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Preface

The purpose of this paper.is to acquaint the reader with the
administration of Iranian State Railway ( I.S.R.), & state owned cor-
poration with legel personality and financial independence which ear-
ries on the business of rail transportation in Iran, The subject is
treated in eight chapters. As introduction to the administration of
Irenian State Reilway, the first two chapters deal with the social,
economic, and political value of the railway for Iran and the history
of railway development in the country. The rest of the chapters are
devoted exclusively to the administration of I1.S.R. wherein the organ-

ization, persomnnel and financial administration are discussed.

While there are many docunents both in Persisn and English that
deal with the history of reilways in Iran, the literature dealing with
the adninistration is much less abuﬁdant. To the authox's knowledge,
there is no single book devoted exclusively to the administration of
I.5.R. One or two books that have so far appeared are mostly of no
adninistrative value and deal with the general desecriptive character
of the railway mixing reilway organizational structure with biogrephi-
cal &venture: of the railway officials. Therefore, it wes difficult
for the writer to use such materials without due care and thorough

analysis of facts for emsuring their validity.

The author derived his information from five sources. These
were mainly : (1) lews, decrees, regulations corresponding to the ad-

ministration end orgsnization of the railway; (2) the available books




and publications both in English and Persian covering history and
organization of the I.S.R.; (3) the statistical data published by
the I.S.R. end the International Union of Railways; (4) the informe-
tion received through correspondence with the informed railway of-
ficiels; (5) and finally the author's personal observations end ex-

periences resulting from sixteen years service in the I.S5.R.

I wish to express my gratitude to his excellency Major-General
Ansari, the Minister of Roads, and to Eng. Guerowgaen, the Director
General of the I.S.R., for the grant of leave which enabled me to
study at the Americen University of Beirut and conseguently to com-
plete this work. My thanke are due to Professor George Grassmuck, the
former chaeirmen of the Department of Public Administration, for ac-
cepting the subject, reading the first draft, and for his valuable
suggestions. I am also indebted deeply to Dr. William 3. ¥lash, the
new chairmen and Professor of Public Administration, for his wonder-
ful suggestions and help which enabled me to complete this work. Sever-
al friends, both within end without the railway, have sent me useful
informetion concerning the railway administration. I am obliged to

all ol them.

Responsibility for accuracy in statement of fact, and for

expressiog of opinion or conclusion, rests with myseli alone,

= H. S. Tehrani
4,U.B. 5

Department of Political Studies

and Public Administration

Beirut, Lebanon 5
Beptember 1957 Fand : i




Abstract

The Iranian State Railway ( I.S«R. ) is a publiec corporation
under the Ministry of Roads with legal personality and finaneial in-
dependence. It is a large-scale organization with more than 28000 staff
who at present are responsible to conduct the business of rail trans-

portation on & total line of 3350 kms.

Being the subject of political rivalries between Great Britain
and Russia in the nineteenth century, the construction of effective
railway system in Iran was actually realized in 1928. In 1935 the I.S.R.
was established and the railway has eversince been expanded, The I.3.R.
contributed greatly to the wvictory of the Allied in World War II. It
is an organization which contributes effectively to the social, economic,

and political development of the country.

The organization of the I.S.R. consists of central bureaus and
regional divisions, At the top of the organization is the Director
Generel and his assistents ( Directors of Technical, Administretive,
and Finaneial Affairs ), who form the Board of Directors, The Director
General in his principal task of laying down the broad line of policy %
is assieted by the Supreme Technical Council and the FPinancial Super- -
visory Boafﬂ. The latter being a body to ensure financial honesty in
the railway, recommends ways and meihods for the impro?ement of Taile
way financial efficiency. The former ensures technical and administra- .
tive efficiency and-adviae;‘fﬁé menagement on the application of tech-

~mological progress.




The central bureaus of the I.S,R. are divided according to
the nature of their functions into administrative, financial, and
technical units. These units are under the direction of the directors
of the specialized functions. The specialization of functions are based
on the functional division of work as opposed to geographical divi-
sion. The functional division of work being the responsibility of the
central bureaus, the regional divisions perform the functions of trana-
portation and maintenance in specified territories. Thus the geographi-
cal division is for the convenience of operatiom in an area of sever-
al hundred kilometres of line., At present there are nine regions in

the I.5.R.

The railway employees form three categories of staff : that is,
permanent staff, railway oifficials, &nd civil servents in the railway
service., The menagement of personnel is the responsibility of‘ the
Director of Administrative Affairs through the Bureecu of Fersonnel.

The railwey has its own personnel regulations with regard to position
classification, employees compensation, and promotion: The railwey
retirement system and pension is same &s that of the state for civil
servants, The technical training of the staff is the business of the
Bureaw of Technical Training. As for the administrative and in-service .
training programs, the railway needs further plans and consgideration

of its importance for the efficiency of administretion. The several
emplpyee-ofganizations provide stability and soliderity in the re-
letions of their members and;,aé infbrmgl organizations,have real ef=-

fect on the administration of 1.8.R.




Since the I.8.R. is a self-financed orgenization, it uses the
procedures employed by commercial eﬁterprises. However, the I.8. R.
like meny foreign railway systems is not completely a profit-making
undevtaking. This is because the organization is bound to observe
government regulations corresponding to the economic situation of the
state in charging its service. In preparation of ite annual budget,
estimations are made on the basis of the revenues and expenses of the
previous year., The railway management in planuing the reilway activi-
ties has discretion to adjust the budget prepared by the subordinate
units, If there is any deficit, a grant in aid is evailable for the

reilvey by the approval of the Council of Ministers.

The effectiveness of the administration of I.S.R. will be
improved by reviewing ite organization and methods constantly. The
use of modern technological progress will provide for the rsilway bet-
ter quality of service. It will enable the management of the railway
to reduce orgenizational dimensions and to use better the menpower in
the railway service, The establishment of a " consultation program "
with e sound communication method, and improvement of the employees

welfare will increese the efficiency in the administration of I.S.R. B
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CHAPTER I
Socio-economic and Politieal Value of the I.S.RH.

At the foundation of our system of communica-
tion ie the raeilroad web. It is the most important
single element in our social and economical life...
The railroad system must be continued and its effi-
ciency preserved because of Hational necessity -
economic, social and defensive.l

A typical " man on the street " is apt to think of a railway
in terms of iransportation of passengers and freight. The intangible
parts which railways play in the development of the social, economic

and politiecal life of a country are offen ignored.

Phe Prans-Iranian Reilway with its main line connectiﬁg the
Persian Gulf with the Caspian Sea, and its far-ilung branch lines
linking Mashed, in the northeastern province of Khorasan, to Tabriz,
in the northwestern provimee of Azarbaijan, consists at present of
a total length of 3350 kms.a These railways and their future extension
are of the greatest wvalue to the social ,economic, and political de- A
velopment of Iran - & country which has suffered more than other parts.

of the Middle Bast from the inaccessibility of its territory, travers-

ed as it is in all directions by the high mountain ranges and other

1. Taken from Julius H. Parmaaee,_gha:ggdern,Railwgy ( New Iork S
Longnans, Grean.& co.,1940),p 25 g ; !

2. Railway Information Service, e Roilway After T De
( in Porsian ) ( feheran, Kayhen Press,1957 L7l ),
n,.P- ] ! v : o
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obstacles to traffic.3

The sociological significence of railway transportation re-
lates to the fact that in modern times railvays have been an impor-
tant element in improving the prosperity of towns and cities in many
countries of the world. In many instances, railways have been the main
causes of creating new towns, cities and ports, and have introduced
significant changes in the sociel and economie conditions of a people,

especially in under-developed countries of the world.

The mode of development of a railway system or net may take
two quite different forms, according to whether the country is an under-
developed or a long-settled region.4 In the latter case railway routes
are dependent on Pre-existing conditions - such as those in Britain,
where the distribution of population, the location of towns and in-
dustries, and the existence of develope& natural resources, such as
minerals and harbors were determinant factors for the railway routes,
The initial function of the railway in this country - which had so
recently undergone a rapid trensition consequent on the Industrial
Revolution - was that of connecting places which were already impro-
tant, Moreover, the lines at once stimulated the industries of +the
regioﬁs they served, and this growth encouraged the construcfion of
Turther rail connections, Junction points began to attract population

and industry., and at certain Jjunetions whole new townships sprang

e

3. Alfred Bonné, State and Economics in the Middle Bast( London,
Routledge and Kegen Paul Ltd.,1955),p.326

4, Dudley Stamp and Carter Gilmour, Chisholm's book of Com-
 mercial Geography ( London, Greem and Co., 1954),

P. 85




up, such as Crewe and Swindon. Also the railways of Britain helped to
foster the growth of their seaport terminals, and in several cases
were responsible for the entire construction of new ports, such as

Southampton and Immingham.

As far as the effect of railways in under-developed areas is
concerned, the situation is gquite diiferent. For example, in the vir-
gin areas of the Canadian prairies seventy years ago, large-scale set-
tlement wes alnost impossible owing to a lack of communication, Thus,
until the completion of the Canadian Pacific Railway in 13883, western
Caneda was practically uninhabited, and settlement closely followed
the first lines of this railwey. In such a case the reilway may quite
definitely be said to have developed the country; even today in Canadea
little wheat is grown more than twenty miles from the railway.5 in the
same way the railway lines of the Argenbine, and the Middle West of
the United Stetes have provided a basis for setilement. These settle-
ments were mainly the results of the break in transportation in the
reley stations, where trains stopped to change crews or engines. In
the United States, Las Vegas is a typical example of a city sprang up
in a desert which was first train stop.6 Furthermore, all the United
Stoates had, that was worthy to be called a city, in 1800, was a small
handful of port and river mouth cities on the Atlantic and Gulf coasts.
"he chief of these were Boston, New York, Baltimore, and New Orleans.
Phe invention of the steam-boat brought on a period in which spec-

tacular development occurred in the cities located on the waterways,

5. Loc.cit.,

6. llels Anderson, Urban Sociol ( Wew York, Alfred A. Enopf,
1928 ),p.11
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the rivers end lakes. But when railways were built and later develop-
ed these inland cities experienced a razpid growth based on rail {rans-
portation, and becane primerily railway centres. Minneapolis, Omeha,
Denver, Screnton, and Los Angeles are examples of cities which are

3 - & i . ” o '
primerily e product of the railwey. While this pattern of large cities

was developing, hundreds of small towns sprang up &long reilway lines,

Po shift our attention to Iran, we find that she, with vast
uninhabited and waste areas, suifers from the same difficulties that
once existed in the under-developed areas of the United States and
Canada,., With a land three times larger than France and one Lfifth the
size ol the United States, she needs the expansion of her railway net-
works in order to encourage people to settle and utilize these large
tracts of waste land. It is obvious that, where there are not proper
truck roads and little movement, the consequent isolation rendere '‘so-
cial and economical life relatively static. At the other extreme, of
which the city is typical with a meximum of movement end contact,change

and developument is continuously taking place.

This may be said also of the present situation of Iran, as we
compare some of her cities which relatively enjoy transportation fa-
cilities with those neglected towns and villages which are located far
from the capital and the railway lines. The expension of the present
networks, therefore, would be an effective measure for bringing vari-

ous parts of the country into & social unit and providing communication

T. Harlan W. Gilmore, Transportation and Growth of the Cities
( Illinois, The Free Preds ; 1953 ),D.D.062-63
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for people to make contact with each other and benefit from facili-

i
ties provided in other parts ol the country. i
[* 1

1

The economic significence of the railway in Iran is beyond
doubt. It is closely related to the sociological significence of the
railway. It is effective in the promotion of the sikandard of living
of the people, since improved transportation contributes to lower
prices and higher real wages. Therefore, the Iranian State Railway
will be, as it has been to & large scale, & fundamental element in the

promotion of the economic conditions of the country in general, and of

the industrizlization end increase in local production in particuler,

The economic significence of the reilway for Iran is wmonifest-
ed when we cbserve the present economic condition of the United States
and the part which impfoved transpordation, especially railways, have
played in that country. We may ask what the United States would be.
like today if there had been no improvement in transportation facili-
ties beyond the primitive roads and vehicles which existed at the time
of the American Revolution. Professor Westmeyer indicates that, in
such a case, the United Staies would have been still confined to the

Atlantic seaboard areas, and the large production, &s it exists today

o 3

o~

could not have been developed.U

Thus, with regard to the important role of effective and eco-
nomical eystiems of communication in prowmotion of industries and in-

dustrial production, we may well come to a conclusion that the Iranian

8. Russel BE. Westmeyer, Hconomics of Transportation ( lew York,

Prentice-Hall, INC., 1952),p.p. 4-5




railway system will be to a large extent effective in the well-being

of the citizens. It has so far contributed to am improved standard

of living by meking available a larger quantitative supply of goods

per capita, and it has enriched the general standard of living by mak-
ing aveilable to a large number of people & much wider variety of goods

and services than’ they would otherwise enjoy.

As 8 large agricultursl country, Iran produces sgricultural
products and rew materiels. In turn , she needs manufactured goods
irom Burope and America. The main improved transportation line, that
is, the Iranian State Railway, serves in the export and import com-
merce of the country. It also serves the iniand distribution of goods
wherever possible. The Iranien State Railway thus contributes to the
distribution of the ﬁatural resources of the country. It makes avail-
able to the arid south the food products of the Khorasan and the fer-
tile Caspian region. By these railways the healthiul fruits of Kho-
rasan and Azarbaijan regions are available the year round for many rail-
way centres along the lines, Such are examples of the great economic
contributions of the Iranian railways in the direction of improving

social and economic well-being of the people of Iran.

In addition to promoting social unity and economic develop-
ment improved transportation has been, at various times and places,
an imﬁortant factor contributing to the creation.of the political unity
of an erea., In the United States the construction of the Union Pacific-
Central Transconiinental railway project in 1860's played an importantr

role in binding California end the Pacific coast to the statea end

-



territories east of the Missouri River. Prior to the construction of

a reilwey to the Pacific the only means of communication between the
eastern stetes and California consisted of a long ocesn journey by

way of Cape Horn, or & dangerous trip across the prairies and mountains
in prairie schooners or primitive stage coaches. The railwey to the
Pacific providing relatively easy access to California, no doubt played
its part in holding that state to Union, and contributed enormously

to the development of the intermediate territory.9 Another striking
example is the Australian government-owned railway which links the rail-
way systems of Australia's east end west coasts, and was built primari-
ly to promote the political unity of that country. At the turn of the
present century a strong movement developed to join the various British
colonies which had been established in Australia.into & single common-
wealth. The Crown colony of Western Australia, however, with its own
poris and separated by a great waterless plein from the concentratibn
of eastern colonies, saw nothing to be gained from such & union. In
order to get people of Western Australia to agree fo the commonwealth
idea it wes necessary to commit the propesed new government to the
construction of e transcontinental reilwey which could link the two
coasts, and such & railway was built., Although this railway was not
helpful for local trafiic, nevertheless, it played its part in the uni-

fication of Australia under & single governmant.lo

To turn back to the Irenian railways, Professor William llaes

9. Ihid-’ pnp- 12 "'13

10. Ibid., p.13



holds that the purpoce of comnnecting the fertile northern provinces

on the Caspian with the equally important_?ersian Gulf region was not
only to serve as an aid in the export afid import of goods, but elso

to facilitate troop transportetion and maintenance of order throughout
the counéry.ll Phis enabled the central governnment to maintain closer
lisisson with the provinces and to provide for the rapid troop move=
ments necessary to establishing internal security. His argument is well
founded when one observes that the northern terminal port of Bandar
Shahk, isolated in a barren country, wes intentionally chosen by the
Shah to be the terminal of the railway on the Caspian Sea, even though
it was not economically suited for that purpose. The naturael ports of
the iranian Caspian seacoast, lylng on the southern and western shores,
are more serviceable., They have rich hinterlands end lie nearer to the
Russian ports. Bandar Sliah, being a railway product, lackslall these
advantages. Horeover; the sea is so shallow there that a long jett&

hed to be constructed so as to render possible the discharging of ves~
sels. The steady’sinking of the Caspian See also mekes itself felt more
on the shellow eastern side, so that the jetty will heve to compensate
for this chenge of sea level by being extended regularly. Therefore,

it is obvious that the choice of Bandar Shah as the terminal of the
Prans-Iranien Railwey was not inspired by economic motives, but it
involved some political considerations. In Tfact, there have been many
railways in the world that were built primarily for military use. The
@German railway system, for example, as it was ultimately developed,

took the form of & wagon wheel or spider web, with the outer circum-

- - - - ———

11. William S. Heas, Ixan. ( New York, Columbia University
Press, 1946), p. 216
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ference skirting the German boarder end with lines radiating in all
directions from Berlin to this outer circumference. This arrangement
made it possible for Germany to shift men and supplies from one front
to another with consi@erable facility during World Wer I. And it is
said thet while Germsn reilweys contributed to the German successes
during World Wex I, Hitler's failure to maintain the reilways adeguate-
1y, end the subseguent breakdown of transpoptation, was a contribut=
ing factor to the defeat of the Germans in Vorld War II.12 The Trans-
Siberien Raillways, and the Berlin-Baghdad Railway are other examples

of nets built for military purposes., Although there was never a Berlin-
faghdad railway in the sense of a single system under common ownership
or nanegement, and althoush there is no such thing, even today, as a
continuous reilway system from Berlin to Baghdad, this project was once

important military project.lj

It is an outstending fact in the history of World War II, that
the Trans-Iranian Railway contributed greatly to the victory of the
Allied. The Trans-Iranian help in those dark déys wes of supreme im-
portance and it was referred to as " THE BRIDGE OF VICTORY." It was
this reilway that helped Russia to fight against Germany and achieve
the {inal victory. When the eastern Mediterranean and the entrance to
the Black Sea were closed by the German occupation of Greece, and when
transportation to the northern part of Russis was constantly threaten-

ed by German submarines, there was only one route left to supply Rus-

) 12; Westuweyer, op.cit.,p.14

15. loes cit.,
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gia - the way around the Cape of Good Hope, into the Persian Gulf.

From there the materials, ranging from tanks and planes to foodstuffs
and drugs, were carried northward. These vitel war supvlies sent by

the Western Powers to the Soviet Union through Iren, betwecn September
1941 and April 1945, amounted to ifive million tons, Therefore, Proies-
sor Haas may well contend that, " ... the Persian supply road will
forever be remembered asz an outstanding fact in the history of the wer -
outstending as e technical achievement and as a decisive factor in win-

14

ning the war."

The significence to the Allies oi the Iranian trensportation
service, and sbove all ites railways, during the years of hostilities
is further illustrated by the statement made by President Truman, on
tlie occasion oi a State Visit by the Sheh in 1949, The President re-
marked, " ... ilad not Iran opened its gates and given us the opporituni-
ty to assist the Russians at the proper time, there is no doubt in the
world but what burden [ siec 1 World VWar II would have eventually been
on U;S.A."lS likewise, Ernest Bevin, the British Foreign WMinister,
declared before the Security Council on February lst, 1946, " ... I
ought to say, speaking for my ( British ) Government that we felt a
sense of gratitude at very dire moment when the war was at its worst
and the Iraniesn Covernment placed their tervitory, their citizens end

their communications at the disposal of the Allies."l0

N

14, Heas, op. cit., p. 216

15. Iranian Information Centre, Iran Today ( New York, Woodhaven
Press, n.d.),p. 8

16, A.H. Hemzevi, Persia and the Powers( London, Hutchinson and
Co. Ltd.,1946),p.125
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Phus the I.S.R. end all its staff served and collaborated
sincerely with the allies until they won the war. But it was not the
end. In fact the Iranian reilways stand at present as an effective

device for the defense and maintensnce of peace in the Middle East.

Under the Beghdad Pact decisions, plans are being continued
for & conneetion of the I.S.R. system with the Pakistan and Turkey
railway systems. It was at the end of a session of the Baghdad Pact's
Bconomic Committee, that U.S. Special Ambassador James P. Richards
signed individual agreements with Iran, Turkey, end Pekistan provid-

ing for § 12.5 million in aid for the connection of their railways.l!

Wo doubt, in due time, when this network is coﬁﬁeted, the direct

London or Paris - Teheran expréss will become a reality, Sooner or
later the connection with India by way of Isfahan - fezd - Kerman -
Zahedan will follow - & line which would be particularly interest-

ing for passenger and transit traffic of freight.

When this project is accomplished it will permit Iren to
assume once agzein the role she has played so often, that of & cros-
groad -~ not for migration end invasion, of which she knows all too
well the implications and vicisgeitudes, but for the peaceful exchange

of civilization and its material goods,

Lty

L7. Rews Review, /Weekly paper puhiiahed by the ﬁnited Sfates s T
Information Service ( U.S.I.8. ), v. viii, No.23, R
June 6, 1957. ' ; = :

.




