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NATIONAL PRODUCTIVITY COUNCIL

The MNational Productivity Council is an autonomous organisation
registered as a Sociery, Representatives of Government, employers, workers
and various other interests participate in its working, Established in 1958, the
Council conducets its activities in collaboration with institutions and crganisations
interested in the Productivity drive. Local Productivity Councils have been and
are being established in industrial centres.

The purpose of NPC is to stimulate productivity consciousness in the
country and to provide services wich a view to maximising the utilisation of
available resources of men, machines, materials and power; to wage war
against waste; to help secure for the people of the country a better and higher
standard of living. To this end, NPC collects and disseminates infermation
about techniques and procedures of productivity. In collaborztion with Local
Productivity Councils and various institutions and organisatiens it organises
and conducts training programmes for various levels of management in the
subjects of productivity. It has also organised an Advisory Service for indus-
tries to facilicate the introduction of productivity techniques.

NPC publications include pamphlets, leaflets and Reports of Preductivity
Teams. NPC utilises audio-visual media of films, radio and exhibitions for pro-
pagating the concept and techniques of productivity. Through these media NPC
seeks to carry the message of productivity and to create the appropriate
climate for increasing national productivity. This Journal is an effort in the
same direcrion,

The Journal bears a nominal price of Rs 1.50 per issue and fs available
at all NPC offices. Annuaz! subscription {Rs 9.00 to be sent by cheque in favoyr
of National Productivity Council, New Delhi) is inclusive of postage !

Opinions expressed in signed articles are those of the authors and do
not necessarily reflect the views of NPC,

All material in the Journal may be freely qucted or reprinted, byt
acknowledgement js requested, together with a copy of the publication con-

taining the quotation or reprint.
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&t the (oot of the Bimalapan ranges
dielt Suka the learned Righi, and to
him came from far and wide manp geekers
after knotledge. ’

To him there tame, one dap, a thoughtful
man with a question in mind and he
asked of the Rishi, “Gf all things on this
earth what takes the longest to grot?”

Suka muged awbile then angmered:
“Confivence. Whatever (s tried and tegfed
in the ceucible of time and found to give
tomplete gatigfaction—only then does ron-
fivence come to be reposed in it! That is
the touchstone of its gurregs”
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Productivity and Progress go together

fo produce ...

wioest range of EXHAUST FANS

EVER MANUFACTURED IN INDIA

{INCLUDING ACID FUME PROOF & HIGH TEMPERATURE FANS)

DIRECTLY COUPLED
OR BELT DRIVEN

Large variety of application
in the field of Industrial ventilation

# Prompt deliveries

# Certain sizes available ex-stock

CALCUTTA ...
EXHAUST

(I:W CALCUTTA FAN WORKS PRIVATE LTD.

Manufacturers of Industrial & Domestic Fans.

CF/PA[3-61 19-B, CHOWRINGHEE ROAD, CALCUTTA-13. -



you have just opened

Jalted ar plain, cashewnuts need to be
sealed in a specially designed container
in an inert atmosphere. This way

they retair their freshness and flavour
for long periods. Thanks to the
container's protective qualities, India
has been able to export large quantities
of cashewnuts to distant lands and

to earn valuable foreign exchange.
The U.S.A. alone buys Rs L1 crores
warth every year, making the humble i)
cashewnut India's second largest

dollur earner.

In the courtry’s drive to expand the
expart of consumer goods, Metal Box,
leaders in the packaging field,

are playing an impartant role.
Already, over Rs 30 crores worth of
consumer goods —mostly perishables
— are finding their way abroad in
Metal Box containers. Scientifically
designed for protection and superbly
printed for sales appeal. Metal Box
containers are showing how correct
packaging helps to establish Indian
goods in foreign markets.

Meral Box are also taking a direct part
in the country's drive to earn foreign
exchange by rapidly expanding the
export of containers, closures,
hardware and publicity media.

M

METAL BOX

The Metal Box Company of India Ltd

Barlow House, S9C Chowringhee, Calcutta

factories and Sales Offices

Caleutta Bombay Madras Delhi Mangalore

T M6 39168
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Quer 1000 manufacturers in India are being
supplied by Metel Box with scientifically
designed containers and clasures that go to pack
over Rs 100 crores worth of consumer goods
every year.

Cest T

OPEN 1uP CANS lor processed truir, vegetables,
fish and dairy products

GENERAL LINE CONTAINERS for confectionery.
tea, biscuirs, baby foods, edible oils, paints,
insecticides, powders, etc.

COMPOSITE CONTAINERS of cardboard & metal
COLLAPSIBLE AND RIGID TUBES for toothpaste,
ointmenrts, adhesives and pills

CROWN CORKS for carbonated drinks

R. S. PILFER-PROOF AND QTHER

CLOSURES for boctled products

COMPONENTS for radio, automobile and
eiecrrical industries

PUBLICITY MATERIAL including advertising
wublets and calendars

PLASTIC PRODOUCTS including Diothici: bays, feil
laminate pockets and injection mouldings
HARDWARE including trays and table mats
MACHINERY Can Closing and Reforming and
Bottle Sealing Equipment



CHILDREN!

HAVE YOU
ENTERED THE
MURPHY CONTEST?"
“PAINT THE PORTRAIT
_ OF THE QUEEN”

4 B1G PRIZES
~ rrom murphy

Prize for children below 6 yrs, | Prize for children between 10-12 yrs.

Murphy Radio model No. 504 | Murphy Radio model No. 752

Prize for children between 7-9 yrs. | Prize for children between 13-15 yrs.

Murphy Radio model No. 298 | Murphy Radio model No. 322

Get an entry form from your nearest Murphy dealer.

You too may win a prize.
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A SOUND means...

for increased productivity

It is an accepted fact that productivity increases
with the increase in amenities given to industrial workers
both inside the works and outside.

Music in your workers’ canteen—provided by

means of a National-Ekco Radio will give your workers
added relaxation during their lunch and recess
hours...get them into the mood for greater effort. ..
and directly contribute to higher productivity.

Ask your nearest National- Ekco Radio Dealer
for a free demonstration.

THE NATIONAL-EKCO RADIO & ENGINEERING CO., LTD.
Ewart House, Bruce Street, Bombay |

Works: Shri Shakti Mills Compound, Mahalaxmi, Bombay 11

IWT-NE. 1495




Over the last

42 years we have o
»

o
A 55-ton capacity Open Wagon BOX Type fitted
with Roller Bearings and Automatic Couplers

designed, manu-

factured and

supplied over
50,000 units of
rolling stock—
and 42 different
kinds of them—
for the Indian
Railways and
Industries,

. contributing
to the prosperity

and the securit —
Y A 66 ft. long Hot Coke Wagon for Steel Plants

80 ton gross
61 ft. long Bogie Well Wagon -Type ‘BWL-
capacity 50 tons v

of the country.

THE INDIAN
STANDARD WAGON CO. LTD.

THE SYMBOL OF RELIABILITY

DESIGNERS
AND BUILDERS Managing Agents :
OF MARTIN BURN LTD.

MARTIN BURN HOUSE
12 MISSION ROW, CALCUTTA I

BRANCHES:
BOMBAY KANPUR

ALL TYPES OF

ROLLING STOCK
NEW DELHI

HEWE -8




Control of fire and
the use of wheel

gave us the automobile

TODAY, TVS, with its
several units, meets the
increasing demands of the
automotive industry in ail
its aspects in South India.

\@

T. V. SUNDRAM IYENGCAR & SONS
PRIVATE LIMITED. Madurai
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Have you ever been in a taxi when it has been held by a rai ed bridge
or 2 traffic jam ? Tt is pretty uncomfortable to watch the meter run up
your fare while you are getting no place. )

.-Suppose, by some stretch of the imagination, you had a meter on
vour desk that added up your pay every hour. Wouldn’t this make you
extremely conscious of exzetly how much work you accomplished between
each click of the meter to a successively higher figure ? It would prob-
ably also make you uncomfortable to see and hear that meter if, through
1o conscious fault of your own, you were continually delayed or prevented
frem accomplishing a productive hour’s ‘work...Although we do not recom-
mend that managers instal any such devices at their desks, they can get
real benefit from developing and using their own “mental’’ time meters. ..
Look at it this way. As a manager, you are a seller, and your company
Is the buyer. Your commodity for sale is productive time—not total time.
It is not the hours you put that count, it is what you put into the hours.



The Secret of Productivity

. .-

DURING the last 12 years since Independence, the makers of policy in this eountry
have been in sincere search of that x factor that could dynamise the Indian economy. *

The prime ministor’s speech (printed on p. 219 of this Journal) inaugurating the Top
Industrial Leaders’ Conference held in New Delhi in December 1960, showed his acute
appreciation of the critical factor or factors whose solution could unleash forces leading
to a massive increase in industrial productivity. That the prime minister should have
emphasised general education and speecialised training as a powerful solution of the
-soeial and economic problems facing the country is significant. In a simple, modest
way NPC has been making its contribution to specialised training.

" The problem really is how to unleash dynamic forces to which the prime minister
has referred. This probably involves a reorientation of attitudes of which a classic
ingtance may be cited from the life and career of Henry Ford,” quoted in an article on
Business and Productivity, printed clsewhere in this Journal. The author has probed
into the secrets of productivity as evidenced in the life and career of that most success.
ful pioneer of modern business: Henry Ford. The record cited in the article is worth
repeating.

STEVENSON : Now?, T will ask you again, do you still think that those profits were awful pro-
Fitg '’ ) ;

FORD : "“Well, I guess, I do, yes.”

STEVENSOXN : ;_‘Anc?l‘ for that reason you were not satisfied to continue making such awful pro-
itg I’ '

" FORD: “Wedon't seem to bo able to keep the profits down.”

STEVENSBON : 'Are you br)'}ing to keep them down ? What is the Ford Motor Company organised
) for except profits, will you tell me, Mr Ford 1

FORD : ‘‘Organised to do as much good as we can, everywhere, for averybody concerned.
To do as mch as possible for evervbody concorned. To make money and use it,
give cmployment and send ont the car whore people can use it.  And incidentally

to make money.”
NTHV ENSOX + UInecidentally make money 1
- FORD: “Yex, sir.”
STEVENSON : “But your controlling featura is to employ a great army of men at high Wag[rg,: te

reduce the selling price of vour car, so that a lot of people can buy it at n cheap
price and give evervbody a car that wants one.”

f‘ORD i "M you give all that, the monay willfallinto your hands. You ean’t ger out of it.”

_ Henry Ford was a powerful and successful businessman. He contributed massive-
ly to increase in employment, wages and the aveilability of cheap transport for the
mass of the people and incidentally made money. This is the secret of productivity that
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Indian indusiry has to learn.t But this philosophy must go alongside the ohservance
of a code of discipline and a code of officiency to which Sri Gulzarilal Nanda refers
in another article printed in this Journal. A distinguished labour leader Sri Khandu-
bhai Desai has shown (in an article printed on page 230} how practical Gandhiji’s
philosophy has been in the sphere of industrial relations at Ahmedabad. Gandhiji's
philosophy of industry is that it is a sort of trusteeship for the nation, labour and
management being co-trustees for the community as a whole. Acting in this spirit,
the major industrial city of Ahmedabad has had no industrial conflict for nearly 40
vears and Sti Khandubhai Desai claims that the textile workers of Ahmedabad enjoy
the highest real wage in the industry as a whole due to labour having followed the
industrial philosophy of Mahatma Gandhi. Sri Khandubhai has cited other case studies
of his own, where this philosophy has worked and yielded reaults. Mahatma Gandhi’s
intervention in the industrial field has been referred to by Mr RL Mitchell in another
realistic article which emphasises the need of making preparations for training of pro-
fessional managers from within Tndian industry. This is a continuation of a valuahle
contribution Mr Mitchell made to this Journal in his article on A Tale of Two Facto-
ries (printed in volume 2. number 1) in which he emphasised the crucial role of the
foreman in Indian industry.

This brings us to a somewhat technical level and in this direction we would like
to refer the readers to the point of view of the production engineer (page 240
of this issue) with regard to the Fundamentals of Productivity. The author speaks
from intimate experience of Central Railway Workshops. The theory of work study,
work measurement and their application on ground level have been dealt with in a man-
ner as to he of practical use to the people managing workshops in India,

Tt we are really to incresse productivity, we must inerease our technical knowledge.
For that purpose NPC provides a technical enquiry service, a number of valuable
reports having been received in this connection from the Technical Cooperation Mission
of the USA, They are freely available to zll industriesat a very nominal price eovering
the cost of reproduction. The type of material available has been printed along with
necessary details towards the end of this J ournal. This is & continuation of the series
printed in volume 1 number 5. The reports give intimate detaila of technical devices
and eadgets and are fully docnmented.

Above all. the best seeret of produetivity is efficient management. Managerial
tatent does not come from above; it has to be developed. In this connection, we wonld
like to draw attention to an article (on page 2562) by a man of eonsiderable managerial
experience. Mr Turner. The thesis presented by the author on ‘Developing Tomorrow’s
Monagers’ has a somowhat unusual depth and signdficance, particulary in regard to
making both private and public organisations more productive than they are.

Fer the best advice. however, we have to go back to what the prime minister hax
anid on page 222. ““Wo, of eourse. need training for good efficient business and industrial
wenagement but what is more important is to keep a track of the changing world.
Tt requires a a vigilant mind and understanding... to keep pace with developments
and to make the utmost profit out of them... In so far o India is concerned it requires
a great deal of diseipline in our thinking and action: above all cooperation in allmattera™



Productivity and the Future of India

JAWAHARLAL NEHURU

i

So far as the guestion of mereasing productivity 1s concerned. then
can be no two opiniens. T have no direct expericnce of the technigues ol
productivity but in a non-technical yet significanl sense. all of us an
concerned about productivity: its basic principles, the basic objectives
of the productivity movement auad the broad lines of approach. It is with
the latter that I am particularly concernced,

T is not only necessary to know what

one is aiming at, at the moment. but
also wheat the future target is, net only
the immediate future but the rather dis-
tant future, 10 or 15 vears, may be cven
20 vears hence. There is, of course, no
means by which we can get a rigid blue-
print for the future; and we should not
attempt this impossible task because of
the tremendous pace of technological
change and the new kinds of powers that
are constantly coming into gencral use.
The whele of the industrial revolution
depended on new tvpes of power com-
ing into playv: steam or electricity; and
new technigues developed round the
new hasis of power. In the post-war
period the development of new sources
of power and the techniques associated
with them have begun to change at a
pace that compels looking ahead. Hence
to remain too much attached in a static
way to present conditions can well make
us lose ground. while we trv to {it in the
world of todav. The most productive
social approach therefore is to bhe pic-
pared for the changes of which the signs
are apparent.

* Resume of lthe Prime Minisler’s inaugural
speech at the NPC—ILO Industriat Leaders
Confercence. December 1960

It is most important to have an
cpen. flexible and vigilant mind with
regard to what is happening in ihe
domain of science and technology, which
affects not only productive processes and
technigues but also life in general, A re-
orientation, therefore, of general educa-
tion is called for. It is, of course, neces-

sary to have special schools {or indus-
trial management and the like. They

are very necessary. no doubt, but if the
ceuntry has got to become really indus-
irialised. the entire population has to be
accordingly educated. Countries which
started earlv in the race of industrialisa-
tion immediately felt the need of gene-
ral primary education which has been
progressively raised to higher standavds.
In the history of industrial progress,
Japan's case is probably the most signifi-
cant. When in the last century Japan
decided to go in for industrialisation,
thev had a regular plan and one of the
carliest things they decided upcen was
vuniversal primary education.

We in India must also have a broad
base from which to draw peopie into the
whaele gamut of industrial processes.
Industrialisation is not a question mere-
iv of puiting up a single faclery or a
single industry, however big it might he
Industrialisation is really a massive
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social process: a big reservoir out of
which people of various talents and
aptitudes come up. Universal edueation
therefore is the base for a productive
economy. It is of course necessary to
educate the top people but that is not
enough.

Education again is the biggest single
factor in bringing about that change nf
mind which we require for an industrial
revolution. The basic problem in India
still is, how to introduce a different out-
look in this vast population. I am think-
ing at the moment, as I often do, more
of the rural masses than of city folks be-
cause the laiter undergo changes some-
what more rapidly than our peasantry.
It is this enormous mass of rural people,
who constitute the most material factor
in productivity, for they pull down or
push up developments in the country.
The greatest social revolution that we
have to bring about is a change in their
static, traditional, conventional outlook.
Of course, changes are coming to villages
but we have to make a deliberate
attempt at introduecing modern techni-
ques in rural areas, and what is more
important, modern methods of thinking.

It is necessary to emphasise in this
connection that modern methods of
thinking do not inevitably flow from the
application of modern techniques. It is
often the case that persons who have
made good in building up a plant or a
factory, are yet wrapped up in a way
of thinking which has no relation to the
modern world. This is the cause of in-
dustrial conflict: the application of
modern techniques by medieval minds.
This is alse the reason why I lay so much
stress on widespread education.

There is another aspect of education
which T would like to emphasise: spe-
cialised training, At present only those
who can afford it, get it. On the other
hand, the vast mass of people have
hardly any access to specialised training.
This is a tragedy because the vast mass

PRODUCTIVITY AND THE FUTURE OF INDIA

of people in India have a fairly high
inzellectual standard, quite high enough,
1 think, to compare almost with any
country, provided thev get a chance. It
is a verv important matter to give a
chance to these people to go in for fur-
ther training. We should have a sort of
rule by which bright students automati-
cally get a chance for higher studies at
the expense of the State. Almost any
armount spent in giving bright bovs and
girls a chance to get higher training is
socially worthwhile. 1t is of the highest
public importance to open out these
reservoirs of energy that now lie dor-
mant in the nation. Whatever indus-
trialists are doing in their limited
spheres is no doubt good and helpful but
the basic thing always is for a nation
to unleash forces which may have heen
tled up or suppressed by political or
economic conditions and by various
other factors. It is this unleaghing, this
opening out of forces. that give life to
the countrv and that dyvnamic urge to
go ahead. All the cleverness at the fop—
which is of course good and welcome—
will not take us far. unless we unleash
these forces. On the other hand there
are the forces of technology, atomic
power, cosmic rays and what not. It is
essential that we put these to productive,
peaceful uses for the common man but
the basic thing is to build and raise the
quality of the people.

This is our basic objective. All other
objectives are subsidiary: even the
objective of productivity, but it is

nevertheless most important for the
nation. How do we achieve it? The
whole nation will not make the neces-
sary massive effort for productiviry only
to make some individuals richer. Of
course, individuals need incentives but
individual incentives are not sufficient
for national effort. FHence we have had
to look at the productivity movement
from the point of view of the people
as a whole. The objective is national
prosperity and the people as a whole
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reaching higher standards of living. In
a democratic political structure, one has
inevitably to aim at widespread benefits
accruing to the whole community. Fur-
ther it is essential to make it the objec-
tive of voliev that the people actually
realise that either thev are getting or
will certainlv get the benefits of what-
ever efforts they make ir the direction
of higher productivity. They will not
make the necessaru effort if they feel
that their labour is being used too much
for private advantage.

Further, in the application of produc-
tivity technigues. we must know that
there is an essential difference as bet-
ween an underdeveloped country like
India and highlv developed countries
like the USA, the UK, Germanyv and
Russia. Many things of course are com-
mon but in the steps we have to take, to
make the economy more productive, the
approach will necessarily be different.
There is a tendency among us to copy
what is being done in the USA or other
countries which have accomplished in-
dustrial development. To some extent
we have fo copy and to learn from
abroad but unless we take into con-
sideration the different conditions that
obtain in this country, we shall no{ make
rapid progress. Till about 10 years ago
our university text hooks on economics
dealt with the economics of the western
world, because the people who wrote
them lived there; and they dealt with
their own economic problems in the con-
text of their own conditions. The same
economics were taught {o our students
and an attempt was made to applv them
here. It is onlv in the last 10 years or
so that it has gradually come to be
understood that the economics of the
country are not sonmething in the air hut
they develop out of the contexrt of peo-
ple’s lives, their problems ete. America
has a Affluent Society. We are indus-
trially, technologically, financially back-
ward. These are therefore two sepa-
rate cases.

29
-

Again, In our case, there is a very
large and growing population. Every
problem has therefore to be viewed from
the point of view of employment and
getting something out of the vast mass
of people, some prodiuctive effort, even
though it be little. We are now 430
million, If on an average, every person
increases his contribution to the national
income bv one anna a dayv, it will mean
an annual addition of Rs 9810 million to
the national income; if you make it two
or three annas a day. it will mean so
much more.

Hence the importance of cottage in-
dustries in India. I am guite convinced
that the people of India cannot advance
by primitive methods of producing
goods; yet the so-called primitive
methods can make an enormous differ-
ence when a large section of the popula-
tion is not using any method at all, or
more primitive methods. We have
therefore to evolve in this country a
halanced systern of economics. There
must be a background of the scientific
and technological mind but we must not
logse sight of actual conditions and the
valid approaches necessary to make the
whole community advance along a wide
front.

We have io realise that from many
points of view we are rather backward
even in the world of capitalism. We are
backward, as I have said wvreviously,
because our thinking is conditioned by
conventional ideas, customs etc which
come in the way of a scientific approach.
We live partly in touch with modern
technological growth and partly, com-
pletelv away from it. It may be a broad
generalisation but it is nevertheless irue
that we cannot live either individually
or nationally if we are torn between
traditional and the latest advances in
science and art.

Further it is worth repetition that in

this democratic age, we cannot do any-
thing really big without the complete
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cooperation of the larger community of
the common people. It mav be possible
ty succeed ina very fine wav over limit-
od fialds. hut the whole community can-
not move without ils goodwill and active
cocperation. In industry, as organised
todav. theve iz a conflict between sn-call-
ed capital nnd so-called labour, a pudl in
different divections, which is very iltogi-
cal nnd vnrreasonable. It clearly indi-
cates that there is something wrong in
the orvganisation of society which per-

Of course,
thers moy he occasional pulle, this way
ar thet wayv, but there must be wavs of
nof allewing those different pulls te do
he Siote or to the commumity
rdietion.

Salg

- to
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In industrial production, one of the
maisr essentials. apart from modemn
techpigues. is a background of goodwill
and cooperation. Without it, the best of
technigues mav fail er mav not produce
We must therefore think
huilding up this background of goodwill
and cconeration. A goed laheur oificer
who goos round and pats the workers
on the beek and tries to be generalls
friendly with then is. of course. cood
and essential but this background of
gondvwill and cooperation is something
decper than a good labour officer, It is
suinething which appeals to the mass of
woerkers: a system that does not irritate

rosilis of
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them constantly. If labour has a feeling
of not having a fair share. there will be
trauble. Tt mav often be that techni-
cally compeatent Jabour is bossed over by
technically incompetent persons who get
tlhe monev. Surelv. there cannot he
much love lost hetween the two. People
who make much profits are not neces-
savilv men of inteliectual eminence or
other great gualities. Hence confliets
and frustrations arise. We have there-
fore 1o think in some creative wayv of
werdinsting national work in the indus-
trigl domain. We have to  consider
workers’ participation in industry. I
have no doubt that it 1s inevitable and
that if will give rooad results all round
pecnuse labour participation in industrv
s based on sound psyehology and is
nractical.

We of course need training for good,
efficient business or industrial manage-
ment but what is more important is to
keep o track of the changing world. It
is no Ionger a static world. It requires a
vigilant mind and an understanding of
those raptdly choanging circumstances in
the world, to keep pace with develop-
ments and tn make the utmost profit out
of them in the national interest. In so
far as India is eoncerned. it requires a
arcat deal of diseipline in our thinking
and action: asbhove all cooperation in all
matters.

Charles Schwab, one of the few men ever to be paid a
million dollars a year in salary, said that his most precious
personal asset was his capacity to arouse enthusiasm among his
i He added : ' .... take away my plants, take away my
inventory, but leave me these men, and 1 will build another

steel empire,”



Productivity Movement and
the Nation

GULZARILAL NANDA™

The Productivity Movement in India must izke into ennsideration
the national ideals enshrined in the cunstitution and the baste economic
needs of the nation. It would be good for us io recall the Directive
Principles of State Policy embedied in the Constitution:

“  The State shall strive to promote the welfare of the people by
securing and protecting as effectively as it may a social ordey in which
justice. soctal, economic and political shall inform atl the institutions
of the national life ... The State shalll in particular. direct its policy
{owards securing (@) that the oitizens men and woir.en cqually, have the
right to an adeguate meant of livelihcod: (b) that the ownership ancl
contro! of the matoerial resources of the communify are so distributed
as best to subserve the common good: (¢} that the operation of the
cconomic system does not result in the concentration of wealth and
means of preduction to the common detriment ... The State shall
within the limits of its economic capacity and development, make effect-
ive provision for securing the right to work. to education and to publiv
assistance in cases of uncmplovment, old age. sickness and disablement,
and in other cases of undeserved want... The Stale shall make provision
for securing just and humane conditions of work... The State shall
endeavour to secure. by suitable legizlation or economic nrganisation
or in any other way, to all wolrkers. agricultural. industrial ov atherwise.
work. a living wage. conditions of work ensuring a decent standard of
life. . .and social and cultural opportunities .., .”

