementation at your end.

I .Basic services

1. This sector, which contributes to more than 70% of the Circle’s revenue, is unfortunately the most neglected also. The recent statistics should be an eye-opener. The fact that more than 1.2 lakh landlines were surrendered during 2008-09 emphasises and witnesses this fact. The precious copper mine is absolutely neglected with no system in place for its maintenance. Even though the Administration reiterates that it is the job of the Telecom Mechanic, this never happens practically. When there is no hesitation to pump out crores of rupees for the AMC of the sophisticated NT switches, the Administration is probably closing its eyes on this most delivering, yet neglected sector. There are instances of demotivations and total refusal to prop up this sector in some SSAs, on the plea of expenditure saving. It is best remembered that such negative tactics is at the cost the system and may seem admirable and attractive in the short term but will prove to be a total failure in the long run. There should be codally tenable tender systems in place for the maintenance of wires and cables not only to protect the system but also to earn more revenue, especially from the in-demand Broadband connection. At present the poor quality of the unattended cables is a strong deterrent in the progress as well as the performance of the Broad band connections. Hence no time should at all be lost for protecting the sector through valid tender systems in all SSAs. Let us not forget that the fat elephant without feed cannot survive eternally.

2.  Delay in attending the interruptions, poor quality of line/cable accessories, poor quality of EPBT, delay in attending telephone instrument fault etc, without saying, detracts the customer. It is reported that tender for EPBT repair in ENK SSA has been cancelled without other alternative system causing untold miseries to customers, staff and ultimately BSNL. To add to the woes, the lack of quality FWT instruments stands in the way of replacement in case of prolonged cable/line faults. A number of suggestions on issue of  EPBTs to customers at the time of installation which will continue only till the warranty offered by the vendor and other suggestions have not found favour with the Administration for reasons best known to itself.
3. The only prompt thing that the customer receives at the hands of BSNL is its exquisite promptness in disconnection, sometimes even if the customer has paid his bill. This has lately spread even to service connections. Why can’t we stop disconnection for non payment, at least within a reasonable threshold for at least for two months until the next bill is issued? This will not only increase our revenue both from outgoing and incoming calls, but also help  our external staff to interact with subscriber for getting the bill amount remitted.

4. The bane of PCOs country-wide as well as in the Circle has been a terrible dent in the income of the Company. To avoid further closure of PCOs in our Circle the minimum guarantee of Rs 300 in urban area is to be reduced to Rs-200 or Rs-150.The existing Rs-100 for rural  may continue. It is to be remembered that the earlier attempt of the circle office in this direction has been aborted by Corporate office. But that shouldn’t stop us if it really helps.
5. There is reluctance on the part of the Administration to post Executives and other staff to the depleting external plant and instead hoard them in the internal systems. There is a need for redeployment particularly the youth because it is the field that provides the platform for real customer interface. 

II. CDMA WLL:
 1. The progress of growth in the sector is being terribly affected by the poor quality of FWTs supplied. When the private operators rush to the customers with attractive IFWTs, it is definitely asking for too much to expect the customers to keep to us with anything given to them. What the subscriber wants is attractive good quality IFWTs with internal batteries and not the awkward looking, heavy SMPS battery connected ones. Further even these poor quality instruments are not available in any SSA in sufficient quantities even to attend to the faults. Some of the Makes especially those supplied by XL telecommunication Hyderabad is the worst. Hisense supplied by ITI and I.Comm follow suit. The LG Supplied by Bhagyanagar telecommunications  is reportedly the best with less than 5 % reporting faulty . The performance of Huawei supplied by Terracom,Goa is also not bad, though the display card becomes faulty often. Data supporting IFWT (make-Clarity) supplied during the last year is also reported to be good. But the supplier has not supplied full quantity as per PO. We repeat off-the-shelf supply of good quality IFWTs is the need of the hour.
2. The pumping in ‘n’ number of non-compatible FWTs into the field only compounds the problem with huge number of sets remaining faulty/ unserviceable. Either compatibility should be ensured or still better the number of brands may be limited to maximum two.