CHAPTER II

Historical Development

The nig%eenth century was a period of great improvement in
the field of railway transportation. The Irznien Government, which
wes aware of the importance of railways, made many attempts to in-
troduce rail transportation in Iran. These atfempts failed, mainly,
because of the lack of sufficient capital and the political rivalry
between Great Britein end Russia. In fact Iran could have had her
railvays at a much earlier date had it not been for the rivalry bet-

ween these two powers.

Russien influence began with her esggressive wars with Iran
in 1797 and 1813 ; the later one w.as concluded by the Treaty of Gul-
jstan, As a result of & new war in 1826 - 1828 Iran lost her rich .
¢aucesian provinces to Russie. lingrelia, Karabagh, Shirven, Derband,
Balku, Ervin, and Wakhchevan were one by one annexed by Russia. ¥inal-
1y by the Treaty of Turkemeanchei in 1828, Russia could achieve its
goal by subjuceting Iran to the political and economic supermacy of
nuszia.le In the meantime, with the approesch of Britain on her fron-
tier, Iran became en instrument for the furtherance of British and
Russiaen designs in turn.19 Thus, the history of the ningteenth cen-

tury is a sorbid story ol the petty rivalries of two great power,

—

18. George Lenczowski, Russia and the West in Iran 1914-1943
( New York, Cornell University Press,1949),
ycpo 2—5

19, L.P. Blwell-Sutton, Modern Iran ( London, George Routledge
~and Sons, Ltd.; 1942), p.58
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domineted by, what Lenin has called, finance-capitalist idea of

imperialism,

These two powers prﬁvided obstacles in the ways of French,
Germen, American, and British syndicates, which were successively
authorized by the Iranian Government to proceed with the construction
of railways between 1865-1871.20 As it was, the two powers tried to
wrest from tne Iranian Government 2 concession, if not a monopoly,
for their projects. Britein was unwilling to sanction any system that
connected with Russian line and afforded a2 means of communication
from Russia to the Persian Gulf and India.21 Rusgia, likewise, would
tolerate no system that afiorded east and west comnections, betwsen
the Mediterresneen and India. In another word, they opposed any rail-
way in Iren except those systems, especially aligned to suit their
commercial and strategicel needs. The main project proposed by the’
Russians was a line Tabriz - Teheran - Mashed - to link Tiflis and
the Caucasus region with Russian Turkestan, obviously meant as a
strategic movement to increase the pressure oﬁ Afghanisten and the
Indian border and to seal at the same time the Russian influence on
the most important part of Iran. The most interesting British plen
envisagéd & Prans-Iranian railway in the south which was to come from
Iraq, then flank or pass through Bakhtiari country, touech Shiraz,

and cross into British Baluchistan. Such a line would have constituted

20. Mostafa Khan Fateh, The Kconomic Position of Persia

21, Elgin @roseclose, Introduction to Irsn ( New York,0xford
, University Press, 1947),p.147




the mein link in the land connection between Egypt and the Hear
Best, on one hand, and India, on the other, an old British dream
to,the Arab couniries, Iren, end Indiz united in one solid block
under British ini"luence.L2 These grandioge projects did not materi-
alize , and the Iranian Government between two fires, thoughi it
best to grent concession to neither of the competitors. But the Big
Rivals did not cease their political conspiracies and tried time
and again to proceed their pléns indirectly, that is, through their

individual subjects as private concessionaries.

In 1872 a naturalized British subject, Baron Julius de Reu-
ter, obtecined a lmuge concession from Nasir ed-Din Shah, The conses-
sion gave him, among other things, the exclusive right to build rail-
ways in Iran and exploit the lines for a period of seventy years.gﬂ
Included in this nmonopoly was the immediate construction of & rail-
way line from the Caspien Sea to the Persian Gulf.24 But the Russiens,
upon learning of Reuter's concession, did not stand idle by. And
finally the concession was cancelled in conseéuence of the protest
lodged by the Russian Government, Two years later a Russian engineer
named General Van Falenkenhsgen tried to obtezin a reilway concession
from Julfa {t{o Tabris and was strongly backed by the Russian Govern-
25

ment. This scheme failed because the project was designed by the

Russian Government and opposed by Britain. Other concessions vere

22. Haas, op.cib.;p.p. 210-211
25. Lenczowski, op. cit.,p. 4

24. ¥Yateh, op.cit.,p.56
25. Loc.cit.,
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given to a2 Frenchmen in 1878 for a railway line from Resht to Tehe-
ran, and later on,to & Belgian. They failed to realize this project

beczuse of the refusal of the Irmnian Government to guarantee the

payment of the interest promised on the capital.26

In 1888, when the British Minister at Teheran obtained from
the Shah a concession for opening up the Karun River for navigetion,
his Russian colleague received instructions from his government %o
apply pressure at Teheren; the result of his combined threat was the

signature of the following document:

A secret convention, lovember 10,1890.

For a period of ten years begining from the date of
the signature of this convention, the Persian Govern-
ment engages neither to construet a2 railway in Persia
nor permit others to do so, and will not grant any con-
cession for the conatruction of railways in Persia to
any one,

After the expiration of the period of ten years, the
contracting parties will discuss the prolongation or
reneval of the contract.

By " Reilway " is to be understood any railroad up-
on which steam or other motive power is used, and all
railways in Persies are included in this convention.
Pramvays with motive power or horses, and in towns and
their environs, are noi included in this convention ;
neither is the reilway from Teheran to Shemran, where
the summer residence of H,M., the Shah is situvated, a
distance of two Farsakhs, 27

Owing to this secret convention, which shows the Russian hos-

tility to railwaey ventures, other attempts to obtain railway con-

26, Loc.cits;

27. Ibid.,p. 57 3 This convention of 1890 was subsequently
renewed till 1905.
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cessions in Iren from 1890 to 1905 came to nothing. During this
period railway projects in Iran w—ere a favourite topic of diplo=-

natie discussion.

In 1689 Lord Curzon wrote that, if the correspondence, on
the subject of railways in Persia, that hes passed from the various
Legetions in Teheran to the great capitals of Europe, and more es-
pecially to 8t. Petersburg and London , were collected, it would
provide & bonfire that would blaze for & w-eek. Sir Arnold Wilson
commenting on the above statement, in his book Persia , says, " Had
Lord Curzon written forty yeers later he would have been justified
in asg?ibing a longer life to the beneficent fire of his imagina-
tion."28 From these statements it will be seen that competition be-
ween Great Britein and Russie and the consequent political conspira-
cies were the major impediment in the construction of railwaye in -
Iran. Germany, es an imperialist competitor, eppeared on the hori-
zon of Irenian politics later than Russia and Great Britain. And
it was in 1903 that the Deutsche Bank obtainéd the famous concession
to construct the railwey that would link Berlin to Baghdad. This
reilway was to be the mein artery for Germany to influence in Moso-
potamia and the Persian Gulf.29 The line was eventually to be ex-
tended to Teheran through Khanagin in Irag. As a result of the Postes-

dam conference between Wilhelm II and Nicolas II, an agreement was

28, Arnold T. Wilson, Persia( London, Ernest Bemn Limited,
1932 ),p.110 :

29. LEILOZOHBki, 0 ocito ’P0145

b v S g A
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signed in 1911 in St. Petersburg that opened new vistas for the suec-
cess of the Berlin-Baghdad railway. According to the agreement Rus-

sia was to ask Iren for a railway concession from Teheran to Khana-

gin., Upon completion, this line w._as to be linked with the Berlin-
Baghdad railway. The Russian Government undertook to consider the wighes
ol Germany regarding the exact tracing of the new line. It promised,
moreover, that if the concession was left unexploited by Russia for
Tour years, the latter would cede it to Germany. In this way Iran be-
came an integral part of the master plan of the Berlin-Baghdad railway
and became subject to a2ll ite political implications. Howewer, the

outbreak of the first World War put an end to these schemes.JO

On February 6,1913 the Irenian Foreign Minister signed a2 con-
cession to the Russian Julfa-Tebriz and Enzeli-Teheran Road Companies,
giving the right to construct a reilway from Julfa to Tabriz( 147 kmé),
with an extension to Rezaiyeh., The work of construction was expedit-
ed by the first World War, and the line opened early in 1921.31 By
the terms of the Persian-Russo Preaty in 1921, this line was trensfer-
red to the Iranian Government and it is at present administséred by

the Iranien State Railway.

Also in 1913 an agreement was reached between the Iranian
Government and the representative of a British syndicate upon the
construction of a railway from Mohammareh through Khurramebad to Ham-

edan and eventually to Teheran. The syndicate wes granted a two years

30. Ibid.,p.147
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option, during which peried it would survey the route ol the line.
The Irenian Government undertook to decide, on the completion of the
survey, whether it would build the railway as a stste line under con-
tract with the syndicate, or whether it would ggant the syndicate

a concession for the.construction of the lire, The syndicate setual-
ly mede & survey of the Mohammarah-Deziul section &nd was prevented
only by tribal difficulties from completing during 1914 a detailed

7

: . 3 AR
reconnaigseance as far as Bouruaerd.’

Prior to the first World War an interngtional syndicate of
¥rench, British, and Ruseian financiers interested itself in a Trens-
Irenien line which was to begin. from Astara on the Caspian Sea and
run to the Perslan Gulf via Teheran, Yezd and Kerman ; but the War
and consequent difficulties caused the promoters to abandon their
pra;jec:'t:..’i3 Also before W _orld War I, the Indian railway system was °
fully developed to Baluchistan, close to the Iranian frontier. In
vhat is now Pakistan the British built a broad gauge line running
through gQuette to Nushli, During the War this iine was extended to
Mirjawah on the Iranian frontier and thence to Zahedan, & distance

54

of about 92 kms. PThie line was transferred by an agreement with the

Pakistanese Government to the Iranian State Reilway in 1954.

Thus all the projects mentioned abowve advoeated by half a

dozen nations, who were actively engaged in endeavomring to obtain

32. Wilson; ope.cit.,p.p. 111=112
33, Fateh, op.cite,p.59 ‘
34! &Q. git.'
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concession for railway construction in Iran, came to nothing, part-
ly owing to the hostility between Russia and Great Britain, and part-
ly owing to the internal difficulties involving finencial problems
and reluctance on the part of Iranian Mornachs to place themeelves

in the hands of concessionaires in a matter of sueh wital importance.
Consequently, Iran had to content hersell with & few embryonic lines,
811l ( with the exception of the Azarbaijan system ) et the periphery

el
of the country and none of much importence. These lines were:”~

1, The 201 kms, railway of Russian system ( 1,524 m. geuged
from Tabriz to Julfa, with o side line branching off to Lake Rezai-

yeh, built by & Russian company.

2. The line, 92 kms. in length and 1,672 m. gauge, from Mir-

Jjawah, on the Irano-Pakistan border, to Zahedan,

3+ A railway about 18 kms, long belween Resht and Pireba-
zar.
4, Within the territory of the British oil concession, a

railway 165 Jms. long built in 1923,

5. A tiny railwey constructed in 1888, covering the 8 kms.
between Teheren and Shah-Abd-ul-Azim, one of the most visited places

of pilgrimage in Iran,

35. Haes, ope cit.,p. 211 - Mile is chenged into kilometre.
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Beginning of the Trens-Iranian Railway

With the coming of Reza Shah Pahlavi as the head of the State
a new ere sterted in the life of the country. Barly in his reign Reza
Shaeh determined upon an improvement of the internmal communication of
the country. The late Shah had a full comprehension of the country's
transport needs and the wast road and railway construction that was
carried out during his reign is a reflection of the efiorts made to

provide the basic requirements for development of Iran.

In 1928, Reza Shah put into operation en ambitious scheme of
constructing a railway right thfough the heart of Iran, connecting
Bandar Shab on the Caspian Sea to Bandar Shahpur on the Persian Gulf,
e distance just 900 miles or 1388 kms. Thus, under the auspices of
the Shah the first national steps were takeﬁ in Mey 1925, when Par-
liament enacted & law giving the government e monopoly on sugar and

tea, and allocated all the profits exclusively.to railway construc-
56

tion. The law provided & tax of two rials on the consumption of

three kilos of suger, and six rials on three kilos of tea, to pro-

cure the funds to finance the whole project - thus avoiding dependence

upon foreign aid.37

A bill providing for the survey work passed in
1926,and in 1927 another law authorized construction of the railway

from the Caspian Sea to the Persien Gulf. Then on October 17, 1927,

35, Donald N. Wilber, Iran: Past & Present ( Princeton, Prin-
ceton University Press, 1950-),p.146

57. Rial is the unit of Iraniasn currency. At present § 1 is
equivalent to 76 rials,



work began at each end.

Institutions in charge of the construction of the reilway

L e e e

Practically all industrialized nations have collaborated in
the construction of the Trans-Iranien Railway, and the engineering
skill of the principel nations of the west was engeged - American,

b4
British, German, Swedish, and Danish as well as :[re.nian.)a

At the beginning in 1927 the work was in the hands of Ameriean
engineers, and Germen experts, but in April 1928 it was entrusted to
a syndicate composed of the American firm, Ulen & Co., and the Ger-
man firms, Philip Holtzmann, Julius Berger and Siemens Bau,39 The
Gerwmans in the north completed the Bandar Shah - Sari sector(80 miles)

in Hovember 1929, while at the same time the Americans opened the

Bander Shahpur - Dezful sector { 156 miles ).

In 1951 the contract with the syndicate was canceled by the
Iranian Government and construction was taken o}er directly by the
Government, through the Railway Cohstruction Depariment of the Minis-
try of Roads. And an agrecment was nade with a Scandinavian syndicate,
the " Consortium Kempsax ", a syndicate of Swedish and Danish firms,
in 1933.40 The Consortium Kampsax guerenteed to complete the whole

of the work on the railway by may 1939. The Consortium in turn sub-

58, Groseclose, op.cit.,p. 147
39. Elwell-Sutton, op.cit.,p.39

40, Loc.cit.,
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contracted the work in lots to various Europeen compenies, but the
engineering and construction work throughout was under the direct su-

A o - 41
pervision of the Consortium kKampsax.

Tt was en immense undertaking, and it is worthy of mention
thet in the construetion of this line Iraniaen workers and techniecians
as well as foreign experts made sacrifices, even many lost their lives.
One of the most diificult sectior® fell to the British firm oi Richard
Costain, while the Italian firms of Angiolini-Balocca and Vottura-
Zaccheo, end Swedish, Belgiam, Czech and severel other companies also
tock part. 'Phe cosmopolitan nature oi the undertaking is further em-
phasised by the way in which orders for materials were distributed;
the steel for the rails end some of the cement came from the U,S.5.1.,
the sleepers irom Australia, the locomoiives ( which run on oil )from
Sweden, the other rolling stock and machinery from Belgium, Germany, :
and the U,S.A., end further supplies of cement from Jepan and Yugos-
1avia.42 Some idea of the importance of this undertelking can be ob-
tained from the fact that at the peak period, bétween 40,000 and
50,000 men were employed, of whom 10 per cent were European.43The
monthly consumption of cewment used for bridges, culverts, tunnel lin-

ings, etc;, amounted to approximately 10,000 tons. One hundred tons

of explosions were used each month in the work.44 Those fimiliar with

e — B e £+ e B T

41, Wilber, op.cit.,p.146

42. ,E].W“ell"sutton’ QEoeito s e §9

4%. A. G. Bonn,"Prans-Iranian Railway" Jomrnal of the Royal
Central Asian Society, vol.25,part II,(april,
19%8),p.219 i

44, Ibid.,p.222
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the physicel conditions of the terrain and the precipitous mountain
renges will realize the immensity and the difiiculties fecing the

construction of this railway right through the uplends of Iren.
" a4t lest there is a railway from end to end of Iran "

In 1938 the single track, standerd-gauge line was ready for
operation., In fect the Consortium Kampsax had fuliilled its oblige=
tion one year earlier than the scheduled deate. On August 24, 1938,
H.M. the Shah laid the rail linking the northern and southern sec-

tions in the mountains between Erak and XKhurramabad.

The Ireniaf will always remerber the wonderful service which
Heza Shah did to hie country by constructing the Trans-Irenian Reil-
way., It was true when 3ir E, Denison Ross as chairmen to the Royel
Central Asian Society on March 2, 1938, said, " At last there is a
reilway from end to end of Iran., There are few people," he continued,
" even well read, intelligent people, who realize that Iran had no
reilway until Reza Shah Pahlavi came, and said,; There shkall be &
reilway from end to end of Iren,' It is en almost incredible fect of
engineering,; for the greater part of Iran is perched on top of a
plateau 3;000 to 4,000 feet above sea level, and seems to have come
into existence almost since yesterday. But that it has happened now
is due entirely to the determined and earnest will of one man, the

Shah, n4?

48. A, G. Bonn, op.eit.,p. 219 f.n.
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Thus, under the control of the Shah in 1938, after eleven
years of work at a cost of about one hundred million dollars the
project was realized and successfully coumpleted, without foreign
financial help., An estimete oi what this represented for Iran may
be gethered from the fact that when the work of construction begen

4
Iren's total annual budget was only $ ek m:i.llion.‘5

gertein Characteristics of the Trans-Irenian Railway

The Trans-Iranian Railwaey extends, as shown in the map of
Iran, from the port of Bandar Shah, on the Caspian Sea, to Bandar
Shahpur, on the Persian Gulf, The total length of the line is 13E6
kms., 461 of which comprise the-northern section between Bandar
Shah and Teheran and 927 kms. the southern section from Teheran to
sandar Shahpur, It has 227 tunnels with an esggregate length oi &4
kms., some of which are more than cne kilométer in 1en{:f:h.47 The
Prens—-Irenien Railwey hes been considered as one of the world's
outstanding examples of railway engineering and probably, as Wilber
indicates, construction of no other railway line in the wofld has
met with more natural difficulties than did the Trans-Iranian, much

of which.is through very mountainous country.48

The northern section from Teheran to the Caspian Sea, leeves
the capital in a north-easterly direction, at first loses height,

then climbs through a narrow valley and finally reaches the sumnit

46, Iranian Information Centre, op.cit.,p.44
47, Railway Information Service, op._cit.,p.12

48. Wilber, opscit.,p.146
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of the Alborz passage at an altitude of 2,111 metres. The gradients
are steeper and reach a maximum of 1 in 36 on the northern slopes

of the Alborz mountzins, which climb up to 7,000 ft. Special curves

of 656 it. redius, many of them in tumnels up to one mile in length,
had to be constructed. At the Gedouk pass, leading to the inner Per-
sian Plateau, a tunnel of 2687 metres long pilerces the mountain. The
abrupt descent from the sulmit to the shores of the Caspian neces-
gsitated the construction of three completed loops oif the line in order
to gain distance and not exeed a maximum grade of 2.8 per cent. One
of the loops is unique in that line in one tunnel is directly above

5 3 49
itself in another tunnel.

This section of the line both {rom tech-
nical and tourist's point of view, hes been considered one of the most
interesting and picturesque in the whole world. It passes the fertile
lands of the province of Hazandaran and crosses the famous and for-

midable Alborz mountain range. The beauty of its scenery and the bold-

ness of its conception make it at least equal of the femous St. Gothard

¥
1ine,”?

On the south section the railway starts from Bandar Shahpur
orn the Persian Gulf and it crosses almoct in & stright line, 230 kms,
of the vast plain of Khuzistan., At Endimeshk clese to the ancient
city of Dezful, rise the Zagros Mountsins, an almost impassible ber-
rier against the reilway. Then the railway passes along the narrow
vaelley of the River Ab-i-Diz and Ab-i-Cesar for 142 kms. Through

a succession of long tunnels, &nd over numerous huge bridges. The

49, Irenian Information Centre, op.cit.,r.45

50. A. €. Bonn, op.eit.,p.219
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construction of some 150 tunnels on this 57 kilometers section re-
presents one of the great feat of engineering in the history of rail-
way buildin;_.::s.51 At the extreme north of the Ab-i-Cesar the line

leads on to the centr:zl Iran Plateau. It passes through the cities

of Erak and um, the latter being well known as one of the holy towms,
and eventually arrives at Teheran aiter passing through desert country
and occasional wedl-populated fertile streches, The ruling gradient
for most of the southern section is 1 in 67. The passage through the
Khuzisten and Luristen mountaine involved the most difficult work.
Deep gorges, soue as wmuch as 300 ft. in depth, throuzh which ran tur-
bulent rivers, sobtimes with e depth of 30 ft. necessitated the con-
struction of & number of viaducfs. BEach one has & length of 427 ft.

and height of 28 ft.

guch was the undertaking which was completed in 1938 and
Lhas been considered one of the most spectacular examples of railway
building in the world.52 A line which passes from sea level to =2an
altitude of 2,176 metres, and crosses 0665 bridées, and pesses through
227 tunnels, some of which corkscrew inside the nountainBé A line
thet contributed much to victory in World War II, and it is not exag-
gerated éo sey that the supplies sent {o the Soviet Union over this
reilway during the War turned the tide in Russia against the Nazi
54

armies.