The political ideals enshrined in the Constitution and the conditinns
which prevailed in the country at the time of independence. set for the
people of India the nature and size of the tasks. which iav before them
in the vears ahead. The Constitution also postulates the plavy of the
largest freedom in every spherc on the basis of democratic instituiions
in a highly developed form. The Productivity Movement s to shanc
itself accordingly.

* Minister of Labour. Emplovment and Planning. Government of India.

223



204

WHEN independence came, the country

betraved in economic terms all the
svmptoms of under-development., We
have moved forward in manyv directions
since then. bu* in many respects the eco-
nomic picture is still much the same. We
have a large population multiplving at
an increasing rate. the bulk of it depend-
ing on agricultural pursuits. Per capita
income is exceedingly low and the dis-
parities in the distribution of income are
very wide. Techniques and equipment
as well as a proportien of our {ood re-
quirements have to he imported from
outside. There is slow growth of capital
formation. The human resources of the
country remain unemploved or under-
emploved. on a considerable scale. The
outlook of those in administration. in-
dustry and bkusiness, of the working
class and the people generallv. is still
in the process of being attuned to the
demands of the new svstem and a new
way of life which has to emerge.

It did not take us long to recognize
that in the absence of a planned ap-
proach to the development and utiliza-
tion of the lim:ted resources available in
the country, no substantial degree of
progress could bhe achieved. The Five
Year Plans of India have attempted to
iranslate into specific aims and concrete
targets, the needs of the people and the
possibilities of development.

The course which lav before us was
guite clear from the start. After un-
doing the damage which war and parti-
tion had done. a massive programme of
industrialization has to be undertaken
as the principal means of diversification
of the economy. creating adequate em-
ployment appartunities and lifting the
vast masses of the country above the
poverty line. Programmes of agricul-
tural development and the promotion of
general and technical education and
various health schemes constitute the
essential base for creating the new in-
dustrial structure. After an initial
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period of assistance of g large magnitude
from outside sources, the economy of
the country has to grow on its own
rescurces and strength,

It was realized that progress of this
character and at this rate, consistently
with the up-keep of democratic institu-
tiens, is not possible without a similar
drive tuwards equalitv of oppertunity
and a progressive reduetion in the exist-
ing disparities. The struggle for free-
dom had created strong urges for econo-
mic and social equality which are now
clamouring for expression. The politi-
cal, economic and social fabric which
can be an answer to this manifold chal-
lenge is the socialist pattern which we
are seeking to create with the help of the
five vears plans. Into this picture. labour
as well as management and industrial
enterprises in India, whether in the pub-
lic or the vrivate sector, are being called
upon to fit themselves.

The essence of this approach lies in
the assumption that industrial relations
are not the exclusive concern of the
worker and the management. The com-
munity is deeply interested and involv-
ed in what happens in this field and on
its behalf the State must adequately
discharge its inherent responsibility.
On this basis we can think of a few
essential constituents of anyv poliev for
labour. in the circumstances of this
country. It is obvious that industrial
conflicts whether in the form of strikes,
lock-cuts or as latent unrest leading to
continuous friction and tension are ex-
ceedingly wasteful and a serious drag
on progress. No sustained or rezl in-
crease In productivity is conceivable
unless a degree of harmony obtains in
the relations of management and labour.
To keep up even a modest rate of growth
in the economy and to ensure for the
workers some steady progress fowards
a living wage, higher levels of produc-
tivity must be attained. Such a rise in
productivity has necessarily to be based

b ]
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on technological improvement, but there
is much still to be achieved in our coun-
try through a more effective use of the
existing resources, especially its man-
power. This can come about only if
there is a climate of discipline and good-
will in the work place.

Of equal importance is the develop-
ment of managerial skills and the avail-
ability of an efficient labour force. They
have to be created and trained. The re-
guirements of health and personal effi-
ciency of the worker should be a mat-
ter of no less concern to the manage-
ment than the kind and quality of equip-
ment and material. The attitudes of the
workers and the tone of their minds and
their level of enlightenment have a
much larger bearing on their work and
output than is generally realized. Satis-
faction of the material needs of the
workers should be ensured to the utmost
extent possible. Qur capacity to stimu-
late activity by matertal rewards is,
however, limited in this country, in the
present conditions. Any scheme for
raising national productivity through
non-material incentives has therefore
an important role. There is a range of
things which will appeal to the minds
of the workers and create psychologi-
cal satisfaction. It is here also that the
consideration of a social order based on
justice and equality, because of its
powerful appeal becomes a relevant
factor. The leadership of the workers
and their trade unions have to be enlist-
ed as active participants in all these
endeavours.

The principles which govern the regu-
lation of industrial relations in this
country and the machinery which has
been developed for the purpose, have
given rise to several questions and call
for a certain amount of clarification.
The field which is subject to the pro-
cesses of adjudication comes under legal
sanctions.

parties is barred. The law arms the

In this, direct action by the
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Government with power to refer to
adjudication, disputes between employ-
ers and workers, and employees may
reasonably expect the State to move its
machinery for the settlement of any
genuine dispute, at their instance, when
an occasion arises. This position has
now been accepted by the Government
as a result of tripartite deliberations.
There ig this consideration also that the
uninhibited access to outside agencies
for the settlement of disputes acts as a
disincentive to spontaneous voluntary
arrangements and internal settlements.
Certain consequences flow from this fact
which have a bearing on the efficient
conduct of indusiries and exercise a
deep influence on the character of the
labour movement. A legalistic turn of
mind develops and the matters in the
dispute are taken from one tribunal or-
court to another. Even the Supreme
Court is burdened with references, all
of which are not necessarily of any great
consequence really. The struggle is thus
transferred to another arena, the spirit
of conflict being still at work. Delays
occur which generate bitterness and
frustration and vitiate the atmosphere
of employer-employee relations and this
might be no less inimical to good work-
ing and good production than strikes
and lockouts.

There is another flaw that is prone to
develop in a system which provides for
the judicial determination of every dis-
pute. These facilities while conferring
a sense of security on the workers, and
giving them protection against arbitrary
demands may militate against the re-
guirements of efficiency and discipline
to such an extent as to thwart the efforts
to raise productivity. Remedy hag
therefore to be sought for these and
other undesirable features which have
been disfiguring industrial relations in
the country.

A careful review of the situation and
a thorough discussion of the problems in
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tripartite meetings, while leading to «
reaffirmation of the existing policy. have
alsu brought ebout a strong consensus ol
opinion in favour of its reorientation. A
specific approach of iwhich the most
conspicuous symbol is the Code of Dis-
cipline, has thus taken shape. There
is general agreement in the country that
the absence of State regulation in the
field of industrial velations would be
fraught with grave risks and likelv to
produce such great harm that the faulis
and deficiencies associated with the pre-
sent system must be dealt with in other
ways. If the presenl avenues of settle-
ment were not available, unrest would
grow. Manifesiations of violence in in-
dustry which even now occur at times
are likely to assume much larger pro-
portions if there is no sure means of
securing justice and if a trial of strength
and staving power alore govern the put-
come of disputes. Such a conlest is, in
any case. not a more civilised way of
arranging matters than decisions which
are based on the impartial judgment of
an independent judicial person. Answer
to some of these problems is being fur-
nished in the Code of Discipline which
has been set out in termis of clear-cut
obligations of the vmplovers and em-
ployees. The [ulfilment of these obli-
gations would become a powerful factor
in creating harmonious relations, avoid-
ing interruptions of work and paving the
way for more efficient operation of in-
dustry.

The stress now is an prevention of the
growth of unrest by timely action at
the appropriate stages and giving ade-
guate attention to root causes. The ex-
cesses and complications arising out of
trade unien rivalries are to an extent
checked by the Code of Conduect which
governs the mutual relations of the
different sections of the labour move-
ment.  Adjudication has to be progres-
sively replaced by arhitration whenever
negotiations, conciliation and mediation
fail to bring about an amicable settle-
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ment. The Government of India has
accepted the principle of compulsory
arbtration in Its dealings with its own
ernplovecs.  Both arbitration and ad-
iudication will be facilitated by the
availability of norms and standards with
the help of which differences could be
settled more easily and promptly. They
have to be arrived at mostly by agree-
ment among top representatives of the
workers and the employers. The most
contentious problem of rationalization
in industry has been settled on these
iines. There is an understanding that
appeals to higher courts and tribunals
should be discouraged. To give arhi-
tration a better chance of success, the
approach of the parties should be posi-
dve and constructive, and extravagant
and unrecasonable c¢laims should be
altogether eschewed. The Code pro-
vides that a regular grievance procedure
be laid down in all undertakings and
coraplaints should receive prompt atten-
tion,  The legal means of redress and
the channels open under the Code of
Dizeipline should be fully availed of and
there should be no direct, arbitrary or
unilateral action on either side. Under
the Code. workers and management
have agreed to avoid litigation. sit-down
and stav-in-strikes and lockouts. There
will be no recourse to coercion. intimi-
dation, victimization or go-slow, The
Unicons agree not to engage in any orm
of physical duress and to discourage un-
fair practices such as negligence of duty,
careless operation. damage to property,
interference with or disturbance to nor-
mal work and insubordination. The
err.plovers have to abide by the criteria
adopted for determining which union has
a better claim to recognition and a union
guilty of & breach of the Code of Dis-
cipiine loses its right to such recogni-
tion. Both sides are pledged to the scru-
pulous and prompt implementation of
awards, agreements, settlements and
decisions. Organizations of employers
as well as workers have bound them-
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selves to express disapproval and take
appropriate action against officers, office
bearers and workers who violate the
letter or spirit of the Code.

I am convinced that if full use is made
of the new possibilities that are being
created for bringing about a radical
change for the better in the labour situa-
tior, management will have placed
under its feet solid ground for achiev-
ing its assigned tasks with confidence.
The foundations will have been laid for
the succeszful pursuit of varied pro-
grammes for raising the levels of pro-
dietivity in our industry.

There are two primary conditions of
success.  There should be a whole-
hearted and unreserved acceptance of
the principles embadied in the Code and
the prescribed obligations. The spirit of
constructive cooperation should prevail
in all the mutual dealings between the
workers and thic management. Second-
lv, each side must ensure that violations
cn the part of the members are dis-
couraged and sanctions are applied by
their organisations so that the tradition
cf loyal vbservance of the Code grows
up rapidly. We have been contemplat-
ing the introduction of a Codc of Effici-
ency and Welfare on the same lines. It
was felt that we should consolidate the
ground with regard to the Code of Dis-
cipline somewhat before taking the next
step.’

Two programmes of basic importance
have been initiated by Governmen::
Workers’ Education and Workers’ Parti-
cipation in Management. These are two
pillars without which the edifice of good
industrial relations must remain incom-
plete. The formative influences which
are being released through our pro-

A good beginning in this direction was
made at the Seminar organised by the
NPC in October 1960, where basic princi-
ples bearing on this ohjective were adapted,
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gramme of workers’ education can
become -a powerful ally of a positive
policy for building up industrial peace
and efficiency. Workers' association
with management cf industry is a cardi-
nal tenet of my economic faith. I am
well aware of the fact that in certain
advanced industrial countries, the work-
ers’ concern is only in obtaining an
annual rise in the wage scale and the em-
ployers stand firm on the prerogative of
the management to manage. 1 envisage
even for these countries, the inevitabi-
lity of a trend growing in the direction
of increasing association of workers with
management in course of time. In the
conditions of India this is an imperative
necessity for the sake of economic pro-
gress as well as the realisation of our
social ideals. The full fruition of demo-
cracy in this country pre-supposes an
extensicn of this principle to industry
and involves workers’ co-ownership, co-
partnership, or co-trusteeship in indus-
trial undertakings. Insofar as the
management is concerned, the new con-
cept will have to he recognised that the
function of the management is to be
exercised not on behalf of the share-
holders or owners of capital only but
also on behalf of the workers whose
contribution is of even more vital im-
portance. A number of units in which
the scheme of workers’ participation—
of a very elementary character—has
been initiated. have so far on the whole
recorded encouraging results.

A few observations may be made here
about the question of wages. The waze
structure in the country is a product of
judicial decisions for the most part. The
method of settlement of wage scales by
wage beards—an extension of the princi-
nles of voluntary settlement. eallective
bargaining and mediation—is a healthy
and hopeful develepment which vepre-
sents now the most advanced stage in
the evolution of the machinery for wage
determination. A wage board is com-
posed of employers, workers, indepen-
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dent persons and an impartial chair-
man. The frame of reference for the
Boards which now takes up whole in-
dustries as units, at the national level,
has been provided by the unanimous re-
commendations of the Report of the Fair
Wages Committee which had among ils
members representatives of emplovers
and workers at the highest level. The
unanimous recommendations of Wage
Boards must be treated as completely
binding on all the units in an industry:
emplovers as well as the workers, There
has heen a degree of remissness in the
implementation of the recomrmendatio =
of some of these Boards, In the inter-
ests of orderly development of economic
life, the unanimous recommendations of
Wage Boards should be carried out
promptly and faithfully, however oner-
ous they may appear to be in relation
to individual cases.

Necdless apprehension and some mis-
understanding have arisen in connection
with the recommendations of the 15th
Session of the Indian Labour Conference
on the subject of what is being dascrib-
ed as the need-based minimum wage.
In a country where the wage scales are
laid down by PFoards and Tribunals,
norms have to be evelved to furnish
guidance for decisions hased on object-
ive considerations. An  appraisal in
physical and financial terms of the mini-
mum requirements of a working class
family for the maintenance of health
and efficiency at the most elementary
standards, was a responsibility of the
Indian Lahour Conference which could
not be evaded. The basis adopted by the
Conference, by common consent, cannot
be regarded as unreasonable and ade-
guate safeguards have been previded
against any possible harmful results
from its application. in the present
circumstances.

An advance to this position is in .

view the most essential constituent of
a socialist pattern for India. Tt is essen-
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tial also for any country, socialist or
otherwise, which cares for the dignity
and worth of the human being in society.
It should not be inferred from what I
have said that the need-based minimum
should be for all or none. It has to begin
somewhere, This should be the first
change on the proceeds of industry
evervwhere while meeting other reason-
able oblisations at the minimum level.
The whole social svstem will have, how-
ever, to be re-ordered to make the
widest application of this prineciple
possible.

After providing the flour of economic
security steps must be taken to tap o the
tullest extent the energy, intelligence
and capacity of every worker. Various
incentive schemes have been devised.
It is not pussible for me here to eveluate
their comparative merits or usefulness.
[ have myv own belief that while the
material interest of the worker should
be enlisted in the cause of productivity,
it is possible to carry these monetary
incentives too far for the good of anv-
eme. The moral qualities of a human
being. the inborn urge to express him-
scll and excel in work, pride in perform-
ance and the sense of social responsi-
bility provide an ample reserve for heing
drawn upon to improve the quality and
size of the output. I am inclined to the
view that. for several purposes. it will
help us more to take the working group
as a unit of activitv rather than the indi-
vidual worker and the scheme of incen-
tives should be aimed at the group no
less than at the individual. One thing,
however, has become cobvious that for
most workers in organised industry anv
prospect of a substantial improvement
in their earnings depends on our capa-
¢ity to raise the level of productivity.

Another aspect of the wage guestion
may be examined here. Even where a
igher scale of wages is feasible other-
wise. it is being sought to be denied tco
the worker on the ground that the in-
creased  purchasing power in their
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hands would aggravate inflationary
pressures and the more the workers con-
sume, the less would be the savings
available for investment. This is a
sound line of argument but it misses the
fact that it is possible to give a fair
deal to the workers without having to
face these unpleasant consequences if
the additicnal wages or bonuses beyond
a certain level are invested on behalf of
the workers in the shares of the com-
pany in which the workers are employ-
ed or of a holding company or go into
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the normal channels of national sav-
ings. It has all the time to be recognised
that the wage level has to keep in view
not only those who are in employment
now, but the much larger number for
whom employment has to be provided
through an enlarged velume of invest-
ment. At the same time, the cost struc-
ture of industry has also to be determin-
ed in relation to the needs and interests
of the consumers in the country and the
pressing obligation to sell our goods in
foreign markets on a competitive basis,

Let us pull together



Industrial Relations & Productivity

Kuaxnuenal Dgsar

The distinguished author of this aricle. who is now a veteran labour
leader, had the rare good fortunce of working under Mahatma Ganlhi
I: may be considered as an act of fate that Gandhiji began his career at

Ahmedabad and was naturally inve
that great city had by then emeracd

of textile production.

lved in its industrial problems, as
as ar.o0g 1he most imporiant centres
Sri Gulzarilal Nanda® (at present Minister of

Labowr in the Governinent of Indiay and ibe author were, in this con-

text, called upon to work under Ganchiji,

Sri Nancda and the author

had learnt their leszans from the text-books of the western labour move-
ment and were thercfore naturally predisposed to accrpt the text-book

theorics.

the least, to the community.

Gandhiji, however. told themn
industry belongs 1o the workers as rmuch az to the mango

(tha: was 40 vears ago) that
ment, but nos

The ¢mployers must therefore ereate the

psvchalogy of being co-workers with cven the marginal man cmpleved in

the industry. As far as the worker was concerned. we must develon in

him the psychology of vo-ownership. Both management and labour must
B L=P ¥

work as co-trustecs of the nation

28 a4 whole

Further—an? this is the

ost important part of Gandhiii's prilosopy -Zthat everyvoody enzased
i production (or in any giher activityy must himsclf act correctly with-
oul thinking what the others do or du not. It is of course a hard job ta
work out Gandhiji's rhilosopby in the nrescn: vorflicting irdustrial svs-

ter. The following acoount of indust

riai relaiiens, as they bave develap-

ed durin- the last 40 years as a result of the author's consistent follow-up

of Gandihiji's philosonhy, mav

4pptar semewkat romantic ut it is g

recorded fact that Ahmredabad of all the world's industsial cities has the
unigue privilege aof having bad no industrial disturbance during the last

38 vears!

“fI—IEN Gandhiji  started his great

experiment in industrial relations
in Ahmedabad 40 vears ago. hased on
his theory of industry as a national trust,
and management and labour zxs co-work-
ers and co-trustecs, there were of course
a few enlightened employers in Ahmeda-
bad who appreciated this philosophy and

“Textile Labour Association, Ahmedahant,
- His article on Productivity and The Nation
appears on page 223,
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desired to practise it. But the broaden-
ing of this base and the outstanding
stecess that this programme of ndus-
“vlal relations has achieved are in a very
lsrge measure due (o the wisdom, ihe
farsightedness and ahove all the scund
zocial philusophy of Mahatma Gancihi.
It is to his eredit that 1he fruits of indus-
trial peace are beiny enjoved bv everv-
budy i this great indistrial (‘ft}‘. Re-
scarch and economie statistics have
establisthed the fact that the textile in-
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dustry in Ahmedabad has the highest
wages alongside high profits and these
are supported by the highest efficiency
in the textile industry in India. All
this has been achieved without violence.
without the usual struggles that are a
common part ot industrial life. The pro-
ductivity of this industrial society there-
{ore is worth studying.

I shall 1ryv to summarise the basic
philogaphy of this great experiment.
The basic truth underlving this experi-
ment in industrial relations is that noth-
ine is mere harmful to industry than a
purely negative attitude to the demands
of workers. whether those demands
relate to personal affairs, wages, bonus
or conditions of work. In this connec-
tien 1 would like to place on record a
fow case studies with which T have been
asenciated in recent times,

An indastrial eomeern, whose name I
mav not mention. never made any pro-
4tz A Lad workman finds fault with his
tools: so the management thought that
there was something wrong with the
warkers. which accounted for the losses.
On the other hand the workers held the
management responsible for the state of
affairs in which the factory found itself.
After a decade or so of losses, the
management had to take a decision re-
parding the closure of the mill which
emploved ss manv as 3000 workers or
therealout. At that critical point. it
somehow dawned on the owners that
there was something reallv wrong with
the management; and that an enlighter-
ed management in the unit as a whole
and on the shop floor. could set standards
of efficiency which might alter the state
of affairs to the advantage of all con-
cerned. This was done, and the whole
factory atmosphere underwent a change.
Methods of appoiniing supervisors and
technicians were rationalised;, and a
goed management began to operate the
mill. Losses gave place to profits; out-
put went up; quality improved; and
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naturally, wages also went up. A stage
was reached when the workers them-
selves came forward and asked for
rationalisation.

The whole truth is that a factory can
only be efficiently operated. if manage-
ment and labour work it in a family
spirit. The owners must consider the
workers as members of their own family.
Cf course. there would be conflicts, but
thev need not overwhelm the organisa-
tion. Thev could be overcome in the
family spirit. Gandhiji attached con-
siderable importance to settling dispuies
acruss the table, and at the limit, through
voluntary arbitration. I am not an
antagonist of compulsory adjudication.
But it is a common sense proposition
that the best industrial relations arise as
a result of free collective bargaining,
and failing that. resort to voluntary
arbitration. I am of the cpinion that
class-conflict and class-war are not in
accordance with the hasic philosophy of
the Indian people; and an atmosphere of
class-conflict can onlv lead to mutual
frustration. We requirc a change in
approach; and the successful Ahmeda-
had experiment shows that it is now and
here. possible.

Much controversy has been going on
regarding the public and private sectors,
particularly in respect of the character
of management. In myv opinion there is
not much difference between the two
sectors, as far as treatment of workers is
concerned. In labour relations, both
the sectors are chips of the same block,
with this difference that management
of public sector business is impersonal,
at least in theory; in practice, most
managing directors even in the public
sector consider it their own private busi-
ness. Reallv. managements both in the
private and public sectors have much to
learn.

Let us now try to see what happens in
case of industrial disputes. In the first
instance, management gives a nice talk
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to the workers, who mav re satisfiad
with what thev are teold. When the
workers find out that the management
has no intention of carrving ont what
thev were told. there i< naturally frus-
tration with compound interest. This
psycholovicallv leads 1o lower warker
productivitv, hecause workers’ minds
are not in the work. This {2 not actually
(o slow (to which T am stronglv onpos-
ed) but it is anlv a psveholovical re-
action to  dissatisfaction with the
maragement. Tt is suicidal to sabntage
machinery. but machinery does oo
wrona when the workers are dissatisfied,
That havrens with all classes of people
in all walks of life. nat onlv industrial
workers. 8o the problem can onlv be
solved if management hocomes nsvehn-
logicallv esponsive to what is happen-
ing in the mill.

Thesa davs. we have personnel mana-
gers who are supnosed to he independent
of management, hut in actual practice it
is not so The labar officer or +the
Inbour welfars nffiesr hag hernme o syh-
ordinate third rlass tanl in the hands of
manatement MManacsementg sre now-n-
davs ornnintine Iawvvers as Iihonr wols
fare officers. to he ¢n the Ionk ant for
nblacing lahour an the wrong side of 1he
law: wheveas the trie function of a
Iabhour officer is tn tackle human relation
on the basis of a sound sncinl pavehnlooy,

In the search for the causes of low
productivitv in Indien industries. we
must also analvse it from the noint of
view of managcment. Half the valuable
time of management in Tndia iz rpent sn
bickerings and diseates: hew muek
more could we get hyv wav af fdustrisg
output frore the emnlovment of the
game resaurces. if the brainsg nf manaeoe-
ment were tno be devated to daine a bt
ter job of production than an the end-
less and fruitless attempt to solve Ppro-
blems in a manner that thev can never
be snlved; {for the problems have reallys
created themselves through the persis-

tent apnlicatien of an unsound social
philosophy,

Aunother illustration which comes to
mv mind is nf 2 mine in Bihar. This
was sometime in 1953, The old manave-
mient was dealing with the workers as
had bovs whose everv demand must be
turned down. T submitted mv diasnosis
tn the prenvietar of the mine and tried
tao argnie with him that {f the agtzblicshed
anproach were chansed, thinge micht
work in a different wav, He would not
agree. Forlunatelv. a more discerning
top executive came intn tha picture, He
saw throvegh things and accented the
onlv  workable  solition. Within  six
months, output rose from 3 ‘o 18 thou-
sand tons.

Another ease studv that mav he ecited
15 that of a good factory in the Puniab.
encaged inoa rew Vne of production.
AManagement was sick of the disputes
that had gonre ~n for three lonz vears.
The whole of its time was snent. day in
end dox out. in anriine out dificulties
that arcse almost costinuousiv, The
result. of course was low output hut
nevertheless the mill was making profits
sid workers wanted s share, to
which the management did not agree.
At that point T had a chance 1o step in.
Targued with the manarement that sinee
thev were making profite. it anpeared
legitimato to share a part of profits with
the workers through a viee of wages: |
named the amount. The management
adreed: what hanpered mav appear re-
markable hut {5 reallv natural: sutput.
guality and profits went un. Sharing
ol nrofits 1ed 1o an increase of nrofits’

the

the problem in a human
and common sense manner: if an indus-
trial concern provides air-conditioned
arenmmodation for its top exeeutives,
aives them hich salaries. hut refuses o
pay a living wage to ite workers, how
can it expect to have high productivity?