III. EVDO Cards, NIC Cards: 
In spite of the lack of marketing, these cards are in good demand in the Circle. But the speed as assured by us is not available in most cases. Also in the case of EVDOs we cannot run the business with mere zonal roaming. Customers demand All-India roaming in these modern times. Also the lack of coverage even in the Circle and the speed offered need to be attended along with better marketing strategies.
 IV. Broadband service:
This is one sector which brings smile to the lips to every BSNL devotee, because we have grown by 75% during the last year and more than that increased our market share from 52% to 57%. But when we take a critical look at our performance during the year we have to admit that we have not put up our best performance. With no real worthy rivals in this field perhaps we should have performed much better. The target of 20 million fixed by the Government by the end of 2010, means that the market has to grow by another 13.5 millions in the next 6 months. And the expectation from BSNL would be another 8 million which puts our target at 1.35 million per month, which definitely should not be thought beyond us. As far as the Circle is concerned, the target allotted is… We have a waiting list of around 14000 as on 31/05/2009. With sufficient equipment supply and installed capacity this challenge should be met squarely and bravely. The main difficulty reported is the delay in supplying equipment that too with all accessories. This was due to shortage of supply of sufficient racks in almost all SSAs. Though it is a turn- key project, the performance of the vendor is far from the expectations. As a result we failed to achieve the target in the year 2008-09.The penalty clause for delay in execution of project and making over after AT is to be examined and penalty imposed on the vendor accordingly. However these excuses cannot and should not deter us from carrying out the job on hand. Here again the main difficulty lies with the external plant and the neglected cable sector, which we have highlighted in the preceding para. Once again our plea is that this should take topmost priority of the Administration. Otherwise we are killing our most precious resource.
Some issues requiring attention:

Highlighted in the table below are some of the issues still requiring attention.
P2.2
P3 / Multiplay
Creation
· No problem
· Should be made online. Great delay experienced at present

·  Present method of user ID with telephone number (eg. Su8025808811) is inconvenient. Now customer has to remember 3 things – user ID, Portal ID & Email ID. In the previous procedure, user ID and Email ID were same. The same can be followed.

· There should be a provision to take reports with all details like Accounts created / provisioned on a day or a period, list of accounts in different plans, list of accounts whose plans were changed during a month


etc.
Plan change
· G20 (20 % discount to govt. employees) should be like any other plan change.
DNS Servers
· Number and capacity of DNS servers should be increased.

Mail Servers

· Intermittent failure in Mail client and web interface

CPEs / Modems

· Auto reset happens in some modems working in both modes.(PPPoE & Bridged)

· By default, Wi-Fi should be disabled in CPEs. 

Billing

· No problem

· Free night usage is still confusing.

· Date format in the report is not unique.

· Usage in data.bsnl.in and bbservice.bsnl.in differs.

· Plan and telephone number should be displayed in usage report.

Alert of free usage expiry

· Not available

· Even though, it is good, the message displayed is confusing. H250 customer is getting the message of H125 customer etc.

Maintenance

· Should be done in distributed manner. Centralized help desk will not solve all customer problems. Regular knowledge – technical and commercial - sharing should be there.

Customers’ privilege

· Customer should be able to change some information like his email ID, mobile number etc. of his profile. This will help us to send any information to them. (Many customers do not use the mail IDs given by us.

 Posting of one Apprentice with Diploma, with minimal cost, under each Sub Divisional Engineer external for 3 k lines should be able to meet the contingencies in the broad band and external plant. More than one thousand JTO posts are vacant in the Circle. As such these apprentices can be effectively utilized for attending broadband faults, marketing of Broadband and providing new connections. Indeed this will improve our customer relations and quality of services apart from assisting in the achievement of the stiff target.
V. Electrical/Civil :

The system of empanelling of contractors for various jobs including Civil/ Electrical works reduces the competition, helps in formation of cartels, substantially increases the cost, reduces the quality of the job and increases the time lag of the jobs. Proper study and revision of the process in various contract jobs may be though out and carried out.   