51- LOC.Cit. y
52. Groseclose, op.cit,,p.147

5%, Thie is the highest altitude in the southern section of a
place called Nourabad. .
54, See Lewis V.Thomas & Richard N. Frye, The United States &

Turkey % Iran( Cambridge, Massachusetts, Harvard
versity Press, 1951),p.226
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Tribute must bé paid to those who built this railway - to
the Iranian workmen, who bore the heat and lebor and sacrificed their

lives for the construction of such a magnificent enterprise.




CHAPTER III
Menagement of the Railway

Orgenizetion is the structuring of indivi-
duals and functions into vroductive relationshipa;
management is concerned with the direction of these
individuale and functions to achieve ends previous-
ly determined.55

The Irenian State Reilway is a large-scale organization with
complex activities carried on over wide areas by 28562 employees.56
The organization was created in 1935, while the Consortium Kempsax
was trying its best to fulfil its obligation and complete the south-
ern and northern sections of the Trans-Iranien. The law provided for
the esiablishment of a corporation to perform its services with pre-
cision, to maintain authority, enforce resyonsibility, ensure {inen-
cial honesty throughout all gredes of ofiicials, and to conduct its
services with benefit to the publie. The corporation created thus,
by the law of Parliament in 1935, has been given autonomy in opera-
tion and flexibility enough to permit improvement in the service and

adoption of new technical, administrative, and i{inancial methode.

55. John M, Pfiffner, Public Administration ( New York, The
Ronald Press Co.,1953),p.5

56. As it wes published by the International Union of Railways
in ite Quarterly Summery of Stetistics, Paris: 3rd. Quarter,
1956, It is worth-while mentioning that the number of stafi
working in the railway vary according to nature of the main-
tenance of way and seasonal activities. During World Wer II,
I.8.R. had & steff numbering more than 40,000 employees.
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Although through the years the law has been gradually modii-
ied, the basic structure and orgenization of the railway has remain-
ed similar to the original law, Generally speaking, at present the
railuay as a corporate body is & part of the Minisiry of Roads end,
consists of & Director General and his assistants who constitute the
Board of Direcctors, a Supreme Technical Council, a ¥inancial Super-
visory Board, and varilous technical and acdministrative bureaus.ETThe

principal divisions of the I.S.R. to be discribed are shown in the

chart attached to this paper.

A, The Minister of Roads

In Iren as in many other countries the state has monopolized
the business of rail transportation. Therefore, the Iranian State

Railwey as a public corporstion is a part of the Ministry of Roads.

The Minister of Hoeds, being responsible for the improve-
ment end maintenance of roads including railweys, waiches carefully
the smooth operation of the railway. And in spite of the fact thati
the 1.5.R, as & commercial enterprise has been granted by the law a
considerable measure of autonomy in its administration, the Minister
of Roeds, to carry out his responsibility, has been authorized by the
seme law to approve certain important matters before putting them

into operation.58 These matiers are generally concerned with the fi-

57. Ministry of Roads, I.S.R., The Law of the Organization of
the I.S5.H. and the Resulations Related to it( Te-
heran, I.S5.R., Aeilway Press,n.d.),p.> This law

gserves as & principal source of information upon which the ‘
following .three chapters hove been written. It is referred _ 2
therealfter as the law of the organization of the I,S.R. - A

58. ;bido,pa? .
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nancial activities and organizetional adjustments of the I.8.R.for
example, matters such as, annual budget of the railway, raising
loans, appointment of the top officials are among the things which
need the approval of the minister.59 Furthermore, as a rule all the
important matters must be reported directly to the Minister by the
Dircctor General of the Reilway and & comprehensive monthly report
of all technical, financial, administrative, and operating affairs
is sent to the Minister, while all the instructions of the Hinister
are put inte force by the Director General of the railway.ﬁo

while the railway has to conduct ite affairs like a commer-
cigl corporation, it is primarily eccountable to Parliament, It com-
municates with the Parliament ordinarily through the Minister of

Rozads.

It is interesting to note that in Iran some of the Ministers

of Roads had been for sometimes Director General of the railway. The
present Hinister, Major-General Ansari, had for & long time been
working in the reilway end was Director General of the railway, pri-
or to his appointment as the Ninister of Roads. Thus, having experi-
ence and knowledge in the reilvey administration, he has been to &
large extent effective in the promotion of the efficiency in the

I.S.R.

59. Decres Law Ho. 3516, of Khorded 21, 1332 ( June 1953 ).

60. The Law of the Orgenization of the I.5.R. op.cit.,p.26
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B. The Director Gemeral

At the top of the Organization of tﬁe railway is the Director
General responsible for the conduct of all railwey activities. The
Director General is appointed by the decrece of the Council of HMinis-
ters, through the advice of the Minister of Roads, for a period of

three years.Ol pechnical cepability snd political considerations pley

a major role in his appointment.

The Director General of the railway is in fact the men who
co-ordiinates tha-technical, administrative, and financial affeirs of
the railway for the purpose of continuelly improving its services
to the public. To achieve this aim, the Director General delegates
his authority to the dirsctors of specialized functions, who are re-
garded as his assistants. There are some functions, however, that
reouire the personal attentlon of the Directﬁr General himself. These

are meinly as follows:62

1. Approving matters that fall beneath the jurisdiction

of the RBoard of Directors.

. 2. Prepering proposals to place before the Board of Di-
rectors, or for consideration of the Supreme Techni-
cal Council, end sending the proposals that have gone
through all the formalities to the Minister of Roade
for issuance of instructions bj the Couneil of Minis-

ters.

61'0 Ibid- s P 7 5

62 . Ibid.;p.27
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5. Generally overseeing and supervising the means and

facilities for transportation and traffic operation.

4, 3igning general and adminigtrative instructions, con-

tracts, convictions, money orders, and pay-orders.

In eddition, the Director General represents the I.5.R. a-
gainst third parties end defends the railway in the courts. In his
principal task of laying down broad line of policy and executing the
reilvey measures regerding budget, tariff, and other regulations, the
Dirsctor General is assisted by the Board of Directors, over which
he présides and whicl comprises the Directors of Technical, Finanecial,

and Administrative aAffairs,

¢, The Directors

Under the Director General ere three directors, who deal
with different spheres of sctivities: one is in charge of the tech-
nicel affnirs, another is concerned with the administrative affairs,
and the third one with the financiel affairs of the railway.63 These
dirvectors are all assietants of the Director General and are con-
veniently'placed in rooms near the Director General, and are easily
accessible to heads of bureaus on matters relating to their own par-
ticular interests. These directors are appointed from among gualified

technical ofiicials of the railway by the Minister of Roads through

the advice of the Director General.

63. Ihidl ’Pnpo 27-50
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Since the I.S.R. is a large-scale orgenization, the division
of its activities into three different general spheres, that is, tech-
nical, administrative, and iinancial affeirs, is most important. It
is devised to eliminate the possibility of a bottleneck at a high level,
and ensures continuity of policy and the necessary time to give promp-
er and adequate consideration to the meny importent matters of the rail-

way administration.

In order to maintain cooperation and coordination in the ad-
pinistration and to provide better understanding, it has been well
established that any decision teken or instruction given by the Di-
rector Ceneral eand other directors is ennounced to the other direc-
tors concerned. Similarly, each of the directors can acquire any in-
{formetion needed from the bureaus outside his supervision. Likewise,
the directors of the reilway acquire the Director General's coneent
to important matters and, fundamental instructions are sent for the
signature of the Director General before they are processed. The

sphere oi activity of each director is &s follows:

1. The Director of Technical Affairs

fhe Director of Technical Affairs is also techniecal assist-
ant of the Director General of the reilway. He is responsible for
supervising the technical units of the railway throughout the area
of operation and for the efficiency of fheir gservices, To fulfil his

tasks, the Director of Technical Affeirs visits the regional divi-

e i s YA
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sions of the reilway frequently and issues the necessary instructions
for the repair and maintenance of the way. His other main functions

are 3

£. To study and consider the current and future needs of
the reilway for technical equipment and try, as far as

possible , to standardize these necessities.

b. To study carefully the necessities of the subordinate

bureaus and propose them to the Director General.

¢. To issue regulations and instructions to the subordinate
bureaus and supervise the management of the technical

affairs.

d. To provide technical training programs for the techni-

cal staff end superviee the improvement of these procrams.

2. The Director of Administrative Aifairs

As an administrative assistent to the Director General, the
Dirvector of administrative Affairs supervises and issues instructions
for the administrative bureaus of Persénnel, Police, Training, and

Health.

Phe Director of Administrative Affairs is charged to study
matters concerning the operations and the requirements of the subor-
dinate bureaus and submit the required proposals to the Director Gen-

eral. Furthermore, he has to study and consider matiers relating to
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the personnel sdministration and take necessary action in providing
regulations, administrative orders, and supervision in the management
of the adminisirative affairs and technical training.

—

5, The Director of Financial Affeirs

The Director of Financial Affairs is the Account Chief of the
reilwey. He supervises and controls the affairs concerning accounts,
finance, and purchasing, and issues the necessary instructions for

developing eificiency in financial manegement.

In addition to his principal task of studying and preparing
proposals for submission to the Director General concerning the needs
of tlie units under his control, we may cunmerize his other functions

as follows

a. To study and observe matters and proposals concerning
fisecel programs, borrowing, inereasing receipts, and

' decreasing expenditures.

b. To prepare budget bills, ennual finasncial statements,
and monthly statements of financial conditions of the

railway for prop&hding in the Board of Directors.

c. To take necessary steps in providing financial regula-
tions, and programs for treining competent accountants

and store keepers.

d. To supervise the management of financial affairs, pro-

tection of property, purchesing, end storing ( at the ! 5
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right time ) the equipment and necessities of the reil-

WBY .

e.To order payment of money-order whose general authorize-

tion has been given by the Director General.

D. The Board oif Directors

The Board of Directors consists of four members who are di-
rectors of the railway.64 Phe Director Ceneral of the railway is the
chairman of the Boerd. Other members are the Director of Technical
affairs, who presides over the board whenever the Director General
is not present, Director of Finencial Affairs, and Director of Admin-
istrative Affairs, who is the secretary of the Board. The Board of
Directors meets rezularly once & week, but additional meetings mey be
held on other days should the nead erise. To heve & quorum the pres-‘
ence of three members is required. Decisions ere taken by the mejori-
ty of votes. If there is an equal vote, the votes of the party in

which the Director General is represented are decisive.

The directors, while in the board, constitute the policy=
making boéy and their mein funetion is to deliberate on important
matters concerning the meximum efficiency of the operation. But in
their official positions, outside the board, they are line officers
and responsible for the funetions of their subordinate units. The

iollowing are some of the important functions of the board.

64. Decree Law No. 3516, of Khordad 21, 1352 ( June 1953 ).
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n, Deliveration on the annual budget of the railway. The

Board of Directors receives the budget for reviewing

<

and adjustments.

b. Deliberation on the matiers concerning important trans-

actions.

c. Deciding on mattiers concerning the relationship of the
I.S5.R. with foreign rallways and trensportation insti-

tutions both external and internal.
d. Studying the railway tariff.
e. Deciding on the mattérs proposed by one of its members.,
f. Gtudying the Tinencial aituation of the railway and pre-

paration of balance sheets and staetistical information.

E. The Supreme Technical Council

The Supreme Technical Council is a body set up to ensure the
development of technical end administrative efiiciency in the I.5.Re
Phe council studies the railwey budget and recomumends the fundamental
and detaeiled organigzation of the railway end reorgenization to suit
the need and situation of the time. Such recommendations are made %o
the Council of Hinisters through the Director General and Minister
of Roads. The council also drafts laws, by-laws, regulations, and sub-

siits them to the Minister of Roads through the Director General for
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final approval. These laws end regulations are concerned with dif-

: B A A . . 65 ..

ferent aspects of the railway and its operation. Generally speak-
ing, the Supreme Pechnicael Council is & general advisory staff to

the menagenent of the I.S.R. on the important metters concerning tech-
nical, financiel, and administrative spheres of the railwey admin—

stration.

fhe council is composed of seven members, including five
principal members and two alternates. The members &are appointéd by
the Minister of Roads for a term of three years of ofiice, provided
thet they have hed technical knowle&ge end 2 reputation for good con-
duct and capability.66 If any of the principel members is a railway
official he becomes responsible to the Minister of Roads from the date
he is appointed & council member. He will, however, continue to receive
his selary from the railway.ﬁT

The chairman of the council is assigned by the Minister of
Roads. The council has & vice-chairmen snd & secretary who are chosen
by the members from among themselves. To have a quorum the presence
of" three of the members is required. A majority of votes carries and
if there is an egual vote, the votes of the party including the chair-
men are decisive. The slternative members of the council may vote if

they ere invited to the council to replace those principal members

who have long been absent with & valid excuse, However, the alter-

—-

66. Ibid., .

66. Ibid.,

67. The Law of the Organization of the I.S.R. op. cit.,p.24
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native members may &lso be invited to the council merely for mat-
ters of consultation.66

The Supreme Technical Council usually meets twice a week. &
copy of the approved proposal of the council is sent to the Direc-
tor General to inform him of the decisions taken by the council end
acquire his agreement. Phe Director General will, in turn, send his
view to the council, if the matter requires his concideretion, or
will propound it in the Board of Directors if it requires the con-
gsideration of the bLoard ( within 10 days for simple cases, 20 days ;
for important ones, and 30 days for the detziled end regulatory ones)?
However, the Supreme Pechinical Council mey invite the Director Gen-
sral to the sessions during the time of finel decisions to have

closer cooperation and greater speed in the process. In the author's

experience, this has becn the usual practice.

If there is eny disagreement between the Director Geuneral of
the railwey and the Suprene Technical Council, and the diserepancy
is difficult to settle, the council shall send the case to the Minis-

-~

ter of Roads who will make the final decision.fO

Phe railway is obliged to put all the necessary information
and docuiients required by the council at its disposzl. The council

uway use, if necessary, the railway staff to carry out its functions

68'. Ibidc ,Po 21
69. Ibid.,p.23

T0. Log.cits.,

e e e i . e e et
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and, the Director General of the railway assigne the required num-

ber of staff, for a part-time or full-time, to the council.

¥. The Finsncial Supervisory Board

Generally speeking, the Financial Supervisory Board is a body
to ensure honesty in the financial operation of the ruilway and to
recomnend ways for the improvement of the finencial sdministration.
The fiancial affeirs of the raoilway are presented to the Financial
Supervisory Board end, the board, after & careful consideration, will

report its olLservation end recommendations to the Director Genexral.,

e

The board consists of the following five members:

1, The Under-Secretary of the Ministry of Roads, azcting
as the chairmen of the board.
2+ The represgnt&tive of the Ministry of Finance.
. The representative of the Jinancial Commission of the
atate ( Divan liohasebat ).

4. A& high-ranking official of the I.3.R.

Sessions are held in the reilway buildings, through the in=
vitation of its chairmen or by a written request of the Director Gen-
72
eral of the reilway, A vice-chairman and a secretary will be chosen

in the first meeting from among jts members., The quorum is achieved

- e —— e g

71. Decree Law No. 3516, of Khordad 2l, 1332 ( June 1956 ).

72. The Law of the Orgenization of the I.S5.R. op.cit.;p.12
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by the presence of three of its meubers. A majority of votes car-

I L

ries.’p

Phe prineipel functions of the Finanecial Supervisory Board
are : investigating the finencial situation of the railwey and study-

—

; . ", . {4
ing the financial statements.

Tn investigating the financial situetion of the railwey, the
board can, at any tine, sudit reilwey cashiers and stores in the
central bureaus or in the regions. However, the board has not the
right of direct interference. It can only report its observations to
the Board of Directors and if the latter does not agree with the Wi-
nancial Supervisory Board the reéourae should be to the Minister of
Roads. The representatives of the Ministry of Finance and the i
aancial Commission would also send their reports to their reapective

Chiefs.

For studying the financiel statements, the ¥Financial Super-
visory Board receives the annuel iinencial statements and & state-
ment of real and movable property oif the railway, for its financial
considerstion end approval. The board must complete its study ol the
stetements end prepare ite report within two month® from the date it
receives them, If the board hes in the course of its studying any
objection to a statement, it should refer it to the Board of Direc-

tors. The Financial Supervisory Board will submit, however, & report

5. Log.cit.,

74, Ibid.,p.13
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attached to the financial statement and the response of the Board
of Directors to the Council of IMinisters, if it does not agree with

the Moenagerial statement.

- eyt ; : . . .
Befor 1953 the Financial Supervisory Board was responsible
for veviewing the railway annual budget. The process has been abol-
ished eversince, and it is now the function of the Supreme Techni-

s [
cal Council to reviw the budget.




CHAPTER IV
Central Bureaus of the Railway
Organizetion is," harmonious interrelation

of functions and staff." 76

¢. B. Milward

Phe central bureaus of the Iranien Stete Railway conatitute
the functional divisions, as opposed to geographical divisions, of
he railway organization and are split up into divisilons, branches,
sections, and finally into units which is the smallest organization
in the I.8.R. These bureaus are, according to the nature of their
functions, divided into four groups which make up the General Direc-
tora

rate,
7

way.

sdministrative, Financial, and Technical Bureaus of the rail-

Speaking generally, the organization oi the central bureaus,
shown in the chart attached, comprises of two general type of units,
thet is , those units of administrative and financial character per-
forming suxiliary stafl functions such as personnel, accounting, and
purchasing, and those line units performing technical works leading
to itransportation service. The word bureau, as far as the railway is

concerned, represents functional diviesion of work, The railway bureaus

76, G. B, Milward, ed., lLarze-scale Oxggnization ( London,
fichard Clay and Compeny, Ltd., 1951),p.4

77. The Law of the Organization of the I.5.Rey Opseit.;p.D.
44 - 45
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are of varying sizes nunerically, in personnel, dependent on the
volume of work affecting each. The direction.end responsibility for
each bureau are in the hand of one maen regarded as the Head of the
Bureau and those in charge of particular functions or ectivities with-

in the bureau are subordinate to him.

Phe heads of the central bureaus of the I.S.R. administer
their subordinate units in accordance with the approved budget and
personnel organization for their bureaus. It is their duty to over-
see and issue necessary instructions to their subordinates, to mein-
tain standardization in their performance, and ensure economy in
their operation.78 After having carefully studied the problems é&nd
difficulties involved in the administration of their subordinate
units, the heads of the central bureaus submit written report togeth-
er with their own observations and suggestions for improvement., To
handle difiiculties, they can at any time ask for necessary informa~
tion from the regional sdministration. They caen also enter into di-
rect reletion with private individuels, government agencies, and pri-
vete institutions, provided that this contact does not create finan-
cial obligation for the railway.79 Such process in the reilway admin-
istration is significant, since it speeds up in operation in certain

cercumstences without referring to the hierarchic channel.

Generally speaking, the heads of the central bureaus of the

78, Ibid.,p.31

79, Ibid.,p.32

)
e
gl
l
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railvay are responsible to maintain coordination of activities in
their subordinate units and teo encouraze cooperation both within their
unite and other bureaus. They are req%nsible, of course, for the oper-

ation of their respective central branches.

A. The Gemeral Directorate Units

The Ceneral Dirsctorate Units are under the direct supervi-
eion of the Director General of the reilwey, and congist of five

units.

the first unit is the Ceneral Secretariat, Thie unit is charg-
ed with meintaining lisison between the various bursaus and the Di-
rector General of the reilway, and recording of a great volume of cor-
respondence carried on within the railway and with outside organiza-
tions and individuals. In this sense it is considered as central files

for all correspondence with the railway.

To perform ite functions, the genercl Secretariat is sub-di-
vided into the following offices, each carrying out specific duties,

These are Bl

1. Secretariat 0ffice

2, Legal Office

80. Irenisn State Reilway, The Statistics, Information and
General Activities of the I.S.R. in 1954 (Teheran,
\ Majlis Press, 1954‘7, Pe 33

81. The Law of the Orzanization of the I.S.He, 0D cit., p.44
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%« Orders and Ceremonies, and

4, Publication and Publicity and Printing-House

Phe next unit is the Bureau of Law and Solicitors. Whis

bureau consists of the administrative courts and solicitors con-
nected with this bureau to protect the interest of the railway in

the legal controversies unavoidable in the conduct of great business
enterprises, The bureau deals with railway litigation. It represents
the railway es & whole, on behalf of the Director General, before the
courts., The bureau, 4urthermore, deals with the disciplinary measures
of the railwey employees by hearing such cases in railvay disciplinary

o

. . 82
administrative courts.

According to article 49 of the Employment Regulation of the
I1.5.%. the railway administrative courts hear administrative discipli-
nary cases of the railway employees and decide on the degree of
their punishment with regard to the measures laid down by the Civil

Service Law of the state.d3

82. Mojtaba Malekuti, Iranian Railway ( In Persian )( Teheren,
Khandaniha Press, 1948), p.306

8%. Ministry of Roads, I.S.R., The Employment Hegulation of the
I.8.R.{ in Persian ) ( Teheran, Railway Press,
1956 ), p.22 Refers hereafter as the Employment
Regulation of the I,3.R.