Lot ug ook o
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The art of business management essen-
tially consists in the effective harnessing
of the energies of the working class. Of
late, particularly since the second world
war, the volunme of literature on business
managenient has increased considerably.
Large numbers 6f oul young men—some
old men also—have gone to foreign
countries to learn the art of human rela-
tions in the context of industrial organi-
sation. [n spite of this acquisition of
foreign knowledge, it is appuvent that
old habits still persist: the old habit of
imposing western standards without tak-
ing into consideration the particular
circumstances of our couniry. Foreign
trained business managers have tried to
impose standard efficiency, workleads,
rationalisation. autemation and the like
without taking into adequate considera-
tion the climate and the environment
that obtain in this country. Because
these voung men have been abroad and
have seen things tor themselves, they
think that the mass of workers have also
come up te their level and hegin to act
accordingly. This creates resistance and
conflict in industry.

How can the problem ol industrial
relations be solved? In the first instance,
the solution very obviously depends
upon a very real desire among the major
participants in industry, to solve it.
Secondly, there must be the realisation
of the stakes involved: if we do not
satisfactorily solve this rather complex
problem of industrial relations, our tar-
gets will remain unrealised, creating
frustration. apart from the non-realisa-
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tion of the national imperatives of
development and security.

Thirdlv. it must be realised that there
is no at once method of resolving a
major social problem. It can only be
solved gradually; but it is necessary to
be on the right path, and for that, a
realistic analvsis of the positiun as it
ohlains must he attempted. Manage-
ment in India is a three-tier structure:
the financial top executive, the adminis-
trative and technical executive and the
middle executive consisting of the
supervisory staff. Then, last bui not the
least. there ore the inass of workers.
The problem before us is how to bring
about unison between these four factors,

The author cannot claim to be a great
thenretician but the teaching of Gandhiji
and persistence in that philosephy for 40
long vears have convinced him that if we
begin at some point we shall achieve the
end. It will not come in a day. It has
necessarily to be a gradual prucess but
the decision 1o go that way has to be
iaken here and now.

A society, if it has to operate har-
monicusly and productively. must have
a moral code, Government cannet afford
to maxe a promise and then to break it,
nor can private enterprise. An organi-
sation, whether it be in the private sec-
tor or in the public sector, which ope-
rates this tvpe of meral code, is bound
 be in a state of low productivity, A
sound moral code is the clue to optimum
productivity.

~

P

i

A palm tree can’t be grown in the Aretic, and an employee
can’t develop to his fullest capacity unless the work situation
is one that will stimulate growth,



Management and the Worker

Navar H Tarta

The relationship between {he management and the worker has been
the subject-mattier of many discourses. discussions and debates. Volumi-
nous lterature has been dedicated to this fascinating., vetl frustrating
topir.  Strangely cneough, the solution of this problem is as clusive as
the marvital relations between hushand and wife. on which subjecet many
brave thinkers have propounded theories without much practical success,
In both cascs. the relationship is essentially one hetween human beings,
where loyalty and mutual respect @re vital ingrediemts. The analogy.
however, is by no means complete and far-reaching. Unlike husbands
and wives, between whom communication and contact arc essentially
direct, in the modern industrial set-up. intermediaries both on the side

of the employer and the worker. are inevitable and unavoidable.

RIOR to the Industrial Revolution.
the worker was practically the
owner. The position has since changed
considerably. The problem of industrial
relations cmerges the moment he ceases
to be the owner and becomes a wage-
earner. At this verv point. the basic
conflict of interest, whether the employ-
er is buying cheaplyv the efferts which
the worker is trying to sell dearly, is
generated.  Until such conflict is either
resolved or averted through a spirit of
partnership. the problem remains a live
one, in which the worker. the manage-
ment and the Government have a vital
stake.

The stendard of human or industrial
relations normally reflects the stage of
development a country has achieved.
Exploitation of labour was a common
phenomencn in the earlier stages of in-
dustrial revolution, although it does not
necessarily follow that the most indus-
trially advanced countries have the
hest forms of human or industrial

relations. This apparent paradox is
due to the extent of State regulations
to prevent the exploitation of the work-
er where his capacily 1o bargain is defi-
nitely weaker than that of the employer.

In the ultimate analvsis. however.
sound and lesting industrial relations
can nerer be legisitied: hence, the un-
avoidable need for an evolutivnary pro-
cess of building up healthv trade union
organisations. enjoyving full freedom of
association. What remains to complete
the picture is a healthy process of col-
fective bargaining between genuine,
responsible and truly representative em-
plovers’ and emplovees’ organisations.
Unfortunately. one of the prerequisites
of such an evoluticn is the suffering the
worker must go through, in order to
establish his right to function through a
representative trade-union. These birth-
pangs are often suppressed by a well-
meaning and solicitous Government
through misplaced kindness towards the
worker. It often results in an abortive
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attempt to promote by means of legis-
lation, a trade-union movement, which
cannot survive the test of time. If, in
some 0f the industrially backward coun-
tries, the trade-union movement has not
heen firmly rooted in the soil, it is be-
cause of the imposition of a rigid svs-
tem ol compulsory adjudication which
has intercepted the healthy process of
collective bargaining. Such collective
bargaining has been the basic feature of
the natural growth of trade unionism in
the progressive countries ol the world.

It is not fair for an emplover to sug-
gest that the working class must suffer
the normal birth-pangs in order to bring
forth a trade union which can fruly re-
present as their bargaining agent. If 1
am stressing this peint even to the ex-
tent of embarrassing my position, it is
because T firmly believe that an employ-
er can hardly hope to establish a healthy
and happy state of industrial relations,
either at the national or unit level
unless there is a strong and healthv
trade-union movement in the country,
with its counterpart at the unit level
In fact, it is such a basic prerequisite for
maintaining good labour-management
relations that, no matter how cordial the
individual relationship may be between
the top-management and the worker,
there is bound to he disruption and
deterioration in such relationship col-
lectively, in the absence of a strong and
responsible trade union which can act as
a bargaining agent on their behalf.

In view of the crucial rele which in-
termediaries play in the relationship
between the management and the work-
ers, the attitude and behaviour of the
top management are not the final deter-
minants in gauging the industrial rela-
tions of & unit. Broadly speaking, there
are three categories of intermediaries
who play an important part in the chain
of communication between the manage-
ment and the worker: 1. managers and
supervisors, paid by and acting for the

emplover 2. trade union representatives,
acting as hargaining agents on behalf of
the workers 3. government representa-
tives acting as conciliators on behalf of
the workers or the management.

The intermediaries in the employ of
the management normally reflect the
attitude and sentiments of the top man-
agement, except in cases where they un-
consciously or deliberately misinterpret
their cmplovers. Very little attention
was paid in the past to the training of
this category of interniediaries to pre-
pare them for the delicate task of handl-
ing the workers. So long as they were
{echnically competent to deal with the
affairs of the industry. they were con-
sidered useful to the organisation. no
matter how poor thevy were in matters
relating to human relations with the
worker. In the last few years. there has
heen a noticeable change in the attitude
of the management who, from the ex-
perience of industrially advanced coun-
tries. have learnt to lock upon manage-
ment training as an essential pre-requi-
site for continuanee and promotion in
service. In this training. the subject of
human relations in industry has assum-
ed growing importance. Progressive
firms in India have now made it a prac-
tice of making their supervisory and
managerial staff undergo regular courses
of training to prepare them for their role
as intermediaries in the chain of com-
munication. Inthe long run. this chang-
ed attitude on the part of emplovers will
go a great wayv in minimising the strong
prejudice created over a period of years,
through tactless handling of this delicate
problem by the representatives of
management who acted on their own or
echoed the sentiments of reacticnary
employers, Regardless of any scientific
training imparted to these intermedia-
ries, so long as theyv act as the mouth-
piece of the management, a lot will de-
pend upen the basic philoscphy and atti-
tude adopted by management in estab-
lishing good relations with workers.
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This attitude of mind will vary from
unit to unit, depending upon the indivi-
dual mental makeup of top manage-
ment. However, in the broadest possi-
ble analysis. it could be classified inte
two varieties: a negative, unilateral
punitive approach, with dismissal, lines
and sanctions as deterrents: or a posi-
tive benevolent approsch reflecting the
good character and philosophy of the
head of the enterprise.

There arc ardent advocates of hoth
schools of thought, Both wax eloguent
over the success thev have been able 1o
achieve, by either being tough with the
worker or hy adopting a liberal and con-
ciliatory attitude. The nearest analogy
is to the differing approaches of a strict
and disciplined father, as against a kind.
indulgent and patient father. in bringing
up the child. They both claim magic re-
sults, and we know very well how both
types, under peculiar onvirenments.
have produced juvenile delinquents.
Similarly. in handling industrial rela-
tions, both the approaches have their
merits and demerits, depending Very
largely upon the environment or climate
under which either method is tried out.
I know of cases where an enlightrened
and benevolent attitude has been imis-
interpreted as a sign oi weakness and
has created an unending crop of indus-
trial strife at the hands of an irresponsi-
ble union. A famous Indian trade union
leader once admonished me that the
theory of sparing the rod and spoiling
the child holds good in the industrial
field, as well as in the class room. He
told me that misplaced kindness on the
part of the management and laxity of
discipline tend to speil the mentality of
cven a good worker. On the other hand,
instances of unimaginative and harsh
approach by management abound in the
industrial life of India. and have often
provokad good workers to adopt an irri-
tatingly destructive attitude through
frustration.  Whatever may be the
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merits or demerits of either approach,
it would ke sheer folly on the part of an
empioyer to launch out into a negative
vunitive policy, without having given a
fair trial te a positive, enlightened and
benevolent  approach, Multiplicity  of
unions and inter-union rivalry some-
times make a mockery of such rational
approach, because some of the irade
union leaders attach higher prierity {o
the claims of union ascendancy than to
the ultimate interests of the worker.

I am happy to refer to a recent trend
in labour-management relations in our
country. We are. in a limited way. Lry-
ing to introduce a scheme of Participa-
tien ol Labour in Management. This
is an cxperiment which should be tried
out sincerely by both parties. The basic
idea behind the move is to make the
workers fee! that they belong to the

Organisation and are part of i, We
have not reached a stage in which

management and trade unlons are ready
to support the move wholeheartedlv. It
Is understandable that there ave legiti-
mate mental reservations en hoth sides.
All l can say, at the moment, is that any
progress that we may be able 1o achieve
in this direction will go a long way to-
wards strengthening the means of com-
munication and bring about improved
relationship between the emplover and
the employed.

What does Management expect from
Lakour? Let wus enumerate hrieflv;
(i a fair day’s work for an agreed
wage (i) performance of the assighed
work in an efficient and faithful manner.
If & worker is represented by a union,
then that unicn should promote and
encourage such efficiency (iii) loyalty to
the enterprise, its uwners and manage-
ment (iv) a genuine interest in the pros-
perity and growth of the enterprise, so
as to be assured of continuity of employ-
ment und better rewards with increas-
ing prosperity (v) an obligation to hon-
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our anv code of conduct or discipline
which roverns his contract of service.

What does Lahour expect from the
AManagement— (i) a fair wage in rela-
tion te the prevailing standard of wages
(i) a remuneration which should not
¢nly ensure his survival. but should be
able to provide him with amenities of
life. consistent with the national stand-
ard of living (iii} security of employ-
ment and immunity from arbitrary dis-
missal ¢iv} a {air and just treatment
during 1he contract of service (v) work-
ing conditions as prescribed under the
Factorv Act for his health, well-being
and salet (vi) recognition of his merit
in the form of reward and promaotion
(vii) tengible appreciation on the part
of the emplover, his managers and
supervisors of the geod work done by
workers  (viii) issue of instructiors,
orders. warnings in a manner which will
not conflict with the worker's self-
respect.

What does Lovalty to the Enterprise
and its Management mean? In trying to
define the workers’ loyalty to the enter-
prise. one finds that the area and scope
widens #5 we probe into this subject.
It could. however, be enumerated briefly
as follows: (i) general acceptance of the
objective and poliey of the enterprise
in-sc-far as it has been comumunicated to
him through various channels of com-
munication between thc management
and the workers: (ii) acceptance of the
procedure. regulations and rules govern-
ing behaviour as indicated in the stand-
ing orders and in various codes of con-
duct and discinline in vogue in indus-
trv: (i) aceeptance  of  production
methods. technigues and standards of
guality control ete; (iv) respect for the
sanctity of agreements arrived at bet-
ween the management and recognised
unions representing the majority or a
lzrge section of workers; (v) acceptance
of the right and responsibility of
management to conduet an enterprise

and recognition of the supervisory and
managerial staff as members of manage-
ment: (vi) care and consideration for
stares, equipment and machinery and
niher assets of the enterprise.

In considering the question of loyalty
of 1the worker to the management. one
cannot ionore the tactor of dual lovalty
of worker who happens to be a member
of trade union: lovaity to his union and
levalty to the emplover. Under the
labour regulations in India. it is open to
a worksr to ioin or not ta join a union,
We ourgelves do not believe in closed
shops. The worker can join a union of
his choice. This is a healthv feature of
out trade union movement, as it provides
immunity {rom union tvrarny, both to
yhe worker and the emplover in the mat-
ter of the choiee of uninn, and thus, their
diceretion remains free and unfettered.

So long as unions are of a responsible
variety, it is our experience that the
wirkers' lovalty to the union is a very
healthv feature and needs to be en-
couraged. In so far as we are wedded
to the principle of eollective bargaining,
every effort shevld be made by the em-
plaver to ensure that the worket’s allegi-
ance to some union is enccuraged and
maointained, which would ultimately
pave the wav to its recognition. as a har-
gaining agent. by an industrvy or an
cainhlishment, It is indeed a pitv that,
verv often, emplovers find themselves in
a difficult position where, owing to
plurality of unions or for want of a suffi-
cientls representative union. recogni-
tion becomes a difficult process. Enlight-
ornerd emwlovers, who bhelieve in colleo-
tive hargainirg, hove alwavs supportied
nttempts by the State to encourage re-
comnitien of uniens. even with a bare
winimum of 1570 membership, as laid
down in the Code of Discipline. It is
through such process alone that one can
hope for the establishment of a healthy
trade union movement in the cauntry.
it would absolutely be wrong to say,
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that. in all cases. the workers’ lovalty to
the union is in ennfliet with his levalty
to his emplover. Both are engaged in a
cornmon task to their mutual advant-
age. It mav even Dbe said that the
union is interested in high pro-
fits. because it would cnsure higher re-
muneration and stabilit of employment.
Schiect to capacity. the emplover too
would be glad to pav higher wages, be-
cause he cin secure an cfficient and con-
tented labour force. The conflict, it any,
emerges only when an illegal lock-nut or
strike {ollowed by violence or intimida-
ticn takes place. Thus. it can happen
onlv as a result of violation of the basic
principles of industrial relations, either
bv a worker or by an emplover which
would create an impression of conflict of
interests. In the larger interests of his
unit. an emplover would be better off
v dealing with a strong representative
union capable of delivering the goods.
rather than by dealing with a multitude
of workers belonging either to no union
or geveral rival unioms.

It i< a well known fact that some of
the difficulties experienced by under-
developed countries in the matter of
maintaining good industrial relations
are due 10 workers' ignorance of trade
union practices. It is a matter of grati-
fication that the Government of India.
in conperation with the Ford Founda-
tionn. have evolved a scheme of Work-
ers’ Fducation which has been put into
effect during the last 3 vears. The
ohiect of the scheme is to make workers
trade unien conscious. and to educate
ther in the principles and technigues of
trade union organisation, This is a hiove
in the right direction and deserves the
whole-hearted croperution of the trade
vnion leaders in the ¢o untry, Tam crmfi-
dent that. with such cfforts. our work-
ers will, over a period of vears, he able
to find a iarger number of leaders from
within their own ranks.

One foature which sometimes ereates

scrious difficulty to an employver in the
matter of dealing with the unions is the
legal status accorded 1o an industrywise
urion which enjovs a blanket cover over
the entive body of workers in that in-

dustre, regardless  of  representation
of that union in several individual
units.  Here. the emplovers’ posi-

tizn beeomes extremelv difficult. be-
cause he mav have to negotiate and
come to terms with a union to which his
workers are not affiliated, because of
the statutory recognition given to that
union ris-g-rie that particular industry.
Under such civeumstances. there is a
likelihood of an emplovm‘ omiing into
contlict with the union. despite the fact
thal he mayv have wvery cordinl and
Lappy velations with his own workers.
A situation of this tvpe has often retard-
ed the cfforts made by the State and
emplovers to encourage participation of
abour in management and introduction
of woell-intentioned schemes of raticnal-
ization which, in nermal circumstances.
can be easilv pul through. if only the in-
dustrywise recognised union had a hold
on i substantial number of workers in
all units of the industrv. Whilst in the
context of State regulations. this situa-
ticn has to be tolerated. z time must
come when the recognition of an indus-
frvwise union must be subiect 1o a cer-
lein minimum representation at each
unit level. if the philosophy of collective
bargaining and happy industrial rela-
tions Is to be implemented to the fullest
extent.

I1 a highly competitive era of rapid-
I~ advancing technigues. no nation with
an eve on export can survive except
through maximum of production at =
minirLum cost. resorting to intensive use
of machinery and achieving higher pro-
ductivity of labeur and managerial effi-
ciency. In such a scheme of things. the
worker has an important role to play
along with the mdnag_,erm] stafl in pre-
serving the existence of the unit in
which he is emploved. He can make his
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vital contribution threugh increased
productivity, Heis in control of his own
destiny, having an opportunity to earn
more throtugh better workload and high-
er preductivity. So long as such in-
erease in productivity does not result in
retrenchinent. the union cannot and
should not eppaze schemes of rationali-
sation oi production. The Indian em-
plover is committed toe rationalisation
of labour without tears. and to that ex-
tent there is no danger 1o the cmploy-
ment potential. Ilere is an excellent
cpportunity for the worker lo share the
gains of higher productivity, at the same
time to serve national interest in mak-
ing Indian industry hold its own on the
international market.

Indin has indeed a very good record
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of dealing with industrial labour pro-
blems bearing in mind the very short
period of her industrial progress. This
happy position has been rendered possi-
ble due mainly 1o three factors: con-
sciousness on the part of (overnment to
protect the worker from exploitation
through various legislative measures;
enlightened leadership  noticeable
amongst a growing munber of employ-
ers in the country whn believe in sound
and  progressive industrial relations;
growth of a healthy nationsl influence
in the trade union moverment under the
auidance and  direction of Mahatma
Gandhi. who instilled and irculcated his
hasic principle of solving all differences
through  peacelul  and  non-violent
means.

TRUE UPTO A POINT

Nothing is all biack or all white.

No human being is all bad or all good;

no work group is completely efficient or completely inefficient; no method is

the one “best’” way or the one “worst” way.
have a dangerous tendency toward either-or thinking.

Yet, in spita of this, most people
They say to themselves:

this group of men is either efficient or inefficient; | am either a success or a
failure; a man is either a sound thinker (that is, he agrees with ma about every-
thing) or he is not. 1n other words, most people fail to think in terms of

degrees.. ..

A similar pitfall is all-or-none thinking:

One either agrees with

everything the president says and does, or one is hot a loyal party member; ail
government agencies are full of incompetent, wasteful bureaucrats; or all

government agencies are models of perfection.. .
ally to remind ourselves that few, if any, values

all-or-none thinking is continu

The cure for either-or and

in this world are absolute; they are a matter of degree. With practice, one can
acquire the habit of thinking “such and such is true upto a point.”
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carv, mirodices more set-ups ono -
chines. complicates production comired
and therchy increases working exnenses,
Dezizn: must tule o reesun standanrd
coetions and slandord meterials aad
wlire nosemblies @ re concerned, stand-
ard components () Tncorrect gl
wranddode. causay  nnneressyry
Some tines wotivont adegaate consn
fion, he desinn o oindicates o hivh
degree of finish on components, which
cithert pne boes of propertios oy usell-
culd de owith oa <lighaly lessoer
Csaving considerably on

Che cost G manutaciure and repair, (V)

Leeifcient  methods of muennfactires
pepairss In alimost overy workshop rel

tivelv inefficient methods of manola
ture account {or u substanial toss ol

citort and manpower.  An analvsis of
{he mreth ds of nanufacture can be
made under the tellewing heads —(a)
Wrong methods due to lack of procesy
plevning: Very often, machining opera-
tions do not take inte aceount the opti-
mum capacity of the machine or the ex-
tent of its suitability Lo a certain type
of work., Fven a very rough check of
the suitabilitv of the machies for the
work done on them on any day would
be revealing. In the [irst instance,
machmes should ke rated snd clearly
specified for each cperation. Studsy of
muchines should alse include the desien
¢f eguipment in so far as it results in
increasing maveients, Proper position-
ing of centrels. for example. may save
a Iot of to end fro movement af the
operator. (b) ncorrect Operations:
WMethods of wors used arve generally
those which have been handcd over
from one workinan to ancther. repre-
centing a habit rather than a scientific
approach. Thus inefficient methods
continue 1o be emploved till the work-
man on account of his own ability im-
proves the raethod or the smart supei-
visor finds that he can improve the out-
turn by a change in the metheds. Ope-
rations must be studied and laid down
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in o process shoet In o manntr vhich
cantot be mizunderstood,
Skartenmings of Management: While
aefeotive desiens and :pocifeations oy
inefliviant mcthods of tianiuae Uve can
he Groadiy termed as shortcomings of
manoeeniond m the sense of fanhy divee-
1ion. thero are cecia fzctors
afieciing productivity. which are direct-
v controlled by menagement. Toedr
intelhigent  appreciadion  could  wvery
corscderably reduce wastage of thae and
cifors — (i) Bad pluninoeg: T 1s neces-
sary 1o plan the work in advance to en-
SUre maximunt uiitisation ol men and
tieachines.  Proper Luining can,  of
couTse, be done only b e nansgerent
has an accurate iden of the thae regnir-
ed for the operatiom 1o be planned hy
work  measurement,  Good  planning,
of cougse, means a lot more, (i) i
wonk hus not been properly planned in
advance according io technical possi-
Lilities and market demand. i@ may lead
to [reguent changes a design. This
olten results in processed material be-
ing thrown into the scrap heap and in-
volves besides the loss of material, loss
in production capacity. In addition, de-
sign changes also affeci the efficiency of
ihie workshop because the workmen who
hove been used 1o doing the joo In a
particular manner have to gel used to
difterent metnods and diffevent items,
and it takes them sometime before they
can achieve their maximum efliciency,
on the new jobs. A record of the draw-
ings superseded or design changes wit
reasons thercof subjected to a review,
SAV, eVvery six monthe, mav result in a
change of policy regarding changes of
designs or perhaps changes in person-
nel doing design work. (iii) Leck of raw
materials: Once the work lead has heen
determined  and  macerial  reguired
known, it is eszential 1o ensure that the
raw material will be available at the
right time, simultaneously keeping in
mind, that stocks of raw materials in the
stores depet are not so high as to result

L L e
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in unnceessary locking up ol capital.
(1v) Plant brealdowns: A close study of
a record of the items or components of
machine tocls giving repeated trouble
would enable one 16 conclude the time
that elapscs between the failure of the
various components and the parts that
giving repeated trouble, I replaced
before thev actually [all. it would result
in substantial saving of idle machine
time. Alternatively. this record mav
lead to changes in the design of parts,
prone to failure. A minor schedule
covering ail the wearing paris once in
a year carried out on the machine in site
and a periodic overhaul every ten vears
by a complete reconditioning  the
machine would not only go a long way
in reducing plant bLreakdown but also
save the management some capital
which would otherwise be spent on re-
placements.  Uneconomical working,
particularly  with rapid strides in
machine tool engineering, sometimes
makes a machine outdated. It is cheaper
in the long run to replace it by a more
efficient machine v hich may even re-
quire less labour. In spite of preventive
maintenance and schedule of repairs.
there comes a time when the machines
are beyond economical repair. Retention
of these machines is an unwise measure.
(v) Accidents: Even a cursory examina-
tion of accidents cecurring in any work-
shops would perhaps indicate that there
are certain places and certain operations
where accidents are heavy and the loss
of man or machine hours in such cases
needs a thorough investigation.
Productivity of anyv organisation de-
pends to a large extent on the working
conditions. The factors which should
receive comsideration  for Improving
working conditions are given below,
(i) Cleanliness in anv workshop, though
costing relativelv vory little, is a funda-
mental recuirement for ensuring the
health of the workman and improving
the productivity of the unit as a whole.
(i} Lack of sufficient Lighting will re-

sult in waste of materials, besides acci-
dents and damage 1o the health of the
workmen, especially if the work done is
of a fine nature as in a Teol Room. (iii)
Increased comfort at work will improve
efficiency of the sworkmen and geod
rentilation affects the comfort of the
workmen in no small measure.  Ii ade-
auale natural ventilation s not avail-
ahle, it must be supplemented by artifi-
clal ventilation. and if necessary. cven
airconditioning.  In the case of apera-
tions which result in fumes and vapour
being generated, it is necessary that thev
should be removed quickly and effi-
cientlv.  Examples of such places are
white metalling plants, galvanising
plants, smith shops and operations in-
volving electro-chemical reactions, (iv)
Suitable colour given to the walls and
machines can add 1o the harmony of
working and resull is some increase in
productivity, (v) Unnecessary noise
jars on the ears, causes fatigue and
affects productivity,  Anv swvork which
mvolves thinking processes must be as
much removed from noise as pessible
and sound proofing provided for very
accurate work, (vi) Congested work
places affect the quality as well as the
outturn of work and in order to do good
and efficient work, the worker should
he able to move his limbs freelv and also
have enough space for proper stacking
of raw and finished materials. Consis-
fent with the type of work being done
by him. he must be made as comfortable
as possible. and if poszsible provided with
a seat to reduce fatigue. (vii) Wrong
tonls. as a factor affecting productivity,
rarely get enough attention. While an
average supervisor uses all his energy
in concentrating on the quantum of
work 1o be done by the workman, he
rarely gives his attention to the taols
that the latter has been provided to carry
out the work allotted to him. In this co-
text it would be useful for every super-
visor to make a spot check of, sav, 10
tools used by This men every day.
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(viil) Bad loyour: Examination of the
flow of material or men freguently
reveals that a lot of movement could
be avoided hyv reorientation of the
process or re-positioning ot some
machire tools. In  the latter case.
it would be necessary to cavefully
work out the return from shifting
the machine or machines and to ensure
that it is sufficiently high and sustained
1o justify the expenditure on uprooting
the machines, shifting them to a new
site and then re-erecting them. Weight
or size of the product is important in this
context and if the malerial is heavy. its
movement must be kept to the mini-
mum. Similarly if the operations are
such that a large number of people from
various sections are involved, the work-
place must be so located as to reduce the
overall movement of men as far as
possible. 2

Frequently working methods, espe-
cially for repair operations, are not the
ideal ones. Due to lack of either confi-
dence or knowledge, the worker adopts
methods which have been followed by
either a colleague or his predecessor or
in the case of families of craftsmen, by
the elders in the family. This obviously
restricts the scope of any process plan-
ning and sound technical training is
essentizl to get the maximum benefit of
sound planning. It is a good move that
the Ministry of Labour has opened two
schools for training of instructors in the
methods of imparting both practical
and theoretical knowledge.

