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Prelude

S.C Yadav iy from Varanasi. He is 26 vears old. Not too long back he was in callege
daing his B A in psvehalogy. Then, when he was 20 vears old, Ius father was hitten by
a poisonous sneke Ay a resuln, Be soon passed away. As Yadav was the eldest mon of
the family, the responsibility of taking care of his it fell on him. He had to forego his
education and thus s dream of a successfid life. The job search hence began. He tried
in several privare places like factories without any luck

Then one dav, he met a friend of his (from the villuge) who worked in SIS as a guard,
This man told lam about the job in SIS and ahout how good it was; ar feast better than
sitting unemploved. The friend revealed that the work though tough, pavs and feeds you
well (“Duty to tight hei, par accha paisa hai aur aceha khana ko milta har”). He send
that SIS has a pension policy as well He told Yadav that he would have to undergo
traimng, which would be easy. But for thix training hew would have to make an initial
deposit of Rs 15, 000, His friend explained, in exchange of this he would be given
“dowble joda (double pair of uniform, boots) and the SIS would provide a place to
stay and food to ear in training. It's not like Mr Yadav had a world of options. It was
either this or unenmployment. He gave By 15,000 out of whatever savings he had left, to
his trusted fr u‘nd R.': J 3 A100, who then took him 1o the SIS recruitment center.

There were five other men with his friend on the train from Varanasi to New Dethi, and
they had alsa paid his friend in order to join SIS When they reached New Delhi; they
went to (furgaon where SIS has one of s three (raining center; After they were afl
infroduced at the recruitment cenier, Yadav's friend took off All the hopefuls were put
through military-like physical tests. There was medical check-up, in which they were
stripped and checked for height, chest, vision and overall fitnexs. After this they were
given a written test in which they were asked busic questions like ‘name of the M,
el some hasic arithmetic, Yadav had no trouble in any of these, Of course at each
level of sereening people who failed dropped owt. In fuct, one of the five men who had
accompanied him in the train was also asked 10 leave ay he fuiled the physical test.
Onee the selected candidares were announced, they were told they had to pay a deposit
of Rs. 10, 000, They were explained that Rs. 9, 000 was used for training purposes and
Ry 1. 000 was security deposit. Ofcourse Mr, Yadav did not have 1o pay as he had
already paid his friend.

Hiy training started within a week. Ile was woken up at 3-434AM. He had to veport for
P.T. (Physical Trainingi at 4:004M. Afier an hour of P.T he was asked to do
‘mazdoori’ (manual lahowr such as cleaning). At 8:004M he got a break for 13
mimites. Afier the hreak he was asked to dress up i the uniform wnd undergo o
marchime drill for fortv-five minutes. As part of this he was faught how 1o salute,
marching and other movements af a jawan . After this he got an howr long hreak for
breakfust and rest. In this period. he had to bathe and wash his heavy uniform as he
warted if fo dry by the next dav. Next he had classes. In these classes. the instructors
frained him on Fire fighting, Traffic duty, keeping track of entry in o register and
different fypes of duties guard in SIS mav be faced with, Under saft skills, he was
temzht feow tor fdentify people by looking at their behaviour: he was also taught how to



diearl with them appropriately. At 12:00PM he was given a rwo hour break for lunch and
rest. He again huxd classes from 2:00-4:00PM. After classes he was given a 15 minute
break, jollowed by which he had another two hour session on drills and “mazdoori’ At
6:-00PM they let him go for the day. He then bathed and rested. At 7:00PM they were
sereening o new Hindi movie for them. He wanted 1o see i1, but was so fived that he fell
asleep as soon as he reached the quarters. He got up in time for dinner at 9:00PM. He
had dinner with his companions, before trning in for the dav, ittallv, he found the
schedule quite taximg amd felt home sick, but gradually he gor used to the heetic routine
and the ather jowans' Although almost half of his colleagues ran away during
traimng, what k‘-_,p.r Fim ,i,’f-"fﬂj!' wars the promise of a _Ir'uf! warth Ks 3, 000, "'ﬁ-{.r”!ﬂ]'g fo
balit hard thi: Mero dost bola tha ki easy hogi, pur thi to bahut kathin”.

Three months passed by and he then became o cervtified SIS guard. e was transferred
to a post i Agra near Fatehpur Sikri Five guards from his bateh were placed in that
wiit of SIS, Within a month, four of them ran awav. He did not like it very much over
there. "Hr{;han .f::;hrﬁ ke ler-cikefon Ff;gf{; Hm!, rku’um man nafun irﬂ_iﬁrﬂ .!'.;Iﬂ' " His
supervisor must have sensed (or observed) i as he asked him, " Kya baat hai Yadav j1,
aap ka yahan man nahin lagta hai? " Mr. Yadav replied honestly. He said he did not
fike his posting and would like 1o be wransferred  He had heard thar SIS &5 in HT
Kanpur and thar HT Kanpur 15 a beantiful place. He exprexsed his desire to go there.
The supervisor transferred him within no time

Yadav was guite happy, especially when he first entered T Kanpur. He was over-awed
by i1, its people and all the stories he had heard abowt them. The campus, the fresh air,
the educated people. it all scemed quite refreshing. Then on the same day, he was
summoned hy the Control Room of SIS from the barracks There was some hiasic
fnstruction and the incoming guards were asked to start their duty from that day itself.
He went back to the bavracks, dressed up i his wniform and got ready for his first shift.
He had learnt from other guards thar there is standing duty here (ax compared to
sitting duty back in Agray. In other words, he could not sil down for even o minnte
during duty; well he could, bur only ar the risk of losing 8 hours worth of pay. But then
he had thought, 'How tough could it be? ' That day he was assigned with a senior guard
and sent to man a post. As he did his first ever standing shift in HT Kanpur, he realized
the towgzhness of the job and it's mental and physical demands.

“Nakah, us din to meri nani mar gavi'; “Woh pehle din duty karne mein, mujhe meri
rnd yaad aa gayvi”

But gradually he gof used 1o the job and the people. These things then became a part of
hiv routine. Then one dav on duty in front of Tlall 3, he felt natures call and had o go io
the bathroonr. Unfortunately for him, at the same time the supervisor seemed lo puss hy
el moticed his post wnmanned. The supervisor got angry and told him thal nothing
shonld take him away from his post. Yadav was distraught .,

“Sahuk app hi batave, yeh ek bhagwan di gavee cheez hat) Aap tak kor 1se rok paayva
hai Mawn kewal ek pal ke live aandar pishab karne gava tha, jab supervisor aa gava
aur meri amth shoanie ki duty koot gava” (This (matwre's calll 15 Ged's given Jo




mankind No vre has ever been able to stop 1. 1 just went in for a second, when the
supervisor came and penalized me eight fowrs worth of duty).

Another time, he was domg overtime (in other words, he was doing standing duty o
one post for eight hours siraight) owtside Hall 1 when he got tired and ook the tiberty
of sitting down for a while. Just then the supervisor came and said, “Haath me
clurivan pehan lo. Paon me payal bandh lo, agar mom kharha nahi reh sakte
ho  Present body, absent mmd . kaunsi duniva me ghwm rahe ho? " The supervisor
again cut eight hour worth of shifts from his monthly income. Yadav says, “Sahab itha
gissa aaia hai, jab ek choti s1 galti ke live aath ghante ki tangwaha kat faati hai "

Yadav faces other problems, He did not mind being asked to work havd, bt he wants to
he paid well, None of the things his friend told him were true. His job paid hin o
meager sum of Rs 2400, There was no component of his salary which contriluted to his
pension. Also, he dishiked the food in the mess here (for which he had to pay Ks. 300).
“Sabiab ini tough duty han, kam se kam guard ko accha khaana to milna chahive ™, At
the same fime he consoles mself, lookig at the unemplovment Situcttion in the
country, He thinks no maiter how much he is suffering, he is better of than those
without johs. Atleast he is able to send some money back home

“"Mein is nawkri ko leke rota hoon, Lekin phir un lugon ka sochita boon kinke pocs koi
naukri nahin hat awr sochta hoon ki main unse o accha hoon”

There are some things he likes abow this place. He likes the campus, its residents, the
envivamment. " Yalan ki hawaa mein wob pradooshan nabin hai . He likes some of the
supervisors. He likes talking o other jawans and listening to thewr stories of their home
respective towns. At times during his nighi-shift, when the aimosphere wets quiet, his
mind wanders back home, to when he had taken up his interest in psychology for his
DA, to fis family and to what could have been

“Sahab. uwn sab gareehon mein kuch na kuch icchaven holi hain, pur gareebi aisi
matboort hai, ki veh saari icehaon ko dabaa deto hai” (Everyone, even the poor have
dreams and wishes, huat being poor adds such « big burden on their heads, that it
suppresses all their dreams),

It has now been two years since My Yadev hay been working in the HT Kanper unit of
818, He s gquite settled here. He may consider leaving SIS if he is made 10 leave the HT,

Kanpur unit. After leaving SIS, he wants to start his own business. Though that is m"féjq-?

Sar for him to think about now

T —————————.