83. The degrees of penalty provided in erticle 38 of the Civil
Service Law are as follows :

1., Written notice to the employee, not inserted in his
personnel record. .
Z. Written notice of reprimand, inserted in the employ-
ee's record.
( cont. on next page )



43

The Civil Service Law provides that in each ministry per-
manent administrative courts may be held to Lear cases of employecs'
offences committed while on duty. The reason behind the establish-
went of administrative courts in government agencies is to standard-
ize procedures concerning punishment of governnent employees for their
ofiences resulting from negzligence in service. The adminigtrative
courts of this type are competent in hearing only cases dealing with
disciplinery actiona.a4Being disciplinery tribunals for the govern-
nent employees, these courts, unlike the United gtates and United

Kingdom, are exclusively for the internal purposes.

Deduction up to one-third of the employee's salary

from one to six months.

Suspension from service from three months to one

year.

. Demotion of one or more grades.

. Permenent dismissal from service in the ministry
concerned,

7. Permenent dismisszal from government service,

& W
- -

o\

The firet two measures of the above list are within the au-
thority of the immediate supervisor to exercise and do not
need a hearing in the administrative courts.

84, Disciplinery actlons and responsibility of the govern-—
ment employeces, in general, are of two kinds : financial
responsibiliy and administrative responeibility. The fi-
nancial responsibility of the government employees fall
within the jurisdiction of ordinery courts of the state.
Phe administrative responsibility of the government em-
ployees are, furthermore, considered of three types, of
which only disciplinary matters fall within the juris-
iiction of the administrative courts. Other types of ad-
ministrative responsibility are regarded &s offences of
common nature, and ofiences that are peculiar to the gov-
ernment employees. The former fall under the jurisdiction
of ordinary courts, For example, murder while on duty is
heard in an ordinary court and-the employee hes no pri-
vilege oi trial in & special court. is for the latter type

( cont. on next page )
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Since the permcnent edministrative court of the liinistry of

Roads was unable to deal with the railway caces thet were increas-

ing in nuwber, due to the gxpansion of the scope ol roilway activi-

ties,

ithe Minister of Hoads agreed to the sugestion made by the Di-

rector General oi the railway, end &s & result, the nermenent adminis-

trotive courts of the first instance and eppeal were established in

the I.Se.ite 7 The lower administretive court is composed of tliree

members who are appointed by the Director General from among guali-

{ied railway ofiicials. The sdministrotive court hes a president and

a prosecutor, The decisions of tlhe court are appealable to another

administrative court which is couposed of Tive zembers, tlhree of

wihich are the members of thie lower court. Procedures of the edminis-

trative courts are writien and the prosecuter of the court is res-

pongible for finding iacts and evidence Ior the cases:

The Bureeu of Inspection is next Tor consideration., It wes

orgenized to assure the railway employecs' honest performamee of their

Junctions., Furthermore the bureau has charge of exenining ell rail-

way employecs'cases concerning their faults and investigating all

offences coimitted by them with regard to violation of rules and ad-

ministretive regulations. Generally speaking, the functions of the

&

5.

of administrative ofiences, they arve heard in a special
court in the Hinistry of Justice called the Penal Court
of Government Lmployees. These offences commitled by the
public servants ageinst private individuals or the pub-
lic include forgery, bribery, embezzlement and others
which fzll within the jurisdidtion of the said court.

Malekuti, opecit.,p.>07
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Bureaw of Inspection arc ol two types : specilic and Ceneral,

1. The specific function of the burefu - It is the duty of
the clhief of the inspection, or if he is absent, his sgeistant, fo
obtain all posaible in{orpation concerning of lences comrditted by the
reilyey employees such as froaud, bribery, and srbezzlenent. alter care-
1ul considecration of the case, collection of reliable documents, and
exarination of the evidence, the result is sent to the Director Cen-

erzl, who in turn forwards the case to the coupetent court.

To perform his duty, the chief railway inspector is required
to be conversant with 211 rules and regulations of the railway and
pas to base his report on the appropriate articles relating to the

ofiences comuitted.

The reilwey police in the headquarters and in the regional
sub-divisions are responsible for providing #acilities in the per-
foriuence vf inspection and cooperating with the Duveau of Inspection.
in preventing obliteration of documents, end in assisting the bureau
in the trecking of olfenders. Furthermore, &ll other railyey bureaus
and regional divisions sust send & report concerning the offences
comuitted by their employess, as soon &s posuible, to the Bureau of
Inspection togetler with their owm observationu.dT
The inspectors &are required to collect adequate, relisble

evidence, examine the fects, and question the asccused enmployees

w
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before sending their report to the bureau along with their own ob-

o

servations &s to the guilt or innocence of the sccused.

Upon receiving the report, the chief inspector sends the
case to the Legal Office of the General Secretariat, where the case
is reviewed within ten days. If the Legal Ofiice considers the case
a disciplinary offence, it refers it to the Lureau of Personnel for
an sdministrative court hearing, If the case is considered =2 general
ofience of comnon nature, it is reported to the Director General,
who issues order sending the case to the Fenal Court of Government

39
Jmployees.“’ In the latier case the function of the Legal 0ffice
is to sue the oiltender, or oifepders, through its solicitors, for
demages incurred to fhe reilway. Since the matter here is & financial

one, the case will be dfeided on by the eivil courts of the state.

If the inspectors in the regional divisions congider & case
as being diseiplinary in nature, that is lying within the Jurisdiec-
tion of the railway sdministrative courts, the regional adninis-
trative courts are, then, held temporarily by the chief regional
officers. In such o case, the Bureau of Inspection must be notified
of the decisions taken by the regional administrative courts, and
the chief regional officer is responsible for the execution of such

decisions.

2. The general function of the bureau - The Bureau of In-

88. Loc.cit,,

89, LoC.Cit.,

90. Lbid-,p- 234



52

spection oi the reilway can inspect and investigate all employecs
throughout the line. The bureau also prepares necessary reports con-
cerning visible deficiencies gnd submits them to the Director Gen-
eral. It supervises the execution of laws, rezuletions, and programs
in the reilway and ensures the interests of the state eand prevents
eny disagreement which mey cause delay in operation and losses to
the state.ﬂl Furthermore, the Bureau of Inspection subnits swmmary
reports of its inspections to the reilway management and , conducts

any inspection that the Director General orders to be done.92

The Technical Statistical Studies are the functions oi & di-

ol

G
vieion esteblished by decrsc No. 1961 of Farvardin 15,1525 ( 1946 )7

1. Loc. cit.,

y2. Po perform their funetions, the inspectors must base
their inspections and investigations on pound administre-
tive procedures and their reports must cover logical con-
aistency and veliable documents suitable for the courte.
It is their duty not only to discover the crimes and defi-
ciencies in the railway, but also to recommend improvements
toward greater work efficiency, and to try to remove im=
perfectiops with the help of the bLureaus concerned.

o ensure their honesty, the inspectors are not per-
nitted to accept the hospitality of the chief regional of-
ficers in whose sections the inspection is carried on. In
the case of difficulty in finding a room in the region un-
der inspection, they must live in one of the ofiices put
at their disposal by the chief regional officer. Other
procedures and regulations concerning inspection and in-
vestigation in the railway are similar to those of the
judicial practices of the state.
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Originally, the statisticel research of the railway was done by the
Parifi Section of the Commerciel Division of the railway. As the

activities of the railwaey increased during World War II, & need for
0 special division for statistical work was felt and, in due order
the seid division was created and placed under the direct supervi-

sion oi the Director (}eneral.94

At present the function of the Technical Statistical Studies
is to collect information for analytical purposes and study of the
problems connected with the finencial, administrative, and technical
spheres of the railway activities., But whet is deme, in general, is
not comprehensive nor systematic. The statistical information of the
railway is not published regularly and what is published, every two
or three years, is not complete as would be expected from & modern

and eiiicient orgenization.

Finelly in the Generel Directorate Units there is an Accident
Branch. As the capacity of the railwey wes increasing and the seope
of ite activities developing, during VWorld War II, an urgent need for
the establishment of an independent orgen to combat problems of ac-
cident wes realized. As & vesult accident and consequent complica-
tionec formerly handled by a section in the Buweau of Tregtion, were
trusted to an independent brench under the supervision of the Direc-
95

tor Generzl of the railway. The reason behind the establishment of

thie Lranch was the fact that prevention of accident and generally

94. Malecuti, ops. cit.,p.p. 212 =213

95‘ Ibid. ’PIPI 236 = 33’1
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dealing with its problems needs technical knowledge and competent

pPeTsons.

The main function of the Accident Brench in the railwey are
two-fold, the prevention of accidents, and the investigation of their

causes and dissemination of the Tindings to the staif and the public.

For the prevention of accidents technical inspectors are sent
throughout the line each month teo meéke sure thet the stations are
well ecuipped ior proper operation. The branch alsc recomrends pre-
ventive measures, and publishes papers end pamphlets for the staff, to
nele them aware of the fatel results of accidents and to inform them

in the methods of prevention.93

In cases of accidents, it is the function of the Accident
Brench to follow three steps, nemely, finding the cause, detecting
responsible person or persons, and estimating the emount of damages
incurred. The Accident Branch, then, after having fulfilled these
processes, submils the case to the Supreme Accident Committee with
the minutes of its own observations. The committee mekes the final

5 96
decision on the case.

The Supreme Accident Committee holds its meeting in the rail-

_waynheadqurters building whenever it is needed or is called by the

Director General of the railway. The members of the commitiee are the

95. Ibid.,p.330

96, Ibid.,p.334
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fleads of the Bureaus of Maintenance and Praction and Chiefs of the
Operating Division and Accident Branch, who are under the chairman-
ship of the Technical Director of the railway.gv

The committee has the power to demote and even imprison
those that ars convicted of being negligent in their duties, thereby,
causing the accident. It can also prevent an employee irom being pro-
moted for & period of one to three years. The decisions of the com-~
nittee are to be carried out by the chief regional officers, if they
are within their authority, otherwise they must seek an olficial

aa
= =L n 3 4G
order from the Bureau of Personnel of the reilway.”

B. The Administrative Units

Phe administrative units of the railway, except the Direc-
torate Units, fall within the supervision of the Director of Admin-
ietrative Affsirs, These units are concerned with the perlormance of
auxiliéry staff functions, such as personnel managenent, training,
security, and health affairs, in comnection with transportation and

management of staff, These units consist of four bureaus &s i“ollows%9

Phe first is the Bureau of Personnel which, as & central

personnel egency, deals with matters concerning personnel administra-
tion in the railway. The main functions and responsibility of this

buresu is the execution of the Bmployment Regulation of the I.3.R.

97. Locs cit.,

98, Ibid.,p.ps 334 - 335

99, The Statistics, Information, and Ceneral Activities of the
I-S.Ri in 1954, QE- eitn ,Pl 33

.
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vhich will be treated in chapter VI of this paper. These functions
include mainly the dispensation oif employment orders, grades, pro-
motion and increment, transier, &ppointment; gicl leaves, leaves of
absent, allowances, child allowances, commiszions, certificates, and
receiving records of railwey employees Irom other governmental agen-—

cies of the state.loo

The next bureau , The Bureau of Health, is in charge of the

I.5.kR. medical service. The reilway medical gervice deals with ex-
aminations of the staff and their femilies, hygiene, first-aid, advice
on welfare. The Personnel budget of the medical service is & pert

of the railwey budget, but some of the expenses ere metb by the con-
tribution of twe per cent of the employees' salaries which constitubes

the medicel fund.lOl

Phe establighment of the medical service in the railway goes
beck to the date of the conatruction of the Trens-Iranien Rellvey.
It has been enlarged gredually with the expaension of the railvay ac-
tivities. At present, the medical service operates a 400 bed hospi-
tel as well as regional hospitals, dispensaries and medical stations

throughout the line.

The Bureau of Railwey Police jg the third bureau, established

according to article &, of the law of the Orgenization of the I.5.R.

This bureau has the function of maintaining order and protecting

100. Balekuti, op. cit. p.563

101. Ibid.,p. 259
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railvay and passenger property. The Bureau of Reailway Police, fur-
thermore, is charged with enforcing throughout the line the laws
end regulations of the state, in general, and of the railway in par-

tionlap, 192

The reilway police force is under the railway regulations
with regard to matters concerning administrative, personnel, account-
ing, disciplinary actions, and judicial functions, The extent of
police activities with regard to the internal regulations is limited
to the stations and in the trains. This leaves out otler &areas the

security of which is the function of the civil police of the state.

The chief of the rzilwey police is & high-ranking army of-
iicer. There are police stations in practically every important voint
of the line, supervised by railwaey police officers and stefied by
& number of railwey pelicemen. The railway police have their own
special uniforms. They are considered judicial police, since they
are competent to repress and detect crimes and offences committed in

the railway and to apprehend ofi‘enders.loJ

The fourth bureau of the administrative units is the Bureau

of Technicel Training . Owing to the need for an efficient technical

staff to fill technical and administrative appointments on the I.S.R.,
it was considered essential to establish & i{raining centre in the

railway early in 1935. To prepare teachers and highly qualified tech-

.- ————

102. Ibid.,p. 267

10%. Decree Law No. 3516, of Khordad 21, 1332 ( June 1953 ).
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nical officers to conduct training programs, the Ministry of Roads
sent several groups of Iranian students abroad, meinly, to Germany

and Belgium.lo4

A central treining institution wes established in the rail-
wey in 1936 ; end by a decree of the Ministry of Roade a Technical
School was officially started in 19389. This school nrovided courses
for students who held baccaleaureate certificates part I. After three
years of study there, students were grented technical diplomas equiv-

105

elent to the technical diploma of a secondary school.

While the schowl does not presently have regular ecademic
classes, {acilitles for training end education are available to the
staff through day and evening classes in the school., The school &lso
provides special courses Ior training firemen, engineers, and staff

d
to handle and meintain diesel ep.g:i.lru.es.m‘J

¢. The Financiel Units

The financial units of the railway are under the supervi-
eion of the Director of Financial Affairs, who is the Chief of Ac-
counts in the ruilway.lor The financizl units also provide auxiliary

staff functions such as accounting, purchasing, and management of the

railwey stores, for line units fo accouplish transportation service.

104. lMalelkuti, op.cit.,p.217

105. Ibid, p. 221
106. Railway, Teheran, Honthly megazine, KNo. 26,01 Mehr 1 1535.

107. The Statisties, Information, and General Activities of the
I.S.R. in 1954., 02.011:.,_1}.33
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The Irenian railway accounting system was patterned after
Swiss accounting methods. Although the I.S.R. follows the general
accounting principles oI’ the state,it still’has its own financial
reguletions. These regulations incorporate the principles of commer-
cial and business administration, consequently double entry book=-
keeping and a series of technieal and complex accounting procedures

using moder® accounting machines are exployed.

The Bureau of Accounts is in charge of all reilway accounts.

Working under the close supervision of the Direcctor of Financial Al-
feirs, the Bureau of Accounts has the functions of preparing all
vouchers, pay rolls, and ell other bille of sccount; of keeping con-
plete records of all business transactions end peyments of the rail-
way; of providing exact figures of the earnings and expenses of the
organization, and directing the suditing of accounts of all the sub-
ordinate branches ; of elaborating statistical compilations for the
information of officials in charge of the different units of the rail-
way, and of preparing the reports published by the Technical Statisti-
cal Studies of the railwey; and finally the most important task of

preparing railway budget fox submission to the Board of Directors.

?he Bureau of Accounts has accounting branches in almost all
the centrel bureaus and regionel divisions of the I.S5.R. These coun-
terpart branches are technically subject to the instructions of the
Yureau of Accounts, while they are under the supervision of the bu-

reau or the region concerned for adminpistrative metters.
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The Bureau of Finsnce is the second bureau of the financial
unite that provides suxilliary staff function for the line agencies
of the ruilway. The bureau wes organized to'establish uniform stand-
erd rules in regard to methods of making and receiving payments, col-
lecting charges, banking arrangements, valuation of all railway prop-
erty, and menagement of stores throughout the line, The Dureau of
Finance is also a treasury of the railway for meking a2ll money pay-

i~

!
wents.,

fhe Bureeu of Finance is divided into two main divielons,
that is, the Division of Railway Property, and the Treasury Divi-
gion. The former division is, Iurthermore, sub-divided into two
branches: the Movable Property Branch in charge of keeping of mov-
able property throughout the line and supervising the activities of
those who are responsible for holding this property.logThe second
bronch hes the function of meneging all immovable property of the
I.5.8., which consists of preparation of statistics concerning build-
ings, rail, and installations throughout the line. In edcition, the

pranch of Immovable Property has the funetion of keeping records of

a1l trensaction and damages occurring to this category of property%lo

fhe latter division, the Ireasury Division, is in charge of account-

ing all railway income and money paid out.

108, This information received from Kr, Javad Nayimpur, a raeil-
way of{icial, through correspondence in Jan. 1957.

109. Malekuti, op. cit.,p.351

120. Ibid.,p.355



61

As for the stores of the railway, formerly belonging to the
Bureau of Finance, 8 new arrengement has been made sinece 1956, The
new system 1is based on decentralization of stores and hes abolish-
ed the old three mein stores, the centrel stores of A, B, and C, and
haes created a new classification under which stores have beem arrang-

ed according to the needs of the various bureaus of thex?ﬂilway.lll

The new clessif'ication; contrary to the ¢ld system, has nade
the stores repositories for individual bureau in that, every bureau
owns its own store. For example, the electric appliances of the Bu-

separated and has been hended over to the bureau concerned.

111. The author received the following comprehesive statement,
showing the new organization of the stores in the I.S3.H.,
from lr. Jevad Neyimpur who had for a long time been chief
of the Store Supervisory Branch of the railway. According
to the new classification there are presently eight central
stores ithree of which are the central main stores. These
are as follows:

1. The @entral Mein Store A, which consists
of four stores; these are (a). The Central Stére of Furni-
ture, which has the stock of all kind of furniture and
things needed for housekeeping purposes: things such as
desks, chairs, blankets, dishes, stoves, soap, cotton can-
was, etc. (b). The Publication Store, is a repository of
all railwey publication concerning laws, regulations,forms,
and pamphlets printed in the Railway Printing-House. (c).
The Stationery Store, which has the stock of papers end
other stationery for the use in offices and the Printing-
House, (d). The Clothing Store, has the stock of both sewn
and unsewn materials.

2. The Central Main Store B, consisis of
five stores which ares (a). The Consumption Store with the
stock of materials for daily use such as fire-bricks, bolts,
nuts, neils, peint, ete.; which are considered consuming
goods in that, they are not returned to the store. (b). The
Tool Store, which has the stock of tools regquired for the

( cont. on next page)
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.

With regerd to the above statement, the verious stores in

the LeS.H., whethier a combination oi several stores, lilke the Cen-

tral Hein Store 4 , or a single store, are central repository ilor

the regional divisions oi the railwey, They supply items, from in-

side or outside sources, for the use of th difiersnt bureaus of the

I.5.0. ond its regionsl sub-divisions.

to

»

18

o1

Phe Catalouge Card Sysstem is employed by the railvay stores

keep records of the items stocked; thet is, for each item there
: < &= : : - ——
card with different columd for recording price ana auantities

the items stocked. The system facilitates the verification of

stores and in saving time for physical inveniories and their adjust-

ments., The stores receive itews and enter them in the stock column

traclkvorks. (¢). The Hardware Store has the stock oi varie
ous kinds of metals. (d). The Locomotive-Spare Store which
has the stock of spare parts for locomotives, and (e). The
Diesel-Bpare Perts Store.

5, The Central Store C. This store is also
a mein store for stock of materials needed for buildings
and maintenance of rail and equipment such &s construc-
tionel tools and water pipes, ete.

4, The Enszine Store D, This store has the
stock of eauipment needed by the Lngine and Car Service
Division of the railway.

5. The Central Store E., is arepository
of the stock of electric appliances for the Bureau of Elec-
tricity.

6., The Central Store G. It has the stock
of articles necded by the Bureau of Operation.

7. The Central Store H. This store has the
stock of meteriels for the Buresu of Railway FPolice.

8. ‘The Centrel Store I. It has the food-
supply and medicine needed for the heelth service.-
It is worth remarking thet there are stores in prac-
tically every regional division of the I.S.R. The central
stores supply the neede of these regional stores.
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and debit column of the account payasble; and when they are deliver-
ed, the items are posted in the credit account of the ledger and the
debit account of the bureau concerned. Store verification is done

by the Store Supervisory Grench of the Bureau of Finance. The branch
is in eharge of maling checks and reporting the spot checks and veri-

fication resulis to the respective bureau.

Phe third bureau of the firancial units is the Bureau of Pur-
chesing. This Lureau has the function of purchasing various items
thet the railway needs for constructional and administrative purposes
in daily operation. To perform its function the bureaun is eplit up
into three offices each in charge of purchasing materials and its
related Tunctions. These &re: The Purchasing Ofiice in cherge of pur-
chasing materials, fuel and oil products and supplying mechanical
equipment. Secretariat Oifice is in charge of clerieal works end
handling correspondence with otler units of the railway and outside
individuals and institutions. and finally the Accounting Office which
has the function of hendling matters connected with accounting of

ok 112
the iteme purchased.

