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Strategy for Higher Productivity

L.K. JHA

The author, in a very lucid way traces the various
reasons, why productivity in the Indian context has not
artained the desired levels. In his inimitable style,
making use of his rich experience, the author presents
several suggestions for remedying the situation.

Mr L.K. Jha is Chairman, Economic Administration Reforms
Commission. This paper is based on the key note address
delivered in the 7th Economic Development Conference on
‘Productivity’ organized by the Institute of Trade and Industrial
Development.

Introduction

Ever since independence we have been striving for
higher production. The rate of growth, which measures
the increase in output from year to year, rightly
receives a good deal of public attention. The shortage
of resources, particularly capital, has been identified
as the main hurdle in the way of stepping up growth
ever since we embarked on planning. People with low
incomes cannot save much; many cannot save at all.
The paucity of savings results in low capital formation,
The consequent inadequacy of investment comes in the
way of raising production and income levels. Itis
this vicious circle of low income resulting in low capital
formatien which perpetuates low incomes in which
India like all developing countries, was caught in the
early phases of development.

Additional Resource Mobilisation

To mobilise more savings by curtailing consumption,
we have been raising the level of taxation from year to
year. For each Plan, the Planning Commission fixes
targets for additional resource mobilisation. In the
reckoning of resources, account is taken of savings in
the household sector as well as surpluses generated out
of investment both in the public sector and in the
private sector. In actual fact, particularly because of
surpluses in the public sector falling far short of targets,
the exercise of additional resource mobilisation, refer-
red to as A.R.M. for short, becomes synonymous with.
arm—twisting taxation.
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Enviable Rate of Savings

Even so, we can certainly congratulate ourselves on
having succeeded in more than doubling the rate of
savings in the economy which has for a number of years
been above 20% of our national income. This rate of
savings is not only unparalleled in any democratic coun-
try with such low income levels, but is well above the
rate of savings in many affluent countries. On hearing
the Indian rate of savings, the U.S. Secretary of State,
Mr. Shultz, himself an economist of high repute, said,
“I wish we could achieve a similar level of savings in
our country”.

But this increase in the level of savings has not led
to a corresponding increase in the rate of growth.
Over the last three decades, the growth hasnot been
rising proportionately to the increase in the rate of
savings. In fact, there has been a trend in the econo-
my to use more capital per unit of output than in the
past.
a decline in the productivity of capital, has undermined
the success of our resource mobilisation effort.

Why Low Growth ?

Unfortunately, instead of asking why the producti-
vity of capital has gone down, the trend has been to try
to mobilise more resources in order to step up the rate
of growth. But clearly the level of production is
determined not just by the volume of resources which
are harnessed into productive channels but also on how
efficiently they are utilised and how high their producti-
vity is. Recent research into the economic perfor-
mance of different developed countries has brought out
very sharply that the major factor which explains the
different rate of growth in different industrialised coun-
tries is not the savings generated in their economy but
the manner in which the savings are deployed. Consi-
dering how heavy is the burden of taxation which falls
even on the lowest income groups in the country, the
time has surely come when we, in our effort to achieve
higher levels of production, must place much greater
emphasis on improvements in productivity than on
more taxation. '

Judicious Resource Deployment

The importance of raising the productivity of
resource is not of course limited to capital alone.

The rise in the capital output ratio which means
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There are many other inputs which are involved in
production. There is energy and there are raw
materials. In the context of the oil price explosion,
every country has made tremendous efforts to reduce
energy consumption through appropriate changes in
technology. We have done not too much in this
direction. Lowering the consumption of energy per
unit of output in industries, like fertilizers, steel and
aluminium and many others, would reduce their costs
and relieve the power shortage and thus help raise the
levels of production generally.

Raising the productivity of land is of special impor-
tance in agriculture. The availability of arable land,
particularly irrigated land is low. Only by improving
yields per hectare can we hope to remain self-sufficient
in regard to our needs of foodgrains despite the rising
population and higher levels of consumption. We have
also to pay attention to raising the loutput of oilseeds
because we are spending hundreds of crores of rupees
in foreign exchange on the import of vegetable oil.
Cotton, jute and sugarcane are other key crops for us.
It is only through higher productivity that we can not
only be self-sufficient in agricultural products as a
whole but have exportable surpluses in some of them.
The Green Revolution in fact was nothing more than
an attempt to improve the productivity of land by the
judicious use of fertilisers, water and high-yielding
varieties of seeds, but this quantum jump in producti-
vity has been confined only to certain crops, mainly
wheat, and certain areas. It has to affect our agricul-
ture as a whole.

The productivity of land is relevant in the non-
agricultural sector also. For urban housing, a more
intensive use of sites through the constructioh of
multi-storeyed complexes instead of the single storeyed
residences which were affordable in the past, can make
more housing available. Many industrial units acquire
far more land than they really need. Any land
which is not usefully employed lowers its average pro-
ductivity.

Finally, about the labour. Because we have a very
large unemployment problems, there is some measure
of opposition to improving labour productivity' lest it
should aggravate unemployment. Since we have a



STRATEGY FOR HIGHER PRODUCTIVITY

surplus of manpower, prima facie it seems better that
industry should engage more labour than it really needs
rather than attempt to reduce the number of man-hours
needed per unit of output. It is a subject on which
deeper thought is clearly needed.

First of all, the benefits to the workers from an
increase in the productivity of labour need to be more
widely recognised. If less of capital, less of energy,
less of land and less of labour are employed per unit
of output, prices would come down. Workers would
be able to buy more out of their wages. Further as
productivty of labour goes up, wages must be raised.
If some countries can afford to pay their workers as
much for an hour’s work as the Indian workrs earn in
a whole day or even a whole week and yet sell their
products at cheapter prices than we can, it is because
of improvement in productivity.

Secondly, the fear that rise in productivity would
result in unemployment because fewer workers would
be needed for particular volume of production pre-
supposes that the volume of production would remain
static. In fact cheapening of costs brings products
within the range of consumers with lower incomes and
therefore enlarges the volume of production. In con-
sequence employment usually rises.

The point is best illustrated by looking at the
historical experience of developed countries. - When
the steam engine was invented, there were riots because
it was seen to pose a threat to employment. But over
the vears the countries which replaced manpower by
mechanically-generated horse power forged ahead indus-
trially and the number of workers engaged in mechanis-
ed production began to increase by leaps and bounds.

A further point to note is that sometimes as a result
of improvement in labour productivity, employment
in one sector shrinks but in other sectors it gets a boost.
The railways, trucks and buses have no doubt reduced
employment for those plying animal driven vehicles but
they have generated a tremendous volume of employ-
ment for others by enabling apples produced in the hills
of the north to be sold in the south, by moving coal
from Bihar to provide energy for industries in Gujarat
or Kashmir, and by making it possible for coir-matting
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produced in Kerala to be sold at a cheap price in Delhi,
Bombay and Calcutta.

In saying this, one is not arguing against labour
intensive techniques being fostered in Indian conditions,
Their main advantage lies in the fact that they need
relatively less capital and, therefore, the higher pro-
ductivity of capital offsets the lower productivity of
labour. Since we are very short of capital and have a
surplus of labour, the special incentives given to the
handloom industry and other similar industries are fully
justified. But even in such industries, attempts should
be made to improve the productivity of labour with a
view to raising their wage levels.

II

Jmproving Productivity

Having said so much about the importance and
significance of raising productivity, let me now ask
what steps can be taken to give a special boost to pro-
ductivity in India. The prime responsibility for impro-
ving productivity is that of the producer himself, If
he can economise on the use of capital, he can raise his
output without having to seek more funds. Further he
can lower his costs. His profits would improve on two
counts: firstly because he would sell more goods and
secondly because his profits per unit would go up. In
conditions of keen competition, units whose productivity
is low begin to lose ground to those whose productivity
is high. Therefore, there is a race to raise productivity,
to find new methods of production, to improve techno-
logy, to eliminate waste, to ensure better industrial
relations and do all the other things that would raise
output and lower the costs. In the process, not only the
producer but the consumer benefits as prices come
down.

Unfortunately in India there is very little by way of
competition. Most products enjoy a sellers market.
Demand is in excess of supply. In such conditions not
much attention is given to productivity.

The prime reason why industries in India do not
have to face much competition lies deep rooted in
the paucity of resources. On account of the shortage
of foreign exchange, imports of products made in the
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country had to be severely restricted and external com-
petition was virtually shut out. In addition the shor-
tage of domestic capital also reduced, if not eliminated
internal competition. Through industrial
capacity in each industry has as a rule been restricted
s0 as to be not more than the estimated demand. Since
in actual fact demand usually turned out to be higher
than the estimate, while the capacity on the ground
fell short of the licenced capacity, most of the industries
developed after independence enjoyed a somewhat
monopolistic position and were not exposed to the
chastening influence of competition.

Some of the well-intentioned measures taken to deal
with the problem only aggravated it. To curb mono-
polistic ‘trends, restraints were placed on the larger
business houses expanding their output. In conse-
quence, competition was further reduced and the bigger
producers sought to enlarge their profits by raising
prices which in conditions of scarcity the consumer
could not resist. The attempt to control prices also
led to some unfortunate side effects. The practice in
fixing controlled prices was to allow for costs in full
and to provide for a certain rate of return on the
capital employed. As a result, industrialists had no
incentive to reduce their costs, as lower costs would not
mean more profits to them but would only lower
prices. - On the other hand they began to be lavish in
the use of capital because the administered price would
give them an adequatc return on the capital even if it
was extravagantly used. Such an approach to price
fixation had an adverse impact on productivity. Indus-
tries which lost interest in cost reduction had no reason
to worry about productivity and the prodigal use of
capital actually tended to lower its productivity.

Of course, side by side with the pursuit of these
policies there were agencies which did ‘try to focus
public thinking on the importance of productivity.
Somehow in the prevailing atmosphere they did not
make much of an impact.

Fortunately in 1982, a radical change in outlook
was introduced. When the Prime Minister designated
the year 1982 as the “Year of Productivity”, many of
the old practices came under reveiw.

The actual increase in production in 1982-83 has,

licensing,
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for a variety of reasons, such as the failure of monsoons,
a prolonged textile strike in Bombay and shortage of
power among others, been rather poor. But during
the year certain imortant policy decisions were taken
which were calculated to increase productivity.

Industrial Licensing

The most significant of these related to industrial
licensing. The trend which had developed of treating
the licensed capacity of an industry as a ceiling on its
output was reversed. Instead of asking a unit which
produced more than its licensed capacity to explain
why it had done so, its licensed capacity was enhanced
to a still higher figure than the production it had
achieved. The distorted view which had crept into
industrial licensing that to produce more than the
licensed capacity was a crime, if not @ sin, was aban-
doned. Since industrial licensing had been introduced
to conserve capital with the intention that the demand
should be satisfied with the minium deployment of
scarce capital, the change in policy was not in deroga-
tion but in fulfilment of the basic objectives of indus-
trial licensing. Unfortunately, often those who admi-
nister a control forget its objective and begin to treat
it as an end in itself rather than as an instrument to
achieve certain ends.

Another significant reform was to relax some of the
rigours of the MRTP Act in respect of industries of
national importance, which needed huge investments
which in the private sector, only the bigger business
houses could undertake. The object was to expose the
monopoly houses to greater competition from each
other in order that they may pay greater attention to
costs and consumer interests.

Government have decided, in principle, that capacity
in key industries: should be regulated not on the basis
of short-term estimates of demand but with a longer
time perspective in view, particularly for industries in
which it takes quite a few years to set up new units, I
hope that in consequence the fact that some units are
unable to sell their products will not be treated as evi-
dence of inadequacy of demand, and that instead there
would be an examination of the reasons why some pro-
ducers have a well-filled order book, while others are
accumulating unsold stocks.
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Similarly, in regard to controlled prices, while there
have been significant moves in the right direction, as in
the case of cement, there is need to be more question-
ing of the trend for industrial units to seek a higher
price merely by claiming to have higher costs. It is
only when industries realise that those with higher costs
must make lower profits or even suffer losses that due
-attention will bc given to the importance of producti-
vity.

To bring about this change in outlook, as said
.earlier, there must be more competition. With a large
number of products on the Open General Licence for
imports, external competition is on the increase.
However, imports cost foreign exchange of which we
are short. More than competition from imports, we
should rely on increased domestic competition. That
‘there should be freedom to import a product without
a licence but similar freedom should not be available to
produce it at home seems to me to be somewhat illogi-
cal.

In raising productivity, technology and management
make the maximum contribution. Technological
research in the country is too often directed towards
finding indigenous technology to replace imported
technology. It would be desirable to shift the focus of
research to the more specific tasks of improving pro-
ductivity, discovering ways of minimising the use of
capital, energy and other scarce resources. Further, a
more liberal attitude towards import of technology,
which is calculated to improve productivity should be
adopted. Let us not forget that when we import a
product, we are not only importing the materials that
‘have gone into its manufacture but also importing and
paying for the technology embodied init. For items
under Open General Licence for imports, a very liberal
attitude towards import of the technology to produce
them in India should be adopted.

Finally, in regard to management, there is a growing
awareness of its importance in the economy as a whole.
‘Graduates of the Institutes of Management have no
difficulty in getting employed. This is a healthy sign.
The only suggestion on the subject would be that much
greater attention should be paid to management in the
_public sector which should get the best men in position
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to do the job and give them the requisite freedom from
bureaucratic or ministerial interference in the discharge
of their responsibilites.

Il

The importance of productivity needs to be recog-
nised and reflected much more than it has been in the
formulation of plans and in the critical debates which
follow their presentation. Planning has so far concern-
ed itself primarily with new investments to attain
certain targets of output. Getting more out of invest-
ments already made in the previous Plans, is not treated
as a part of the plan exercise and the resources needed
for the purpose have to be found outside the plan.
Accompanying this approach is the view that plan ex-
penditure should have priority over non-plan expendi-
ture.

Modernisation Imperative

In consequence, while there is money available for a
new project, old projects may languish and become
unproductive because there are no resources to replace
worn-out equipment or buy spare-parts. We have the
sorry spectacle of new power plants being put up while
power generation by the existing plants is far below
their capacity because resources to improve their per-
formance seem to be lacking. This happens in other
fields as well. New steel plants are being put up, even
while the existing steel plants are desperately in need
of funds for modernisation to improve their producti-
vity; and when the productivity in one key sector goes
down, it affects productivity in other sectors as well.
This is particularly so in regard to power. Production
in manv key industries like steel, cement, aluminium
and others is below par because of the shortage of
of power and we have to spend huge sums on imports
when domestic production capacity is partially idle.

The low productivity of huge investments already
made in the past is in evidence not in the industrial
sector alone. If we turn to agriculture, we again find
that massive irrigation projects which have harnessed
tremendous quantities of water at a very high cost to
the economy are not irrigating as wide an acreage as
they should be because a relatively small investment
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needed within the Command Areas to provide feeder
channels to the fields has not been made. Our depen-
dence on the monsoons can be drastically reduced if in
further investments in irrigation, priority is given to
sectors which would result in the maximum increase in
the productivity of the soil.

Need for Productivity Orientation

Against this background, one can suggest that in
the next plan, the outlays in different sectors should be
determined not on the basis that they must go to new
projects only, but with due regard to the possibilities of
fulfilling the production targets, partly by improving the
productivity of existing projects and partly by setting
up new ones. If such an attempt is made, it is my
expectation that the growth rate can be stepped up with
‘much less of additional resource mobilisation. In short
there should be a productivity-oriented plan and not an
investment-oriented plan.

Such a re-orientation will necessitate a change in
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the conventional yardsticks which are used when each
plan comes to be evaluated, criticised and commented
upon in the press and in the legislatures. We have got
into the habit of assessing each plan and its priorities
in terms of the outlays it provides for and not the out-
put it aims at. Investments, like controls, should not
be looked upon as ends in the themselves; they are but
the means to achieve certain ends. The judgement of
both planning and performance should be based not
on the volume of investments but on the returns which
the investments give in the shape of production and
also profits which can be ploughed back for more pro-
duction.

That the Seventh Economic Development Con-
ference has decided to focus on ‘“‘Strategy for Higher
Productivity” is, to my mind, a most encouraging deve-
lopment and one hopes what has been said above will
be helpful to those participating in it to come out with
concrete constructive ideas.
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Productivity and Social Change

DR. MAN MOHAN SINGH

Dr. Man Mohan Singh, focusses on Productivity
from various angles and more importantly from the
social angle. The paper is based on Silver Jubilee

Lecture delivered by him on April 26, 1983, at New Delhi.

Dr. Man Mohan Singh, Governor, Reserve Bank of India.

In a poor overpopulated country like India charac-
terised by scarcity of both land and capital, the impor-
tance of securing maximum possible returns from these
scarce resources can hardly be overemphasised. This
is indeed the central message conveyed by the produc-
tivity movement.

Productivity growth has basically two components
even though it is not easy to decompose productivity
changes into these two components :

(i) Technical progress, i.e., the introduction of
new technology which leads to an expansion of
the best practice production frontier and there-
by yields higher output even with given inputs
of resources.

(ii) Improvements in efficiency which yield higher
output even with a given state of technical
knowledge, higher output being the result
of improved management . practices, better
industrial relations, gains flowing from
experience in the process of learning by doing,
improved mechanisms for anticipation and
adjustments to external exogenous shocks,
etc.

Thus viewed, productivity growth is the result of a
complex interaction of a large number of technological,
political, institutional, psychological and economic
variables. There is no agreement among social scien-
tists about the precise mechanism of their interaction
or even about the choice of what may be regarded as
strategic or control variables. Having been associated

countries of West Asia.

If this technological gap is to be closed early, there
is clearly no alternative to a liberal import of techno-

abilities and perception of new opportunities and
challenges on the part of the management group.
Availability of material resources has no doubt am
important influence on the growth process, but no less




226

with the process of policy formulation in our country
for more than a decade, 1 venture to submit some
tentative thoughts on measures designed to secure
higher productivity in our economy.
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constraints, it may cease to be a major determinant of
the pace and direction of investment. As a result the
information provided by such a plan may turn out to
be a misleading guide to the likely developments in
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important is the task of organising and mobilising
human capacities for making the most effective use of
available resources. A far sighted management can
play a major role in enlarging the national pool of
scarce resources and in bending skilfully the constraints
on the growth process.

Clearly, if Indian industry is to meet successfully the
challenge of modernisation, business management must
have a deep commitment to growth and social change.
Mauagement has to recognise its role in the realisation
of national priorities, particularly in the areas relating
to technical progress, conservation and economy in the
use of energy and orderly management of our balance
of payments through a judicious mixture of export
promotion and import substitution. Operating in the
framework of an open society, managements must
recognise that modern industry is a cooperative activity
and they must, therefore, seek active cooperation of
other agents, particularly the workers and consumers,
for the proper performance of their functions.

Industrial Relations

Industrial relations have assumed a central role in
corporate strategies all over the world. There isa
growing recognition that productive efficiency depends
ultimately on the effective mobilisation of human
capacities represented jointly by the management and
the work force. Modern industry is characterised by
considerable economies of scale. As a result, concent-
ration of a large labour force in a single enterprise is
unavoidable. Industry is increasingly becoming a co-
operative endeavour and, therefore, itis necessary to
create a proper social environment in which all agents
of production work in harmony to achieve the
full potential. Worker participation in decision
making processes is increasingly being accepted asa
superior alternative to autocratic management patterns
where all decision making powers are concentrated in
the hands of a few individuals at the top of the
hierarchy. After all, increased morale of workers is an
important determinant of efficiency, and systems which
seek to increase workers’ morale by giving the workers
sense of involvement make a major contribution to the
removal of psychological barriers to efficiency. It is,
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therefore, essential that our enterprises should develop
an effective long range perspective with regard to
industrial relations. Any such perspective must recog-
nise that workers want to be involved and consulted.
That trade unions are an essential element of the
institutional structure of a democratic polity and that,
therefore, their influence on public policies cannot be
wished away in a democracy. We have to evolve
appropriate  institutional structures, inter-personal
relations, personnel policies and work practices con-
sistent with this design of industrial relations. This
requires an updating of the legislative regulatory frame-
work for industrial relations which would lay greater
emphasis on participation to secure more effective
involvement of all productive forces in industrial pro-
cesses. But legislation can achieve its objective only if
there is willing acceptance of a more democratic and
participatory approach to the solution of problems on
the part of management. Recent analytical studies of
industrial relations in Europe suggest that a more
democratic leadership style is likely to be associated with
a more positive attitude to work and a greater sense of
involvement in the job on the part of workers. A more
democratic leadership style does not necessarily imply a
weak or indecisive leadership. In fact, a management
which is conscious of its obligations to its workers and
consumers at large, and believes in effective consulta-
tion and fair-play, is likely to be a much stronger
wicket in dealing firmly with unreasonable demands
from whatever quarters they may originate. For, in all
such cases, it can rely on the firm support of public
opinion which constitutes a powerful sanction in a
democratic polity.

Some recent developments in industrial relations
in our country, particularly the prolonged textile strike
in Bombay, suggest that the time has come when we
ought to have a fresh look at the existing approaches
and mechanisms for dealing with the complexities of
Industrial relations. India is too poor a country to
countenance prolonged strikes or lock-outs as a
normal means of settling industrial disputes. We must
search for more constructive and humane mechanisms,
which seek to promote the resolution of conflict by
rooting out its basic causes. So long as India remains
committed to the ideals of a humane and open society,
the only viable path for securing harmonious industrial
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relations is that of industrial democracy. The experience
-of both Japan and West Germany is a powerful indica-
tor of the potentialities of a viable system of industrial
democracy for mobilising latent human capacities in the
-cause of higher productivity.

‘Containing Elite-Mass Contradictions

A high rate of capital accumulation is necessary to
secure the gains of technical progress since new
technology 1is often embodied in new equip-
ment. I have also referred to the important role
of adequate investments in the nation’s education and
health services in raising productivity. Thus a substan-
tial increase in national savings rate is essential. We
cannot expect these savings to come from those living
below the poverty line. These have to be provided
-essentially by those having secure jobs or otherwise
.earn incomes above the minimum essential level of
consumption. In this context, special responsibility
rests on the better off sections, or the elite, whether
they are Civil servants, politicians, managers or
businessmen.

A modern technological society requires leaders in
various walks of life and a certain amount of distance
between the elite and masses is perhaps unavoidable.
But if not controlled, elite-mass contradictions can be
highly disruptive and destabilising. If the elite sections
use their power and influence for personal material
gain and comfort this will lead to distortions in the
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allocation of scarce resources. At the present stage of
our development, overall resources being limited, the
insistence of a small privileged minority to enjoy living
standards comparable to those prevailing in advanced
post-industrial societies will inevitably result in the
production structure being biased in favour of luxury
goods at the very time when the great mass of our
people do not have access even to elementary necessities
of life. The insistence of the elite on a life style
incompatible with India’s resource endowment can
give rise to serious political and economic tensions
which can affect the growth of productivity and much
more. For one thing, under such conditions the elite
will be unable to persuade the mass of working
classes to accept a degree of restraint on their consump-
tion and, therefore, on wage claims, in the interest of
faster accumulation of capital. The resulting struggle
between workers and employers for a higher share of
the national cake can easily degenerate into hyperinfla-
tion of the type, one comes across in Latin America. It
can also give rise to authoritarian political and
economic structures which seek to preserve, through
the use of brute force, the privileges of a ruling
oligarchy. If we really cherish the values of an open
society, we must ponder over the consequences of a
small elite group appropriating for consumption a
disproportionate amount of national resources. A
democracy will find it difficult to operate an economic
system which lays emphasis on incentives for the rich
and the super rich and harsh discipline for the poor.
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Shri Narayan Datt Tiwari, Upion Minister of Industry and
President, NPC examining the reports on Productivity Improvement
in Blue Potteries and Lock Manufacturing
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Quest for Higher Productivity

S. K. BHATNAGAR

Development is a trans-disciplinary process requiring
team-work and strong links between innovation and
productivity. The determinants of productivity vary with
changes in the human values and attitudes of the society.
There is thus a continuous need for re-assessment, and
devising of new and appropriate strategies modulated to
the changing needs, according to the author.

Shri S. K. Bhatnagar, Secretary, Ministry of Industry &
Chairman, National Productivity Council.

The progress of productivity movement in India
during the past 25 years is certainly a matter of satisfac-
tion. The National Productivity Council which
spearheaded this movement has played a key role and
its Silver Jubilee marks a turning point for evolving
plans and strategies to gear itself to meet the emerging
needs and challenges in the years ahead, particularly in
relation to management technology, manpower
development, resource mobilisation, conservation and
re-cycling.

In retrospect the experience of productivity move-
ment has been that productivity improvements are of a
positive nature in societies which are characterised by
fairness of justice, favourable working conditions,
appropriate rewards, and improvement in the education
systems giving due cognizance to the economic and
social environment prevailing in the country. The
concept of productivity now embraces much more than
economic or techmical efficiency. In its expanded
context, it is not merely related to the production of
goods and services, but is forcéd to recognise that
“quality of life” is different from, and somewhat more
than what is meant by “standard of living”, and that
the two are not identical.

Our first Prime Minister, Pt. Jawaharlal Nehru, a
great visionary, and an ardent believer in productivity,
had rightly stressed the paramount need of the Indian
economy “to maximise production and productivity’>.
His words still beacon us :

“...The National Dividend depends on Produc-
tivity. Wages and salaries—in fact, all forms of
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remuneration—depend on the National Dividend.
The need, therefore, of higher productivity is
obvious not only from the country’s point of view,
but for individual workers, etc. The first thing to
do is to create an active atmosphere in favour of
higher productivity, and of better techniques. But
mere atmosphere and enthusiam are not sufficient
unless we have some practical ways of dealing with
the situation...”.

The Early Phase

The direction given to the productivity movement
in its earlier stages rightly recognised that higher pro-
ductivity was not an end in itself, but a means of
promoting social progress and strengthening the econo-
mic foundations of human well-being. Its approach
strategy had two basic considerations—the ‘popular
approach’ which concentrated on depending the public
understanding towards productivity and, particularly,
at the industry level in generating an awareness about
the usefulness of productivity methods and techniques;
and ths other, ths ‘scientific approach’ to achieve
effective deployment of resources through the applica-
tion of productivity techniques, methods and processes.
As a result, productivity has now transcended its
parrow boundaries into a more purposeful approach
both in economic and non-economic systems. In fact,
as one goes through the past record, the impression is
rather indelible. The upsurge in favour of produc-
tivity in the sixties was visible and industrial manage-
ments, trade unions, government and international
agencies like the International Labour Organisation
{ILO) and the Asian Productivity Organisation (APO)
all extended their whole-hearted support to producti-
vity efforts. Productivity movement was thus put on
the rails, and what it needed was the necessary momen-
tum and the speed. In the seventies a major task faced
by the productivity movement was to create a multi-
plier effect through the development of trainers and
consultants and it was rightly recognised that general
exhortations and platitudes on productivity had to give
way to more specialised field services in conformity with
managerial and technical requirements of business,
industry, commerce and administration.

“The Eighties

As the productivity movement entered the eighties,
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the need to generate surpluses both in the industrial
and agricultural sectors became essential to plough
back the resources for greater invertment, and for
creation of more employment as the prime determinant
of growth with social justice. Generation of surplus
at the corporate level was further regarded as the pro-
duct of managerial efficiency combined with technology
development and its application. Management of
technology became the focal point of economic growth
process posing a major challenge of human resource
development, its adaptability and its competence tc
handle technology. The growth of value added opera-
tions further unleashed immense potentialities of diver-
sification in the manufacturing sector for the dispersal
of employment far across the nodal centres of econo-
mic activity.

Apprehensions and Misgivings

Despite the acceptance of the importance and the
need for higher productivity, it was found that pro-
ductivity application at the operational level continued
to be somewhat inconsistent. This was primarily
because of certain distortions and misgivings about
productivity. The term “productivity” was reckoned
as a qualitative or, at best, a semi-quantitative exercise.
It was argued that there was hardly any linking between
wages and productivity, and that any drive towards
increased productivity in the traditional and the rural
sector or the application of new technologies in the
manufacturing sector could lead to either reduced
employment or decreasing employment potential in the
future. Another factor mentioned was the complexity
of the measurement of productivity and sharing in the
gains of higher productivity. It was further argued
that any exercise to arrive at a total factor productivity
had a direct bearing on technology and R & D efforts,
organisation and management, and not merely labour
productivity. It was considered difficult to delineate
each one of these factors to identify their respective
roles in the framework of socio-palitical considerations
and to ensure that micro concepts of productivity did
not run counter to the socio-economic benefits to the
community.

National Planning and Productivity

The basic objective of national economic planning
has been to provide to the people the opportunity to
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lead a good life. This is sought to be achieved by
democratic measures in a rapidly expanding and tech-
nologically progressive economy under a social frams
which would promote human and social welfare. The
national economic planning has to operate under
certain pressures, compulsions, perspzctives and direc-
tions which supervene over the idea of productivity in
terms of input-output ratios or technology advance-
ments or capital-output ratios. The over-riding consi-
derations have four major components which constitute
the segments of economic planning. The first is the
development of economic infrastructure; the second is
the specific development of production in nodal econo-
mic areas, such as industry, agriculture, etc.; the third
is the essential input scenario to the very sectors of
economy in terms of materials and machinery, tecono-
logy training and research; and the fourth is the plan-
ning of social utilities like health, housing, as well as
basic education. As such, any approach to producti-
vity based merely on production planning has no
validity unless it is supported by output services in
terms of foundational as well as infra-services which
should be planned to function as a network. This is
important since in our country production czntres have
to be as widely dispersed as possible, to cater to the
vast Indian market of 700 million pzople. Itis a dis-
mal situation that in the economic sense, the Indian
market has not bzen exposed beyond 25 per cent. In
fact, our untapped or virgin market is larger than
possibly the markets of several countries put togethsr.
We cannot open new markets without distributing,
diffusing and decentralising the purchasing power. The
only solution to the problem in our situation is how
best we can horizontalise the centres of economic acti-
vity to generate more employment. Pitted against the
socio-economic realities of our country in which 40 per
cent of the people have an income of less than

Rs. 5,000/- a year, the state of technology or the .

advances in technology cannot have an over-riding
consideration.

In formulating a pragmatic approach to producti-
vity, we have to strike a balance between the demand
for distributional justice and the need for work incen-
tives. Inflationary pressures can be resisted only

through higher output and increased wages in the form
of incentives, recognition of the power of collective
bargaining and the social needs to articulate priorities
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by holding fast to the long-term social and economic
objectives. An emerging feature in the industrial
scenario has bzen the growth of the public sector which
has to catch up fast and at ths sams timz provide for
the emzrging social needs. Productivity planning has to
bz adapted to various stages of ;growth and the capa-
city of th: system to masasure up to the task, and to
radically alter the character of work and work bzhavi-
our.

In the ultimate analysis, productivity reflects ‘the
will of the people, a sense of determination based on an
abiding faith and the need to have a positive link bet-
ween the social objectives and the planning mechanism.
While technical advances and improvement in the
quality of working life are regarded as important instru-
ments for increased productivity, the two do not run in
congruity. The spread of technology and the evolution
of attitudes have to bz considered in the context of the
development achieved, and the symptoms of a transfor-
mation in the way of life leading to nawzr patterns in
the cultural ethos and life styles. Daring the past
several years, factors which have gained precedence
over mere economic considerations are the require-
ments of health, education, conditions of work and
environment, and opportunities for growth and
advancement.

Experience of Productivity Year 1982

On the clarion call given by our Prime Minister,
Smt. Indira Gandhi, the country observad 1982 as tha
Year of Productivity. It marked a turning point in
the drive for higher productivity by making coordi-
nated efforts to maximisz capacity utilisation in all
sectors of the economy and to achieve greater effi-
ciency in the implem:ntatioa of projects. While laun-
ching the Productivity Year, our Prim: Minister had
rightly stated:

“We must get more out of every acre under ths
plough, out of every spindle and machine, out
of every technologist and worker, out of every
rupee spent. Decision-making must be expe-
dited and there should be a greater delegation
of financial and administrative powers, simplifi-
cation of procedures, improvemeat in work
environment, better maintenance of plant ani
equipment for increased capacity utilisation......”
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The efforts made at all levels and particularly by
the National Productivity Council have established the
imperative for improvement in the capacity utilisation
of plant and equipment, and to achieve cost effective-
ness and quality improvement through reduction in the
unit cost of production. It has further highlighted the
need for balancing between generation of additional
capacity and the effective use of the existing facilities.
The improvement of productivity in the core sectors of
economy which provide the infrastructural support can
lead to an acceleration process in productivity in public
utilities and public services. Six specific areas of
national endeavour were identified, viz., Energy Con-
servation, Materials Management, Maintenance Manage-
ment, Labour-Management Relations, Pollution Con-
trol, and Small Scale, Khadi and Village Industries.

Two major achievements of the Productivity Year
deserve special mention. It was for the first time that
Industry-wise Productivity Boards were established for
7 major industries, viz.,, Power Generation, Transmis-
sion and Distribution Equipment; Industrial Machinery;
Cement; Machine [ Tools; Automobiles & Ancillaries;
Paper, Pulp and Allied Industries; Leather and Leather
Goods, with the following tasks assigned to them:

(a) Preparing plans incorporating technology,
manpower, energy and marketing for achieving
higher productivity and integrating the same
with the national economic plans;

(b) Identifying productivity constraints and advis-
ing the government, industry and trade unions
on the measures to be taken to overcome the

bottlenecks;

(¢) Monitoring implementation of productivity
plans, evaluating the actual results achieved
and identifying the specific factors which
have helped or hindered in achieving higher

productivity;
(@

Advising the Government on policy issues such
as establishing industrywise norms for major
inputs/factors of production, linking wages with
productivity, instituting productivity awards

for higher performance etc.; and

(e)

Establishing a standard data base for evaluat-
ing Productivity performance.
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The Productivity Boards have already embarked on
a 7-point action plan which include (1) Quality im-
provement and Cost Effectiveness, (2) Productivity
Measurement and Monitoring, (3) Generation of Pro-
ductivity Data Base Service, (4) Preparing Industry
Plans on Productivity, (5) Generating Productivity Con-
sciousness, (6) Improving the Quality of Working Life,
and (7) Productivity Agreements and Sharing the
Gains.

A national scheme. of Productivity Awards which
was launched for the core sector industries, viz.; Heavy
Engineering, Cement, Paper, Coal, Fertilizer, Sugar,
Thermal Power Generation, Road Transport (Passen-
ger) and the Small Scale Sector comprising Chemical,
Engineering, Electrical and Electronics. The important
criteria for evolving the scheme were the inclusion of
those factors which were identified as major areas of
national endeavour during the Productivity Year 1982,
viz.; Capacity Utilisation or Value Added, Energy
Conservation, Materials Utilisation, Maintenance of
Plant and Equipment and Manpower Utilisation. Cons-
tant vigilence of these factors has certainly helped in
improving capacity utilization, promoting productivity
audit mechanism, and establishing macro-micro linkages
for productivtiy improvements.

Human Resource—Axis of Development

In the entire gamut of productivity, it is recognised
that manpower resource has a key role to play. The
expanding and diverse requirements of the economy
need a large reservoir of skilled manpower and mana-
gerial talent. In this context the role of Research for
Productivity becomes highly significant, and adequate
resources have to be made available. Also emphasis
has to be laid on Productivity in education. In addi-
tion utmost attention has to be given to the training
of workers and supervisors in productivity and occupa-
tional safety. Orientation of trade unions in producti-
vity is equally important to dispel the lurking appre-
hensions and mis-givings in the minds of workers, and
to convince them of the usefulness of its application
under defined parameters.

Looking Ahead

Development is a trans-disciplinary process requir-
ing team-work and strong links between innovation and
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productivity. The determinants of productivity vary
with changes in the human values and attitudes of the
society. There is thus a continuous need for re-assess-
ment, and devising of new and appropriate strategies
‘modulated to the changing needs.

Productivity is certainly not an end in itself, but a
‘'means to an end. As such, it is necessary to take an
-overall view of socio-cultural factors in order to achieve
the broader objective of providing human satisfaction
-as against material goods and services which are
not enough. Change is inevitable. It might even be
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painful, but it is certainly needful. We can’t overlook
the welfare of the people. They have to be involved
in the process of decision-making. Social pressure,
therefore, becomes important for generating positive
response of the society. The success of productivity
efforts ultimately lies in the basic faith in progress, in
expansion and growth, in the willingness to experiment
with new ideas, tc accept risks, to adjust to social
changes, regional and occupational mobility, and aware-
ness to social responsibilities in order to contribute to
higher productivity which is the prime need for nation’s
progress and prosperity.
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Shri Narayan Datt Tiwari, Union Minister of Industry and President, NPC, Shri S.K.
Bhatnagar, Secretary, Department of Industrial Development and Chairman, NPC and
Shri D.V. Kapnr, Secretary, Department of Heavy Industry discussing the recommend-
ations of the Inter-Ministerial Working Group on Utilization and Conservation of Energy
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Emerging Strategies for Trade Unions

DR A. N. SAXENA

Organisations and associations of workers are not
ends in themselves. They are formed with a view to
enabling the workers to give strength to their demands
and to bargain effectively with their employers. However,
with the passage of time and collective ownership of
productive resources the militant approach has given
place to more constructive one namely negotiation and
participation. The author says, it is no more necessary
JSor the unions to dissipate their energies in ‘Strikes’.
They should become pace setters of mutual negotiations
and collective bargaining to ensure that productive
process continues unhampered in the interest of large
Socio-economic well being.

Dr A.N. Saxena, Director General, National
‘Council.

Productivity

Keeping in view the compulsions of our Economy
labour movement has to evolve new strategies and
pursue policies which are conducive to the national
economic development. Experience of countries
similar to ours have proved that labour organisations
in these countries have tried to restrict their activities
to collective ‘bargaining within the legal fremework
provided by the national legislation on industrial
relations. This they have tried to achieve without
being overdependent on the State machinery. They
have also recognised that any over dependence on the
State Machinery in the long run may weaken the very
fabric of the labour movement.