1.0 Objective

Our ohjectives changed as we progressed in our project. Initially, we started of with the aim of
studying HR policies, practices and issues in a company like SIS. We wanted to inquire into
what motivates these guards to work as hard they do and do the job they do, Afler some initial
Interviews some important traits emerged. One was the skill of recognizing people and being
able to talk appropriately to them - gentle when needed and rough when needed. We were
curious how such an important soft skill was imbibed so well across the whole variety of
guards. Also, we wanted to know how and why these guards keep their cool when a student
(for instance one who has just lost his bicycle) talks rudely with them. Afler some initial
interviews and many discussions. our focus evolved and expanded. Our objective hence is to
attemplt to get an insight into understanding what it means 1o live the life of a security guard in
the SIS, 1o understand his wark and then correlate this with TIR issues.

2.0 Motivation

In our eyes, SIS is a big part of this campus and our lives, We see them everyday standing on
guard outside every hostel gate, in the academic area, in the computer center, at the main gate
elc. We have especially been amazed at their level of commitment and on job awarcness. Even
of hot summer afternoons and chilly winter nights, they are out there — standing and making

their rounds. Most of them are very pleasant and we have been triendly with quite a [Lw over

many years. All this is one ol the roots of our desire to learn more about their life, their
motivations and skills. Also we wanted to learn more about HR policies and practices of SIS
which brings about this excellent performance of their guards in-spite of the nature of the job,

3.0 Methodology

Drata was collected using a variety of informal and formal means.

First, a Description and Analysis of the informal means

I. We raised our awareness of the guards presence and noticed them when we moved about in
campus. This gave us a good opportunity to notice them when they are off their "guard.
Subtle points which were noticed and expressed through other means were confirmed using
this method.

2. We talked to some of them independently in 2 very informal way. especially those whiy we

had befriended over the years, and who were quite free with us. These discussions were

spontaneous. We gencerally did not have any set questions and issues in mind. We would
have spoken to about ten guards in this fashion. We used this method initially in order to
get a preliminary idea of the issues we would be dealing with.

We visited the barracks where the SIS guards live and spent some time with them. In

retrospect. a tape recorder would have been helpful as the information coming from so

many difterent mouths was difficult to recall later. Though often it was difficull to recollect
exact details, this activily was useful as we got an idea of their living conditions, and
leisure activities.

Tad




These methods. though useful in many ways lacked a certain sense of planning, As we noticed
later. many issues are hidden in small dialogues that these guards make. We missed out on
some of these as oflen we did note down things and could not recall exact dialogues made.
These preliminary points helped us prepare an initial questionnaire/was modified as went along
and by the end we could get right down to the concerned issues. "ﬁ{nuEh it may be noted that
we spent a langible portion of our time on things from which we could not get any ‘hard’
information.

Descriptiom & Analysis ol Formal Methods

The bulk of the rescarch was through onc-on-one personal interviews, of numerous guards,
supervisors, one 21C (Second In- Command) and the Unit Commander. This was supported by
tirmes when we “formally’ observed them with them being aware of our presence. Initially
when we interviewed them we teok notes on paper. We soon switched to a tape recorder to
interview the puards. This proved to be very uselul as we could focus on the conversation and
look at the expressions of the guards. Initiallv we were concerned that they mav became self
conscious on looking at the pad, or the recorder. But these fears seem to unfounded, as their
reactions seemed to be independent of our approach, they seemed to express themselves very
openly in either case and did not even notice the recorder after a few minutes.

[nitially, we were focused on following a set order of questions. Also initially, we did not note
down specific dialogues of these guards, which we later discavered were very sometimes quite
insightful at second glance. As we later went on fe'using a tape recorder tor our interviews, we
also shifted to a less structured interview. Before each interview, we reviewed the past work
and noted any particular points which we were keen to get a perspective on, so that we could
remember to touch upon them in the interview. We let the interview be governcd by the
responses of the guard and the (dynamic) questions that arose in our heads aller listening (o his
response. We believe this was very useful, as each interview led W a story in itsell. In spite of
this many conumen aspects came out from these interviews (as shall be highlighied). This we
believed was the best methodology which we arrived at via some evolution through our
experience from the home assignment on job deseription and various initial interviews,

Cne very useful question we asked was about the happiest and saddest moment in the guards’
life here in IIT Kanpur. Answers to this question gave us a lot of insight into the lives, work
and motivations of the guards.

A problem we faced which was expected was our lack of knowledge of our own mother
tongue. Many a times we did not know how 1o express words like ‘“Motivation” in Iindi. We
had to resort to various techniques like drawing analogies, narrating short (upto 2 minute long)
to explain a simple word. As a resull at times the interviewes (the guard) got lost and was not
able to comprehend our question. We realized our deficiency very early on and learned some
of the critical words. This helped us in our interviews and by the end of the project our
interviews became much more ¢ificient.

Another aspect was formally observing the guards at work by sitting in the control room of SIS
for a periad of a tew hours. We kept the tape recorder on during this process in the hope of
some interesting dialogue or event. We observed some of the ‘fall<ins’ e, guards assembly at




the control room at the beginning of a duty shift. It so happened that on one of the day we were
doing this, the SIS had caught a thicf (stealing some kind of pipes. from the construction area
of Hall 9) at the cxact same lime. We witnessed the proceedings first hand and shall correlate
with it at relevant places in the report. e 8

We do not believe that under our observation they behaved difterently. as by this time we had
visited the control room often enough. to be roughly aware of their activities at that hour, Also,
they did not seem o be faking their activities and/or dialogues. Generally they did not mind
our presence and were quite forthcoming.

Additionally. we could have been a pseudo guard for a day or more. This would have given us
a much better idea of what it is like to be a guard and given us a much deeper insight into what
they po through cach day.

4.0 Job Description
Guard

= A vuard in the T Kanpur unit of SIS is assigned two four hour shifts in a day,

¢ There are three types of guards on campus. One type of guard performs a stationary duty,
The other type of guard performs patrolling duty. The third sits in the control room,

«  We shall first cover the stationary guard, who stays at a the same location such as a hostel
for the duration of the shift, The guard must ensure campus property is not misused (rooms
broken into, things stolen ete) in his area. He must check that all rooms and vehicles are
locked and that all boundary walls and [ences are secure. At places his job is to regulate
and keep a check on entry, and ensure no unauthorized outsiders are attempting entry,
During these shifts, he must remain standing except at places like Computer Centre, CSE
building and Library.

¢ The patrolling guard patrols his area on a cycle. This is done in the faculty residence area
and areas which have lot of loophaoles (in terms of sceurity Le. lack a distinet boundary etc.}
This guard also keeps a check on other guards in this area but also keeps the arca secure.

* The control room guard sits in the control room and helps in the maintenance of duty
records which will be compiled monthly to issue salaries. Also, the control room guard is
responsible for translferring messages between guards, supervisors, campus residents,
Second-In-Command and the Unit Commander. These messages may vary from one guard
asking [or 4 wake up call for his shift at 4:00AM to a guard asking for back-up when he
reports something suspicicus in his area. He also helps to keep the puards alert by
perivdically calling them on the walkie-talkie or the phone (there is atleast one at cvery
post). The control room guard is also the primary lizison to deal with any student or faculty
member who has been robbed.

=  All guards must keep an eve out for people who might be a threat to security. In order to do
this they are [ree 1o ask anyone for hisfher identity card or whergabouts, but must do so in a
polite manner, They must check all visitors (from outside campus) for permission. In case
he sees or suspects any mishap, they must immediately inform the Control room (using the
phone at his booth or the walkic-talkie provided to him) and then proceed to take
appropriate action. In case of any mishap involving non-campus residents, they must take
action against the non-campus resident




Another part of their job is to carch thieves (who have stolen from within the campus),
extract from them as much information as possible and hand them over (o the police.
Guards are also involved in dealing with emergencics such as car accidents and fires. They
coordinate the interaction between the external police and fire ofticials and the campus.
The ultimate purpose of a SIS guard in ITT Kanpur is to provide a secure environment for
the campus community.

Supervisor

A supervisor also has two four hour shifts in a day.

A supervisors” job is to supervise security in the whole campus. In each shift there are two
supervisors who decide amongst themselves how o cover the area.

He must eycle in campus for upto three out of the four hours, keeping 4 check on guards.
He varies his cycling trip route, timing cte. from shift to shift in order 1o maintain an
element of surprise in his checks. This helps him keep the guards alert.

The basic job is to control, monitor and metivate the guards.

Also, along with the control room guard, he must maintain the records of Lhe guards and
their duties in various shifls. Based on this record the guards are paid al the ¢nd of the
month, The supervisor has (he authority to cut the wages for the shifls ol any of his sub-
ordinates if he finds them lacking in duty.

During the day time (i.c. 8:00AM-8:00PM), one supervisor must be stationed at the main
pate of the Institute, This is a must given the tough and busy nature ol the job at the
institute gate. The supervisor at the gate supervises the working of the other two puards and
in general allows smooth functioning ol that post.

We have talked to people owtside of this hicrarchy but our focus has been on the job ol a puard
and hence, we have concentrated on his and his immediate superiors” job.