D. The Technical Units

Under the supervision and control of the Director of Tech-
nical Affairs fell the technical bureaus of the railway.ll3 We may

call them line units because they are in cliarge of conducting an

112, Malekuti, op.cit.;p.ps 550 -351

11%. The Statisties, Information, and General Ac‘i:ivitiea of
the I.’So-ﬂ. in 1954' Q ocitogpn33
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efficent routine of transportation by insuring the smooth coordi-
nation of all the vital elements such as maintenance of rail, rolling
stock, and equipment work such es engine-hbuaes, workshops, motive

power, end electric stations, and so forth.

We wmay begin.with the Bureau of Operation. This bureau is one

of the tliree important Lureaus of the I,S5,R. While the Bureau of
Praction and Bureau of Maintenance of Rail and Buildings provide and
vepeir line and engine vehicles, the Bureau of Operation utilizes

these services and conducts rail transportation.114

Phe central orgenization of the Bureau of Operation consists
of two main divisions; thet is, Operaeting and Commercial. Generally
speaking, the Operating Division has charge of conducting transporta-
tion service and regulating traific schedules fto secure maximum pas-
sengers and freight business, The division is large and for the pur-
pose of efficient administration is necessarily sub-divided into three
branches of service. These are: Traffic O0ffice which has the Tunc-
tion of conducting the traffic problems of speed, time-tebles, and
movement of trains.ll5 The office hes also a Trafiic Control Section
with the business to keep constant records and observe the details
of freight and passenger transportation and movement of all locomo-
tives and freight ecars on th; rail, Furthermore, this section prepares

monthly statements of the total volume of traffic in terms of trains

kilometrage for passengers and goods, ton kilometrage and so forth.

114. Malekuti, op. Cite.,p.265

115. Ibid.,p.283

i
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Phe Trains Schedule Office is in charge of preparing traffic sched-
ules for passenger, freight, and special trains, and also for extra-
ordinary and local trafiic requirement.llG.Finally there is the Of-
fice for Stations' Affairs. This office is concerned with establish-
ing codes and enforcing regulations aifecting working conditions in
stations, and supervising the provision of necessities and equipnent
such as signals, light, telephone, and the like for the proper opera-
tion throughout the line, This oifice also makes recommendations con-
cerning the appointment of the technical cadre of the stations and
train crews.ll7
The second division of the Bureau of Operation is the Commer-
cial Division. The division was created in 1942 for handling disputes
concerning claims over trafiic damages.llalt assured later on further
responsibilities which made the division a separate distinct unit en-
trusted with the functions of business transportation, administration
of the warehouses, menagement of baggages, settlement of disputes,
as far as possible, of the claims of passengers and shippers for lost
baggages and freight, determination and classification of goods and
the rate of trafric, and keeping detailed statistics of the functions

concerned.lly

116. Ibid.,p.264
117, Loeseit.,
118. Decrec lio. 52004, of Bahman 12,1321 ( ¥eb. 1942 ).

119, Melekuti, op. cit,,vn.238
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The Commercial Division is composed of two branches and two
sections in the centre, and has regional sections in almoet every
region of the line, Ite first branch is tﬁe Revenue Auditing Brench
with the object to emsure the execution of the railway tariff. To
obtain this goel, the branch receives all documents such as freight
bills, tickets, baggage receipts, tariff rcceipts, and ete., and dis-
criminates the monthly revenues of the different sections based on
documente as such, with their actual receipts. In case of any defieit,
the responsible authority is investigated by the branch. Furthermore,
this branch preperes summary statements of nonthly receipts and re-
gional receipte for posting in the general ledger of the reilway.
fhus, the net revenue of the I.5.R. will be at hand monthly and year-
ly. This helps the Bureau of Accounts to prepare the general balance
sheet of the railway.IZONext in the Commercial Division we have the
brench responsible for the transportation of merchandise and edmin-
istration of the warehouses of the railway.121 The seetions of the‘
Commercial Division consist of the Tariff Section which has the func-
tion of exemining the tariff, suggesting improvement, preparing and
drefting goods classificetion, rates of fere, and preparing ammual
statistics of the activities concerned.122 The Legzl Section of Claims
and Deficits is the next which handles the investipation of claims

made by the owners of damaged or lost goods. After having carefully

120, Ibid.,p.292

121. Ibid.,p.238
122- LOC. cith'
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exapined e case, the Legal Section of Claims submits the case to the

Reparation Committee, along with its own observations, where the final

decisions are teken., his section, furthermore, arvanges auctions for

unclained goods. The Chief of the Commereial Division, the Head of

the Bureau of Accounts, snd the Head of the Department of Inspectcion
127

oi the Ministry of Roads comprise the Reparation Commdttee.” ~ The

function of this commitiee iz to essess compensation Tor the claimed

zoods on the basise of investigation and estimation made by the Legel

Section of Claims and Deficits.

The second important bureau of the railvway is the Eureau of
Praction . This bureau has two main functions, that is, meintenznce

oi equipment and rolling stock which are the business of engine-

"

nouses ( depot ), and repeir work of this equipment in ite workshops}

While a considerable portion of maintencnce of equipment for
the rzilway is done in the main gngine-houses and shops, some heavy
repairs are done in large repair shops located in the centre and
at certein points on the line. To perform its functions, the Bureau

of Traction is divided into two main divisions; thet is, the Centranl

e _msm om L : 125
Repair Warchouse, and the Engine-touse or the Centrel Depot.

Phe Centrnl Repair Warehouse as & division is principally

concerned with the repair of locomotives end cars, which includes

—

125, Ibid.,p. 239

124, Ibid., p.279 Also the author hed been working in the
workshope of tliese divisions for a period of
six years from 1940 to 1945.

125. The Law of the Orgenization of the IL.S.R., opaCit.,p.46
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running repeir, heavy repair, and general repeir. Running repairs,

or those of minor or temporary nature, are made in the terminal
engine-houses. When an engine has run & considereble distence with-
out stopping, worn parts must be removed and replaced and more exten-
sive repairs mede. The engine then is put into the large repair shop
of the Central Repair Werehouse which hes gpecial facilities for heavy
repairs. In this repair warehouse the engines are completely dismen=
tled and overhauled, thus undergoing general repairs. Passenger &nd
freight cars repairs are handled in similar fashion in the Wagon-
House.126 For this purpose the division is sub-divided into the fol-

lowing technical branches:127

1. Locomotive Repair Branch.
2. Pessenger and Freight Car Repairs.

3. Machinery Branch.

4. Centrsl Heating and Blectric Station.

In addition to these technical branches, the Central Repair
Warehouse has other administrative aections such as personnel, &c-
counting, control, and medical service with dispensary, which pro-

vide facilities in the workahops.l20

The second division of the Bureau of Trection is the Central

Depot. Generelly spealking, the Central Depot of the I.3.R., and other

126. ¥rom the personal experience of the author.
127. The Lew of the Orgenization of the I.S.R. opscite,p.46

128. Locs cit.,
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depots at ceritsin points on the line meintein equipment such as lo-
comotives ond ears, ready for service. Mo fecilitate and speed up
the repeirs and mointenance of the heavy trafiic of assorted vehi-
cles, the Central Depot is sub=divided into three branches for loco-

129

potive, cars, and diesel and cranes.

©he third importent bureau of the L.3.R. is the Buresu of

leintenance of Hail and Buildings . This bureau ie respensible Tor

the maintenence of rail and buildings and mechanical inatallations
throushiout the line. It also improves and exlends ruilﬁay and builé-
ings through renewal prograums. To meet its responsibilities fully,
the buveeu hes 2 uaintenance organization in practically every im-
portant points and territorial sub-divisions of the railwey. The bu-
reau is, furthermore, split up into three main divisions. These are:
the Meintenance Division sub-divided in turn into four branches each
concerned with the specific functions, that is, the laintenance Branch,
Installations - Signals , llechanical Branch, Frontage and Topography
Branch , and stores.l;O The Technical Constructional Division snlso

is sub-divided into four branches of , Technical Construction, Build-

gl
=

ings, Bstimate and Survey, and Drafting Branch. ind finelly, the
lest division is the Bngine and Car Service Division which consists
of the Engine kepair Branch , Technical Office, Adminigtrative Affeirs

sranch , Transport Service Branch, Regional Engine Hepairs , &nd

129, Loc.cits,

150. Ibid,,p.45

151, Loc.cits.,
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-

Supply and Store lE*»ram:h.lD2

The Buresu of Blectricity is the fourth bursau of the tech-

nical units of the railway. Originally, an electric division was es-
teblished by decree No. 4781/27115 of Bahman 1324 ( Feb. 1945 ) of

153 The main

the Council of Ministers, which later on became & bureau.
functions of the Bureau of Electricity are the maintenance and opera-
tion of the power stations and to supply the reilvay workshops, offices,
trains, carriges, end pumping stations with light end power. Labora-
tories mainteined by the bureau supervise water softening. 0il fil-
tration procesces, and water stations throuchout the line are direct-

1y edministered by this same bureau.l)4

The Bureau of Blectricity operates through the following
135

’
technical branches:

1. Blectric Power Stations Brench for supplying
and distributing electrieity.

9, Mechnical Instsllations Brench for maintasin-
ing and installing water installations and
pumping plants.

3. Repair Branch, and

4. Leboratories Brench.

Finally there is the Bureau of Communication. Telephone end

1%2, The information received from Mr Borheni, the Chief of
the legel Section of Claims and Deficits of the I.8.Rs,
through correspondence. Since & reorganization in the
reilvay is under process, the Ingine and Car Bervice Di.,
formerly & bureau, has been merged in the Bureau of Rail
end Buildings.

133, Malekuti,ep.cit.,p. 241

134, Ibid.,p. 253

135, The Law of the Organizetion of the I.S.R., Ops. Git.,p.40
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telegraph lines constitute an importent group of railway facilities.
They paralled every mile of railwey, providing means of communication
fron headquarters to various points, from station to station, &and
from dispatcher to dispatcher. In the I.5.H. in charge of this work
is the Bureau of Communication, which is divided into two divisions;
that ig, Telephone and Tele-communication Division and PTechnical Di-
vision.l56
The Tele-communication Division has three branches in charge
of Telephone and Telegraph - Direct Tglephone - and Regional Com-
munication. The Technical Divieion consists of Repair Branch and
Mobile Gengs ( groups of techniciens moving to fix end repair the

lines wherever they are out of order ). 4o

Sumnary

The central bureaus of the Irenian State Railway form the
functional division of the railway amctivities as opposed to the geo-
grephical division of work. These bureaus were discussed under Tour
genercl units each subject to the supervision of one of the dirgctors
of the I.S.H, The administratiwe and financial units do auxiliary
gtaff{ functions and provide facilities and means for the technical
wnite. The technical units as line agencies are responsible for the

operation and activities leading to transportation service. It was

136, Loc. cit.,

137- Loca.cits 3
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also pointed out that because of the magnitude of the task involved
in performing their functions, the centrel buresus of the reilway are
split up into sub-divisions. Hach sub-division is in charge of per-

forming a specilic service,

Phe orgenisation of the central bureaus, their counterpart
regional branches, and their interrelations to line and steff units,
is clearly shown in the chart atteched to this paper. In the next
chapter the geogrephical divisions of the I.S.R. are discussed - the
prineipal units grouping the railway regions and districts in the

railvey administration,



CHAPTER V

Regional Administration

The regionazl divisions of the Iranian State Railwey, as geo-
graphical operating units, carry on the functions of transportation
and mainteneance in -a specified territory. The primaery purpose of this
aivisional form of railway orgenization ie to place authority over
all railway employees of a region and their work in one officer, the
chief regional officer, making him responsible for the railvay in
his region. For this reason which facilitates the reilway operation,
the Irenian Reilways have been divided into regions, covering broad-
ly the Trans-Irenian line and the branches which link it to the North-

eastern and Northwestern areas as well as the central plateau.

Speaking generally, division of work in any orgenization
with widespread activities may be on a geographical basis.lja The
T.S.ks 2leo being & large-scale organization, with a vagt area under
ites operation, is based on geographical division of work for the
very reason of the convenience of operation in transportation service,
However, this does not necessarily mean obsolute décentralization
of work, since the railway is based %o a large degree on centraliza-
tion and meny of its activities are performed by the counterpart

brenches of the central bureaus in the regions. These regional branch-

es of the railway carry on their functions according to the uniform

158, Milwerd, op. cit.,p. Xvi

sl
St L 3
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standerds leid down by their respective central bureaus.

Phe centralization of the railway administration, of course,
is not limited to the I.S.R.; since all large reilways centralize
some of their functions.159 For example, they centralize their mechan-
jcal work, they have central shops, where construction and repeir
of equipment are carried on for the system; they have stores, from
which materials are distributed to local storekeepers, and so forth.
These processes are grouped together under one management because
they are doing the same thing, therefore, they can be centralized
despite the fact that they are separated from one another geographical-

1y.

Admitting the faet thet the I.S.H. igs somehow centralized in
edninistration, the function of the chief regional officer is then
purely as that of a coordinator of the activities of the regional
branches of the central bureaus and controlling the work of the local
officials. In performing this responsibility, the chief regional of-
ficer is primarily responsible to the Director General of the rail-

aag. 140

fhe administretion of the regional branches of the railway

A They are , thus,

ig patterned after that of the centrel bureaus.
technically responsible to the central bureaus, while they should

abide by the instructions of the chief regional ofiicer from the

139. Permelee, op. cit.,p. 142

140. The Law oi the Orgenization of the I.5.R. opscit.,p.24
141 Tbid. ps 25
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administrative point of view.142

Within some of the regions, there are other semi-independent
resional branches which are situated in line terminals and ports, or
other peculiar territory. Examples of these are found in the North-
ern Region and the Southern Region, which are both responsible for
administering terminal ports of Bander Shah, on the North, and Bandar
Shanpur , on the South. Thereforé, gpecial arrangeneng'have been made
for sdministretion of these ports, The same is true of the shipning
brench on Lelke Rezeiyeh in the Azarbaeijan Region, end the Congtruc-
tional Brench of the Luristan Region which must maintain numerous
tunnels situated in this region.l43 Since, there are no central-bu-
reaus for these semi-independenf branches of the railway, they are

responsible to the chief regional officers.

Beceuse of the magnitude of the task involved in cariying on
reil transportation and meintenance, the regions are divided terri-
torially into districts, and these in turn are sub-divided into di-
visions or lots, Such sub-division is sdministered by a superintend-
ent and his assistent together with a given number of engineers, tech-
nicians, and workers. These sub-divisions are technically part of

the Bureazu of Maintenance of Rail and Buildings.144

A. The Chief Regionsl Officer

142. Ibid., p. 54

145, The Statistics, Information, and CGeneral Activities of

144. Malekuti, op. cit.,p.p:s 302 - 303
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As a representetive of the Director General of the railwey,
the chief regional officer administers his subordinate units with-
in the limits of the approved budget and Srganiaation of the region,
In hendling public reletions work with private and governmental or-
ganizations and with the local citizens of the region, the chief re-

gional ofiicer is expected to abide by railway policy.l45

This leaves
out very little discretion for the chief regionel officer, since he

has to follow the central reilway policy in such matters.

The chief regional officer should carry oult orders issued
by the Director General of the railway and should see to it that in=-
structions of the central bureaus to their counterpart brenches in

the region ere completely exscuted.146

If the chief regional officer
considers execution of any instruction as such, contrary to the prop-
er operation of the regional administration, he may suspend ifs execu-
tion and refer the case to the Director General , or his assistants,

; = ; - 14
for further consideration. a

Although he is ordinarily the proper
channel of communication between the central bureaus and subordinate
regional branches, occasionally the central burezus find it necessary
to deal with the latter directly; in such an event the chief regional
officer is kept informed.l48 It is required that the instructions
issued by the chief regionel ofiicer comply with those of the central

bureasus, if not, then he should come to an understanding with the

>

145, The lLew of the Organization of the I.S.R: 0ps. cit.;p.J4

146+ Ibids,p.35

147, Loc.cit.,
148, lLoc.cite,
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bureau concerned.

In his monthly reports to the Direétor General, the chief
regional ofiicer explains the administration and general situation
of his region with regard to the cormercial activities and transpor-
tation of goods in the region concerned. He also controls the plan-
ning of the regional budget before its submission to the central ad-

. . 150
ministration on a preassigned date.

Since there are no branches of the Bureau of Law in the re-
gions, the chief regional officer has the power at his discretion,
within the limits of the lawf;eprimand or deduct pay from selaries of
culpable employess, or otherwise reward an employee for duty well
done., Further, he is empowered with euthority to employ manuzl la-
borers for the meintenance purposes of the regional administration.

To have a proper cooperation in the regional administration, the chief
resional officer, in his weekly mectings with the chiefs of the re-

o
gional branches, puts forward pertinent matters for deliberation.l’l

B. The Reilway Regions

At present, there are nine regions in the I.S.R. Their scope

of activities are limitted to the areas discussed below :

1, MThe Teheran Region : Thie region consists of 385 lkms. of

149. Ibid.,p. 36
150. Lo¢. cit.,

151. Ibid.,p. 37
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line extending from Qum to Firrouzkouh on the North through Teheran.
fhe Teheran Region is in charge of the administration of 25 stations

along the line. It’headquarters is in Teheran Station.l52

2. The Southern Hegion : This region covers & totel line of

575 kms., running from the port of Bendar Shahpur, on the Persian Gulf,
to Endimeshlk., With its headcuarters in Ahwaz, it administers 22 sta-
tions. A branch line comnects the city of Ahwaz to the port of Khur-
remshahr on Karun River, 122

The Southern Region is the terminel point of the Trans-Irani-
an line, therefore, there are repair workshops for heavy repasirs,
end electric power stations and water pumping installations.154Ad—

ministration of the ports of Bandar Shahpur and Khurramshahr is the

buginess of & semi-independent branch in this region.

%. The Luristen Region 3 Phe Luristan Region extends from
Endimeshk, the region's headquerters, to Droud, a total line of 280
kms, The region contains 15 stations as well as 1%6 tunnels with a
combined length of 58.4 kms. These necessitate the existence of an

o . ; ; 155
additionel regional Branch of Construction. 25

4, The Erak Region : With a total line of 358 lkms., and 17

-

152, The Statistics, Information, and General Activities of
th@ I.S.R.o in 1954, 02. cita ,p.29

15%, Melekuti, op. cit.,p.p. 429 - 430

154, Ibid.,p. 430 -

155, . Ibid.,p.460 ' 1
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stations, the Erak Region extends from Drood to the holy eity of

Qum. A breanch line links this city to Kashen, a distance of 98 kms}ss

. -
‘the headgquerters of the region is in Erak Station.l’(

5. Thie Horthern Regiocn : Phe Horthern RHegion extends from

Mrrouzkouh to the port of Bender Shah, on the Caspien Sea, with &
total line of 361 kms, The headguarters of the rezion is in Seri. The
administration of 19 stations is tlie responsibility of this region.
There is also & semi-independent branch for the administrationlof

Bandar Shah, the terminal port of the re.gion.158

G. The Northeastern Region : Phis region consists of 4306 knms,
of line runmning from Garmsar, through Semnen, and Shahrud, to the
Azadeh Station. Its headquarters is in the Shahrud Station., The re-

. . R 2oy ; ] S |
gion has the responsibility to administer 24 stations along the line.

7. The Maoshed Region : The liashed HKegion was established in

156, This line is planned to link Burope and Turkey, throush
Iren, with India, The line will run from Qum, on the
Prens-Iranien Railway, through Kashan, Yezd, Kerman, Ban,
and Zahedan, The latter place ia situated 75 miles west
of the Pakistan frontier, &nd is the terminus of the Indi-
an Reilway running irom Quetta and crossing the Iranian
frontier., The line between Kashan and Yezd is under con-
struction, The normel geuge of the I.5.R. ig standard
size of 1435 mm., while Pakistanese and Indian Railvays
have a gauge of 1676 mm,

157. Phe Stetistics, Information, end General Activities of the
1.5.R. in 1954, op.cit.,p:29

158, Loc. edit., s
159, Loc.cit.,
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May 1957, vhen the Northeastern line was completed and connected
Peheran with Mashed. The line of the region begins at the Azadeh
Station end after passing the city of Haiéhpur+, reaches Mashed, the
first holy city of Iran.lﬁOWith the hesdguarters in Mashed, the re-

gion is in charge of administration of 19 stations eleong the line.

8, The Northwestern Region : The line of the Northwestern Re-
gion extends from Teheran to Maregheh, & totel distance of 639 kms,
Phe line passes through the cities of Kazvin, Mianeh, and reaches
Maregheh on the way to Tabriz. Kazvin being where its headquarters

is located, the Northwestern Region is in charge of administration of

59 stations.lbl

9. The Azerbaijan Region 3 At present, the razilwaeys of Azar-
baijan, the Northwestern province of Iran, have & Russian gauge of
1.524 metres, and consist of the line connecting Tabriz to Julfa at
the Soviet frontier a distance of 148 kms. , meeting the Caucassian
Railway. And a branch line from Sofian on Sharzi-Keneh, & port on the

fiorthern shore of Lake Rezaiyeh.lU2

+. Omar Khayyam , the world Imowvn Iranian poet and matematician,
is buried in this city.