With the advent of freedom a new social order has
come in the making and it is realiszd that industrial
relations have to operate in the new setting. The
powers and forms of business and organised industry
are changing. The business enterprise in the growing
collective economy is no longer as self-sufficient or
as self-determining as it was formerly. National econo-
mic policy and economic Plans reflect on its working in
various ways. Instruments of taxation, subsidies and
licences operate as deliberate means of economic
control. Private rights in industry have to give way to
collective needs. Public administration penetrates into
the sphere of industrial managemsznt on many points.
Many industries are operating at the nationalised level.
The National Goverment is seeking ways to create an
economy more stable, more efficient and more equitable
than that of the competitive capitalism. This radical
change in the growth of collective economic machinery
and policy has altered the character of industrial
relations.
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Consumption cycle—it is continuous

Traditionally Economists have always viewed Trade
Unions as economic institutions. It isno wonder that
the economic and industrial functions are pre-dominant
even today despite a growing realisation of the changing
pattern in the conduct of trade unions. The economic
and industrial functions as traditionally evolved have
had three objectives : (1) raising the levels of wages;
(2) impovement in the working and living conditions; and
(3) organisation of labour. Another constraint to which
Trade Unions are being subjected is that our industriaf
economy cannot be subjected to— capital output ratio as
a meature to increase labour output ratio proporticn-
ately, because in developing economies sometimes
inflationary or deflationary situations are caused due to
extraneous fluctuations which are so sudden that a mere
spiralling up of wages is hardly of any avail unless it is
adequately matched by a corresponding productivity rise.
Moreover, owing to lack of incentives and the deploy-
ment of traditional methods and techniques of produc-
tion the level of consumption, savings, and investments
does not operate in the same manner as in the case of
developed countries. Such implications bring about
the need for orienting the pattern and behaviour of
labour organisations in economic matters. Their
responsibilities fall under two broad categories :

1. To restrict consumption.

2. To bring about an increase in the level of pro-
duction.

The need for restricting consumption is of vital
importance tecause any undue increase in the demand
for consumer gocds or semi-necessities manufactured
indigenously or imported from abroad does exercise a
pressure on the price level as a result of demand out-

stripping the supply.

Political Envircnment— its impact

In our country labour management has evolved in
an atmosphere of political consciousness. In the post
independence period it has developed under the
structure of political democracy. Since the success of
democracy is basically dependent on party system, each
political party in India has tried to establish its base
and influence on labour. There can be no doubt that
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labour orgenisations have certain legitimate political
functions and it will not be desirable to restrict their
activities only to economic and industrial fields.-
Workers, when they come to work, do not cease to be
citizens and as members of the community, they have
every right to exercise their civic and political rights.
Therefore, if they look to the trade unions for advice
and guidance in these matters, it cannot be denied.

Labour orgnisations today exercise an effective role
in the enactment of laws and they want these laws to
be progressive and to be conceérned more with social
security and equality of status in society. They have,
therefore, to secure representation in the parliament
and legislatures and for this they even need to have
political funds. However, what is more important
in the labour movement is a realisation that in the long
run socio-economic needs should not be subjected to
political needs or should be deferred until the instru-
ment of political power is captured. In fact the proper
course would be that socio-economic needs should
precede the determination of the areas of political
operation.

Inherent Conflici—its relevance

It is believed that there is an inherent conflict
between the workers on the one hand and the manage-
ment on the other as to the sharing of the gains. Even
if it be so, it can still be possible to place industrial
relations on such a footing so as to enable both workers
and management who depend for their living upon
the output, to make the maximum productive effort.
It is an unquestionable fact that between the two
partners of industry, i.e. workers and the management
there is an identity of interest in so far as their
livelihood depends on the results of their labour.

A frank recognition and acceptance of this factis a
prerequisite to the determination of policies designed
to soften this inherent conflict and to spotlight the
mutual interest of both the management and workers,
establishing the best and most friendly relations which
enables them to cooperate in the production process
of goods and services of right quality at the minimum

‘ cost.

Union Management Cooperation

A categorical meaning of the term ‘Union Manage-
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ment Cooperation’ may be defined as ‘joint action’.
Usually formal in nature; in areas of mutual interest
beyond the issue of wages, hours of work, working
conditions and grievance which normally come under
the scope of collective bargaining. There are two
phases of cooperation one which deals with union
bargaining and their representation in matters concern-
ing collective bargaining with the management which
may not be purely voluntary and the other as suggested
above which are purely voluntary.

Obviously union management cooperation can be
based on harmonious collective bargaining and relation-
ships. Only after this stage has been reached that it is
possible to expand the sphere of joint action into new
areas of cooperation. Cooperation does not imply in the
absence of militancy on either side, rather it signifies
mutual respect and recognition of the inter-dependence
for major goals.

Importance of Industrial Harmony

Industrial harmony implies that the state of
industrial relations in which the two elements of
industrial organisation viz. management and labour are
fully and adequately harmonised, that is to say, all
such factors which lead to disrupt this harmony are
It is the state of bliss in the realm of
industrial relations, and such a state can be achieved
only when there is identity of purpose and identity of
interest between labour and management, a situation
which is sometimes referred to as difficult to compreh-
end under the present conditions. Industrial harmony
in the absolute sense may not be feasible. We may,
therefore, interpret the term industrial harmony as an
instrument of fostering harmonious relations and not
merely negation of conflict.

In fostering harmonious relations, it is necessary to
minimise as far as possible the influence of actions and
. interactions of forces which often lead to industrial
conflict. Such factors mainly are ‘wages’, working and
service conditions and recognition of the personality of
labour and its organisation. Wages and working
conditions are essentially the subjects of collective
bargaining.

An effective and purposeful collective bargaining is
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feasible only when the personality of labour and its or-
ganisation has been recognised by the management. The
recognition of the personality of labour and its organisa-
tion takes concrete form in joint consultation, together
with effective communication, collective bargaining and
participation in the management.

It is no less necessary if good relations are to be
fostered and maintained, to afford the trade union, or
unions, complete recognition and provide facilities for
the union officers to carry out their duties effectively
and ensure that agreements once made are strictly
observed. Personally I feel even guaranteeing the
above things will not meet the justice. The sense of
distrust has got to be eliminated, and a sense of con-
fidence and goodwill restored. The mere fact that
during the last one year there has been a remarkable
reduction in the industrial stoppages cannot be taken
as a sine-qua-non of good order and good relations in
the industrial realm. We still have a long way to go.
Production is still insufficient to enable us to be self
sufficient. The obvious question remains. Can we
improve our industrial relations and thus achieve the
production we require both in volume and quality?

Role of Trade Unions

Democracy in modern times isa practical need for
a Government that serves all the people. The working
class have to seek practical means to reach the idealk
of social justice, to surmount obstacles in their path
and to adjust their goals on the basis of current prob-
lems. In adopting to change, labour movement so far
has no fixed philosophy except that of trying to find a
way to make a better nation and a better community
life.

The question of workers’ participation in manage-
ment is primarily a question of attitude-orientation..
Favourable attitudes can be developed only by the
sincerity of purpose and depth of conviction. Itis not
at all a matter of paying lip sympathy to the cause of
lofty ideals or a tongue-in-the cheek attitude to a politi-
cal fad; it is in fact, a question of discovering practical
and mutually advantageous ways and means of deve-
loping an understanding between management and
labour. For the management it is also a matter of
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enlightened self-interest. As such to hold that these
schemes are idealistic and impractical will be real short-
sighted. It is also no less significant to recognise that
any basis of coercion, duress or confrontation can
never promote participation. It can grow only under
a situation and belief of mutual trust, cooperation and
understanding.  Reasoning, thinking and taking a
wider and a perspective view is essential for a sustained

| PRODUCTIVITY

process of participation. Small but definite beginnings
born out of sincerity of purpose will see us through the
“crisis of confidence” which has been afflicting our
organisations and particularly lhe industrial life in the
country. Time does not wait for any one and Trade
Unions have also to carve a way out to make them-
selves more meaningful and satisfying in the larger
interest of human and social welfare.
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Productivity of the Professionals

DR. DAVID S. BROWN

Some professionals have argued successful over the
years that the work they do cannot be quantified and that
to attempt to do so would result in a reduction in its
quality. The author contends performance measurement
is a fact of life and those that will not practice it will
not survive in this competitive world.

Dr. David S. Brown, Professor of Management, School of
Government and Business Administration, George Washington
University, Washington, D.C.

Increasing Productivity

The message of the 1980s is clearly one that calls for
increased productivity. This is a message that trans-
cends national boundaries and cultures. It is one also
that must be heard by all levels of society and, more to
the point, all levels of the work force. Most important
among these are white collar professional workers.

Decades of ‘“‘business as usual” where ancient
customs, traditional divisions of labor, long-standing
patterns of performance, extravagent executive per-
quisities, and non-productive individual styles have
determined what one does, and how it is done are no
longer acceptable. As populations and their needs
multiply, better ways must be found of meeting them.
Said another way, we must improve sustantially existing
administrative practices.

National planners usually focus their attention upon
particular segments of the economy. A nation’s agri-
culture may be falling short of supplying domestic
needs. Its industries may not be competitive. Its
transportation system may be unable to deliver goods
in an assured or predictable fashion. The nation may
suffer from the inability to market successfully what it
produces. It may lack both energy and skilled man-
power. It is no longer innovative.

National plans aimed at remsdying these problems
make good sense from a macro-economic point of view,
but unless they give attention to the administrative
support that each will require, they will probably fail
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once more. This support must come primarily from
the white collar work force.

The Professional

By its nature, it includes a wide variety of members,
some professional, some not—which perhaps helps to
explain why they are so often excluded from producti-
vity improvement efforts. Among the white collar
workers are directors and chief executives at the top;
high level and middle managers immediately below
them; the professionals with knowledge and expertise
in a hundred different fields; the technicians who are
asked to apply what the professionals have laid out for
them; the functionaries who abound in all organizations;
and, finally, the clerks and menials at lower levels.

These make up the great bulk of the bureaucratic
systems which govern and administer both public and
private enterprises. In the United States, they represent
over 65% of the total work force and similar propor-
tions hold in many other countries as well. That a
high level of white collar performance is essential to a
nation’s welfare must certainly be accepted by all who
have looked into the matter.

Not only do white collar workers represent an orga-
mizational elite but those who are managers and pro-
fessionals are a primary source of ideas and influence
without which their institutions cannot properly func-
tion,

They bring a greater knowledge to the organization
than do others, and often a greater personal commit-
ment as well. Many of them have been with their
organizations for years, with a corresponding knowledge
of institutional history which goes with it. (This is true
of much of the clerical force as well.) And yet, for a
variety of reasons, many of those in these positions are
falling far short of performance levels they are capable
of achieving or the organization needs.

Undoubtedly, much of this is due more to the nature
of the systems in which they work than to either a lack
of zeal or initiative on their part. The histories of
organization reveal patterns that no longer serve
objectives they once did. Work systems without
strenuous efforts to the contrary easily become
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bureaucratized. Rules and regulations that once
performed a useful purpose remain as vestigial
reminders of another time. Promotions take place
because of length of service, or by class, rather than
because of performance or ability. There are few
rewards for individual risk-taking, and much punish-
ment if they do not work out. Employee development
lags and dysfunctionalism is everywhere in evidence.
Professor Galbraith says of what is happening: “The
corporate organization—the technostructure—has a
tendency, as does any large organization, public or
private, to clone itself.” Unless some thing drastic is
done, “Corporate senility” is the result’.

The white collars themselves, of course, are not
without responsibility. Professional and technical
emloyees have, for one reason or another, become more
satisfied with the status they have acquired than with
the achievements of their organization. A position in
government or major industry is often seen as the
ultimate goal of one’s career, not the beginning. Those
at lesser levels find that the power to direct subordi-
nates and clients, or to prevent them from receiving
some benefit to which they may be entitled, is some-
times a satisfaction in itself.

Resistance

There is evidence also that the white collar work
force, even more than their associates at lesser levels,
resists efforts to improve productivity per se. Some
professionals have argued successfully over the years
that the work they do cannot be quantified and that to
attempt to do so would result in a reduction in its
quality. Many professions feel that they should be
permitted to determine their own standards and that
they should not be judged by others.

This has helped to create what Herbert Simon, the
winner of a Nobel prize for economics, calls “satisfi-
cing” behaviour. One does what is acceptable, not
necessarily what the situation calls for.> This is an old

1. John Kenneth Galbraith,  “‘Corporate Senility”, The
Washington Post, Op. Ed. page, Feb. 11, 1981, (Dr.
Galbraith is a farmer U.S. Ambassador to India).

2. Herbert Simon, Administrative Behavior: A Study of
Decision Making Processes in Administrative Organizations
(New York; Macmillan, 2nd ed., 1960), See pp. XXIV,
38-41, 80-1, and 240-4.
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complaint and leads to ths dsvelopmant of a general
managerial malaise® which, like all communicable diseas-
es, rapidly spreads throughout the organization. It is
tolerated because most professions, including those
charged with the organization’s management, find it
convenient to close ranks against those who question
what the system is doing. As Hannah Arendt has said,
bureaucracy is “‘rule by Nobody” because “there is no
one left who could ever bs asked to answer what is
being done™.*

Yet despite the rationale which the system provides
itself, those in white collar positions at whatever levels
must recognize that they are being judged as their orga-
nizations are being judged, on performance. A private
séctor company that is unprofitable cannot long exist.
A government agency that does not achieve goals within
its budget will surely face parliamentary scrutiny—and
will have to take time from other things to defend itself.
All institutions, in fact, must be prepared to meet their
commitments to their suporters. Performance measure-
ment is a fact of life and those that will not practice it
will not survive,

Defining Productivity

Wanting improve productivity is, of course, not the
same as getting it. A first step in this direction is
understanding what it is and what it involves.

Broadly defined, productivity improvement concerns
itself with the goals and objectives of the organization
as well as with the manner in which they are to be
achieved. Itinvolves both “doing the right things”’
(which is effectiveness) but also “doing them right’’
(efficiency).

Organizations are created and maintained in order
to achieve goals, purpose and objsctives. Over time,
however, their specifics change. Such changes occur
because condition change and new and sometimes
substantially different approaches must be undertaken.
Often also, individual and organizational patterns

3. For more on this subject, see, David S. Brown, “The
Manager’s Responsibilities for Productivity Improvemznt**
Armed Forces Comptroller, Summer 1983, pp., 5-15.

4. Hannah Arendt, On Violence (New York: Harcourt, Brace
and World, 1969) pp. 389,
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depart from the original as new problems develop.
Coatinuing attention must accordingly be given to
organizational effectiveness. Is the agency or the
company doing what it should be doing ? Is it meating
the clients needs ? If not, what should be done ? This
is an area where professional workers can make some
of their most substantial contributions to productivity
improvement.

Efficiency, on the other hand, is a comparative term.
We are more (or less) efficient in doing what we are
doing than we were before; or we are more (or less)
cfficient than somzone else doing the same things. It
is a ratio between input and output. A focus on effi-
ciency alone, however, overlooks the importance to
objective achieving of what we ought to be doing. We
may be greatly efficient, for example, in producing
goods or services no one any longer needs or wants.
That does not mean we are being more productive.

Productivity is, accordingly, a combination of effec-
tiveness and efficiency but with two additional factors.
One of these is client acceptance. The other is member
satisfaction. Both are important to the organization
and must be addressed. :

These are the outputs, the performance units. The
input is the cost of what we do. This can be measured
in terms of monetary units (dollars, rupees, pounds,
etc.) or in terms of ths time invested by employees.
Sometimes one is preferable, somstimes the other.

The equation this produces is a complex one but
there is no easy way around it:

Effectiveness+ Efficiency -+ Client
Acceptance and Member Satisfaction
(Output)

Productivity = Cost (input)

Such a formula cannot easily be expressed by a
single figure althogh macro-economics may produce
one. The manager will, therefore, find it simpler to use
a numbsr of numbers. More will be said about this
later on.

The Agenda For Action

For a productivity improvement program to succeed
among white collar workers, it must be carefully
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prepared. This requires a logical and systematic
apprcach. Preliminary to undertaking it, the following
five points should be considered.

1. Manager Commitment. Basic to any really
successful approach to productivity improvement is a
commitment by those with major program responsibili-
ties to it. A truly committed manager will first of all
be well prepared for the assignment. This means not
only having a familiarity with the techniques/approaches
to preductivity improvemrent but an understanding of
the problems which are associated with it.—and a
willingness to persevere against them.

One undertaking such an assignment, particularly
where there is likely to be substantial resistance to it,
should be thoroughly conversant with what others have
done in similar circumstances, how they have done it,
what has caused them to succeed or fail, and what
might better have been done. This is not an assign-
ment for those of faint heart or small courage.

One must, of course, be thoroughly conversant with
the activity one seeks to modify and, if possible, with
the views of those who operate it.

2. Support from the Top. A program for increased
productivity will not ordinarily succeed without the
knowledge and active support of those in leadership
positions in the organization. Some may feel they can
mount such an effort without this and a few have
actually succeeded—but most such programs call for
support and resources which those higher up the orga-
nization ladder have a large say in providing. A
manager committed to improving the performance of
his own people should not hesitate to take the initiative
in involving higher ups if they are not already interest-
ed.

How this is to be managed, assuming that those in
leadership position have not urged it first, will depend
upon already existing relationships between the manager
undertaking the program and those in higher level
positions. Whether it is to be announced as such or
not is a matter which individual circumstances should
determine preliminary to its being undertaken.

Gaining top level support is often not as it sounds
and frequently has personal advantages to the initiator
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as well. The point is that the backing of secretaries or
ministers is vital at those times when the specifics of
productivity programs are questioned by subordinates,
clients, the press, or all three, as they sometimes are.
They provide credibility and resources, and also moral
encouragement as well.

3. Measuring Performance. It is essential that
standards of measurement be developed for all pro-
ductivity improvement efforts. (Without them, how
is one to know whether there has been achievement or
not?) It is not enough to depend on eyeball assess-
ments, no matter how experienced the assessor. Like-
wise seat-of-the pants judgements—to use another
anatomical term—can also be disputed. So can clientele
endorsements, no matter how welcome, unless one is
clear how representative they are. This is why the wise
manager will need to find quantifiable ways by which
objectives can be set and achievement determined.

Quality of performance can, of course, be measured
along with quantity. The latter may be more easily
done and is the more traditional but there are many
examples at hand where quality is expressed in quanti-
fiable terms. We judge art, dramatics, a variety of
athletic events (such as gymnastics and figure skating)
university work and many other kinds of performance
by the ratings which experts give them. There are
hundreds of examples in both government and business
where the quality of a good or a service is expressed in
terms of numbers or scales. For such measurements
to be acceptable, however, there should be agreement
between manager and members concerning them and
their applicability.

4. Involving the participants. The most delicate
part of a productivity program—but also the most
rewarding—is the involvement of one’s associates and
subordinates in it and the gaining of their support for
it. Most people, whether white collar or otherwise,
are likely to suspect new programs foisted upon them
from above, particularly those which are critical,
whether directly or indirectly, of present performance.
And, as every manager knows, they are capable of
thwarting those which for any reason they distrust.

This, however, should not be taken to mean that
they will necessarily be opposed to the idea of perfor-
mance improvement, particularly where the system
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itself is being addressed. Many will be well aware of
its shortcomings, some will have already suggested ways
of approaching it which have fallen on deaf ears, and
others will see improvement efforts as an opportunity
for their own upward progress. One should never
forget that the members of the organization have its
interests at heart, and that they too want to be associat-
ed with programs that are successful ones. They also
have strong feelings about self-improvement as well as
national improvement,

There are good reasons, of course, why they must
be involved—and good reasons also why some of them
may not be too happy with a number of the things
which are likely to be proposed. Thsy may accept, for
example, a need when it is properly presented, but may
take strong exception to the specifics of what is being
asked of them. Or they may have other—sometimes
better—idzas which over time no one has listened to.

There are numerous instances in which one’s
associates and subordinates have been successfully
involved, and many instances where they have given
strong support as a result. The wise manager is well
advised to proceed cautiously in this area, with proper
consideration not only to the feelings of those who are
likely to be most intimately concerned but with an
awareness of their power to block, if they care to do so,
much of what the systems analysts have devised.

5. Standards and Goals. Work norms exist in
almost all organizations, white collar as well as blue
collar, but much of the time they are the result of habit
or “‘standard practice”’—Simon’s “satisficing”” behavior.
The undertaking of a productivity improvement pro-
gram requires that new ones bs set—conciously set—
and work directed to their fulfilment. Their achieve-
ment becomes a point of satisfaction and self-fulfilment.
When shortfalls occur, it is merely a time for re-exami-
nation and analysis.

Organizations, like individuals, work best when they
understand their goals and objectives, how these are to
be achieved, and the part each is to play in the process.
This is why the time that managers spend in refining
and articulating these goals and making clear to others
what they are is so important. A part of the process
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they should not forget is that of listening to what others
have to say about them.

Gaining Support

Knowing What is Going On. There is an old rule
that an attorney should never ask a withness in court a
question to which he does not already know the answer.
Likewise, those who undertake productivity improve-
ment programs should be well aware before they under-
take them of what needs to be done and, in gensral,
how it can be brought about. This calls for an under-
standing in as much dztail as necessary of what is
currently taking place within the organizational unit
for which he or she has responsibility. It calls also for
an awareness of what others in similar fields are already
doing.

Knowing intimately both the systems and the equip-
ments that are being used in one’s office or shop is an
essential background requirem:at. This is not to
suggest that the manager will have answers to the
problems found there but there must be a familiarity
with the on-going processes if credibility and motives
are to be accepted.

All of this is preliminary to undertaking the pro-
ductivity improvement program itself.

Distinguishing White Collar Differences. While
white collar workers can be distinguished from those
who perform industrial tasks, farm labor, and, in fact,
manual labor of any kind, there are, as previously
noted, distinctions between them which managers will
be well-advised to observe. Soms, as previously noted,
hold important managerial positions thzmselves. They
belong to adminitrative cadres with long traditions and
high status. Others are professionals on whose contri-
butions a modern society must depend. Still others fill
service, technical, and clerical roles. J

The manner in which individuals with such wvaried
backgrounds can be asked to work together on specific
assigments of, say, a team-building nature will depend
upon the manager’s judgement of the need for it or
their willingness to do so. (They are, of course, a part
of the same agency or company and do work together
within it.) There are many examples in Britain, the
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United States and Japan where the team approach has
been highly successful. But there are examples also
where more selective approaches have been under-
taken. This is a maiter that is best left to individual
decision. It should be noted, however, that some of
the most useful results are obtained when there is a
suitable mix of participants,

By definition, of course, professionals at whatever
level—and that includes managers and administrators
whether they are traditionally thought of as pro-
fessionals or not—have a personal commiiment to
productivity improvement. The successful passing of
an examination, whether in one of the administrative
services, in law, in medicine, or any other professional
area, is merely the pro form requirement of entrance
to a sphere of work which demands more than basic
job .descriptions prescribe. Professionals carry our
organizational tasks. They fuifil responsibilitiecs which
often go beyond their professional roles. They are part
of an intricate system in which they influence others
and are influenced by them. By becoming managers,
they obligate themselves, as do other managers, to act
morally and productively. This is the genesis of pro-
fessionalism.

It is also the ethos which professions demand.
Professionalism implies quality of performance. It
underlines professional standards. It demands a com-
mitment to excellence.

Providing Information. White collar employees must
be informed not only what being done but also of the
rationale for it. This should be on a continuing basis
for all white collar workers. While there is sometimes
information that is a sufficiently confidential in nature
that it cannot at once be shared, it is better to err on
the side of too much rather than too little.

People work best when they know what is wanted
of them, why, and what the alternatives are. They
also support what they help to create. All of this is of
particular importance to professionals (who have so
much to give) but it should have bearing on one’s rela-
tionships with all white collar workers as well.

Working with others is not a one-way street and
individual consultation and meetings with various sized
groups are to be encouraged. If business as usual is
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no longer the order of the day, those directly involved
should be aware of it. Information-sharing meetings
provide a precedent for suggestion-making ones. An
investment in such a process will pay long-range divi-
dends even if not always immediate ones.

The “No Blame” Approach. Habits become practices
and practices, systems. Systems that have been per-
mitted to go on unexamined for a long time are usually
both effective and inefficient. This is one of the major
criticisms of bureaucracy, private as well as public.
Marc Holzer, one of the leading proponents of public
productivity in the United States, says flatly that
“dramatic increases in productivity...are achievable
only if we recognize an enemy that contains both
public and private productivity: bureaucracy.” He
continues: “Supposedly an efficient tool for organiza-
tions in both sectors, it is increasingly apparent that the
unintended consequences of the bureaucratic structure
have a very limiting effect on productivity.”s

The blame for permitting this to happen is better
placed on the existence of traditional systems, many
inherited from other times, than on those who are
currently members of the system. Certainly, to blame
the latter if one wishes their support in helping to
rectify what time and inattention have done, makes
little sense.

One of the major roles of the modern manager is
that of negotiator. Performance improvement will put
this to the test. He/she must negotiate with all those
involved—higher-ups, outsiders, associates, and subordi-
nates—the acceptance of new work norms. The ability
to persuade others—and persuation is a major element
in such an assignment—that new approaches must be
found is the mark of the modern manager.®

The Search for Improved Performance. Those most
directly concerned must inevitably be involved in the
productivity improvement effort. After all, they are
most knowledgable as to what can be done and cer-
tainly among the most committed.

5. Marc Holzer, “In Defense of the Public Sector’” in Public
Productivity Review, March/June, 1982, p. 104.

6. These new managerial roles are discussed in some detail in
David S. Brown, Managing the Large Organization: Issues,
Ideas, Precepts, Innovations (Mt. Airy, Md.: Lomand
Publications, 1982) Chap. XX, pp. 217-226. ;
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They must see this not as a means of getting them to
work harder but of working smarter. Nor should they
be permitted to believe that they will be working them-
selves out of a job. If management is to get their
cooperation, then it has certain commitments to make
to them. If a smaller staff is likely to result, it is to
the organization’s interest to make it clear that this
will be accomplished in an incremental why —by not
filling vacancies, preferably. (Perhaps also, a smaller
staff will even make possible higher pay for those who
remain.) Opportunities for training and individual
development should certainly be provided for employees
who remain but whose duties have changed. And, of
course, transfers to other units should be made for
those who become redundant. The good intentions of
organization must be made clear to all.

Obtaining the commitment of those in the work
force to productivity improvement can be expected to
have its problems. There will be those who, given
their previous experience with the organization, will be
reluctant to believe new promises. There will be unions
and employee associations which need to be convinced
that what is being asked of them is fair and reasonable.
Getting employee support, in fact, is often an exercise
in trust and most managements will need to demons-
trate clearly their trustworthiness.

There are, however, few alternatives to such an
approach. The key to the problem is the rationale
for it. If the case can be made that it is in the interest
of the nation, the organization, and the individual
that productivity be improved, there is a strong likeli-
hood that it will occur.

Performance Measures, Standards, and Feedback.
Employees, whether at high or modest levels, must
understand the importance of the measurement of their
performance and the setting of acceptable work stan-
dards. This is often one of the more difficult tasks the
manager will face, yet it is one of the most important.

People who readily accept the need for greater pro-

uctivity often object to its being measured, or at least
1D its being done in conventional ways. Professionals
in particular object to certain kinds of standard setting
although, it is interesting to note, that they have
traditionally accepted other performace guidelines. The
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manager who undertakes an improvement program
should be familiar with the many ways, individual as
well as organizational, by which meesurement is had.

The other side of this coin is that measurement,
once instituted and accepted, becomes important to the
employee as well as the organization. It is a yardstick
both can use. There should be regular (continuing)
feedback of performance to both the individual and the
group concerned so that adjustments as needed can be
made.

Timing is important—and so is agreement upon the
measures to be used. Figures should be available
frequently enough so that one is able to relate them to
what has been done. Otherwise, they lose their
meaning.

The emphasis here upon measuremert should not be
interpreted to mean that everything that is done must
be measured. Quite to the contrary. Peters and
Waterman in a book that has had a profound impact
on American management (In Search of Excellence)
have emphasized the importance of ‘‘simultaneous loose-
tight controls”’.” What this means is that there should
be selectivity in setting measures of achievement. Stan-
dards should be visible, meaningful, and achievable but
not overwhelming.

For a number of reasons, a variety of standards
may be set, an acknowledgement that changing circums-~
tances will make it difficult or impossible for all of them
to be met. Those, however, who fail to meet certain
goals will often exceed others. Managers as well as
members learn from such experience as new goals are
undertaken.

Productivity improvement is not a one-shot under-
taking. It is a continuing process. What is good
enough for today will hardly meet the requirements of
tomorrow. Thomas Jefferson said that “eternal vigi-
lance is the price of democracy.” A continuing
concern for what goes on in the organization is the
price of competence.

7. Thomas J. Peters and Robert H. Waterman In Search of
Excellence (New York: Harper and Row, 1982). See in
particular Chap. 12. :




248

Recognition and Reward. An important contribution
to productivity improvement deserves both recognition
and reward. Of the two, recognition is always easier to
provide and often the more important motivator.

There is always recognition before one’s peers.
Citations, letters, and certificates of appreciation are
welcome, as are medals and similar awards. Special
assignments can be made: membership in special pur-
pose committees, new responsibilities, positions of
honor, training assignments, support for activities in
which the individual has an interest, and the like® A
recent article in the prestigious Wall Street Journal
told all in a headline: “Why Not Try Saying Thank
You”. To many, it will come as an interesting and
novel idea.

Private companies have an advantage over most
government agencies in that they can, if they wish,
make cash or salary awards for exceptional perfor-
mance, but an increasing number of governments now
are able to do the same. Certainly, improved producti-
vity can—and should—be taken into account in promo-
tions. If the saving result in major advantage to the
organization, it is only fair that those most responsible
share in some way in them.

There can be no doubt of the importance of “posi-
tive reinforcement” as a means of inducing behavioral
change. It can, as the above suggests, be used ina
variety of ways. The manager should remember that
all of those who are part of the organization joined it
with the idea of contributing to it. They will not usually
respond to efforts which point to better ways by which
this can be done.

There is an added factor which often works to the
advantage of the productivity-minded. Many tasks
which individuals are already performing-high level as
well as mundane ones—are demanding, unpleasant,
superflous, and unwarranted. Some of these can
certainly be eliminated. With the assistance of his
associates, many a manager has seized upon these as

8. For an assessment of non-economic incentives, see Gerald
T. Gabris and William A. Giles, “Improving Productivity
and Performance Appraisal through the Use of Non-Econo-
mic Incentives”, Pftblic Productivity Review, June 1983, pp.
173-189.

- levels, and’ ultimately, new people.
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the first area of attack. It is an idea well worth

thinking about.

Ways to Improved Productivity

If one will now return to the productivity formula
previously indicated, it will be immediately apparent
how productivity can be improved. One, in fact, has
only to improve upon any one of those factors above
the line, while keeping others constant, to improve
upon present performance. Or, assuming those above
the line remain the same, one has only to reduce the
inputs required.

Seme approaches, of course, offer greater opportu-
nities at less cost than others. One of those isin the area
of effectiveness. Is what is currently being done what
is needed or wanted? Are objectives being met by
current methods? Has technology revealed new and
better products, approaches, services, and methods than
what we now have? Can others do what we are doing?
Do our forecasts correctly report what our needs are?
Have we done the right kind of planning? Are we
prepared to meet contingencies?

New equipments are often available which will

improve porformance. The Japanese have shown the
importance of robotics, and other nations-even those
long committed to manpower-intensive undertakings—
must meet their change.

It is important to reduce waste and redundancy
wherever they occur. Some of our systems have for
years been obsolete but for many reasons, chief among
which is that they have not really been looked at, they
have been permitted to continue. The solution lies in
exploring what others are doing, or at the very least in
examining what is occuring under one’s own nose.

By increasing organizational size, we increase
opportunities for waste and inefficiency. The common
approach to re-organization is to add new units, new
Parkinson’s Law
reminds us of some of the things we do. Have we
thought of reducing levels? Have we seriously tried to
hold size in check? Have we really explored ways of
making organizations less complex? Increasing organi-
zational size, we increase opportunities for waste and
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inefficiency. Can size be held in check?
organizations be made less complex?

How can our

Ways need to be found to improve individual per-
formance. Increasing the work week, whether through
overtime or in other ways, is not the answer. New
blood needs to be added regularly even to the best-
performing systems. People need more and better
training. Poor morale usually burdens performance.
Ways can be found, as the Japanese have found them,
to reduce errors and defects. Maintenance can
certainly be improved. So can safety. We can reduce
absenteeism, one of the real dysfunctions of modern
organisations, if we really try.

Much needs to be invested in most organizations in
discovering new ways of doing things: new products,
new methods, new clients, new systems of marketing,
new ways of involving the client or customer, better
use of space and facilities, and the like. As Drucker
has pointed out: ““There is little doubt in my mind that
entrepreneurial innovation will be as important to
management in the future as the managerial function
itself is currently. Indeed, it may be more important
in the years to come.”?

The difficulty is not with devising ways and means
of improving productivity. It is with getting them
accepted and making them operational.

Among all of those in the nation’s workforce, none
is more important to both public and private sectors
than the white collar workers; male and female. Their
productivity can—and must—be improved. This is a
message for all nations. Those failing to understand
this will be failing their commitment to their people.

9. Peter Drucker, “Management’s New Role"”, Harvard Bussi-
ness Review, Nov-Dec 1969.
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their own benefit, Particularly the Japanese have kept
productivity increase a national goal—and can now cash
in on reverse flows of Europeans and North Americans
spending a whole week or even two in Japan to “learn
the lessons of the continuing miracle”. '

The march which Japan and the NICs have stolen
on Europe has been the easier as European govern-
ments have continued during the ‘70s to use organisa-
tions, and particularly enterprises, as their “privileged
levers of social policy”, thereby burdening them with
constantly growing taxes. This has meant that levels of
profit have declined and, with them, levels of invest-
ments. What investments there have been have con-
centrated on saving unskilled labour, a possibility
facilitated by new technological developments which
have increasingly impacted also on women-power in the
tertiary sector.

It is in fact currently in service activities thata
significant productivity push is becoming apparent,
whether or not these activities are located within
manufacturing companies. One reason for this is found
in the estimates of investment figures, prone though they
are to the illogicalities of accounting—a telephone has
no value on a company’s books : $ 3000 for every office
worker compared with $§ 45,000 for every factory
worker. With the current numerical equality between
corporate direct and indirect workers, coupled with the
presumed advent of the office technological revolution,
companies are paying increasing attention to white-
blouse productivity.

Overall, however, there has been a slowdown world-
wide in productivity growth, irrespective of whether it
is measured by Gross Domestic Product per employed
person or manufacturing output per hour or more
elaborate multifactor methods.

Groups’ respoanses

This “productivity crisis” has been recognised as a
major issue by different groups.

Some companies have perceived the word’s adver-
tising potential, and a number have created their own
productivity centres : in the USA, the Wastinghouse
Productivity Center employs 350 people, being a part

PRODUCTIVITY

of the company’s effort for raising its productivity
increase annually from 3.8% to 6.1% by 1985; in
Europe, the IBM Productivity Centre employs 5 pro-
fessionals, but has national productivity officers and
work through ad hoc groups from its European head-
quarters in Paris. Elsewhere in Europe it has particular-
ly been in large companies in f‘advanced traditional’
industries which have been leading the productivity
thrust. For the “geriatrics™, particularly steel and
shipbuilding, have tended to place their future in
government bailouts. Some chemical and engineering
companies are seeking to combine ““social innovation”
and productivity : making more use of the intelligence
of the labour force appears to be making considerable
economic sense to Bekaert and Monsanto in Belgium,
for instance.

Noting that the rate of growth of their corporate
productivity is apparently closgly correlated with that of
the countries in which they are located, productivity-
conscious companies are becoming involved in national
initiatives. Inspiration has come from Scandinavia.
Norway, for instance, ran a one year national campaign
in 1982 with the involvement of all parties, political as
well as of the labour market. Joint (employer-union,
white as well as blue collared) activities in the Finnish
Engineering Industry are referred to later in this article.
And in November 1981, President Reagan created a
National Productivity Advisory Council. A bi-partite
body of ““distinguished citizens”, the Committee shall
“conduct a continuing review and assessment of
national productivity -.. and advise the President on the
Federal Government’s role in achieving higher levels of
national productivity and economic growth ... and on
the potential impact on national productivity of Federal
laws and regulations.”

Less usual, but more encouraging, are some trade
union attitudes: at the Trade Union Study Days
organised by the French successor to the national pro-
ductivity centre, its Working Life Agency (ANACT),
the Spanish socialist (UGT) trade unionist emphasised
and re-emphasised the need for his union to take the
lead in enhancing national productivity in the absence
of any significant national employer or management
effort, past or present. UGT signed a frame-work agree-
ment (AMT-80) with the Employers’ Association
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defining productivity as “effective work organisation,
adequate technology and proper working conditions”.

Not that trade unions elsewhere in Europe are
opposed to participating in efforts to raise productivity,
seen as the least uncertain way of maintaining employ-
ment at reasonable levels into the future. Yet, attitudes
diverge. For instance, there is an on-going debate inside
the German trade unions about the relationship between
actions aimed at “work humanisation” and at
“rationlisation”. Similarly, some of the most productive
companies—GE and Plessey to take two examples—are
seriously trying to define their responsibility and possible
stance in unloading their “released labour” on society.
Productivity increases can often lead to redundancy,
particularly where labour is virtually immobile be-
cause of the workings of the system, for instance,
housing policy; but the unemployment consequences are
much harder if productivity is forgotten, as says UGT,
Spain’s 1.6 million unemployed attest.

Measurement

Revitalised concept or buzz-word? Certainly “pro-
ductivity’’ has undergone a broadening, perhaps even a
humanisation of its meaning in the past few years.

Basically, it has always expressed a relationship
between inputs and outputs. For understandable
reasons, particularly of easy measurability, inputs have
tended to be expressed in terms of labour. Indeed, pro-
ductivity growth is usually understood as increased
output per man hour. Hence in the eyes of organised

- {labour in some countries, to increase productivity, can

only be achieved by “working harder’ which in turn
needs to be compensated for by increased wages. A
causality link is made and where the “fruits’” are not
‘equitably” distributed, then labour trouble is brewing.

Productivity, however, does not equal labour pro-
ductivity. The Finnish Engineering Industry report

resses “total productivity (which) includes the pro-
ctivity of the work performed by all persons in the
rporate hierarchy and the productivity of all the
various capital and other inputs. Thus

MVP
L+M+C+X

Productivity =
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where MVP=total output i.e. the market value of pro-
duction, L=input, M=material input, C=capital in-
put, and X=miscellaneous.”” Although the measure-
ment of total productivity is extremely complicated,
several efforts are currently being undertaken to try to
overcome methodological problems : for _instance, at
the US Bureau of Labor Statistics, the Mecca of
productivity measurement, one of the projects to escape
the Reagan administration’s hatchet is the development
of total factor indicators. The problems faced are such
as how to estimate quality of labour other than through
basic educational inputs? So far, recurrent education is,
methodologically, not considered to improve the quality
of labour, as strange an assumption as that government
productivity increase is nil. Or again: How can capital
estimates properly be made, particularly in public
administration?