VI. Mobile services:
1. Once upon a time we were the most respected, most coveted and most sought-after mobile Company in the Circle. The queues that used to build up for registration and SIM cards are all stories of the past about which we can boast to the posterity. Today we have fallen from the pedestal and are being categorized among the also-rans, who wait to pick up the crumbs. There is no purpose in trying to find the causes or the excuses. Today the private operator competes with us and even overwhelms us in the matter of coverage. Our network is far from satisfactory. The Nortel tender has completely spoiled our image. Most of the BTSs are down, the moment KSEB power fails. Even though we have sufficient drive test tools, optimization of network is suffering due to want of vehicles and sufficient staff. We are hoping for the best in Ph.V. But then again with three vendors in the field, the system is far from the best. But now we have to do the redemptive act. Sufficient executives are required to be posted particularly in the BSSs and the NQMs. The once upon a time devoted and self motivated OMCR has now been rendered infructuous because of the paucity of the required personnel for round the clock manning. Without 24 hrs. manning the OMCR cannot deliver in spite of the best and most efficient technical personnel. This aspect requires immediate attention because without support from the OMCR the field cannot function efficiently and the outages increase with the quality of service deteriorating in direct proportion. Our demand for posting more JTOs to this most productive and profit-producing Circle, while the loss-making Circles are packed with them, seems to be falling on deaf ears. We hope the Administration will take care.
2. Growth: This sector which is experiencing more than exponential growth during the last few years has been receiving major contributions from the private sector with BSNL occupying hardly 13% of the share in the sector. Due to obvious tender difficulties we were not able to accomplish much during the last two years. But now we can no longer complain about capacity crunch. Our performance during the last few months do not give us any advantage in our share but only continues to dip although there has been a resurgence. The figures of May, though, are most disappointing with our growth reading just 27,000 even while the little Aircel registered 35,000. But in June there has been some improvement and the figures may touch 75,000 to 80,000, which again is not complacent enough to increase our present market share.

3. Marketing: The lack of growth can be accounted against many heads. But we feel the main culprit is the marketing. Our marketing strategy requires a thorough revamp and revitalizing. We feel that we require real professional help. It is not the number of plans that help but the right plans at the time for the right people. Even when a scheme hits the market with all this poor strategy, we are ill-equipped with scanty number of SIMs to exploit the situation. It is quite disturbing to note that whenever one new product which has public appeal is launched by BSNL, we do not have sufficient quantity to sell again driving the customer away to our competitors. The case of student Suvidha is an example. It is our practice to arouse customer appetite and then tell him that the food is at the next door. This coupled with the numerous procedures drive away the customer who can get the competitor’s connection from any nearby panshop, with no demand for photos, ID cards, this and that. We have to shed some of our orthodoxy and devise methods to exploit the market, which may not remain as ripe for long enough. The Franchisee/DSA/ retailer have to be expanded to cover even the remotest village. In fact he should be available wherever the customer comes out of his home. Or even better he should go the customer premises. At present the observation is that these people are more eager to sell the product of the private operator than of BSNL. He should be made more accountable with targets in each BSNL product including landline with incentives for attaining high volume of business
4. Infrastructure-sharing: In order to help our income front we decided in principle not to oppose passive infrastructure sharing in BTS sites. But the Administration better work out the investment in terms of improving the infrastructure (battery , power plant, Diesel Generating set, enhancement of KSEB power, antenna fixture arrangements etc.), 24 hours fault free power to the private operators, additional staff requirements for maintaining the fault free service, security arrangements in the sharing BTS sites, penalty for any lapse in fault free power to the operators, space constraints in the existing GBT sites, additional rent/agreement with the landowners etc. and of course  net return after considering all these arrangements. At the same time we will continue to oppose the sharing of our vital sites.
VII. General: 

1. Today the billing and bill delivery system calls for a total revamp. It need not be reiterated that several customers are lost by faulty billing methods. The customer doesn’t get any benefit even at the bill counter or office. Much less does he have the time to travel to different offices and counters even to pay the bill. But disconnections are so prompt that he rarely realizes that. And even by the time he understands he is not aware of the reasons for it. Mechanisms have to be developed to serve the bill in person, sort out any problems without taking him to the office or the counter and to convince the reason for disconnection if it cannot be avoided altogether. In all cases the customer should get sufficient time before any disconnection. The delivery and service mechanisms through franchisees/ our own TMs etc. may be worked out because such systems should not cost the Company any extra penny as amount is already being paid to post offices etc. without guarantee of delivery. The same method can be utilized to collect arrears. Net banking for high-paying customers also has to be established for easy remittances.