160, Railwey , Teheran, lMonthly magezine, No.33, of Ordibehesht
1, 1536 ( April 1957 ).

161, "he line between Maragheh and Tabriz, & distance of 113
kms,, is under construction end, is expected to be complet-
ed by the end of 1957.

162. It is eventually planned to build a standard gauge rail-
vay linking Tebriz with the Turkish frontier at Razi,
( cont, on next page )




The headquarters of the Azarbeijan Region being in Tabriz,
the region administers 12 stetions, ewd end the shipping business

of Lake Rezaiyeh with its four ports along the Lake, Y67

Summery

The Irenien State Railway is divided into nine regions which
are the geographicel divisions of the railwey end cerry on the busi-
ness of rail transvortetion in speciiied territories. The regions of
the railway are administered by the chief regional oificers who are
primarily responsible to the Director General of the railway. Their
mein functions are to coordinate and control the activities of the
regional brenches of the central bureaus of the reilway. Iurthermore,
they are responsible for the promotion of the reilway activities in

the regions.

In spite of the fact that the I.S5.R. is a centralized cor-
poration, the geographical division of work is for the convenience
of operation and the chief regional oificer has been given authori-
ty to some extent in dealing with local conditions. The extent of
such authority is bound to the centwal policy of the railwey and the

chief regional ofiicer has to meintain such policy as the represent-

cont.
where it will join Turkish Reilways passing through Van
end Tedvan to Diarbekr and Elaziz. The project is expect-
ed to be completed by 1960.

1651 Iiialekutic ’ UE-Citl,p0397
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ative of the Director General in his region.

Thus far we have dezlt with the structure of the railway
orgenization. Since the organization is the structuring of indi-
viduals and functions, our next concern will be the individuals
who perform the railway Iunctions, and the regulations which govern

thieir service in the railway administration.




CHAPTER VI

Personnel Administration of the Railway

Tt has been said thet no part of any industriel orgenization
is more important then the humen element. The human factor in reil-
way orgenization comprises a large number ol men who operate the
treins, and a larger number behind them who meke train operation pos-
sible. A railway opereting ofiicial, by the name of G.E. Gaylord,

refsrs to this statement by saying :

I don't care whet other qualifications men
have, if they do not have an understanding of the
humen element and a sense of fair play, there is
constant turmoil on your organization., It makes no
difference how big an engine you get, how intricate
it ie; it makes no difference what kind of & piece
of machinery you have, it requires & man to run it.
Therefore, man is your biggest tool, and if you
understand menkind pretty well the rest works out
pretty smoothly, but if you don't understend humen
neture things will go haywire pretiy quickly.l164

Personnel administration is often defined as the management
of men. The funciions of personnel administration mey vary in empha-
sis from place to place, but they present a corps of duties or ser-
vices which must be performed by someone in every large-scele
org&nization.lG5The object of this chapter of the thesis is to deal
with such services in the administration of the Iranian State Reil-

way. Processes such as recrultment, selection and placement, clas-

-—

164, Cited from Julius H. Parmelee, ops eit.,p.463

165, Prifiner, ops cit.,p.245
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sification of railwey positions, wage structure, promotion and in-
crement, retirement and pension, treining, and employee organiza-

tions as they are in practice in the I.5.Rs will be treated here,

A, Railway Employees

It was steted in chepter IV that matters concerning person-
nel administration are the functions of the central Bureau of Per-
sonncl of the I.S.R. But this is not the whole picture. The Bureau
of Personnel, while cerrying out the Employment Regulations oi the
I.5eRe, has the function of dispensation of orders issued by the
Board of Directors &nd the Director of Administrative Affeirs. This
neans that the Bureau of Personnel of the railway does not decide on
importent matters ol personnel , what it has {o do is to assist the
nenagenent of the railway, which is the ultimate personnel authori-
ty, to carry out its functions in the management of human element in

the reilway service.

Phe humen izetor in the I.3.R. consists of three distinet
categories of men generally referred to as permeanent stalf, Official
railway staff, and classified civil servents who are working in the

\ 166
railway.

166. f1hese different categories of steff exist because of the
lack of & single personnel regulation in the past. In
the beginning of the I,8,R, there was only one category
of railway employee and that was the reilway official
staff, But with the expansion of the railway activities,
especially during World Wer II, many workers and employees

( cont. on next page )
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The permenent staff are those railvay workers who are sub-
ject to lebor laws and the labor social insurance law of the state;
some of them are skilled worlmen while others are not.167 Temporary
staii, however, are employed, but for & limited period of time. They
are assigned to perform specinl tasks gsuch as construction and main-
tenance of tracks end eguipment, seasonal activities, embankment,

sweeping, and 80 forth, Although these temporary workers enjoy lavs

related to the laborers, they are, nevertheless, dismisced &s scon &s

. 3 £ 4 . -] 168
their term of service comes to an end,

The officiel railway staff comprise those who &re employed
on & permanent wage earning basis, occupying organizational posi-
tions, and meeting certain special requirements and cualifications
for employment such as technical gbility, nationality, etc. inserted

in the employment regulations of the I.:S.R.l09

Conta
vere vecruited without consideration of their gualification
for employment as ofiicial railway staff. Years after, some
of these stafi got quelification for becoming ecivil servants
end by special decree lews their status was changed into that
of civil servants of the state. Those who lacked guelifica=
tion &s such, remzined as monthly ox daily wage earners.
Consequently, there are at present different kinds of stafi
in the railway service. The aim of the Employment Regula-
tion of 1956 is to change the status of the railway staf?,
as far as possible, into one category, that is, the official
railwsy staff.

167. The Bmployment Regulation of the L.S.R., oD. cit, p.3
168, Ibid., p. 4

16Y. Ibid.y P« 5

S e ARt g
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Pinally we heve the third category of reilwey staff made up
of the classified eivil servants, They are subject to the Civil Ser-
vice Law of the state and at the same time subject to the employment
regulations of the I.S.it. as long as they work in the railvay ser-

: 170
vice.

B. Recruitment and FPlacement

llow we come to the gquestion of how these steff are recruited ?
At present due to the surplus of employees in most of the ministries
in Iran, including the railway, new employees are not recruited end,
consequently, the modern techniques for attracting capable applicants
are not employed. Lowever, &as railways are expanding and employment
of new staff mey be needed, to operate the new lines, it has been
provided in erticle 16 of tle Hmployment Regulation of the I.S8.R.that
in such & case new staff must be recruited exclusively from the grad-

uates of the lailwey Technical School.

The gualifications end requirements neecded for a person %o

i o 171
become a railway employee are as Tfollows : :

The candidate for the railway service must be a citizen of
Iren, This rules out foreign citizens from permenent railway posi-
tions; however, special provision permits their employment as daily-

wege earners if the National Assembly approves,

170, Ibid., p. 6
171. Ibid., p. 12
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Physical health and ability to perform the task for which
the candidate is recruited are determined by the railway health ser-
vice examination board. Furthermore, the Eandidate must have com-
leted his militery servicc,lor if he hes been exempted from such ser-

vice it must have been for reasons other than health.

The applicant must present & police clearance record, showing
thaet he or she has not committed crimes whiel meéan exemption from
government service and possibly civic degradetion. The applicent must
prove of his reliability, his good character and his general good
conduct, and that he is not addicted to narcotics such as opium, to

alcholic drinks, or the like.

In addition to the above requirerents, the applicant to the
reilwey service chould meet the educational regquirement and possess
the special qualifications needed for the performence of the job for
which he is recruited. Also he has to pass entrance or competitive

exeminations when these are reguired.

The examination process mentioned in the Employment Regula-
tion of the I.S.H. is not performed by the Bureau of Personnel. It
seems, to the writer, that the only task of the bureeun is to attract
capable candidates and introduce them to the examination committee

provided for by the regulation,

1. The Examination Committee

This committee is a body comﬁosed of the Heads of the Bureaus

.'_'ﬁ-" |

———t
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or the chief regional ofiicers concerned as the chairman of the com-
mittee, and the membership of three competent memberse of the bureau

with the representative oi the personnel branch of the vuresu, +12

The committee does not examine employees for the purpose of
trensferring them to higher positions or promotion. {ihenever it is
called by the head of the bureauw, it conducts the following examina-

tions:

&, Examining the applicants to the reilway service.

b, Examining the employees to be trensferred to other
positions of eguivelent grades.

¢. Making sure of the merit of the staff of the tech-

nical units of operating, traction, and veil of their

ability in performaence of their functions, by holding

ennual examinations=.

fhere is also provided in the Employment Regulation of the
I.S.R. thet enother comuittee should be set up once a year, whose
function is to decide on the recommendations received for changing
the status of the permanent stafl to thet of offieial railway staff,
The members of this committee are aprointed by the Director General
Ay

of the railway,emong the capeble high-ranking reilwey officers. The
chairmen of the committee is the Head of the Bureau of Personnel.
Upon receiving the approval of the Board of Directors, he invites the

committee to sit.l73

C. Glapsification of Positions

172: Ibid., p. 13

175. Ibid., p.l14
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Phe Irenisn State Railway has had a system of position clas-
sification since 1958. In that year, four years aiter the esteblish-
ment of the corporation, & special reguletion was passed for the em-
ployment of the railway stalf. Since this regulation wes found in-
adeguale and defective, it wes superseded by a new employment regula-
tion in 1940. L4 The employment regulation of 1940 wes the basis of

employment in the railwsy until another regulation was introduced

early in 1956.

The employnent reguletion of 1940 divided all three classes
of reilwsy employees into two mein groups of positions - technical
posts and administretive posts, Furthermore, the regulation divided
these two main zroups into five classes of positions in turn each
class except the fifth, wes divided into three grades. These clas-

sifications ere shown in table I.

Clagsification of 1956

Barly in 1956 a new classification system was introduced.
According to it all reilway employees except the police are divid-
ed into five major categories, on the besis of their duties, respon-
sibilities, and qualification requirements, The reilwey police-of-
ficers and policemen are not included beczuse they are subject to
regulations similar to those governing the eivil police. However,

the edministrative staff of the railway police are included in the

174, Malekuti, op.cit.,p.57
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s
clagsification plan.l?)

The five categories of the railway positions are the admin-
istrative, health service, rail - buildings - and communication, ope-
ration, end traction - shops - power - and installations affeirg., To
understend the nature of this system of classification, we may now

look somehow in deteil into the systew.
& ) The Administretive Affairs :

This category of railway positions is divided into two lines
of positions as follows:

1) Administrative Positions - The positions of which,
shown in table II, are concerned with performance of
auxiliary steff functions, survey, clerical works,tech-
nical training, public relations, publication and pub-
licity.

2) Fiscal Positions =~ Include  =all positions related to
fiscal affairs such as accounting, iinance, and purchas-

i:ﬂi; .

B ) The Health Service Affairs

"he health service affairs category includes all the posi-

tions which are related to the performance of technical and special-

ized medical services in the railway.176

175, The Employment Regulation.of the I.S.R. opsgit.,p.p.6-7

176- Ib‘id-_,Pa 7

o 5

o Su T
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.

C ) The Reil - Buildings - and Communication Affairs :

This category forms the posts of men who take care of mainte-
nance and repair of track, buildings , and other installation=; and
paintein proper communication ( tele-comuunication, telephone and

telegraph, etc. ) throughout the line. '

Generally speaking these positions are held by a large number
of employees who maintain and repeir the roadway and the tracks. The
traveler who looks from his train window eees, at many points along
the line, gangs of men standing beck from their work on the track,
as the train goes thundering by. While momentarily interested, he may
not realize. the extent or importance of the work performed by these
gangs. They ma&intain the roadway, keep it graded and dreined, renew
the bellast, meintain track elinement, see that ties do not give way
under the impact of the trains, and guard the safe condition of the

pathway over which engines and cars move day and night.
D ) The Operation Affairs :

Phis category of railway positions deals with two distinct

gpecialized functions as follows :

1 ) Operating Positions - Consist of posts of those who
perform definite responsibilities for the safety and
effectiveness of train operation, carrying out trans-

portation service, and administering the stations

177. Ibid.,p.8
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along the line.

2 ) Commercizl Positions - Contain the positions relat-
ed to business administration and the trensportation
of merchandise, administration of warehouses, and exe-

cution of the railway tariff.,
£ ) The Traction - Shops - Power - and Installations Affairs :

The traction - shops - power - and installations affeirs com=-
prise the last category of positions of the railway classification.
Phese positions deal mainly with the maintenence of rolling stock for

& proper operation end are divided into the three following groups:

1 ) The Traction and Engines affaire - Include the posi-
tions corresponding to the performance of services
related to the operation of trains, The positions such
as those of engine-drivers, firemen, crane-men(drivers),
ete.,

2 ) Workshops Affairs - These affairs include the positions
of & large number of staff working in the workshops
and repair warehouses and maintain the rolling steck
for the transportation service, They keep locomotives
turned for effective operation, and the cars fit for

service.

JNY



Pable II
Administrative Positions

Tranien Stote Railway Position Classification system (1956)
Grade Positions
__i——
‘—____

Attendent - Janitor- Letter-carrier - Assistant-driver

rd class clerk - 5rd class statistician - 2nd class
typist - 2nd class automobile driver

ol

ond eless clerk - 2nd class stetistician ~ 1st class
typist - lst class automobile driver - Jrd class irans-
lator - Assistant archivist

t class clerk - 1lst class statistician - Chief of
garage - gnd CWub; translator - Ascistant of the Unit -

Il

Assistant of the Section -

T A £ 41 n . F F. " 4 o3 s v e e o3
Chief of the Section - aAssistant of the Statistics

and Safety section

-~

Assistant of the Breneh - Chief of the Statistices and
safety section

Chief of the 2nd class branch

Chicf of the lst clase Sranch - Bureau and Regional

10

ci~

Administrative regional assistan

11

Technical regional assistent - Assistant of the Bureau
of Personnel = Chief of the Technical Statistical Stud
Chief of the Accident Branch - Head of the Bureau of

Pechnical training. .

ies

12

Ind clase chief regional officer - Head of the Bureau of
Personnel = preilway Inspectéws -~ Heed of
the General Secretariat

1st cless chief regional officer - Head of the Bureaw
of Inspection - Railwey counsellors ( administrative,
technical, and finaencial )

Directors of the railway

Phe Director General of the railway

Source: Taken from the Employment Regulation of the
I.8¢He 14 P 0385 Ds 59
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Generally spealring, these positions are divided into fifteen
grades, as shown in table I, which constitute the pay scale in the
I.3.R. These grades and the pay scele ave shown in table IIL. How-
ever, it is worthy of mention that in provision of the above zaid clas-
sification, as well as the classification of 1940, the technigues and
wethods discussed by the authorities of public administration for
classification have not beecn employed. It seems, to the suthor, that
those who prepared it based their classification on their experiences
in the railway and methods they observed, while they were studying
the clessification systems used in the Uniled States of Anerica, After

studying sueh processes they eventually closed the doors and prepered

n 4 =) N : 178
e system of position clasaification for the railvay employeus.'b

It has been said that," the basic instrument in & classi-
fication survey is the duties questionnaire in which every employee
describes in his own words the duties and tasks he performs."lT9
Such a survey for preparation of the existing classification of the
railway positions has never been employed. This brings to mind the

guestion of how the classifiers of this system judged the job svalua-

tion in the railway organization ? How could they decide on the .

178. In 1854, by & decree of the Council of Ministers a posi-
tion classification organization was established in the
Ministry of Finance, for the purpose of classifying the
positions of all governmental agencies of 3&9 state.The
organization made its first experiment in classifica-~
tion on the railway positions and, the recent informe-
tion indicates that,; it hus completed its study on the
classification of the positions of the I.S5.R. as well as
meny other governmental agencies,

179, Pfiffner, og..cit;,p. 314
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equivalent importance, for example, of the tasks of & third class

clerk and third c¢lass statistician.180

There are two phases to classification, as Professor PIif-
fner.indicates; first the general survey of all positions; end second-
ly continuous maintenance of the system. Such a survey should be
done by the orgenization stafi before the classification stafil ap-
pears.lblThis has been recognized as fairly well steandardized proee-—
dure over the years and corresponds to the steps taken in an orgeni-
zation study. The railway position classifiers have classified 211
reilway posts according to their own judgment and have not used analyt-
ical methods in their clessification. This might not completely re-
uove the employees dissatisiection in that, since their views have

not been considered, they mey still ask, " Are we jusily paid ? "

D. Wage Structure

The stafi of the 1.8.R. receive their weges on the basis of
their grodes as are shown in table III. The clessified civil servants
who work in the railway service receive their salaries according to
their class and official civil grades of the Civil Bervice Lew of tie
state, However, if their railwey groades provide higher salary than
the civil service grades, they are compensated with regard to their

railvay ;_.;1‘21.(1&*8.1&2

180, sSee table II.
181, Piiffner, ops cit.,p.314

182. The Employment Hegulation of the I.S.R., op. cit.,p.14
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Adjustments of weges of the railway steff are to be made ac-
cording to the cost of living index every two years, provided that
differences have been &pproprieted in the budget of the relevent
;,rem:'.lu3 The I,8.,R. in its budget for 1957 - 58 has provided the a-

mount of 120,000,000 riels for promotion and adjustments of the em-

ployees' wages.

Although the monthly wages of the railway staff constitute
the mein source of their income, nevertheless, they receive general-
ly certain sdventages, outside their wages, which represent a substan-
tial item in the reilwey's operating cost. These advaniages for the
reilway employees are paid in the form of overtime, leave, sickleave,

and various ellowances and welfare works,
l. Overtinme :

The reilway staff are paid for overtime on an hourly basis,
usually sixty to ninety hours per month and two ox three hours per
day. Bight hours is the common measure of a day's work for the lebor-
ers and those who work in the workshops and tracks, while the ad-
ministrative cadre who work in the ofiices of the railway have & regu-

lar day oi six hours duration.
2. Leave and Sick-leave Payment 3

The classified civil servants &s well the offiecisl railway

staff heve the right to benefit from one month leave with pay against

185. Ibids,p. 29



98

eleven months work for the railway, The permenent railway stafi en-

joy the annuel leave provided in the labor laws of the state.lb4Alao
the railway steff and their dependents enjoy the privilege oif annual

free transportation by the railway when they are on leave.

In the case of siclness, the ofiiciel railway stafl and the
civil servants cen benefit from sick-leave with fulepay, for & peri-
od not exeeding six months & year. However, the permenent railway
stafi heve their own regulations concerning sick-leave provided in

. . ¢ i3 185
the labor laws 2nd labor social insurance law of the state. >

3, Othexr Allowances :

Some other ellowances are made to the reilway employees in
the perférmance of their daily works such es, allowances made to the
conductors, trainmen, inspectors, and all other officials who are
held away from their home terminal for more than e¢ight hours. Child
allowances, &nd geographical difference allowances, are paid to the

stalff according to the eppropriamte laws and regulations.

Spealding generally, the railway employees and workers receive
certein sdvantages, outside their wages, which it is difficult to
trenslete into money. For example, iree rent or housing is grunted
to some railway staff, especially those working in sparsely settled
areas on meintenance of way work, Some of the railway workers in the

headguarters are settled in houses built by the railway. During past

184. Ibid.,p. 19

185 . &chcit o3
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two years more than 500 houses have been built for the railway stuf%%ﬁ
hdccident and siclmess benefits are mede by the railwey to those enm-
ployees who are injured while on duty. 4s was pointed out before, irec

hospitelization ( medical care ) is aveilable for the railway enploy-

ees and even for their dependants.

In short & number of benefits are availeble to the railway
steff outside their monthly wages. Some of these advantages are the
vesult of legislation and some have been made LY the mensgement of
the reilway itself. Some require tlie contribution of the staff, such
as the two per cent contribution of the employees' salaries for hos-
pitelization, and others are made at no cost to them., These Lenelits,
including pension, protect railway employees through their working
life against the ills of sickness and misiortune, and in their older

years against econonic want,

B. Promotion and Increment

As was pointed out, the employment regulations of the railway
have provided fifteen grades that make up the classes of positions
according to the character of the work of the bureau concerned.Posi-

tions of higher grades are generally filled by promotion,

As an indication of the general nature of the present clagsi-

fication of grades, the following teble shows the length of service

1686, The kailwey After Three Decades, Op.cit.,p. 86
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in grade required for employees to be promoted to higher grades, giv-

ing opecial regard to thelr degrees of education.