5.0 Job Specification

The nature of the job at the most basic level does not demand highly extra-ordinary skills. The
very non-selective and hroad nature of the hiring process also cmphasizes that. Perhaps SIS
believes all that is relevant can be learnt. A large majority of the work, as one guard put it
involves “danda patakng’ (banging a stick while on patrol) or “kaflem chalana’ (moving a pen,
on entry/exil registers). But the skill set of a “typical” guard has more elements. We shall state
these skills and attitudes here. ..

1.

Discipline- Guards need to be disciplined in their jobs, They must be on timg for their duty.
''hey must be neatly dressed and clean shaven for their shifts. This discipline helps them
through the tough phases on the jub. These tough phases could be in the form ol scorching
heat or an angry and rude student. If a guard is disciplined, he will be able to curb his
‘human’ instincts, which will lead to him doing the best possible job as a guard. [t must be
noted here. that such a general guality is a necessity to succeed in any job, but this attribute
acquires special significance when it comes to uniform centered jobs like this {and the
army etc.).
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Patience - In terms of attitudes. patience is always voing to help zet over a dull shift in a
location with zero activity and no room to even occupy onescll by patrolling, such as the
SAC. More generally. in being able to deal with the tough life of being a guard, attitude
matlers. The job, one of “majhoori’(necessity) is something no-one likes. But a lot of the
guards, especially the promoted ones, were more philosophical about it. “Abhi veh hi
Kismat me hai, to yeh hi achehhi torah karenge (if this is what is our destiny, then at least
we will do this well)™. “Hamne kaafi kuch koshish kiya tha, par kuch mila nahi to yeh hi
kar sakle hain T humko apni duty achchi karni chahive (1 tried a lot of places (jobs), but
could not get anything, so this is all T can do. So | should do my duty well”).

Stamina and Strength - These again help you through physically demanding phases in a
job. The shift from 12:00PM-4:00PM on the SAC crossing in the month of May would be
excruciatingly hot. For a guard to stand there in the center of the crossing and control
traffic for four hours would require some level of strength, stamina, commitment and
mental strength,

Peaple Skills - The job ol s puard involves a lot of interaction with the people around him,
These guards are the face of SIS to their customers, Hence, their presentability is very
crucial for SI8's business. Due 1o his large interaction with people some basic social skills
become imperative.

a. Recognizing People: This is an important part of their job. Their success largely
depends upon them being able to distinguish between campus community and the non-
campus community, They must be able to recognize people by their demeanour,

This was of note, as we learnt there are numerous events where outsiders are roughed
up immediately on being recognized. If a student was ever accidentally in a siluation
like that, we would definitely have heard about that. But this is not something we have
come across. And the guards had a very high confidence in this ability of theirs, The
way SIS gocs about ensuring their guards to be competent in thns skill is by addressing
this in their training. Also, all new guards are rotated around various posts, 50 as (o
lcarn the faces and begin making distinctions between people from the campus and
those from the outside.

As one guard explained, it is not difficult to tell the difference. He said, an outsider,
who is up o no good, would shuffle nervously and keep looking around. His
movements would not be unconscious (like those of the students). This would raise the
suspicions of the guard. In many cases this skill is guite notable. In others it is very
subtle, A guard mentioned that he could spot an [1Tian al a crowded railway station.
We also noticed that at the gate, voung men on motorcycles coming for a round of
campus from city would be instantly recognized, even though they seemed to be from a
middle class background.

We were curious about whether this skill was something leamt in training, something
learnt on the job, or something inherent”? When we say inherent, we mean a social skill,
which is existent in every human by the virtue of the diverse sociely we live in. This
possibility arises. as this is not a skill, which S1S looks tor in the Hiring tests, Ts this a



/ skill, which cvery guard is expected to have (unconscious) amd then develop it
f consciously through training and on job training. What seems to be emerging is that this
is something yuite inherent, as guards are quite in tune to apparent class distinctions.
The skill is something that is addressed in the training, and most guards altributed it to
that, But on leamming about how it was actually done, we feel that a lol was based on
utilization of the inherent potential. Perhaps just beginning to be conscious of doing
that started in training. which is why guards anribute accordingly. Though most did
aprec as we expect that it is basically the experience which refines it, though all
admitted that this one aspect of the job is something they are always very nervous about
this on the first day at a new post.

b Dealing with different people differently. Based on their recognition of people they
must be able o adapt their talking styles. For example, they must talk with an Auto-
Rickshaw driver in a different tone as compared to that of a student or Facully.

o ¢+ e Guards also deal with a lot of angry customers, For instance, a student who has lost his
e 13' bicyele, In such cases, it is of utmost importance for them o not loose their cool even
AN when he is taking his anger out on the guard and SIS, The lirst job of the guard is to

'\.\'\,rpi}_\‘ calm him down and take a report of things fact fully. We noticed that across shifts, the

[ control room guards were very friendly and jovial. These are the first people an angry

A ? customer would interact with and they need to calm him or her down and people skills

j are important there.

LW ]

Area awareness — We can derive this as a form of spatial ability. This seems to be a subtle
skill we have come across, which is specific to this kind of a job (job of a SIS guard in
HTK). Alse, this skill is very important in promotions (see section on Compensation and
Performanee). Knowing the area in which SIS provides security is critical to a guards” job,
This is very obvious as il he knows the area well; he can potentially do a good job of
guarding it. This is especially important for the control room guard, patrolling guard and
the supervisar,

6. Memory - Recognizing people just by a glance also requires a very good memory. Most
guards, who are new at a post, can begin (o memorize peoples’ faces and begin relating to
them. This is again very critical as recognizing people is a very important skill. In the case
of the control room guard and the supervisor, this becomes an even more important skill as
they are required to know the names and faces of about |80 guards and their exact location
On campus at any time (at any time on campus, there are 60 guards posted). This greatly
helps the supervisor in supervising and keeping a check on performances.

7. Aware of in-campus office hierarchv and who to contact in times of different kinds of
situations- This is also a part of the guards® job. This is because, people often stop to ask
them for help, directions ete. In such cases they have to be able lo answer queries. They are
also asked guestions like, from whom to get the permission [or this activity etc. For such
questions they need 1o know abour the hierarchy of the in-campus offices and which
otticeddepartmenl is in-charge of what,




. Basic Education - Skills like education are valued. Some basic level (inter pass) is
expected as work can often involve “kalam chalana’. Other skills like knowledge of using a
computer are necessary in places where there is digital entrance registry. Most of these are
acknowledged through the education allowance component of the salarics,

9. Ability to deal with special emergencies like Fire fighting, riots, shooting cle. This ability is
required simply because guards can be faced with similar situations during their job.

In the case of the supervisor, all the above skill-sets are also required. In addition their job
demands one more skill. The job requires him to be able to motivate the guards to do their duty
well. OUne must understand that given the nature of the puard’s job, this is a very diflicult skill
to master. A supervisor uses various technigues to motivate the guards. We shall cover these in
a later section.

6.0 What it means to be a guard
6.1 General deseription

We have explained the nature of their job under the heading of Job description. But, there are
many finer aspects, which are hidden from that description. We shall try 1o touch upon them. Our
aim is to actually understand what it is like to be a guard in SIS at [IT Kanpur.

SIS guards aim to provide a secure environment for the campus community. This campus has two
kinds of people; campus communily (students, faculty and employees) and non-campus
community. Campus community which, are dominant in this campus are the ones for which 515 is
suppused Lo provide security, The irony of their (51575) job is that they are expected to provide
sceurily in a place, which is dominated. by a group of people who they cannat raise a finger on.
This would have been all right if the source of majority of the trouble would not have heen part of
the campus-community. We ourselves are the primary source for security problems on campus.
Stolen cyeles, mobiles ete. are due to our carelessness, And, 15 gets the blame. What makes it
worse [or 8IS, is that they can not raise their voices or complain. If they do, any student ar
employee may complain against them, which will cost the guard dearly (8 hours worth duty will be
cut from his salary). To bolster our point we shall narrate an incident: -

In the alternoon. at the SAC crossing. the guard was standing there guiding the trattic. A professor
approached the crossing (in his car) from the VH side. At the same time, another emplovee
approached the crossing (also in his car) from the Hall 2 side. As the employee was traveling at a
high speed the guard whistled at him indicating him to reduce his speed. As he did not, the
professor and the employee arrived at the crossing nearly simultaneously: An accident could have
taken place. The professor stopped his car dead at the crossing and called the §1S guard, He asked
him to register a complaint in the name of the employee to SIS with the vehicle number, in
addition to sternly speaking to him. The professor also reprimanded him as to why was he not
doing his duty properly (because if he was the employee would not be speeding in his car). The
515 guard told the professor, “Saulwh who aapke saamne gaadi vok ke khada hai, app hi bol i five:
hum nahin bol sakte. (Nir, lis car iy right in front of you, perfiaps you could make the complaim, as
I cannot do it The professor then told the guard some other thing regarding his duty and drove
ofl. The emplovee also drove off. and the guard continued on his duty. When we walked up to the



guard to ask him regarding this situation, he said, “Sahab aap hi batave, agar mein karamehari ki
complain karoonga, 1o who mujhse bolega kit wm SIS mein hoke humari complain kar rahe ho! Iy
susse mein vadi weh humari complain kar diva control room mein, to humari aath ghante ki salary
cul jayegr. Aur doosri aur vadi mein uski complain nalin karoonga to he sakta hai ki professor
fimar: complain kar de, yeh kel ki hun apni duty acche se nahin kar rahe the. Aage khayee
peeche kuan. (If T complain against the employee, he 'l demand who I am to complain ahout him
In s anger, e may complain about me and Twill foose erght howrs salarv. But if 1 do not, then
the professor may complain, Its like o cliff in the front and a well at the back}™