This attempt at total factor productivity measure-
ment is not the sole—in France, the Centre d’Ftude des
Revenus et des Couts has developed, starting with
nationalised enterprises, an analytical approach to
ascertaining the sources of productivity increase—which
can often be lccated upstream to the enterprise—and
how they should, as objectively as possible, be
remunerated.

1

How to improve productivity

Measuring productivity can be a first step to improv-
ing it. The traditional approach isthat of inter-firm
comparisons. The essence of measurement is not
exactitude but orders of magnitude and facility. All
sorts of methodological shortcomings can be found with
1FCs, but they are successful if they get companies to
seriously examine where or how they can change. The
Finnish approach stresses measurement, no matter how
roughly, at all possible levels and units. Some measure-
ment can be quite refined : that of IBM draws on the
corpany’s computerised “‘ccmmon staffing system” to
ascertain possible opportunities within functions and
countries and, perhaps most important of all, possi-
bilities from taking global and iconoclastic stances.

Involvement of people to the greatest extent possible
in the performance of their own work is generally
emphasised, getting people to work smarter rather than
harder. This is an obvious feature of action learning,
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Reserves

A. Z. SZENDROVITS

Althongh time is an irretrievable resource, planning
and controlling other resources takes precedence over
managing time both in organisations and in the life of
individuals. Improving productivity, a primary
Pprerequisite for econamic development, is a central
objective for every level of industrial management. In
meeting this challenge, the main task is to establish
productivity measures which provide an appropriate basis
for comparing performance and for identifying the
potential for improvements. It is easier to determine
the contribution to productivity of capital investments for
‘new technologies than the contribution of the industrial

. labour force. This paper focuses on practical issues in
establishing productivity measures and methods of
analysing productivity reserves in industrial plants and is
based on a study funded by National Sciences and
‘Engineering Research Council of Canada.

Dr. Andrew Z. Szendrovits is Dean of the Faculty of Business,
Professor of Production and Management Science and Associate
Member of *the Department of Mechanical Engineering at
"‘McMaster University, Hamilton, Ontario, Canada, L8S 4M4.

An Overview of Productivity

The importance of economie growth has become
more evident than ever in the last decade. Improving
the standard of living of the population is a central goal
of every nation’s economy and it is well argued by
Frank' that a major source of this is labour producti-
vity.  Improving labour productivity affects positively
real per capita income which ultimately translates to
real economic growth. The recent slow-down of eco-
nomic growth both puzzled and alerted economists,
business exccutives, politicians and the population at
large throughout the world. The shadow of the econo-
mic depression of the 1930’s shifted from memory to
reality. The problems and the search for remedies are
discussed and analysed by Denison® regarding the
U.S.A. and by Zohar® with respect to Canada. Their
studies are representative samples of the rich inter-
national literature on the topic.

The meaning of productivity is often misconceived
and improperly conceptualized. It is frequently mis-
taken for the output from the production process; the
result of which is either a tangible product or some
service. In general economic terms, production converts
some form of input to a different form of output.
Production output could be increased by using propor-
tionally more of the necessary input factors. However,
such an increase does not represent productivity
improvement. Productivity is a relative indicator, a
ratio which compares a certain measure of output to a
required input. Its primary purpose is to measure
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factured in a separate shop, the number of products per
capita can be expressed for each shop. However, to
compare the productivity of the shops or to measure
the productivity of the piant, one must establish some
equivalence among the products. Equivalence based
on price or cost would be biased because one product
may have more purchased components than the other.
Also, a comparison based on the actual average work
time for each product would be biased because one
shop may use less time for comparable work than
another. The problem is even more complicated when
each shop contributes to each of the products. The stan-
dard time content of each product is a common denom-
inator in establishing equivalence between the products.
For this reason and, as will be seen later, for other
reasons, time standards are an invaluable help in
measuring labour productivity as presented in the
following general form :

Staadard Time

Productivity= Actual Time

Thus, productivity is the ratio of the standard time
allotted to the actual time used for the completion of
one work unit. The smaller the work unit, the more
accurate the standards that can be expected. Usually,
time standards are calculated for operations which are
geen as the smallest independent parts of the produc-
tion process. The overwhelming importance of time
standards becomes evident when one wants to analyze
the utilization of time in work situations.

Need for Time Management

Time is a unique resource. While it appears to be
free, time is not retrievable. Thus, it is paradoxical
that the planning and controlling of other resources
takes precedence over managing time, both in organiza-
tions and in the life of individuals. A primary prere-
quisite for time management is to define the various
components of the working hours of individuals or
groups who are expected to perform certain tasks in an
organization. Shift time, usually consisting of eight
hours, represents a work day. The components of shift
time in manufacturing industries as defined by Szend-
rovits!! are illustrated in Figure 1.

It is recognized that absenteeism and sick-leave have
negative effects on productivity. However, the degree

PRODUCTIVITY

of their influence can be determined easily, provided
that a productivity measure is established for the shift
time. Thus, it is evident that we should focus our
attention on shift time. Nevertheless, management
must bear in mind that job satisfaction plays a funda-
mental role in motivating people to reduce absenteeism
and even sick-leave.

Interruptions of work for predetermined time
periods, usually regulated by collective agreement (e.g.
lunch time, coffee break, pause of assembly lines), are
necessary reductions in the shift time. However, it is
expected that the remainder of the shift time will be
utilized for work. On the other hand experience shows
that certain portions of the work time are often wasted,
due to the worker (e.g. lateness for work, unwarranted
breaks) and due to technical causes (e.g. break down
of machines, failure in energy supply) or organizational
causes (e.g. material shortage) which are under the
control of the company. Reducing wasted time is an
“open reserve’ for increasing utilized work time and
thereby improving productivity.

Although setting standards is beyond the scope and
purpose of our discussion, it is vitally important to
understand the structure of the utilized work time
which is embodied in time standards. First, we must
distinguish between the unit standard time and the
preparation time (e.g. setting-up a machine; studying
a blueprint or work instruction) which occurs only
once for several work units. Secondly, we must realize
that the unit standard time includes the so-called
allowances as well as the basic time. The basic time
consists of main elements which influence directly the
change of form or characteristics of the work unit
(e.g. machining), and supplementary elements which
contribute indirectly to this change (e.g. measuring).
While the basic time is related to and needed for each
work unit, allowances include those time which are
work-related activities scattered throughout the whole
shift and which are not used exclusively for a particular
work unit. -

Allowances for rest or fatigue, for personal delays
and for servicing work during the shift are incorporat-
ed in the unit standard time a a percentage of the
basic time. Consequently, the utilization of time
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gating the cleaning activity would be infeasible; there-
fore, it is technical work servicing. Had the company
considered the possibility of assigning a cleaning staff
to do this job, if there was sufficient time between
shifts, this activity could be labelled organizational
instead of technical work servicing.

Persopal delay and fatigue are special categories.
While the time allotted for these in the standards could
be based on anthropometric data, personal delay and
fatigue times are usualy established by collective agree-
ment as'a percentage of the basic time. Although our
example states the time used for personal delay and
fatigue, it is difficult to distinguish between these and
wasted time due to the worker. Therefore, all these
times can be registered simply as wasted time due to
the worker. When the data are analysed, the times for
personal delay and fatigue could be accepted as stated
in the standards and the rest could be counted as the
net wasted time due to the worker.

The number of completed work units, designated by
the job and operation number is also recorded in the
shift time summary, along with the number of defective
units. This may be done at a later stage, after quality
control. From the relevant standards, the time allotted
for the various components can be reconstructed for
the number of units which were accepted by quality
control. By comparing the standard and actual times,
the degree of time utilization, as well as the validity and
quality of the time standards, can be evaluated.

Identifving Productivity Reserves

The greater the number of workers and the more
frequently they submit shiftime summaries, the more
representative the sampling results that are obtained.
A proper analysis of the data could lead to important
and reliable generalizations concerning productivity and
productivity reserves. Table 2 illustrates a typical shift
time analysis focusing on utilization ratios of the shift
time, productivity reserves and the attainable pro-
ductivity level if the reserves were utilized.

Part A of the table is a comparison of standard and
actual times by components. Actual times correspond
to the total in the shift time summary in Table 1.
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Standard times are derived from the number of units
and the time standards for the relevant job and opera-
tion numbers. For the purposes of our analysis, it is
assumed that the data in Table 1 are averages of
several observations. Of course, in practice these data
would be the pooled results from several shift time
summaries. The productivity ratios for each component
give valuable information as to which part of the job is
done productively and at which component the workers
did not meet the anticipated standards. The cause for
any discrepancy between the standards and actual data
may be that either the workers are not performing at
the expected level, or that the standards are not
realistic. The actual time distribution shows the
percentage of the shift time spent on the various
components,

In part B, the time utilization ratios indicate that
85% of the shift time was used for work, 10% was
wasted due to the company and 5%, due to workers.

The productivity ratios in part C show that the
productivity of workers for the basic timeis 135%
which is quite high and reinforces the supposition that
people perform best when they are working on a
specific job. For the unit standard time the productivity
is 125% which is lower because the workers do not meet
the standards regarding allowances. A somewhat lower
productivity of 123 % occurs for utilized work time due
to the excessive preparation time. It is noteworthy that
the wasted time reduces considerably the productivity:
for the shift time to a mere 104%. Awareness of the
various productivity ratios is very important for realistic
production scheduling and capacity calculations. For
instance, using the productivity ratio related to the
utilized work time for work schedules will result in
recurring delays in meeting production targets, unless
wasted time is completely eliminated. Using the pro-
ductivity ratio related to the basic time would result in
even more dramatic discrepancies, unless the standards
set for allowances and preparation time are also fully
met.

Part D illustrates the calculation of productivity,
reserves, in the form of ratios from which factors can
be derived to establish the attainable productivity.
There are three distinct productivity reserve ratios.
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Table 2 : Shift Time Analysis
A. Comparison of Standard and Actual Time
Times in minutes Standard Actual Produc- Actual Time
Time Time tivity Percentage
Basic time 446 330 135 68.7
Work servicing (technical) 12 20 0.60 4.2
Work servicing (organizational) 10 13 0.76 27
Personal delay and fatigue 18 25 0.72 3.2
Unit standard time 486 388 1.25 80.8
Preparation time 14 20 0.70 4.2
Utilized work time ; 500 408 1.23 85.0
‘Wasted time due to company — 48 —— 10.0
Wasted time due to worker — 24 — 5.0
Work time 500 480 1.04 100.0
Lunch break o 30 — -
Shift time 500 510 _— A
B. Time Utilisation Ratios C. Productivity Percentages
Utilized work time 85.0% For basic time 1357
Wasted time due to company 10.0% For unit standard time 125%
Wasted time due to worker 5.0% For utilized work time 123%
For shift (work) time 104%
D. Productivity Reserves
Open Reserve Ratio = ﬂ’% = 0.176 or 17.6%
i . (20=12)+(13—-10)4(25—18)4+(20 — 14 24
Hidden Reserve Ratio = 308—24 ot L - 353 = 0-063 or 6.3%
3 480 480 _ .
Total Reserve Ratio = 208—24 = 384 — 1.25 or 25.0%
E. Attainable Shift Productivity for Work Time
Maximum Attainable Productivity = T, = 1.30 or 130%
408-24 : 2
Separate Calculation for each reserve :
Reserve Shift Reserve Attainable
Productivity Factor Productivity
Open Reserve 1.04 1.176 1.23
Hidden Reserve 1.04 1.063 1.10
Total Reserve 1.04 1.250 1.30




Open reserve is that which can be utilized by
eliminating wasted time and is expressed as follows :

Actual wasted time
Actual utilized work time

Open reserve ratio =

Hidden reserve is that which can be utilized if
workers meet the standards for allowances, including
the preparation time. The expression for this is :
Hidden reserve ratio

Allowance discrepancies
(between actual and standards time)

= TActual utilized work time—Allowance discrepancies

The numerator includes the algebraic difference
between the actual and standard time for each of the
allowances and for the preparation time. This is an
aggregate term, which means that if workers perform
better than standard at a certain allowance, the differ-
ence occurs with a negative sign and thereby decreases
the overall total. A negative ratio would indicate that
there is no hidden reserve, the effect of which would be
reflected in an increased productivity ratio for the
utilized work time over that for the basic time.

Total reserve is that which includes both open and
hidden reserve and is expressed as follows :

Total reserve ratio
= Actual work time
Actual utilized work time—Allowance discrepacies

Adding one to 'the reserve ratios shown in part D,
corresponding reserve factors can be obtained :

Percentage Ratio Factor
Open reserve 17.6% 0.176 1.176
Hidden reserve 6.3% 0.063 1.063
Total reserve 25.0% 0.250 1.250

Note that the total reserve factor can also be obtain-
ed from the product of the open and hidden reserve
factors :

Total reserve factor = (1.176) (1.063) = 1.250

By multiplying the shift productivity ratio, 1.04, with
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this reserve factor, the attainable productivity can be
determined as shown in part E. The effect of fully
utilizing tota! reserves can be expressed directly as
follows :

Maximum attainable productivity

Standard time accomplished during work time
Actual utilized work time—Allowance discrepancies

The meaning of the maximum attainable producti-
vity, which is 130% in the example, is that the producti-
vity during the basic time was maintained as it occurred,
wasted time was fully eliminated and the allowances
(including the preparation time) were used exactly at
the level that they were assumed to be by the standards.

A word for caution is in order regarding the attain-
able productivity ratios. They express maximum
possibilities. Most likely only a portion of the open
and hidden reserves can be utilized. For instance, the
standard for preparation time is not met in the example.
It may not be prudent to insist that workers use less time:
preparing for the job properly, because this could back-
fire by causing more defective units. Each component
of the reserves must be scrutinized separately, After a
realistic reassessment of the reserves, the attainable
productivity must be recalculated accordingly. Never-
theless, the maximum attainable productivity ratio can
be a very useful tool for production managers in over-
coming the pressure to accept unrealistic scheduling
requests.

Conclusion

The purpose of this paper is to revive the formula-
tion and application of work standards for their
legitimate purpose, which is to improve labour produc-
tivity without alienating and possibly even motivating
workers.  Although many important aspects of
productivity (e.g. satisfaction on the job, quality of life,
management styles) were not discussed, it is hoped that
this paper gives valuable insight into the analysis of
activities during the time when production is expected
to take place. No other method of time study gives a
more complete picture of time utilization than the work
day observation described. It offers an opportunity to
workers for self-evalution, for a critical view of the-
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quality of production standards, and for active partici-
pation in management. Work day observations can be
used as a motivational device.  Admittedly, some
missionary work is needed for enlisting the majority of
the work force to cooperate with management. The
secret to success lies with the workers’ confidence which
can be gained if mangement is able to demonstrate that
the results of this exercise are used just as much for the
benefit of the work force as for the organization.
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tant errors; constant reduction of output; poor per-
formance: excessive machine downtime; high labour
turnover; poor attendance record at work, i.e. absen-
teeism, reporting for work late or leaving the office
early; excessive overtime; drug addiction, etc.

Worker boredom is a global problem today. This
generation of young people is less tolerant of work that
is fractionated, boring and programmed in pace and
method, than their parents were. Therefore, produc-
tivity is affected.

In the United States of America, there isa move
towards a four-day work week, because four days on a
dull job sounds more attractive than 5 days on a dull
job. The rationale for this move is that it hopes to
reduce absenteeism, while at the same time raises pro-
ductivity.

Does Job Satisfaction Lead to Productivity
Improvement?

With about 14 years experience on problems
affecting productivity of light, medium and heavy indus-
tries in Malaysia, one can say that the satisfaction and
productivity relationship seems to be modest. Occasion-
ally, high satisfaction and low productivity seem to go
together. Hence, innovative ideas are needed to im-
prove job satisfaction and to maximise productivity.

How to Improve Job Satisfaction and Maximise
Productivity?

There is no magic formula for the situation, but
based on the facts of my study, humanisation of work
and carefully structured education seem to hold the
the solution to productivity problems. Before I begin
to define what 1 mean by humanisation of work, it is
fitting at this juncture to ask ourselves why do we need
to work. The question could easily be answered in three
sentences i.e. we have to work because we have : to
meet our basic needs; to satisfy the need for meaning-
ful activity; and for the production of goods and ser-
vices as productivity gains resulting from work are
credited with reduced costs for goods and services to
customers, and concurrently, increasing rewards to
people producing the goods and services.

PRODUCTIVITY
Humanisation of Work

The term humanisation of work simply means
making work more appropriate and fitting for an adult
to perform. By this definition, therefore, humanised
work should : not damage, degrade, humiliate, exhaust
or bore the worker; be interesting and satisfying; utilise
many of the valued skills the worker has, and provide
him an opportunity to acquire other skills; enhance or
at least leave unimpaired, the worker’s ability to per-
form other life roles, such-as being a spouse, parent,
citizen and friend.

The need to humanise work has been acknowledged
for generations. There has been too much talk about
the subject. We must now test and evaluate on the
assumptions. Since we are living in an experimental
society, we must try to humanise work by replacing
myths with facts through continued research.

How to Humanise Work

How can one humanise work without any loss
in quality. and quantity of product, Workers are
happier when they have a say in constructing
theit jobs and these jobs are high in intrinsic job
satisfaction. Take for instance, professors, research
scientists and farmers who are free to work indepen-
dently, and also the top executives and self-employed
proprietors who have greater freedom of choice. One
way of making a job more satisfying, therefore, is to
give more freedom to workers, to have a say in the way
they should do their jobs.

Work Design

Learning how to redesign work and then actually
installing the new design requires hard, vigorous efforts.
We have to demonstrate to employees that manage-
ment is willing to alter work design to enhance job
satisfaction. The logical approach in rearranging the
work flow is to : analyse job description and categorise
the job functionally; place the functions according to
levels of importance; and withdraw boss’s prerogative
in the individual’s job functions; introduce new func-
tions from within the organisation.

By increasing the scope for initiative and involve-
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ment in the job, we get more commitment from people
-on the job. The end result is that they may even find
better ways of doing their jobs. This brings us to the
subject of the Q.C. Circle.

‘Q.C. Circle

According to Peter Drucker, a Professor of Social
Science at the Claremont Graduate School, the Quality
‘Circle concept now being practised in American indus-
try was brought to Japan in the fifties and sixties by
three Americans—Edwar Deming and Joseph M. Juran,
of New York University and A.V. Feigenbaum of
‘General Electric.

A Quality Circle programme usually comprises
.about ten people who will meet to look regularly into
the various manufacturing problems. The subjects
discussed are centred around product quality, industrial
safety, use of raw materials, capital, productivity, and
all other areas affecting their work. The group elects
its own leader and meets regularly to determine
areas of improvement. Once a particular problem is
determined and a solution offered, it is channelled to
the foreman who will evaluate the proposal, and then
submit it for consideration to the divisional manager.
At this level, decision to implement the proposal is
made, and once it is made, the Q.C. group goes all out
to ensure that the implementation goes through. The
divisional manager usually accepts most proposals even
though the financial return may be marginal in some
cases.

Competition for the best proposals by Q.C. groups
are held at departmental, divisional and in-house
levels.

The Q.C. Circle makes employees interested in the
development of company. The benefits of a successful
Q.C. Circle programme are: it contributes to the
growth of the enterprise; it respects humanity and
ensures a happy working relationship, and it encourages
the development of a worker’s potential.

Measurement of Humanised Work

In order to assess the effectiveness of a humanised
work programme, we must: measure the extent to
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which work situations are human; isolate the factors
that make work satisfying; and determine whether the
factors that make a job satisfying.

Satisfaction

It is very subjective and yields only soft data. It
relies on the person’s response, and one man’s satisfac-
tion may be another man’s misery.

Person-Environment Fit

It can be measured by adopting the basic concept of
goodness-of-fit between the characteristics of the person
and the properties of his environment. These charac-
teristics and properties can be measured as the person
sees them (subjectively and objectively).

Objective Measure of Goodness-of-Fit: A typist and
a copy-typing job. To keep up with the work requires
a typing speed of 50 words a minute; this is an objec-
tive characteristic of the job. The typist, however, can
type only 30 words a minute; this is an objective
measure of her ability. The difference between the two
objective scores is 50 minus 30, or 20 words per minute,
and this is an objective measure of the Goodness-of-
Fit between person and job.

Subjective Measure of Goodness-of-Fit: A typist may
over estimate her ability, in the self-comforting way that
persons often do; suppose she believes that she can
type 40 words a minute. She may also underestimate
the demands of the job, perhaps as a defence against
feeling overloaded, and report that the job requires a
typing speed of only 40 words a minute. Thus, the
subjective goodness-of-fit (40 minus 40) would be
perfect, but the objective goodness-of-fit (50 minus 30)
would be poor.

Goodness-of-Fit

Has been measured along such dimensions as:
independence, affiliation, achievement, responsibility,
self-utilisation and self-development.

Examples of Goodness-of-Fit

A goondess-of-fit to student is related to self-esteem

he is properly trained in the work and knows what to
do; the desired end results of whatever he is asked to do
have been defined; guidelines or limits in terms of
policy, expenditures, and time have been established;
he is left alone to do the job; he knows he can go to his
boss at any time for guidance or support when he
reaches an impasse; he knows he would not be berated

tion of technology, capital investment and most impor-
tant of all, people. Productivity, like love, is a many
splendoured thing; it is an attitude of mind, defying
constricted definitions, and its scope is unlimited.

The labour unions’ participation in management
may become an issue in this decade. Authorities of
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of the student, the emotional state (depression, anxiety,
resentment, etc) and to the student’s reported probabi-
lity of dropping out of school.

A goodness-of-fit to employees to Government
department is related to such psychological factors as
job satisfaction and such physiological outcome as

—__cholestaral level
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will create willingness on the part of the employees to
accept the changes in technology and production pro-
cesses. This conviction also makes employees believe:

that increasing productivity is good for everybody in
the organisation.

The Q.C. Circle activities will never work unless

there ic nsuchalaaical can intion loa

It io ipasostand
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management science have defined this decade as the
‘Age of Uncertainty’ or of discontinuity. The required
qualities of management should be its determination to
find and set its own course and a good heart to under-
stand other people’s problems, for, without it, no man-
agement plan, however sophisticated, will ever work.
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Appropriate Technology Action Project—
A Case Study of Blue Potteries

C.S. RAO

Technology upgradation in the traditional

Industries sector is a deeply felt need, in the Indian

. context. Appropriate Technology unit of Department of
Industrial Development, Govt. of India, with the
assistance of National Productivity Council launched

. some pilot action projects. This article focusses on

' action project : Blue Art Potteries of Jaipur, the success
- of which has been laudable.

f Mr C.S. Rao, Joint Director, Deptt. of Industrial Develop-
ment, Minisitry of Industry, New Delhi.

While reviewing the performance of the village and
small industries sector in the preceding plan, it was
stated in the Sixth Plan document that “low levels of
technology resulting in poor productivity and inade-
quate returns have continued to characterise the
traditional industries sector””. Besides, some other pro-
blems of procuring raw materials, credit and marketing
were stated to have deprived the artisans of a good part
of the earnings which should have accrued to them.
This situation, which has been continuing for over
many years since the planned development has started,
is certainly not desirable. The traditional industries,
which are described, as decentralised/unorganised sector
provide larger employment opportunities in rural and
semi-urban areas next only to agriculture. The tradi-
tional industries which include, handlooms, khadi and
village industries, handicrafts, coir and sericulture
together account for a total employment of about 15
million persons including those working on part-time
basis as against 22.6 million persons employed in the
entire village and small industries sector. The total
exports from this sector have been steadily growing.
During the first three years of the Sixth Plan Period the
value of foreign exchange earned by the export of these
products, has gone up from Rs. 1,359 crores in 1980-81
to Rs. 1,736 crores in 1982-83. Production has also
been registering an upward trend. The estimated value
of production has gone up to Rs. 5,878 crores in 1982-
83 from the base line value of Rs. 5,077 crores in
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artisans by training and widely dissiminate the same
among the production units; and finally to apprise the
buyers of the new product.

6. It was envisaged that these two projects would
be completed by the end of March, 1983. However,
while the blue potteries project could be implemented
as per the schedule, the locksmithy project is still
continuing. The major reason is that the lock making
technology involves several problems of designing of
tools and equipment and development of prototypes.
The results achieved in the blue potteries project are
striking and encouraging. At the same time, the
experience has offered several useful lessons for devis-
ing a strategy for replication of similar projects in other
traditional industries like leather, wood-working, wool
processing and spinning, handloom weaving, grain
processing, energy conservation etc.

Traditional Technology

7. The oriental designs, colour combinations and
stony character of blue pottery products make it a
distinguishable product, very much different from the
glazzed potteries of Khurja, Gwalior and Chunar in
many ways. The process of manufacture is entirely
manual and laborious and requires tremendous
amount of patience and dexterity. Coarse and fine
quartz, green glass and white glass, multani mitti etc.
are ground by hand into fine powder and made into a
thick paste out of which the body of the article is made
either by hand or on the potter’s wheel. Thereafter,
the required design is drawn and colours painted on the
surface and dried. The dried and painted body is
dipped into lead oxide emulsion for glaze. The raw
pots are baked in the indigenously built improvised
kiln.

The Problems

8. In the traditional technology which is being
employed for ever 600 years, a few defects like porocity,
lead poisoning, iron defect, smoke effect and heavy
breakage during firing, have been found to be persisting.
Porocity in the body causes leakage of water when used
as flower vases and spoils the place. The use of lead
oxide (Sindhur) in the glaze mix makes it poisonous
when it comes into contact with food articles. The
European countries have, therefore, banned this item

for utilityware. Both these defects disqualify blue
potteries for utilityware. Due to contamination of
quartz powder with iron particles, black spots are left
on the surface of the articles after firing. Apart from
these defects caused due to improper inputs, there are
other major problems which affected the growth of the
craft. During the period of firing, smoke gets deposit-
ed on the surface of the bodies leaving black patches.
Secondly, due to uncontrolled firing, about 50 per cent
of the articles loaded in the furnace at one time get
damaged. The traditional kiln is most unsuitable for
firing such expensive artware.

9. Presently, oxide colours are used in the glaze.
These are formulated by each individual production
unit in their own way and obtained by laborious
manual process. Besides, some of these colours are
also very expensive and their availability is limited.
Presently dry grass is used as packing material which
increases the weight of the consignment. The present

packaging is so poor as to cause breakage in transit.

New Process Technology

10. The main elements of new technology and
organizational strategy, successfully tried and adopted
are briefly described below :

11. Porocity : The problem of porocity has been
solved by modification of the body composition in
which a combination of a coarse and fine quartz instead
of quartz of one mesh was used; green glass was replac-
ed by white glass; Multani Mitti was substituted by
china clay; and talc was introduced. The final picture
that emerged is as follows :

Body Composition Existing Ratio New ol
Quartz

Coarse

s ] 40 parts 0.833 50 parts 38.20
Tale Nil 0.0 30 parts 2290
White Glass Nil 0.0 25 parts 19.00

Green Glass 5 parts 0.104 Nil 0.00

Gum Katire 1 part 0.02 2.5 parts 1.90
Sajji 1 part 0.02 1.5 parts 1.10
Ball clay/china clay Nil 0.00 2 parts 1.53
Multani Metti 1 part 0.02 Nil 0.00

0.997 99.90
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12. The combination of coarse and fine quartz may
give resistence power and prevent cracks; and small
quantity of talc will give falling, bending and smoothen-
ing effect. Ball-clay/china clay will help in filling up
pores. White glass is cheaper than green glass and is
also available in plenty. Pounding of mixture after
mixing helps in giving compactness to the body; and
reduces breakage rate. As a result of the changes
introduced in the inputs and their proportion in the
body composition, the problem of porocity has been
completely controlled.

13. Lead-poisoning : Poisonas (Poisonous) iead
oxide glaze has been replaced by borosilicate glaze in
the following manner :

Chemical Composition Existing New

(a) Lead Oxide 1 part Nil

(b) Borax 1 part 40 parts
(c¢) Boric acid Nil 10 parts
(d) Feldspar Nil 10 parts
(¢) Fine Quartz Nil 20 parts
(f) Glass Powder 2 parts 20 parts

14. The advantages of borosilicate glaze are that it
gives clear shining to the body and does not cause
cracking. It may, however, be pointed out that it is
somewhat opaque, and, therefore, further research is to
be carried out to achieve satisfactory results.

15. New Colour Stains: As stated earlier, the present
oxide colours are not only expensive, for instance,
cobalt oxide sells at Rs. 1,500/- Kg., but also their
availability is limited. Therefore, serious attempts were
made to make available cheap colours which are readily
available and also different shades in each colour. This
has eliminated the drudgery and delay involved in the
preparation of their (entrepreneurs) own colours.

16. Firing Problems : As stated earlier, due to defec-
tive heating systems there were twin-problems of smoke
effect and heavy breakage which are inter-related as
both of them occur during final firing only. These
defects are caused because the artisans operate the kiln
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without any measuring instruments and exercise little
control over the firing rates. An analysis of the firing
defects showed that the bigger pieces were prone to
heavy damage. Some of the specific ideas to control
these problems were identified as follows :

(a) use of thermo-couple during the firing of the
kiln,

(b) uniform inspection of holes with proper fittings,

(c) Peripherical opening between side wall and the
hearth should be made uniform,

(d) the fireman should try to maintain the fires at
both the ends, and

(e) The fire wood used for firing these kiln, varied
in size and length. Sizes from 3" thickness to
logs of 12 thickness were commonly used.
This variation effects the firing rate. It is
recommended to use firewood of 3-4'* thickness
as far as possible with the length of the wood at
1-2 feet. This also helps in controlling burn-
ing rate.

17. Based on these observations and assumptions, a
new kiln was designed with double the capacity of the
existing ones which can be fired with wood or coal and
can be fabricated by the local masons at a cost ranging
from Rs. 25,000/- to Rs. 30,000/-. Based on series of
trials conducted at different temperatures it is found
the heating rate in the region of 570°-650°C is the
critical range. In order to regulate the heating system,
a thermo-couple should be used to measure the tempe-
rature every half an hour and every 15 minutes in the
critical range.

Achievements

18. As a result of sustained, determined and joint
efforts of the experts of NPC, Regional Design and
Technical Development Centre of All India Han dicrafts
Board etc. there has been a significant breakthrough in
the technology upgradation of blue potteries craft, the
most notable gain being a substantial reduction in the
breakage rate from 50% to 5% of one furnace load of
final product during firing. The other gains include
reduction in the cost of raw materials by 10%, 25%
reduction in the over-all cost one furnace load, 20%
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increase in the incomes of artisans and finally profitabi-
lity of the units had gone up by 50%. The reduction
in the breakage rate and economy in the use of raw
materials, rationalisation of processes has also resulted
in 65% increase in the over-all production. A modi-
fied low-cost fuel-efficient new kiln with double the
capacity of the existing one which can bz fabricated at
an estimated cost of Rs. 25,000/- can serve as a com-
mon facility to a group of production units, thereby
further reducing the cost of production. The new kiln
offers flexibility to fire with coal or wood depending
upon their availability and its economics. Fuel con-
sumption will be less. The controlled heating system
can totally eliminate the problem of smoke effect.

‘Lessons of Experience

19. The Pilot Action Project for technology upgra-
-dation first of its kind to be initiated by the Appropriate
Technology Unit, has many useful lessons to offer for
future guidance,

20. Broadly speaking, Appropriate Technology
iproject involves three major stages—

(i) Survey to identify the problem areas and for-
mulation of project ideas:

(i) Pilot Project Administration under actual field
conditions;

{iii) Identification of delivery system for dissemina-

tion of appropriate proven technology which
would include training, and appraisal of impro-

vements in the quality of the final product, and
consequent increase in the profitability to the
buyers.

21. Identification of the problem areas which are
capable of being solved by appropriate methods includ-
ing transfer of technology will be a pre-condition for
success. The involvemznt of local promotional agencies
and the entrepreneurs and workers would go a long
way in carrying out demonstration in a real field situa-
tion which alone can create confidence among the
concerned pesople in the new technology. When we are
dealing with the traditional and conservative and semi-
educated or uneducated rural artisans, it is all the more
necessary that the demonstration should be fool-proof
and results should bz spectacular and substantial. Their
minds cannot grasp unless there is a significant reduction
in the drudgery of manual processess and/or substantial
increase in the ultimate profitability of the new techno-
logy. In the ultimate analysis, nothing succeeds like
success. The blue potteries project has proved success-
ful because of careful planning, enlisting the support
of local agencies including entrepreneurs and artisans
and finally sustained and determined efforts put in by
the NPC experts and others. The efforts of the Appro-
priate Technology Unit and the NPC will not come to
an end unless the message of new technology is carried
to the door-steps of each and every production unit and
artisans. For this, the State and Central Promotional
Agencies, such as, the Rajasthan Small Industries
Corporation, the All India Handicrafts Board, the
Handloom and Handicrafts Export Corporation etc.
will have to play a major role.
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Productivity and Job Redesign

RAVINDER NANDA

Twenty-two groups of workers (n=242) in seven
different industrial plants from the public and private
sectors in India responded to items from the ‘Job
Diagnostic Survey’. The study covered job design, work
environment, internal work motivation, growth-need
strength and general satisfaction. The results suggest
that job redesign is an important component in improving
productivity and quality of work life.

Mr Ravinder Nanda, Director of Industrial Engineering Program
and Co-Director of Operations Management Program, Poly-
technic Institute of New York, 333 Jay Street, Brooklyn, New
York 11201, USA.

Introduction

Job design is one of the keys to increased producti-
vity. Productivity will not always be simply improved by
monetary policy of more investment in research and
development. Efforts will have to focus on organizing
and managing people at work and building teams that
work cooperatively and effectively with a long-range
view.

Katzell and Yankelovich consider the strategy for
improving the quality of work life to include: giving
employees work that more completely utilizes their
aptitude and skills, affording opportunities for upward
and lateral mobility, giving workers a voice in decisions
that affect them and creating an environment with
which the worker can form a positive identification.

Two explicitly articulated theories exploring the
relationship between jobs design and worker motivation
are those of Herzberg and Hackman & Oldham.
Herzberg’s view is that jobs are motivation producing
if they afford opportunities for greater responsibility,
challenge, and self-fulfillment. Factors such as working
conditions and pay do not create job satisfaction, but
their absence may cause dissatisfaction. Hackman and
Oldham postulate five “core job characteristics,”” which
they believe must be present to motivate and satisfy
workers : (1) skill variety, (2) task identity, (3) task
significance, (4) autonomy, and (5) feedback from job.

There is a growing body of research suggesting a
relationship between productivity and the quality of
work life. Traditionally, work design emphasized only
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the physical aspects of work; this was later enhanced
by incorporating physiological (human) factors. Today,
the bases for work design are being further enhanced
by input of psychological factors. The conventional
industrial engineer’s approach was that of a cost
reduction or a work measurement expert who sets
standards to increase productivity. The employee was
required to adapt to the job that had been designed for
efficiency. Today there is a need to recognize that
increased productivity comes from competent super-
vision and meaningful jobs. Modern job design
combines technical requirements, organizational goals,
and human motivation. The industrial engineer’s role
of an expert and decision maker is now shared by
others, such that the industrial engineer serves as an
advisor or consultant and the managers and workers
become decision makers. The Japanese success with
quality control circles is a case in point.

The study reported here explores the opportunities
for work redesign in the Indian industrial environment.
Dialog with top and middle managers and observations
on the shop floor raised a series of general questions
pertaining to worker motivation, satisfaction, and
effectiveness. Through the use of the *Job Diagnostic
Survey’ the relationship between job design and issues
relevant to improving productivity were analyzed.

The Job Diagnostic Survey (JDS)

The JDS instrument is documented in great detail
by its developers, Hackman and Oldham, in their book
Work Redesign. For the purpose of this article, a
brief summary is abstracted from it. The job character-
istics model of JDS is shown in Figure 1. It proposes
that positive personal and on-the-job outcomes are
obtained when three “critical psychological states’ are
present for a given employee. These, in turn, are
created by the presence of five “core job character-
istics.” A sumn;ary score reflecting the overall
“motivating potential” of a job is computed as follows:

Morivating Potential Score (MPS)

Skill Task Task
_J Variety 4 Identity 4 Significance }
e 3

X (Autonomy) x (Feedback)
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CRITICAL
PSYCHOLOGICAL
STATES

CORE JOB

OUTCOMES
CHARACTERISTICS (PERSONAL & WORK)

Skill varfety -
- Experienced High internal

Task identity ———> meaningfulness of work motivation -
the work

Task significance High "growth®
= satisfaction
Experienced

Autonomy ————> responsibility for ) High general
outcomes of the job satisfaction-

work
High work
effectiveness

7
7

The Complete Job Characteristics Model

Knowiedge of the
Feedback from job———————3 actual results of
the work activitfes J

MODERATORS

Knowledge and skill
Growth need strength
"Context" satisfactions

[N

Fig. 1:

The JDS instrument uses a seven-point response scale
(1=low, 7=high). The individual differences among
people play an important role in how they respond to
their work. Thus “moderators” are identified in the
model, comprising of factors which explain relation-
ships between job characteristics and outcomes.

The five core job characteristics, the three critical
psychological states and the affective reactions to the
job and other terms measured by the JDS instrument
are defined as follows :

Core Job Characteristics

Skill Variety. The degree to which a job requires
a variety of difterent activities in carrying out the work,
involving the use of a number of different skills and
talents of the person.

Task Identity. The degree to which a job requires
completion of the “whole” and identifiable piece of
work, that is, doing a job from beginning to end with
a visible outcome.

Task Significance. The degree to which the job has
a substantial impact on the lives of other people,
whether those people are in the immediate organization
or in the world at large.
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Autonomy. The degree to which the job provides
substantial freedom, independence, and discretion to the
individual in scheduling the work and in determining
the procedures to be used in carrying it out.

Feedback from Job. The degree to which - carrying
out the work activities required by the job provides the
individual with direct and clear information about the
effectiveness of his or her performance.

Critical Psychological States

Experienced Meaningfulness. The degree to which
the employee experiences the job as one which is
generally meaningful, valuable, and worthwhile.

Experienced Responsibility. The degree to which the
employee feels personally accountable and responsible
for the results of the work he or she does.

Knowledge of Results. The degree to which the em-
ployee knows and understands, on a continuous basis,
how effectively he or she is performing the job.

Outcomes (Personal and Work)

General Satisfaction. An overall measure of the
degree to which the employee is satisfied and happy
with the job.