Gredes of sevice in the railway
with the period required

Table III

for promotion

and their selaries

I.S.Re ( 1956 )
CrEAGE ! Bducation of Officials :
of Halaky Primery & Bacealau—-| Baccalaureat | License degree
semeioa® reat ( part I ) ( part 1II ) or higher
rial years years vears o
1 2400 3 3
[ 2 5000 | 3 . B - '
3 600 | 3 2 B
—_ B I . - e e e e
4 4200 3 2 2
B woo | 5 1T e T f o2 ]
6 2400 5 2 2
7 6000 | the last crade 2 T
*—5 6900 - 3 5 Il
9 ) 73800 ‘J-.-h‘_b44’~-‘?;ﬂ 1 3 R
10 700 3 3
13 9600 the last grade 5
12 10800 3
13 12000 | 3
14 15200 | T ivectors
15 15000 | pizector ceneral

s

+. Yor the positions of grede of service refer to table

iI.

Source: The Employment Regulation ofthe I.S.R. ope cit.,n.p.
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While table III gives the impression that more privilege is
granted to those whe have benefited from & higher education, sub-
article 2 of article 56 of the Employmeﬁt Regulation of the I.3.R.
has considered seniority principle by providing for those employees
who have length of service for ten, fifteen, twenty &nd more, the
poasibility of geiiing higher grades without educational reguirement
inserted in the table. This means that higher positions will remain
in the hends of those who have longer terms of service. II we believe
thaet by position classification we mean to assign capable ecmployees
to positions according to their abilities and qualification , then
acceptance of the senlority principle is , ae I believe, incompatible
with the application of the rule of the classification system. Further-
more, the seniority plen, in general, has a grave disadventage in

thet it discourages able young men from entering the reilway service.
1. Requirement for Promotion :

An employee has to serve efficiently for a period of time,
as in teble III, in order teo be promoted to a higher grade. Other
determining factors for promotion inserted in the Employment Regu-
lation of the I.S.R. are 3 vacancy in the higher position, poten-
tiality of the employee, knowledge, and his ability to perform the
duties of the higher post, and finally not being convicted of com-
mitting an administrative offence as i8 determined by the Railway

Promotion Commi‘ttee.l87

o

187, The Employment Regulation of the I.S.R. op. cit.,p.16
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2. Pay Increnent i

Phe Bmployment Regulation of 1556 has esteblished pay incre-
ment based on length of satisiactory service. Under the present sys-
tem a railway employee, whose service is static, may receive pay in-
crement for a period of twenty six years., But it is not an autometic
increase in salary, because it lias been-conditioned to cextain require-

ments.

The pay increments for the cmployees are recommended by their
supervisors and approved by the heads of the bureaus concerned. The
final decisions are, however, made in the Hailway Promotion Commit-
tee, a body eppointed by the llinister of Hoad’through the advice of

the Director Genersl of the Railway,

In addition to satisfactory performence, the reguirements
for pay increment are : that the eumployee has not been laid off, ox
absent for more than thirty days, unless for a valid reason; or for
sickness more than six months & year, unless he had been injured
while on duty. And finally, the employee must heve not been convict-
ed by the administretive court for heving commitied administretive

offences.lBB -

Thus it is possible for a railway employee, if he is not
promoted to a higher grade, to benefit by yearly salary inerement.

But the Employment Regulation does not permit meritorious increases.

188. Ibid.,p. 16
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By meritorious increases is meant several steps of increment at a
time for consistent outstending service asg determined by supervisor.
The use of meritorious increment is important for the efficiency in
government service and it is a serious defect, as I believe, that

the railway lias not considered its lmportanee.

¥, Hetirement and Pension

The retirement system of the I.S.R. is the system which the

e

state providee for &ll its eivil servants, The rallwey employ-
ees, thersiore, in retirement and pension are subject to the Civil
Service Law of the state. This means that they should contribute to
thie Pension ¥und of the state at the rate of seven per cent of their
monthly salary. Furthermore, they must pay the whole salary for their
first momth after entering the railwey service as well as the whole
anount of promotional differences or pay increment for the Iirsi

month of each aubsequent years,

Phe @ivil Service Lew, as it was amended in 1944, provided
annuity payments to employees who reached the age ol sixty, if they
had twenty five years of consecutive or thirty years of irregular

gervice. 130

‘The ennuity payments of such employees are calculated
on the bagis of 1/30 of the last monthly salary multiplied by the

years of service, provided that the amount does not exeed the last

189. Ibid.,p. 20

190. 4 new Civil Service Law has been drefted and at present
it is under considerationby the Employment Committee
of the Parliament.
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monthly salary of the employee.;gl Phe annuities of the railway of-
{icisls, likewise, are calculated on the besis of their last month-

ly salary received from the railway.

Under the present Employment Regulation of the reilway, an
official of the railwasy, who has at least fed years ol service in
the reilwsy, may rvetire voluntarily; but he receives only two-thirds
of the amount he has contributed to the Pension Fund, in & lunmpsum.
if such an employee decides to cone baeck to the railway service later
on, he must pey back the amount received from the Pemsion ¥Fund, pro-

Q
vided his service is needed by the railwa:-,r.l’2

An official of the roilwey staff mey be laid off vith regerd
to the relevant laws and regulations, but he will be paid one-third
oi his monthly salary if he is not above grade eight, if his grade
is more than eight, he will receive one-half of his salary as long

i - 39
as he is on furlough. 93

Ge Tr&inim

Praining is an importent factor in personnel administration.
It is e#n integrel part of orgenizational eiiiciency, and is consid-
ered one of the tools that management may use to help accomplish

the woals of the organization, Furthermore, it promotes cooperation

191. K. Sanjebi, Administrative Law( in persian ) ( Teheren,
Naghsh-e~Jahan Press, 1955 ),p.172

192. The Employment Regulation of the I.S5.R. op.cit.,p.2l
193, Ibid.,p.23
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within the organization and provides & means of educating employees

so that they can be promoted.

The administration may try to get employees to serve the
orgenization's goals by legal sanctions, through the Bureaus of In-
spection, Law, and Police, if they do not ect in the desired way; or
it mey train them to understznd &nd went to help echieve the purposes
of the sgency. Menagement may try to find persons already exactly
quelified for each job to be done, or take the best qualified per-
sons in the organizetion and train them so thet they will be able to
do the job properly, In each instance, training mey be the best or
preferred method beczuse it is cheaper, because it promotes coopers-
tion within the organization, because it prevents costly mistakes,
and because it enebles the few available executives to delegete more

work to othewrs,

Being aware of the value end importance of training for the
improvement of zailwey efiiciency, the Ministry of Roads and the
nanegement of the reilway have provided facilities for the educa-
tion oif reilwaey staif both inside and outside the country. A number
of railway technical officials and techniciane are sent abroad year-
1y to study new techniques of railway operation, The cost of their
study is provided by the railway and other institutions interested

in training programs.

The Railway Technical School, as wes pointed out, has fa-

cilities for technieal education of the steff. Ever since its es-
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.

tablishment it has provided technicisns and technical stafl such as
firemen, train-masters, and other technical staff to the railway ad-
ministretion. It has had classes for the.training of certified ac-
countants to handle the financial activities of the reilway through
the employment of modern financial techniques. Unfortunately, at pre-
sent, the school has stopped its activities in preparing technicians
for the railway, meinly, because new employment is prohibited. But

it might be advisaeble if the school becomes 2 centre of the in-ser-

vice treining for the railway staif.

Phe school has also contributed to the educetion of the rail-
way steff through its evening classes, in providing facilities for
those who wanted to learn foreign lengueges eand those who needed to

a4
complete primary education.l‘4

The above statement is an indication of good intention of
the reilway authorities to arouse the enthusiassm and support of the
employees for the organization and its goals. However, these facili-
ties are not sufficient in thet there is urgent need for effective
in-service training programs in the railway, especially for those
who periorm administrative effairs. Little attenition has been paid
for training end re-educating of the administrative cadre. They per-
form their daily routine without being awere oi the continuous devel-

opments in administrative techniques.
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In spite of the fact thet atiempts have been made recently
to establish centres for in-service training in the Government of
Iran, the writers of the new employment'regulation of the I.S.R,
have apparently ignored the importence of such training for the reil-
wey. There is no provision to regulate in-service training programs

by the personnel adminisiration.

H. Railway Employee Organizations

Bmployee organizetions are essentially systeme of independ-
ent power. Where men are free and have & common interest, they com-
bine to further their objectives., Like the pressure group in com-
munity, the employee group in the public serviee has as its avow-ed

; sk ; - . AOD
purpose the achievement of goals benefiting its membership. 45

The
usual objectives appear to be, for promoting a feeling of solidari-
ty and comradeship among the workers; for protecting end extending
the merit system; for promoting end improving the working conditions,
status, and meterial welfare of the employees; and for improving the
quelity of public administration.196
In the I.S.R. different organizations have ﬁeen eatablished
by the employees, meinly, to improve their professional knowledge
and protect their interests as well as to aseist the railway manage-

ment in achieving its goals. From these organizations we may note

the followings

195. Wormen John Powell, Personnel Administration in Govermment
( BEnglewood Cliffs, N.J., Prentice-Hell, Inc.,
1956 ), p.287 - e .
196, William E. BNosher, et.al.,Pugifggggg%gistgation-Erd ed.,
( wew Igrk, Harper & Brothers Publishers,1950),
Pa 33

.
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The Organization of Reilway Engineers wes established in
1946, and now has the menmbership of all the engineers working in the

198 : ; ; - ;
2= The Bngineers gssociation is effective in that

railvay service.
it provides a clese relationship among its members end contributes
to the improvement of technical knowledge ol the steff by offering

: 199
lecture sescions on the railway. J

Next we have the University Graduates Association for those
staff who have completed university work and have diplomas in one of
the fields of socizl sciences. The association siuce its establish-

ment in 1946 has been closely allied to the Bngineers Associations

he Accountents Union is = society established by the rail-
way accountants for the purpose of improving finencial efficiency in
the railway and ensuring the competence oi those who enter the account-

ing cadre.

Phe reilwey technieians likewise heve their own syndicate.
Established in 1945, the Technicians Syndicete has had the member-

ship of almost all the graduates of the Hailway Technicel School.

The same is true of the railway engine-drivers( engineers)
who esteblished a syndicate in 1947, Both engine-drivers and fire- ¥

men have been affiliated in the syndicate eversince its creation.

Pinally we come to the Railway Club, which was established

-

198, By engineers here is meant those graduates of the tech-
nical faculties w-Hohave completed university work.

199, This information and the following is taken from Malekuti,
Op«Cite;DeTe 209""211
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in 19%6. With both employees and laborers &s members,; the Railway
Club is effesctive in that it promotes a cooperative sense awong its
nembers. Furthermore,as & consumer cooperative, the c¢lub provides

209 The Reilway

conmodities for its members at low prices to consume.
Club elso lenmds money to its members at low interest. It ig also an
ethletic centre with &ll kinds of athletic facilities as well as a

place for enteriainment and reception.

These werc meinly the reilwey employee organizations whiech
we may count on, 4s far as a labor movement is concerned, there is
at present no really eifective labor union in the I.8.R. Thet is,
there is no labor union thet presses for higher wages and chanpions
the ag.rieved worker. Therefore, with the exoeption of the railway
labor union of the turmoil years of 1944 - 1947, whick was abolished
because of its attachment to the cutlawed Tudeh Party ( reople's
surty ), no real labor organizetion has been orgenized in the reil-

WaY.

Phe fact that ruilway service io considered a2 public service
and consequently fells within the jurisdiction ol public order mey
have contributed to the lack of such on orgenization for labor in
the I.5.R. Although the labor laws permit the establishment of labor
unione and recognize the right to strike, in order to protect their
interests, such process is not recommended in public service. It is

worth remaeriing that strike is not considered a right by some zuthori-

200. At present there are slmost in every important point con-
sumers 'cooperetives established by railway employpes
themselves throughout the line.
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.

ties, but & collective force and pressure for obtaining certain
goals, They believe that strikes may be advisable against private
orgenizations, but not the public ones,'eﬁpecially the railwey that
requires continuity end saiety in operation, Therefore, in spite of
the fact thet strike and work stoppege are not considered crimes ac-
cording to the Irenian laws, such processces are not tolersble in the
zovernment service end are considered grounds for administrative pun-

ishments by tiie responsible zuthorities of the publiec organizations?UI

The lack of & real and poweriul labor union in the I.S.H.
creates & delicate guestion, end thet is, eince therd is not a special
office in the Bureau of Personuel of the railway to handle workers
and employees grievences, who is responsible for such an important
process ? If labor cennot influence by collective pressure on the
railwey sdministretion, then, how cen they setile their disputes with
the reilwey authorities ? Unfortunately, we heve to admit this weak-
ness in the personnel administration of the I.5.R. The employees &g
well as laborers of the railway have recourse only.to their supervi-
sors, since persons in positions of hierarchical leadership, as Pro-
fessor Pfifiner indicates, do not have time enough and ere especially
anroyed when they have to listen to the complaints of their subordi-

nlf:l,‘l;es.?'t‘)2

201. K. S&nj&bi, OEQCit. ’P. 179

202, Pfifiner, ops cit.,p. 330
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Summery

Hailway personnel administratioﬁ Lhas its special feature,
gs to charscter of work , claseification of positions , method of
compensation and promotion. The employees of tie reilway comprise
three classes of staif, These are: permanent, oilicial, and civil
seryant stafi, performing sdministrative, technical, and financial
taske of the reilway organization. A number of benefits are ayzil-
eble to the railwey stafi outside their wages. The rallwey pension
system is same as that ol the state Ior the civil servants., The em-
ployee orgunizations, as informal organs, nave effect on the coli-
darity and comradeship of the employces as well zs on the administra-

tion of Irenien State Hailwey.

Although the Bmployment Hegulation of the I.S.R. is besed
on the theories of persomnel administration, nevertheless, it is
defective with regard to certain points. Thece may be noted, gen-
erally, sz defects in the classificetion of positions, considera-
tion of seniority in adjustuént oif the employees' status sccording
to ths new regulation, ignoring the necesaity of in-service train-
ing for the staff, and the lack of provision ior handling employees

grievances which should be the concern of the Buresu of Personnel.



CHAPTER VII

Financinl Administration of the Railway

Financial administration is to the averagze adult some-
what as arithmetic is to the school child: & subject to be
avoided when possible. College students who are neturzlly
attracted to the study of political science and humen Dbe-
havior tend to have this same raversion toward figures.They
shrink intuitively from zubjects such as statistics cnd ae-
counting. Their matural reaction toward finrneial adminis-
tration follows & somewhat similar pattern: it is one of
those areas of inquiry for the teclinicians who are immers-
ed in petty details. It is undoubtedly necessary, they feel,
that minds of subordinate order carry on this essential
grubbing, but it is & task tc be avoided by thoese who con-
cern themselves with policy on a high level.The result is
that the budgetary process fails to attreet the ettention
it deserves from professional students of public sdminis-
tration. 203

As in other industries, financial administration measures
the extent of plent end the opersting activities of the railway in-
dustry. Our consideration thus far has dealt with orgenizational
structure and personnel administration in the I.S.R.,Its finencial

administration which is equelly important, is our present concern.

As a8 self-financed corporation, the I.S.R. has te amploy
commercial procedurer ol pusinese enterprise in its fineneisl oper-

ation.204ﬁowever, because of the nature of public transportation

- e -

203, Ibid.,p.557

204. Decree Lew No. 3516, of ¥hordad 21,1332 ( June 1953 ).
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service, the railway is not free to conduct its affairs ss eny enter-
priee under private cunership. This is because the orgenization is
bound to government reguletions in charging its service however un-

economic it may be.

Chart II, shows the financisl position of the I.8.R. during
past ten years, from 1947 to 1956, It is an illustraticn of the sur-
plus and deficit ( difference between revenues and sxpenses ) result-
ed the rail transportation by the I.5.R. The fact thet the railvey
is bound to governmental regulations and consideration of the eco-
nomic conditions of the country in charging its service, is a con-
tributing factor for the deficit end inebility of the railway to
stand on its feet regularly.205-Furthermore, the immensif& of task
of rail-transportation demende a vast amount of working expenses for
new eguipment and meintenance of way. That inevitably would mean sub-

sidising it from taxetion.

A. The Reilway Budget

On the basis of the earnings and expenditures provided in
the appropriate classified rallway accounts, the annual budget of
the I.S5.R, iékdevice thet enables menagement to plan and control
the financial activities of the railway. It is prepared primarily
by the Bureau of Accounts through its gubordinate units and submit-

ted to, and epproved by the Council of Ministers.

205. Generally, all railway organizations of the world are
bound %o observe the ecomomic consideration of their
states in the provision of their tariff,
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According to the Finsnciel Regulation of the I.S.R. the dif-
ferent bureaus and regional divisions of the railway trangmit in-
structions downwerd regarding the preparation of the railwey budget.
Starting et the bottom of the pyrsmid, the process of preparation con-
tinues until the time the reilway budget reaches the top of the pyra-
mid, that is, the Boerd of Directors. The Board of Directors reviews
the budget and mekes esdjustments with regerd to programs and plans
made by the Director Ceneral of the railway before passing it to thé
Supreme Technical Council for its consideration.zosAfter the revised
budget is completed and epproved by the railway, it is submitted

through the Minister of Roads to the Council of Ministers for final

approval.

Phus, since the I.S,R. hes its own funds and accountsaaghjoys
financial independence and its budget is separately presented. The
appropriation and disbursements under the railway budget are, how-
ever, subject to the same forms of parliamentary and eaudit control
as the other appropriations and disbursements of the governmont a-
gencies. But the railway revenues , according to the law , are de-
posited in a special account in the National Benk of Iran and it
is not possible to draw them for other purposes, save those provided
in the railway budget. The expenses of the railway are, then , paid
out through the bank. If the receipts of the railway are not suf-

ficient to pay the expenses estimated in ite budget, amendments are

possible with the approvel of the Supreme Technical Council for sub-

206. Decree Law No. 3516, 6f Xhorded 21, 1332 ( June 1953 ).
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mission to the Council of Ministers, where @ecigion to grent aid
to the railway is taken. In case the earnings exeed expenses, the
surplus remzins in the bank and the roilvay menagement may use it
for constructiwve purposes with the approval of the Supreme Techni-

cal Council and the decree of the Council of Ministers.207

B. Revenues of the Railway

While the revenues obtained by the I.85.R., are derived main-
ly like any other railway, from the transportation service, there are
earnings not derived from the operation of trains. Therefore, we may,
discuse the revenues of the I.S.R. in the form of two main sources,

. P : 208
that is, operating revenues, and miscellancous revenues.

1. Operating Revenues 3

Operating revenues are mainly derived from the execution of
the railway tariff, which is the basis for transportation service
in the I.S.R. The trensportation service performed by the railwey
ineludes, in general, the movement of freight, the carrying of per-

sons, ond baggege traffic.

Phe reilwey tariff conteins the price levels at which rail-
way sells its product. It aets the freight rates, passenger fares,

bageage regulations, commodities clemsifications, rental rate, de-

207. Ministry of Roads, I.35.R., The Finencial Reguletion of
the I.S.R.( in Persien ) ( Teheran, Reilwey
Press, n.d.),p,10 art. 20.

208. Ibid.o, &I‘t.24 -311
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murrage, fines, stamp duty, and other charges for the service.209

It is important for the railway and the publie, that the
price the reilway cherges for transportation shall be feir, and at
the same time shall produce & pressonable gross end net return. If
rates are so high as to keep traffic from the rail, or #o low as to
preoduce insufiicient revenue to cover operating costs, they are ill-
adjusted to the needs of the industry and its users. Turthermore,
the economic conditions of the stete and the export and import policy
should be taken into consideration when the tariff is readjusted.

For these reesons, & tariff commitiee in the Commercial Division of
the reilwsy is constently studying the proper adjustment of the
teriff to suit the economic conditions of the state and the interestes

of both the public and the railway.

a. Transportotion service = The main item of the revenue
is derived from freight and passenger service. The trensportation
of freight is, of course, the most important source of the railway
revenues. The amount received from the goods treffic made 84.6 5
of the total receipte in 195&.210 The freight traffic consists of
the movement of merchandise, live-stock, and transport means ; plus

charges of the service provided by the roilwey teriff.

509, Ministry of Roads, I.S.,R., The Tariff of the Iranian

Railweys ( in Persien) ( Teheran, Reilwsy Fress,

210. International Union of Railways, International Rail-
wey Statistics( Peris, @enersl Secretariat of
the U.I.C. 1954 ), p.59
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The revenues derived from the passenger service make the

gecond important source of the I.3.R. income. Table I¥ shows the

=

rse Lo derived from pascenger traflic, ineluded all classes of

fares, in 1955. It wes 8.1 % of the totazl revenues of the railway

in thet year.

Passenger Traffic

lumber of passengers carried, distance passengers were carried,
and receipts from passenger traffic for the year 1955 by cles-

Jes.
1.8.R.( 1955 )
Receints
Wo } Clesses Posasngoxs % ggssenger )
carried Filometres ials
1 I 15 636 - 11 368 9 473 000
2 I1 125 902 - 47 762 23 334 000
3 111 1 614 144 [90.00 385 855 110 579 000
Total 1 755 682|100, 00 444 935 143 386 000

Source : Stetisticque Internationale Des Chemins De
Fer Annde 1955.