Inspite of all the efforis of the manage-
ment the attitude of the worker can
keep the productivity at a lower level
than the management would like to
have. The worker is directly concern-
ed with the following factors affecting
productivity — (i) Absence, late attend-
ance and idleness: Besides a sound per-
sonnel policy which can create interest
of the workers in their day-to-day work,
a fair scheme of payment by results will
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g0 a long way in remoedying these causes
of low productivity.  (ii)y Accidents:
While mention of accidents has been
nacde under the head ‘shorteomings of
management’, there are, however, acci-
dents which are within the workman's
control, and occur just due to his cave-
legsness, It is necessary to educate the
workers in the means that can be adopt-
ed to aveid accidents. (iil) Cuoreless
workmanship: Careless working result-
ing in waste is almost entirely within
the control of the worker, Although
sound training schemes may help to
avoid less of productivity on  this
account, a mare direct approach is the
introduction of a svstem of ‘payment by
results’ with a proper inspection organi-
sation.

More important. however, for improv-
ing productivity, is the right kind of
work study. It embraces the techniques
of method study and work measurement,
which are emploved to ensure the best
possible use of human and material re-
sources in carrying out a specified
activitv, There are two important steps
which have to be followed hefore carry-
ing out anv work studyv: (i) selection of
the work to be studied (i) defining
scope of study. Considerations which
have to be taken into account to make
a selection of the items to be studied,
can be economic and/or technical con-
sideratiens and human reactions. The
economic considerations are (i) regular
bottlenecks. resulting in appreciable
loss of man or machine power (ii)
priority of items to be brought under
incentive (iii) operations involving rela-
tively more manpower and equipment
{iv) in almost every workshop, rational-
isation of internal transport and intelli-
goent placing of feeding points, besides
reducing handling of materials, help to
recuce the time taken on manufacturing
or repairing processes (v) requirements
of some items mav be so heavy and so
frequent that even the slightest saving
in the time taken may wltimately yield
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simo charts. The first js limited to
recording the chronological movements
of hands and limbs of the worker. The
micre-motion study is based on the
activities boing divided into 17 elemen-
tal movements: search. sclect. grasp.
assemble ete. krnown as therbligs (re-
verse of Gilbreth who conceived the
scgregation of the elements of move-
ments). Thev arc plotted on a simul-
taneous motien cyele chart, commonly
known as SIMO CIHART, drawn to a
time scale. time bheing recorded in
winks', (1 wink = 1/2000 of a minute).
In view of the elaborate arrangements
required for micro-motion study, a care-
Tul assessment of the need for going into
such fine details should be made before
cembarking on it.

The examination of recorded facts
must follow a logical sequence. and
includes challenging of the purpose of
wark done. place or work, sequence of
operations. perszon/persons performing
the operations and the means of carry-
ing out the job. The examination of the
facts and challenging the purpose, place
cle. must be carried out with the hasic
idea of either eliminating an operation
altogether or simplifving it so that it
1s the most economical under the cir-
cumstances.

The defining of the improved method
fellows development of the improsed
method after a detailed examination of
the existing one has bheen completed,
taking info account. proper planning
and cortrol. materials handling facili-
ties. general environment and working
conditrons. plant lavout, econvinical aids
for various oporations, instructions (o be
imparted to the workmen, cguipment
designs and jigs and fixtures. In actual
practice. when 2 b

e ot § are in-
voived, the mothed rstuav  eng £

11

would o well to consult the shop super-

visors helfene anli fae in Thi i3 neces-
sary net onty o onsure that all the
practical aspects have been  covered,
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hut also o put the supervisors in a pro-
per frame of mind for implementing the
changed methods.

Installation of the improved method
calls {for a tactful approach. Old habits
die hard and it 15 no use heing just strict
and forceful in breaking thkem. The
men must be convinced of the efficacy
of the improved methods, if necessary
by demonstration. An atmosphere of
amicability and mutual faith hetween
the administration and the staff is essen-
tial to achieve the best results. As the
final step in the completion of a method
study cyvcle, it is necessary to check at
intervals that the improved method is
being followed.

Method study is only one of the steps
which can improve productivity. It,
however. has its limitations. It does not,
fur example, help very much in spot-
lighting ineffective time spent in per-
forming varlous jobs and it does not
indicate the quantum of work that
should be expected from every indivi-
dual in a given length of time, This is
achieved by work measurement which
may he defined as “the determination of
the proper time to be allowed for the
offective performance of a definite task
carried out by a specified method.”
Fficetive performance means that “the
task Is carried out at a maintainable
level of performance according to an
approved methoed in which the required
standards of safetv and good practice
arc observed and from which the re-
guired guality results”.

Work meagurement serves the cause
of productivity m meany ways. It (i)
enables utilisation of available iabour in
preportion to the guantum of work to

- 3~
Le ashe

i1y assists in making  an
sessment of 1he available
5 iant capacity and thereby
nelons in {a) planning wad production
control (b} balancing available capacity
(¢} workimg out future reguirements of

(i1}
RECTe




M M LUTHAR 247

staff and machinery and plant (i)
allows accurale costing to he done, and
{iv) serves as an equitable basis for fair
incentive schemes.

ievodved in Work Measure-
ment of o ied iob for which the
method has been prescriibed. ore as
under: (i) delining the job te be done
(ii} breaking the job into elements (it}
selection oi “he technique of work mea-
surement and compilation of allowed
time and (iv) implementing the allow-
ed time.

The steps

Breaking jobs into elements

It is not possible for any person to
work continueusly at the same pace and
the pace nol only varies from one cycle
to another. but also within the cycle
itself. In the case of machining opera-
tions, the lixation of time allowed de-
pends mainly on technical considera-
tions like optitaum speeds and feeds and
tool lavout and it 1s relatively easy to
ealevlate the norms. In other cases, for
exampie, simithy and {orge work, foun-
dry work. repair jobs ete. it bhecomes
necessary (o ‘rate’ the operator over
short periods of productive time. This
is done by breaking the job into produce-
tive and unproductive elements which
arc constituenis of the jeb with a clear-
1v recogniseble beginning and end. It
is usual for elements to have a duraiion
of 10-30 seconds. Below 10 seconds,
besides there being generally no varia-
tion in the pace. it is difficult to read
and record times accuratelv. whereas
for periods over thirty seconds, the
possibility of change of pace during the
element hecomes a definite probability,

Work ean generally be classified as
either repetitive or non-repetitive. The
repetitive work includes opervations or
processes for which the methods em-
ploved as well as the work content re-
main constant. The technigucs employ-
ed are (i) Time Study in which the

time necessary to carry out the work
to the required quality is determined
from a limited number of observations.
This is applied only to repetitive work.
(iiy Synthesis in which time stand-
ards built up from elemental time pre-
viously obtained from direct time
studies are used to work out the norms.
These time standards are referred to as
synthetic times. synthesised time stand-
ards. basic data or standard data. This
technique is applicable both to repeti-
tive and non-repetitive work. (iii)
Analytical estimating in which ele-
ments of long duration are estimated
for the time thev require by a person
possessing intimate knowledge of the
werk, This is applied only to nen-repeti-
tive work.

The technique of work measurement
carried out with the help of a stop watch
is the one most extensivelv used and
can be conveniently dealt with under
the following heads: rating, carrying
out a time study. determination of
atlowances and compilation of allowed
time. The basis of time study lies in rat-
ing. thot is. the assessment of the speed
and effectirencss of the operator with
relation to a preconceived normal speed
and effectiveness. This normal pace of
working is one which an adequately
trained and experienced worker with
normal intelligence and physigue can
maintain, under capable supervision,
throuwghout his working pertod without
feeling more than reasonably tired at
the end of the period.

There are three scales of rating in
vogue 60/80, 75/100 and 100/133. The
former figsure in each case represents the
“normal performance.” that is, the pace
of working of an average worker under
non-incentive conditions; and the latter
ficure represents the “standard perform-
ance.' that is, the pace of working of
an average worker under incentive con-
ditions, heing 337 more than the normal
pace,
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Normal performance for each element
is represented by ‘normalised time’,
which is ohserved time x observed rat-
ing/normal rating.

The steps involved in carrying out a
time study are (a) getting the coopera-
tion of the foreman and the operator
(b) recording elements (¢} recording
details of the job, that is. operation tools,
materials, jigs. fixtures, pauges, guality
requirements ete. (d) recording time
for each element (e) recording the rat-
ing of preductive elements (f) repeating
the study.

The number of cvcles to be studied is
determined after consideration of the
amount of variation in the quantum of
work in wvaricus cveles and the man-
hours spent every month on the same
job. The more the manhours the greater
is the need for accuracy by taking a
relatively larger number of studies.

The allowances generally given are
fatigue allowance, contingency allow-
ance and gauging allowance—(a) fatigue
or rest allowance provides for the
energy expanded during the productive
portion of the job; also caters for the
personal needs of the operator like going
for a cup of tea or to the lavatory. The
allowance is given as a percentage of
the normalised time and is generally bet-
ween 12; to 25'.. (b) general handling
and contingency allowance covers the
periods of enforced idleness, taking
instructions, regrinding tools, cleaning
of machines, also inspections. (c¢) gaug-
ing allowance is provided for only those
jobs which have to be prepared to speci-
fied gauges. Generally 5 is allowed.

The allowed time for each element is
worked out by providing for the rest
allowance on each individual element
and the allowed time per piece is work-
ed out by adding up the allowed time
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for all the elements and then providing
other allowances on the total.

Synthesis: In the wark done in work-
shops, there are generally a large num-
ber of elements which are common. and
synthesis involves the use of hasie data,
that is, the allowed time once establish-
ed for them with the help of time study
or in the case of machines from certified
charts of speeds and feeds. The main
advantages of work measurements bv
svnthesis are (i) ‘norms’ can be set more
quicklv and accurateiy and hence cost
less (ii) thev are consistent and have
the obvious advantage of creating a
favourable impression on the workmen.
when the administration tries to con-
vince them of the need to improve pro-
ductivitv (iii) standards can be set
before the johs start,

Analytical estimating: Synthetic data
can be used for non-repetitive work but
only to the extent the elements are
repetitive. Other non-repetitive work
has alwavs presented a prohlem to the
industry in the matter of work measure-
ment. In these cases the job is broken
down into elements and where possible
the normal time is given from basic or
svnthetic data. For the remaining ele-
ments. the normal time is estimated. It
is obvious that the estimator must not
only have a thorough knowledge of
other aspects of work study, particularly
‘rating” but should also possess exten-
sive experience of the jobs that he esti-
mates. After the normal times have
been worked out allowances are added
as in the case of time study to arrive at
the allowed time.

To complete the records before the
allowed time is issued, the work to he
done must be made clear in all aspects.
Vagueness in describing the job results
in disputes and the following should be
clearly mentioned (i) description and
drawing number of the component {31)
raw material used (iii) description of
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the machine and its plant number (iv)
speeds and feeds used (v) jigs and fix-
res used (vi) description of work and
suth-operation number it it forms a part
of a process (vii) quality required. in-
cluding gauges to be nsed (viii) grade
of lahnir reguired. whether highlv
<killed. semi-skilled ov unskilled (ix)
stages of inspection (%) detailed desecrip-
tiam  of work showing direct and
indirect elements, setting-up time etc
(i) details of allowed time. that is, nor-
mlised time and allowanees (xil) pro-
codure for dealing with ineffective time.

The psvehological reactions of the
ctaff are often ignored when the allowed
times are jssued. TIssuing of allowed
{imes in o sense ig a culmination of the
cHorts of the work studv men and it is
larcely on their successful working that
the cxtent of increase in productivity
depends.  Almost invariablv in work-
<hops which have naot had work study
carricd cut in their shops. the actual
time token on production is more than
tre allowed time indicated by the vari-
cus technigues of work measurement.
The rcason mav he wastelul operations,
crmberseme methods or simply. ineffici-
enev. But. before the allowed times are
iesued. it is absolutely essential to con-
vinee the workmen as well as the shop
supervigors that the quantum of worx
asked for in a shift from the men is fair.
will aive them adequate rest and caters
for their personal requirements. Tt s
at this stase that the fears and doubts
in the minds of the men about the apnli-
czhility and fairness of the allowed time
havs to be allaved. To those wha can
undarstind. the details of allowances
civan must be explained to the work-
mon. The person who has to get the
sl dune to the roviced targets is the
ghon supervisor. He must he fully in
the nicture of how the times have been
worked out and before issuing the time
+o the workmen. he must satisfv himself
about the workability of the time.
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Production planning. generally speak-
ing, is planning of the programme of
work against a time scale. while produc-
tion control may be defined as “control
and coordination of the movement of
materials, performance of machines and
operation of labour as to quantity, time
and place to ensure the fulfilment of a
predetormined programme.” The func-
tions of planning and control in a pro-
duetion organisation are so closelv link-
od that frequently they overlap and it is
difficult and to a certain extent incorrect
to draw a very rigid line between them.
In most concerns. planning and control
form one department. This 1s as it should
be because of the close liaison that is
necessary between all the persons engag-
od in planning and contrelling produc-
tion.

Method studv and work measurement
sive us the basis to improve productivity
for individual operations. Lack of plan-
ning or controlling the performance of
individual operations as a part of an
overall programme will result in con-
fusion. idle men and machines and delay
in completion of orders. Productivity
of a concern as a whole, depends a great
dezl on accurate planning baged on work
measurement and then faking steps to
ensure that the plan is adhered to under
mormal circumstances and to create a
cvstem of dealing with emergencies
which mayv threaten to upset the work-
ing of the plan.

The activities generallv covered by
Froduction Planning and Control are
Aiven on next page.

Incentive Schemes

All over the world a large number of
incentive schemes introduced in differ-
ent fields of industry have failed at a
fairlv earlv stage for want of sound pre-
paratorvy work. The essential pre-
requisites to the introduction of incen-
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incentive schemes that fnr coverr job
tackled a proper plan is made out. tar-
aets set and steps talzen {n ensuro that
the progress of work is controlled in o
manner which will ensure compliance
with the targets

Inepeetion organisctions in workshaps
working under non-incentive conditinns
generzlly inadeguate and thev have
in he comsiderably enhancend with the
intredeetin of  ineentives, CNSUTe
quality eentrel. Thew shonld be put inte
action, at the latest. simultanenu<dv with
the cziablishmaont of allnwed times, A
workman, who is not vaed to getting
Pis ontturn inspeeted suddenlv faced
with the prospect of heavy rejections in
the work done hv him and his having 10
mawe up for the rejections. is net kel
o he happv  about it A toctful
approaclh is obviously aecessary if the
scheme has to sucered.

n
(=814

to

In organisations having lorge labour
strength. i* is advisahle to introduce in-
centives step by step. say one section ov
sub-shop at a time. so that both manage-
ment and labour can study their eftfects.
A number of snags will arise and it s
anly proper that these are dealt with in
one section or a shop at a time rather
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“aan in the entire workshep. in which
ease the diffienliies may easily become
manaceable and {rredoom the sticcess
Seentive schemes.

[

T ois soperatly recommended that
tho workers

¢ <hould he advised of the
Lo that they have earned as early as
posaible and il practicable. on the dav
~ftor thev hove earned it In all work-
thore are staff who are indireetly

o oo 1

1 —

SN ! 1
epoaced an produerinn ke supervisors.
analkilierd staf and  staft ntilised for

handline eranes ot¢, 1t i usual for such
n o e given incentives based on the

» pereentage of hanus carned by

AVeras]
the direct workers,
{n thr ultimate oazlvsis a constant

coview nf 1ha vorkineg of incentive
cohorie: must be made to ensure that
e grecessfnliv sustain the achieve-
et of their main ehiectives which are:
1 ) insarovertent in the guantity of out-

(o )
out in o specified quality at economical
st (bY roguction in idle time (¢) re-

Deed direet supervision (d) reduction
i ahzentepism (e) development of more
“Ticien: methods and (Y development
Al a team spirit between the workers
themenlvas on ane hand and the work-
crs and the maregement on the other.

"“You got te be tough with them!” said Starkey, “Remember those guys

don't know

as far as these machines are concerned.

When they tell me

to speed up to about what | figure | can run the job, | start to take my apron
off, and tell them, *All right, if you think it can be run that fast, you run it!

They usually come around.”



Developing Tomorrow's Managers
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Based on real and personal cxpevience, the thesis hoere prosentoed has a
somoewhat unusual depth and significance, particuiarty in regard to max-
ing not only private but publie orzanisations more productive than they
arv.  The autbor doees not claim to have found a complete wolution, for
the provedures and teehniques for developing managerial skills ure thom-

selves cvoelving,

Definitions

MANAGER means one who is res-

ponsible for supervising and integ-
rating the activities of a group of peo-
ple. He is entrusted with the imple-
menting of company policy and the mak-
ing of decisions appropriate to his
degree of delogated responsibilitv. The
higher levels of management participate
in the tormulation of policv. Theyv in-
clude specialists. who, though they may
supervise very few pecple, have an im-
portant influence on poliev making by
reason of the advice thev contribute.
based cn thelr specialised knowledge
and skill.

By development of managers is
mearnt the whole range of activities de-
signed -0 ensure that an organisation
will have the right kind of managers in
the right numbers at anv given time.
By this definition development consists
of {orecasting rvoguirements. selecting
end promotion procedures in aadition to
the all-important processes of training
and appraising the progress of indivi-
duals.

* Chairman. Hindustan Lover, E)Ebd\

A growing need

uring the las® ten vears the num-
ber of managers has morkedly increased.
So has the volume of business. The pro-
poriion of managers to the total number
nf 1l categories of emplovees has. in the
auther's own organisation. doubled dur-
ing the last ten wears, not because
Parkinson's first law has been allowed to
operate uncurbed. but because greater
managenmient strength has been found
necessary to apply advances in manufac-
turing. markeling and accounting tech-
niques to the benefit of the business. This
increase in management ratio has long
seen proceeding in other countries. In
businesses similar to ours in the more
mdustriallv developed countries of the
world, the management ratio is as much
as three times ours. In India the de-
mand for an increasing number of mana-
gers mayv be expected to proceed at an
avcelerated rate from the same causes
that are evident abronad. If we ignore
this. our forecasting of management re-
quirements will be vitizied. Super-
imposed on this demand is the far
heavier one resulting from :he rapid
rate of industrialisation in the country.
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If skilled managers are not forthcoming
i the right numbers, industrial growth
will be stultified just as surely as by in-
adequate capital resources. This influ-
ence is already at work in certain west-
ern countries. where the restricting fac-
tor is not lack of finance but an insufi-
ciency of prefessional managers.

Faced as we are with this progressive
demand for managers, we have to deve-
lop voung men of potential. quickiy.
They will find themselves in positions
of responsibility and authority at a rela-
tively early age. 1t is industry’s duty
to see that theyv have as good a training
as possible today to equip them for their
task tomorrow.

Selection

Where de we get our managers from?
Considering the shortage of suitable
men and our ineresing reguirements.
we have to draw on every available
source. Our managers come to us part-
ly by promotion from within the orga-
nisalion, partly through training
schemes and partly through direct
recruitment to fill specific vacancies.

We attach greatl importance to pro-
motion from within and do not fill a
managerial wvacancy from outside if
there is suitable promotable talent
inside the crganisation, Promotion from
within strengthens morale. We have
learnt  from  experience, however,
that we are never able to meet
all our managerial reguirements by
promotion. Therefore we have found
it essential to recruit young men of
potential and to give them systematic
training. Our training schemes operate
in every sphere of the business: com-
mercial, accounts, technical ete. A com-
mercial trainee could perhaps be more
aptly described as a general manage-
ment {rainee hecause he is intended to
fill managerial vacancies other than in

Eh
accounts, engineering and pro. =3
departments.

A trainec is a young man, usua.
Letween 21 and 25 yvears, either straigh
from university or with very little busi-
riess oxperience. Such a person requires
18 manths 1o two vears' training before
he can he placed in a managerial posi-
tion with tull respeonsibility.

To fill specitic vacancies when they
arise, which cannot be filled either by
promotion f{rom within or from our
irainee reserve, we recruit relatively
older people who have already ac-
guired administrative or managerial
experience in other spheres. This is
done also for certain positions which re-
quire highly specialised skills.

For want of space, it is difficult to des-
cribe our selection procedures in detail.
We have a personnel department to
assist us in selection. We apply various
forms of testing. But the decision whom
to engage ultimately rests with line
manugement. The director or a senior
manager of the department where the
vacancy exists is alwavs a member of
the selection board. Recently we have
tried including yvoung managers in our
trainee selection boards. It is good
experience for them. Also, compared
with more senior men belonging to an-
other generation. ¢ young man may be
at an advantuge in assessing young
minds.

Training

After selection comes training. By
management training is meant any
activity undertaken to ensure that the
manager who has selected will perform
his function adequately and also deve-
lop his talents and abilities, so that he
can progressively take on inereasing res-
ponsibility. The author has not in mind
only formal training courses.

Our organisation regards on-the-job
training and learning by doing instead
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254 «ching as the essence of good
nent training., Other forms of
o * within ur owtside the organisi-
Wormal programymes, conforences.
nars, eic.. though sefull cannot o
sstitutes for the development that
arings from practice.

What dees oti-the-job iraining mean?
As a man does his Job. he acguires
knowledge and cxpescnce which, it
can  be  leascisbly  expected.  will
make him a better manager in course
of time. Quite obviously., exporience
of a job by lself is \\‘a’.iU@‘le and
there can be no substifute Lor 1T, nor cun
there be a substitute {or acquisition of
knowledge and skill by an individual
himself through his own initiative and
unaided efforts. But on-the-job trainiig
means something more. Tt means the
conscious and planned utilisation by a
senior of the training opportunities pro-
vided by a junior’s job to develop the
junior's abilities and potential. In other
words, on-the-job training is not merely
the process of putling & mai in a jub and
allowing him: to Jearn what he can f;{“m

: 1

ViR

it, It implies much more positive offs
by the senior.

How can on-the-job training oppor-
tunity be best utilised? It is necessary
first of ail to accepi that the person res-
ponsible for such training is the lne
sentor, it is for him to judge an indivi-
dual's weaknesses and strengths and to
see how best the weaknesses can be cor-
rected and the strong points developed
through the job that a person has tc do
and the responsibilities that he is asked
10 bear.

A voung man recruited for a manage-
ment position should he given responsi-
bility as quickly as possible with a mini-
murm period of pre-training and fami-
liarisation. How soon this can be done
must depend on the job and the indivi-
dual hut the prineciple remains the same
in all cases. As soon as possible during

ihie period of training, a manager has to
develop the habit of taking decisions.
I 15 necessary to wean him guickly from
dependence on his senior and {rom the
haizit of waiting for instructions hefore
wnking asction. This kind of training

Las 1o e overy carclully repgulated.
The srea vathin which an individuat
can iake decizions has to be defined

s that he does not do anything by
mistake whick would do gerious harm
to the organisation. On the other hand,
we must make sure that any limitations
placed on his decision-making authority
must e really justified. We must not
let any undue anxieties on our own part
prevent us from allowing him the free-
dom 1o make decisions and, perhaps, to
make mistakes.