Internal Motivation. The degree to which the
employee is self-motivated to perform effectively on the
job—that is, the employee experience positive internal
feelings when working effectively on the job, and
negative internal feelings when doing poorly.

Growth Satisfaction. The degree to which the
employee feels there are opportunities for personal
‘learning and growth at work.

Moderators

Context Satisfaction. This includes satisfaction
measures for responses to items of pay, security, social
(co-workers), and supervision.

Growth Need Strength (GNS). Two separate mea-
sures are obtained. In the “would like” format, respon-
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dents indicate directly how much they would like to
have a number of specified conditions present in their
jobs, some of which focus on growth-relevant aspects
of the work. In the “job choice” format, the respon-
dents indicate their relevant preferences for pairs of
hypothetical jobs. In each item, a job with charac-
teristics relevant to growth need satisfaction is paired
with a job which has the potential for satisfying one of
a variety of other needs. The total GNS is the
average of the “would like” and “job choice” scores.

Additional Measures

JDS also scores two additional variables, which
have been helpful in understanding jobs and employee
reactions to jobs.

Feedback from Agents. The degree to which the
employee receives clear information about his or her
performance from supervisors or from co-workers.
(This dimension is not, strictly speaking, a characteristic
of the job itself. It is included to provide information
to supplement that provided’ by the dimension “feed-
back from the job itself.)”

Dealing with Others. The degree to which the job
requires the employee to work closely with other people
in carrying out the work activities (including dealings
with other organization members and with external
organizational “clients”).

“Work Effective” outcomes, which include quality
and quantity, absenteeism, and turmover, could be
measured by a before-and after study of job redesign.
The moderators, knowledge and skill of the individual,
are obtained from the participants biographical data and
from information gathered by the researcher about that
job. The JDS questionnaire is divided into seven
sections, requiring responses for some 83 questions.
The 21 variables listed in Figure 1 are scored l;y
consolidating responses to questions in different
sections.

The JDS instrument was field tested by its develo-
pers in 56 organizations, consolidating some 876 job
families from an employee sample of 6930. From this
data, normative measures for each of the 21 variables
were calculated in each job family toform a data base:
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Other researchers have also used the JDS questionnaire
in industrial and service environments. The JDS, which
has been translated into six languages,® is thus being
adapted to different international environments. A
review of the task design literature by Pierce and
Dunham revealed that JDS is the most commonly used
instrument to assess perceived task design.

Sample

The JDS model was presented to the management
of nine mannfacturing organizations in Bangalore, India.
Most of these organizations had multiple facilities. The
manufacturing sites were in and around Bangalore, as
well as in other parts of India. In most cases, a given
location exclusively manufactured one specific product.
In all organizations, the initial technical know-how had
been a foreign collaborative effort. Today, these
organizations have adapted the original product
designs and operational procedures to suit indigenous
needs. Thus the manufacturing organizations approa-
ched were mature in areas of technological and
‘managerial competence.

After the preliminary discussions, seven organiza-
tions agreed to participate in this pilot study. The
management selected the participant groups and loca-
tion for conducting the survey. Wherever possible, the
work groups from each organization which had either
identical job titles or work responsiblity were later
pooled together to form job families for the purpose of
data analysis. The summaries of participants from each
organization are shown in Table I. Table 1I shows the
same participants re-arranged in job families. Included
in these tables are some related statistics gathered from
their biographical data.

With a few exceptions, all participants had a high
school education. A majority had a technical trade
diploma or a degree. This advanced training is equiva-
~ lent to a minimum of three to four years of education

and work experience. In most instances, the participants
had undergone technical training in schools run by the
organizations themselves. Thus the participants had a
fairly diversified competence and a high level of train-

1. Personal communication with Hackman.
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ing in basic skills. The participants were mostly in their
20s (409,) and 30s (50%).

Data Collection

Initial presentations explaining the purpose of the
study were repeated for middle managers, supervisors,
and labor union representatives. All concerned were
assured that their participation was voluntary, that the
study was of an exploratory nature, and that no change
in work rules of environment would automatically
result as a consequence of their participation.

During the preliminary discussions copies of the
questionnaire were made available to supervisors of \
participating groups. The primary purpose here was to
pretest the questions for clarity and applicability to the
organization. Secondly, it gave the supervisors an
opportunity to gauge the level of English comprehen-
sion required and thus enabled them to identify and
select the pariticipants.

In one instance, the supervisor had the questionnaire
translated in the local language. During its administra-
tion, this translation was available to those who wished
to consult it for further clarification. In three cases, a
research assistant fluent in the local language was pre-
sent to help clarify any terms for the participants. There
was little difficulty with the use of JDS in the English

language.

The employees completed the questionnaire during
their regular working hours in a separate room away
from their workplace. No management personnel from
the organization were present during the administration -
of the JDS. Each group was given a bricfing on the
response scales, before they began writing their
answers.

Results

The average response for each of the 21 variables
measured by JDS are summarized in Table 111 by
organizations, and in Table IV by job family. The job
families are arranged in the increasing values of their
MPS scores.
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Table I: Summary of Participants by Organization
Sector Public Public Private Private Total of
Sector Sector Study
Totals Totals
Organization A B L2 D 4 E F G 3 |
Sample Size 25 32 53 18 128 33 43 38 114 242
Numbers of Groups in
Each Organizationt 3 3 3 s 11 3 3 5 11 322
Male/Female Ratio 24/1  32/0 53/0  6/12 115/13 13/20 430 38/0 94/20 209/33
Salary* Range 950-  700-  800- 780- 700~ 850-  900- 750- 750- 700-
(Rupees) 1370 1800 1600 1150 1800 1756 2200 2100 2200 2200
Average Salary* (Rupees) 1155 1291 1185 911 1167 1144 1350 1065 1195 1180
Avetage Years at Job** 124 11 4.2 1.9 y < 89 109 11.5 10.5 8.8
Location Urban Rural Urban
(n=57) (n=71)
T Range 5 to 27
* Including all allowances
** Range 1-20 years
Table II: Summary of Participant by Job Family
*Job Family Inspectors/ Coil  Machinist Clerical Calibrators/ Draftsmen Machine Engineers  Total
Quality  Winders Workers  Testers Setters System
Control ; Certifiers
Sample Size 32 10 71 20 31 25 16 31 6
Numbers of Groups
in Job Family 3 1 4 2 3 3 2 3 1
Male/Female Ratio 22/10 10/0 71/0 19/1 12/19 25/0 16/0 31/0 3/3
Salary Range 825- 730- 800- 950- 800- 700- 825- 950- 900-
(Rupees) 2100 950 2200 1160 1375 1500 2100 2100 1150
Average Salary (Rupees) 1360 844 1172 1052 100 1125 1360 1473 1053
. Average Years at Job 10.9 15 T 9.1 6.8 11.4 10.9 6.1 3

Job Design & Motivation

For all job families, the scores for the four variables
under “context satisfaction’ are higher than the scores
for the remaining 17 variables measured by JDS. Ac-
cording to Maslow, there are five hierarchies of human
needs to which people can be motivated. The first two
(primary) needs of physiological (pay) and security

‘seem to have been met for all job families. This in

part has been made possible in India as well as in most
of the industrialized modern societies by the political
environment and support of organized labor.

The next higher need of “affiliation” is also being
satisfied for most job families as measured by the social
satisfaction score. Thus, the environment exists to
motivate the employees for their next higher need of
“self esteem.” From the responses of the participants,
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this need has not been met satisfactorily at the work-
place. The score for internal motivation for all job
families is the lowest among all factors measured (2.8).

According to Herzberg, the variables under context
satisfaction are “hygiene” factors and not motivators.
Factors of responsibility, recognition, advancement,
achievement, and work itself are sources of job satis-
faction and motivation. Furthermore, his studies
suggest that positive job attitudes are favorable to
increased productivity. In the job families studied, the
score for experienced responsibility (3.1) is the next to
lowest score. Thus the employees who have several
years of experience and training are working in an
environment which does not enhance their full capa-
bilities.

Researeh in the United States shows that experienc-
ed responsibility for outcomes of the work contributes
most significantly to internal work motivation.* Data
gathered here indicates very little autonomy in the task
of the first five job families listed in Table IV. The
work organization was characterized by measurement
of work loads in terms of equipment and facilities to
ensure a strict routinized sequential pattern.

Other high intercorrelations exist between feedback
from job and knoweldge of results.® Both variables
had low scores in this study. The outcome of general
satisfaction has high intercorrelations with experienced
meaningfuless and responsibility.? The former _signi-
ficantly intercorrelates with skill variety.® Feedback is
an important step toward creating a climate receptive
to participation by employees in job redesign and team
building. Thus thereis a strong indication that job
redesign is an opportunity that could contribute to
improving worker satisfaction and organizational

productivity.
Growth Need and Development

All job families indicate a strong desire to have
growth relevant conditions present in their jobs as indi-

2. An intercorrelation coefficient of .59 (n=6930). Oldham,
Hackman, and Stepina.

. 49, Ibid.

66 and 49, Ibid.

5. 45, Ibid.

oW
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cated by the GNS scores for “would like” choice (4.8).
At present, there is not a clear career path defined by
management in most job families. Furthermore, there
are no organized programs of job design which build
in motivators. Job promotion in most instances is
based only on seniority to supervisory positions and at
times acts as a demotivator.

The inspectors/quality control is a case in point.
This job family has the lowest MPS score. Most of
the employees in this position are promoted from the
ranks of machinists and calibrator/testers, both of
which have higher MPS scores. This job family offers
individuals little skill variety and the task is low in
autonomy and job feedback.

Another job family in which the participants do not
experience job satisfaction and could benefit from
career development is coil winders. This job family
had the longest time on the job (average of 15 years).
The job is highly mechanized, and requires a simple
monitoring of the coil winding machine by the
operator. From their biographical data only one out
of the ten coil winders had any education beyond the
high school equivalency. This job family had the
lowest score for 9 of the 21 variables measured among
the 9 job families in this study. This is a low skill job,
high in autonomy, but poor in fecdback, and lowest
in task significance.

The growth need strength (GNS) scores of JDS can
also be helpful in estimating whether people are likely
to prosper on enriched jobs. Given the training, skill,
and knowledge of the participants, if those aspects of
the job that contain the motivating potential (for exam-
ple, in our job families, skill variety and autonomy)
are in fact changed, it is possible that workers will
respond positively as discussed in the next section.

Job redesign is not the only answer to organizational
problems, many of which are rooted in economic,
social, political and cultural factors of the work
environment. Although the general outcomes of work
satisfaction indicated in this study are relatively low,
the participants do feel a strong growth satisfaction and
task significance in their jobs. Thus the participants
sce a challenge and opportunity in their work environ-
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ment, yet do not feel a strong internal work motivation.
All of these variables diagnose the need to improve job
design by building recognition, achievement, and res-
ponsibility into their tasks.

Job Design and Pesitive Outcomes

Positive outcomes of job satisfaction are reflected
in the scores of job families with built-in motivators.
Job families in which recognition and responsibility
are designed as part of the task have higher MPS
scores.

Total system certifiers have the highest scores for
the four out of five core job characteristic and for all
the critical psychological states. They also have the
lowest average years of experience on the job. From
personal observation and information gathered about
this job family, the job design has many of the features
«desired in an ideal enriched job. This job family tests
the total system through its burn-in period, and the
system is shipped under each individual’s signature of
approval. This responsibility is reflected in the fact
that this job family also has the highest score for “feed-
back from agents.” Similar characteristics were also
true for draftsmen, machine setters, and engineers, who
also show the highest scores for growth need strength.
All these job families are high on skill level, and the
individuals experience a good deal of autonomy in their
task assignments.

Another point of interest is to recognize that inspec-
tors/quality control and machine setters (both of which
need high skill levels) are two job families promoted
from within the same job families (machinists and
calibrators/testers). Both these groups have the same
average years on the job (10.9 years, Table II). How-
ever, in case of machine setters, the built-in motivators
of feedback from the job (and agents-machinist), skill
variety, growth satisfaction, recognition (dealing with
others) have resulted in positive outcomes for the
individuals. Thus in the Indian industrial environment,
the presence of critical psychological states did result in
‘higher MPS scores and a positive identification with the
job design.

Private and Public Sectors

The organizations were separated into the public
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and the private sector (see Table III). A comparison
of the weighted averages of the responses in each sector
reveals that, generally the public sector scores are higher
than those for private sector, except for pay and super-
vision satisfaction and knowledge of results. Although
the overall MPS score for the public sector is somewhat
higher than for private sector the general patterns of
work organization in both cases followed the Tayloristic
system, namely specialization of skills, minimization of
skill requirement, and reduction of learning time. In
both sectors, there were smaller select groups participat-
ing in experimental job redesign projects of group
technology, job rotation, and quality control circles.

Urban vs. Rural Location

In the four organizations of the public sector, two
were in rural locations and two were in urban locations.
Generally the scores for rural locations are higher than
for urban locations. The two rural locations have
higher MPS scores than all urban locations in both
sectors. In addition, the two rural locations share the
highest scores for 10 to 21 variables measured among
the seven organizations in this study. This limited
data further indicate the high growth satisfaction and
growth need strength of rural industrial manpower.
This suggests that the public sector investment policy
and the national guidelines of industrial development
in rural areas offers a unique opportunity to align job
design, human resource development and appropriate
technology.

In summary, both Maslow’s and Herzberg’s theories
appear relevant in the Indian environment. The
workers generally do experience high context satisfac-
tion in their work environment, The MPS scores
correlate highly with knowledge and skill level of job
families. In cases where good core job characteristics
were present, the employees responded positively to
enriched and challenging jobs. The lack of clearly
defined growth opportunities coupled with job design
appears to act as a demotivator. All participants
exhibit a high motivation to advance themselves.

There is a critical need to align the ability require-
ment of the jobs with the abilities possessed by the
employees in each job family.

This is especially
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Table III : JDS Measurement by Organisations
T

KEY Weighted Weighted

Range for Each Variable Average Average

X.Y = lowest value Public Private
[K.¥]- highest value PUBLIC SECTOR Sector PRIVATE SECTOR Sector

A B c D E F G

Skill Variety 3.5 3.9 3.6 3.8 37 3.1 3.9 3.6
Task Identity 3.7 3.7 3.8 3.5 3.6 3.8 3.7
Task Significance 4.3 4.2 4.3 3.9 3.9 4.2 4.0
Autonomy 3.7 4.1 4.0 1.0 3.4 3.9 4.0 38
Feedback from Job 3.7 3.7 3.9 3.9 3.8 3.8 3.7 5
MPS 54.8 55.9  64.1 61.4 46.5 55.6 | 575 | 53.8
Experienced Meaningfulness| |4.3 4.2 4.0 4.2 4.2 4.2 4.2 3.9 4.1
Experienced Responsibility | 3.1 3.1 3.3 32 X3 28 2.9 2.9
Knowledge of Results 3.8 % 3.5 3.6 3.8 3.8 3.5 3.6
internal Motivation 2.6 3.3 el 3.2 2.8 2.7 223 2.6 2.7
General Satisfaction (3.7 3.4 3.5 3.6 3.5
Growth Satisfaction 4.8 4.8 5.0 4.9 5.0 4.8 5.1 5.0
Pay 5.0 4.4 5.3 4.8 4.9 4.9 5.3
Security 5.0 4.9 5.4 5.2 5.3 4.6 4.7 4.9
Social 4] as 5.1 3 5.1 45 4.6 5.1 4.8
Supervigion £y 4.7 5.1 5.3 5.0 5.4 (53] 5.0 5.3
GNS Would Like 4.9 5.0 4.6 5.0 4.9 4.2 4.5 4.5
GNS Job Choice 4.4 4.4 4.5 4.2 4.4 4.0 4.1 4.1
GNS *Total 4.7 4.7 4.4 4.7 1.4 4.2 4.6 4.3
Feedback from Agents 3.8 4.2 4.1 4.1 3.8 3.6 4.3 3.8
Dealing with Others 3.5 3.2 3.9 3.9 3.6 3.9 38

significant for core job characteristics of skill variety,
autonomy, and feedback. This study indicates that the
JDS questionnaire has a logical internal consistency for
use in the Indian industrial environment. This conclu-
sion was shared by the organizations and participants
when they reviewed a preliminary feedback of the
tabulated data.

Conclusions

The purpose of this study was to assess whether job
redesign and related activities are an opportunity to
improve worker satisfaction and motivation. The
results presented above do indicate the need to develop
programs and to align the design of jobs and the skills
needed to perform them with the capabilities, poten-
tials, and needs of employees.

The management of organizations in India should
look upon job redesign as a challenging opportunity

toward enhancing democracy in the workplace. This
participative style of management and its yield in higher
productivity and a higher quality of work life is already
a focus in many industrialized sccieties. Conclusions
of earlier studies done in India® as well as the research
described here strongly suggest that there is a need to
motivate workers by involving them more actively in
decisions relating to the workplace.

Instruments such as JDS' offers an opportunity to
build a national data base for| a cross section of job
families in the manufacturing and service areas in India.
Such a data base, indigenously developed, could become
the standard against which individual organizations
could diagnose the motivatioria} properties of jobs prior
to redesign. The normative scales of JDS developed
elsewhere would be of little valuc for developing job
design or redesign programs in the Indian environment.

6. Rice and Kanawatty & Thorsud
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TABLE IV. JDS MEASURED BY JOB FAMILIES SE
; E g - g
KLY o @ ~ - 5 ol
Range for Each Variable 28 .§ & g g 2 & E @ =
X.Y = lowest value gf:- ;5 % §5 8¢ g 2 b u:c'l'.g 2
= highest value éa' : E¥ 2 £ a 5 5. Eg s
33 a2t N A
Skill Variety 35 8 34 36k okt %Y 3.7
Task Identity 3.4 38 .33 35 B0 37 4F BE Ay
Task Significance 4. 21 41 43 W0 46 5 [GR R
Autonomy 3.6 32N B SN %8 4.0 3.9
Feedback from Job a5 3.4 3.7 3.8 3.9 3.7 £ 39 I8 3.8
MPS 49.3 507 525 542 551 57.2 6.2 753 (9.9 58.0
Experignced Meaningfulness 4.2 3.6 4.1 4.3 4.2 1.1 4.1 4.1 4.4 41
Experienced Responsibility 2.9 3.1 3.0 3.2 3.0 3.3 3.0 373 @ k i |
Knowledge of Results 383 05 38 31 s % S Bl
Internal Work Motivation a8 a8 B Re 35 - 27 28 318
General Satisfaction 3% g8 %6 B =58 3v 3T O
Growth Satisfaction €. B S0 w0 5 h e sy - a
Pay 4.9 5.4 49 50 4.9 55 4.8 B
Security £ 597810 43 48 - 48 53 58 %)
Social A0 Nl 43 A% a8 THS S EBE 51 "6
Supervision * . £S5 83 4k 5P AR oS3 xy 4 ad
GNS Would Like b S WSS ) el C e - nio T Seget L Rgl s S |
GNS Job Choice SRR s Tk €345 - 38 5
GNS Total €5 40 48 €1 &% - &% A o ek
Feedback from Agents - NSERR T v s TR ot e BN S P a0
Dealing with Others X133 19 T OPS  ob  Sae 335
REFERENCES

There is a growing body of research on job redesign
suggesting ways to create an environment in which
workers experience the five “core job characteristics.”””
This calls for a long-range commitment by industrial
organizations, and it has to be pursued with aggressive
support of top management. Management has to be
willing to be innovative, patient, and believers in the
process of humanizing the workplace. Such programs
must include diagnosis, subordinate involvement, job
design, training, a performance appraisal system, and
an external (unbiased) evaluation. In the competitive

Dunham, R.B., “The Measurement and Dimensionality of Job
Characteristics™, Journal of Applied Psychology, Vol. 61, 1976,
pp. 404-409.

Dunham, R.B., Aldag, R.J. and Brief, A.P. “Dimensionality of
Task Design as Measured by JDS", Academy of Management
Journal, Vol. 20, 1977, pp. 209-223.

Hackman, J.R. and Oldham, G.R. “Work Redesign”, Addison-
Wesley, Reading. Massachusetts, 1980,

Herzberg, F. “One More Time : How to Motivate Employees”,

international market, there isa strong need to pursue
ways of increasing industrial productivity. This study
indicates that job diagnostic, leading to a national data
base would be an essential first step in this change
process.

7. Nanda and Browne

Harvard Business Review, Vol. 45, 1968, pp. 53-62.

Katzell, R.A. and Yankelovich, D. “Work Productivity and Job
Satisfaction”, The Psychological Corporation, New York,
1975.

Kanawatty, G. and Thorsud, E. “Field Experiences with New
Forms of Work Organization™, International Labor Review,
Vol. 120, No. 3, 1981, pp. 263-277. et




290

Maslow, A.H. “Motivation and Personality”” Harper and Row,

PRODUCTIVITY
New York, 1954.

Organization and Management, Yale University, July 1978. :
Nanda, R. and Browne, J.J. “‘Hours of Work, Job Satisfaction

and Productivity”, Public Productivity Review, Vol. 2, No. 3,

Pierce, J.L. and Dunham, R.B. “Task Design: A Literature
1977, pp. 46-56.

Review”, Academy of Management Review, Vol. 1, 1976,
pp. 83-97.
Oldham, G.R., Hackman, J.R. and Stepina, J.L. *“Norms for the

Rice, A.K. ““Productivity and Social
Job Diagnostic Survey”, Technical Report No. 16, School of

Organization, The
Ahemdabad Experiment™, Tavistock Publication, London,
958.

The author acknowledges his thanks to the personnel at Indian
Institute of Management, Bangalore, where this study was conducted.

WITH BEST COMPLIMENTS

from

Hindustan Electro-Graphites Ltd.

Post Bag No. 5
Ravi Shankar Nagar P.O.,
BHOPAL—462 016

Plant : Mandideep
Distt, Raisen

H-0.>
Near Bhopal

Bhilwara Bhawan

40-41, Community Centre
Near Friends Colony
New Delhi- 110 065




Productivity
1983, XX1V, 3, 291.297

Banking's Efficiency Paradox—An
Insight in Global Perspective

BIMALENDU MUK HER

While Indian banking's achievements over the past
couple of decades are spectacular in many dimensians
and its discerned growth unprecedented anywhere in the
world; in today’s milieu of banking certainly not
everything is eurhythmic. The stagnating operational
efficiency, in fact, has been becoming a very trivial
concern of all those connected with this vital sector in
the economy. Undoubtedly, this is an important issue
in the context of the banking sector’s rapid expansion,
swift transformation, and gradual entry into the volatile
and complicated arena of international financial
markets. :

Mr Bimalendu Mukherji is an Associate Member of Institute
of Bankers, London and Life Associate Member of Institute of
Bankers, Bombay.

Global View

The criteria of efficiency in a service-oriented
industry like banking can hardly be codified precisely.
But whatever vexed the issue may appear to be, it can
nevertheless be dealt with by some rough approxima-
tions of significant operating parameters in coherence
with a global perspective and the relevant antecedents
of importance to industry as a whole.

Important financial indicators of world’s major
banking institutions as on 31st December, 1981 are
placed in Tables 1 & 2. Table 1 displays basic operat-
ing data of the largest bank of several countries, ranked
in terms of assets-holding. The key efficiency indica-
tors, viz., per employee assets. deposits, loans and
income as well as stockholders’ return on equity
are shown in Table 2. The comparison data gives
some fascinating exposures. Ranked in terms of assets
per employee, Japan comes first ($3942,000), closely
followed by Sweden ($ 3591,000) and Switzerland
(8 3174,000); Brazil ($ 663,000), Britain (8 708,000) and
India ($ 104,000) are relatively low scorers. While
India is at the lowest ebb in all the respects, in terms
of per employee deposits Japan’s is the highest again,
though Switzerland shows the highest out-turn in loans
per employee. Brazil is the top income earner—both
per employee and in relation to stockholders’ equity,
though its per employee assets, deposits and loans are
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can we do this miracle with our existing resources,
system and style?

A change in our approach towards the use of
advanced technology is clearly indicated. Computeriza-
tion and mechanisation in banking is, after all, a very
sensitive issue. It remains a vexed question, as well, in
the context of the country’s massive unemployment
problem. In the midst of conflicting needs, prudence
demands, perhaps, a safer course. While a total switch
on to computerisation is neither warranted nor practi-
cable, a modest support of sophisticated aids to human
endeavours at least in certain areas—such as, manage-
ment of funds, flow of management information for
decision-making, submission of data to statutory
authorities, maintenance of personnel inventory skills
and handling of house-keeping functions—may reason-
ably be propounded for ensuring the minimum standard
of efficiency in the industry. The recent installation of
a mini-computer in Bankers’ Clearing House at Bombay
and the Indian banks’ urge to come under the fold of
SWIFT network are positive indications that the com-
puterization of our banking is in the offing. The real
handicap® in the process of introducing modern
technology seems to be the industry’s inability to reach

mutual agreement with its work-force over the sensitive -

issue. The sooner this understanding gap is wiped out,
the better for the industry’s future appetite,® needless
to mention.

Managing Behaviour

The most formidable dimension of problems circum-
venting the course of our banking’s efficient func-
tioning would be conspicuous, however, in a vicious
circle stemming out of the bathos in behaviour of
employees and a declivity in the responsiveness of the
higher echelons responsible for managing the subordi-
nates. The problem of behaviour may be seen to find
its origin through the coherence of a number of avoid-
able reasons, such as :

First, the slow process of grievance handling often
stands as a direct cause of discontentment—the occur-
rences, in fact, are very frequent even in mundane
matters at the branch level; the reasons being inade-
quate delegation of authority, or lack of infermation
and/or poor perception.
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Second is the absence of proper communication link
in the organizational hierarchy. What happens quite
often is that the employees at the grass-root levels are
led to rely on their union leaders, who happen to main-
tain contact with the management for negotiations.
Perceptions and understanding of employees tend easily
to get concocted under such a design.

Third, historically and by background, the bankers
had been to busy in harbouring around ‘business’; but
in the process, imposing excessive controls and direc-
tions to the utter dilution of human aspects of manage-
ment; this drifted the management's net far apart from
its basic resource—the employees, whose loyalty did
tend to swing eventually in favour of unions.

Fourth, the banking industry adulates highly
individualistic operations and dispels the virtues of the
people working as a team—absence of team work ‘Sans’
group goals is a stumbling block to organisational
vitality in that this condition stifles loyalty, degenerates
involvement and causes frustration. Upheavals of
employees’ alienated attitudes find their waysas a
natural corollary, causing finally to obstructive and/or
destructive activities.

To imbibe the sense of responsibility and ensure
involvement and batter performance, a participatory
style of management is often propounded in banking
industry.* In 1972, such a design was formally adopted
in essence. Under this arrangement, participation of
employees’ representative was allowed at the Board
Level of individual banks, aiming to foster the behavi-
oural needs. The experiment, however, has not pro-
duced any discernible result. The obvious reason is that
the work force at large did not sense the ‘feel’ of being
involved through this constrictive participatory
process.®

A facile climate micro-points for integration of
people with the organisation should, on the contrary,
produce better results. This suggests a participatory
style of leadership at the branches. But, in the process,
at least two hindrances may appear : first, the multipli-
city of unions may not facilitate amicable solution to
problems, particularly when cross-interests between the
groups clash; and the second, the managers themselves
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may hold thwarting attitude towards employees’
participation for fear of dilution of managerial
authority.

About the first one, a workable suggestion may be
that the very common and simple issues which lead to
the least of conflicts may be tried as a first step to
inculcate the spirit of involvement, after which, attempts
for resolving the delicate ones may be made in stages.
Managers, however, often tend to complain of com-
plications and impracticability inherent with participa-
tory approach. But a little zeal and optimistic
pragmatism would have proved that it is not ‘a useless
theory developed by some ome looking for a new
behavioural idea’.®

Contextually, reference may be made to a recent
kind of Japanese experiments that resulted in excellent
results. The approach is what has been dubbed as
“AJT” or “Achievement Targets” programme which,
basically, ‘requires employees to set personal goals or
targets within a specific time frame, make specific pro-
gress reports and announce the results when the time
period is over.” This course of approach improved pro-
ductivity so tremendously that its usage became very
popular soon. A similar kind of development is taking
place in some of the European countries with positive
results.®

It is not, in fact, an Utopian dream that a manager
who provides encouragements and gives due apprecia-
tion, discusses problems and seeks suggestion, offers
counselling and renders help—shows invariably, in turn
better rapport with employees, builds strong morale
and, in the process, accelerates productivity—he
succeeds in managing his affairs better and at the same
time, produces better potential supervisors, the most
valuable of all resources, a service organisation like
banking can afford to usher in.?

Rsource Development

There is nothing platitudinal in that ‘the assets
which towers above all others in business is not build-
ings, not land, but men’—and hence, the greatest stress
needs to be given on the training of men and the giving
of service. It has been observed that ‘man to man
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coaching on the job ... meets specific needs of an
individual. It presents a nearly perfect learning situa-
tion, in as much as the understudy, who has a problem
can talk it over with his supervisor and can put what
he has learned into practice on a live problem of the
moment.’® Reviewing the Indian position one observer
finds that although, ‘most of the banks agree in princi-
ple for job rotation at clerical and junior officer level
and transfers to different departments/locations at
higher levels of management is desirable both from an
individual’s and organisational point of view’, the fact
remains that ‘for reasons of expediency, immediate
gains and conveniences of certain persons, job rotation
is not strictly followed.?* Evidently, this shows a vital
leakage in the commitments for human resource develop-
ment needs of banks.

In the other dimenson, i.e. institutional training by
colleges and centres, most banks have by now
developed adequate infrastructural facilities to meet the
needs of their exisiting manpower, but here again, the
system has been found to suffer from several limitations
as under.'?

(a) ‘It is still rather isolated from other sub-systems
of human resources development, e.g. transfer,
promotion and such other aspects of career
path planning’.

‘The line management does not feel involved—
does not feel responsible to utilize the training
given or to help a trainee learn further, and to
guide or counsel him to improve his per-
formance’.

(b)

(c) ‘The most important defect in the system is
that’—there is a vague idea of what it is to be
accomplished and the currently pressing pro-
blems decide the nature of immediate task.
But it is dangerous to allow this state of affairs
to continue, If it is allowed to continue the
institutes will become soon moribund, in the
sense that they will not die, but they will
continue to exist remaining mortally sick. The
signs of this sickness can be seen in the
ritualistic nature of the training exercise’.

This suggests that pragmatism, zeal and determina-
tion are needed to make objective utilization of training
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emphasizes on effectiveness and ths achievement out-
puts. It integrates the individual with ths organisation
and recommsnds all the activity in an organisation to
be objective-oriented throngh the effective utilisation of
the resources such as materials, machines and man-
power etc. It is essentially a performance oriented
process.

In practising MBO, parformance objectives are
clearly quantified and made available for the use
of the functional managers®. All the activities
get co-ordinated, directed and monitored to achieve
the performance objectives. The performances are
measured and evaluated against the performance objec-
tives. The authors have considered these important
aspects of MBO technique and have taken into account
the same in their mathodology of productivity
measurement, in ths following respects® :

(a) MBO lays stress on the performance. In the
terminology of productivity, performance is
synonymous with output. MBO does start
with quantification or measurement of inputs.
It consideres inputs as means to achieve per-
formance. OQutputs co-related to constraints
of inputs become the desired objectives.

If applied to productivity measurement it
amounts to first laying down the Performance
Objectives. Obviously these have got to be in
line with the goals of the Organisation. The
Performance Objectives as related to input
resources shall provide Objectivated Produc-
tivity (say).

MBO lays specific emphasis on quantification
of objectives. This is also the requirement of
the productivity measurement. All the outputs
must be taken into account to represent the

®)

effectiveness or performance of all input
resources.
3.2 Systems Approach
Plant Organisation is basically a system. It gets
effected by the external environment and internal
enviroment. Within the plant considered as system

there are sub-systems which interact. No sub-system
can be seen as a purely isolated sub-system with
clearcut boundary. These sub-systems interact and effect

PRODUCTIVITY

ths productivity of each other. The resultant produc-
tivity of a system is therefore the sum total of produc-
tivities of its sub-systems suitably arrived at by assign-
ing weightage factors depending upon the importance
and priorities accorded to the sub-systems. The pro-
ductivity so arrived has also to be corrected by a factor
to account for the effect to external environmet’,

4. Performance
Approach

Objectives—Productivity (POP)

The methodology suggested as under basically takes
into account that Productivity Index to be arrived at
should be related to the Performance Objectives. It
differs essentially from the other known methods of
productivity measurement in the following respects :

(a) Emphasis is more on performance, outputs and
achievements and comparing the same with the
desired goals or Performance Objectives of the
plant.

(b) The use of units as measures of productivity
are avoided. This does away with the cumber-
some exercise of conversion of all inputs and

outputs to a common base.

(c) Weak areas, where improvements are requir-
ed, are immediately identified for remedial
actions.

The systems concept is utilised in identiftying
sub-systems and effectiveness areas. Emphasis
is more on measuring effectiveness of functional
areas considered as sub-systems. This is in
line with the general Organisational pattern in
industry where the work division or responsi-
bilities are divided on functional lines rather
than on the lines of inputs such as Labour,
Capital, Materials ete.

(@

5. Terminologies in the Proposed Approach

The following terminology has been used extensively
in the proposed POP System.

(a) Performance Objectives

These are the objectives or results or the goals
decided upon as required to be reached by the Plant.
The analogy can also be | extended down the line at
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department or section level. These are arrived at in
clearly defined terms and not left as vague.

(b) Key Effectiveness Areas

Within a sub-system, there shall be several
areas where activities take place. Some of these
areas may be performing well while others may
need attention. As a part of the exercise of determin-
ing Performance Objectives such areas which require
close monitoring of results shall be identified. These

are referred to as Key Effectiveness Areas.

(c) Objectivated Productivity

This essentially is the productivity arrived at by
considering output as the Performance Objectives and
inputs as the inputs required to achieve the performa-

nce objectives. Or in other words :

Performance Objectives

Objectivated Productivity= Budgeted inputs

This also represents the upper bound of productivity
achievable.

6. Proposed Methodology

The exercise of productivity measurement is to be
restructured to incorporate the following salient

features :
@) [Identification of sub-systems

There is no one best way to define a sub-system at
plant level organisation. However, any definition to be
adopted must consider that the sub-systems represent a
major or a major group of activities which have a
similarity. The sub-systems should contribute to the
plant and together should form one congruent organic
organisation.

No sub-system can be seen as a pure isolated sub-
-system with clear cut boundary. There will be overlaps
.and interactions. There will be interdependence on other

sub-systems for its own survival and existence. Yet,
‘for the sake of evaluation as well as systematic work, it
would be necessary to create boundaries which make
‘the sub-systems as independent as possible.

Fig. 1 depicts a classification of sub-systems. The
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authors however, are of the opinion that for the type of
exercise under study, that classification is not very
meaningful and does not represent the objectives in
mind.

Technslogy Svb Systent
KHuman Sub System

Plont as a system

Moaterials Suvb System
Capital Sub System

Fig. 1

An engineering plant, in general, working on the
concept of profit center, has its activities organised on
functional lines such as, Production, Marketing,
Materials, Finance and Accounts, Personnel, etc.

These functional areas are more or less well defined.
The authors suggest that these functional areas can be
considered as sub-systems (Fig. 2). Additional sub-
systems can be added depending upon the requirements
of a particular plant. For example if a plant has
“Erection and Commissioning” as a major activity,
it could well consider it also as a sub-system.

Personnel Sub system

Plant as a System
Finance Sub System

Materrals Sub Systomn
Pracuction Svb System

Norketing sub System

Fig. 2

(b) Identification of Key Effectiveness Areas

In line with MBO approach, it is first necessary to
identify Key Effectivess Areas against each of the
identified sub-systems.

A - 4 -

«(P.1) o Productivity Index of Personnel sub-system

Oj;t

P, == W;
L j 2 O*jp

=1




The Key Effective Areas would vary from plant
to plant depending upon the overall objectives of the
isati neg-term planning
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Amount outstandings
Total sales

Accounts receivables (iv)
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8. Illustrative Example

We shall now take up Production sub-function to
illustrate as to how POP can be applied to measure an
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index of Productivity. The data used is only represen-
tative to emphasize the use of the methodology.

Production Sub-function Defined

Plants define the production function depending
upon their needs and other organisational equations.
Some of them have been seen to club together shop-
floor activity, production planhing, materials planning
and procurement. However a large number of organi-
sations have recognised the separate identity of mate-
rials management and have considered production
function mainly comprising of various manufacturing
shops with the manufacturing plant, machines, tools
and similar other facilities alongwith direct and indirect
labour. Together with the same are clubbed the pro-
duction planning, maintenance and tool room activities.
We shall adopt this demarcation in this example.

Key Effectiveness Area and Performance Objectives

The organisation under this example has considered
the following Key Effectiveness Areas, The perfor-
mance objectives are noted alongside :

Key Effectiveness Areas

Performance Objectives

1. Labour Utilisation

2. Capacity Utilisation

3. Indirect Expenditure

4. Quality

Achieved Std. Hours
Direct Attendance Hrs.

Total Hrs. worked
Total Hrs. available

Labour Performance Index =

Capacity Utilisation Index

Indirect cost per Std.
hour produced
Direct Cost per Std.
hour produced

Index of Indirect Expenditure

Cost of Accepted Production
Cost of Rejection (including rework)

Quality Index

Weightage Factors

The organisation has decided the following weigh-
tage factors for the performance objectives :

Labour Performance Index = 0.4
Capacity Utilization Index = 0.3
Index of Indirect Expenditure = 0.1
Quality Index = 0.2

1.0

Data Performance Actual
Objectives Output

Labour Performance

Index 109 90
Plant Performance

Index 85 79
Index of Indirect

Expenditure 0.38 0.35

Quality Index 20 19
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Productivity Index of Production sub-system, therefore,

Wi O

PIp =
(P-Dp 1 O

T

=04><——+03><

100 + 0.1 %

035 19
038 02X o

=04 X 0.83 + 03 x 093 + 0.1 x 092 +
0.2 X 0.95

: = 0.332 + 0.279 + 0.092 4 0.19
= 0.893

| 9. Conclusions

In this paper the methodology of Performance
Objectives Productivity (POP) has been explained
through an illustrative example as applicable to produc-
tion sub-system. The methodology can be extended
to cover measurement of plant productivity or depart-
mental productivities.

The methodology proposed considers organisation
as a system and therefore, does not propose to identify
inputs in conventional forms of labour, materials,
capital, etc. On the other hand, it considers func-
~ tional areas as sub-system and therefore, proceeds to
- arrive at productivity indices of sub-systems and then
for the whole organisation as a system.