2. Off-the shelf quality material lacks wherever the business grows. We do not either have the material or come out with unwanted and unwelcome ones whenever there is demand. Take the case of FWTs, EPBTs, Modems and there are so many others to name. The L1 product is usually the most inferior and does not suit the present customer, who hates even the sight of it. We have to think about something other than the L1 product. We have so much QA, AT etc. but still come out only with the unwanted product. Will the Management please look up and amend the rules for the transparent purchase of well-known quality products from the market. It refurbishes our image and attracts more and more customers even of the high –paying class, which is at present not interested in BSNL. Yes, we require a change in the image which is created by both tangible and intangible products.

3. Utilizing our own buildings to the maximum and vacating rented buildings is another source for reducing the operating expenditure. We have our own buildings and assets which none other has. Optimum utilization of the available space without any stringency does not harm us in any way. We should start the process immediately. There are a lot of unused quarters and many more are expected to be vacated shortly. Process should be worked out to let these out to other PSUs/ Central/State Govt. agencies at reasonable market price to earn huge revenue for us.

4. Huge quantity of unwanted material is at present hoarded in all types of BSNL Buildings for years together. Scrapping these items on priority to earn huge revenue and save valuable space should be started by all units. A model scrapping Mela conducted in Ernakulam SSA 2007-08 in which all concerned officers of the Engg, Finance and electrical wings were present across the table, with all required documents and Form-B , Form –C, ACE-9 etc. generated electronically, ensured scrapping of obsolete items worth 32crores in 5 days. The disposal of the items so far have earned a revenue of more than 6 crores with around 5 crore on the way.

5. At present huge sums are being paid by BSNL to the Electricity Boards towards consumption charges. Energy audits are required in each SSA to minimise the consumption apart from personal attention on turning off electrical items when they are not required. The consumption after such energy audits and implementation of their recommendations has been observed to be reduced drastically. The EBs are at present squeezing us by charging Commercial tariff even though we are eligible for industrial tariff as per Supreme Court directives. The Circle Office should take steps, legal if necessary, to ensure that this directive is enforced on the EBs. The savings that will accrue will be quite substantial. And remember these are recurring charges.  

6. Perhaps we are the only PSU upon which all the Government procedures are thrust and we carry them on faithfully and uncompromisingly incurring huge losses to the Company. We are required to hire security and watch men only from the Ex-servicemen category incurring thousands of crores in the process. We are a business Company. All market needs have to be met by the tendering process from the market. Why there is restriction on BSNL alone to hire Ex-servicemen only, when all other PSUs, including banks hire from the open market. This cannot be allowed to continue. Or if at all the government insists for the same we have to be compensated for meeting this social requirement. Else the responsibility should be equally distributed to all other PSUs/ Government establishments and we will meet our share, say 5% of our requirements. This has to be settled with the concerned authorities immediately, because we ourselves are almost in the red.
7. Accountability: Even though so much has been said on the subject, nothing so far has been done. It is high time that the heads of  SSAs are accountable for their acts of commission and omission. We have seen all SSAs going –ve on wireline connections with only three scraping across the red line to register some positive growth in the land line sector (W/L + WLL). We are yet to see the SSA-wise profit. What about the –ve growing and loss-making units ?  Are they simply allowed to rest and relax enjoying the benefits of the hard working units. Are they called upon to explain for their lack of performance? Sadly, no, and this sorry state of affairs continues, with no one listening, much less, taking care.

What we have pointed out above is not exhaustive but only a tip of the ice-berg. While we may be feeling comfortable with a reported profit of Rs.562 crores, let us not forget that these figures are down Rs.245 crores from our last year’s profit. That is we are going down the slope very fast. We hope that along with the Executives, whose total support , we can assure in all sincere attempts of the Management, we will together work hard to increase our market share, income and profit. Hope our suggestions will receive the attention and the promptness they deserve. Once again assuring the Administration of our sincere and committed support in all its endeavours to boost up the market share and profitability of the Company, in the hope that we will not be distracted from this vital purpose by any acts of the Administration

Sincerely Yours,

N.A.Abraham
Circle Secretary,

SNEA (I) , 

Kerala Circle.
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