The guestion is often asked how much
the technique of delegation can be mani-
pulated to help the process of training.
A1 a certain stage of seniority, the task
ol any manager is so well defined that
the opportunity of varving the amount
ol puthority that he can exercise he-
comes lmited. At such levels all that
can be done iz (o make sure that within
the limitations indicated above, res-
ponsibility and authority arve. 1 fact.
delegated and exercised.

At earlier stages of  development,
particularly in the trainee stage, the
amount of delegation can he constantlv
modified depending on the progress and
rale of development., A good deal of
nicety of judgment is called for so that,
depending on the amount of initiative
thal a vounyg man shows, the area of his
suthority can be expanded to ensure that
118 abilities are {ully utilised and even
somewhnat stretched., At the same time
we have to guard against imposing too
heavy & burden on voung shoulders.

It is also necessary, at every stage of
development, particularly at the earlier
stages, 10 ensure that supervision is not
so close that the junior is denied the
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opportunity of using his own initiative.
A senior, very anxious about the wel-
eare of his subordinate, can get into the
nabit of giving very detailed and pre-
cise instructions indicating a line of
action in practically every eventuality
so that his subordinate cannot make a
mistake. Within limits this is a good
thing but it becomes wrong if the habit
is allowed to develop to a point where a
young manager begins to look for a
formula or instruction to deal with
every situation that he has to face.

Besides using the day-to-day job of an
individual to develop him, special
assignments can be designed to broaden
his experience, to familiarise him with
different aspects of the business and also
perhaps to correct weaknesses and to
develop strong points. I have in mind
measures like including managers in
various forms of study groups and comi-
mittees or allotting them ad hoc tasks.
Suppose a senior level of management
or perhaps the Board has to take a deci-
sion on a novel matter for which a parti-
cularly detailed examination of the pro-
position is necessary. In such an in-
stance, it is often a good idea to form
a group consisting of managers from
different departments which is given the
task of examining the proposition from
every angle, finding whatever informa-
tion is necessary and submitting their
conclusions. This gives members of the
group an opportunity of applying their
minds to a task which is out of their
day-to-day routine and which is done,
not departmentally, but in conjunction
with managers from other sections of
the business. Similarly, when a task has
to be accomplished it is a good idea to
allot it to an individual or to a group
of individuals and to ask them to com-
plete the task, whatever it may be,
within a certain period of time, keep-
ing the senior level of management or
the Board informed about their progress
from time to time.
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Including individuals in various
committees is another way of broaden-
ing their experience and increasing their
understanding of the process of decision-
making.

While talking of training on the job,
one should emphasise the need for rota-
tion as a method of development. I am
afraid this is something we have not
tried very extensively in our organisa-
tion, but we have made a start. It is
important to remember that, although
transferring a person from job to job
within the same function is valuable
experience, the real effectiveness of job
rotation as an instrument of training
lies in moving people across functional
lines.

Regarding selection for training,
particularly in foreign countries. it is
{mportant to select carefully those that
are seconded and to regulate their train-
ing in such a way as to prevent the
training visits from degenerating into
holiday trips. Before we recommend a
manager for a training visit, his director
has to indicate in clear terms the need
for the visit, the results expected and
the pattern of training required. Each
director’s recommendations are dis-
cussed at a meeting of directors. We
strive to depute for training abroad only
those managers whom we believe capa-
ble of development.

A valuable ancillary to on-the-job
training is the more formal and orga-
nised programmes. These take two
forms in our organisation. First, train-
ing conferences or programmes organis-
ed departmentally where the purpose is
largely to impart knowledge about the
specific functions of a department.
Secondly, centrally organised courses
which include managers from varicus
departments. These courses are resi-
dential and last 3 weeks. The residen-
tial managers’ courses are not design-
ed to teach the specific functions that a
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- manager performs in the company. The

object is to present to a participant a
cocrdinated and comprehensive picture
of the organisation showing how its vari-
ous parts fit in a total pattern. how they
are related to one another and how the
different functions performed within
the organisation converge to a joint
objective. Residential training courses
also endeavour to egquin managers for
certain general management tasks like
tackling problems. making decision:
and establishing and maintaining rela:
tions with others: in other words. to
become hetter seniors. hetter subordi-
nates and bhetter colleagues.

Our residential training programmes
have evolved slowly and. we wauld like
to believe. realisticallv, in response i
felt and expressed needs of the organisa-
{ion.

We have oxperimented with varicus
technigues and todav depend essentially
on three instruments of training: the
case studv and filmstrips, the lecture
and the project.

The nurpose of the case studv is to
hring about a comurehension of certain
problems and their solutions which is
not easv to impart through lectures. and
to evolve certain general principles in
the solution of manasgerial problems. In
a case studv no definite conclusion is
expected to e drawn. the purnoge being
to emphasise that there mav he more
than cne answer to » nroblem snd what
matters in managerial actinn is that a
nroblem is apvroached analvticallv. on
facts ard in cooveration with athers.
This is *he hest available method for
training in h:iman relation=. This aspect
of managerial work is of marameunt anr
pervasive imporiance hecavse theve
cannot be a managerial problem the
solution of which does not involve rala-
tionshins in greater or lesser degree.
There is s0 much jargon on this subject,
50 many meanings given to each term
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used, that to bring about an under-
standing of its implications and nuances
bv the use of words is impossible. It is
onlv bv discussions around real or near-
real situations that it mav be possible
to bring about some understanding of its
implications or, at least, of its import-
ance.

Whereas it is right to sav that there
can be more than one answer to a pro-
blem, in real life a clear decision has to
be arrived at and a choice has to be made
from amongst a number of alternative
lines of acticn. This is the purpose of
the project. In a project a specific pro-
blem iz tackled and the line of action
recommended has to be presented to a
aroup. =upported by arguments. and
defended.

The lectures srve essentially informa-
tive and thev fafl into three catagories:
talks on companyv functions and activi-
ties. talks on various techniques and
specialised functions. and talks on gene-
ral topics.

Although we have now arrived at a
fairly clear pattern of trainins. the de-
tails ere heing constantlv modified. We
have been increasing the proportion of
Incallv swritten cases as compared to
standard cases taken from text books or
other sources. Although a case with a
very definite bias has some advantage, I
do not think it matters verv much if we
have to use eases written in other coun-
trics because the situations presented
and the topics for disciiesion are usually
similar 1o these found in thiz eountry.
An inereasing number of cages arve heing
eondreted by managers other than the
Training Manager. As the pattern for
leading case discussion ents eatohlichad
and a< more managers beeome familiar
with the technigue, it is anly right that
more and more operating management
experience and thinking ave bhrought to
bear on case discugsions. )

An essential feature of in-company
training courses is the interest taken by
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the topmost management. This should
be visible, Our top management dis-
play keen interest and willingly devote
ime and cnergy in delivering lectures,
participating 1 discussions and presii-
g uver project presentations.

The developimen: of o manager is 4
continuous process. He is the most iia-
portant element in furihering it. We
select the seed and provide what we
consider is the iest sml and climate for
its germination and sturdy growth.

External Training

We think great value can be vbiained
by enabling our managers 1o undertake
specific tasks for certain periods in orga-
nisations other than ours. This broadens
their experience, brings them in contact
with other people and other minds. We
have not been able to apply this method
nearly as mnuch as we would like. But it
is clearly a development method with
greatl possibilities.

Courses conducted by varicus agencies
outside the organisation have an import-
ant part to play. We use the Adminis-
trative Staff College at Hyderabad and
alzo in a smalicr way, courses run by
the Administrative Staff College at Hen-
iey and the University of Harvard. We
make fairlv extensive use of courses and
conferences organised by professional
bodies like Management Associations.

The main advantage of extra-orga-
nisational sraining is that it provides an
opportunity for ocur managers to meet
people from other walks of life, to see
contrasting ways of doing similar things
and to listen to new ideas. It counter-
acts the dangers of mental inbreeding,
complacency and parochialism. ‘These
are real dangers the consequences of
which can be serious in a rapidly chang-
ing environment.

Useful as outside courses and pro-
grammes are, they can be seriously
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overdone, particularly when manage-
ment training assumes the guise of a
fushion and a large number ob courses
are being run by various boales. The
cxtent 1o which outside training is used
has 1o pe judiclously controiled and
coordinated. It should be part of a total
training effort and should fit into a total
training design. Haphazard or occasion-
al utilisation is not likely to be useful.

Pre-cmployvment manageiment educa-
tion neeas w be specially mentioned.
There seems to be an increasing len-
deney Lor young men to go abroad just
alter graduation or after very little ex-
perience and acquire a gualification in
pusiness  management or industrial
adminisiration.  After many years of
reeruiiting experience we have come to
the conclusion that such a gualification
olfers no advantage vver a good degree.
Many such young men would probably
have been betier off if, instead of spend-
ing money and valuabie time after
sraduation, they had found a job in a
Luginess house and acquired practical
experience.

Let us summarise our thoughts on
training. We believe that on-ine-job
training 1s most important. We wel-
come ouiside training courses as @ means
of cross {ertilisation and a corrective
tor narrow parochialism, but we regarad
them as supplementary fo in-company
courses, tailored to the needs of the
organisation. We also think that train-
g cannot be really useful unless there
is & tralning policy and a coordinated
programme. Finally, development is a
continuous process. Occasional or hap-
hazard training efforts do not bear fruit.
Unless {raining goes on for a fairly long
time and takes place on a fairly large
seale, results. in organisational terms,
are not likely to be cbtained.

Assessment of Training

Assessment of training is particularly
difficult but we think it can be done in a
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broad way. In this sphere, as in many
other spheres of management activity,
the main instrument of assessment is
human judgment. We think that all
training effort in the organisation should
be under constant appraisal. We do it
by various means.

In our residential managers’ courses,
besides the training manager and his
staff, we like to associate managers from
varjous cperating departments for vary-
ing periods, sometimes for the entire
duration of the course. This gives the
operating department an opportunity of
examining in detail how the courses are
run and to assess whether they are like-
Iy to meet their training needs. At the
end of each course there are appraisal
sessions in which participants are asked
to give their comments. Undue reliance
should not be placed on the expressed
comments, nor should a very precise
appraisal be demanded. In spite of the
obvious limitations of such comments
we think that thev are useful, During
this session it is important to observe
those who have little to sav because the
interpretation of silence is probably
even moere important than interpre-
tation of expressed comments. Our
training manager establishes contact
with them and tries to probe their minds
to find out what their silence meant.

A useful technique at relatively
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supervisors but not yet with managers,
is to have a follow-up conference. When
a certain number of participants from
a particular unit, say a factory or a
department, have gone through resi-
dential courses, a one-day conference is
organised for them in which not only
the participants but their line seniors
are present. In this conference they dis-
cuss two peints (i) how much of what
they had learned in their training course
they have been able to put into practice
and how, and {ii) how much of it they
have not been able to put into practice
and why. Although our experience of
such follow-up conferences is so far
limited, we feel that there is a future
for this technique, the more so because
it is held in the presence of line seniors.

Although it is desirable to try and
assess the value of each course or pro-
gramme organised by us, what really
matters is the total effect in the orga-
nisation of its total developmental effort.
This, we think, can be assessed, the most
critical criterion being whether, when
a senior vacancy arises, there is always
somebody in the organisation ready to
fill it. If we find that in spite of a co-
ordinated developmental effort over a
period of time. when senior vacancies
arise people are not available within
the organisation to fill them, then it is
necessary to re-examine critically and
revise our over-all developmental pro-

junior levels. which we have tried with grarmme,

%

&

“Next week, we shall get organised.”
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nPe

THE photographs, facing this page, as

also those which appear in between
and at the end of this article are illust-
rative. They show npc at various levels
of the nation’s life. Leaders of govern-
ment, including our prime minister and
his principal colleagues, top leaders of
industry. are particularly now getting
introduced in the productivity move-
ment. NPC is also operating at the
ground (plant) level and simultaneously
conducting an extensive training pro-
gramme. These have now become such
regular features of the npe programme,
both directly under its own auspices, as
also through the agency of the Local
Productivity Councils that it is very
difficult to give here sufficient details of
what the npe is doing coneretely as its
contribution to the achievement of a
massive increase in industrial pro-
ductivity.

Apart from the training programimes
which have become an important fea-
ture in the day to dav functioning of
Indian industry, npc’s foreign training
programmes, its extended library ser-
vice, rotating through Local Producti-
vity Councils, technical advisory service.
a fairly large scale audio-visual pro-
gramme, have continued to improve in
volume and quality. It may also be add-
ed here that npe programmes have
achieved their present magnitude be-
cause of the excellent cooperation re-
ceived from all ranks in Indian indus-
try.

This cocperation was particularly in
evidence at the recent high level pro-

grammes, which have been widely fea-
tured in the press. The first phase of
the programme began at Bangalore early
in December 1960, comprising of a four-
week advanced management programme
for senior executives of private and pub-
lic industrial undertakings. It was
followed after a short interval by
another high level programme concern-
ed with management development in
which the ILO collaborated with the
National Productivity Council: this was
the Conference of Indian industrial
leaders, which concluded at New Delhi
on December 18, 1960,

The very fact that the Prime Minister
inaugurated this Conference with a
thought-provoking speech (reproduced
on page 219 of this Journal) is significant.
Now that the Productivity Movement
has directly received his blessings and
guidance, it is likely that npc will bring
into its programmes a regular stream of
trainees to fill a large reservoir of skill-
ed and trained personnel from which
the industrial community and the Gov-
ernment’s development programme
could draw. This aspect of the Produc-
tivity Movement was particularly em-
phasized by the Prime Minister. The
whole matter was put into the proper
perspective by the Finance Minister’s
concluding talk on *The place of private
enterprise in India’s mixed economy’.
He said that the public and private sec-
tors were just twao organisational forms
of the same entity that produced goods
and services for the community. Envi-
saging ample opportunities for the
growth of private enterprise, both In-

259



g 5y

“Economic Development & Trade Unions"”, Madras Productivity Council

Bl e S 1 TMawr’dd RID™ T4 ... 4 4 ™ & 137 Ba._ 1. _ _







npo

=02

1 Marketing

2 Management Development
(3 weeks)

3 Production Planning and Control
(2 weeks)

4 Work Studyv appreciation

5 Personnel Management

6 Production Engineering and
Tool Design (12 weeks)

7 Work Study for the Textile
Industry (9 weeks)

% Management Development
(3 weeks)

9 Personnel Management
10 Work Study (12 weeks)

11 Production Engineering and
Tool Design (12 weeks)

12 -do-
13 Work Study (12 weeks)

14 Production Engineering and
Tool Design (12 weeks)

January 23, 1961—Bombay
February 13, 1961—Visakapatnam

February 1961--Asansol

February 1961--Nagpur
February 6. 1961 —Calcutta
March 6. 1961—Calcutta

March 1861--Kanpur
March 19681—Amritsar

March 6, 1961—Kerala
April 17, 1961—Rajkot
April 17. 1961—Bombayv

June 19, 1961 —Coimbatore
July 24, 1961—Poona
July 31, 1961 —Baroda.

1958 was a general studyv team. The
seven teams sent out in 1959 covered
plastics, cotton textiles. small scale in-
dustries, coal mining, management
organisation. road transport and factory
building lavout. The teams sent under
1860 programme covered a still wider
field: industrial safety. industrial main-
tenance. sugar industry, stores and in-
ventory control. packaging, plant lay-
out, cost accounting, supervisory per-
sonnel training, foundries, incentives,
materials handling., marketing and dis-
tribution.

The 1861 programme is still more
ambitious in a significant sense: 5 teams
would be going to the Soviet Union
(probably also to Czechoslovakia) and
will study coal, oil, iron and steel,
machine building and textiles. Besides
these 5 teams, 15 teams will, under US

aid, study paper. machine tools, quality
control, automobile ancilliaries, weld-
ing, cement, lisht electricals, office
management, fuel and power economy,
printing. refractories. electroplating,
personnel management and industrial
relations.

Besides these short-term study teams,
trainees are being sent out for longer
perieds, for study of important aspects
of industrial productivitv. In 15539, 37
trainees went out under US aid: 19 in
industrial engineering, 12 in industrial
management and 6 in industrial rela-
tions. All the 37 have returned. Under
the game programme, 49 trainees were
sent out in 1960, 10 of whom have come
back. 19 trainees were sent for study of
production management in France: all
the 19 have returned. Two trainees have
kbeen sent under the Colombo Plan for
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Or PS Lokanatkan, Chairman NPC, addressing the Industrial Leaders® Conference,
Mew Delhi, 16 December 1960

NFPC—-TCM experts at Enfields, Madras
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work study in the United Kingdom in
the ICI organisation. Two more such
trainecs have also gone under the 1561
programme. To France also, 15 addi-
tional trainces have gone for study of
production management in January this
vear. 50 will soon go for study under
US aid, in the subjects already men-
tioned. The Soviet Urnion has also
agreed to train 23 Indians in produc-
tion management for a period of six
months commencing March-April 1951,
Similar arrangements have heen made
with the Government of Czechoslovakia,
which will take in 15 particinants simul-
taneousliv,

APC bay formed a lbrarvy con-
siztire o f over 300 3lms. Projecting and
processing cquipment has been obtained,
A Productivity  Exhibition  showing
photographs  of  Industrial  situation
in India illustrating the application
of productivity technigues, has heen pre-
parcd. An Exhibitivn prepared from
materials  received from  the Inter-
national Cooperation Administration,
United States. has bheen set up and
shwwin in Delhi a number of times.
The exhibits demoenstrate certain im-
proved productivity techniques, such as
method studv, work holding devices,
plant lavout, materials handling, plant
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maintenance and cost conlrol.

The technical enguiry service of npe
has begun to operate under hopeful cir-
cumstances. An advigory service is
already in operation, npc specialists pro-
viding direct advisory service to Indus-
try. During December 1960 for which
detailed information is available, 17
visils were organised and services per-
taining to methods improvement, quality
control. production planning and super-
visory training ete were provided. Mr
J H Louwerse, ILD expert attached to
ppe has recently started productivity
studies at Praga Tgols Corporation,
Hvderabad., Such studies were also
undertaken by ATr Omar L Dewitt, TCM
(USA) expert attehed to npe, at the
request of the Central Waier and Power
Conmmission  at  Nagarjunasagar and
Sharavathi.

The actlivities. however, give only a
general perspective of the vast field that
is opening out for the nroductivity move-
nment. in the expanding sphere of the
npe. It is significant in this connection
thot the meeting of the National Produc-
tivitv Couneil on 13 February 1961
wauld be attended by 21 representatives
of the ILocal Proeductivity Councils,

which have now acguired nearly a one-
third representation on the npe.
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a change in the pattern of direct control
of the operatives. The jobber—who did
indeed exercise a truly managerial role,
although he may not have been recog-
nised as a formal part of the manage-
ment structure—has largely, and rightly,
disappeared. At anyv rate, there are
many less jobbers than these were. The
jobber is being thrown out, and with
him unfortunately all toco often supervi-
sion itself is keing thrown out. It's a
bit like throwing out the gnod with the
bad: the baby with the bathwater.

Speaking generally, one of the most
striking impressions which the observer
from the older industrial countries gets
of Indian industiry is of the relative
weakness—almost the relative absence—
of the foreman cadre as it is known in the
west. This I believe to be one of the
major reasons for the lower production
performances of some of the factories in
the manufacturing sector. Al too often
there are supervisors who have been
recruited frem the ranks of technical
graduates, and who undersiand perhaps
too well the technicalities of their posi-
tions, but who exhibit little skill in
handling their workers, servicing their
machines. or controlling production.
Where there are supervisors drawn from
the ranks of workers, there is often
doubt whether they should truly be
classed as members of management.

Thus the pattern of management in
India teday often includes a gap where
there ought to he a fereman—or some-
thing like a foreman. It mav well be
that the pattern of foremanship which is
familiar in the countries of Europe and
America will not fit well in the Indian
scene, so that some fresh wav of dis-
charging this managerial function will
have to be found. That this can be done
has been demonstrated in a few factories,
even in India, where special 1mea-
sures have been taken over a number
of years to help foremen recruited from
the shop floor to overcome not only their

THE CHANGING PATTERN OF

MANAGEMENT

industrial difficulties, but also the social
problems which have been created by
their promotion,

Of all the influences for change at
work on the management patiern in
India perhaps none has greaier notential
than the cimergence and grewth of the
public sectcr, which now represents a
sizeable portion of the total industry,
and of course is increasing vearlv. Here
the observer senses that a good deal of
rethinking on management is currently
going on.

If this is so, a significant eontribution
which the public sector will make to the
management pattern will be a large and
growing demand for wholly professional
managers—men for whom management
is a skill. a profession: something quite
separate from ownership.

When a new public enterprise is set
up--particularly & manufacturing enter-
prise. the government and the commu-
nity are both prepared for a period in
the early stages for the enterprise not
to be really competitive especially
where the products are new and the pro-
cesses complex. A good deal of rope is
allowed to the new undertakingz. But it
is the general impression that the rope
is nowadays getting shorter. As experi-
ence of management grows. and with the
example of several public enterprises
which have become commercially suc-
cessful, the period of grace which new
enterprises are aliowed is getting short-
er, and there is less willingness 10 toler-
ate unskilled management.

[t seems to be increasingly recognised
that the particular abilities, talents,
strengths required of the successful
manager of a public enterprise max not
be the same as those of o successful civil
servant or public administrator. Tt is
also being increasingly recogniscd that
the managerial skills required for suc-
cess in the public sector are almost pre-
cisely those needed for success in the
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management of private companies, so
that the myth that different types of
managers are needed is dying.

In the private secior too, there are
forces at work which will accelerate the
move towards professional management.
The changes in company law, the modi-
fications being wrought in the managing
agency system. the tax laws. and above
all the increasing complexity of indus-
try in an increasingly competitive
world. are all giving rise to more auto-
nomous units and to many truly manag-
erial positions both in the control of
subsidiary companies and the control of
groups of companies, which will have
{o be filled hy men who are not prim-
arily owners of the business, bul for
whom management is a salaried job.

As the industrialisation of the country
gathers momenium. as oulside competi-
tion increases, it will he found that the
managers in India are pretty thin on
the ground. Where direct comparisons
can be made between industries which
function similarlv in India and in the
western countries, it will often be found
that the density of managers in the
Indian indusiry is only about one-third
of that in the west. India will have to
close this gap rather more, before her
industries can compete on equal terms
with the rest of the world, with equal
or better quality of goods, at equal or
lower prices.

This growing recognition of manage-
ment as distinet skill of its own, and
moreover as a profession in which a
good deal can be taught; in which the
skills are transferable; in which there
is much to learn besides the lessons of
experience, i getting a fillip from the
growing number of examples in the
country of what can be achieved by
good management. There are now
several concerns which can point to
successful programmes of cost reduc-
tion; to marked increases in produc-

tivity; to steadily increasing efficiency;
all of which have been achieved by
sound have managerial action.

That many management skills can be
taught and learnt is also being realised
in manyv of the very small units. Both
as a deliherate act of policy and also as
a product of the trading conditiors in
the country small-scale factories are
springing up all over the country,
though perhaps not vet at the rate
which the sound grewth of industry
really neceds. Some of these which
have hcen establisned for some years
now and have exnanded rapidly have
followed the standard pattern: first,
control of all activities by the sole
owner; then control by the owner but
delegation of some managerial activi-
ties to other members of his family; last,
the introduction of salaried outsiders
into the management. Even these small
tactory owners are finding that entre-
preneurial ability alone is not enocugh
once a certain stage of expansion has
heen reached. Of course, there have al-
wavs been some entrepreneurs whose
skills have been such that they could
successfully handle their enterprises
through sll the stages of growth up to
quite large concerns—ihese perhaps
were the intuitive managers—but more
and more the small men are finding
from their own operating experience a
need to supplement their trading
abilities with other skills.

These perhaps are some of the reasons
why much more interest is being shown
now in management training by indus-
trialists both hig and small. This, 1
think, is certainly one of the elements
in the changing pattern of management:
the recognition of the value of manage-
ment training. and the increasing desire
for it in the country.

Men who would have formerly edu-
cated their sons to be doctors, lawyers,
engineers, and often sent them abroad
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to study these professions. now taclude
in the list of acceptable subjects for
study that of management itsell. Many
young men are heing sent ahroad now
purely for management education, and
many more are seeking training in this
country itself.

Quite apart from their sons, leading
industrialists are increasingly giving
attention to the training of their sub-
ordinates and cxecutives, both in com-
pany programmes, and by sending them
to courses run by outside bedies. That
this training has now become quite an
accepted part of the pattern was amply
demonstrated by the participants in the
recent Advanced Management Pro-
gramme in Bangalore, There, not one
of them—and they were all senior men.
many of them with long experience—
theught it at all odd that he should go
in for a course of training in manage-
ment. This would not have been the
case ten or fifteen years age.