POP system does away with the cumbersome pro-
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cess of conversion of inputs and outputs to a common
unit as this problem is eliminated through ratios.

POP lays stress, as in MBO, on the outputs and
considers inputs as means to achieve outputs.

In these respects, the authors opine that the pro-
posed POP system can be a better way of measuring
productivity.
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Managing for Productivity in the

Indian Context

M.V.V. RAMAN

The ultimate aim of all human endeavour is the
welfare of the individual, The national plans drawn up
for economic development and growth of the country
' have this as their objective. Productivity, as is well
- known, is the effective utilisation of resources.
 Productivity is not an end by itself, but a means for
achieving higher standards of living for the people; it is

he production of goods and services required by the
community at large at prices it can afford and continue
to do so in an effort to improve the standard of living
continuously. How can we do this effectively ?

M.V.V. Raman, Regional Director, National Productivity

uncil, Calcutta.
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Introduction

Government(s) can create conditions of favourable
atmosphere in the economy which stimulate the efforts
of employers and workers to raise productivity by well
defined and balanced programmes of economic deve-
lopment, and other measures to tackle the challenges
associated with increased productivity, namely, redun-
dancy, shifts in employment and similar problems .
Raising the level of productivity within a unit is the
responsibility of management to be achieved with the
cooperation of workers, ably supported by research,
educational and- training institutions. This visualisa-
tion of accumulation of economic activities emphasising
micro approach to achieve results at macro level and
the interdependencies of the economic system is to be
appreciated in recognising the meaning and implication
of productivity.

Productivity is defined in various ways, the most
popular one being the ratio of output of goods and
services to the input of factors responsible for it.
Though the classical economists classified factors of
production into land, labour and capital, it would be
useful to recognize them as men, machines, materials,
energy, work, technology, management and organisa-
tion; productivity could be defined in terms of one or
more or all of them. While it is thus necessary to
stress on the efficient use of all resources (or factors) to
improve productivity, a tendency is noted to stress on
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labour productivity alone, consciously or unconsciously,
possibly due to the commonly used and easily measur-
able measures of productivity, namely, output per
employee, manhours per unit of output, labour cost,
etc., If any one factor is to be picked up for emphasis-
ing in the Indian context, it should be managerial
productivity.

The European Productivity Agency (EPA) defined
productivity in these terms ; “Above all else, producti-
vity is an attitude of mind. Tt is mentality of progress,
of the constant improvement of that which exists. It
is the certainty of being able to do better today than
yesterday and continuously. It is the continual effort
to apply new techniques and new methods; it is the
faith in human progress.”

Studies have revealed that research and its applica-
tion (technology) can bring about spectacular results in
increasing productivity in terms of new and better
products, outputs, quality and reduction in costs. To
appreciate this, one has only to scan the improvements
that have taken place in various fields—agricultural
production, transportation, newer life-saving drugs,
communications etc., over the last century. A definite
correlation exists between expenditure on research and
development and the per capita GNP. Countries with
low levels of living standards (and hence lower per
capita income) and countries with higher standards of
living are at different levels of technology. While the
benefit achieved at different levels of technology are
different, effective utilisation of resources at any given
level of technology is of great importance, bringing to
the fore the need for management as a pace-setting
factor. For eg. in transportation, from ox-cart to super-
sonic transport, improvements achieved are significant.

Productivity concept helps in understanding effec-
tiveness and efficiency by providing a basis for doing
right things, setting objectives, measurement and
control; the significance of technology and management
in productivity improvements and role of individual
managers, get clarified, leading to managerial effective-
ness. In this sense, management gets a dimension
encompassing activities in the total economic system,
and managerial effectiveness, it’s content.

Though managerial effectiveness is applied to
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individual managers at various levels in organisations,
it has to be viewed cumulatively as well, since mana-
gerial effectiveness may be meaningless without organi-
sational effectiveness. In the economic system, an
organisation is but an entity, and the effectiveness of
all organisations leads to the needed impact at the
national level.

The Indian Context

A brief review of the Indian scene with regard to
some specific aspects and issues would be helpful in
crystallising the thoughts on managing for producti-
vity in the Indian context.

Economic and Industrial Development

When India attained freedom in 1947, the economy
was characterised by weak infrastructure and elemental
handicaps, without any base for progress in any sector
of the economy. Considering that there was no
technical know-how for industrialisation and there was
lack of capital and entreprencurship, it was obvious
that only planned development could bring some sense
amidst prevailing chaos to usher the country into
economic development and progress.

The post-independence period is characterised by
economic growth and development. This calls for a
rapid social and economic transformation through
democratic processes. The objectives of the plans call
for initiative, imagination, enthusiasm and above all
dynamism and leadership in all spheres of economic
activity, which in turn require policy making, plan-
ning, decision-making, problem-solving and creation
of an atmosphere where individuals can work
harmoniously and contribute to the achievement of
national goals. Productivity approaches discussed
earlier have a major role to play in these processes.

Management Development

The earlier discussion has pointed out the close
relationship between management and productivity
improvements. If managers are not effective, implying
inefficient utilisation of resources or water resources,
it is the total economy that suffers. Society at large is
benefitted if the managers are effective, this is parti-
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cularly important in a planned economy where inter-
relationships and dependencies of economic activities
in both inter and Intra Sectors are very strong.

The managerial environment in India has its own
peculiarities and problems. Indian managers have
to face problems of shortages, prolonged deliveries,
poor quality and similar problems as opposed to the
efficient conditions under which western managers
work characterised by easy availability of right quality
of materials at right prices and on time, and techno-
logy. This calls for a new approach which should
include consolidation of technology and modification
of managerial practices and methods to suit Indian
conditions, and developing our own, if necessary.

Management development implies an organised
-effort towards human resource development, as a part
of improving organisational performance for constant
upgradation in managerial effectiveness of individual
managers achieving organisational effectiveness through
synergism. While management development activities
have increased over the last three decades, it may not
‘be wrong to say that one does not see the desired
impact in organisations. The reasons for this are
many, including lack of faith and interest in training,
lack of clarity in objectives, lack of evaluation of
training effectiveness and the low status of training
functions in most organisations. It may be observed
here that training in mest organisations is built around
apprentice training schemes, which is not the choice of
the concerned organisation, but implemented as a
-directive by the Government. This type of training is
conceptually easy to implement and evaluate. It is now
recognised that individual skills in themselves will not
‘necessarily improve group and organisational per-
‘formance, and the need therefore is towards developing
interventicns which work at organisational problems;
-the emphasis is on solving organisational problem as
well as developing individual skills.

It is interesting to analyse the reactions of partici-
pants, to the various management training and develop-
‘ment programmes. It is common to hear “It was
alright, but cannot be applied in my place”; “there was
nothing new”; “it is all theoretical’’; “this should be
‘told to our senior managers” and the like. It appears

311

that most participants expect “‘spoon feeding” in these
programmes. In some cases people attend programmes
(internal or external) because they are nominated.
These are all symptoms of a much deeper malady,
namely, that there is no practice of measuring or
evaluating the performance of managerial personnel.
This aspect requires a great deal of attention and if this
could be done, which in many situations is possible to
do, managerial effectiveness assumes significance and
management development becomes meaningful.

Research and Development

Views have been expressed that Research and
Development efforts in the direction of meaningful
consolidation, absorption and improvement of imported
technology have been inadequate in India. The Hindu
dated 24th January 1981, in the absence of any other
indicators, has taken the ratio of R & D expenditures
to technical fee remittances, called Absorptive Effort
(AE) as a measure and points out that the value of AE
in Japan during 1950-1960 was consistently well above
4, and has been increasing steadily over since, being
about 14.0 in 1978. While comparison may not be
proper as circumstances differ from country to country,
it would be informative to know the value of AE in
the Indian context, which has always been less than 1.0.
It was even below 0.5 during early 1960s, but increased
during the late 1960s, reaching 0.94 in 1969-70 and has
fluctuated since then, but remaining below the value
of 1.0.

Product Quality and Related Aspects

In the quest for improving productivity for achiev-
ing higher standards of living, product quality assumes
great significance; product quality is also important for
economic development, because of the need to export
products, services and technologies of Indian origin.
While the productivity movement in the country has
gathered momentum during the last 25 years, the
approaches and methods employed have emphasised on
output aspects, taking for granted the quality aspect.
In the long run quality products are always cheap in
price. The loss to individuals in terms of money and
inconvenience caused and to the industry and other
sectors and to the community at large due to poor
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quality, does not seem to have been focussed at all in
the Indian context. The productivity movement must
now turn its attention towards upgradation of the
quality of Indian products and services.

As governmental policy, Indian products enjoy pro-
tection from competition from abroad. But the entre-
preneurship in India has more often not taken this
oppprtunity as an instrument to develop and improve
the product and its quality, but has fallen prey to easy
and quick profits and thus a state of ‘stagnation’ has
been reached with reference to technology and quality
in those cases.

Product development, production and distribution
and after-sales service are all limited in character. Only
those products which have been developed and used in
industrially advanced countries and where technical
know-how is obtainable, have been manufactured. No
attempt at product development to suit the needs and
pockets of the common people, most of whom live in

villages has ever been made.

If customer is the king at it is generally said, the
king has Jost his crown in India—that is how a T. V.
presentation at Madras said in a broadcast (1981).
Product quality, service, and customer satisfaction are
all far from satisfactory in the Indian context. Shor-
tages, lack of competitive spirit and will to produce
superior things, limited product development, lack of
coordination and cooperation amongst business cum-
munity, government and research organisations have all
contributed to this sad state of affairs.

Analysis of the Indian scene in depth, reveals many
inhibitions particularly amongst the senior management
personnel regarding quality, quality control, quality-
cost-productivity relationships. Further their belief is
that all most all quality problems are operator oriented.
However, world-wide experience suggests that 80 per
cent quality variations and problems are traced to
management deficiencies and the remaining to others
including workers. If genuine attempts are made to
identify and eliminate management oriented deficiencies,
this would certainly improve the morale of the worker
and help him concentrate on those errors attributable

to him.
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Quality control programme should be emphasised
as a consolidator of technology, by a fuller develop-
ment of specifications and better understanding of"
processes and products through effective documentation
of internal experience by application of known quality
control approaches, techniques and experience. The
information system to be documented comes from the-
application of the programme in the areas of incoming
Materials Control, Process Control and Product
Control, through the coordination of information in
various aspects like quality of design, of conformance
and performance and by the choice of appropriate
technologies in the fields of engineering, statistical and
managerial including quality costs, ' quality motivation,
organisational and internal and external coordination.

Labour-Management Relations

Productivity improvement on a continuing basis can.
take place only in an atmosphere of good labour-
management relations. ‘Management’ is the skill with
its own discipline and fields of knowledge’ which
achieve results working through people. A responsible
union, is one that understands workings of organisa-
tions, role of workers and can negotiate with confidence
on issues that affect workers as a group. Enlightened
management and union, with mutual understanding of
each others’ role in an organisation, can create atmos-
rhere conductive to increasing productivity. Itis a pity
that we are not in sight of such an atmosphere in most
of the organisations and it is time that both realised the
productivity implications not only in their own self
interest, but also in the interest of society at large,
where they themselves form a part of it.

The crux of the matter rests on sharing the gains of
productivity equitably not only amongst labour and
management, but also with society (consumers) at
large; without this no material progress can take
place.

Any discussion on the Indian context cannot be
completed without reference to public sector and some
of the current infrastructural problems which have
hindered our attempts to improve productivity. The
public sector is supplier of raw materials and products
to other industries and services, and therefore their con~



tribution has a direct bearing on the output, quality,
delivery and costs of the users. This is a structural
aspect of the economy which places greater responsi-
bilities on the managers in the public sector. At present
the country is facing problems of infrastructure manage-
ment which has to be given priroty from the point of
view of individual units as well as national productivity.
Forces in Steel, Electricity, Transportation, Coal,
Water etc.

Productivity at the Unit Level

At the unit level, stability and growth are vital for
their own survival and contribution to the economic
system. This implies continuous evaluation of organisa-
tions and making changes as needed. One should look
at organisations both from short-range and long-range
points of view. Stability refers to the short and possibly
medium range point of view of consolidating its
capabilities, by effective utilisation of resources and
growth refers to the strategic planning and changes to
move an organisation in new direction to keep it viable
in the changing environment.

Enhancing productivity and quality should be the
key to achieve stability and growth of organisations.
One may ask are quality aspects not included in pro-
ductivity considerations? Quality considerations require
a different orientation, tools and techniques than hither
to applied in Indian industries and organisations for
improving productivity. Further, quality control
approaches, tools and techniques can be utilised to con-
solidate the technology in any organisation and pave
way for its improvement; if planned properly it may
help product development, indigenisation and import
substitution efforts.

There is a need to examine the present systems of
evaluation of organisational performance. The present
indicators generally used, profits, costs, output, and
some financial ratios will not vield information on pro-
ductivity improvements which is vital for achieving
stability and growth. What is required is a measure
of the effective utilisation of resources, which in a
sense measures managerial productivity as well. It has
become necessary to devise techniques that measure
total factor productivity change (i.e. change in labour,
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materials, capital, and energy productivity) taken
together (and or individually) on corresponding change
in profitability. In this sense monitoring productivity
performance, measuring how profits were affected by
productivity growth or decline, is of value.

Keeping these in view, a summary, as a broad
indication of the basis for a plan of action for managing
for productivity at the unit level can be given as
follows :

(i) Deriving objectives of organisation and role of
managers and workers in fulfilling these objec-
tives with an understanding of productivity
concepts.

(ii) Recognising “growth’” as an essential ingre-
diant in the survival of organisations and to
develop means of achieving growth in the
working of organisations corporate planning.

(iii) Recognising the role of Productivity techniques
in determining the “capability” of organisa-
tions and pave the way towards achieving
stability; leading to development of MIS
including the use of computers.

(iv) Understanding the means by which labour-
management relations can be directed towards
common goal, the role managements have to
play in the years to come to put the labour-
management relations on an even keel to
achieve improvements in productivity on a

continuing basis for mutual benefit Industrial
Relations.

(v) Recognising methods and approaches in mea-
suring productivity from the point of view of

over all Organisations Productivity Measure-
ment.

(vi) Understanding quality implications and efforts
needed to consolidate the technology in organi-
sations not only for improving quality but also
to assisting in : new product development,

indigenisation and cost reduction (Quality
Control).

(vii) Improving the attitude and analytical skills of
managers both in management and technology

continuously through education and training
(Management Development).

Ul DUSIITSS— INCPUDNCALS,  PIOICSSIONAl  INanggers,
college graduates and the affluent—are increasingly
disenchanted with the social conduct of corporations.
and have declined by over 50%. In 1979 alone, public
interest groups have put before 112 corporations 130
shareholder resolutions. These resolutions address the:
major questions of social responsibility by corporations.
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(viii) Developing a style of management based on
goal setting and rewarding as a means of moti-
vating managerial personnel (Managing for
Results).

(ix) Recognising managerial productivity as a crux

"t | . !
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They dealt with the old problems of nuclear power
plants and weapons, labor relations and employee
motivations, political contributions, equal employment
opportunities, price fixing, military, and lobbying.
New questions were also brought up like South Africa,
television advertising directed at children, trading with
repressive governments, 'redlining and community
reinvestment, foreign payments and media policies.?
The American public is demanding that these issues be
dealt with rather than put in a corner and forgotten.

The distrust the public has generated toward big
business is the result of corporate price increases and
inflation, unemployment and recession, the amount of
pollution and deterioration of the environment caused
by corporations, company practices when dealing with
customers, and overall poor decision making on the
part of management. The public knows all it needs
to about inflation and how it affects them but it also
knows how corporations are a major cause of inflation
through their pricing policies. It is no wonder that
the American public wants the Congress to set price
ceilings when they know that corporate price increases
are the major causes of inflation. To generate more
public distrust towards corporations is the fact that the
public is realizing that corporate profit on every dollar
of sales is not 4 cents as business states but 28 cents.
This is at a time when the public believes a fair profit
on every dollar of sales should be 10 cents.* Recent
recessions have increased the rate of unemployment
which is another fact generating public distrust. How-
ever, now even white collar workers who are not
accustomed to this joblessness are finding themselves
without jobs. Engineers, Ph.D’s, executives, security
analysts, brokers and advertisers have for the first time
joined the blue collar workers on the unemployment
lines and are blaming business and government who in
turn blame business. The public particularly those who
are without jobs believe that there are plenty of jobs if
companies were not so into maximizing their profits by
sacrificing social objectives.

Hostility towards corporations also arises from
socialists, politicians and intellectuals, These groups
direct their anti-corporate sentiment towards the entire
role of business and free enterprise in our society.
The intellectual class according to Robert Bork pro-
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vides “the indispensable theoretical apparatus with
which the institution of capitalism is attacked.? Socia-
lists and intellectuals are increasingly disenchanted with
big business with respect to their social conduct. This
trend is most likely to continue unless corporations
take effective counter action. | “There can be no doubt
that increasingly during the future, business will be
subjected to mounting pressures to abandon the single-
minded pursuit of profit and to take on purposes
linked with broad public responsibility.’

The criticism makes itself particularly more evident
in an election year. Most political analysts agree that
though Senator McGovern and Governor Wallace
appeal to different groups of people, a common reason
for their successes in the 1972 Democratic primaries
and the following national election is their criticism of
the attitudes and policies of big business and the power
they have over other institutions. Big business very
often face lifts itself during election years to encounter
the criticism of politicians. If big business wants to
put an end to political criticism of its policies, it
should constantly improve its public image, not just
during election years.’

What Should Business Do?

Business must respond to these critics by consistent
better performance, effectively communicated. Most
executives subscribe to the view that business values are
closely intertwined with societal values. The concept
of a corporation’s social responsibilities has received
much attention from management scholars in recent
years; we can agree that an effective answer to the
recent criticisms would be for business to discharge its
social obligations and responsibilities. However this
concept is still a fuzzy doctrine. McGuire defines it as
a “crude blend of long-run profit making and
altruism.”® What is meant by this statement is that if
a company shows concern for the general well being
of the public it will result in a positive effect on profit
making in the long run. Further, even among many
of these scholars, wide discrepancies of opinion exist as
to the role of corporate leadership in social activities.
“In the face of criticism and doubt concerning the
ramifications of the social responsibility doctrine, some
hesitancy and resistance to further applications of it
appeared in business circles.”*?
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The resistance to furthet applications of social res-
ponsibility in business circles has to do in part to con-
fusion over the various models of corporate social
responsibility. These models are the austere model,
household model, vendor model, investment model,
civic model, artistic model and eclectic model, which
incorporates two or more of the above.!® Each of
these models makes different groups a primary concern
of the corporation, in terms of responsibility. For
instance, in the austere model, stockholders are a major
concern of the company, while in the household and
vendor models, employees and customers are a
primary concern. The same is true for the investment
model where the life of the firm and its long term
profits are a major concern while in the artistic and
civic models business concern for the arts and commu-
nity activities are important. For a business to carry
out an effective program of social responsibility it must
decide which group or groups will receive the most
emphasis in the policy making.

According to Opinion Research Corporation Chair-
man Hugh C. Hoffman, “Whether business likes it or
not the public is re-defining corporate responsibilities in
general and telling the companies what their social
responsibilities must be. One of the studies by the
Opinion Research Corporation stated that one out of
five people blamed corporations for not doing enough
to hire and train Negroes, maintain full employment,
help clean up the ghettos, provide rewarding and satis-
fying jobs, letting community services deteriorate,
respond to the needs of the younger generation and
rovide day care centers for women employees with pre-
chool age childern.”* The important fact revealed by
uch studies is not that one of five people blame cor-
poration but that the trend is increasing and unless
something is done soon it will be one out of four
blaming corporations.

Many experts of the Opinion Research Corpora-
tion'* believe that there will be a re-shaping of the cor-
poration around a system of social cost accounting.
is will most likely happen if business can not put an
end to public distrust and the possibility of government
intervention. A tool of social cost accounting would be
block voting of stock owned by colleges, funds and
odher groups. Such groups or organizations whose main
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interest is in the social objectives of the company will
pressure many companies into realizing that their con-
stituency is no longer simply the consumer for their
products, but the total public with which they interact
in society.

This report takes the view that for a corporation to
effectively discharge its social responsibilities and thus
increase its long term profit, top management must
initiate a system of ‘‘social audit” certified by
independent accountants. The social audit is a series of
mechanical steps under which the certified public
accountant verifies through the appropriate forms that
the company is maintaining its goodwill after which it
is placed in the audit file for future reference. To sub-
stantiate this concept, six steps of the ““social audit”
have been developed.

1. Executives Outlook : Generating the support of
corporate executives and middle managers in the drive
to make corporations socially responsible is a major
achievement for the advocates of the social audit. In a
survey of corporate executives 90% feel that they
operate in an ethical manner, however 80% of these
same executives consider the generally accepted prac-
tices of their company as unethical. The major criticism
brought forth by these executives is that companies are
indifferent to consumers health and safety.!* Corporate
executives are changing their allegiance as a result of
the pressure they receive from friends and family.
Many a time executives have been questioned by their
childeren on why they let their company carry out poli-
cies that have negative effects on society. How is a
businessman supposed to act around family and friends
when he knows that they believe he would do anything
possible for a buck? In a representative survey of 2,000
Americans over 50%, said that a businessmen would do
anything for a buck.'* While executives are standing up
on the issue of social responsibility they are facing
problems from people on both sides of the issue.

Businessmen who believe a company’s policies are
unethical have few options open.’ If they speak up the
top level managers will label these men as lacking cor-
porate loyalty and thus being untrustworthy. Such a
label would result in a halt to any further movement up
the corporate hierarchy. If these ethically minded
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since what may be a practical policy in one case may
be completely impractical in another.*

Recent trends in business criticism indicate that the
public has a tendency to view the corporate contribu-
tions to social welfare as a gimmick. A “Social
Audit” widely publicized can go a long way in improv-
ing this image. “Today society is demanding a greater
commitment by business socio-economic tasks.
There is growing and ever more vocal insistence that
we in management should commit corporate resources,
as well as our personal ones, to the battle against the
social and environmental ills that plague us, many of
which are alleged to be the inadvertent results of
industrial success in the past.””**

to

Rodman C. Rockefeller,23 President of International
Basic Economy Corporation (IBEC) states that the
success of an operation usually depends on a combina-
tion of four guidelines. In an operation the company
must identify the human needs in the market and deve-
lop new, innovative ways to meet that need after the
method of meeting the need is developed it should be
analysed with the help of financial criteria to determine
if it is economically feasible for the company and if the
local managers are qualified to make it succeed. Finally
it is important to determine that the policy does not
violate the social, cultural and economic values of the
people that itis intended to help. After all we are
trying to solve problems, not create new ones.

McGuire*® points out that the modern American
views life as a game and a race; he frequently asks
“who’s ahead?” or “Who’s winning?” The rewards of
the game are not so important as the attitudes pzople
lhavc of the gams which appears in everything we do.
This is shown by the growing popularity of polls.
When reading the newspaper we are more concernsd
about which politician is leading the poll than the issue
he stands for. By widely publicizing this “social audit”’,
a far-sighted businessman can take the lead over other
companies in improving his image and dispel the notion
-of the public viewing the social responsibility doctrine
‘as a gimmick.

Possible Governmental Controls and Actions

Americans believe that business should bring its
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huge amounts of resources, skills and clout around to
solve social ills. In order to make a broad attack on
our social problems business must first change the
ideology of the United States. It must come up with a
new insight on the community and how it should
operate. If this is not done any actions on the part of
business to rectify social ills will lead to confusion,
anarchy and ultimately failure.*” According to Lodge®
an important social respoasibility of business and other
institutions in American life is to assist in the devolop-
ing of an adequate political structure and authority
based on a clearer, more explicit and realistic ideology.
This is basically a political task which business must
pressure government into carrying out. It involves
changing the authority and strength of government at
all levels. Business policies that are meant to solve
social ills but may very well cause social ills if business
attempts to carry out such policies before government
is ready.

Government, under pressure from the American
public, is beginning to become more involved with
business on social issues. One program that government
has started —the New Commerce Program suggested by
Secretary Juanita Kreps*—shows the degree of govern-
ment concern. This program is designed to provide
guidance for corporate activities in the social policy
sphere, equal employment, consumerism, resource con-
servation, environment, relations with host communities.
The programs assist business by creating a number of
categories that can serve as a management tool or
model. The program also offers some limited assistance
on how to measure acompany’s social responsibility
policies, in a few spheres of activity. This is only one of
many programs government has that conceras business
and there are more under development. It is up to
business to work with government or these programs if
they wish to hold back government from placing limi-
tations on them through regulations.

“Social Audit” will effectively combat government
action in this respect. It will show government and th
public that business is concerned about the issues tha
effect society. If the compaany is working to solve socia
ills, the social audit will verify this. It is up to busines
to see that all companies have a social audit an

work on social issues if they wish to prevent govert
ment intervention, :
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Due to the growing pressure for greater corporate
accountability one can foresee the day when legislature
may be passed requiring business to publish such an
audit. Hugh C. Hoffman comments : “If, by word and
deed, business does not dispel public mistrust further
government intervention is certain.”®® It will not be
long before price ceilings are instituted to place ceiling
on corporate profit. Even stock-holders no longer feel
that competition can keep prices at fair levels without
government controls. The ability of corporations to
govern their undertakings by standards of public
rather than private interests is being increasingly
questioned.

Business leaders must realize that they live and
operate in an open society which is disenchanted with
the way they operate. These business leaders must
realize that all of their actions and policies can and
will come under public scrutiny and the scrutiny of
its institutions. “The disenchantment with business
shows up not only in reluctance to buy some goods
and services but also in a growing anti-business mood
which encourages regulatory agencies to get in touch
with business and Congressmen to support anti-business
legislation.”®* “Business will have to adopt social issues
voluntarily or government always sensitive to the public
mood will seize the initiative and force changes by
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regulation.

McGuire® points out that the public distrusts big
business power because of its influence over other in-
stitutions which is a threat to the concept of a pluralis-
tic society. If institutions are small and power centers
are widely diffused we need not fear power. When
power is diffused like this it can accomplish social goals
and at the same time be limited by the organization of
society. There are types of power McGuire says we
should fear, they are, managarial power and business
power. Managerial power refers to the control managers
exercise over their subordinate while business power
refers to the power which business has over its environ-
ment. Some of the proposals advanced by the former
Democratic presidential candidate, Senator McGovern,
ire intended to curb the influence and power of big

susiness. Though curbing the power of any institution
5 good for the democratic way of life, one should be
-ary of the fact that in an emotional climate, extreme
emedies may be adopted. This is one of the biggest

1

PRODUCTIVITY

dangers a businessman faces these days. “Corporate
size brings political influence but also political vulnera-
bility.”** Sethi also points out that “in a society
which is essentially characterized by large corpora-
tions, politics must of necessity bé pressure groups
politics.”*%*

Businessmen can face up to this challenge by making
common cause with other reformers—whether in
government or elsewhere—to prevent the unwise adop-
tion of drastic and emotional remedies. In incorporat-
ing a “social audit’® in their year-end figure, they can
initiate necessary reforms to convince the legislatures
that they are continuing to function as a constructive
force in our society. The goal of businessmen should be
“nothing less than the deliberate ‘institutionalizing of
social change so that violent revolution becomes
superfluous.’*%

Generating Employees Motivation

“*Social Audit™ can help in improving the morale of
the company’s employees, “A social audit of the
current and potential social benefits and costs generated
by the company for its employees can identify the
steps that would maximize the company’s attractiveness
within any fixed level of budget. In social audits,
this would be accomplished by the following sequence
of actions :

1. Questionnaire survey of employees’ perceptions.
of the relative worth of different current and

political social benefits and the cost of different
social disadvantages associated with company
employment.

2. Follow-up interviews to clarify and ambiguities.
in responses to the survey.

3. Formulation of any employee benefits, prefer-
ence inventory, with relative perceived worth
associated with each item.

4. Inventory of current social benefits supplied by
the company to employees.

5. Comparison of employee preference inventory
with current programs inventory and identifica-
tion of “low preference, high cost “components.
to be eliminated” and “high preference”, “‘pre-




THE SOCIAL AUDIT OF BUSINESS

sently unavailable” or “under available” com-
ponents for possible addition.

6. Re-design of company benefits program to
respond maximally to employee preference
within some budget and associated reallocation
of sub-budgets.

7. Review and analysis of additional, highly
valued social benefits requiring additional
budget to determine if potential return on
additional investment is justified.

8. Consistency check, using a survey of employee
~ responses to the new benefits plan and deter-
mination whether significant improvement in
perceived worth has been achieved without
significant budget expansion.

9. Communication of the resulting changes to
employees and stockholders, demonstrating the
improved benefits gained with no diminution of
return on investment,

If such a social audit of employee benefits and costs
is executed annually and followed up with the actions
indicated, employee recruiting and retention should
improve, with attendant reduction in personnel costs
from undesired turnover.*”

According to Act®® a company’s social audit mea-
sures the company’s social performance with respect to
employees. Such an audit will provide by item, year
and company comparison of the social benefits and
costs created by the company for its employees, Com-
parisons of this type can then be used to allocate
personnel resources more efficiently and in conformance
with employee preferences and perceived valuations, as
well as to make them effective with respect to corporate
-objectives. :

The modern American society carries a built in
guarantee to its citizens of the basic physiological and
security needs. In view of this, more than in any other
nation, an American employee looks for more than just
‘economic incentives. A person would take a greater
interest and pride in working for a socially responsible
-organization.

Some companies are giving their employees leave
for public service programs. This enables the execu-
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tive to take time off, usually with pay, to perform
socially constructive tasks. IBM is one of the com-
panies that has started this policy.?® A program of this
type gives concrete evidence in a ‘‘social audit”, will
generate a great amount of interest and enthusiasm
among the employees. Further, the employees are more
likely to talk about it with friends in their social circle,
which is naturally beneficial to the organization.

Consumer Behavior

Social Audit is in consonance with the modern
marketing concept which emphasizes consumer orienta-
tion. The new marketing concept ““starts with the firm’s
existing and potential customers; it seeks profits through
the creation of customer satisfaction; and it seeks to
achieve this through an integrated corporate-wide
marketing program.*’

“Product quality and advertising decisions can be
made incorrectly if based on purely financial conditions.
Partly unsafe or misleading advertising of products may
maximize profits temporarily but the social costs of
these policies will quickly be converted to financial
costs by an angry public when awareness spreads of the
consumer risks imposed without informed consent of
consumers. Social audits can anticipate such social
costs and provide a basis for a sounder social invest-
ment decision that will also yield better long term
financial returns.”®* In one survey, 21% of the public
felt they were cheated in a recent purchase of a product
or service especially on groceries, meats, autos and
appliances. When a consumer purchases a good or
service they expect to get what they pay for and if not
will apply pressure until the companies deliver what
they expect.

“One of the most volatile issues of the dynamic
business environment is the issue of consumer welfare.
Consumer welfare is the provision of quality products
and comprehensive manner to reasonably assure the
safety, well being and satisfaction of the customer,’#?
There are many characteristics of the market environ-
ment that will have an effect on the consumer. These
include the relationship between buyers and sellers, the
size of the companies, legal rights of the buyers and
sellers, rising affluence, consumer sophistication and
technological innovations.
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When a customer buys a product or service, he looks
for some symbolic satisfaction also in addition to the
functional use. This is especially true in a country like
the U.S.A., where for the vast majority of products the
competitive brands are physically undifferentiated. In
such a competitive environment, the symbolic value of
products can be enhanced by giving wide publicity to
the “social audit” figures. In effect, the argument is
that “social audit™ improves the institutional image and
this would lead to greater sales, one of the parameters
by which the success of an organization is judged. A
company should be able to answer two questions for
the social audit on consumer relations. These questions
are, “Has the company a thorough consumer policy?"’**
and “Has any appraisal been made of the growing
power of Consumerism?’’44

Social Goals

“Social Audit” helps in reaching the corporate
objectives of long term profit, viability, increased
growth, increased share of the market and increased
sales. It does this by improving the company image in
the eyes of the public. The American public appreciates
a company that is concerned about the environment and
its inhabitants and shows so in its purchase of consumer
goods.

This hypothesis is a natural consequence of the
argument advanced in favor of the previous hypothesis.
As McGuire states, “one goal of the corporation far
submerged during prosperous periods is viability—
survival of the firm. McGuire also feels that the
importance of viability or any of the other corporate
objectives has a lot to do with the company’s leadership
and the nature of the particular situation. The leader-
ship of a company very often determines the personality
of that company in how it conducts business,

A goal value that McGuire!® says has some
significance in our modern business system is that
of integrity. This means that the enterprise—and in
particular the large corporation—behaves in accordance
with the laws and ethical precepts of a society. More
than this, however, integrity also means that the
corporation ‘“‘does right”” by the claimants who seek its
assistance. “This is not so easy since very often the
claimant groups are alsc the opposition.”
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Though a system of “social audit” may mean
an acceptance of lesser profits in the short-run,
it would definitely be beneficial to the long-term
growth of private enterprise. “Scarcely a handful
of businesses take advantage of the 5% deduction
allowed for contributions. This potentially stag-
gering sum of money could supply more than enough
funds to resolve social problems. Such contributions
would have to be made with the seriousness, analysis.
and careful attention which the same management
regularly gives to their annual capital budgets. But
if that were to happen, these expenditures would clearly
turn out to have been profitable ones, for they would
all tend to reduce present problems and enhance the
log and purchasing power of many individuals,*"
Miller advocates businessmen to take the vangurd in
the “‘war™ against our domestic ills.

The long-term perspective demands that the top:
management pay heed to the circumstances that bring
about the current criticism and take effective action to
answer critics whose arguments have validity.

The Opposition to Social Audit

“Everybody is talking about social audit, but
scarcely anyone agrees with anyone else as to exactly
what it is, and no two organizations are doing it quite
the same way.””*® There are numerous problems that
are incurred with the use of social audits, First, the
social problem for which social audits are adopted are
B_sually short run problems and do not require such a
far reaching solution. Second, it is impossible to-
geterminc an exact measurement. Third, the goals of a
social audit and the information it requires are unrealis-
tic and of no use to society, Fourth, the company’s
financial statements are capable of providing the
information society needs without a separate social
audit. Finally, there are many administrative problems.
that will arise with social audits. A better understand-
ing of each of these criticisms will enable us to under--
stand the pros and cons of social audits.

Very often managers do not know what is expected
of them since the relative importance of a particular-
social issue is continually changing. There is a transi-
tion period under which the importance of different
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issues change causing management to re-adjust its
policies. One observer called this transition period a
“zone of discretion” or a time span for every social
issue before it becomes a matter of social concern and
the time when the acceptance of such issues is so wide
spread that adherence is an unquestioned part of doing
business.*® The same observer describes the period
between the two points as a “period of uncertainty as
to the strength and durability of public support for the
issue, standards of socially acceptable behavior, timing
of desired conformity, and the technologies of resources
available for complying.”’® What is being pointed out
here is that what public opinion considers to be a major
social issue is always changing.

A social audit is supposed to evaluate the total
impact of a corporations social policies. “A company’s
total social impact is far from being understood and is
notoriously elusive to define because virtually every
decision made by a corporate manager has some social
consequences that may not conveniently agree with the
company’s “impact area” however carefully it may be
conceived.” This is a problem of measurement, in
that it is impossible to determine the effects of a profit
oriented or socially oriented decision would have on
the environment in the long run.

There are two reasons why the goals of the social
audit are unrealistic. ‘““The first reason is that there
seems to be an erroneous definition of the users of a
social report, and the information that should be requir-
ed.”’®® 1If a social audit is for the public, then the audit
should be formulated as a cost benefit analysis since the
public does not care how a company promotes its
social goals. What the public is concerned about is
what activities business uses to promote social goals.
“The second reason that the social audit is unrealistic is
because it uses the format of financial statements to
show how a company pursues social goals. The problem
is that financial statements are not set up in a manner
to determine how a company is achieving its goals, even
if they are financial goals.”?*

Regular financial statements are better than a social
audit for three reasons. The simplest reason is cost. It
is cheaper to use a financial statement to find the social
responsiveness of a company than to produce a separate
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social audit. Second is that the credibility of financial
statements is as good, if not better than a social audit
since they are done by certified public accounts. Finally
financial statements can provide its user information on
the organizations responsiveness and acceptance of
social issues, if they are trained on their use.

Finally a system of social audit, like any other new
organizational method will pose administrative problems.
The question of assigning priorities can be a major
problem. Should the company spend more on pollution
control or on training minorities? Should it contribute
to a cleaner environment at the cost of higher prices to
consumers? The demand from various institutions in our
society do and will conflict. How can the businessman
satisfy all these demands?

There can be no simple answer to these questions.
However, one of the primary tasks of top management
to come up with an optimum solution in the face of a
variety of problems.

The priority to be assigned to each of the social tasks
will have to be flexible. It will change from year to
year and also depend on the particular industry the
company is a part of.

There are many advocates of the idea that the
management is primarily responsible to stockholders and
that their objective should be profit maximization.
However, the objective should be profit optimization
not maximization.*

How exactly is the social audit to be conducted?
The association of CPA’s is already working on social
accounting methods and they can be called upon to
devise a suitable method.

Conclusion

The concept of social responsibilities of an organi-
zation has been much discussed in recent years. Most
business-men accept this idea. However, good results
are much more valuable than good intentions, “To
reverse the disaffection the public has for business will
take a lot more than public relation compaigns. It will
take management willing to talk candidly about the bad
as well as the good. It will take management showing
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as much concern for quality of the company’s goods
and services as it does for the enterprise’s profits.”s

Most management authorities agree that this con-
cept has not been sufficiently translated into action.
“In 1970 it has become obvious that the performance
of U.S. corporations in the area of social responsibility
has generally been trivial, considering the scope of their
operations.”*®

The main difficulties seem to be in getting corpora-
tions to change their policies and then translating
policy into practice. Every important advance in
business ethics was achieved through a long and painful
process. The process begins, according to Carr®”
when members of society point out the problems with a
particular company practice. The problems continue
until economic conditions and technological advances
make the practice even more undesirable thus resulting
in more criticism. Businessmen who profit from prac-
tice defend it generating a long period of public contro-
versy until laws are adopted to forbid the practice.
Once the social goal is set, it is natural to look for
appropriate yardsticks to measure the extent of corpo-
rate aid for social purposes. It is suggested that
“social audit” will enable the executives to pursue a
carefully marked out program to reach their social
objectives by providing such a yardstick.