There is another ultimate irony in the job ol a guard, It lies in when we say a guard or a security
company is doing well. A security compuny is visibly doing well when it is catching lot of thicves
on campus. At the same time, it is scemingly doing well if there are no reported thefts or caught
thieves, But does ‘no caughr thieves” imply that there are no thieves and security is really doing
their job well or that there are no thieves, which would imply you in-effect do not need a security
puard or company. This paradox shows up in paradoxical performance measures also. A guard is
praised (given monetary reward) when he catches a thiel, A guards™ name is also noted if he
regular in his duty, well disciplined, high wrnout, no complaints or news of incidents from his
area. Although in this case, he is not given monetary benefit (he is at times, but it is very rare; sce
section on compensation). Both are considered when a guard is up for promotion. We do not know
which one is given more weightage, But we do know this that a guards slack in duty is noticed
much more than his alertness, Slackness will show in his sitting, reports of thievery and incidents
from his area; whereas alertness will show up as no news. No news often goes unnoticed. The SIS
Unit Commander here in [IT Kanpur, scemed to agree with us when he said, “Haan, veh baat app
theek keh rahe hain. Hum log kabhi-kabhi negatives pe zvaada focus karte hain. Yeh iy live hai
kvonki fm un guards ko tight karma chahie hain, jo loose hain. Jo pehle se tisht hain, weh to
tight rahenge. Lekin aisi baat nalin hai, ki hum unko shahashi nahin dete. Kueh guards jinka
diseipline anr kaam bahut accha rahta hai, unko hum reward bhi dete hain. (Yes, this is corvect,
We do tend o focus more on the negaties. This is to keep the ‘loose ' guards ‘tizht’. Those who are
already tight, will stay like that.. But on the other hand it is not as if we do not reward or
commend them. Guards who are disciplined and work well are rewarded”

6.2 Nature of Shifts

In addition to these paradoxes which guards must struggle everyday with two shifts of four hour
cach. On any given day, they do not get more than 4 hours of rest at a stretch. The maximum
number of hours a guard may ever sleep is 5 hours (assuming he is covering two shifts a day).
Most guards though indulge in doing overtime in an effort to earn more money (we shall delve into
this issue once again from a different angle). In that case the maximum rest that a guard mav take
is mavbe 4 hours.

During our study, we discovered that 11T Kanpur is one of the very few units of SIS which has a
four hour standing duty. Most units had an eight hour sitting duty. As many guards complained of
the toughness of the job, we starred asking them. which one they preferred, a sitting eight hour
shitt or a standing four hour shift. Most (if not all) seemed (o say that for security purposes
standing four hour shifis would be better. They said if we were to sit down in a chair and do their
duty, they would beeome lazy and fall asleep. The duty in 11T Kanpur requires them to roam
around. check every nook and corner. every room; everv bicvele, every house ete. It is unlike




sitting at # factory gate asking people to sign in and sign out. The kind of security duty required by
T Kanpur, demands a guard to be active and mobile throughout his shift, which would not be
possible 1 he sat down, One would expect the guards to complain about the four-hour duty and
the senior management would explain its necessity repeatedly to the guards, Surprisingly. here the
puards explained to us why it was best for security to have a four-hour standing shitt. They seemed
lo accept it even though it was much more physically taxing. It is not only physically taxing to
stand for four hours (versus sitting down for eight hours), but also prevents them from a decent
sleep (7-8 hrs at a streteh) and prevents them from visiting the city for some kind ot outing (due to
shift timings).

We believe there are two sides 1o it. Most guards, who are here, have not been here since the unit
began in 1998, They have joined an existing system and accepted 1t as it is (along with the four
hour standing duty rule). Most of them don’t question the rules. The minority either doesn’t lennorwy
il the rules here can be questioned and il they can how can one go aboul raising these questions
uselully. Also, a dominant factor governing the words of the guards is the “majboort’ that is
driving them to do this work, This four-hour standing shift is swallowed because they don’t have
any other option. But, there is one more factor at work. Some senior guards do understand the
necessily of the four-hour shift. This knowledge gets passed on from senior guard Lo junior guard,
from an old guard to a new guard. As he gains experience, he probably realizes its value, There is
no formal means of passing information to juniors. As is expected to happen in such kind of a
social setup (that of the guards here) this would be very intormal. We looked very deeply into this
area. as we sensed some kind of Fair Process. But as we looked deeper, we realized there are
bigger factors at work and the building blocks of Fair progess were not there. This is not to say.
that the vuards do not accept the four-hour decision to bé fare-and in the best interest of Security,
but that there are other reasons much larger than Fair process at play here.

Wwe also wanted to know whether this decision to have four hour standing shifis (as opposed
gight hour sitting shifts) was a decision made by SIS or the [IT Kanpur management. We inquired
into this from the Assistant Security In- Charge of IIT Kanpur, Me. B.R. Yaday, and he said that
this is an SIS decision to do their duty like this, Tle alse agreed that this is the best way ol doing
their duty. The Unit Commander Mr. Anjani Sinha he replied saying that this was the decision of
the management of IIT Kanpur! We did not dig deeper into this matter, as we came across this
issue very late in the project,

6.3 Naturc of Posts

There are cerlain posts on campus, which are coveted. *Good” guards (those whose performances
are good; sce section on Performance measurement to see how they are adjudged) are sent there.
Some of the coveted posts and their reasons are stated here:-

I. TIall 1, at this time {(April-May) - This is so guards see the chance to gel a cheap (or maybe
even [ree) eyele from the passing out students,

2. Computer Center- It is a sitting post in an Air-Conditioned environment,

Computer Science Building- It is a sitting post in an Air-Conditioned environment,

4. Library- It is again a sitting post in an Air-Conditioned environment.

e



Looking at the posts above. one can understand. Al the same time there are posts, which demand a
lot [rom a guard (physically). Guards do not like these posts and would rather not have these. At
the same time. pood performance there can count in their favour when the time for promotion
ariscs. Some duties can be very excruciating, The most abhorred duty is at the SAC crossing round
about. The guard has to be at continuous attention standing on the roundabout, and moving his
arms cvery few seconds to guide cars. This is especially hard in the summer heat. A guard at this
post cannot really roam around to keep himself occupied or alTord to loose concentration for even
a second. For here, a loss of concentration may mean a fatal accident (atleast potentially). The
puards can sometime be seen in the shade of a tree, on the edge of the road. Though that is
(echnically not allowed, the guards in the control room just across him do not say anything, as they
have been there and know how hard it is, This duty is the hardest and even cuts off life otherwise.
At the end of a shift, a1l a puard can do is drag himself back to the barracks and collapse onto bed.
For that week, there is no energy to go around anywhere. even (o a volleyball game or roaming
around camipus.

There are some posts to which ‘bad’ guards are sent (thuse who are low performers). Such posts
are menial with respect to the other posts. An example of such a post is the post near M.T. section,
where the puard’s primary duty is to ensure the cows and other animals do not go into a particular
area, Although all the puards are paid the same, a slight sense of competition exists amongst
puards, at least Lo the extent of not getting that post. This is the last place a guard can be shifted too
for low performance. Most do feel the shame, and work harder (o get reposted. There is not that
much of jealously in terms of posting but most of them want the good posts and when a guard gets
passed over by anuther guard for a good post, he often ends up doing his duty even hetter in order
to next time get that post,

There are some posts on campus, which are permanent in nature. These posts require a guard to be
very experienced and well aware of the place and the people visiting it. Examples of such posts are
the Girls Hostel and the Institute gate. Guards here are seldom changed or rotated. For example,
the one guard at the gate has been there for a period of five years. lle knows the number of cach
vehicle owned by every facully. He knows the drivers who drive these cars. He knows when ta
stop them and when not to. As he so used o normal activity, he will almost immediately sense
something out of the ordinary and check it. It is down to the responsible and sensitive nature of
these posts that the guards here rarely change. The permanency, responsibility, and the fact that
only a few guards man these posts (max. 20 guards out of a total of 180) these posts are coveted. If
a guard is posted to one of these posts. it is looked upon as an appreciation of their work and semi-
promotion (a promotion, without a change in their salaries and job titles). Guards, who are here,
are proud of the work they did 1o come here and more motivated (than belore) in their jobs.