There is one aspect of management
in which progress is still very slow: and
that is in the matter of delegation. In
contrast with other industrial countries,
there seems to me to be comparatively
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litile delegation practised i India.
(Mren, too, there seems to be an unwill-
Ingness on the part of subhordinate mana-
gzers to accept the delegation of authority
when it is made: there szems to be a too
irequent sheltering under the umbreila
of higher authority. This is perhaps
equally frue in hoth the private and the
public sectors. If the diagnosis that in-
dustry is geing to have to rely in future
more and more on junior or middle
management is sound, then this problem
of finding a mode of delegation which
really works in Indian conditions is one
which will soon have to engage the
attention of the men at the heads of
enterprises in the both sectors.

From ail these random observations—
these snapshots as it were of parts of
the kaleidoscopic pattern of manage-
ment—does any trend emerge? We may
sum up the pattern of change in two
main points: First, there is indeed a
strong trend towards professional
management, as distinet from and addi-
rional to entrepreneurship. Secondly,
India is going to need many, many more
managers than she has today: many
more skilful managers.

Ifa bowler had to set up his own pins after each frame, his game would

soon suffer, owing to lack of attention and interest.

This responsibility is

“delegated” so that he can enjoy and concentrate on the major part of the
project, the bowling itself...... Use this same thinking in your work. Evaluate
everything that must be done to determine whether you should do it or whe-

ther it should be defegated.

Is it “bowling'’ or “pin setting” ?....., The atti-

tude that “the only way | can get anything done is to do it myself” is a danger-
ous cne if the tasks referred to can and should be accomplished by a subordi-
nate. Being busy is no virtue in itself not if You are doing other people’s

work,



; Business, Productivity and
Social Change
K SwaRpup®

Productivity is cssentiaity a husiness preposition. Business, however,
does not operate in a vacuum. It lives and functions within a given social
ervironment which conditions it. Further it is wrong 1o helieve thar o
productive kusiness has no philosophy or no moral code. In fact, no busi-
ness can be rcally productive even in the sense of increasing profits over
a long period of time, if It has no operative moral ende. In terms of
pconomic puriiy, Ameriean husiness prokahly has the best reputation: and
Henry Ford has becn righily regarded as the most successful husinessman
in the modern history of the United States. The following dialogue repro-
duced from his record las almost a Socratic significance in modern
cconomics. Tt is not reproduced from a university seminar but from the
proceedings of a court of law.

STEVENSON @ How. D will ek von again, do vou <till thinlk that those pro.

fits were awtul profits?
FORD . CWoll | oguess. [ do, ves”

STEVENSON ;- A for that yeason you wer: ot <ati=fivdl to continue making
such awfal profies 77

FORD : "W don't seem to be able to keep the profits dowe.”

STEVENSON @ Ave vou trving to keep thom down ¥ What is the Ferd Motor
Compny organised fat execpt profit=. will you tell me. Mr
i“"l'(] '

FORD : Qrginisad 1o ddo s wmneh good as we can, everywhere. Tur-
evervhody conecraed. To do as much as possible for every
hody conesrned.  To muake mouey and use ir. give employnent
ol sened ord thi ear wheve people ean use it. - And dncidenfully
foroanethe et

CSTEVENSON @ loeidentally make noney 77
» FORD " Yessin”
STEVENSOYN : ~But vour cunnioliing fraiure is to emplod a great atmy af men
at high wages, to reducs the selling priee of veur car, g0 that
a Lar of prople can buy it at a cheap priev and give evervhody
a car that wants onc.”

FORD: -~ If vou give all that. the maney will full inte veur hands.

You ean’t get out of i,

* Chief Administrative Oficer. Indian Railwavs, Integral Coach
Factory, Perambur, .
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QPART from a few isolated hisinace
“® concerns, the general run of Indian
business cannot be regarded as produc-
tive; and it is so because of its economic
philosophy. We do not appear to have
sufficiently realised that high profits,
high wages, high rates of taxation, high
productivity all go together. If the mass
of the people get low wages, there will
be little demand for the products of
mechanised industry; and highly pre-
duetive business just cannot come into
being. Henry Ford made enormous
profits through charging low prices and
paying high wages. Low prices resulted
into an enormous and increasing turn-
over., The resources of the Ford busi-
ness were fullv utilised (that is the
meaning of productivity). Everv man
in the Ford organisation worked o the
limit of his capacity because each one
knew himself to the hest beneficiary of
the Ford business. Because of the very
large turnover, the smallest margin of
profits on a car turned out to be millions
of dollars; and this precess became
cumulative,

If Indian business has to become pro-
ductive—as it must be in the national
interest—it has to absorb at least a part
of this Ford philosophy.

Traditional capitalists claim  that
business is essentially and principally
aimed at profit and therefore higher
and higher dividends, but Henrv Ford
tock an entirely different view of indus-
try as a business. He thought of business
and industry. first and foremost, as a
public service. For him, profits were
merely what enabled him to kesp the
Tactories going. to carry out his plans
of expansion and to maintain his’con-
pany’s independence.
the preof of success. the vroof that he
was richt and that his methods ‘shund.
To quote his record again: “.. a reason-
able profit is right but not too much. So
it has been my policy to force the price

Profits were also
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wd v WO WUML UD LUSD O PLUUUCLIUL
would permit and give the benefits to
users and labourers with resulting, sur-
prisingly, enormous benefits to our-
selves.”’

Management of Indian business must
undergo a real reorientation along lines
indicated in the preceding paragraph.
The popular generalisation ‘A manager
does his work by getting other people to
do theirs’ tells only part of the story.
Leadership is an essential part of
management and finding leaders is a
problem that grows more difficult as in-
dustry expands and becomes more com-
plicated. In the newer industries of
develoning countries like ours, the de-
mand for leadership cannot ke fully met
from traditional sources.

We are now relving less and less on
foreign management. Wec have there-
fore necessarily to choose and train an
increasing number of managers from a
wider section of the community. If
management were an exact science this
cculd be a comparativelv simple matter
but management is not learnt by read-
ing books or even bv participating in set
courses of studv. We should. therefore,
not confine ourselves to higher manage-
ment by administrative officers only.
but encourage scientists, technicians,
labour leaders, professors, lawvers and
politicians to come forward to join the
higher management.

This new management must not only
have a new technology but also a new
vision as to the ultimate aims of the
social economy. To quote from ths
Duke of Edinburgh's study conference
on human problems of industrial com-
munities:” . .. ‘We have as a target the
doubling of the standard of living, which
can be bronght about only as a result
of reducing production costs by econo-
mising product designs and developing
advanced manufacturing processes and
facilities.. ... &
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This rate of change will mean a radi-
cal alicration in the whole pattern of
emplosment, There will be a large num-
ber of people emploved in technical,
administrative and other capacities
many uf whom will be diverted from the
ranks of those manually employed and
it account is also taken of shorter work-
ing hours it can be assumed that the
output of a smaller force of manual
workers will have to be increased three
or four timez to schieve the aim of
doubling the standards of living for all!

This really means two things: that
small groups of manual workers. who
will be called upon to mzke massive in-
creases in their productivity, must be
adequately motivated under a leader-
ship. which enjovs their confidence.
which knows their difficulties and con-
tinually moeves to solve them without
being asked to do so. Secondly, the new
technolegy of management demands
that the least nroductive worker be cap-
able of a goed deal of planning. The
more planning he can do, the more res-
ponsibility he can take for what he does
and the more productive a worker he
will be. Qur problem will be that many
workers of tomorrow may have to be
able to do more planning than a good
many people, who call themselves mana-
gers, are capable of.

To sum up. goud management should
be capable of a gnod deal of planning to
get the best vut of machinery and men
at their disposal. This is very import-
ant: as Hawthorne experiments thirty-
five vears ago showed. that no matter
how highly developed the technigque of
producticn. how excellent the physical
working conditions. or how high the
amount of pav received, more import-
ant factors were, whether or not the
worker liked or trusted his superviser:
whether he found a source of pride and
satiztactien .in his job or whether he
found his contacts with his cosworkers
pleasant,  All these had & much-greater

cliect upon his eutpi! even in a routine
assembly job.

[+ must be remembered that the
labour of human heings is no longer a
commaodity, and the worker no longer
sells his lIzbour but enters into an asso-
ciation with management in order that
what thev produce together will provide
a livelihood for Loth and at the same
time better sorvics for the customers.

Taking these expcriments and expe-
riences into considcration, the most im-
portant thing for any progressive mana-
gement would be to develop good human
relationship between management and
workers. Once this is achieved, the tech-
nical departments can play their role
guceessfully hy organising the efforts of
workers to higher productivity.

In this connection we may devote
some lime tu standardization, which
plays a crucial part in large scale econo-
mic development. Standardization has
been historically an impeortant factor in
the ascendency of the factery system of
mechanical producticn and later in the
development of mass production techni-
ques and automation,

Standardization also leads to simplifi-
cation in industrv. The advantages of
standardization can he surmmarised as
follows:

To the producer:;

1 Longer runs with fewer changes on the

production line

b=

Reduced tooling and sc! up time

3 Possibilitics of increased mechanisa-
tien and special purpese plant

4 Easier training of operatives

3 Simpler snd cheaner inspection

6, Less capital invested i idle nlant, tools
and space

i Reduction of stocks of malerials, com-

Denents and end

products
"8 Reduced call on drawing oice and
design offize a7 lor speetal osders,
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leaving them free for work on new
designs or improvements

9 Simpler
work

clerical and  administrative

10 Easier service arct maintenance

11 Concentration of =ules and advertising
effort on a narrowoer rangs

12 And hence. incressed  produciivity.
leading to reduction in custs and prices
and to increased sales

To the user:

1 Lower price fur a given cuality or por-
formance

2 Reduced variety and level of stocks at
all distribution points

ol

Readier avatlability

o

Improved
facilities,

serviee  and  maintenance

The present position in the markets of
under-developed countries is that a few
persons enjoy a variety of products, im-
rported and domestic, while the mass of
people go without the hare essentials of
a modern life. Standardization will
correct this highlv anomalous and un-
productive state of affairs. If a hish
standard of living has to be provided
for the large mass of people. speciallv
in heavily populated countries, it can
only be on the basis of standardization,

This brings me to another important
phase in the development of our indus-
tries n India. We are entering into
technical collaboration with different
countries and different firms which are
used to different standard specifications
and possibly have more highly develop-
ed machinery and plant at their com-
mand. To get the highest productivity

it is  necessary  that the various
collaborators  he asked to adhere
to  the Indian Standard Specifica-

tivns and design products which would
be maore suited under cur climatic condi-
tions To sum ap. elimination of diver-
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cified products and adopting standardi-
zation as far as possible and using raw
naterizls to ISI or other Indian Stand-
ard specifications would lead to better
productivity and reduction in proeduc-
tien cosis.

After a decision has been taken on
the products to be manufactured, it is
very necessary to make detailed studies
of how 1o produce those articles in the
most efficient manner eliminating waste
wherever possible.  This  could be
achieved by technicians well trained in
planning. work studv. motion study,
time study eic. So far we have banked
on cheap labour. This must change now.
The important thing now 13 1o produce
consumer goods at comparatively cheap-
er prices within the reach of the com-
mon man. It. therefore. means that
planning (work studies. method studies,
time studies) reeds careful attention.
There is, however, one thing to be re-
membered inin this connection. Automa-
tion is now bheing adopted in the western
countrics but we in India have to be
careful in this regard. because single-
purpose machines suitable for automa-
tion are more complicated and are not
vet being manufactured in India. They
have. therefore, to be obtained from
abroad at a much higher price and their
maintenance js also a problem. Man-
power in the western countries is a pro-
blem  and therefore automation for
them is a necessity. In our country,
there is plenty of unemplovment and
manpower is available at command, We
have. therefore, to provide more emplov-
ment to wipe off the large unemploy-
ment existing in our countrv. Teo the
technicians. therefore, 1 have to advise
that these different circumstances should
be given due weight before coming to
decisions in their anxiety to increase
productivity,

- This does not mean that we should
not resort to muass production methods,
Fhere is na other wax of increasing pro-
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ductivity.  But we must clearly under-
stand what it means,

The ordinary citizen weuld define
mass production as large seale produc-
tion by the use of interchangeable parts.
it as Henry Ford himself showed. mass
preduction is the fccussing upon a
manufacturing oneration of seven differ-
ent principles viz. power, accuracy,

3-

-

3

ceonomy, continuity, svslem, speed and
repetition. When all the seven are used
to make a car, tractor, refrigerator, air-
plane or other complic~f~* « ~ imodity.
then mass production throws open the
doeor to plenty. low bprices and an im-
proved standard of living. Arming a
people, in peace against want, in war
against enemies. it becomes an instru-
ment to alter the shape of civilization.

TIME & MOTION STUDY

“Always keep in mind that you can't make money
if you run the job the way it is timed ..”



An Experiment in Productivity
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years ago, in a small garage, a pionecr manufactured o sewing

machine. It developed into a sinali factory situated in a house, and it 1nade

a few rmachines cvery month.

A few financiers joined hands but in ibe

face of foreign vcomgpetition and the poor quality of production, they found

it difficult to cortinue.

An hmportant industrialist waz approached

1o

take over the factery: and he did. A statistical table printed in the text
of the article shows the results: a decrease in the number of manhours
spent on progdueing a sewing machine from 134 in 1946 to less tho iU
In 1980, a tour-thine increase in etnployment in the same period, and oo,

EWING DMachine manuifacture has
during the last 100 yvears developed
into a fine art and represents a consider-
able achievement even in the industrial-
ly advanced countries, but in India, with
little background of Production Engi-
neering, the task has been immeasur-
ably difficult. It is an intricate and pre-
cision Industry which involves the
manufacture of aboutr 400 components
and nearly 4,000 operations.

A 4

Want of technical skill and back-
ground of production engineering have
been chstacles hut & much bigger diffi-
cutty was caused by a wrong start.
There did not exist a single drawing and
whenever there was any difficulty refer-
ence was made 10 the Pfafl Sewing
Machine components, of which this sew-
ing machine was more or less a copy.
Machine tocls or jigs or fxtures were
all of antiquate design and were cof poor
construction. Gauges were almost non-
existent. Components were produced as
per samples without much accuracy.
Considerable difficulty was felt by the
assemblers in fitting the components by
filing and hammering. The final finish

* Publizhed byﬂrthe_cc':L-l-lj‘Lc{\:wof Sri T R_‘Guptl;l

and good working of an  assembled
machine entirely depended upon the
skill of the individual worker. Some
machines were reallv good in use while
others constantly gave trouble to cus-
tomers who abandoned them in  dis-
appointment, consequently resulting in
creating a great prejudice zgainst our
sewing machine. As a matter of fact,
every machine sold needed a mechanic
with it.

The small factory was shified to new
premises in 1938. By 1040 we were
manufacturing a few hundred machines
per month. We had several other items,
such as water meters, railwar signalling
apparatus. lvpewriters, electrical mea-
suring instruments. cocking ranges ete.
We had tc postpone our plans for proper
organization and expansion, as the works
were requisitioned bv Government for
war work.

In 1944, Management was able to
place crders from UK and USA for some
of the general purposes machine tools
and equipment and completed all the
component drawings, including assem-
bly drawings, to determine if there
would be any obstruction due to mis-
take on anyv individual component when
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she machine was running. Process
sheets were laid out giving the sequence
of operations, indicating the tvpe of
machine required, jigs, fixtures. toals
and gauges needed in different stages of
production.  In many intances compo-
nents were so small and so 1atricate that
each componcent needed some 60 opera-
tions to complete. and had to be pro-
duced in very close tnlerances.

The major difficulty in accomplishing
the work was want of trained person-
nel for designing tools and machines.
developing new methods, determining
suitability of raw materials, production
of tools, establishment of production
methods and gquality control. Besides
all these, we had a past legacy due to
improper :raining of workers. Produc-
tion was carried on in the past through
contractors who were skilled mechanics
or machinists. Each one of them had a
batch of 8/10 workers, who were very
poorly paid by him, the major share
being pocketed by the contractor. There
was no arrangement for work measure-
ment and the rates were fixed arbitrari-
ly. As the operators did not get suffi-
cient wages, they would often leave the
work. Due to lack of training, mate-
rials were wasted and tools; machine
utilisation was very poor. Workers were
also misled to believe that the purchase
of new machinery and establishment aof
new methods will lead to retrenchment
of workers.

This was the most critical stage in the
history of the Works. War was coming
to a close the decisions had to be made
as to which other lines of production had
to be dropped, excepting sewing
machines. Management decided to
gradually reduce our lines of production
and stick only to sewing machines, elec-
tric fans and hurricane lamps. The last
two items came into production on
account of war requirements. Later on,
the production of hurricane lamps was

2
-1
o

stopped and only sewing machines and
clectric  fans were produced. Even
these two lines were separated into two
units, ahout five vears hack.

Vanugemen!  experienced manifold
difiiculties in peace-time reconstruection.
Technicians had to be trained, quality
articles had (o be produced and sold at
a price the customers would pay. On
the other hand. a trained and satisfied
labour foree had to be developed. To
achieve all these objectives. considerable
expenses were incurred in getting
‘oreign technicians to train the person-
nel in the shops. offices. and in sending
Indian technicians abroad for specialis-
ed training.

Besides importing modern plant and
machinery. fresh lavouts were prepar-
ed. operations divided and sub-divided,
1ecessary tools and eguipment produced,
operators trained in necessary skills,
time and motion studies conducted and
incentives fixed. Raw materials were
standardised and close control was
introduced on incoming and in process
materials. Performance standards of
finished products were brought in line
with that of the best {oreign makes, line
production methods were introduced;
general purpose machines were substi-
tuted hy special purpose machines to
ensure interchangeability. Long runs
were introduced with fewer change-
overs, Proper materials, handling
methods were introduced to ensure con-
stant flow of materials in the operations,
to save manual labour and prevent
damage to materials.

No doubt, this was a gradual change.
Layout of the shop and methods of pro-
ducticn had to be modified twice or
thrice to suit our requirements. To im-
prove working conditions, most of the
buildings had to be demolished and new
ones built with better light and ventila-
tion. Extensive studies were conducted
1o get the best out of the existing plant



to yield the maximum the equipment
was capable of without straining the
workers,

But the most important factor that the
management took into consideration was
the “man”, through whose whole-heart-
ed cooperation and participation, a
miracle in production was brought
about. How this feeling of participation
was made possible has been described
later.

Some comparisons of the working of
the Concern may now be given. Taking
1946 as the base year, the table printed
below shows how productivity has gore
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machines whereas consumption of elec-
tric energy has increased 5 times. invest-
ment on plant 13 times. covered space
'l times and total investment 15 times.
The increased expenditure on indirect
services and better utilisation of eguip-
ment has helped inerease in the produc-
tivity.

A brief mention has been made of the
Lunportance of the worker. The first step
for us was to dishand all the contractors,
tix norms of production and to introduce
an incentive scheme as far as possible
on individual basis, but otherwise on
group basis. Arrangements were made
for training the workers for different

Mg 1960
1 Number of Employees L 5029
2 Investm@:nt in rupees per emplovec on plant and Bnidedinge 1841 4ds
3 Horse power installed per emplaye s 095
4 Kilowsatt hours used per production crplovee er Lour 032 1.l
3 Man-hours per Sewing Machine 141 0%
6 SERVICE DEPARTMEXNTS
{tool room. mintznance, insp=ction, design office, development &
Research).
{a} Investmont in rupees on plant & huilding L35uen ST 0060
(h) Number of prople working 124 w83
(¢) Investmnent in rupees in omaterials bndling B HO® O
(d) Invostment in training facilities #4 450,000
¢} Recarring exponses on training (inehuiing SUPE syl
materials) il $00, 000
7 Total investment SU00.000  TH429 (010
% Investment on plant L7000 02 415 000
Y Investmont on buildings 342 000 0,559 000
ko Plant & Machinory ufili:ttinn} {percentage) ok =

up during the last 14 vears and how it
is influenced hv other factors like
investment per emplovee on plant and
building, horse power installed, kilowatt
hours used; and how intensively machin-
ery and men have been utilised. It also
gives an idea of the expenses incurred
on providing betier services in term of
designing, development. technological
research. tool room, Imaintenance.
inspection, quality control, industrial
engineering and training centre.

These figures show that productivity
has increased 14 times in sewing

jobs.  After

acquiring the necessary
skill and practice. their earnings
increased. We had all the support from
the workers. We made the contractors
mistries (junior supervisors or ool set-
ters), and fixed reasonable remunera-
tion for them. Tt was not an easy job to
persuade the workers 1o agree to the
incentive scheme. They had many mis-
givings in their mind. But the manage-
ment gave a written assurance not to
change incentive rates without effecting
change in production methods and to
maintain the past average yearly earn-
ings. This acted as ga big spur for
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Increased earnings and alse helped the
management in the better utilisation of
its plant and machinery. Average pro-
ductionn (bonus) earnings per man per
month are given bhelow.

B~
1446 il
an 20 -
1454 % -
1456 G497
(St Livs -

1460 161"

Contrary to the practice of chasing
the workers for higher production, this
ccheme called upon the management to
provide uninterrupted flow of pro-
cese materials, tools and maintaining
rmachines in good order. So it was a
question for the management to plan the
work before-hand in detail for securing
the maximum possible degree of team
work for greater efficiency. To get fuller
cooperation of the indirect employees or
of the staff members or of the super-
visory staff. pavment of average pro-
duction bonus, varying from 100 to 607 .,
depending upon the extent of effort. was
intreduced.
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the benefits the emplovees derive due to
this Schme.

To draw from the fund of experience
of individual employees, we started a
Suggestion Scheme. We have in the
past got some very intelligent sugges-
‘ions which have proved bevond doubt
that “Brain is not the monopoly of a
few”. This has given confidence to our
emplovees and a feeling of participation.
We are giving below in Table (b} the
number of suggestions received and the
percentage of suggestions rewarded.

-

In the past 7 vears. for most of the
jobs, minimum standard of education
for the new recruitment has been mat-
riculation. For skilled jobs, recruits are
trained to improve their skills according
to exact job reguirements. Out cf 5,000
emplovees. we have over 2,500 matri-
culates. Age limit is kept between 18 to
20 vears at the time of recruitment. The
number of employees trained and pro-
moted due to the opportunities offered
to them is as follows.

In 1950 e p 1 I Tool Setters 23
n 1950, we also introduced a pro it J ; i
; o T unior Supervisor
sharing scheme. The emplovees are he- Sug : 37
ing paid 1/3rd of the Company’s net Chargehands 19
profits (before deducting taxes). The Assistant foremen 8
fisures given below in Table {a) indicate Foremen 5

Tabhle (A)

1044 1950 NI T T leaw '"719675&' N

5 . Rs.
}'mht hlmre Paid H‘c Nil 27100 N274432 1,986661 2,532305
hrmu: in terms of hasie Nl 2 months 4 months B montlhs i months.
WAges 9 davs 12 daxs

Table (B!

years

151.‘34 1956 1938 1960
TERNTTTY 373 158 23l 202
1o ol e alions rewndi i LA B L 3.4 36.4
Cash Roweard paid {n Bs AT50 G127 - Tid0o 11590



a7

This has created a feeling amongst the
employees that they have chance for
promotion and for improving their earn-
ings and getting a better status in life
by hard work and intelligent applica-
tion.

We have a conlinuous arrangement
for selection from amongst the em-
ployees, trainees for giving part time
courses at the level of Higher National
Certificate. For higher executives, ail
available facilities for training in the
couniry and abroad are availed.
Through job rotation and giving res-
ponsibility of a complete scetion as a
manager, chances are given for conti-
nuous development of managerial skills.

The management gave a written
assurance to the emplovees that no nne
would be retrenched on account of
modernisation or rationalisation. The
management also {urther assured them
that the past vears' average earnings,
in case s worker is shifted to a new job,
will be maintained. The tollowing
figures reflect job securitv and satisfac-
tion of the emplovees.

18415
Labour Turnover T S0
Average hourly sarninug- ot
LT

head in rupess ot

A magazine Works Samachar is being
published to serve as a medium of edu-
cation, communication and eradication
of social evils existing in the com-
munity. An Annual Fare has become z
very important event of the vear when
all members of the emplovees’ families
visit the factory and have fun. We have
a subsidised canteen, where a3 whole-
some meal iz provided at !:3rd of the
cost. Tea Is previded at 2 nP per cup.
We have alen oryanised dramatic and
gymnastic clubs, sparvts. Tihrary ete, and
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the workers themselves manage the
same. Living quarters have keen built
for about 20% of the employees.
A cooperative  credit  society has
been started for advanecing loans. Em-
plovees are encouraged to purchase
lands and build their houses and as a
result nearly 2000 of our emplovees have
neen able to build their own houses
under the Scheme,

We have a recognised Union and have
an agreement, which duly takes care of
the interests of both sides. A grievance
procedure has been laid down and is
being followed. Rules and regulations
have been framed for modernization
and improvement of methods. On the
whole we have found the Union quite
cooperative and day-by-day better
understanding is developing. As a re-
sult there is not much resistance in
introducing new changes in the methods.
substituting old machines by new and
more modern machines, general purpose
machines by special purpose machines:
creating line production and shifting
and retraining of emplovees from one
leb 1o another. Whenever there is a

1960

need we always sit down across a table
and discuss our problems. There has
been hardlv anv occasion to refer anyv
dispute for reconciliation or arbitration.
Our experience is that the manage-
ment's Jot of pinpries and unnecessary
warries are considerably reduced by
recognizing the Union. It creates a bet-
ter work atmosvhere and hetter under-
standing vetween the management and
the emplovees.

it mav be addad here that special pro-
ductivity techniques such as standar-
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disation, specialisation and works simpli-
fication have proved very useful handy
tools for the management. Variety in
manufacture of components has been
reduced. Specialised training to differ-
ent categories of emplovees has reduced
training time and imparted better skills.
In work simplification. industrial engi-
neers looked to dividing and sub-divid-
ing operations and developing skills of
the people to make it easy in operation
and less expensive in cost on account of
dispensing with skills.