The social audit should be conducted by a team of
people who understand the workings of the company
and industry. “The social audit should be made by a
team of persons who are (1) oriented toward the social
point of view, (2) conversant with business practices
and problems and (3) technically trained in fields such
as law, economics, sociology, psychology, personnel:
government, engineering, philosophy and theology.”
A team of this type would benefit both the corporation
as well as the public by giving a true and accuraie
report.

The social audit would have several advantages :
(1) it would provide a recognized method of bringing
the social point of view to the attention of manage-
ment; (2) the appraisal of individual corporations
would be made by persons outside the company who
would have a more disinterested and detached view of
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its activities than company employees; (3) the creation
of a specialized groups of social auditors would give an
impetus to the consideration and development of
recognized social standards for corporate practice;
(4) the fact that the report on the audit would be made
to the company and not to the public would make
possible complete frankness and at the same time would
make the scheme more acceptable to businessmen.’’®

Another compelling reason for the introduction of
this audit is that it is quite likely that before long
government will pass laws to make it mandatory. For
this reason having a social audit conducted by out-
siders will slow down government action and at the
same time generate public support,

Admittedly this system will pose new problems. But
it is the management’s primary responsibility to solve
problems. Perhaps, it would be appropriate to con-
clude this report with a quotation from Henry Ford II,
taken from a speech he delivered before the Yale
Political Union at Yale University ;

“To translate any set of intentions into results
programs have to be developed and built into the
structure of the organization and its operating pro-
cedures. We need to make changes in our organi-
zation, to allocate responsibility and authority, to
determine priorities, establish targets, time tables
and reporting procedures, make up budgets, pro-
vide incentives and do all the numerous things a
big organization needs to do to reach any goal.”’®*
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Increasing Productivity in Banks

KISHORE C. PADHY

Increasing productivity of banks in India is a
recurring theme in the late ‘70s. A bank is 957, men
«and 5%, money. So labour productivity is the essence
of productivity of banks.

Bank employees have to develop marketing skills to
-retain the present business and to expand it without

adding to costs and affecting bank’s image at the same
time. Job enlargement/enrichment encompassing skill
variety, task identity, rask significance and autonomy is
suggested to transform employees into Managers of
services. SBA approach to training (Change the
situation—Behaviour changes— Attitude changes) may
be adopted. The style of management recommended is a
mix of Y theory (self-control and self-direction) and Z
.theory (compromise and cerporate team work.)

‘Mr Kishore C. Padhy works as Special Officer, Long Range
Planning in State Bank of India, Bhubaneswar Local Head
Office and writes extensively on banking, rural development and
management. Also is a recepient of the Indian Institute of
Banker’s Sir Purshottamdas Thakurdas Memorial Prize (1973)
-and Rotary Fellowship of International Understanding (1980).

Increasing productivity of banks in India is a re-
curring theme in the late '70s. Productivity is the .
relationship to output of each of the three major
categories of inputs—namely, men, money, and
machine—in a given period. A bank is 95% men and
5% money. So, the measurement of productivity
becqmes admittedly an intricate problem in a labour
intensive service organisation.

Measurement of Productivity —Banks

The yardsticks of measurement usually adopted are :
—Deposits/credit per employee;

—Growth in deposits/credit per employee;

—Total assets per employee;

—Total assets growth per employee;

—Net operating income per employee;

—Net operating income growth per employee;
—Operating profit per employee;

—Operating profit growth per employee;

Average assets per employee and revenue per employee
in American Banks is as high as $1.8 million and $2
lakhs respectively, yet American Productivity Centre
has singled out banking as a poor productivity per-
former. Considering the stage of the country’s economic
development, business potentials and state of techno-
logy of the banks’ operations, performance of Indian
banks measured by anyone of these eight yardsticks
cannot be compared with their American or European
counterparts.
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If the output in banking is seen primarily as deposits
and credit, deposits per employee and credits for
employee have risen over the last five years for the
banking system in India as a whole. But the figures
cannot be related directly only to staff effort in a given
year as a number of factors such as inflation, deficit
financing, branch expansion and credit policy of the
Government are relevant in this context. On the other
hand, if income, expenses and profitability are used as
indices of efficiency, the per employee profit in our
public sector banks is Rs. 0.01 lakh only whereas the
per employee staff expenses is as high as Rs. 0.12 lakhs.
Moreover, the spread of interest has gradually reduced
over years and the spread of expenses has perceptibly
risen for the public sector banks. However, these
indices do not necessarily indicate low productivity
because interest rates and cost of living index linked
wage structures—the major determinants of income and
expenses—are beyond the pale of the banking system.
Further, ‘area prosperity’ and ‘people prosperity’ ap-
proaches reflected in opening of new branches in rural
centres and earmarking a portion of lending to the
priority sectors also have a considerable impact on pro-
fits. To go by the profit criterion, in the present state of
Indian economy where social costs and benefits are
becoming more important is to live in a make-believe
world. To be in tune with the social forces of the time,
it is necessary to evaluate the bank’s productivity
from a social rather than purely quantitative point
of view.

Moreover, quantitative estimates do not present a
realistic picture in a cost push inflationary situation as
ever increasing product price covers up operational
inefficiency to a large extent. As such, the bank pro-
ductivity is to be measured in qualitative terms,
namely, (a) the state of maintenance of books and
accounts and security of assets like cash and invest-
ment, (b) quality of lending, and (c) customer service.
Fraud, forgery and bank robbery have become daily
occurences. Without production of statistical evidence,
it suffices to say, on the basis of empirical studies
that the quality of lending and services to customers
leave much to  be desired. Thus, on the basis of
qualitative, besides quantitative, determinants of effi-
ciency, the conclusion is inescapable that there is sub-
stantial scope for improvement of productivity in banks.
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Factors effecting productivity

Facilitators

(i) Awareness of social obligations
(i) Emergence of managerial philosophy
(iii) Young and enterprising middle management
(iv) Well paid and highly educated staff
(v) Accelerated training activities
(vi) Changing outlook of union
(vii) Emphasis on excellent customer service.

Restraining factors

(i) Industrial relations
(ii) Absenteeism
(iii) Work norm
(iv) System and procedure
(v) State of technology
(vi) Marketing skills and techniques
(vii) Death of a job.

The restraining factors may be examined at length:
as policy prescriptions for improving productivity are to:
be based on such a systematic analysis.

Industrial relations

Industrial relations in banking industry is at a low-
ebb :

(i) Supervisors nurture a feeling of being let down,
do not trust management intentions and rely on
pressure and direct action than on peaceable
representation. The middle level officers aptly
described as ‘foregotten men' in the industry
forge unity to form association. The manage-
ment feels that the supervisors heing part of the.
management should be disciplined, should be-
have in a responsible way and should have
trust in management goodwill. As their images.
of each other known only to themselves, remain
unrecognised by each other, there is need-
less exchange of correspondence, conflict and
confrontation.
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(i) A survey among the public sector bank emp-
loyees indicated that the climate of employer-
employee relation is not good. The employees’
rating of different factors/facilities is given as
under :

Monetary benefits
Training
Recognition

High

Employee welfare
Working condition

Promotion
Communications
Grievances handling
Style of Management

Average

Participation
Discipline and control

Low

To quote Federick Herzberg, “The absence of such
factors as good supervisor and employee relations and
Eberal fringe benefits can make a worker unhappy but
their presence will not make him to work harder.”’

(iii) The employees are also highly unionised.
Unions share nominally the management ob-
Jectives of productivity, profitability and growth.
They are suspicious of the basic principle that
good work should be rewarded. In bank like
nature, there are neither reward nor punish-
ments. There are consequences not for the doer
alone but for all others.

(iv) The employees for various historical and other
reasons consider their rights or convenience
more important than work. They are less
inclined to accept managerial authority on
transfer, job rotation and a host of other related
issues. The first line supervisor does not
and is not allowed to work as a captain of the

team.

(v)

There is no procedure to handle problem
employees.

Absenteeism

Absenteeism results in loss of productivity, increased

329

cost to the industry, loss in stability of work perfor-
mance and loss of workers in skill and efficiency.

To apply Kurt Lewin’s field theory B=(P, E), the
behaviour of absence is a function of personal and
environment factors. The causes of absenteeism on
macro level are rural origin of employees—behavioural
pattern affected by social, cultural and economic
background and lack of commitment to the job. At
the microlevel, the following organisational, personal
and external factors are resposible for absenteeism :

(i) Work environment—Monotony, lack of team
work and co-operation in work group, work
milieu influenced by lenient policy granting
leave and condoning/regularising unauthorised
leave.

(ii) External—Climatic conditions, lack of adequate

accommodation, insufficient transport, lack of

recreational facilities, ete.

Incidence of absenteeism is higher with younger
employees enjoying new income, female employees and
employees who are relatively aged, saddled with
growing family responsibilities. Large banks and large
branches of the banks have higher absence rate. It
increases as the number of employees reporting to one
supervising official increases. It also increases as
overtime increases. Frequency of absence is more in
places with poor physical working conditions and in
less easily accessible or metropolitan areas where the
employees have to cover longer distance to join the
work situation. The period of absence coincides with
days before or after holidays and week-ends.

Work norm

(i) There is no prescribed work norm. Total job
of the employee is not fully delineated. Work is neither
defined nor described in detail and yet both the
management and workmen blame each other for not
doing the work. Time motion study of Taylorism
is in its infahcy. There is no management by measure-
ment,

(ii) Standardisation is not an accepted norm. So
the nature and quantum of work is different from one
employee to another.
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(iii) Obedience to superiors is not taken as a
virtue. The bank employee does not develop ties
with his superiors and subordinates on the basis of the
vertical principle of work.

(iv) Employee appraisal is subjective. Reporting
official does not maintain diary noting significant
achievement of the employees. There are no opportu-
nities for the employee’s self-rating and rating by his
peers. Counselling is not a part of the appraisal
system.

System and procedure

The systems and procedures determine effectiveness,
efficiency and economy of operations which have a
bearing on customer service and productivity, Banking
routine operations consist of : registration in forms,
vouchers, etc., maintenance of registers and ledgers,
classification of transactions into definite categories,
doing simple arithmetic and controlling activities
through a report return system. The traditional systems
and procedure suffer from :

(i) Repetitiveness of work steps;

(ii) Backtracking in work flow;

(iii) Duplication of work to ensure accuracy;

(iv) Checking at multiple points by different
persons;

(v) Improper sequence of work steps resulting in
increased work flow;

(vi) Proliferation of forms and returns which do

not inform.
State of technology

In our country, we witness a paradox of technolo-
gical progressiveness and banking primitivism. The
banking world is on the threshold of cashless and
chequeless society. Our banks are engaged in mass
banking with a manual system of technology.
Collection, processing, storage and retrieval of data are
done manually and inefficiently with great inconvenien-
ces for both the customers and the bank. In effect we
are doing banking for today and tomorrow with
yesterday’s tools.

PRODUCTIVITY
Marketing skills and technique

Customer loyalty is a thing of the past. The typical
problems are :

(i) how to satisfy the high saver who cares for rate:
than the safety of funds;

(ii) how to deal with small ones without adding to-
cost and burning bridges at the same time;

(iil) how to become a nice bank and avoid reputa-
tion for being a pushover.

Bank employees are to sharpen their marketing
skills and technique to retain the existing business and
to expand it.

Death of a job

Our banks face the risk of death of job. The reasons.
are : job fragmentation, minute specification, excessive
monitoring for perfect practice, removal of fund and
excitement and deskilling by monotonous repetition of
work steps. Death of a job is a demotivating factor
sharply reducing work productivity.

Low productivity tackling continuum

The steps taken/to be taken for tackling low pro-
ductivity are presented as under :

b4 Stage [ Stage Il Stage III Stage IV
Uncertai- Awaken- Enlight- Certainty
nty ing enment

Manage- Nocom- Aware Better Commit-
ment prehen-  but resig- awareness ment to
attitude sion ned Determi- tackle
despair nation positive
attitude
Problem No under- Problem Problem . Determin-
handling standing is tackled identified ed efforts
and reso- as and and resol- made to
Iution where ved in an forsee pro-
basis orderly blems and
fashion  prevent
them
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Increasing productivity

Industrial relations

(i) Unionism—Perhaps the productivity would
have been higher if unions are non-existent but unions,
intended to preclude exploitation, have come to stay
and should not be allowed, in turn, to exploit the
management. The principle of participating manage-
ment is accepted in principle but the bank management
negotiating with the unions of clerical staff and first
line and middle level supervisors should delineate the
zone of indifference whereby subordinates should be
indifferent about questioning some aspects of the
superior’s  orders, e.g. transfer from one place to
another and from one department to another. They,
on their part, should use the law of reversal to get
results.

(i) Fourth P’s—Banks should give incentives
financial and non-financial to enable some employees
to rise little higher than the average. Well-defined good
performance rather than age, experience, or seniority in
service should be given weightage for promotion.
Increments and other benefits should not be given as a
matter of routine. ‘Peak performance for peak profits—
four p’s of productivity should be the motto.

(iii) Problem employees—Problem employees have
emotional immaturity and/or poor health and suffer
from lack of skill in the job, misplacemsnt, inadequate
supervision and incompatibility with the supervisor.
Bank® recruitment should have clear cut employment
specifications and use tests to find out skills and per-
sonal characteristics suitable for banking. Those who
become problems after joining the institutions are to
be apprised where they stand, may be shifted to job
where they are suitable and in extreme cases, may have
to be disciplined.

(iv) Employee relation programme—Employee
relation programme should be organised to streamline
grievance procedure and to reduce employees’ com-

_ plaints without intervention of the unions.

(v) Unproductive work force—Banks should
minimise proliferation of such categories of workers as
messengers, peons, and watchmen by rationalising work
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and negotiating with the unions for deployment of
existing staff to perform more productive work.

Absenteeism

(i) Attendance and leave rules—Banks have to
formulate an employee attendance policy and enforce
progressive discipline. The following measures intro-
duced during the period of internal emergency e.g.
enforcement of punctuality in attendance, introduction
of lunch recess/movement register, maintenance of
diaries of daily work, regulation of overtime, enforce-
ment of leave rules, allotment of full days’ work to
union office bearers, etc., may be reinforced with
seriousness of purpose and direction.

(ii) Flexi time—Division of time into discretionary
time (6 a.m. to 9 a.m.and 3 p.m. to 7 p.m.) and core
time (9 a.m. to 3 p.m.) may be made to make employee’s
presence during the latter period obligatory while
allowing him to retain his option to be present during
the discretionary time. Flexi time improves employee’s
handling of fluctuating workload, suits his bodyclock to
optimise performance and improves customer service.
But the typical problems are : getting the employees
when you really want them, appointment of part time
employees (with known opposition of the unions) and
difficulties of its implementation in certain inter-
dependent tasks. ;

(iii) Incentives punishment—Absenteeism can be
discouraged by taking a firm stand on discipline and by
using incentives such as bonus and recognition for
attendance.

(iv) Counselling—Intensive counselling is to be done
for habitual absentee to identify the reasons for his
withdrawal from the system and to help him to take
charge of himself.

Work norm

(i) Reorganisation of work—1It is high time, banks
fix work norms or performance standard in branches
classified population groupwise. Branch activity analysis
which analysés activities and charts and times various
steps could be usefully employed to settle work norm.
The basic issues are security, responsibilility and
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accuracy. The banks are to take calculated risk com-
mensurate with their resource position to extent share
of self-supervision by the clerks and to reallocate the
present task between the clerks and officers to ensure
greater flow of work.

(ii) Work philosophy— Zero defect service’ should
be work philosophy of banks signifying Confucian
virtue of perfection in one’s work. The employee who
competes with others or himself to excel should be

~ suitably rewarded. An average employee must also
be subject to doctrine of completed staff work. Manage-
ment at all levels must set examples to personify the
work philosophy.

(iii) Appraisal—Appraisal of employees (officer and
clerk) has to be made on objective considerations,
allowing for the employee’s self-rating and rating by
his peers.

Systems and Procedures

(i) Routine operations: Banks have to design
functional vouchers and two or three comprehensive
returns which are to be periodically updated. They
have to implement more ‘one step banking’ devices to
usher in a procedure revolution.

(ii) Kiss rule: Banks have to implement Kiss
(keep it simple, stupid) rule, New procedures must be
simple and easy to learn, implement and monitor.

(iii) Job enlargement : Appropriate changes in
systems and procedures have to be initiated for facilitat-
ing job enlargement/enrichment.

State of technology

(i) Mechanisation : Machanisation is a systematic
response to problems of mass banking. It rationalises
work procedure, facilitates speedier performanace of
tasks, reduces cost of operations and improves the
employee’s productivity. We are in the threshold of
cashless and chequeless society with introduction of
Electronic Fund Transfer System (EFT) for making
payments. Automatic clearing House and Automatic
Payroll Deposit developed as alternatives to cheques
have ushered in ‘Banking without paper’. Automatic
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Teller Machine has made such concepts as office hours,
employee’s skill and motivation redundant for limited
purpose of accepting deposits/effecting payments/
providing balance information. Electronic Mail has
assaulted the bastion of manual processing—the office.
It distributes message fast and cheap, reduces paper
work and increases the productivity of the offlce staff.
With an entirely different factor endowments, the extent
of mechanisation and sophistication in our banks will
have to be different depending on employee’s skill and
orientation, volume of transactions and security, For
example, Adding/Listing Machines/Calculators may
be introduced for listing/totalling transactions. balancing
and interest application, Accounting Machines for
recording descriptive particulars and Cash Register for
effecting cash receipts/payments.

(ii) Computerisation : Computerisation is necessary
for streamling information system and for processing
and storage of data. It can be used at different points
of time for different purposes e.g. personnel skill
inventory, micro-filming of records and storage for
future retrieval, payroll/term deposits management etc.
The rising cost and stagnating productivity of the
employees makes it necessary. Computer advances and
sharp reduction in cost of computerisation makes it
attractive. It is not possible in the circumstances of
our country to introduce OMAHA i.e. banking by
cable TV to give the customers TV access to all
accounts carried on in banks customer information file.
Banks should have computerisation to the extent
necessary to achieve customer-oriented productivity.

Marketing and customer service

(i) Incomplete service revolution : Banks have gone
a long way from the days when their motto was ‘Never
do something for the first time'. Yet, the service revo-
lution is incomplete in terms of (a) services offered,
(b) customer groups covered. They are yet to offer
intensely customer satisfying services i.e. Personnel
Advisory Service, Investment Service, Hire Purchase
Service, etc. Though they have adopted market seg-
mentation, they have not been serious about an impor-
tant sub-group of personal segment j.e. women. Poor
people, below the povertyline, who constitute more
than 50 per cent of our population get a small portion
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of the total bank assistance. Bank marketing recog-
nisedly is no substitute for income and employment
policy. Nevertheless, there is no real mass banking
unless these unpriviledged millions are brought into
the fold of the banking system.

(ii) Customer Service : Mass banking has made the
customer a sovereign in theory but it cannot be said
with certainty that he is one in practice. Itis often
presumed that competition among twenty-one public
sector banks ensures the quality of customer service.
It is not understood that when banks are free to do as
they please them, they imitate one another. It is not
known whether a bank retains its present business or
acquires much of new business through its competitors
vices rather than its own virtues. By aiming at zero
defect service, implementing doctrine of completed staff
work and developing 5’°C’s of communication skill
among the employees—coordination, cooperation,
correlation and correction—banks must render excellent
customer service.

(iii) Complaints : Complaints can help the banks
to compete and to increase per employee productivity.
People do not complain because it is not worth it.
They do not know how and where to complain. They
also do not believe that bank will do anything. Dis-
satisfying customer tells on an average about 10 other
people whereas satisfied one tells only half as many.
What banks do not know can hurt them. It isas
fatal as it is cowardly to blink at facts because they are
not to our taste. It is necessary for banks to seek out
complaint rather than to wait for it to come and to
settle it without delay.

(iv) Customer oriented productivity : The traditional
view of productivity in terms of cost reduction and
operational efficiency is irrelevant at present. Banks
are to promote customer-oriented productivity, In
fact, the customers doing something for themselves,
more pleasantly and efficiently (e.g. handling mechani-
cal aids) may add to the bank’s productivity.

(v) Public relations : Marketing is part public rela-
tions, part services. Public relations need not be the
‘art of making the whole lies out of half truth’. It has
to be the ‘art of arranging so that people like you’.
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There are four essential ingredients in effective public
relations, namely, ‘attention, interest, desire and action’.
The basic rule in public relations is that there are no
rules. Direct marketing organised through public rela-
tions is a ‘what’ medium not a ‘why’ medium. It can
show what the results are in terms of business and
productivity gains.

Creativity

(i) Job enlargement/enrichment : Jobs are to be
redesigned in banks to make them challenging. It
should start at the bottom than at the top and should
be implemented with active participation of all emp-
loyees and consent of unions. It must also be accepted
that the core jobs cannot be redesigned. Individuals
with complementary specialisations may be associated
in mutually supportive and responsible teams and the
job should be redesigned to meet as many needs of the
employees as possible. It must encompass (i) skill
variety, (ii) task identity, (iii) task significance, (iv)
autonomy. Variety is the spice of life and harnesses
employee’s latent talents and abilities. Task identity
&ives him the whole job so that the employee becomes
not merely a clerk or officer but manager of services.
Tasks’ significance establishes client relationship
between the employees and the end users of his service
i.e. customers. Autonomy heightens the sense of job
ownership. Thus, job enlargement/enrichment pro-
motes productivity of bank employees.

(ii) Autonomous work team : Autonomous work
teams formed to look after group of customers has
worked well in French banks where every member
learns to do every job. It is observed that as little as
15 basic skills are required to make every staff know
the whole process. The employees are fitted on the
basis of work and mutual likes and dislikes and the
supervision is conspicuous by its absence. The problems
of working it out were: hostility of the unions and
executives who perceived it as deprivation of their
power and pay differentials based on age and length of
services, not on skills and quality of work. With reso-
lution of these basic problems, autonomous work teams
can make employees self-supervised entities, which
reduces cost of banking operations and improves their
productivity.
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to be pooled to bring back the needed rhythm in opera-
tion. Though the position has considerably improved,
the industry is still passing through anxious moments
on account of power shortage in parts of the country.
Our men and machines are in a position to attain
higher productivity levels, if the major inputs are avail-
able un-interruptedly in the required quantity and
quality.

Key Areas

The key areas directly affecting the achievements
of our output plans and lying within the control
of the industry are keeping the equipment in good con-
dition, healthy management practices in industrial
relations and adequate motivation of managers and
workers. Although the availability of major raw mate-
rials and power has to come largely from external
agencies, our efforts are to minimise the effects of the
shortages in supply by optimising production of the
major inputs, wherever possible, from our captive
sources.

Equipment Condition and Availability

As the health of the equipment has necessarily to be
maintained in good condition, implementation of the
Preventive Maintenance Schedules as well as Planned
Capital Repairs have been receiving a major thrust for
the last three years. Carrying out of major capital
repairs and preventive maintenance jobs have resulted
in the availability of equipment for operation ata high
level.

Other measures in this direction include drive for
strict adherence to technical regimes and improving the
quality of repairs, ensuring timely supply of all
critical spare parts and maximising the production of
all the engineering shops and foundries.

For ensuring increased productivity from the avail-
able facilities, we have planned the following steps to
be taken :

(ii) Adherence to casting schedules in the blast
furnaces;

(ii) To attain the specified average heat size and
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duration in the steel melting shops through
proper charging and technological control;
(iii) To minimise the track time of heats in order
to reduce the heat delays in 'Blooming/Slabbing
Mills;

(iv) To have optimum rolling programmes in the
Rolling Mills consistent with market demand;
and

(v)

To make determined efforts to improve the
technological and human discipline.

Captive Power Generation

As we all know, the industry has been facing even
now intermittent restrictions in the supply of power
from Public Utilities. The captive generation units at
the Steel Plants are provided to only supplement the
external availability in order to prevent damage- to
equipment in times of crises. Besides, the captive
generation is dependent upon the steam availability for
the power units after meeting the primary requirements
of processed steam in the plant.

Another measure taken in this area is to plan for
economising electrical energy in terms of consumption
per tonne of saleable steel.

Techno-economic Norms

Norms have been fixed in respect of vital techno-
economic indices having direct impact on productivity
and profitability. These norms are being monitored
meticulously at the plant level as well as at the Corpo-
rate level.

Substantial reduction has been planned in “‘coke
rate” by improved burden preparation, higher use of
sinter, and improved blast temperature and other tech-
nological parameters of Blast Furnace.

Key result areas for effecting energy savings both on
short term and long term basis are being worked out
by SAIL’s R & D Centre. The objective is to draw an
Energy Conservation Programme for 5 years for the
steel industry.
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Savings in Petro-fuel Consumption

Even with the higher levels of output planned gene-
rally, economising on the consumption of furnace oil/
naptha at the main steel plants is being emphasised.

Norms of Productivity

A committee has been constituted at the Corporate
Office for monitoring the fulfilment of Production and
Productivity norms through regular feed back from the
steel plants. The Committee has already been function-
ing with full vigour. In addition to overall Producti-
vity Norms for the plants, shopwise norms are also
being worked out in order to motivate the employee in
each shop to attain higher levels of production and
produtivity. Efforts are also on to eliminate wasteful
and restrictive practices to the extent possible. These
areas include the technological regimes as also the
human aspects, each of whiclbis coalescing on the
other.

Personnel

We propose to contain the manpower at almost the
present level for the existing activities. With increased
output, this will help in attaining higher labour produc-
tivity.

A close watch is being kept on the IR developments
in the Plants. Measures have also been taken to
improve the grievance machinery for expediting the
redressal of the grievances and a drive initiated to
reduce the pending grievances of the employees by
quicker disposal to avoid frustration to the employees
otherwise. Other measures include strengthening
.employee communication, developing better understand-
ing, stepping up decision-making at all levels and
intensifying manpower planning and training schemes.

Long Term Measures to Improve Productivity and
Profitability

Some of the “measures taken for improving pro-
-ductivity and profitability on a long term basis include
removing obsolescence, upgrading technologies, diversi-
fying with high value products etc. These measures
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may involve changes in the equipment, modifications
in the structures, provision of balancing facilities,
revamping, peripheral expansion and the like. While
the R & D Centre takes care of the technological areas
and development of new products and processes, a
Centre for Engineering and Technology has been
recently organised to step up the designing and project
work in SAIL Plants. This new organisation will
play a significant role in the development of steel indus-
try in the public sectors. Similarly, a Centre for Raw
Materials and Mining is also being set up to develop
strategies for exploration and exploitation of our non-
replenishable raw materials in a scientific and efficient
manner. As a long term measure to minimise the
severity of the effect of power shortage from Public
Utilities, the captive power generation {capacity at the
steel plants at Bokaro, Durgapur, Rourkela and Bhilai
is being augmented by installing new units.

Concept of Productivity & its Measurement

Having outlined the various measures and strate-
gies taken, or being initiated, for improving pro-
ductivity in its various facets on short and long term
basis, the questions are : What is the yard-stick which
measures the total productivity of integrated steel
plants like ours? Shall it be (i) the working results; or
(i) the ratio of profits (gross or net) to capital employ-
ed; or (iii) sales turnover to capital employed; or (iv)
value added to capital employed; or (v) contribution to
the national economy; or (vi) simply the capacity
utilisation; or (vii) equipment utilisation; or (viii) out-
put of crude steel per employee (only works or total
employment in the Company)? How do we make
interplant comparison of even labour productivity
taking into account the degree of sophistication and
further finishing in the form of cold rolling, coating,
fabricating into tubes/pipes, and also produce saleable
pig iron, fertilisers and coal chemicals and other by-
products and finally the age of technology adopted in
each plant?

International comparison is much more difficult
because of the peculiar socio-economic political com-
pulsions in our country is not only setting up of the
industry but also in capital investment, technology as
well as the social benefits and amenities such as town-
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ship, education etc., captive raw material and other
input sources forming the assembly cost, captive design
engineering, construction and maintenance organisa-
tions, and finally the size of total employment in each
steel plant.

" In the late sixties, a study was undertaken by the
U.N. Economic Commission for Europe to study the
various measures of labour productivity in the steel
industries in thirteen different countries with the sole
objective of standardising the definition of “Total
Labour Productivity in the Steel Industry” enabling
international comparisons really meaningful. The study
repoft suggested an index of labour productivity in
which the output took into account the various factors
mentioned above and particularly the degree of sophis-
tication and finishing of the steel products as well as
the various coal chemicals, fertilisers, by-products, pig
iron. slag and the like.

SAIL, had been following the conventional method
of measurement of Labour Productivity for a number

-
[
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of years. As per this method, the labour productivity
was measured in terms of Ingot Tonnes per man-year
(including 25% credit for Saleable Pig Iron Produc-
tion). In view of the shortcomings of this method:
listed in above paras, the matter had been engaging
our attention for quite some time. Consequently, SAIL
have been able to evolve an alternative method of
productivity measurement for Inter-Plant Comparison
of Labour Productivity. As per this method, which is.
quite similar to the method suggested in the study
report of the U.N. Economic Commission for Europe,
weightages are assigned to various products, viz., Coke,
By-Products, Sinter, Hot Metal, Intermediate &
Finished Products of Rolling Mills etc. for their conver-
sion into equivalent Ingot Steel Tonnes. Labour
Productivity is then computed in terms of equivalent
Ingot Steel Tonnes per man-year. These weightages
(equivalent factors) are common for various Steel
Plants of SAIL (including IISCO). This method is
being followed on expérimental bzisis by us at present
in addition to the conventional me¢thod of measurement
of Labour Productivity.
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An attempt is made to work out a model for

| measuring total productivity in manufacturing

| organisations with a constantly changing product mix as
| a partial measure in these circumstances will be :
delusive. The model takes care to aggregate outputs in a

way that reflects their contribution to the effectiveness of
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821 Loxford Terrace Silver Spring, Maryland-20901

Assumptions

1. To “improve” productivity we must first measure

it so as to have a datum from which to measure
change.

2. With a constantly changing mix of output &
partial measure may be delusive; steel output measured
in tons may show false labor productivity readings
reflecting the average size of steel sections, or show in-
creased labor productivity from slower rolling speeds,

and so forth. A total measure of all costs and values is
needed.

Purpose of this Paper

1. In this paper, the discussion will center on am:
algorithm for computing and manipulating :

a. Sum AO=Aggregated outputs (any period)
b. Sum RI=Resource inputs (any period)

2. Care will be taken to “aggregate outputs in a

way that reflects their contribution to the effectiveness

of the organization.” (Improving Productivity and

Effectiveness, M.E. Mundel, Prentice-Hall and APO,

1983, p. 16).

1. This paper is adapted from a 1982 working paper of the
“Firm Level Productivity Project” of the Asian Productivity

Organization.
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NOTE : Base period output values and measured
period output values should be only of
product of acceptable quality.

3. Notes The method requires the establishment of :

a. Fixed hourly rates for all units of facility.

b. Standard times for all steps in processing all
products.

c. Base year hourly energy cost for operating each
facility, where energy is an important and
alterable component, as in iron and steel: to
some extent in machining; probably not in
pharmaceutics. (If tool costs are important as
energy, then may be handled as energy will be
handled later).

4. Computing APO (AO partial) : (Management
and other non-direct costs will be added later;

see 5).
Let m = measured period; b=base year
Q = Quantity of each product, 1 thru i

(%1, & $pg) -+ ST Gy
+ $ygp)l - + Qim ST, i (5,
+8gp ) o + ST Gy +

(b) AOPr = Same as AOPm, except QI...Qi are
base period values and are counts of only accept-
able quality products.

5. Computing RIP (RI partial): (Management and
other non-direct costs will be added later; see 6.)

(a) Let X, be the hours available on facility 1 for
the measured or base period; X, the hours avail-
able on facility 2, etc. It is presumed that, in
most cases, all values of X will be equal except
for those pieces of equipment with unusual main-
tenance cycles, or those added during the
measured period.
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(b) Further, let :

sEb = Total enmergy cost and tooling, base
period
$ g = Total energy cost and tooling, measured
period, computed from energy and tool
Quantities and base year § rates for
energy and tools to avoid dependence on
external inflation or deflation rates.
Hp = Base year labor hours
Hm = Measured year labor hours
sLb = Base year labour cost in dollars

(c¢) Computations :

(1) RIP (RI partial)common = X, 8 +X;8...
XN N

(2) RIPm = RIPcommon - - 2djustment for)
(any new equipment)

Hm
Hn

+ ‘Em i $1p X

(Note: Last term in (2) avoids labor rate adjust-
ments.)

Note : If plant utilization decreased in the measured
year productivity will decrease; if utilization increases

(without other offsetting costs) productivity will
increase. I believe this is correct.

6. Adding management and other overhead costs
(e.g. material handling, maintenance, etc.) :

(a) Compute total for base period as a money
value; designate as $ob.

(b) Sum RIb = RIP» + $o»
(c) Determine, to compute Rlm :
(1) HRMB = Average hourly rate, manage-

ment, base year (M)
(2) HRSB = Same as (1), supervisors (S)

(3) HR RB = Same as (1), maintenance (R)




4) HR,HB = Same as (1), material-handlers
* (H)

(5) HRp = Same as (1), clericals (C)

(6) HRyp = Same as (1), all other (O)

{d) Let HA = Actual hours worked; each group
of c supra, groups, using subscripts
of 6c, for measured period.

(e) Computation of Sum RIm appears in f, following :
(f) Compute Sum RIn as :

Sum RIm = RIPm (see 5¢) + HAMm 5 HRMB

> HAR X HRRB e + HAOm X

HR

m

OB

(Note : This equation avoids the assumption that
all wages change equally.)

(g) Compute Sum AOp as :
Sum AOp = AOP» (see 5¢) + $ob (see 6a)

{h) Compute Sum AOm as :

Sum AOm = AOPm (see 5¢) + AOP

AOPy *o

7. Computing productivity :

Sum AOm
_Sum RIm
Sum AO»p
Sum RIp
(b) For detailed computations of terms, see previous
sections.

(a) Productivity =

{c) Correcting for quality :
Compute AOma where :

AOmg = Value of defective product com-
puted per equation 4c but using Q
values for defects.

Sum AOm :
Sum RlIm AOm — AO
Corrected = = .
orrecte S A AOn
Sum Ry

‘Summary to this point :
1. Data needed :

{a) Unit facility hourly rates (in monetary terms
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including labor) and without labor on each
piece of facility.

(b) Standard time for each product on each piece
of facility used.

(c) Quantity of each product, base measured year
or period.

(d) Time per period (base or measured) available
on each piece of facility.

(e) Management, materials handling, maintenance
and other non-direct costs, base period.

(f) Energy and tool costs, base year, per piece of
facility, per hour.

(g) Energy cost total plant, base year.

(h) Energy cost total plant, measured year or
period, using measured year (or period) quanti-
ties but base year prices.

(i) Average hourly pay rate, management and
overhead labor, base year, or period for :

(1) Managers

(2) Supervisors

(3) Maintenance workers
(4) Material handlers

(5) Clericals

(6) All others

Effects of various changes as reflected by this
productivity equation :

(a) If management (and other overhead) costs
increase faster than the value of the outputs,
after correcting for inflation-deflation, producti-
vity will appear to fall.

(b) If new equipment is installed, the return (incre-
ment to partial AO) should exceed the cost
(increment to partial RI), unless it was a bad
investment.

(c) Selling price changes will not be reflected in the
productivity equation. This is correct in that
selling price affects “‘effectiveness’’, not pro-
ductivity.

(d) The method will reflect actual productivity,
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‘compensating for differences in the mix of 2. Modifications
outputs.

(¢) Deflation or inflation of costs is not tied to a
price index; all costs do not alter in a similar

manner; fixed equipment has similar fixed costs
for considerable periods of time.

(a) Machining and pharmaceutical manufacturing
may find the energy related terms to be minor
and not use them,

Notes : (b) Machining may find a new item, tool costs, to
1. General : It is expected that this general method be important, and treat these in a manner
may be applied to machining, pharmaceutical similar to the method used, in this paper, for
manufacturing and iron and steel, etc., with minor energy, and add this factor to the productivity

modifications. equation,
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OFFERS

Consultancy Services under its
Productivity Survey & Imple-
mentation Service (PSIS)

PSIS is designed to assist an enterprise in making the most of its investment in
productive resources

It undertakes analytical studies for identifying the weak areas of an enterprise

It devises improved systems and procedures, making specific recommendations for

their application to improve the operational efficiency of the enterprise, indicating
anticipated gains and additional costs, if any

It provides assistance, including staff training, in the introduction of improved
systems as might be required by the enterprise

For further details, please write to
THE DIRECTOR-GENERAL

NATIONAL PRODUCTIVITY COUNCIL

Utpadakta Bhavan, Lodi Road
New Delhi-110 003
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Productivity Trends of Key Industries

in the Public Sector

C. VENKATARAMAN

The productivity levels of basic industries influence
the productivity levels of other industries. The
performance of the enterprises in the basic industries, is,
therefore, a matter of great importance to the national
economy. The already huge investment of about
Rs. 15,000 crores in these industry groups, is likely to
increase further p rogressively. In this paper, productive
efficiencies in terms of capacity utilisation and
Dprofitability ratios are focussed and broad conclusions
drawn.

Mr C. Venkataraman, Special Secretary to Government of
India & Director General, Bureau of Public Enterprises.

Introduction

Basis industries which include steel, non-ferrous
metals such as aluminium, copper and zinc, coal, petro-
leum and fertilizers provide the sinews for economic
growth. The share of public sector in these basic raw
material category of industries is almost 100% in coal &
lignite, copper, lead and petroleum, 789 in steel, 8174
in zinc and 52Y% in fertilizers in relation to the couatry’s
total production in each of these industries. An
analysis of the total investment, which is of the order
of Rs. 25,000 crores in the Central Private Sector,
would show that the above groups of activities account
for almost 60% of the total investment. By their very
nature, these products provide linkages to a host of
other industries both in the public and private sector.
The productivity' levels of basic industries influence the
productivity levels of other industries. The performance
of the enterprises in the basic industries, is, therefore, a
matter of great importance to the national economy.
The already huge investment of about Rs. 15,000 crores
in these industry grouaps, is likely to increase further
progressively. In this paper, productive efficiencies in
terms of capacity utilisation and profitability ratios are
focussed and broad conclusions drawn.

Productivity Trends

Steel : Steel industry in the public sector as a group ,
shows phenomenal growth in terms of investment.
Over two decades ago, the investment in this sector was




346

Rs. 724 crores which rose to Rs. 3120 crores in 1972-73
and Rs. 4908 crores at the end of 1981-82. About 20%
of the total investment today in the public sector is in
the steel sector.