6.4 Uniform

They have two sets of uniform. Their uniforms are heavy and cause a lot of perspiration.. They
also need 10 wash their uniforms in their free time and ensure they are dry and ironed by the next
day. The jacket and pullover given by SIS for the winter months is sufficient for the guards.
Although not cozy, it keeps them warn. One guard very nicely summarized the difference hetween
their condition the way we see it and the way they do when we asked him, “Bhaivva, aapho itnd
thavd mein buri haalar nahi hoti hai, hamein samafh nahi aata aap Kaise fhel lete ho (Don't you
teel cold in this chill. T cant understand how w deal with this?"” He replied saying, “Yeh to theek hi



hai, Serholy jaise aapko yeh nahin samajh nahin aata, hume ve nahin samafh mein aata & aap fog
itni moti-motl kitahein kaise padh lete hain (This is fine. The same way you cani undersiand how
we decl with this, we cun't understand how vou can deal with such thick books) ™,

In terms of symbolizing a lite, there are mixed opinions of what a ‘wardf ki naukrt’ (job in
uniform) means. For some guard, it feels good to have the sense of responsibility, and one even
mentioned that he always wanted to be in the army, and this is the closest he can come to wear that
unitorm, Others, especially the guards who have been in the position of maximum problems (eg,
Gate guards have to deal with lots of city people) have an almost passionate hatred for the uniform,
They mentioned that we can notice that not just here, but even police are treated badly and taken
for pranted just because they wear a uniform,

6.5 What goes on in a guards” head?

A question we wanted to inguire into was the mental state of s guard during a four hour shift? Or
what goes on in the mind of & guard during the shill? Our naiveté in the beginning was to place
ourselves in their place withowt really understanding it. We assumed that it we had tour hours to
just walk and look around’, it would basically be a lime for us to think about anything under the
sun. But reality is not that. It was quite poignant to learn how consumed guards can get with “duty
achehi honi chahive (the duty should be good)'. There is a constant [ear thal at any moment a
supervisor can come and find something lacking. The biggest grievance across guards was that il
happens many time that a guard has done hard work for eight hours, and all that gets negated (in
monetary terms), for just a five second slip up.

T'his motivation by fear happens in a variety of wavs. In some cases it is very simple and dircet,
T'he supervisor will just make a note and inform the guard on the spot that his duty is being “cul’
and leave. Others would involve a more intense scolding. Though guards and supervisors
mentioned that scolding is not the enly way the supervisors work. Often the supervisor will speak
‘pyear e (with *love’) and explain gently to the guard why this should not happen, and leave it at
a preliminary warning. There is a strong conscious fear, which prevents any other thoughts from
coming across. For example, a puard at the gate in a hall of residence cannot rest for a second. 1le
has to check every person entering, each bicycle. and around all visible boundary walls. On top of
that he has to keep expecting the supervisor to pounce in at anvtime, so he will do the checks
agdin, and again,

As mentioned, S.C.Yadav told about his worst day on the job. ‘The supervisor caught me resting
sitting, which [ had done only for 2 minute or two and reprimanded me, “Haath me churiyan
pehan lo, Paun me paval bundh lo, agar tum kharha nahi reh sakte ho.. Present body, absent
mind... kaunsi duniva me shum rake ho? " (Put bangles on your hands and anklets on your feet, if
vou cannol remain standing, .. what world are you on?)’ Though the supervisor was not really
invoking the fear of losing the job or pay. another aspect is the shame of being reprimanded. As a
supervisor pul it... ‘Jeevan me do chize honi zaroori hai, ek darr or ek laaj (There ave two things
cach man should have in life: one is fear, and one is shame)’.

The constant [ear of being caught with a shortcoming in the duty, brings the guard’s mind into a
continous state of being on edge. “Jab duty pak hote hain to veh topi, bori juise lagne lagii hai —
kandhon par itna bojh hora har (When on duty, this hat starts leeling like a heavy sack — there is so



much weighing down on us)". Some cannot stand it and these leave immediately. Many guards pet
used to it, and talk of losing the wage for a shift as being an occasinal part ol the job, “Shuruvat me
balit ganda lagta hai. par abh sochie hal ki duty to aise hi hogi, to man se ye nikal lete hain —
chalo ho gava, agli baar aisa nahi hone ki koshish karenge .

Through this tension, the same time there are moments of solitary peace on duty, when a guards
mind wanders back home. to his family and fricnds. This thought pleases him and the thought ol
him being able to send them money cases the pain in this job. But these times are often far and [ew

Aixar kherval T kova sochna Ab majboari hai. Aise hayalon ko daba dete han. Jo gayva so gaye’
(Whats the use of thinking about such thoughts.., we brush aside such thoughts, Whats gone is
gone,)

6.6 Relation with supervisor

In spite of the demanding and brutal nature of the job, it is quite remarkable that none of the guards
had any real resentment towards the supervisor (or [or that matter S18). There were no major
complaints in general and most were happy with their relationships with the supervisor, They
justificd that he is also just deing his job in making the guards “tight” as that is good for everybody.
O[ course, differences in approach of the supervisor are salient, Coaching is preferred to scolding
by all guards to whom we spoke. But inspite of the tight technical control, the sitation is not
oppressive against the guards, One guard explained this. He said that in a factory, all that matters is
production, so the supervisor will do anything to get more output. But in securily, the guard will
mostly be on his own, and will be interacting with people. A supervisor cannol force pood
behaviour in such situations by oppressiveness, so he also generally behaves well with the guards,
If a guard is found napping, the supervisor will reprimand and tell the guard that his duty has been
cut (i.e. money will not be paid), But in a large number of cases, the supervisor does not actually
do it, though the anguish during the period ull when the guard gels o know of this serves as a
substitute to the actual punishment.

There is a sense of mutual understanding bebween these two sets of people. The supervisors know
what it is like to be a guard (as they have graduated from the lower rank) and the guards can
understand the position of the supervisor and his job. In fact. couple of guards told us that il the
supervisor does not ensure ‘tight” duty [rom all the guards in his shift, Second In-Command and
Unit Commander harshly deal him with. An event quoted by a guard as his happiest moment in
S15 at IIT Kanpur at describes the nature of relationship they share with their supervisor. On Holi a
vear back. this guard and a bunch of his colleagues were fres, and had gone to their supervisor's
house (some of them stay in barracks and some in family quarters). There he had drinks and sweets
and celebrated with the supervisor. Aller that all of them (supervisor including) went to the city (o
various other SIS units and plaved Holi with the guards there. It is interesting to note thal at his
point he said, that “no matter how much [ was drunk then, | did not dirty the uniforms ol the
guards on duty: To them I only applied ‘gulal” (dry colour) on their faces.”

Another interesting observation about the relationship of a supervisor and the guard is brought by
the following observation that at times guards can carn more than supervisors (through overtime,
or seniority). The obvious question is, that how comfortable is a supervisor in handing out an order
to a puard who earns more than him and also how comlurtable the guard is in taking such an order,




When this was inquired into. the Unit Commander said, “Wardi waali naukri mein sentority aur
respect rank aur tajurbe se aatt har naak paise se. (in a uniform based job sewtority and respect
Jolionw due fo rank and experience; not money)”

There s a definite chain of command and no rebellion against that but guards also know that
supervisors cannot abuse them. ‘They can’t force us to work if we do not want to do overtime,
[lere we can go straight to the unit commander or even management if there are problems. Some
supervisors may trouble us - but they can only change our postings. That’s the limit of their power.
It's happened that a supervisor has changed a guard’s post ten places in one week. This will
obviously lead to a default somewhere. But the supervisor cannot do anything about our salary or
whether we get paid or not. Our salaries come directly from the [lead Office.” In fact the
commander himself said that on receiving such a complaint, we look into it. If there is any truth to
it, we lake strict action against the supervisor. In other words, the supervisor is not the ultimate
authority on guards, nor 15 the unit commander. Moreover, in the current status the relationship
between a guard and a supervisor 15 quite healthy,

In addition, in seme cases the supervisors are living in the same barracks. Their relations are with
the guard are a bil better. Also, the guards feel more motivated to work under those supervisors
who stay with them, as they are nicer and seem to understand their problems. Though a supervisor
emphasized the need te maintain a distance from the guard, saying that this is necessary to be able
te do his job well of keeping them ‘tight” and disciplined. When asked whether this was his own
way of leading them, or SIS procedure, he replied that this is a technique taught by SIS,

6.7 L.one Walks

One point is the Giet that most posts and the control room are a very long walk away from the
barracks, and so cven alter a shifl is over, there is no immediate respite. Some guards have
personal bicyeles and can be seen doubling to help out a fellow guard. An aspect of the long walk
and the tour hour duty a guard raised was the fact that due to this, every four hours, for almost a
30-40 min period there is a large group of guards moving around campus, albelt to and fro
barracks. This is like an additional patrol and is an extension to the guards shift and at no
additional salary,