The above table indicates that 90 % of the passenger ser-

vice is done for the third class travellers. This fairly illugtrates

e g el e A el e g e et

211, Ibid., v, 1955, p. 83

s
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the importance of inexpensive service of the railwaey provided for

more then & million and half people.

b. Supplementary receipts - Included in the passenger
receipts ere the supplémentary receipts, which are charges for ex-

cess fares and the sale of platform tickets.

When & passenger boards & train without a ticket, the con-
ductor sells him the tremsportation, giving him a cash receipt which
shows the origin and destination points, and amount collected. It
is also done for persons who change their coach and go to another
class. According to art. 23 of the railwey tariff in such a case an
extra charge ie mede in the amount of 100 rials for the first class
and 50 rizls for the other classes of the train. The platform tick-
ets are sold at the important stations of the railwzy to those per-
sons who wish to see passengers off, The income derived from the
sale of platform tickets is a part of the general receiptes of the

regionel administration.

c. Service traffic - The service traffic forms the third
item of the operating revenues of the I.S.R. The service traffic
aceount is understood as that which is necessery for carrying on .
the business of the reilway, such as the conveyance of coal from
pit, port or depot to the place where it is to be used by the rail-
way, the conveyance of permanent way materials from the place of
production or from a depot to the place where they are to be used,

and the conveyance of other materisls used for the administration
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and the central burezus of the railway.
2, Miscellaneous Revenues :

The revenuecs derived from sources other than the railway
tariff are regarded as miscellaneous revenues and divided into three
clagsifications; that is, administrative end rental revenues, pro-

duce and investment, and incidental revenues.

"he administrative and rental revenues are those obtained
from the sale of reilway property or rental end from fines assecsed
according to the administrative and disciplinary regulations.While,
the reilway produce and investment are the income deriyed from the
sale of weter, electricity, and etec. Finally we have govermment aid
besed on the Law of Aben 18, 1312 ( 1933 ) by the epproval of the
Council of Ministers, in ceses that the railway mekes deficit.
The total revenues of the I.S.R. in 1956 and estimétions fo£ 1857
gre shown in the following teble.

Table V
Total Revenues of I.S.R.

Revenues of the Iranian State Railway in 1956
end the estimations provided in the 1957

budget
(in thousand of rials)
1956 1957 b
(1) Opersting Revenues:
a,Trensportation service 1 737 430 1 855 382 83.00
b. Supplimentary revenue 84 166 114 198 5.10
c. Service traffic 205 014 239 000 11.00
(2) Miscellaneous Revenues:
e, Administretive and
rent#l revenues g 000 & 000 0.30
b. Produce & investment 14 000 14 000 0.60
¢. Incidental - ' -

Tot8l seceessses 2 049 610 2 230 580 100.00
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The actual performance of the transportation service fells
within the responsibilities of the regional administration of the
railway. The regionzl receiptec derivéd from transpot cyarges VATY
in emount, mainly, because of the differences in the length of
lines, geozrapvhical, £nd economic sifuation of the region. As shown
in teble VI about 80% of the totel receipts of the railway result-
ing from transportation in 1950 - 1951, was made by the Southern
Region. The reason may be attributed to the economic importance and
geographical situation of the region, since there are two important
ports of Bandar Shahpur and Xhurremshahr vhich are et present the
main ports for the export and import of the country. Furthermore,
the Southern Region of the railwey has the important function of
inland trensportation of fuel and other oil products of the reach

0il fields of the country located in this region.

Table VI

The percentage of regional receipts from trans-
portation service in the year 1330(1950-51)

I.5.R. ( from 22nd March 1950 )

Total receipts ........._100.00 % - 862,107,465 rials

1. The Southern Region 80.97
2. The Luristan Region 2.45
3, The Erak Region 2.63
4, The Teheran Region 8.22
5. The Korthern Region 3.94
6. The Northeastern Region 0.87
T. The Northwestern Region 1.32
8. The Azarbaijan Region 0.60

Source: Extracted and calculated by the author from the
atatistics of the revenues in the Revenue Audit-
ing Branch of the I,S.R. in 1954.
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¢. Authorities Respomsible for Collecting the Receipts

The suthorities responsible for collecting the railway
receipts in the I.S.R. are the Bureaus of Operetion, Accounts, and
Finance. The Bureau of Operation, as it was gtated before, collects
all the receipts derived irom transportation service through ite
agents at the stations of the 1line. While the Bureaus of Accounts
and Finance receive the miscellaneous revenues of the railwey such
as reilway produce, forfeiture of the deposits of the reilway, sale
of dilapidated goods, etc. These returns are posted by the Booking

Branch of the railway in their appropriate accounts.212

Methed of Collection

Phe vevenues of all stations throughout the line arec col-
lected by collectors who are sent from Teheran headquerters to the
respective region of the line at the end of every week, The amount
collected is then deposited in the current account No. 1039 of the
Wational Bank of Iran ( Bank Melli ). After having deposited the
emounts received, the collectors settle their accounte with the Col-

lection Section of the Buresu of Finaonce.,

According to art, 5 of the Law of the Organization of the

I.S.R., a2ll receipts of the railwey are to be deposited in the bank

512, This information and the method of collection of receipts
ape based on an interview by the writer and his associate
Mr., Javed Neyimpur with the Chief of the Revenue Branch
of the I.5.R., for & research work dome in the Institute~
For Administretive Affairs of Teheran University in 1954.
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and posted in the appropriate classified accounts receivable.213

Pherefore, those stotions situated in towns, where there are agents
of the National Bank, depoeit their receipts directly in the bank
and retuen their receipfed copies to the collectors, inestead of

cash.

Copies of freight bills, tickets, vouchers, and other papers
end documents sent to the Revenue Branch for auditing, are gecruiti=-
nized end checked up, and their contents are carefully recorded by
the auditors, who are subject to the Bureau of Operation, This reises
the question of whether it is proper to have auditing of accounts
done by the same suthority which at the same time collects the reve-
nues. Apperently the Revenue Drench does a asatisfactory job in that,
it audite and prepares statistices of the revenues, But the process
might be better done if the branch were to act independently with-
out so closely being related to the place which ig responsible
for the operation and collection of the receipts. This change might
enable the Hevenue Branch of the railwey to perform its activities
more exectly and eccurately without eny interference from other au-

214
thorities interested in the operation of transportation service'.'lT

D. Working BExpenses of the Railway

The working expenses of the I.S3.R. are those corresponding

213, The Law of the Organization of the I.S.R. op.cit.,p.5

21%, See Harvey Walker," Accounting and Auditing "in Lepavsky,
Administration ( New York, Alfred A. ¥nopf,1952),
p.A73. Also Pfiffner, op.cit.,p.p. 419 - 420
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to directing, performing, and controlling the operations necessary
to the regular functions of the railway. These expenses a8 they are
included in the 1957 budget of the I.S;R. form three generel esccounte,

pertinent to the nature of railway expenditures, as follows:

1, Operating Expenses.
2. Pixed Instellations Expenses.

5. Depreciation Account.

1. Operating Expenses :

The operating expense: accounts absorbed 90.4 7 of the total
expenses estimated in the rallway budget of 1957, are divided into 28
primary accounts. The expenses and amounts to be enteréd in teble VII
are those corresponding to directing the operation pertinent to
general administration end maintenance of rolling stock, wey, and
expenditures made for renewal, and expenses including those activi-
tieg with which it is related. Amounts are direetly consequent upon
the expenses defiend above, such as social insurance charges, benevo-

lent =2llocations, expenses on pensions.
2. Fixed Installations Expenses 3

Phis category is composed of ten primery accounts which
absorbed 5.7 % of the budget in 1957. The accounts provide for capital
work, general expenses for construction of side-tracks, buildings,
permanent mechanicel installations, tele-communicotions, emd fixed

installations for electric traction and other administrative needs,
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3. Depreciation Account :

This sccount absorbed 3.9 % of the railway budget in 1957.
The account of depreciation attributed to each asset group is deter-

mined on the cost value.214

Table VII shows the expenses of the I,S.E. as they have

been estimated in the roilway budget of 1957.

Table VII
Working expenses of the railway in 1956 and
estimetions made in its budget of 1957.
I.8.R. ( 1957 )

( in thousands of rails )

Working Expenses: 1956 1957 %
1.0perating expenses 1 729 285 2 017 387 90.40
2.Fixed Installations 256 352 128 193 5.70
3.Depreciation 84 000 85 000 5.90

TobBl swesdavas 2 049 610 2 230 580 100.00

Source: From the 1956 - 57 budget of the I.S.R.

To close the chapter the following baldbe sheets show the
financiel situation of the I.S.R. during 1955 and 1956. As it uas
pointed out before, the Revenue Branch of the railway prepares sum-
mary statements of monthly receipts and regional receipts for post-

ing in the general ledger of the railway. Thus, the net revenue of

——— -

P14, The Pinancisl Regulation of the I.S.R., op.cit.,p.5 art.8
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the I,8.,R, will be at hand monthly and yesrly. This helps the Bu-
resu of Accounts prepare the general belance sheet of the reilway

for submission to the Finencial Supervisory Board of the I.S.R.

Teble VIIX
The Iranian State Railway Balance Sheet of
1955
(from 22nd March 1954 to 2lst March 1955)
in rial
Assets _Liabilities
Cash ot bank 41,668,000 Reserves 1,244,646,000
Debtors and
various 967,380,000 Creditors 405,010,000
o &
Rolling Stock 176,694,000 Stocks 4,076,525,000
Stores 549,464,000
First cost of Pension and
subsegquent works provident funds 12,861,000
excluding rolling
stock 3,899,838,000
Deficit - Surplus 28,197,000
Pathl Li.ng 5,767,239,000 5,767,239,000

Source: Extracted from the International Reilway
Statistics Paris,U.I.C. vol. of 1954,p.115.

+. The I.,S.H. has no shares paper, thérefore, stocks here are
in the form of holdings or subsidies provided by the state.
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Table IX
The Iranian State Railway Balance Sheet of
1956
(from 22nd March 1955 to 21st March 1956)
in rial
_Assets | Lisbilities
Cash at bank 4%,075,000 Reserves 331,101,000
Debtors and
various 1,012,953,000 Creditors 408,732,000
Holling Stock 176,694,000 Stocks 4,074,451,000
Stores 275,611,000
First coet of Pengions and
subsequent works provident funds 15,370,000
excluding rolling
stock 4,296,836,000
Deficit 24,505,000 Surplus -
Total L ) 5’829,654'000 5!829f654’000

Source: Bxtracted from Union Interneationale Des
Chemins De Fer, Statistigue Internationale
Deg Chemins De Fer, Annfe 1955,

Summary

The Iranian State Railway as a self-financed public cor-
poration applies the procedures of commercial enterprise in its

financiel administration. But because the railway is bound to re-
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gard the government policy end economic conditionsz of the state in
charging its service, it is not always able to =tend on its feet.

Therefore, sovernment subsidies become inevitable.

The reilway budget is prepared on the basis of revenues end
expenditures ammually. Sinee the budget is & plan for the railusy
operation, the management of the railway hes discretion in adjust-
ment of the budget prepared by the subordinate units. The operat-
ing revenues and miscellaneous receipts make the total income of
the railway. The responsible suthorities to colleet these revenues
are the Bureaus of Operation, Accounts, and Finance., These revenuss
are deposited in the bank and make the fund required to pay out the
vorking expenses of the organization, These expenditures form the

operating expenses, cost of fixed installations, and depreciation,

Although the genersl trend of the railwey activities is up-
ward steadily, nevertheless,; there is need for further analysis of
the railway financial system and application of methods for reduc-
ing ite operasting expenses and providing better profit margin than

it is at present.




CHAPTER VIII
Concluding Remarks

This peper has attempted an analysis of the administration
of Iranian State Railway, From the preceeding chapters we know that
the I.S«R., being a part of the Ministry of Roads, is a public cor-
poration administered by the Director General of the railwey and his
assistants ( Directors of Technical, Administrative, and Financial
affeirs), who constitute the Board of Directors and are recponsible
for the management of the organization. The Supreme Technical Coun-
cil , a body of qualified tedhical officials, ensures the technical
and administrative efficiency in the reilway. And the Finasnciel Su-
pervisory Board ensures the financial honesty in the railwey sdmin-
istration. We also observed that the central bureaus of the railway,
as functional division of work, are carrying on the functions lead-
ing to transportetion service, This division of work is based on
specialization, whereby, each bureau performs a specizl kind of ser-
vice as to the techniezl, administrative, and finaneial character of
work. While the central bureaus are centralized units providing uni-
form service throughout the line, the regionzl divisions, as geo-
graphical divieions of work, have the responsibility to ecarry on
. transportation service in a specified territopy. The regional of-
ficers, being responaible to the Director General, are acting as co-
ordinators of activities on a regional basis., Looking into the per-
sonnél administretion of the railwey we noticed that the railway

enployees &are divided into three categories, and the employment has

e
| ISPY R 3
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its special features, es to charzcter of work, classification of
positions, promotion , treining,znd employee organizations. We
emphasized the need of training for fhe railwey efficiency and
the employment of & system of classification of positions in order
to remove the employees dissatisfaction resulting from their com-
pensation. As for the finencial adminietration of the railway we
discussed it in terms of revenues and expenditures and the empha-
sis wes on the creation of an independent unit to perform euditing
of receipts without being responsible to the authority which pro-

vides the revenues.

Now, we may conclude that the organization_of the I.3.Rey
which has evolved during past twenty two years experience, needs
much to learn in the field of administration in ordér to be able
to keep pace with other reilway orgunizations vhich adopt new tech-
nigues and methods in their administration. In & country where most
of its zovernmentel agencies are known as being ineffieient organs
providing red tape for the public, the I.8.R. ig considered an ef-
ficient corporetion serving the publie and contributing to the de-
velopment of the country. In my opinion, however, its future suc-
cess depends, to & large extent, ‘on continuous reviewing and epply-
ing the theories end practiceas of publie adminisgtration. Also, plens
are nceded for improving the technologicel progress and utilization
of manpower in the railway service in order to achieve maximum ef-

ficieney in ite administration.

For reviewing and snalyzing the railway orgenization and its
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administration canséantly, the esteblishment of an organization and
method section, close to the Director General, is needed to leep
the organization of the service unler continuous review, At present
the Supreme Technical Council does the funetion of reorganization
in the railway. But the council is too busy to devete full time to
such importent process of organizational analysis. Therefore, the
creation of the organization and methods section with a number of
gualified staff will enable the railway management to improve rail-
way efficiency by putting into practice the methods recomuended by

the section.

Phe uce of modern technological progress will provide for the
railvay meanagement the pasibility to reduce the organizational di-
mension and achieve better guality of work. To this effect the
installation of mechine methods of eccounting and recording and cen-
tralization of the statistical work would increase the quality as
well as guantity of work and reduce the organizational dimension to
a large extent., The use of machine should be considered for purchas-
ing, tabulating, and recording cards ; machines do much of calcu-
lating, corting, checking, billing, vouchering, and other works in-

- §
steaéigarrying them out by hend. -

The railwey suthorities have already made errangement for
the modernization of the railway. ,Their attempts are based on the
fact thet the successful operation will be achieved by new rolling
stock, better station premises, better working conditions and amen-

ities, and better handling arrangements to avoid eongestions and
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delays, All these improvements in plant 2nd method would not only
quicken the tempo of the work snd increese in accuracy and complete-
ness; they would make it poseible for.the reilvay to operate with

a smaller number of employees and make ever better use of the man-
power in the reilway service. This needs cereful consideration and
proper observation when we notice that machine power has replaced
some of the menpower in railway'administration in the industrialized
countries., But we have still to consider the importance of the humen
fector in the orgenization. Because man is still the important tool
for operation. To this point the reilway personnel administration
has much to do, especially in matters concerning technical and ad-

ministrative treining end employees welfare,

It has already been pointed out that the training and, es-
pecielly in-service training progrems will provide capable staff
ready to accept more responsibility and lead to the promotion of
cooperation within the organization. By providing in-service trein-
ing in the railway service the menagers ' of the railwey can dele-
gate more suthority to their subordinates. This enables them to do
their jobs with efficiency through guiding principles concerning the
technical, administrative, and finanecisl phases of the railwey zc-

tivities.

The greatest possible toniec to morale, will be the considera-
tion of the employees welfare in the railway service. Generally speak-

ing, the problems of organization can be approached on the basis of

either two concepts: that is , meqhﬂniatic.concgpt‘-éna humanistic
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goncept.l5 To extend the idea, an organization, in mechnical con-
cept, is conceived &s & machine, so conetructed and operated eas to
express and apply a central controlling will., A mechnical type of
organization can of course be vitel, but its vitslity depends on the
perfection of the mechenisms of direction and control, and on the
power of the sanctions by which obedience is secured.216 We have =1-
ready noticed that in the I,S.R, the Bureau of Inspeciicn and a2d-
ministrative courts, end the railwey police force arc in chearge of
entforeing rules and reguletions and securing the employces discipline.
Hut in my opinion any disecipline imposed by force is not workeble
for very long. True discipline, I believe,comes from a percepiion
of common good &nd the desire to contribute to it. Therefore, it
ceems to me that the railwey nenegement would be more successiul

in its task if it commits itself to the application of the second

concept, thet is, the humenistic concept.

According to humanigtic concept an organization is consider-
ed as & team or community of people so related that efforts of each
shall contribute to common pt.l:r:';pcxse.zl7 Here the organization being
a ecollection of people, the problem of orgenizing stafi is that of
establishing suitable relations between various levels of cmployees,
laborers, and mangsgement. This needs a " staff consultation program."

By the stafi consultation progrom is understood the esteblishment

of & place in the Bureau of Personnel with a number of staif who

215, Milward, op.eit.,p.216
216- Ibido PR 217
217. 1Ibid,,p.216
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possess knowledge in human relations te deal with the employees
problems and complaints. The aim of euch a unit should be the a-
chievement of sound relations smong employees and their loyalty to

the underitaking as 2 whole.

The questions relating to staff and railway menegement and
many problems of work and conditions of service which must arise,
naturally, in o vast an undertaking, will be solved to & large ex-
tent by the application of proper communication between staff and
management. By proper communication is meant & two way process and
not exclusively formel communication. Communication here is a means
of relation between the centre and perimeter, between management of
the reilway and the railway employees and labor. The quality of such
process is based on the confidence that the staff and menegement of
the reilwey have in each other. This confidence will be secured if
the management bases its poliey to appoint the key people through-
out the railway orgenization for their ebility, character, and will-
ingness to coopercte with others. Having made the best possible selec-
tion, the menegement have to provide the maximum opportunity for the
stafi to have personal contect, through which they would get to know
each other and deal with specific problems of their daily work., But
elmo occasionally supervisors should be brought together te deal
with more general problems with which they mey have no direct con-
cern, but their suggestions may be of use to the menagement in solv-

ing problems and difficulties of the administration.218

218, Machinery for consultation between management and staff
( con#, on next page )
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Finally, I should like to emphasize the fact thet the basic
finaneizl problems are not peculiar to the Iranian Railways, since
the financial position of nearly evar& foreign railway system is
. precarious. It is not the I.S.K. which may have deficit in some
years, but the railweys of many countries in the world, both state
owned or private, in faet, have relatively more defiecit then thet
of the I.S,R. The examples of such railways are the systems of Japen,
Britain, Germeny, ¥rance, Belgium, Bulgaria, Denmark, Spain, Finland,
and some others which had deficits as shown in their balance sheets
in 1955.219 This iz becsuse of the nature of public transport policy.
It means that the railways are not free to rum their affairs as =

commercial enterprise for the sole purpose of making profit.

The Iranian State Reilway needs the backing of Government,

cont.
has been set up at various levels in the British industry.
A British Reilway Productivity Council, comprising repre-
sentatives of the British Transport Commission 2nd the three
reilwey trade unions and the Confederation of Shipbuild-
ing and Engineering Unione, has been constituted. Amongst
its prineipal objects are the initistion of proposals for.
increasing efficiency, including the best use of manpower,
and matters concerning the Modernization and Re-equipment
Plan. The Council has recently agreed in principle that
planned productivity through work study should be intro-
duced.

The staff are encouraged to submit through sugrestions
schemes their idess for better working: in 1955 over 75800
suggestions were put forward, of which over 700 were ap-
proved, and nearly £ 2,200 wvas awarded. Substantial prizes
are also awarded each year for the five best suggestions
adopted.

( From Facts and Figures about British Railways,Plaistow,
British Transport Commission, 'The Curwen Press,
1956,p.42)+

219. See Statistique Internationale Des Chemins De Fer, og.cit.,
Pepa 222 = 125
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since the program of capital expenditure must go forwerd steadily
for providing efficient railway transportation to the publiec, The
railway needs also the backing of the public and of those who wish
to see the Irenian railvay system be extended to the remote parts
of the country, thus establishing on a2 solid social and flourish-

ing besis for the economical development of Iran.
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