A good indicator of performance level of any
industry which manufactures/produces goods is the
level of capacity utilisation. Steel industry, in terms
of production of steel ingot shows capacity utilisation
of —

71% in 1982-83

71%; in 1981-82

58% in 1980-81

659 in 1979-80

679, in 1978-79
The performance trends indicate an upward movement
in terms of utilisation of the installed capacities over

the five year period; though there is still considerable
gap between the potential and actual levels.

Another useful indicator of efficiency of the invested
resources is the ratio of gross profit to capital employed.
Here, the steel group shows a declining trend. The
table below indicates the position for 5 years.

1982-83 — 22%
1981-82 — 4.5%
1980-81 — 4.0%
1979-80 — -3.5%
1978-719 — 6.2%

Minerals & Metals : Capacity utilisation picture under
the broad homogeneous group of Minerals & Metals
presents a mixed pattern. Aluminium, copper, zinc and
lead are important metalliferrous industries in this
group. In a table below, the extent of capacity utilisa-
tion of these industries over the last 5 years is shown.

1982-83 1981-82 1980-81 1979-80 1978-79

Aluminium 449 36% 59% 60% 67%
Copper tp L4 58% 3 - 81% 47
Zinc 58% 62% 59% 59% 68%
Lead RN W% B 68 MY
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The performance over the years presents a mixed
pattern. Capacity utilisation of copper shows upward
trend. High levels of capacity utilisation are noticed
in respect of lead production (above 75%); other groups
operated at low levels.

Two other important groups under the cognate
classification of Minerals & Metals are coal & lignite.
One has to exercise caution in trying to interpret capa-
city utilisation of this extractive industry; as the prob-
lem of determining capacity and interpreting the pro-
duction with reference to installed plant and equipment
is acute. First, the resources are of depleting nature. As
the old mines get exhausted, development of new mines
takes place. Second, at the time of nationalisation of
coking coal mines in May 1972 and non-coking coal
mines in May 1973, with a good number in the
unorganised sector, determination of the capacities of
those mines was found to be difficult. Nevertheless,
broad indication is available to show that the extent of
utilisation ranges from 609 to over 75% in a span of
5 years.

The profitability ratio of minerals & metals as a
group shows a declining trend over the last 5 years.

1982-83 — Negative
1981-82 — Negative
1980-81 — .3.4%
1979-30 — 4.7%
1978-79 . — 515

The performance of coal also shows a declining
trend. The profitability picture which was negative in
1978-79 & 79-80, registered 10.3% in 1980:81, 7.27%
in 1981-82 and 5.7% in 1982-83. In other words, the
profitability position of coal as a sub-group, shows
deterioration.

Petroleum : In the petroleum industry, there are
three types of activities—(a) extracting crude, (b) refin-
ing crude, and (c) marketing petroleum products. There
has been phenomenal growth in the production of
crude in the country over the years. In the activity of
extraction of crude, the concept of capacity is not
applicable. One could, however, gauge the high order



of growth in the matter of extraction of crude from the
following table.

1982-83 — 18.2 million tonnes
1981-82 — 13.18 a5
1980-81 — 9.2 o
1979-80 — 9.5 »
1978-79 — 8.9 5

There was more than 100% improvement in the pro-
duction of crude within the country in a time span of
5 years. One more enterprise (il India Ltd.), which
is now fully owned by the Government, contributes
another about 3 million tonnes per annum.

Petroleum refining is an activity prese;nly carried
entirely in the public sector. The refining capacity
during 1982-83, in respect of 11 refineries in the public
sector was 37.8 million tonnes per annum during 1982-
83. Capacity utilisation of petroleum refineries as a
group indicates a very high level of utilisation above
90% over the years.

The activities of petroleum group, viz., extraction,
refining, and marketing display high levels of capital/
output efficiencies. The profitability ratio over the last
5 years is presented in the table below.

1982-83 — 48.6%
1981-82 — 38.1%
1980-81 — 14.3%
1979-80 — 20.5%
1978-79 — 21.8%

ere was steep increase in the profits of petroleum

[ =

roup in 1981-82, when price revisions of petroleum

de was made on the basis of international prices.
evertheless, one has to recognise that the production,
th in terms of crude and refined products, has also
régistered considerable improvement in the year 1981-82
and 1982-83. This, coupled with the fact that refineries
as a group operate at a very high level of capacity

. utilisation, account for the profitability buoyancy.

Fertilizer : The capacity utilisation in the public

- segtor in terms of Nitrogen and ‘P05’ generally shows
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a low level over the years. The extent of utilisation in
the last 5 years is shown in a table below.

N, P,0;
1982-83 53 44
1981-82 56 45
1980-81 39 45
1979-80 44 40
1978-79 55 35

It would however be appropriate to record that 2
out of 6 enterprises in the public sector usually operate
at very high levels, above 80%.

The profitability picture shows that while among
the fertilizer companies 2 present a negative picture in
terms of profitability in all the 5 years, 2 other compa-
nies show a range from negative point to 16% and the
remaining 2 display a range of 6% to 30% over the
span of 5 years. The point that merits attention is that
only two enterprises in this group operate their plants
at high levels of capacity utilisation as reflected in the
positive results with regard to their profitability.
Chemicals, as a group which includes fertilizers as major
segment of activity shows low profitability ratio of
6% in 82-83, 5% in 1981-82 and less than 15 in
1980-81 & 1979-80 and 3% in 1978-79. The group.
operates at below average level.

Conclusions

While in all other groups a certain correlation
could be discerned between capacity utilisation and pro-
fitability, our steel industry does not seem to lend one
to draw this inference. Two conclusions which may
follow are (i) whatever may have been produced may
not have been sold. In other words, a heavy finished
goods inventory would adversely affect the profitability;
(i) if the product-mix does not reflect production of
high value items sustainable by market demand, the
realisable income drops low, adversely affecting the
profitability. These observations could be empirically
tested and proved.

The productivity trend analysis in terms of capacity
utilisation establishes, by and large, a direct correlation
to profitability in our industries covered in this survey—
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petroleum sector with high profitability and others of a
varying pattern. It is commonly held that the optimum
utilisation of productive assets, leads to generation of
surpluses. Conversely, one could also hold it as an
axiom that if there is under utilisation of productive
assets, this would lead to lower production and, as a
logical extension, lesser profit or no profit at all. The
lower the levels of production, the higher would be
the operating cost leading to lower profits or higher
Josses. In this scenario, it is the assumption that
there is a ready market for the products.

The process of economic development envelops seve-
ral sectors. The enterprises in basic industries largely
operate in a demand oriented situation whether it is
steel, coal, fertilizer, non-ferrous metal or petroleum
products. Some pockets of low demand are, however,
seen, more as a result of fluctuating demand pattera
rather than as a long standing problem. In a planned
economy when demand projections are made in a
perspective of inter-linkages, some imbalances do arise
giving rise to recession at certain points of time. This
has to be interpreted as a passing phenomenon in a
dynamic environment. In such a situation, reorienta-
tion of marketing strategies, with emphasis on product-
mix of high saleability could be an answer.

The very success of public sector operations greatly
hinges on the operation of enterprises in the basic
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steps with the objective of upgrading the performance
of identified low performers and revamping of market-
ing strategy.

The measures contemplated or in the state of imple-
mentation also include drawing up of corporate
recovery plans for improving physical and financial per-
formance, evolving strategies in terms of short and
long term plans for rehabilitation of the companies with
the objective of improving the returns on investment
and also identification of potentialities for improving
the earning in a long range perspective.
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Participative Management For

Higher Productivity

DR. SUBRATESH GHOSH

This paper studies the lessons drawn from the
experiments in participative management for improving
productivity in different countries including India and
suggests measures for its success in India.

Dr Subratesh Ghosh, Professor of Personnel Management &
Industrial Relations, Indian Institute of Management, Calcutta,

The significance of proper human resources manage-
ment in improving the productivity in an economic
organisation needs no special emphasis. The total
productivity of an organisation in general depends
greatly on motivation to work. The precise role of
human resources management in this context lies in
improving the motivation and in maintaining it at that
higher level to develop and utilise the potentials of the
human factor in the best possible manner. This may be
attempted through various approaches of management
which have been tried out in the past in different
organisations in different countries under different
contexts. Participative management, which by itself
represents a distinct style of management with its own
philosophy and goals, has been considered in recent
years as a highly effective instrument for motivating the
workers to contribute the improvement of pro-
ductivity of the organisation and in particular that of
its. human resources. Apart from its role in improving
the motivation to work, the participative schemes can
also smoothen the path of technological innovations and
switch over to more effective technology for raising the
level of productivity.

In this paper an attempt is made to study the
lessons drawn from the experiments in participative
management for improving productivity in different
countries including India. In the light of these experi-
ments, the problem areas would be identified and the
role of the participative management in the productivity
improvement would be assessed.
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Participative Schemes in Productivity Management
Abroad

In the advanced countries, participative schemes for
improvement of labour productivity relied on different
approaches and assumed different forms. In France,
West Germany, U.K.and U.S.A., workers’ participa-
tion in various forms have been sought in bringing
about technological changes proposed or initiated by
management. Such participation at times was in the
form of collective bargaining’—both conventional and
that of the productivity bargaining type. At times, the
workers participated in a more direct way in planning
and deciding the details of such technological changes
through joint consultative forums of different types. On
the other hand, in recent years, in some countries
notably in Japan, the U.S.A. and also in some of the
Scandinavian countries, different types of autonomous
work groups formed by workers participated in
interesting ways in redesigning work, improving quality
of the working life, raising the quality of output and

-production processes.

West Germany

In West Germany, co-determination system, as well
as the rationalisation agreements emerging out of
collective bargaining have played a significant role in
bringing about technological changes without workers’
resistance and that, in turn, resulted in higher produc-
tivity. Co-determination has provided for smooth
industrial changes.> Numerous technological innova-
tions had been introduced in coal and steel industries
and the improvement in production was significant.” In
fact, the elected representatives of workers have been
given right to be consulted in all management pro-
posals for technical changes. The rationalisation agree-
ments which followed intense collective bargaining in
West Germany and helped to introduce significant
technological changes accompanied by mutually agreed
safeguards for workers, were first initiated in the textile
industry in the mid-sixties. Thereafter it quickly spread
to several other industries.* In most of these cases, the
initiative for the rationalisation agreements were taken
by the Unions, but in the course of actual bargaining,
the management and the Unions significantly participa-
ted in joint-decision making in respect of the nature of
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the rationalisation to be introduced, mode of imple-
mentation and also in providing adequate compensation
to the workers adversely affected by the technological
changes. They also provided for retaining of the
redundant workers and, in effect, attempted to create
some sort of small-scale employment policy for each
enterprise.®

France

In France, the elected staff representatives in the
Works Councils have been given the right of consulta-
tion under the law of the country.® But apart from joint
consultation the workers have also participated in the
decision making regarding the technological changes in
industry through collective agreements. There had been
several industry wide collective agreements (particularly
in the textiles and metal industries) providing com-
pensations for workers rendered redundant for techno-
logical change, allowances for workers transferred for
the same reason and retraining of the workforce
affected. Usually such agreements provide for detailed
information to be supplied by the employers in respect
of the technological changes resulting in redundancies
and notices to be given by them.?

United Kingdom

In UK., a different type of collective bargaining,
styled “productivity bargaining” developed on account
of the urge of the organised labour in participating in
the decision-making regarding the technological change.
Unlike the rationalisation agreements in West Germany
or Collective agreements signed in India on account of
trade union resistance to rationalisation or automation,
the initiative in productivity bargaining in U.K. mostly
came from the management side. In fact under this
type of collective bargaining, management and labour
confront each other with their “demands”. Manage-
ment seck the smooth and conflict-less introduction of
technological changes or new work-processes for
improvement of productivity and the unions seek to
ensure that labour is not adversely affected (or the
adverse effect is minimised) due to such changes and at
the same time the gains of productivity improvement
are shared by the workers. This approach to bargaining
first attracted notice in U.K, in the sixties with the




signing of a collective agreement in Fawley unit of
ESSO Ltd. (U.K.) following intense bargaining between
the management and the Union. It then rapidly spread
throughout the country, partly because of its novelty
and partly due to its consistency with the policy of pro-
ductivity—based wage change advocated by the Labour
‘Government in power at that time. With the subsequent
political changes in the seventies, the initial popularity
-of productivity bargaining has substantially declined in
U.K., but it has come to stay as an approach different
from the conventional approach to collective bargain-
ing. In most of the agreements signed under productivi-
ty bargaining approach in U.K., as well as in other
countries, the agreements gave joint sanction to changes
in work practices which were needed for productivity
or other technological reasons. In recent years due to
the intensification of the technological change mainly
under the impact of new technology based on accelera-
ted use of micro-processors in the industry and various
services and with the increased technological rationali-
sation and automated control of industrial production,
clerical work and administrative processes, the manage-
ment and the organised labour in UK. are trying to
affect the nature of the changes to save their own
interests through accelerated bargaining on technolo-
gical changes. The Trade Union Congress developed a
set of uniform policy guidelines based on 3 principles,
viz., (i) new technology should not be introduced with-
out the full support of the employees and their union,
(ii) there should be no overall fall in employment due
to the change in technology and (iii) the new technolo-
gy should not be used simply as a labour saving strategy
and should be able to improve and extend public
- services in the public sector and, in the case of the
private sector, should mean trade union involvement in
planning improved productivity and new products. It is
interesting to note in this connection the distinct
emphasis on the trade union involvement with the
introduction of new technology as a precondition for
its introduction both in the private sector and the public
sector.

However, on the basis of case-studies of some recent
technology agreements signed in U.K. and the rationa-
lisation and modernisation of mechinery introduced in
textiles industry in the West Yorkshire region, T
Woodhouse reported that despite the issue of com-
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prehensive guidelines on the union participation in
introduction of new technology supported by the issue
of model collective agreements to be followed by the
trade union side, the extension of labour control over
the new technology has not been significant and
remained quite uneven.® In fact, is has been noted that
in the recent technology agreements the unions demand-
ed in general, better pay and conditions of service as a
consequnce of new technology, but they did not propose
a permanent extension of union/employee influence in
the strategic management decisions, except for the
transitory phase when new technology was being
monitored.” Woodhouse explained this trend, which ran
contrary to a difinite guideline issued by the Trade
Union Congress, to the general recessionary climate in
the country in the early eighties, which appeared to
have reduced the trade union movement’s power to
claim wider influence on decision-making in the field of
technological changes.

Apart from collective bargaining, the workers in
Britain also have some opportunity to participate in
decision-making in the field of productivity management
through the consultative committees operating at

various levels, both in the public sector and the private -

sector. However, the role of joint consultation in the
field, although not a dismal failure, has not been very
encouraging. On the success side, examples of intro-
duction of new equipment or production methods in the
private industry and the handling of the staff problems
arising out of the conversion of the remaining trams to
oil buses in the fifties could be cited.’® In the nationali-
sed electricity industry the productivity tended to
increase and that could be partly ascribed to the
reasonably good performance of the consultative com-
mittees in the indusiry. On the other hand, Hugh
Clegg strongly maintained that successes at joint con-
sultation in improving productivity or industrial peace
were not impressive in comparison to the large claims
made on its behalf by its supporters.1

United States

In the Unites States, apart from collective bargain-
ing on incentive wage schemes and protective measures
for labour following technological changes, the Scanlon
Plan played an important role in the years following the
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Second World War in promoting labour participation
in decision-making for cost-saving and efficiency raising
measures and sharing the gains resulting therefrom.'2
This plan was first recommended by J. Scanlon, a steel
worker who later on became a leader and executive in
the United Steel Workers, It is based on (a) extension
of labour-management cooperation through joint pro-
duction committees, and (b) sharing the gains of cost
reduction on the basis of union management agreement.
In recent years, an important thrust of the participative
management has been in the form of autonomous
workgroups, mainly the Quality Circles. Success of the
Quality Circles in Japan in the early “70s led to their
import into the U.S. industry.”® They are spreading
very rapidly in the U.S. industry in view of the high
rate of success achieved in the industries which first
experimented with them. In 1979, there were about 150
organisations having Quality Circles (Q.C.), while by
August 1981, there were over 1000 organisations having
Q.C., which appear to be “Catching on like wildfire in

American industry”.}?

These Quality Circles are autonomous workgroups,
consisting of 5 to 15 workers, which meet voluntarily
on a regular basis usually on company time. They
identify and analyse worpklace problems including
problems of quality of output. An interesting
feature of the Quality Circles movement in the
U.S. is that, unlike many of their Japanese counter-
parts, the American Q.C.’s often reward the workers
directly in the form of wage increases or production
bonuses.!® A leading example of the combined Q.C.-
cum-wage incentive programme is found in General
Motors Corporation, The Employee Participation
Groups (EPG) of this organisation are modelled on the
Quality Circles of Japan. Each EPG consists of 8—12
employees who meet voluntarily on the company time
and discuss the work-related problems. It has been
reported that EPG’s in General Motors contributed to
cost savings, improved quality, reduced absenteeism
and following the introduction of these Groups, there
has been reduction in workers’ complaints.

The U.S. industry in recent years also experimented
with participative programmes for improvement of the
“Quality of Working Life” (QWL). The QWL pro-
grammes in the U.S. involve employees at every level
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of the organisation in decisions about their work and
workplaces. They deal with improvements in working
conditions and environment, job design and other work-
practices and also with general culture of the workplace.
The QWL programmes in U.S, usually involve all levels
of management as wellas the union leadership. The
issues dealt with under steering committees and work
groups in QWL do not cover the collective bargaining
issues, although. the dividing line between the two is
sometimes blurred.’* Wages are kept outside QWL
discussions. But some of the matters connected with
working conditions at times are also negotiated as
bargaining issues between the Union and the manage-
ment. In U.S.A., QWL programmes often successfully
deal with reorganisation or redesigning job with a view
to job enrichment and other organisational innovations,
the areas which do not often come under the collective
bargaining process. In many cases such efforts result
in significant increase in productivity at the work-
place level. In fact, although many work redesign or
other job enrichment programmes do not explicitly
mention improvement in productivity as an objective,
they are necessarily linked to improvement in producti-
vity. Herzberg believes that there can be no organi-
sational innovation which is not tied to productivity.
Orthodox job enrichment restructures individual jobs
by emphasising client relationship and worker pro-
ductivity.'’ :

The Scandinavian Countries

In the Scandinavian countries the collective agee-
ments on technological changes and the participative
programmes for “Enrichment of the Quality of Work-
life” have been the main contributions of Workers’
participation in the improvement of productivity. In
Norway, several successful experiments have been made
in improving the quality of worklife in manufacturing
organisations, ships and banks. In M/s. Balao, a
general purpose carrier ship of Torvald Klaveness
Shipping Company a participative work planning and
training project was launched in 1973. In the course
of the project, in planning which the officers and repre-
sentatives of crew participated, temporary workgroups
were created around particular types of tasks which
changed from week to week. Duties and job-assign-
ments were rearranged along new lines as a result of
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which qualified members of the crew covered a variety
of duties crossing the traditional functional or status
divisions (e.g. deck crew and machine crew, or officers
and crew). It was reported that as a result of the
project, the level of maintenance and operational effi-
ciency improved, the maintenance costs came down
and the days lost for repairs were brought down below
the average.’® In one of the branch-offices of Kredit
Kassen, a large Norwegian bank, the principle of multi-
skill operations through job-rotations had been practiced
under a participative work planning arrangement. It is
reported that as a result of this, the employees were
better integrated and the branch office developed a
remarkable capacity to cope with variations in work-
loads and task-requirements, which often created pro-
blems in banking operations.’® In Sweden also cases
have been reported about the success of the participa-
tive job enrichment programmes in improving the pro-
ductivity and work efficiency.

In Denmark, the technological changes for improv-
ing productivity have been brought mainly through
technology agreements reached under collective bargain-
ing. It is reported that the unions in Denmark seem
to have very little faith in the existing forms of industrial
democracy like joint consultations, cooperation councils,
labour representation boards etc.?®

In the recent decades, the rate of growth of pro-
ductivity in Japan has surpassed all other countries,
although in terms of absolute level, her level, might be
still lower than some other advanced countries, notably
U.S.** Much of this productivity growth has been
achieved through technological changes and workers’
motivated performance brought through different forms
* of participative management (e.g. collective bargaining,
joint consultation, autonomous workgroups), and the
built-in mechanisms of personnel management and
labour relations, e.g. qualifications system based on
performance, “life-time employment system’ with its
implications for promotion and job security, job-rota-
tions, carrer development. etc.

Japan

In Japan, which is accepted as a leader in the field
-of industrial robots and which has successfully utilised
all modern forms of technological innovations, including
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the latest of micro-electronic technology, the introduc-
tion of new technology was brought through collective
agreements, the details having been worked out through
joint consultations.

As regards the labour participation in the decisions
leading to the introduction of new technology, although
the Japanese unions generally do not oppose the intro-
duction of new technology, the unions often try to
check any adverse effects of the new technology on jobs
security and humanisation of the work process. Such
checking by unions is achieved through joint consulta-
tion and collective bargaining.** In this connection, a
group of Japanese trade unions, including Zenkindomei
(National Federation of Metal Industry Trade Unions),
Jidoshasoren {Confederation of Japan Automobile
Workers’ Unions), and Denkiroren (All Japan Federa-
tion of Electric Machine Workers’ Unions), issued-~
“Guidelines for Agreements on Technological Innova-
tions”. The document insists on (i) joint coasultation
as a precondition for the introduction of new techno-
logy, (ii) guarantee and improvement of employment
opportunities and working conditions of the affected
employees, (iii) fair sharing of fruits of increased pro-
ductivity with employees and (iv) promotion of inter-
national cooperetion.*?

Collective bargaining and the resulting collective
agreements in Japan are very much interconnected with
the joint consultation at the enterprise level. In fact,
collective bargaining system in Japan is not independent
of the joint consultation system.’* Joint consultation,
in effect, works at two levels : viz., at the company level
between the top management and top representatives
of the unions, and (ii) at the workshop level, in which
it is usually referred to as the production committee.
At the company level, the boundary of the joint consul-
tation often gets blurred in relation to collective bar-
gaining. Usually here it deals with personnel policy
matters like retirement, promotion policy, technological
innovations and general management matters, like
overseas investment, diversification of company’s acti-
vities, change in management organisation etc.*$
Matters like wages, bonus, discharge, lay-off and other
conflict-oriented issues are dealt through collective bar-
gaining between the union and management. At the
production committee level, the decisions relating to
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production schedule, work-schedules, manning, working
hours etc. are discussed.

In addition, there are autonomous work-groups like
Quality Circles, Zero-Defect (ZD) groups etc. which
discuss in the company time matters relating to quality
of output, productivity matters, reduction of costs,
working methods etc. These autonomous group activi-
ties have spread tremendously in the course of last 15
years. According to a recent report of the Ministry
of Labour of Japan, about one-third of all Japanese
firms have small autonomous groups and the propor-
tion of large corporation having such groups is 69 p.c.
In a survey conducted among 60 large enterprises in the
Keihin industrial belt, in 90%, of the units having auto-
nomous groups, the employees’ morale improved
following the commencement of autonomous group
activities.”® According to the data published by
Japanese union of Scientists and Engineers and quoted
in a publication of Japan Institute of Labour, in 1980,
there were 1,15,254 Q.C. circles registered with J.U.S.E.
The same report mentioned that Q.C. circle produced
favourable effects such as improvements in workers’
morale, quality control and safety measure.”” It was
estimated that the economic benefits of the Q.C. circles
42.4 times their financial costs.*® T. Inagami, Professor
of Hosei University and Research Officer of Japan
Institute of Labour, emphatically maintained that these
circles “Contributed enormously to productivity and
product quality and helped to reduce company costs.””**
In general, the Quality circles positively absorbed and
utilised the ideas and creativity of employees in the
workshop and promoted a sense of identity with the
company among the employees. In this way, they
contributed to the humanisation of the work process.
However, it is interesting to note that apart from
improving the quality of working life, their success may
be partly ascribed to the financial ‘and other rewards
granted for the effectiveness of voluntary group activi-
ties. It has been reported that 68.7 p.c. of the Quality
Circles subsidized Participants in one way or another
and 92.7 p.c. of the companies indicated that they had
a recommendation program to reward employees for
outstanding service through these autonomous group
activities.?”

Productivity and Participative Management in India

The joint consultation and other forms of participa-
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tive management that have been introduced in India,
had from the very beginning the improvement of pro-
ductivity as one of the major objectives. Although the
Works Committees introduced under the Industrial
Disputes Act, 1947, did not explicitly mention rise in
productivity as an objective and in general had the duty
“to promote measures for securing and preserving
amity and good relations between the employer and the
workmen, and, to that end, to comment upon matters
of their common interest or concern,”*! many of the
matters which were usually dealt in the Works Com-
mittees (e.g., safety measures, improvement of condi-
tions of work etc.) had direct impact on the productivity
at the shop-floor or the plant level. The matter was
made more explicit in the Second Five Year Plan, which
categorically recommended increased association of
labour with management and “‘promoting increased
productivity” was mentioned as one of the major ob-
jectives of this measure.®® The Joint Management
Council scheme which was formulated during the
Second Five Year Plan to give effect to this policy and
also to implement the joint decision of the tripartite
Indian Labour Conference (1957) clearly included
improvement of productivity as one of the objectives of
the J.M.C. The Draft Model Agreement circulated in
this connection provided that the management would
consult the Joint Management Council, among other
things, in the matter of introduction of new methods of
production and manufacture involving re-employment
of men and the Council would have responsibility in
respect of supervision of safety measures and operation
of vocational training, both of which have significance
for improvement of productivity. The Scheme for
Workers’ Participation in Industry at Shop and Plant
level circulated by the Government of India in October,
1975, which was more or less followed in another
schemes circulated by the Government in 1977, had
been more specific and included the improvement of
production, productivity and efficiency, as a function at
the Shop Council or Unit Council level and matters
relating to “optimum production, efficiency and fixation
of productivity norms for men and machines” in the list
of functions of the Joint Council.* However, in actual
practice the extent of success achieved by the forums
for workers’ participation of management in India at
different times has been practically negligible. In a very
large number of undertakings which required to set up




Works Committees under the I.D. Act, 1947, the
Committees were not established. In 1980, out of 1114
undertakings in the Central sphere which required to
form Works Committees under the I.D. Act, 1947.
only 588 such committees were in existence.® In reality
however many such works committees only existed in
paper and hardly functioned with any effectiveness.

cally a non-starter. Although introduced with much
fanfare in 1958, there were only 80 Joint Management
Councils in existence in India in 1967. However, a
Report on Working of the Joint Management Council
issued by the Ministry of Labour, Government of India,
claimed that in majority of the cases where JMC had
been established the production and productivity had
improved.* Although it might indicate the potentiality
of the participative management in improving  pro-
ductivity, due to very little spread of the scheme in the
organised industrial sector in India, its overall impect
on the productiviiy in the country appears to be insigni-
ficant. The same may be stated in respect of the later
scheme of the Workers’ participation in the form of the
two tier joint-council and shop council. The two-tier
scheme, although appears to be somewhat more
successful in terms of its numerical spread, hardly
appears to have much impact on raising the productivity
and meeting other objectives. Drawing on the delibera-
tions of several seminars and workshops in which
important managers and trade unionists had participat-
ed and also on the basis of the opinion-surveys con-
ducted among the leaders of trade unions and important
executives in Indian organisations, the International
Centre for Public Enterprises in Developing Countries
n its National Report on the Workers’ Self-Manage-
ment and Participation in India, noted that the schemes
jor workers’ participation of the country was not, in
g;eneral, successful partly because of the antagonism or
indifference to the concept of workers’ participation and
artly due to other factors like inter-union rivalry, lack
f requisite political will on the part of the state to
ake the scheme a success and jurisdictional con-
sion in respect of different consultative forums etc,

Although the officially blessed participative schemes
like Works Committee, Joint Management Council, or
the two-tier machinery of the Joint Council and Shop
ouncil did not make much headway in improving pro-
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ductivity, with the exception of some undertaking, the
success stories of the participative approach in pro-
ductivity management are not unknown in India. It is
interesting to note that most of these cases were results
of collective bargaining followed by collective agree-
ments, which set up regular machinery for consultation
in matters of productivity (including the Joint Produc-
tivity Committees, and in some cases, Joint Manage-
ment Councils or Joint Councils and Shop Councils).
One of the earliest of such cases was the “Agreement
for Closer Association of Employees with Manage-
ment” signed on August 4, 1956, by Tata Iron and
Steel Company Ltd. and Tata Workers’ Union,
Jamshedpur. The Agreement established a three-tier
machinery consisting of a Joint Consultative Council of
Management at the top, the Joint Works Council and
the Joint Departmental Councils. Along with other
objectives and functions, the matters concerning pro-
duction, operational results and the production pro-
blems, rationalisation of production and improvement
of productivity were given special emphasis at all levels
of operation of the three-tier consultative machinery
created under the Agreemen t.” For more than two
decades, the scheme worked well in general and helped
a lot in improvement of efficiency, prevention of wastes
of materials power and equipment and introduced
important safety and productivity raising measures.?®
Similar cases of more or less successful operation of
the consultative commttees set up under -collective
agreements in the field of productivity improvement
have been reported from some other units in the iron
and steel iudustry, enginering industry, * chemical
industry and also in some ordinance factories under the
Ministry of Defence of the Government of India. Apart
from the consultative committees set up under collective
agreements, which showed favourable results in creating
workers’ involvement in productivity management or in
improvement of productivity, these have been a few
cases of participative autonomous groups functioning
in India, which showed positive impact on productivity.
In Bharat Heavy Electricals Ltd, Hardwar, and also in
New Delhi Divisional office of Life Insurance Corpora-
tion of India, workers’ autonomous groups were formed
with the support of management mainly for redesign of
work-processes in selected sections. The groups worked
successfully and improvements in productivity and also
in quality of working life were reported in both the
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cases.®® However, on the basis of later enquiries made
by the author of this paper, it was learnt from some
responsible executive of B.H.E.L. Hardwar, that after
the initial success for about two years, the scheme
failled to maintain the gains achieved and the groups
died down within three to four years after their incep-
tion mainly due to the lack of financial rewards for the
participating workers and antipathy of some trade
unions, which did not favour the scheme. Very recently,
another unit of Bharat Heavy Electricals Ltd. (Hydera-
bad) has seen interesting beginning of Quality Circle
activities and it has been reported that they achieved
good results, including improvement of productivity.*
In Rourkela Steel Plant also small autonomous work-
groups entitled “Shop Improvement Groups™ have been
formed in the early part of 1983.

There have been also cases of collective agreements
in India, which although directly did not improve pro-
ductivity, but contributed to the same indirectly, by
removing workers’ fear and resistance in the context of
management’s measures for introduction of technolo-
gical changes, on the basis of agreed decisions in-
corporated about the job-security, workers’ training and
other matters to protect their interests in connection
with such changes.

Problems and Prospects

Experience of participative management’s role in
the improvement of productivity and management of
technological change for that purpose in the advanced
countries as well as in India clearly indicates that, in
spite of major limitations and problems, the appraach
has definite possibilities in removing workers’ resistance
to technological changes and also in raising productivity.
Workers’ positive motivation to work being an
indispensable condition for improvement of productivity
and technological changes being at times essential for
this improvement, the positive results experienced in
this matter are definitely indicative of the merits and
possibility of this approach. The Japanese, Norwegian
and the U.S. experiments clearly have shown the extent
to which workers’ participation may help in cost reduc-
tion, improvement of quality of output, better work-
design and the overall increases in workers’ performance
and motivation. The British and the West German
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cases indicated the role of the participative systems
including collective bargaining in removing workers’
resistance to technological change and in minimising or
removing its adverse effects from the workers’ points of
view. In spite of somewhat unencouraging record of
the schemes of workers participation in management in
India as a whole, individual cases of success of this

" approach in raising the productivity clearly show that

even in the developing countries, the experiment may
be worthwhile provided it is conducted under favour-
able conditions.

However, when we accept the poténtials and pros-
pects of participative decision-making the level of pro-
ductivity through technological change or without it,
we should not forget the problems and limitations of
workers’ participation in this process.

Great problems appear to emerge from attitudinal
barriers. The experience in India and also in other
developing countries often indicate the hidden anta-
gonism or reluctance of the management to seriously
involve labour in decision-making affecting change of
technology or to give them effective say in this respect.
A group of trade unionists from private and public
sector undertakings complained in a Seminar on
Workers’ Participation in Management that in respect
of matters connected with production and productivity,
the management only “put forward plans for acceptance
by workers’ representatives without associating them in
the process of planning.... In view of the said condi-
tions, the Shop Councils and Plant Councils have
become forums for dissemination of information
only.”#! An Officer of the Union Ministry of Labour
was quoted to have said that the main problem is that
of attitudes and prejudices of employers.** In South
Korea, where the consultative Labour-Management
Councils have been given a major responsibility by law,
among other things, to function as an organ to promote
increased productivity, it has been observed that “the
attitude of the management towards the labour-manage-
ment council system has been extremely passive and
even negative.”®® But if the management does not
intend to involve the workers in any real sense in
decision-making, or in planning the change in pro-
ductivity and adopts a negative or apathetic stand in
respect of this matter, it is unlikely that the workers



would ever feel enthusiastic about the schemes of
workers’ participation in raising productivity.

The attitudinal problem poses difficulty from the
trade union side as well. Although in advanced
countries like Japan or West Germany, trade unions
without ever being formally associated with certain
participative schemes for productivity management (e.g.,
autonomous workgroups in Japan or works councils in
West Germany) never interfered with their operations
and permitted their representatives or union-members
to effectively participate in these schemes, in India and
in other developing countries, there are many instances
where individual trade unions either refused to
cooperate or director opposed the schemes evolved
. through joint-consultation committees or autonomous
work groups. - In fact, one of the leading trade unionists
and an important office bearer of a leftist All-India
Trade Union Organisation categorically maintained
that in view of the class conflict, workers’ participation
in a capitalist country in effect “turns out to be exploit-
ing the workers more”, i.e., make him produce more
in the name of participation.% Recognising that in
the public sector undertakings it could have worked to
some extent, there also he expressed his doubt about its
success in view of what he termed as the influence of
the big business on the public sector management.*?
An office-bearer of another important All-India Trade
Union Organisation was, in principle, in favour of the
concept of workers’ participation in management, but
he underlined the need of attitudinal change of both
management and labour in this respect. He predicted
that the scheme would definitely fail if the employer
thought the worker as a servant and did not recognise
him as a partner in the work.

To some extent the problem of an agreed solution
egarding the sharing of gains of productivity with the
orkers is very much connected with the. attitude of the
anagement. If the latter wants the workers’ coopera-
on only for the improvement of productivity, without
ing ready to permit the workers to share its gains, an
titude which is often found in some private sector
dertakings (but not only there), it is unlikely that the
rkers would be permanently motivated to cooperate
for the improvement. For a while, other considerations
y encourage them to participate in the scheme, but
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in a developing economy like India, where the workers’
physiological and security needs are still largely unsatis-
fied, the scheme is not likely to show lasting results,
The initial success and the ultimate failure of the parti-
cipative work-redesign scheme in selected sections of
Bharat Heavy Electricals Ltd., Hardwar, as mentioned
above, amply justify this point. _The fact that even in
Japan the significant majority of the organisations
having Quality Circles reward employees for outstanding
service clearly indicates the importance of the financial
rewards and other tangible benefits as motivating factors
for higher productivity. In U.S., the success of the
Scanlon plan, which made wide use of labour-manage-
ment consultation and mutal agreements both for cost
reduction and sharing the gains resulting therefrom,
also is a pointer to the importance of satisfactory gain-
sharing agreements for labour’s effective involvement
in raising productivity. Unfortunately in India, this is
often not adequately recognised and that might have
stood on the way of the success of the officially formu-
lated schemes for workers’ participation in management
in achieving productivity improvement, as they explicitly
separated the interest bearing issues like financial
rewards etc. from the issues coming under the perview
of the consulative forums. Possibly the Japanese
approach of working out the details of the proposed
productivity-improvement measures or technological
changes through joint consultation at different levels,
followed by union-management agreements to work
out the labour-safeguards and the gain-sharing arrange-
ments resulting from the anticipated improvements,
might offer a satisfactory solution to this problem.
However, although the forums for discussion may be
separate, the change should follow the completion of
both the processes of joint-consultation and collective
bargaining. This may be a distinct departure from the
existing schemes for participation and may help in
removing the labour’s suspicion about the participative
forum being used for the purpose of exploitation of
the worker.

The approach suggested above may also partly meet
the problem noted by Thomas Woodhouse in the
context of the British technology agreements in which
it was found that in the face of the compulsions of the
technological change and under the shadow of the
recession, the unions might show interest mainly in the
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gharing of the gains of higher productivity, without
trying to extend their influence over the decision-making
process for the technological change. If the workers’
participation in this context is kept confined only to
collective bargaining and the resulting collective agree-
meet, the trade union due to its greater involvement
with the conflict-oriented issue over the whole industry,
or the whole undertaking, may neglect or lose sight
of the details of the productivity-raising measures
or technological changes, which are matters of
direct interest for the shop floor level workers and
others directly affected by the new changes. But if the
matters are settled both through the consultative forums
at different levels and the bargaining mechanism,
this problem may be more successfully tackled.

Conclusion

In the light of the achievements reported and pro-
blems encountered in respect of the participative
management’s role in improvement of labour producti-
vity in different countries, it would be quite fair to be
hopeful about its scope and possibilities for raising the
productivity. Although the problems and limitations
are quite formidable and the success story is not
uniformly encouraging, the extent of success achieved
in some advanced countries, and also in certain indivi-
dual undertakings even in the developing countries,
clearly indicates that participative management may be
an effective approach for raising the level of producti-
vity, provided certain preconditions are fulfilled and the
problems are sought to be encountered seriously. For
that, of course, the scheme should be meaningful and
significant in coverage, so as to make the workers
interested in participation and the management also
must be ready in spirit (not only in letters) to involve
the workers in the process of decision-making and
implementation of the schemes for improving labour
productivity. There should be elaborate provisions for
joint consultation at different levels on the details of
the proposed measures which may create sufficient
ground for union-management bargaining followed by
collective agreements on matters of conflict-oriented
issues like gain-sharing and job-security for workers in
the context of higher productivity. As indicated above,
some of the suspicions and attitudinal problems from
the labour side may be eased out through this approach
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and also through an effective and mutually acceptable
plan for sharing the gains of the higher productivity.
For changing the attitude of management, training
programmes on different forums of workers’ participa-
tion may be quite useful. There should be joint as well
as separate programmes for trade union activists at the
plant as well as the shop-floor level in the techniques of
joint consultation and joint decision-making in matters
connected with productivity. In spite of the serious-
ness of the obstacles, the participative management must
be given a sincere trial for improving labour producti-
vity in the developing countries, which have hardly any
prospect of achieving self-sustained growth without
continuous increase in productivity and better utilisation
of the human resources. A beginning might have been
made in India in this respect, but this is by no means
enough and much more is to be done.
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Planning for Domestic Tourism

ABHAY EKBOTE

In today’s economic and political environment, one
industry more truly a segment of the economy that moves
10 the forefront as the greatest single opportunity for
economic, social and political exhange is tourism.
Tourism to flourish needs planning which inter-alia
involves upgradation of environment and maintenance of
ecological balance.