6.8 Relation with Campus Community

‘The guards in the 11T Kanpur unit of SIS feel some sense of bonding with the campus communily,
inspite of them being the source of most of the security threats (as discussed above). New puards,
are over awed by the institwte and larger than life image. Many zuards say things like, “Hum bifr
mein ek gaon se. Hume lagia hai, &0 itne acche logon ke saath rehke fumara bhi vikas hoga™. (1
a from o village fin Bikar 1 will afso change for the better, because of livieg with such good
peaple). Many students help out the guards by giving them bicyeles when they graduate or by
telling them about job advertisements in magazines in the reading room. Guards are allowed o use
facilities like the reading room. Some of them use it guite regularly. Many of them walch ericket
matches after their shift in the T.V. Room of hostels. Moreover, when they interact with students
and faculty, they see them very different from the people cutside (in their home town)., We did nol
meet a single puard (barring the one of the control room guands) who had cven 4 single bad
experience with any student here. The SIS guards cherish the relationship they share with the



students. Every time a known guard runs into us. they ask us if our project is over and if we need
any help. To substantiate this- in a recent volleyball tournament conducted by the students ol Hall
4 a team from SIS was invited to playv. SIS of course came with a lot of enthusiasm and managed
to reach till the semifinals of the tournament. Many students cheered the SIS team on. The guards
see the campus people as very able and nice people. Many guards (as quoted above) aspire Lo
imhibe some of the qualities they see around them. Because of this guards also leel a sense of
responsibility that they should do a good job for these ‘nice” people. Of course, we realize that this
is quite o minor factor in motivation, but more of a good working condition,

I'his effect can be very nicely conveved by the following:- When we asked a puard about his
saddest moment here in 11T Kanpur, he narrated an incident- One day a student reporteed of his
wallet and mobile being stolen from inside a ground, where there were only students al thal time.
I'o the guard, who was nearby and could verify the story, there seemed like no other possibility but
another student walking off with the wallet and mobile. This thought hurl him no end, that one of
the students of whom he thinks of so highlv could have done something like this, He could
understand of a poor villager stealing, but not an educated student. He mentions that the event
shocked him so much that over the last few weeks the thought keeps returning Lo his mind and so
does the shock,

6.9 Critical Incident -~ Catching a thiel

Throughout our research, a typical critical incident that kept coming up was “chor pekading' =
catching a thief. Any guard who catches a thief is commended, in presence ol other puards,
often is awarded too and his photo with the thief is put on the notice board. The award [or most
people is not of as much satisfaction as the public commendation and the photograph which are
greater motivating factors. For one person, the best day in his career was when the Director of
the institute visited the barracks and awarded all the guards who had caught thieves.

We had the chance to observe the catching of a youny thief. Going by all we had heard about
the rewards of catching a thief, we half expected naively that this would be an event of some
sort of positive emotion, if not celebration, but atleast some satisfaction. It was in fact the
opposite. The guards seemed more worked up and stressed than ever. [t was as il the thicl was
somieone to whom they could attribute all of their suffering to.

We conjecture here that the guard. who caught the thief, would be thrilled as he would be
rewarded in front of his peers and also in monstary terms. At the same time. we attribute the
reason for all the anger exhibited in the control reom (while dealing with the thief) is the anger
of the senior 815 guards who can actually look bevond the system of rewards and see that this
i5 the reason why their job is so tough and a living hell. This person is responsible for all the
aceusation and blame SIS and its® guards have 1o deal with. We believe this is the reason for
the anger exhibited by the senior guards (control room guard, supervisor. 2IC and Unit
Commander) as they dealt with the thief.

This gives us another perspective on what it means to be a guard. This incident shows us the
tvpe of people they must deal with and how the same situation is seen from different
perspective.



7.0 Formal TTR Issues

7.1 Hiring

Guards we met have gone through two routes to get hired in SIS, One roule is via an agenl or
‘dalal” (middleman). The other is via a ‘legal” channel of an advertisement. We shall discuss both
these routes and the hiring procedures here. It must be noted that this perspective of hiring is from
the guards and not from any IR personnel. This perspective would become much more
wholesome, if we had the perspective of some senior person who is personally involved in setting
hiring policies and praclices,

The dalals licd about the firm, the job, promising them a nice job with easy life and good [ood, and
especially the salary, putting it to be around Rs. 5000, These candidates were convinced Lo pay up
front (o the dalal amounts varying from Rs, 10.000-Ks, 50,000 {though this includes the
registration and training fee) just to get them inducted into the SIS (all this money lor a job which
in reality will pay them no more than a meager sum of Rs 2400). By the time they were introduced
to the SIS, the dalal was gone. The candidates who came through a more formal channel reached
this stage themselves. Once introduced, the candidates went through screening procedures (even
those who were suaraniced a job by the dalal), It 1s difficult to comment on the nature of
relationship between SIS and such middlemen. But, given the percentage of guards thal come
through this route, it is nol impossible to imagine that SIS does have some Kind a partnership with
these middlemen.

Hiring Procedures: All guards went through a similar hiring test, The SIS screening test consists of
three sections,

1. Physical
2, Medical
3. Knowledge Dased

Under the Physical section, these candidates were asked to run a particular distance in a stipulated
time and do similar basic physical exercises like push-ups, pull-ups etc. Some of the guards in their
interview campared it to the army (which is considered (o be very tough physically) whereas some
downplaved it sayving it was easy to pass. The emphasis of SIS on physical requircments bolsters
the physical nature of the job of a guard.

Medical check ups were also conducted. Guards were measured for heighl, chest, weight, evesight
ete. SIS demands a minimum height. vision and chest width. In fact. as we later found out, goards
with extraordinary height and chest (in the physical domain) are given extra allowance in their
salaries (see section on Compensation),

In addition to all this there was a written test. they were scrulinized on some basic (General
Knowledge and their ability 1o read and write in either English or Hindi, Also. anyone who was not
an Inter (12" class) graduate was not allowed to pass. A thing o note is their emphasis on the
puard being literate. 'This shows recognition of the fact that il is these guards who are the face of
SIS to the customer. They must be presentable (while being able to do laborious work for such a
low pay} and must be able to communicate with the customers



These tests seem rather broad from where we sit { what we as engineers amd MBA's are
accustomed to), but we must understand that SIS hires to make these candidates guards. which is
basically a laborious, low skill, low mental ability job. A profile of a guard is very broad and [its
many people. Thus these screening procedures allow large number of people to be selected. Most
afthe skills and traits we discussed earlier are not checked at all at this stage.

T has its own criteria for allowing a particular sceunty guard (lrom SIS) on campus. Securily
In-Charge Capt. Umesh Chandra personally interviews the new recruits before they can join SIS al
T, If he does not approve of them. they will still continue 1o he an employee of 818, but they
can not work [or 18 in ITTK.

7.2 Training

Celected candidates must pay a sum ol approximately Rs. 14, 000 (amount varies over time and
because of the additional variable of a middle-man) for the purpose of their training in SIS, 8IS (as
told by the puards) uses this money 10 buy the new employees uniform, boots and satisfy their
overall training needs. We have no reason o doubt their words, except we believe this money has
another more subtle purpose. This money is like a guarantee 1o the SIS that these new employees
will join SIS and will not leave atleast till they get some return on their investment,

‘The recruits are sent to one of four training centers, Training has been deseribed akin o military
training with a strictly followed regimented schedule starting at 4 in the morning, with a sequence
ol physical drills. parades in uniform, work such as cleaning and maintenance. This is followed by
classes in the aflernoon. Classes are where the basies of the job are taught. Session include detailed
study of fire-fighting technigues. with information on kinds of fires and classes of extinguishers,
emergency lechniques and even a simulated firc where guards practice the techniques. Other points
covered include data entry into registers, how to hone senscs 1o pick up security threats. ete.
Evening times are generally {ree tor people to relax after a hectic day, and in recent years VCD
mavies are shown in the main hall.

There are tests, which involve drills {covered during training), which every candidate musl pass. if
someone fails them. then the instructors explain the drill again. No ane is given up on and asked to
leave. This is not just policy but their belief (which is based in reality) that almost anyone can do
this jub.

Almost all guards fell that the instruction was good and well organized. They appreciated that the
skills are highly relevant to their work and have even made a difference in real world ¢mergencies.
Cven the regimented and strictly disciplined drill schedule was praised. Some guards said that the
military training like atmosphere was inspiring. Others were more practical and said that it helped
lighten the guards and get them prepared for what lies in store. Al the same time most guards agree
that on job learning (experiential lcarning) adds more value in terms of aiding job performance.
Never the less, it scems that SIS manages to train these guards well for their futurc jobs.

Many guards also mentioned that they were lied to during their raining about their salaries (as a
puard). Although all the guards we spoke to did not make this comment, we have no reason
dishelieve those guards who did make such a remark. If these guards were licd to during their




training, it is not difficult to see why. The ohvious reason is to prevent them [rom leaving mid
training. Add to this the fact that many goards mentioned that close to 50% of the jawans under
training (in their bateh) fled within a month of training. after they discovered the hard realities (like
salary, nature of job ete.) of being a guard. Given this condition, it is very straightlorward o
understand why these jawans are lied to, about their salaries as a guard.

The training for a guard is for o variable period. We have met guards who have had three month
long training and those who have had a month long training. Senior guards and supervisors do not
claim to know the official reason for reducing training period but their educated guess is the
demand of guards, 11 is expected that there will be a ditference in the performance of guards who
are trained for different perieds of time. Although, we have no hard prool of it (in terms of
measurement of ditference in performance measures amongst guards from different training
backprounds), the senior guards agree with our conjecture. But they also mention thal we (rain
them {on job) so well, that within a month, everyone is upto speed.