There is another vwvery important
method in redueing re-work: improving
the level of quality by control of pro-
cesses, OQur rejections used to be at a
Jevel of about 7% hefore we introduced
Quality Contrcl. It has come down to
less than 3'¢. Instead of doing post-
mortem, that is, selecting bad parts out
of good parts or vice versa, the quality
is automaticallv maintained at the desir-
ed level through the control of proces-
ses. This was very necessary, as initial-
v we suffered z good deal due to past
prejudices. Now, not only in the coun-
try, but even in the most highlv indus-
trialised countries, the standard of our
quality is accepted and we are able to
export our goods in ever-increasing
volume. We feel that qualitv and gquan-
titv go hand-in-hand, and we have
achieved both.

Even a good product fails to find mar-
ket if it is not backed by proper sales
and service organization, It is here our
management achieved a unique distine-
tion by organizing a verv wide network
of over 2000 selling points and 1500 ser-
vice centres throughout the length and
breadth of the country. We have over
800 tailoring and embrodiery schools
running in the country and abroad,
where over 50,000 students receive
instructions in tailoring, cutting and
embrodierv, under the supervision of
highly trained teachers, We maintain
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trained mechanics at every selling cen-
tre for rendering quick service o our
customers. and even in the remote vil-
lapes we have provided mobile vans for
giving free service on the spot.

We started exporting Sewing machin-
es and electric fans in 1948/4%. We are
exporting to about 40 countries all over
the world. Exports during 1959 were
over Rs. 8.2 million and we expect that
our export ficure will be at a level of
Rs. 125 million during 1966. The
competition in the export market has
been very severe. It has particularly
called for a lot of courage to establish
export of sewing machines to highly
industrialised countries like the USA,
Canada and the UK, and other European
countries, and we are happyv to sav that
thev are now our regular customers.

Apart from various factors discussed
above, another most important factor
stands out clear and that is scientific
management. There is no substitute for
it. In the absence of this, everv effort
fails. It is the responsibility of the man-
agement to clearly define their objec-
tives and goals, to build a sound orga-
nization with a good team spirit, well-
knit, and with proper training at all
levels. The effectiveness of the team or
the individuals will depend on clearly
defining the funetions, duties. individu-
als will depend on clearly defining the
functions, duties, responsibilities of each
individual and delegating the necessary
authority. It is also necessarv to keep
the organization above the individuals,
select. train and promote the proper
people for the proper jobs. The manage-
ment should be by competence of the
persons and not by inheritance.

As a result of the progressive policies
followed by our Management, we have
made a remarkable progress, which is
clearly reflected from the figures given
in the Table on next page.
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P 945 1950 1954 1038 1860
Total Employment in
S2wing M/e./Fan Nos. 1961 24538 3669 10208 15208
Direct in the Works 1382 1758 26149 38038 5,024
Fooedor Industries — 950 2200 4,679
Siles & Sarvice 600 550 2400 4200 3,500
Total Out-put (in hundred
thousand Rs) 35.9% T4 187.37 237,00 720.63
Cost of Hand $:wing Mfe LO0 4328 4,75 5304 80.31
Raw Mat rial Cost Units 100 123.00 RSN F71.80 171.52
Labour Wages Units 10m) 140 23400 R ALY 336.02
Sals Price of haud Rrwing
Machine R+ 224, - Rs 160/-
Profits (in humlred thousand
of Rs)  PLEE R.18 14.31 3%.32 51.94
Taxes paid  {—do—) Nil n.47 xa2a 14.45 19.50
Dividents paid to Share
Holders %, Nil 6.00 6.00 12.06 17.15
Exports value for the year 1956/57 Rao 13.96  (in hundred thousand)
1657/53 Rs. 24.88 —do—
19538/50 Ra, 45,11 —do -~
105360 Re. 82.52 —dn—

The figures clearly illustrate as to how
a well-managed Industry benefits each
and all. It pravides more jobs, increases
material wealth of the country, reduces
cost of production. provides better
standard of living of those directly con-
cerned, and enables to improve quality,
along with other various advantages.
In addition to the various bencfits that
accrue from a well-managed industry,
it is a very gnod example as to how it
could contribute to the well-being of
the country.

We have had. however, our share of
difficulties: manv many difficulties in
implementing various new schemes. We
have made mistakes bv not employing
early enough proper selection and train-
ing of emplovees and proper work
measuring methods. Partly our mistakes
were due tn circumstances and partly
due to our ignorence. In the new units,
which we have plonned to sef up, our
past experience will guide us.

This has been a great soclal experi-
ment so to say. Mistakes, no doubf, we
made. but we have learnt a good decl
and have acguired a hig ool of experi-
ence, and have trained hundreds of
voung executivez who hove confidence
and faith in themselves to face the new

challange. We have found from our ex-
perience that the educated middle class
bovs. when properly trained, are really
sood assets of the Organization. The
achievements that our industry made in
the field of new technology, research
and development, is benefitting the
eountry as a whole. Many new ideas can
be scon in operation by the industrialists
and voung men of the country. They
can avoid many pitfalls which we had
to face.

Tn fact, the considerable experience
in the mass manufacturing methods
which we have acquired and the good-
vill of sur people we have gained, have
furiher emboldened us to set up several
new other units to produce precision
tems like ball ‘bearings, Sealed units
ior Refrigerators and Air Conditioners,
the Zig-Zag Sewing Machines, Tungsten
Carbide products and Spectal Purpose
“Tachine Tools. Does it not clearly prove
the positively promotional role of our
industrv, creating new opportunity for
the vourg men eof our country, and
reducing the dependance of the country
o1 foreisn exchange by exporting the
produe’=? Dees it not prove as to what
lias heen aceomplished by one industrial
unit ¢an he achieved by other industries?



NPC Technical Enquiry Service

PC hasseeured Technies! Report<prepasd by the [CA [[uternitional Coopera-
tion Mission of the USAY ol FPA (Barepen Productivity Ageney) in res-
ponse to Technical Fnepivies. reeeive L by th e arazadzations from v riots countries,
Ahout 8.000 such Reports ave aveilahle and they cover. as e <t pinted below
shows, & verv wide range of mmmbuduring proeesses. NP would like to share
this material with Tndian menufacturers in the conlidence that it woull be useful
to thom in the solution of the many lechnical problens that contront them from
time to time.  Specimens of types of Technical Enguiri - are given on the following
pages and are worth porusal. Tr ix obvious that many Indian manufacturers
would identify them as their own problems.

2. Move Reports on Tuchnical Enguirvies trom the 1CA and the EPA  are
being recieved and will b ann suneed in this Journad and othorwise.

3 Munufacturers are invited to send any spocitic technical enguiry to NPC.
If the requirement can bhe met from the syvailabic technieal enguivy reports, copy
of the retevant document will be reprocuceed and =eut. Alteruatively, seleeted en-
quiries will be processed 1o incnatry and trade assoeis tions. indist rianl aud research
institutions. universities, manufictaring firms and other foreign: orgaisations, in
a position to answer the teehnical enquirivs addressed to NPC. - Teuay be men-
tioned here that the I('A has oftered to render help to NPC in this connection.

4. Enquirics may kindly he addressed (o the Techuical Knquiry Service,
National Productivity (Smneil, 38 Golf Links. Now D Ihi. in the form appearing on
page 287 but this ix not a rigid sprovitication. Allthat s requested is complote and
comprehensive informecion regirding any teehnieal problem facing an Indian
manufacturer. hesides sueh dotails as would usiually benecessary. It may be men-
tioned that a <traight request for “all available information in regard to----’" can
rarely be answered in a useful way but NPC would like to be heipful in every
possible way.

5. A nominal veproduction fee of R+ 2,00 foreach title of enquiry may kindly
be remitted by bank draft piyable to Nutional Productivity Council, New Delhi.
The service itself will be frec and there will be no charge either .for the copies
supplied, except the nominal charge to cover reproduction eost.

SUBJECTS

Abragives Business Management. Cortosion and  Krosion
Adhesives Cisting Cottage lndustries
Advertising and Sale< Promo-  Cormnies and Glass Distribution and Marketing

) tion Chendenls Eloetrieiry
Air-heat Clonning Elcetronies
Appliances-Elvetrical and Gax Coatings Fibers
Batteries Conerete Food Processing
Brick and Clay Conatruction Fuel
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TECHNICAL ENQUIRY SERVICE

! Furs Merchandising : Wholeazle-  Plasties
Gannent Industry Retail Platirg
Hardware Metal Fabricating Plambing
Industrial Davelopment Meta! Processing Printing
Instruments Metallurgy Production Metheds
Leather Minerels Rubber
Lubricants Misecllaneous Safety
Lumber Packaging Textiles
Machine Operations Paints Waste
Machinery Paper Water
Maintenanee Petroleum Welding
Matorials Handling Pharmaceutics Wood

LATEST TECHNICAL ENQUIRY REPORTS RECEIVED

(Copies of the reports are available from NPC ai REs 2.00 per copy)

Business Management

IR 12309 —Office Munagement, cost studies: 6
studles relative to the application of
cost reduction techpiques in office manage-
ment. One of the studies provides n speci-
fic example of ecconomy achicved through
changes in organization of a branch of a
goverament bureau. The other § examples
are from private industry.

[ERE TN

IR 15692 —Sulesmanship Training :  Reference
and teXts on salesmonship training  arve
given. 6 references.

IR 13388 EP—Training  Progrims ¢ A short
bibliography is submitted on the trairiig
of munagement and persounel in retedl
and wholesale establishments. Eight re.
ferencues are given,

IR 18883 --Porsonnel Munagrment Course : Proa-
nribes o training coutse, 300-459 class room
hours. outline rourse content and  refer-
ence material,

IR 17068—A Dbibliography is given of modery,
office procedure with emphasis on up-te-
date filing systems. 11 references.

IR 19410 —Setalords, Bibliography @ Informa-
tion is given on « bibliography reloting to
standards and specifications for use in the
drafting of legislation.

IR 19321 —Organdization and Training in Snles
Lepartment :  Information s given  in
detail on the organization and funetion-
ing of a sales department, (Marketing
Function}, and on suleamen training.

IR 19523 —Bank Personnel Truining: Infor-
mation is requested on the best systemn
used by US benks in the training of

personmel by use of  written  manuals,
Becuuse ol the lack of publislied material on
thix specifie topic most of the irfametion
furnished was grthered through discussion
with men in the ficld, Gencanl back-
ground information wus obtuired ficm the
hibliographical sourees roted.

IR 1957G-EP — £mployee Benefits 1 Tiformation
15 presented on employee  training and
cmployee mornle building, with particul.e
reference to plant air conditionir g and in-
plant ferding facilitivs. 12 refercnees.

IR 19625 —Office Layout-Personnel Departmen!
af « Bapk: Lutoims tion is presentod por-
taining to a logiral (Le. protitable) office
layout  for the  persornel  department
of a bank with 2,000 employees (1,500 of
whomn are in the main office),  Personnel
increase s a fuctor in plannicg.

LK 20012 —Planning Private fuvestment Pro-
grams for Undeveloped Areqsa : Information
givon about sourcies of information on the
subject. and cxumples of specific pro-
grams in operation listed.,

IR 20065—Training :  Information ix presented
on technigques used in “‘gquick”™ or Yoece-
lerated™ industrial  training  programs.
2 l‘L’f(‘-['(‘Il(’(‘S.

IR 20363 —Employee Training : Infeimetion is

submitted on the training of irdustrial

personnel, with particulsr refuence 1o

employecs in the  refrigerating industry,

7 refercnces.

1R 20433 — Employee Stock-Buying Pluws: 1In-
formation is given on plans used by US
compsnics to encoursge real partivipaticu
by rmployces and werkers in the companines
activities by encouraging them to bLut
atock on an advantageous basis.
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IR 20481—Tourist Agencies : Sources of Infor-
tion on the organization and operation of
s tourist agency are indicated. A corres-
pondence course is cited. 5 references.

IR 20821—Cost Accounting: A comprehensive
source of information on cost accounting
and other business practices in the chemical
engineering industries is cited. 1 referenco.

IR 20735 —Job Organization —Electrical Engineer-
ing and Generating Plants : Information
on planning organization direction, coordi-
nation and control with emphasis on 1) the
organization chart, 2} job specification,
and 3) the orgaaization manual.

IR 20739—Job Organization—Open pit Mines:
Information given as to technical texts on
the subjeact of job organization in open pit
IINnes,

IR 20063—[Fse of Aptitude Testa: Information
is given on the use and value of Aptitude

Testa in the selection of truinees in  the
mechanical industries.
IR 20979 Music at Work: Several general

texts on industrial psychology are cited.
plus a salaction of articles on the roles of
volor and music at work. 38 references.

IR 20981-—Modern (ost Accounting Procedures
in a Machine Tool & Die Manufacturing
Plant: Materinl on the generzl subject
of modern cost accounting procedures
in & machine tool and die manufacturing
plant. 12 references. )

IR 21036— Bibliography on Business Finance:

Sources of information given on the general
subjact of methods of finanecing U8 busi-
ness, making available to US Point IV,
and ICARE librarics abroad, bibliographi-
eal material to serve as a basis for selecting
items to be included in those libraries.

IR 21041—Structural Organization of Industry :
Information given on trade associations.
vertically by industry ; structure of asso-
eiations ; selection of officer and directors;
ataff organization and bibliography.

IR 21188 -International Finance Corporation :
Information is given regarding the Inter.
national Finance Corporation’s use of con-
vertible debentures as instruments of ob-
ligation.

IR 21403— Export Promotional Organization :
Various publications are given on three
sources of information on the subject  of
Export Promoticnal Organizations,
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IR 21483— Technigues of Successful Fereman-
ship . Deacription of the techniques snd
traits characteristic of the surcessful fore-
man s given.

IR 21491— Selecting Office Workers : Informa-
tion is given on the techniques and proce-
dures generally used in selecting offick
workers.

IR 21632~ Job Descriptions: Information is
given on job descriptions for hourly rated
power plant elassifications.

IR 21643 .- Mining-On the Job Tratfuing : Course
description ; reference  and literature
and usual moterisl  Outlines  of eoal
mining and machine maintenance exten-
sion courses are included.

IR 21689— Wage Incentive Systems: Sources of
current information on wWage lucentive sys-
tems are indicated. 7 references.

IR 21049 —Retirement Plans in American In-
dustry : Information given on American
[ndustrics experience in the use of retire-
ment plans. 2 references.

IR 21974-EP. - Technical Information Services !
A brief description iy given of some orga
nizatians offering technical information
research services on a fee basis, and ®
manual is eited listing a number of such
organization and services in the US.

1R 22041 Organization and Operation of US
Insurance Companics: Information on
the orgsnizaticn and methods of operation
of insurance companies operating in the
fields of life. nceident, casualty, and wea-
ther insurance.

1R 22177 Organizational Mrethods in a Modern
&hoe Factory: Information given on or-
ganization methods in a modern shoe fac-
tory with emphasis on work flow and serial
production. Bibliography included.

IR 22835-EP -Job Analysis: Four publica-
tions on job analysis are vited relating to
job analysis and evaluation in electrie uti.

lity companies {power plants, ete) in the

Us.

IR 22008- .Management 1 A bibliography  on
arganization and managtment In small
business is provided, including 10 books
and 32 articles.

IR 29030-- Food and Food Products: A biblio-
graphy of 18 references is supplied includ-
ing general reviews of the technology ap
well as selected new developments,
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IR 22055 —0ffice Management and Procedures :
A bibliography ie provided of 10 referonces
on office minagement, 4 periodicals in the

field, and 1 hooks on letter and report
writing,
IR 22056—Motor Transport: A  bibliography

of 30 references covers management in the
motor transpert industry.

IR 22346-—Management : A list of publications
is given, covaering theory amd case studics
of American methods of management train-
ing and executive development. The list
includes texts and spocialized pamphlets.
18 roferences.

IR 23004 —Selection and Training of Workers
and Managers for Production Plantg: In-
formation is given un the mrethods used
for training the workers in the production
departments as well as in experiences In
industry and in plants themseves and me-
thods of selsction of suited men for certain
jobs.

ER 23085 —Training within Industry: Respon-
sibility of management; duties of training
instruetors ; outline of typical program
is given.

IR 23343 —Mechanization : A bibliography is
given on mowchanization in administration,
job organization and related yuestions.

IR 23592 —Management : A bibliogruphy wus

given, listing the major books and periodi-

oals presently being published and sold in
the US, dealing with the basie phascs of

Office Managenent.

IR 28707 —Coal Mining: A bihliography s
given on various aspects of the coal mining
Industry, such as unionizn, and  safety
msathodas.

IR 23774 —Tazicabs : A senected bibliography
on various aspects of the Taxicab business—
organization, management, maintenance
and cost of operation.

IR 28933 —Organizing o Purchusing Liepart-
mant : Information and background
literature given on organizing a Purchasing
Department including such  functious as
the methods and provedures for obtaining
quotations, evaluating quotations, schedul-
ing, buying, ete.

® 23073—Inforination ou the Development of
Questionnaires to analyze social conditions
of workers and employees of firms.

TECHNICAL ENQUIRY SFRVICE

IR 23974 ~Music in Iudustry : Work music—
the henefits derived lrom work music are
entirely depeudest on the musical content,
Programming aued technical
skaill of prosentation.

proficiency

IR 24301 — Absentreis -
caused by absentecism in
11 references,

1yo~eribxes the problem
the Plant.

IR 245497 EP—Ewrentice Training Tnforma-
tions on the Lronver conlirennes on business
administration, 1yoY, with reference  to
training of mansgers and executives,

LR 20978 —Neatinyg of Dicdusivinl Workers : Des-
cribes how 1o inerease the officiency of
workers by the use ol better work chairs,
Tf‘ll I‘I‘fz'l't‘lli't's are gi\':=[!.

IR 22361 Klueatioeal Proyroms for Staff Mem-
bers of Banke: Deseribes various types of
training  progeems for bank  workers.
Lists several Apporiean lnstitutions  that
provide this type of traming.

IR 19976 -Clost  dvcount/ny-Stapdurd  Practices
to Daily Op rations : Describes hew U8
Trade Assoctations disseminate information
on ¢ost accounting  to their  members.
Lists ten references and four sources of
further inform tion.

IR 19903 - Viscose Product Plant-Cost Calewla-
tior Plap i Shows bow to develop a plan
for cdealating vost of operation for this
typer of plaat,

D-437 —Hiring  Haudicoppod Poasonnel.

D-568—Good cquipint and personnel policies.

D560 —In-plant Teaining for techuical know-
how,

D650 —Industrial tradring programs for leaders,

D-63l —Ruyggestion Box provides incentive for

worker.

D738 —Training helps workers in shoe factories,

D-741—Physically handicapped employees effi-
clent.

D-742---Simplicity makes in-plant training more
effective,

D-833 —Shortage of skilled lnbour is relieved by
-plant traicing.

D-s33t—Apprentices must be selected carefully,

D-835 —Labour-saving methods utilize machine
Capacity,

D836 Kmployee  noewspaper
vordial relations.

D-8Y8 —2hnplification practice and standardiza.
tion.

D-935--In-plant feeding sy=tem.
D-941—Industrial  tiuck-drivers
trained.
D-1042— Standardizetion

MANPoOWCT,

helps develop

should  be

eliminates  waste  of
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IR 23187 - Fasial and Cleaning Tissue: Infor-
mation is requested as to raw materials,
processes, and cquipment for muenufnetur.

k ing of.

IR 15873 —C'oated Papers: Information on the
coating formulations used and the techno-
logy appropriate for the manufacture of
friction glazed, flint glazed and cast conted
papers by the reller voating method or the
spray technique.

IR 17506 —Cardboard Boxes: The advantages
of fiber containers over wooden shipping
containers are indieated, with emphasis
on lower cost and shipping weight. Publi-
eation covering fiber box styles and design,
specifications, and manufacturing methods
ara cited. 3 references.

IR 18739 —Cardboard Impregnation : Paper-
board sontainers are made impervious to
oils. by employing linpregnating agents or
by emploving laminating matorials that
are imnervious to oils within the rontainer
walls. Srveral processes ure deseribed in
the patent and periodical litevature and are
discussed in this Report.

IR 23738 -Bagnsse for Newsprint: Supplies
information on the processes involved in
this operation.

IR 21522 —Bagasse Paper 1 Information is sub-
mitted on the various commereial  pro-
cesans usrd for the pulping of sugarcane
bagnsse for paper manufacture.  Typical
American manufacturers of suitable pulp-
ing equipment, and consulting firms in the
field, are also listed. 7 references.

IR 17879 —Corrugated Papers: A bibliography
on corrugated paper and boxes is given
including one book, one Plant Requirement

Report, and 3 perindical articles. One
company 1naking corrugating wnachinery
is citad,

IR 20845 —Paper Bags of Multiwall Construction:
Three companirs and their cataloga are
eited for equipment needed in manu-
facturing multiwall paper. A hibliogra-
phy of 5 references is appended,

IRY21946—Paper : Manufacturers of  paper-
making equipment are listed, including
those supplving equipment for producing
corrugated boxes. 4 roferences.

TR]23616 —Paper: A bibliography is given on
papermaking, with emphasis on semi-che-
mieal pulp prodoction.

IR 21719-EP —Paper Containers :  Information
_is presented on various aspects of paper
hottle manufacture (production methods,

materials used. production  enuipment,
applications of such containers, etel)
3 roferences.

IR 24256—.Stencil Paper: Information  on

materials and manufacturing processes for
making stencil paper.

IR 15226 Paperboard Production: A review
is presented of the provesses and equipment

TECHNICAL ENQUIRY SERVICE

used in the production of paperboard pro-
ducts from pulp. 1 reference is cited.

IR 20843—Corrugated Paper Box Manufacture:
Reference is made to a general handbook
and a typica! periodical. Companies sup-
plving equipment for manulfacture and roll
transport are cited.

IR 15225—Paper Manufacture : Information
on the machinery and processes used in
preparing pulp for paperboard from waste
paper and rags.

IR 13407 —PR —Paper Mill- Plant Requirements :
Construction and Engineering data for a
paper mill capable of producing a specified
quantity of newsprint and sanitary paper

per dav.
IR 24329 —Paper Standards: Materinl from
GSA  and ASTM including standards

and methods of testing.

D-567—Paper Salvage is Important in All In-
dustries,

D-649—Neoprene is now being used to produce
stronger and cheaper paper.

D-7T36—Asuper drive used with supcrealenders
gives more paper production.

D-737—New automatic winder for paper machine
increases production.

D-830—Tt is cheaper to rebuild super calenders
than to buy new ones.

D-83i—Pulp mills find valuable source of mater-
ial in lumber chips.

D-832—8peed and quality obtained from ma-
chine making paperboard.

D-933—Glass paper is stronger and provides
better air.filter,

D-1033—Rrsin-impregnated paper plates resist
grease and heat.

D-1134 _Two Protective Packaging Products.

D-1133—Prper Slitting and Winding Machines.

TEXTILES

IR 3841 —Spoals, Yarn : Textile Spools or bob-
bins used in the manufacture of yarn giving
a description matter of many of the wvar-
ious types spools used.

IR 22605—Handkerchiefs : Sources of machi-
nery for the production of handkerchiefs
arc listed. 2 references.

IR 24380—8ilk Sereen Ink: Seven (7) refer-
ences are given on the research and deve-
lopment in the screen printing eolor Field.

IR 24180 —Spgols: Information given on manu-
facture of wooden and paper spocls, the

winding of cotton thread thercon, and
labelling.
IR 16139 -Tte Fabric Production : Informa-

tion is submitted on a lcom which can be
used for weaving necktie fabrics. Prices
are indicated.

IR 153868—T4re Corde: Information vn the
manufacture of nylon, rayon and cotton
tire cords,
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REPORT OF INDIAN PRODUCTIVITY TEAM ON
COTTON TEXTILE INDUSTRY IN
USA. JAPAN, WEST GERMANY, FRANCE AND SWITZERLAND

Pubiished by the NATIONAL PRODUCTIVITY COUNCIL OF INDIA
38 Golf Links. New Delhi. December 1960, Price R« 3.00. 161 pp.

illustrated.

HIS is npe report number 5 in the

valuable series that the National

Productivity Council of India has been
bringing out for some time past.