W shall next relate how guards are trained on job. New guards are sent on duty with experienced
puards, o that they can observe and learn. New guards are sent to different posts cvery day in
order (o pet them acquainted with the area as well as start recognizing who is who (all of which in
the case ol HHTK is very eritical to job pertormance), This practice goes on for a month belore new
puards are asked to start solo. Then they are not sent to areas for their duty. Their performance is
strictly monitored over the next couple of months.

Guards also underso periodic training tor two days or so annuallv, This is to brush them up on
their (acqguired) skills, For instance, one guard mentioned that he had just artended some classes in
L-7 on traffic duty. Others talked aboutl martial arts camps.

When guards are promoted (o a supervisor, they must undergo supervisor training (a month long
exercise). Post training, they can be a supervisor in their job. The guard does not need to pay for
this traming (like he does for the “guard training’). The nature of this training is different from the
tramning of the guard. Here skills related to being a supervisor are taught. These skills involve
different ways to motivate guards o do their duty well, using the element of surprise to keep a
check on guards, keeping a mental distance from guards etc. The relevance of each of these skills
is visible in the Nature of the job of a supervisor.

7.3 Compensation Management

We shall cover these topics together as they are very closely linked in the system here.
SIS guards in IITK are paid about Rs. 2, 400 per month. The break up in salary is as follows:

» Basic: Rs. 323

Area Allowance: Rs. 1000 (this is for UP region)

Rest: Rz, B75

+»  Overtime: Rs 48 per every extra four hour shift a guard does.

» SIS puards are given extra allowances to add on to this salary. The allowances are given on
hasis of their skill level or qualification in certain areas which are relevant o a guards
perlormanee. The areas and amount of allowance given is mentioned below.

Height: For every centimeter above 170cms they are paid Rs 65 extra




o [ducation: Rs 85 for Inter pass. Rs 150 for B.A. Pass.
o  Tarate: Rs 100 [or having Karate skills,

e ‘These guards are also given certain incentives for performing well.
For catching a thiet they are piven a monctary reward. The magnitude of the reward is
dependent on the Uinit Commanders recommendation to the Head OfTice (trom where there
culuries come). This reward varies between Rs 100 and Rs 150

e Also. on an average lwo to three guards are recognized by the Unit Commander for
extraordinary discipline on their job. This 15 measured by them being on time, well dressed
and no complaints in the arca they were posted. These guards are given a monelary reward
on recommendation by the Unit Commander of upto Rs 100,

One obvious question is how these calaries are decided? These salarics are decided based on
market surveys [rom companics in similar business and based on Minimum Wages requirements
by the concerned state in which they operate. The Unit Commander assured us that they take of the
minimum wage criteria and ensore they always satisfy it

The Guards though not happy about their salaries are very happy that their salaries arc not upto the
diseretion of the supervisor. Also, unlike other SIS units here their salaries are paid on time (on the
10" ol every month, their salaries are given). Thewr salaries come directly from the Head Otfice,
The unit sends to the head office the information of the number of regular and overtime shifis done
by the guard and other attributes like chest. karate skills, thieves caught cte. which help the Head
Office compute the final salary. Then this salary gets updated in their banks accounts here in the
Stale Bank of India.

It is interesting to note that most guards do not even know the exact components of their salary.
Ihey know their own total salary though. We did not look into the existence of some kind of a
check in the system, which compares the actual number of shifis (regular and overtime) done by a
suard and the number reported by the unit.

As can be expected all guards are unhappy with their salarv, The situation is not nearly like every
corporalec manager wanting his salary to be more. Many of them feel a lot of anger about being lied
to in training about their salary (or by the middleman). Some [cel they are stuck as they have made
too much of an investment to give up now. Others have not thought it out and are living one day at
4 time. But many have thought more eritically too. A few guards had similar thoughs “[ could go
to Delhi and do a private job, the salary may be higher say even upto a thousand more than now,
But then T will have to spend so much for a quarter. for a gas and stove to cook and so much mure.
Plus there the work is so much that in the remaining time. having to cook would be more tiring and
further cut into any free time. 11T job is very hectic and hard too, but one dogsn’t have to WoTTy
about these things.

It is interesting to note that through overlime a guard can earn morc than a supervisor {one level
aver him in the SIS hierarchy). Through overtime, guards earn upto Rs 3200. As the scope of
overtime in a supervisor's job is very little and the transters are too many and too frequent, guards
do not want to become a supervisor. Thiy raises a very interesitg question, Does SIS deliberately
wder wmam their units expeciing their guards 10 do overtinie? We raise this gquestion, as maost
cuards we spoke seemed fo be doing overtime. And, quite frankly they seemed ta e happy doveg



overtime as this represented an opportunity lo earn extra money. SIS may deliberately be under
manning their units in order 1o save on expenses and also. Keep the smarels relatively happy (as
they would be earning more). We did not look into this area as we realized the existence of this
possibility guite late.

7.4 Performance Measurement and Management

As we have mentioned earlier (in section on What it means to bhe a Guard), perlormance
muasurement is quite tricky in the job of a guard. [t is very difficult to measure posilive or good
performances. ‘These will go unnoticed. Bad performances like sleeping on duty, complaints of
thievery in an area will be noticed and held against the concerned guard. We shall categorize what
SIS calls as bad and good performances and the punishments and rewards that are associated with

Clorered Performance

L

Diseipline- On time during Fall-Ins; Neatly dressed and clean shaven: Alert during job (as
noticed by supervisor); On noticing the slightest of discrepancy or threat, informs the control
room of it: ‘There are no complaints in the area that he operates for a sizeable period ol time:
On changing posts he is able to adapt quickly and shows the same levels of alertness. This wlls
the Supervisor and SIS that this guard s commutted to his duty and S$15. SIS rewards such
elforts in monetary terms. A sum of upto Rs. 100 is added to the guards’ salary on
recommendation by the Unit Commander. The Unit Commander informed us that on average
there are two-three guards every month who get this reward.

Catching a thief - On catching a thiel, a guard is given a monctary reward, A sum of Rs 100-
Rs 150 is added 1o his salary on recommendation by the Unit Commander. Also, he 15
acknowledged al the time of Fall-Ins in [ront of his peers. Also, the Dircetor rewards these
guards on Republic Day here in [IT Kanpur.

Alert on the job and generally working well — supervisors mention Lhal there are some people
who are alert whether they are checked upon or not. And a supervisor can have faith and spend
less time on these, and focus on the others, wha only perk up when the supervisor is close by.
Though this behaviour is judged more in intangible terms

Bad Performance

bed

Complaints of thievery in your area- The action taken against the guard depends on the number
of complaints, their nature and their frequency. If the complaints are less and not very serious
the respective guard is either talked to privately, scolded and/or kept agile using the Walkie-
Talkie. If things get serious, his post is changed and his performance in other posts strictly
monitored. He may be sent 1o a *had’ post. In the worsl-case scenario, he is taken oul of the 1T
Kanpur unit and transferred somewhere else but not fired. These cases are cxlremely rare,
almost hypothetical.

Caught sleepmg/sitting on dun- Again here the nature of mistake governs the punishment
given. IT the guard is caught sitting in a standing duty and it seems as il he would have just sat
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dewn to relax his legs. he will be politely asked by his supervisor to get up and keep maoving.
But, if for example the puard is sleeping on duty inside his room the supervisor will cut eight
hours worth of pay from his salary that month. Although this seems subjective, both the guards
and the supervisors seem to suggest that it is very simple lo figure out the seriousness and
nature of the crror.

Being late for Fall-ns - 1f it is the Dirst time such a thing is happening, he will be told politely
about this. But. if this is recurring incident and the delay is substantial, he will be publicly
seolded at the time of fall-in,

Ihigh Absenteeism- SIS has a simple policy of No Work, No Pay. For every leave a guard lakes
and for every shift he misses, he is not paid. Hence. high absentecism will hurt the final salary
of the vuard. Also, this will hold against him, when there is a chance for promolion or
recommendation of a reward.

Interactions  with the campus community. If the guard is impolite and a complain filed so

7.5 Working Conditions

Analysis of the working conditions for an SIS guard in T Kanpur

Buarracks provided by SIS - SIS provides these guards with barracks, where these guards stay.
These barracks are just about okay with average facilities, SIS bears the expenses incurred in
the barracks. ‘The barracks have a television set for the entertainment of these guards. Also,
there are volleyball courts outside the barracks, where many ol the puards regularly play, The
guards listen to radio, read, play volleyball but mostly relax in their spare time. The barracks
provide a good cnough arrangement without any responsibility or headache of maintaining
facilities like Water and Power supply, Rent cie, These become big heaches when one lives
independently,

Messing provided by 818 - The messing is provided by SIS here. Guards need to pay for this
messing. The messing charges come up to around Rs 500 per month. Although some guards
are unhappy with the quality of the food, most guards are thankful they don’t have to cook and
fend for themselves like in other SIS units and in other Security companies. As a result of this
the guard can focus on relaxing in his ofl time, rather than worry about buying vegetables or
cooking food cte. Thus. he will be able to do his job berter (as he will be well relaxed). Guards
are aware that they may leave this job und work in some private firm for a better salary (uplo
Rs. 1000 more), But they also know, that they will have to work long. non-fixcd hours and also
have to worry about their accommodation, rent, pewer supply, water supply, [ood ete. Hence,
mast guards say that they prefer to work here than earn the extra thousand bucks [or so much
extra work and tension.