The Report of the Cotton Textile Team
has topical significance in view of the
industrv's modernization programme
and the verv urgent need to make its
nreditets  internationallv  competitive.
The Team had considerable experience.
consisting as it did of four top execu-
tives, two experts who knew intimately
the techniques of industry and last but
nnt the least. a representative of textile
labour. This pooling of varied experi-
ence has certzinlv added to the value of
the Report, now published by the
National Preductivity Council. The dia-
grams and illustrations, interspersed in
the bedy of the Report, show that the
Team knew what it was about.

In a period of less than two months,
the Team attempted to cover a fairly
large area. Its terms of reference includ-
ed menagement organisation., purchase
and sales policies, plant organisation and
plant maintenance systems, management
control techniques relating to costs. bud-
geting. materials, personnel ete. Parti-
cular study was to be made of techniques
acdonted to iprove labour productivity

and plant efficiency in gdeneral with
particular reference to (a) quality of
raw material in relation to count (h)
mechanisation of materials handling.
automation. application of the results cf
research to industrial operations. train-
ing facilities ete. Standardisation ard
labour management relations also came
within the scope of the Team's study,

The Report shows that within the
limits of time and opportunities avail-
able. the Team tried to cover as wide a
ground as possible. It even visited cer-
tain cotton farms in the USA to observe
the salient features of cotton cultivation.
ginning and baling. This shows the inti-
macy with which the Team pursued its
objectives of study of various aspects of
the textile industry.

Even countrywise, the coverage of the
Team appears fairly large. The Team
went not only to Japan and the USA, but
also France. West Germany and Switzer-
land. The list of plants and organisa-
tions visited by the - Team (Appendix A
of the Report) makes quite an impos-
ing ‘impression. Very obviously, the
schedule of the Team was tight by anv
standard, having had to visit plants of
different typ-s. somae manufacturing
arew cloth, ot oo synthetic fibres. ravon,

AR v
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hostery, textile machinery etc. The ing methods: preparatory processes,
Team did not leave unobserved the insti- spinning frames, materials handling
tutes of textile technology, experi- ete. On page 32 would be found an in-
mental and research institutes and teresting referencz tn the shuttleless

laboratories, training schools, not ex-
cluding even banks, the national cotton
councils, stores, textile workers’ unions
and the like.

The Report of the Team is therefore
exhaustive. It nct only gives the gene-
ral perspective of the textile industry
in the countries visited, but it has also
attempted an analysis of the economy of
each country with particular reference
to the development of the cotton textile
industry. In Japan, for example, the
HReport covers the phase of war and the
following depression, the post-war re-
habilitation of the textile industry. its
modernised organisation and the part
played by cotton textiles in “an economy
geared to export”,

Similarly, with regard to the USA, the
Report not only gives the statistics of
output (USA having the largest cotton
textile productive capacity) but also em-
ployment, consumption and an account
of the depressed conditions in which the
Team found the textile industry was. at
the time of its visit. This. as also other
parts of the Report, are well document-
ed and graphically illustrated. The
Team has cited at considerable length
the report of the congressional commit-
tee on the problems of the domestic
textile industry. The Report also covers
textile wages, management personnel
and new plant facilities in the TUSA.

The comprehensiveness of the Report
is indicated by the whole of part II being
devoted to survey of raw materials to
which a reference has already been
made. Likewise, part III deals very
well, though in short, with manufactur-

loom of which mass production is likely
to commence shortly in the USA.

Three chapters need particular men-
tion: personnel administrative practices,
training facilities and application of re-
search to industry: probably the coun-
try and the textile industry in particular
would benefit considerably by the
Team’s findings in these three lines.
The last chapter is probably the most
significant, dealing as it dees with tech-
niques for increasing labour producti-
vity. This chapter ends significantly
with an enthusiastic endorsement of the
IFrench Plan of Action which resulted in
an almost 100 per cent increase in the
spinning productivity of the French
textile industry and 61 per cent increase
in its weaving productivity.

In the context of the above analysis,
the Team's recommendations deserve
sericus consideration. In view of
the importance of these recommenda-
tions, it is only to be expected that
the vast directive and control mecha-
nisms of the Government, the man-
agement of the textile industry and
textile labour will all combine to accom-
plish a substantial recrientation of their
policies. procedures and techniques so
that the textile industrv should be able
to furnish for the mass of the people an
ampler supply of one of the basic neces-
sities of life at a cost within the means
of the ordinary consumer. as also under-
sell competitors in the export market
with a view to add, the best that the
industry can, to the most scarce of all
our economic resources: foreign ex-
change.

» [



EXPLORATION IN MANAGEMENT

BROWN, WILFRED, EXPLORATION

IN MANAGEMENT,

published by Wm. Heinemann Ltd, 15-16, Queen Street. London,

W.1., 1960, price 30 sh, 319 pp.

WHEN something goes wrong with a
machine, a good engineer tries to
locate the trouble in the design of the
machine. When things go wrong in an
industrial organisation, however, the
management is inclined to blame every-
body except itself and its organisation
of business. In Exploration in Manage-
ment Wilfred Brown shows that it is
the objective approach which pays divi-
dends in healthier relationships and im-
proved productivity.

There arc not manv men who com-
bine in themselves the theory and the
practice of management, but Wilfred
Brown has since 1939 been chairman
and managing director of the Glacier
Metal Company, a British firm which
has won a world-wide reputation for its
new approach to old problems. Few
men in managerial positions are as
objective as Wilfred Brown, or could
write as he does of the supervisory sys-
tem in his own factory: “We could see
things happening in the shops, which
were wrong; hut in spite of orders given,
even though accompanied by threats,
these things continued in a manner sug-
gesting organisational unclarity rather
than original sin,” How many in his
position would have thought of it that
way?

Many difficulties, writes Wilfred
Brown, turn out to be a function of the
social systemn of the factory. The execu-
tive set-up in any business is a social
structure and therefore the nature and
function of each role can be studied and
made the subject of explicit statements,
This is just what has been done at
Glacier Meial Works, and an attempt has
been made to define closely the terms

in general management use. These defi-
nitions, onece they have been accepted by
the representalives of executives and
employees (called members in this
factory), are writien into the Company
Policy Document. In this way a glos-
sarv of management terms has been
built up which iz not only useful in
training Glacier emplovecs, hut can be
used for general training in adminisira-
tion, a field where hitherto there has
been a singular lack of precision of
thought, due to different interpretations
of the terms used.

This beok is to set down current com-
pany policy, as it has evolved from con-
stant analysis and experiment, for the
benefit of those working in the busi-
ness, but the conclusions reached are
just as valid for any other form of busi-
ness organisation. Thus. early in the in-
vestigations which were carried out
with the help of the Tavistock Institute
of Human Relations (the bedy which
was also responsible for the experiments
at the Calico Mills in Ahmedabad), it
was found that there were in fact four
concepts of organisation:

Manifest : the situation as formally
described and displayed.
the situation as it is
assumed to he by the indi-
vidual concerned.

: the situation as revealed
by systematic exploration
and analvsis,

the situation as it would
have to be to accord with
the real propertieg of the
field in which it exists.

A little thought will show that these
concepts may diverge considerablyv, and

Assumed

Extant

Requisite :

290
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the ideal situation is obviously one in
which all are as closely as possible in
line with each other.

An example helps to make the point
clear by showing a Manager A with
three subordinates, Bl. B2 and B3. The
lasi man is temporarilv on loan to
another manager and likelv to stay with
him permanently, though to the rest of
the organisation he still appears to be
responsible to A. The manifest situa-
tion is that A has three subordinates.
but discussion with A will show that the
assumed situation is that he has only
iwo subordinates. Further analvsis dis-
clozes, to the surprise of A, thai some of
the instructions he gives to Bl. who is
in fact a good deal older than B2, scem
to go to B2 for execution. In effect Bl
sometimes gives instructions to B2,
though the latter is not his subordinate.
This is the extant situation, and it means
that B2 is sometimes acting as the col-
league of Bl and sometimes as his sub-
ordinate, a situation which may give
rise to psychological difficulties. The
requisite organisation requires that A
should reorganise his scetion so that in
fact B2 receives all instructions from A
alonte. Such analysis can be applied to
many situations, and will show up at
once the discrepancies between theory
and practice which so often cause pro-
blems of relationship.

Onece it is accepted that the organisa-
tion of a factory is a social structure,
then it is easv to see that changes in
methods of production may bring about
considerable changes in executive roles
and the relationship of those helding
these roles. A small technical change,
for instance, mav result in a manager,
who was formerly in charge of a team
of skilled men capable of working with-
out close supervision, finding himself
instead in charge of a much larger num-
ber of less skilled people, so that he will
require supervisors and machine tool
setters to help him keep the complex

n

mechanised set-up going. These changes
on the shop floor will have repercus-
sions right through the organisation.
Much ill-feeling and much spoiled work
may result before the necessary adjust-
ments to the new situation are made,
unless it is recognised from the first
that technical changes may reguire a
different social structure in the factory.

Status is alwayvs a delicate subject,
productive of much bhad feeling in any
ovgenisation. It was found in the Gla-
cier Metal Companv that there was a
tendeney to agsess status by the number
ot positions through which instructions
f3+om the Managing Director had to flow
o veach the individual., Thus, if in a
chart it 2enid be shown that there were
only three oificers between executive A
and the Managing Director, whereas, in
the case of executive B there were five,
it was immediatelr assumed that the
status of A was higher than that of B,
though this might not conform to the
aclual situation in terms of value to the
company of the two individuals. The
company has now adopted a measure
by reference to a concept which has
been  rather awkwardly called the
maximum time-span of decision. This
means the maximum lapse of time
between the taking of a decision by a
person in a given position and the re-
view of that decision by his manager or
by some indirect mechanism. Status is
now measured by respensibility; and
responsibility is assessed by whether an
executive decision is closely checked by
another, or only reviewed directly or
indirectly at some later date. All exe-
cutive roles in the company are now
allotted to one of five ranks, based on
this assessment, and this new approach
has reduced the pressure on rmanage-
ment for upgrading of large numbers of
roles which was very evident before.

To the question of communication
between the various levels in a busi-
ness, Wilfred Brown has brought fresh
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and useful thinking. He has made it
clear that there are different kinds of
orders and that the same words “have
quite different meanings according to
the role cccupied by the people bet-
ween whom communications takes
place.” If a manager advises his sub-
ordinate to do something, it is as good
as an order, but if his subordinate.
advises his colleague, it is only advice
for which he will not laier be held res-
ponsible. But if the subordinate is ask-
ed his opinion and gives his advice to
the manager, this is advice for which he
can be held responsible if it leads to
failure. Such shades of difference are
not always recognised, but an under-
standing of them is essential to smooth
working.

The weakest link Wilfred Brown finds
at the bottom of the executive system,
where there is often confusion surround-
ing the role of section supervisors, and
their responsibility may differ from
section to section. Often the result is
that purely individual complaints are

EXPLORATION IN MANAGEMENT

when they should have been settled by
direct discussion between the immediate
superior and the individual affected.
When raised by representatives at high-
er levels they tend to gather unneces-
sary emotional pressure. Failure of
direct communication at the lowest
levels has given rise to the view that
joint consultative committees are neces-
sary to enable workers to make sugges-
tions about work to management. This
should not be the case, savs Wilfred
Brown. although lie lays stress on the
importance of the representative system
in industry, which in his company in-
ciudes even election of representatives
of the most senior staff.

It is diffieult in a review to do justice
lu the very practical approach of this
book, which illustrates every point
{rom actual experience. It is certainly
a volume which should be on every
managing director’s bookshelf avail-
able for reading hbyv all his executive
staff.

generalised and raised at a higher level. Mary Sur
N ONE TASK AT A TIME
" George Washington Carver, the famed Scientist, told this story on
himself, When he was young and ambitious, he prayed: ‘“Lord, tell ma

all about the universe.”

The Lord looked down and replied, ‘“‘Now,
George, that is a pretty big order for a little guy like you.

Why don’t

you think of something else "’ So Carver prayed again: “Lord, tell me
all about the peanut.” Smiling, the Lord sald, “Now, George, that is

more your size.”

Dr Carver did important things with the peanut. He

convinced the farmers of Alabama that in addition to cotton they could

grow peanuts and other crops.

Since then, the peanut crop has brought
the South an Income of 60 million in a single year.

From thes peanut,

Carver made more than 300 products, ranging from salad oil to scap and

ink,
achievemant to another,

He concentrated on one task at a time, modestly added one
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“EUROPEAN PRODUCTIVITY” ;

“Buropean Productivity” is a quarterly magazine published in English and
French by the Europoan Productivity Agency of the OEEC. It contains illustrated
articles on aspeets of produetivity in industry and agriculture, and also in wider
tields of economic development. It is read hy progressive firms all over the
world—not merely in Kurope—as well as by productivity organisations. univer- !
sities. technical schools. trade unions and professional associations.

The most recent number contains artieles on ~The financing of under-deve-
lopal countries™ :  “Ametiean Private Investment in Europe” : *International
Interfirm Comparisons” and ~Sejence and Technology from Russia™. ]

Ivaues in preparation include one dealing largely with Regional Develop-
m-nt and ote on Traffic as a factor in produetivity development.

The subscription for & vear (four numbers) is 13- $2.50; 1000 5w frs. ¢

850 DM, Single copies cost 4.0 $0.50: 230 Sw.irs ; 2.15 DM, Orders
) may be placed with the OEEC Distribution and Rales Service. 33 rue de Franque-
! ville. Paris 16eme.  trom whom speeinien copies are available.

Alterpatively. e rders may he placed with the OEEC Sales Agents

International Book Houss Ltd., oxford Book and Stationery GCo.,
9 Ash Lane. Mahatma Gandhi @ Scirdia Honse, NEW DELHI.
Road, BOMBAY 1.

17 Park Sirest, CALCUTTA.
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: INDUSTRIAL INSTRUMENTS

® Industrial X-Ray Equipment ® Gamma Radiography Instruments
® Physical Testing {nstruments ® Sand Testing Equipment
® Chemical Industries Instruments

e Also S,

* PYROMETERS, all varieties
_ * ELECTRO POLISHERS i
[ ]

* METALLOGRAPHIC EQUIPMENT |
* SURYEYING INSTRUMENTS, Etc.

For thes: and all your ol.er allied requiren.en’s, plicase consult .

PIONEER EQUIPMENT Co. Pvit. LTD.

H.O: 139, Medows Street, P.O. Box 1909, Bombay-I.

3, Esplanade East, National Insurance Bldg., 193, Mcunt Road,
Calcutta-l. Parliament Street, New Delhi. Madras-2.
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ATTRACTIVE PACKAGING S$ELLS YOUR PRODUCT

Rohtes Duplex Boards help you
make beautiful and strong
B cartons. Designs in single or
¥ multicolour come out best on

Rohsas Duplex Board.

Dalmiaragar, Bihar

ROHTAS INDUSTRIES LTD.
INDUSTREES

LARGEST PRODUCERS OF PAPERS AND BOARDS IN THE COUNTRY

f




RAILWAY ROLLING STOCK & COMPONENTS

POINTS & CROSSINGS

STRUCTURAL STEELWORK

-

 PRESSED STEEL TANKS

STEEL, SPHEROIDAL GRAPHITE & GREY IRON CASTINGS |

MACHINE PARTS & COMPONENTS

FORGINGS, STAMPINGS & PRESSINGS

SLLUICLE. VALVES

TWIST DRILLS

CRANES & PULLEY BLOCKS

- BANGLOLID,

H OWRAMH W ORKS

Mancging Agents : MARTIN BURN LIMITED MARTIN BURN HOUSE |2 Mision Row, Culevtm |
Braaches . New Dealhi Bombay Kanpur

Agents in South indis : THE SOUTH INBIAN GKPORT Q0. LTD, MADMAS 2
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DYES OF DISTINCTION

We Manufructar

HIND-GOZOLS HINDOGENS
(Solubilised Vats) {Stabilised Aroics)

HIND CONGO RED HIND DIRECT BLACK E

HIND DIRECT BROWN M HIND DIRECT SKY BLUE FF

HIND DIRECT BLUE 2B HIND PURPURINE 4B

HIND DIAZO BLACK BH HIND DIRECT FAST PINK 128

HIND DIRECT SCARTLET 4BS HIND DIRECT GREEN B

HIND CROCEIN SEARLET MOO HIND ACID BLACK 10BX

HIND DIRECT ORANGES HIND DIRECT BORDEAUX 6B

Planned to manufacture the full range of Azo Dyes
( Estimated Production 1960, 150 T

Hind Dyes Mig. Co.
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Office: Factory:
62, Garibdas St., 181'B, Sounapur Lane,
Bombay-3 7 Old Kurla, Bombay-70

; Tele @ 29004 Tele : 67348
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ESTD. 1858 .. N

RICHARDSON

CRUDDAS |

LIMITED |

- BOMBAY _.MADRAS _J

STRUCTURAL,MECHANICAL & SANITARY
ENGINEERS

Head Office & Works Branch Office & Works
BYCULLA IRONWORKS FIRST LINE BEACH
BOMBAY-8 MADRAS-I




mun& IS THE BRAND THE NATION NOW DEMANDS 2
FOR g
DEOXIDISED WELDABLE GRADE COPPER N

FOR

§ ¥ DRYING RANGES
§ ¥ SIZING CYLINDERS | %
% CHEMICAL PLANTS 2
% DISTILLERIES g
N
KAMANI METALS & ALLOYS LID.,
% AGRA ROAD, KURLA
BOMBAY-70. 3

o ek A —————————— B 58 7 % 2T

Mercerised Sanforized
WHITE POPLIN
COLD DRINK

Mercerised Sanforized
COLOUR POPLIN
BLUE BIRD .

Mercerised
DHOTIES
SHREE MENON

Bleached
DHOTIES
SENGUPTA (Regd.)

QUALITY FABRICS

sJANFORIZED

REGISTERED TRADE HARK
UETT a

ARVIND

& S

REGISTERED USER OF THE TRADE MARK ‘SANFORIZED’
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INDUSTRIAL MACHINERY

On Instalment Payment Basis

£k %

The National Small Industries Corporation, A Government of India Concern,
offers a wide variety of industrial machinery and machine tools on liberal terms of
hire purchase for the production of consumer goods and spare parts, as 2 measure
for promoting Small Scale Industries in the country.

Small Scale Units, with a capital investment in land, building and equipment
not exceeding Rs 5 lakhs can avail of this facility.

Special concessional Terms for Industrial Co-operatives.

For detailed information and Application form, please write to our Subsidiary
Corporation of the area concerned.

Name of Subsidiary Corporation Area Served
The National Small Industries Corporation West Bengal, Bihar, Assam,
(Calcutta) Private Limited, Orissa, Manipur and
23, Camac Street, Calcutta. Tripura.

2 The National Small Industries Corporation Maharashtra, Gujrat,
(Bombay) Private Limited, Madhya Pradesh,
Janamabhoomi Chambers, and Mysore. :
5th Floor, Fort Street,

Bombay.

3 The National Small Industries Corporation Jammu & Kashmir, Himachal
(Delhi) Private Limited, Pradesh, U.P., Punjab,

61, Sundar Nagar, Rajasthan, and Delhi.
New Delhi.

4 The National Small Industries Corporation Andhra Pradesh, Madras,
(Madras) Private Limited, and Kerala.

15, Mowbrays Road,
Madras.

Issued By :.

THE NATIONAL SMALL INDUSTRIES

CORPORATION LIMITED
RANI JHANSI ROAD
NEW DELHI
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The Raza Buland

‘Productivity’ Journal
Schedule of Advertisement Rates
A
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) . ; I s R
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; . 5 ALL KINDS OF PLASTIC ARTICLES
E * Long Distance Audio Frequency ¢ ) SAVELARY & TOILETRY ITEMS : {
4 Trunk Cables b % BLECTRICAL TABLL LIGHTS g
} #*  Composite 2-Tube Co-axial Trunk § SHADES, DOOMS LTC i
? Cables ] ? AUTOMOBILE PARTS. -WINDOW §
; I % PANELS, DANGER LIGHTN }
! Plans are well on the way for manu- | { LLNSEN & GLARSERTIC ;
% facture of : . ! TIXTILE BOBBINS, CONES ETC. i
& - - e R 5 4
% Carrier Frequency Cables g HOUSFHOLD UTILITY ITEMS i
' o : : S ANY OTHER ITEMS REQUIRED !
i * Plcg;g:}cslnsulatcd Switch Board ' { ON DESIGN AND DETAILS
; %ALL OUT OF ACRYLIC PLASTIC MATERIAL
i *  Other Special Cables : 1 i



o Cement Industry
¢ Cold Storage & Preservation Industry
¢ Fertilizers & Chemical Industry
¢ Glass & Ceramic tndustry,

K3

HARTMANN & BRAUN.GERMANY

Exclusive Agents

TOSHNIWAL BROS. PRIVATE LIMITED
198, JANSHED|! TATA ROAD, BOMEBAY I
Branches
Kacheri Road, 172, Dharamualla S¢., i4:B/4 N.E.A., 9, Blackers Rd.,
AJMER. CALCUTTA 13, MEW DELH[ 3, MADRAS 1.
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CONSULT

DYNACRAFT

AND GET THINGS MOVING

| DYNACRAFT MACHINE CO. (PRVT) LID.

Materials Handling Engineers

BOMBAY 58.

e

i

Sole Agents for India :
GARLICK & CO. (PRVT) LTD., BOMBAY 11

L Sub-Agents for Eustern & Central India :
{ GREAVES COTTON & CO. LTD., CALCUTTA 1
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Whether you make this. ..or t_fti"s

CARBORUNDUM UNIVERSAL Abrasives
make the job easier-and cut costs too!

In most of the Indian Industries, Carborundum Universal Coated
and Bonded abrasive products are helping to make better pro-
ducts, cut costs and speed production. In the sharply competitive
industrial struggle of today there are three main conditions for
success: high quality, economy and prompt delivery. Products
by CARBORUNDUM UNIVERSAL can help you to meet all
three of them.

CARBORUNDUM UNIVERSAL LTD.

Head Office: 5253, Jehangir Street, MADRAS-| e
Telsphone: 1941 (4 lines) Works: TIRUVOTTIYUR __ meen,




CONSULTANTS |
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The industrial consultancy services offered by
the group fall under the following headings :—

IN THE PLANT—

PLANT CAPACITY AND LAY-OUTS PRODUCTION PLANNING AND CONTROL

STORES ORGANISATION CONSUMABLE STORES CONTROL !

RAW MATERIALS CONTROL FUEL AND STEAM UTILISATION !

TRANSPORTATION METHODS MECHANICAL HANDLING

FRODUCT QUALITY CONTROL OPERATIONAL RESEARCH
WORK STUDY BUDGETARY CONTROLS

VALUATION OF PLANT & BUILDINGS DESIGN & ESTIMATES OF EXTENSIONS

ON LABOUR- 5
METHOD AND WORK STUDY * PRODUCTIVITY INDICES
TIMEKEEPING SYSTEMS * WAGE PAYMENT SYSTEMS
JOB EVALUATION * WAGE STRUCTURES
PERSONNEL RECORDS * LABOUR POLICIES
HUMAN RELATIONS * COMMUNICATION
REORIENTATION LECTURES * FOR LABOUR AND SUPERVISION

IN OFFICES—

MANAGEMENT ORGANISATION * EXECUTIVE LEVEL WORK
CLERICAL PROCEDURE # MANAGEMENT CONTROLS
WORK MEASUREMENT # BUDGET FORECASTS

LAYGUT, COMMUNICATIONS AND EQUIPMENT
AND

THE SETTING UP AND TRAINING OF THE CLIENT'S OWN INDUSTRIAL
ENGINEERING DEPARTMENT
MARKET RESEARCH

PLANNING FOR MODERNISATION AND EXPANSION OF INDUSTRIES
TECHNOLOGICAL STUDIES IN RAW MATERIALS,
PROCESS AND PLANT PERFORMANCE

IBCON PRIVATE LIMITED

2, FAIRLIE PLACE HEAD OFFICE : ADELPHI, BRADY'S 8LDG,,
CALCUTTA |, 119, QUEENS RD., BOMBAY I. M. GANDHI RD., KANPUR

GEORGE OAKES BUILDING 85 WARD PLACE, ‘
SRI NARASIMHARAJA SQUARE, BANGALORE 2 ® COLOMBO 7. CEYLON.
ALSO IN -

UK, PAKISTAN, BURMA, |[RAQ, CHILE, ARGENTINA,
BRAZIL, MEXICO, AUSTRALIA, HONG KONG
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portrait

of the people...

A
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In tne fewc ard at rome Raiha works

rard ..out asways with a smile.. . progress M A FAT LAL
is @ worc she has never heard of ..yet it GROUP OF MILLS

has touched -er e too .duricg the past
taw years. ..n the for— of. better food ...
rmedical care for her children .and gocd
ciothes to wear. .

Keaping pace witn tra echHnomic growth of tre

country. 17 Ma'atl

play a wiial part

i tewtims for af

Tn rrakong ava a0t 3

types Of pecne 1t reushout

-e country
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