Campus Culture- We have commented on this in the carlier section on What it is like to be a
guard. This is a strong part of the working condition here in 1T Kanpur.

Relationship with Supervisor, 2IC and Unit Commander- The relationship that the guards
share with their superiors is not very easy lo define. We have witnussed supervisors, crack



jokes with the gu
know that some supervisors stay n the barracks and they are

healthy balance between @ coach and the foreman [rom the Sanding Booth at Ford.

o

security (irms is not taken care of.

6. Many guards like the clean and reen environment of 1T, In fact, one did not take up the offer

(o become & supervisor, as he would then have to leave for a place ol more pollution.

All these lactors put topether help distinguish this anit of SIS from others, And, these factors

coupled with some other faclors make this job belter than jobs in other securily agencies also.
7.6 LR Planning

The deployment of puards ACTOSS units is something quite interesting, 1f a new unit is heing
siurted, the best and uxpcriunced puards will be sent there, to start it well and more importantly
muke a good fmpression on the customer. In the case of the LT unit, the aoud impression was
gsed as a means 10 gel inroads into the Kanpur market, and now SIS has many slations
deployed in the city. (onsequently, the pood guards are ¢hifted to the new units, and later on
the tatio ol fresh recruits at (he pre-existing unit ifcreases quite a bit.

As SIS services are expanding. the demand for guards is increasing. One way o rapidly
respund 1o this has been to cut down the training period. Most ol the old guards we met had
been trained for three months, Current reendits are only being trained for one menth. The old
guards are neutra! about this. They say that there is a noticeable difference i the discipline and
general manner of the one month trained people. byt the performance is nol that much under
par. ‘The senior guards (Supervisors and Unit Commander) say that On Job Training 15
sullicient to bring the (under) trained gyard upto par with the trained guards. AS maty aspects
and skills are job specific and can’t be taught in training. These are best taught and learnt on
job. Thus, the cenior members of SIS believe that S18's system of On job Training covers up
for many deficiencies which are there as a result of the shortened training program. Though the
JITK internal security liaison disagrees and says that the change in training has made an impact
on performance.

Supervisor promations also depend upon the general company dircction. Singe the number of
SUPErvISOTS 15 much lesser than the puards, they are in quite a bitol demand. Their postings are
much shorter than thal of a guard, and they can be sent at <hort notice Lo say a new unit being
set up. A promotion may be involved, for example in a small 10-20 guard unit. the supervisor
would also be in charge of the whaole unit. Al the original unit, the vacancy is often filled by
promoting one of the current guards 10 the position of supervisor

ards at Fall-In time and the guards retorting with their own banter. We also
closer to the guards than the other
supervisors (from the guards purspective). Also, the commander has told us ol times when
guards have come and talked abuut some problem (be it personal, work related or any other
thing) with him and asked him for help and/or advise. At the same time, we have heard of
SUPLIVISLTS cutting cight hours of duty worth salary for the smallest of mistakes, Supervisors
using fear as a driver 1@ mutivate the guards (at time of Fall-In, on duty etc.). In the case of the
retationship of a guard with a supervisor, from the guards perspective the supervisor strikes @

S1S guards are caovered for medical insurance. This is another thing, which, in many other

0w



Another aspect of planning is a supposed rule that says that guards will be rotared to other units
every two years. The reason is that a guard should have a minimal invalvement and interaction
with the local community. This is crucial for security, SIS believes (and to a large extent it is
common sense) that a large amount of time spent in one place can lead to a number of local
contacts and social tics. A security guard may abuse his powers as a resull of these social tics.
This will definitely reduce the quality of sceurity provided by the puard. This is not followed
strictly. We know this as we met many guards who have been in campus for more than three
years now. Even the Unit Commander said, that this is rule of thumb, which is not strictly
lollowed, There are many other parameters, which govern transfers. This though is used as a
way 1o get rid of an unwanted guard if the need arises

In recent years, 8IS has also begun hiring ex-army personnel to fill some of its senior positions,
lor example, the sccond in command of the 1T Kanpur unit is retired *Subedar’ from the
Indian Army,

The number of guards l » unit and other policies (such as standing duty) is decided along with
the customer.

7.7 Work as Identity

We have discussed in class how work is an integral part of a person’s identity, We were
curious about hew this aspect shows up in our subjeets ol study, The job is something, which is
quite tedious and repetitive. There are about a hundred guards each daing a faceless job,
protecling people they do not know, There is no real scope for any mental work, creativity or
mitiative. In such a situation is it possible that these puards identify themselves with their jobs.
We believe that there are some factors, which at least 1o some extent. address this need for
identity,

I. Through interactions with peers superiors and administration, and also at many fall-ins, the
naam and izzat (name and respect) of the SIS is repeatedly emphasized. Things like do
your duty well or people will point fingers at the SIS and hence at vou. We have also
noticed that this does spread out to the guards, as they do use this point at places. For
instance, they might mention that a particular measure was taken. as if it hadn’t, there
might have been sceurity consequences and then people SIS ke bare me kyva sochenge
(what would people speak abour SIS)". Guards speak with some pride about SIS and how it
is the best security agency in India. Perhaps it's a function of the above being repeatedly
imbibed, or other facts like that guards fecl SIS treats its guards much better than all other
agencies do. One guard did mention thoush that, “Of course. 11l think highly of SIS, after
all T owe my employment to it™. Though it may not he close (o the belonging Tacocea felt
towards Ford, some amount of it was noticed at points.

2. It was pointed out that across units. 11T is amongst the most favoured postings. [n addition
to the clean environment, a lot of puards attributed it to the facl that it feels good to interact
with such educated and ‘badha sochney waley thigh thinking)" prolessors and students at
T, They did speak about the feeling that there job has perhaps some more value as they
are some part of this setup of learning. We have noted that the guards value their



relationships with the students. for more than just a chance to gel hicycles, One guard did
mention that *hamare 1T ke students” n context of being able to spot them anywhere, even
‘n a crowd of students from other colleges. The way they relate to the campus community
and identify with it, shows a sense of belongingness to this place and this unit of 515,

3, Military culture- There is an embedded military like culture of discipling, chain of
command and other things such as unitorms, Lerms like “jawans’, ‘harracks” etc. being
used. Some of the guards like this as a major factor though most of the others also
appreciate that this brings up an environment in which it feels that each is part of some
operation, which makes sense. This culture is ureatly responsible for the element of respect

amongst guards towards the supervisors (seniors). DBecause, like in the ammy, in SIS, rank

makes one superior, not the salary.

7 & Some final thoughts on Maotivation

Ope technique used by SIS to molivate these guards is by lear, we have scen this above in the
deseription of whal poes on in a guards mind, Often supervisors will reprimand “performance 15
bad® in the all-ins, even when they do not actually feel so, just to keep the guards on their toes.

Even though their salary 15 s0 less. it is very interesting to scc that to some guards, the amount of
the reward they get on catching a thiel (performing well) 15 nof of utmost importance, instead the
fact that they are rewarded is. (ne guard recalled his happiest moment being when the Director
(Profl. Dhande) came 1o the SIS barracks and personally lauded them for their efforts in keeping
this institute a securc place. Recognition from seniors i.e. Supervisor, Second In-Command,
Commander, Capt. Umesh Chandra, Prof. Dhande etc. is of great importance o these puards and
highly appreciated. What i< interesting is that the photo of a guard with the thict is put up. For the
guard, this 1s recognition and he likes it quite a bit. The other perspective is that of the senior, lor
whom iU's equally imporiant as 4 notification for the other guards, and informing them about the
thief 50 that they can recognize him if he retums o campus,

Cjur first aims were 0 iy 10 understand what motivates the guard. This was a aood exercise in
appreciating the depth of what ‘majboori’ means. At times especially early on we may have try to
attribule to something more intrinsic especially in the cases of the control room puards who had =
lot of control on what they did, or to the commonly recurring theme of liking to interact with
[ Tians. Later on we realized that this a1l this is perhaps just @ minor hvpiene factor. or say 4 small
part of working conditions, The extent (o which the only factor of ‘mgihoari’ dommates makes all
others quite irrelevant. Hence we would also not like to force some of the theoretical frameworks
on this. and try to appreciate motivation more in terms of what really it means to wotk on a day o
dav basis.
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Epilogue

When asked of what hurts Mr. Yadav most, we find its not his supervisor punishing him or asking
him to do this inhuman job, but some third person commenting on how he his doing his job. ...

“Sahat yeh Kutie-Billt ki 10 nawkri hai, Koi sajjan aake bolega ki ‘vethan kutte bili ghum rafen
hain, tumhari nawkri khatre mein hai’ Kutta billi to charon oar ghumte hain. Arre kutte=hilli
bhagaane ka kaam thodi hai mera, Humara kaam hat aap logon &i suraksha karma; Humara
Security ka kaam hai. Koi feesra handa aake agar humare kaam ke hare mein suna jave to hahut
khalta hat”
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