Mr Abbay Ekbote, Management Consultant, Institute of Public
Enterprise, Hyderabad.

Tourism in its broadest sense can do more to
understanding among people, provide employment,
create foreign exchange and raise living standards than
any other economic force known. It is not dependent
on a diminishing resource.

Tourism is not only the biggest business but also
the world’s fastest growing industry. It ranks next
only to oil as the biggest organised industry in the
world, Tourism denotes the temporary, short term
movement of the people to destination outside the
places where they normally live and work, and their
activities during the stay at these destinations.

By its very nature tourism is a conspicuous pheno-
menon. The incidence of mobile population visiting
places outside their normal domicile is an expression of
the living standards and of the quality of life. It is
one of the visible pressures, which modern civilisations
exert on the environments. Tourism is a highly
complex phenomenon. It involves the activities of not
only large transport organisations and of various
tourist services at the destination but also of Central
and Local Government. Tourism today has become
an important factor in the world trade and a major
element in the balance of payments of many countries.
It generates wealth and employment, it is a major
source of income and employment for individuals in
many places deficient in natural resources other than
climate and scenery.
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Light Industry—No Capital

It makes use of resources which may not be used
other-wise, in particular of unemployed labour in
developing countries and regions with few or no
alternative sources of employment as in India. With
all these inherent advantages Tourism is rightly defined
as the light industry requiring no capital. There is no
other industry on which so little capital {excluding
investment on infrastructure) would have to be expand-
ed which in turn would yield foreign exchange ina
short time.

Tourism in a broad sense, includes both foreign
and domestic tourists. About 75 to 80% of the
World’s tourist expenditure is made by visitors within
their own countries. This equally holds good in India
where Domestic Tourism is virtually a separate entity.
The characteristics of the existing internal or domestic
tourists, the nature of their demands, the kind of
facilities that they seek and the pattern of their
movement (itineraries) are substantially different from
those of the foreigners.

The Government of India has successfully marketed
‘India’ as a tourist region abroad through Indian
Tourism Development Corporation. The Market
Research Division of the Department of Tourism,
Government of India at Delhi has done appreciable work
in identifying the profile of the foreign tourist, their
demands and tastes and their travel pattern to foster the
development of Foreign tourism. Their efforts have
been adequately supported by the hotel industry which
catered to the accommodation needs of the Foreign
tourists by constructing state Hotels in the various
tourist places, all over India. Not lagging behind, in
its effort to help the foreign tourist go from one spot to
the other, the Indian Airlines provided the tourists a
network well connected to all the important tourist
spots of India.

The table no. 1 reveals the trend in the arrivals of
the foreign tourists in India from 1975 to 1980.

Foreign Exchange Earner

It is seen that the average increase in the arrivals
of the Foreign tourists till 1979 was well around 15%.
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Table Ne. 1

Trend in the Arrivals of Tourist in India

Year No. of foreign tourist % Increase
arrivals
1975 4,65,275 =
1976 5,33,951 14.8
1977 6,40,422 19.9
1978 7,47,995 16.8
1979 7,64,781 2.0
1980 8,00,150 4.6
1981 8,53,200* estimated —
1982 10,98,000* estimated —

It is the country’s fourth largest foreign exchange
earners. In the sixth plan outlay for civil aviation and
tourism of Rs. 965 crores, an amazingly small sum of
just Rs, 30 crores has been earmarked for promotion
of tourism. This amounts to a meagre sum of Rs. 6
crores per annum.

In -its endeavour to promote foreign tourism the
needs of a major segment of the tourist industry i.e.
Domestic tourist was overlooked by the Government:
There has been very little effort in the past by the
government to let alone promote, but even identify the
domestic tourists market. In all the five year plans,
emphasis was placed on the demands of the Foreign
tourist, very little mention, if so any has been made of
the domestic tourist.

The sheer oversight of the department of Tourism
is evinced from the fact that the market research
division of the department of Tourism only attempted
to compile and analyze the data on foriegn tourists and
completely left out huge number of the domestic
tourists. Further it is monitoring continuously the
arrival of foreign tourist and the travelling pattern,
nature of demand, origin etc. While information on
these variables for the domestic tourist, wherever
available is scanty and not sufficient for any useful
analysis. It is very much surprising to note that the
planning for tourist industry was done on information
on expenditure, data profile, travel pattern etc., obtained
on foriegn tourists only (while expenditure incurred by-
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domestic tourist which constituted approximately 80 to
857 of the total tourist expenditure) does not seem to
have been taken into consideration at the time of
planning or formulating of policies by the govern-
ment.

The centre however, recently became aware of the
importance of the problem of planning in the absence of
sufficient data and information about tourist activity,
and invited the four participating southern states (In the
southern states, Tourism conference). Andhra Pradesh,
Karnataka, Kerala and Tamil Nadu to draw up per-
spective plans for the next ten years so that the micro
and macro level plans indicated their requirements
regarding the number and category of hotels at the
tourists spots, the tourist spots to be developed and
the quantum of assistance needed from centre. This
was a positive step taken in the right direction by the
goverment in approaching to tackle the problem of
promoting Domestic tourism and deserves a word of
applause. However, this one time attempt does not
itself serve as the solution to the problem.

Gearing for Promotion of Domestic Tourism

While a perspective plan may be the right step in
planning for the development of Domestic Tourism this
by itself will not help to achieve the objectives of the
plans. In the absence of adequate data on the number,
characteristics, nature of demand and the kind of
facilittes needed by the domestic tourist, it becomes
increasingly difficult to draw up definite plans for the
promotion of domestic tourism. The problem is further
made complicated by the fact that the domestic market
comprises of a heterogenous mix of individuals with
different needs and tastes,

In order to build up the necessary data base for
helping in formulating the plans and policies for the
promotion of domestic tourism, the example of the
European countries can be followed with the necessary
changes to suit the Indian conditions. In order to
promote domestic tourism, an understanding of the
characteristic of the domestic tourism, the kinds of
facilities they need, the nature of their demand, travel

ttern etc., have to be identified in each state by the
E:late Tourism Development Corporation. The infor-
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mation can be obtained periodically by conducting
household survey with a primary objective to assess
the travel pattern of the households. This may be
termed as the National Holiday/Summer holiday survey
and the short holiday survey depending upon the objec-
tives of the survey. If the survey depending upon the
objectives of the survey intends to obtain information
on the travel habits of individuals for short duration
trips (trips made for not more than 4 days) it would
fall in the second category of survey while if the dura-
tion of stay outside the residence is long then it would
fall, under the National Holiday/holiday survey. Gene-
rally the short duration trips would last not more than
four days out of the residence of the traveller.

These surveys would provide information or data
on the characteristics of the holiday market. The
volume and value of holiday traffic to particular desti-
nation, its source of origin, socio-economic character-
tics. average length of stay, expenditure under various
heads such as hotel, transport etc. This information
could be supplemented by data obained from various
hotels on their room strength, occupancy rates, and
from the State Road Transport Corporation, and private
tour operators on the total number of travellers from
and to the various tourist spots. This would provide
the tourism development and plans for developing
domestic tourism. For example when at the state level
a profile of halts, duration of each halt etc. are obtain-
ed, this would help the Department in planning for the
total fleet of buses to oprate in the direction(s) where
the public.is observed to be heavy. Further, it would
also throw light upon the requirement of not only the
type of hotel rooms required by each type. Apart -
from this the other daily requircments of the travelling
public can also be estimated and accordingly plans
could be formulated for the purpose of providing the
necessary infrastructure facilities on the identified routes
and direction.

Estimating Demand

Net Travel Propensity : The proportion of the total
population of of a particular group in a population
who have made at least one trip away from home in
the period under investigation (normally 12 months),
Le. one or more trips as defined for the purpose of
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of Industrial Sickness

DR. S.S. SRIVASTAVA

The data of over 200 projects has been analysed for
their main weaknesses as these projects could not
successfully be completed in time. 44%, of these projects
have failed because of lack of good management and
poor implementation. A model has been developed to
predict incipient sickness in badly managed projects in
different industrial areas. The model makes use of the
financial ratios, operational ratios and technical ratios
using multiple discriminant analysis. Discriminant
equations for a few selected industries have been
developed. Forewarning parameters have been derived
which make it possible to sense the study of incipient
sickness in industries. A close monitoring of some or all
of these parameters can give an advance warning of the
state .of health of the industrial units.

Dr. 8.8. Srivastava, Consultant, Delhi.

The sickness in Indian industry is spreading at an
alarming rate according to the Reserve Bank of India
Report 1980. The total of units reported as sick was
24,550 which locked up an amount of bank money of
Rs. 1808.66 crores. The sickness is spread in small
scale, medium and large units. The small scale sick
units are 23,149 in number locking up an amount of
Rs. 305.77 crores. In the medium scale industries with
bank credit limit of Rs. 1 crore, there are 992 sick units
locking up a capital of Rs. 178.42 crores. There are 409
large units enjoying a credit of more than Rs. 1 crore
locking up an amount of Rs. 1324.47 crores. If,
however, the rescheduling of payment is also consider-
ed, the total locked up capital in all sick industries
would easily exceed Rs. 7000 crores. The financial
assistance of sick units from all sources has already
crossed Rs. 3000 crores by the end of 1981. In 1982
more of sick units have been added to all the three
groups. The assistance provided to sick units and
the number of industrial undertakings whose manage-
ment has been taken over by Government under the
Industries Act, 1951 has been steadily increasing every
year.

There are several causes of increasing industrial
sickness and the one that has been identified in all the
three groups of industries is the miss management of
industrial units. There are a few additional causes like
non-availability of raw material, power shortage, increa-
sed cost and obsolescense of plant and equipment and
out-dated technology. Poor industrial relations and
unhealthy trade unionism has also affected some units.
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if it will raise itself to a high level of true industrial
statesmanship. To illustrate the positive impact of this
type of statesmanship, a few such examples from other
industries also will be discussed briefly.

There is one lesson which, throughout the many
decades of the union movement, its leadership has been
lax in learning and in teaching to its membership : in
the last analysis, management and labor are in the same
boat in an often stormy economy and had better row
together lest they sink together. While it is understan-
dable that labor thinks in terms of maximizing its share
of industry’s income, equal and even greater attention
should be given—as a matter of labor’s self-interest—
to maximizing that income. Union leaders, conse-
quently, should echo management’s concern over such
hindrances to employees’ productivity as obsolete and
outdated work rules.

The “same boat’’ concept should induce union
leadership to be the peak of its statesmanship at the
collective bargaining table, where work rules which
impede or improve employees’ productivity are estab-
lished. The issue is not a matter of making employees
work harder. Harder is not necessarily better. Frederick
Winslow Taylor, the “father’” of time-and-motion
study, amazed both management and labor by demons-
trating that a man who loaded heavy iron ingots into a
freight car could double his production by cutting his
worktime in half: alternately working fifteen minutes
and resting fifteen minutes. The function of work rules
should be to enable employees to work more safely and
more productively.

Manpower Work Rules in the Railroad Industry

The railroad industry, which is in a desperate plight
(due to a verv substantial degree to years of oppressive
government regulation), provides an informative exam-
ple of the deleterious effect on employees’ productivity
of work rules imposed on management by labor at the
collective bargaining table. Labor imposed work rules
for the short-run purpose of creating more jobs, but
with inadequate attention to the long-run need for
employees to have a healthy industry in which to enjoy
lifelong jobs.
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A classic example was the labor contract of 1959
which provided that coal-shoveling firemen, with no
more steam engines on which to work, could ride until
their retirement dates on the new diesel-electric loco-
motives—which appreciably reduced the industry’s
productivity statistics and financial health. No proof
was demonstrated at the time that this arrangement was
the only, or best, solution to the firemen’s pending
unemployment.

The cause of the firemen’s predicament was techno-
logical change, which increasingly makes trades and
skills obsolete. Statesmanlike cooperation is required
between union and management officials to plan means
for mitigating the impact of technological change on
displaced employees, partly to avoid reduction in pro-
ductivity when unneeded employees are retained, and
partly to avoid the lowered self-esteem of employees
who are forced into a position of receiving a good day’s
pay without a good day’s work. An obvious solution,
often practiced, is retraining, and the need for it should
be anticipated.

In 1959, the railroad industry faced another situa-
tion, one which was less critical at the time but, in the
end, more cataclysmic. That year, the industry
announced that it desired to void the decades-old tradi-
tion—written into its bargaining agreements—of work
requiring two, and sometimes three, brakemen on a
train and two on a yard crew. The industry claimed
that in most situations one brakeman was sufficient.
Productivity statistics certainly were involved, but the
industry was not thinking then in terms of productivity,
the concern was its poor financial status.

This was an opportunity for union statesmanship to
rally to the support of a sick industry by working with
management toward the solution of a manpower pro-
blem. The brakemen’s union—or, rather, its dynamic
president—was adamant in its opposition, however.
The proposal was unthinkable for the president, and
for thirteen years he fought the industry, and won.

The railroad “crew size” dispute is particularly
interesting because what the industry basically
wanted was something in the area of economic
philosophy: the “management right” in a free enter-
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prise environment to determine the number of emplo-
yees in a work force, a principle generally not challeng-
ed by unions in any industry. The common union
~ argument in these cases is safety and work burden
particularly the former.

In the case of the brakemen, the union claimed that
safety and work burden made the subject of the num-
ber of brakemen in a crew properly one to be resolved
across the collective bargaining table. Yet such
disputed questions in labor-management relations
should be, and easily can be, settled by arbitration
initiated by an individual employee who believes that
his job is hazardous or too difficult without an addi-
tional employee working with him.

The “crew size dispute’” was in constant stalemate
at the bargaining table from 1959 to 1972. President
Kennedy sought to break the impasse by appointing a
Railroad Commission in 1961 to investigate the matter,
But its findings were inconclusive; management’s claim
to a “management right’’ should not be considered ‘at
this time,”” it stated, and told the parties to return to
their table and bargain some more. In 1963 the
President acted again, appointing Emergency Board
No. 154. Side-stepping the ‘“‘management rights”
issue, the Board stated that safety and work burden
were issues that should be settled locally on individual
railroads and not by industrywise negotiations and
added its belief that “no force reductions should be
made (on crews) except by natural attrition.” At the
level of economic philosophy, that recommendation
infers that once an employee has been hired his emplo-
yer owes him, as a matter of the employee’s rights, a
lifetime job. If the courts were to adopt that philoso-
phy, it would be the end of industrial productivity
statistics.

In 1964, the congressionally established Arbitration
Board No. 282 rendered its decision, which ignored
“manage ment rights’ and told the industry to bargain
some more. Either party in a stalemate on any particular
railroad was allowed the right to invoke arbitration.
Management from several railroads called in arbitra-
tors—the only time during the dispute that anyone left
the bargaining table in a serious effort to obtain the
facts regarding safety and work burden—and the arbi-
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trators granted management reduced crews (one brake-
man per crew) for most of those arbitrated.

As matter of mutual self-defense, throughout the
dispute the railroads attempted to deal with the union
on an industry-wise basis, as is the industry’s practice
regarding wages and fringe benefits. In 1968, however,
the Supreme Court ruled that the “‘crew size dispute”
be handled individually on each rail-road—whereupon
the union used its strike power at one railroad after
another until by 1972 it had won back all the brake-
men’s jobs which the arbitrators had abolished in 1964.
There were, however, some extremely interesting
exceptions.

The significance of the exceptions lies in the states-
man like manner in which certain union officials,
associated with individual railroads in particularly bad
financial situations, listened to management’s plea for
relief from unnecessary brakemen and cooperated at
the bargaining table to rewrite the applicable work
rules and pay scales. Several case studies follow.

Providence & Worchester Railroad : This fifty-
mile-long railroad began operation in 1973 after the
Penn Central sought to abandon the trackageas a $ 3
million loser. In its first year, it grossed nearly $ 5
million, earning § 2.2 million in net revenue and almost
§ 800,000 in net income, made possible by the union’s
cooperation. Each crew had only one brakeman, and
job titles (requiring the cooperation of other unions)
were abolished so that employees could do whatever
work they saw should be done instead of being limited
to individual trades. The 100-mile rule, under which
an extra day's pay was granted for travel beyond 100
miles per day, was abolished, although schedules
called for considerable overtime. In return for these
union concessions, this sixty-employee railroad placed
a brakeman on the board of directors, provided a
guaranteed annual wage of $ 16,640, and established a
profit-sharing plan which could be as much as $ 3,500
or more annually, payable at management’s option
in cash or stock.

Florida East Coast Railway: In the mid-1960s,
the operating unions on this financially troubled
railroad disbanded themselves. The work rules were
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simplified and the railroad began operating through
freight trains from Jacksonville to Miami with cnly an
engineer and a conductor (no brakeman), and the
oddity of no caboose.

Chicago & North Werstern Railroad : The employees
saved this railroad by buying up its stock and control-
ling its management, and in 1973 the brakemen’s
union agreed to one-brakeman crews with increased
pay for the single brakeman and a provision that
surplus brakemen would be eliminated only by
attrition.

Reading Railroad : This railroad recovered from
the brink of bankruptcy in the mid-1960s because the
unions permitted a relaxation of restrictive work rules
and because management and labor, working as a
team and facing severe competition from other railroads
serving the same area, decided on the unique idea, for
the railroad industry, of getting more business by
taking it away from the truckers. The idea was to
offer large-tonnage shippers what the truckers were
providing : Same-day delivery instead of the three days
which the restrictive work rules necessitated for the
sixty-mile run between Philadelphia and Reading.

The Reading Railroad is an encouraging example
of what labor-management cooperation can accomp-
lish in improving labor productivity, Under the old
work rules, one or more freight cars at a shipper’s
dock would be moved by a train crew to the nearest
terminal, where a yard crew would assemble them with
other cars into a train. The next day, a train crew
would move the assembled train to another terminal.
On the third day, a Reading yard crew would give the
cars under discussion to a train crew for hauling to the
consignee’s dock. When both time and labour cost are
considered, it is no wonder that the truckers took the
short-haul business away from the railroads decades
ago.

The Reading Railroad’s management approached

the unions with a proposal to eliminate all the work
rules. The unions accepted the proposal and Reading’s
progressive “Bee Line” service was inaugurated.

Other Industries

Before mentioning other industries, an important
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historical development should be mentioned. During a
century of negotiations between management and
organized labor in all industries, the practice has been
for labor to seek something and for management to
give it. In other words, the traditional bargaining
table has been mostly a one-way street. The reasons
why that was a necessity in the early days are well
known, but the substantial concessions that labor has
extracted from management make it reasonable to argue
that situations are now to be expected where manage-
ment seeks something and labor gives it, employee pro-
ductivity being in that category. Four case studies
will illustrate situations where management did the
seeking and where labor, acting in a statesman like
manner, did the giving.®

Kaiser Steel : The first case involves the disastrous
116-day steel strike in 1959. Kaiser Steel and its
employees avoided that strike by breaking away from
the national situation and solving their mutual pro-
blems inside the company by means of their well-named
“Fruits”” Committee (Committee to Develop a Long-
Range Plan for the Equitable Sharing of the Fruits of
Economic Progress).

West Coast Longshoremen : The West Coast long-
shoremen, under the leadership of Harry Bridges,
solved a serious employee productivity problem by
signing with the dock companies the 1960 Mechaniza-
tion and Modernization Agreement, which eliminated
contractual  “make-work” rules, permitted the
companies to reduce their labor costs by mechanizing
the loading and unloading of ships, reduced the expense
incurred by the time ships being tied up at docks, and
guaranteed the existing work force against loss of jobs.
while giving it a portion of the net savings from
machanization, preserving its safety rules, and ensuring
it of no “speedup” acts by management.

The City of Jamestown :  The third case is unique:
because the impetus for labor management coopera-
tion developed not within the ranks of labor and
management but in the civic community in which they
worked, the economically decaying city of Jamestown,
New York. The community’s civic leaders induced
labor and management in four dying industries located
in the city to establish the 1971 Labor-Management
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Committee of Jamestown, which after a slow and
painful start began reversing eighteen years of declining
industrial activity. Employee productivity was selected
as the primary objective : waste and absenteeism were
to be reduced, job lossess resulting from the com-
mittee's activities were to be avoided, and the com-
munity’s reputation as a source of productive labor in
a good labour-management relations environment was
to be developed. The committee saved the city; within
a year strikes had been eliminated, and one company
negotiated a contract which tied wages to productivity
increase.

Jamestown’s economic momentum increased in
1973, assisted by federal grants to set up labor-manage-
ment committees.

For the first time in fifty years several plants were
saved from liquidation, partly as a result of the
committee’s efforts and partly by the improved labor-
manegement  relations climate. Two companies
announced major expansion programs, and a large new
company entered the area. The community’s unem-
ployment rate dropped, and the number of manufactur-
ing employees increased.

The Steel Industry : The fourth and final case is
the steel industry (apart from the Kaiser Steel case
| already mentioned), which in 1971 took a hard look at
the situation created by foreign competition. Japan,
for example, was underselling Kaiser Steel in galvanized
pipe even though it was using California iron ore. The
industry approached the steelworkers’ union on the
subject of productivity, and some 250 labor-manage-
ment committees among ten basic steel companies were
formed. The committees were titled Employment
Security and Productivity Committee, a psychological
device to indicate that benefits would not accrue solely
to management. From the beginning it was recognized
hat constructive results would be proportional to how
ell the committee worked with employees, alleviating
eir fear of ““specdup” and firing, and enhancing
eir morale and their motivation to cooperate with
ommittee projects. The committees improved pro-
uctivity by such means as avoidance of bad quality,

etter identification of warehoused steel, more efficient -

ndling of scrap, energy conservation, more efficient
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phasing out of old equipment, and better care of new
equipment. The union’s leader, IL.W. Abel, credited
the committee with laying the foundation on which
labor and management built the historic 1973 Experi-
mental Negotiation Agreement, used for the first time
in the 1974 negotiations. This agreement established a
stable peace in the industry by providing that, in the
event of deadlocked negotiations, the result would be
arbitration instead of a strike.

These cases are success stories, Unofortunately,
however, they are exceptions and not the rule in labor-
management relations.

Union Statesmanship

One of the glories of the American way is its devo-
tion to progress in human affairs in the “the pursuit of
happiness.” Selfish anagement and selfish unjons—
and there is much of each—are not conducive to that
goal. Statesmanship not only at the governmental
level but also in the ranks of industrial and unjon
leaders is required if this nation is to realize the dream
of its founding fathers.

Labor productivity is one of the elements in the
program for an ever improving cconomy, not only for
the United States sake but also as an example for the
underdeveloped nations. Over the last decade, the
news media have dramatized the fact that, according
to the government’s appraisal, there is ' 10 per cent
poverty in this country, implying that the dream of the
founding fathers has failed. The positive view must
be emphasized : The United States has reached 90 per
cent of its objective, and should roll up its sleeves—
with government, management, and Jabor working
cooperatively—to go the last 10 per cent of the way.

It is to be hoped that union
its opportunity and do its part by leading organized
labor, working Productively, into a prosperous
economy.

statesmanship will see

Job security is a positive concept. As such, it is
something that can be hoped for and worked toward.
Human nature being what it is, however, the negative
side of job security is more often emphasized: fear of
unemployment. That fear, although its reality must

Even with the often perceived macro-level necessity
of productivity as the means of expediting economic
. growth—a key for early eradication of poverty, one finds
relatively very little in terms of an organised effort for
translating it into action. Similar to what other societies
. have experienced in our country too, it is not uncommon
fo see a vast majority of people still considering
Pproductivity as someone else’s concern, This paper
Jocusses on the need for building a deliberate well-
organised effort for management of productivity in the
entire organised sector and otherwise.

Our respected Prime Minister’s call to observe the
Year 1982 as Productivity Year came to us at a time
when BHEL operations were facing growing pressure
of increasing cost of inputs. Material costs had gone up
substantially in the preceeding 3-4 years, interest on
borrowings had more than doubled and enhancement
in personnel payments was due to be taken up at the
ensuing wage agreement. On the other hand was BHEL’s
determination to match the international enterprises in
the competitive market environment, ata time when
power equipment manufacturing capacity in developed
countries was grossly under-utilised. The call to observe
1982-83 as the Productivity Year thus provided the right
impetus for introducing the productivity dimension.
Following are some of the essential features of the
BHEL experience.
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A. Intensive Group Interaction: Intensive group
activity generated at the senior management levels was
subsequently spread down the line through a chain of
productivity coordinators who were identified in each
work area.

B. On the Job Productivity Problem Solving :
‘Groups—small and large, were encouraged to locate
productivity improvement projects. As many as 1053
projects were identified and were taken up for investi-
gation by different groups on a planned basis. This
in turn created a large on-the-job environment and a
favourable psychology for experiment based learning
opportunity.

C. Class-Room Education : The Divisional training
<entres and the Corporate Management Development
Institute reoriented their programmes laying greater
stress on productivity improvement.

D. Intensive Workers’ Training : In this direction
one of the Division took the lead by developing a crash
productivity course to train 2600 artisans. A compre-
hensive 2-day package “Greater Prosperity Through
Higher Productivity” was introduced for batches of
30 artisans. In all 12,800 employees were trained
during the Productivity Year. Teaching aids like
<lose circuit television, a slide projector, overhead pro-
Jector, films and charts made the training highly
effective.

To bring about core-impact, communication with
the employees through their mother tongue became the
policy. The awareness that productivity improvement
and poverty eradication and increasing employment

opportunities brought greater involvement on the part
of employees.

E. Feedback Survey—Training Impact : In a subse-
quent feedback survey the workers showed a more
positive response in their respective areas of work.
Other than their involvement in reduction of wastage
etc., their responses to supervisors and relationships
with their own colleagues improved.

F. Future Training Needs Reinforcement : The
success achieved has encouraged us to extent the train-
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ing programme to the entire population of the company
including supervisors and all levels of Executives. These
are currently under execution.

IIL. Eariching Motivational Processes

Conflicts in the managers’ minds about the choice
of motivators poses a formidable problem. Some
consider financial reward as the only real motivator
whereas others view it just one of the many motivators.
In operating BHEL's Productivity Movement emphasis
has been mainly on the non-financial motivators. Some
of the more prominent motivators utilised in the
process included :

Intensified communication
established through seminars, workshops, conferences,
and a case reporting journal developed during the year
under the caption ‘Productivity Movement in BHEL’
helped the spread and snow-balling of the movement
and also in reinforcing the competitive processes.

A. Communication :

B. Recognition & Rewards: Company level and
Divisional level awards were instituted to provide
recognition to the best performing groups. To enable
retaining of focus on achieving a better culture of work,
and not mere physical ratios, emphasis on the follow-
ing functional elements was considered in evaluating
the best performer.

1. Commitment and intensity of effort in planning
for productivity including long range and
annual budgeting.

2. Identifying and allocating of organisation for
accelerated on-going productivity effort.

3. Monitoring and control at group, divisional
and corporate level—frequency and regularity
of review.

4. Training of artisans, supervisors and executives.

5. Promotional efforts.

6. Number of employees, involved in the effort
through " any mode like volunteering or nomi-

nated individuals/groups including Quality
Circles or the Productivity Enhancement
Groups.

T it
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7. Cultivation of involvement and participation
culture towards teamed-up working, where
employees including executives, supervisors and
workers jointly participate in the effort in all
stages commencing from planning.

8. Achievement through productivity projects both
qualitative and quantitative vis-a-vis the 1982-83
plan.

9. Effectiveness of coordination and facilitating/
organisation.

10. Identifying critical areas for improvement,
seeking expert staff help (internal and exter-
nal) and implementation of recommendations.

C. Perpetuating Learning : Moving up the expe-
rience sharing process through conduct of workshops/
seminars at the divisional level, the inter-divisional level
on to the inter public sector enterprises became a great
gource of inspiration and encouragement to those
involved in the effort. The latter was organised as a
sequel to a decision of Heavy Engineering Sectoral
Group of which I happen to be the Chairman. A work-
shop thus conducted under the joint auspices of BPE
and BHEL not only provided a healthy outlet for the
work conducted in the organisation but brought in the
organisation’s fold considerable experience from other
public sector undertakings. Their recommendations
lead to the formulation of a model organisation for
productivity management.

With our eyes set on sustenance of a new work
culture in the long run we experienced the inherent
motivational features which provide perpetuating learn-
ing. Similarly spreading the new culture to sister
organisations revealed the generation of mutually
supporting forces which developed in the process.
Keeping this philosophy in view BHEL welcomed the
request for a major participation in the AIMA’s annual
convention. The Convention theme was “Producti-
vity—The Current Managerial Challenge”.

D. DatalInformation Generation: It is common
knowledge that specific target setting, precise time-
based planning and clearcut laying out of responsibility
with reference to measurement oriented datum lines,
creates a much favourable climate for achievers as
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compared to general lose situations. In the latter case
instructions from the top are usually perceived in their
worst form as exhortations. It is human nature to
respond to the latter only in a coercive work environ-
ment. On the contrary the available organisational ethos
in the country today is becoming more and more
democratic with time. In such a situation information
dissemination and creating a logical response act as a
much greater motivational force.

IV. Participation Synthesised

Any number of studies and researches are available
from the developed countries which indicate a direct
relation between the participative style of management
and productivity.

In practice, however, managers, though recognising
its relevance, find it very hard to put it in action. BHEL
has been more fortunate in this respect, as a variety of
methodologies leading to participation have been
already experimented by various divisions from time to
time like Work Redesign, Team Building, Organisation
Development, Communication and lately Quality
Circles. Our organised thrust during the Productivity
Year provided the right environment for their synthesis.

and integrated well with the effort. Two focal areas
emerged :

A. Workers® Involvement Through Quality Circles :
The planned intensification of the Quality Circles
movement was extended from one division where it
was started to other divisions of the Company. The
number of circles multiplied to 268 and became an
excellent example of workers’ involvement in the
productivity process. [

B. Employee Productivity Enhancement Groups: In
addition to the Quality Circles some divisions felt
the need for constituting special groups covering such
areas of study which require specialist/managerial
inputs. Accordingly, productivity Enhancement Groups
were constituted to tackle areas requiring intensive
technical inputs or specialist methodologies like Indust-
rial Emgineering, Computers, Organisation Research.
These groups included executives, supervisors specia-
lists and workers. In this case the group developnent



DEVELOPING AND SUSTAINING A PRODUCTIVITY CULTURE

became part of an organised management effort
‘bringing out participation in a planned manner.

V. The Movement

Phase I-Planning & Productivity Improvement Projects
Identification : This phase initiated a planning process
wherein the Divisions split into convenient Responsi-
bility Centres (mostly at the departmental levels yet
-others going to the levels below). These centres iden-
tified areas for productivity improvement with stress on
possible improvement from within. This emphasis is
-essential to bring forth the concept of ‘looking within’
to impact change, a feature often lost in the generalised
approach to productivity improvement. At this juncture
it may be worth referring to John Steward of US
Consultants from Mckenzie & Co., “Although it is
Hard to Find a Manager Who Would Not Agree That
Productivity is a Problem But It is Harder To Find
-one Who Agrees That It is His Problem™.

It has indeed been a heartening experience to see,
particularly Manufacturing Divisions, taking the lead to
-establish the planning process. The planning activity
subsequently spread all over the organisation and in
the first run 1053 projects got located for investigation.

Phase 2-Monitoring & Review : Once the plans got
crystalised, Divisions set for themselves monitoring
‘mechanisms most suited to each. Various methods of
‘monitoring and progressing the projects got developed.
A reporting link with the Corporate Productivity
Management Desk has been established.

Phase 3-Sustenance : To enable sustaining of the
movement the organisation is currently engaged in
linking the effort with the following :—

1. Making Productivity Reporting a part of Cor-
porate MIS

2. Inclusion of Productivity Improvement as a
Part of Annual Budgeting Exercise

3. Recognition System: A process of public reco-
gnition in terms of an annual Divisional Award
for the best group has been launched.
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VI. Achicvements

The joint conscious effort in the Productivity Year
had its rewards. The assessment conducted by teams
which evaluated each productivity project added upto
Rs. 5.41 crores during the year.

In addition to the financial gains the Company also
registered qualitative improvement in many areas like :

—Improvement in working conditions.

—Reduced down time of machine.

—Reduction in rework/rejection.
—Reduction in manufacturing cycle time.
—Increased safety.

—Improved cash inflow.

—Quicker flow of information through computeri-
sation.

—Reduction in inventories.

—Reduction in work load of critical machines by
offloading them to non-critical machines through
process of improvements.

—Reduced operator factigue due to process im-
provements.

VII. The National Award

The combined productivity efforts brought to BHEL
the national acclaim of “Best Productivity Performance
Award” for the Productivity Year of the Heavy Engi-
neering Group. Such national recognition has given
our employees a tremendous satisfaction and reinforced
their enthusiasm for continuing with this effort. Need-
less to say that this is yet another exmple of how a
non-financial motivator enriches the motivational pro-
cess far beyond the immediate money gains.

VIIL Productivity, an Ongoing Programme

Generation of new work cultures, if attempted
through an organised effort, have an in-built snow-
balling feature. Given the right quantities of boost at
appropriate times the processes involved in the effort
lead to a continuing enrichment of the group effort.
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A. 1983-84 and Beyond: BHEL has already
developed its 1983-84 productivity improvement pro-
gramme incorporating 1332 projects to cover area like
energy, innovating technology, resource utilisation,
human resources, and systems including computers.
An expected saving exclusively on account of producti-
vity projects is more than Rs. 20 crores during this
year in addition to many intangible benefits.

B. Enriching the Managerial Dynamics : To main-
tain continuous support to the programme beyond
the Productivity Year conscious efforts are being made
by the various levels of the hierarchy in the following
areas to enrich the processes further :

—Productivity planning and monitoring effort.

—Building model productivity Coordination Cen-
tres.
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—Intensified training, to expand the movement
through programmes designed for a multiplier
effect. Through this managers/executives will
not only learn but also | teach productivity
methodology.

—Reinforcing cost/statistical analysis for bringing
promptness and control.

Lessons for Future

Looking in retrospect, the detailed components
which a large organisation like BHEL has experimented
with the launch of the productivity movement has
taught us many a lessons, On the features supporting
the success one could list three focal points i.e. total
commitment of the top and senior management; utilising
the positive features of the organisation’s agility; and
infusion of the thought process by an institutionalised
catalyst group.

Newfields

STANDARDS MOVE THE WHEELS OF INDUSTRY FASTER

Yes, Standards promote the planned, sustained
and accelerated growth of industry.

Incorporating the latest results of research and
development, Standards help in achieving optimum
utilization of available resources, streamlining
production processes, increasing productivity and
building up ' consumer confidence and goodwill.
Over 11,000 Indian Standards formulated by the
Indian Standards Institution (1SI) and covering
materials, products, methods and processes provide
the necessary guidelines for quality production.

STANDARDS FOR INDUSTRIAL
DEVELOPMENT AND
NATIONAL PROSPERITY
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Indian Standards Institution

Manak Bhavan, 9 Bahadur Shah Zafar Marg,
New Delhi-110 002

REGIONAL OFFICES :

Bombay, Calcutta, Madras, Mohali (Near Chandigarh)

BRANCH OFFICES :
Ahmedabad, Bangalore, Bhopal, Bhubaneshwar,
Hyderabad, Jaipur, Kanpur, Patna, Trivandrum
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Productivity and Industrial Relations:
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Standards
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At the enterprise level as well as at the national
level, the experience shows that, what benefits the over
all group will not necessarily benefit the individual
members, The asymmetry of costs and benefits leads
to varying degrees of resistance to productivity
improvement measures. It is here, then climate of
Industrial relations becomes a critical variable. The
author discusses the role of International Labour
Standards in this context.

Mr Paul Bangasser, is Deputy Director, ILO Area Office, New
Delhi. The views expressed in this paper are those of the
author and do not necessarily reflect those of the International
Labour Organisation.

Productivity can be somewhat like the proverbial
elephant examined by the seven blind sages. Each
specialist tends to side the productivity question in
terms of his/her own specialisation. A vocational
trainer, for instance, thinks in terms of workers’ skills
and abilities; an industrial engineer in terms of machi-
nery and plant layout; and so forth. As in the case of
the sages, each of these analysis is partially right... and
therefore partially wrong. Productivity, and its
improvement, depends on many variables : the skills
and experience of the workers, the effectiveness of
managements, the quality of raw materials, the appro-
priateness and reliability of plant and equipment, etc...
All of these factors will need to be examined and
improved jointly in any serious effort to improve a
specific enterprise’s productivity.

But in addition to these questions of how to improve
productivity, there is also the question “why?” It is
often easy to show that improved productivity is bene-
ficial to the immediate enterprise and also to the society
as a whole. But it is not always evident that this
improvement will benefit the person expected to
produce it. Indeed, it is not difficult to imagine circum-
stances in which he might even suffer, because measures
to enhance productivity mean changes : new machinery
or tools, different product designs, different raw
materials, shifts in plant layout, etc. And any change
involves a risk. Normally, the bigger the change (not
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just “big” in money terms but also in organisational/
social/psychological terms), the more likely the final
results will be different from what was planned; and
not all of these results will necessarily be desirable.

Even if things do work out as expected, there is still
the problem of who will bear the costs (again, not just
financial costs but also organisational/social/psycholo-
gical costs) vis-a-vis who will reap the benefits. At the
enterprise level as well as at the national level, it does
not necessarily follow that what benefits the overall
group will also benefit (and be perceived as benefiting)
its individual members or sub-groups. One can perhaps
go further and predict it is quite unlikely, in absence of
some explicit mechanism for this purpose, that these
benefits ‘will be equally distributed. The same will also
hold true for the social and psychological costs of
productivity improvements. Some individuals or sub-
groups will almost certainly have to make greater
adjustments and/or bear more risks than others. The
distribution of these costs unfortunately is rarely the
symmetrical mirror-image of the distribution of benefits.
Given this asymmetry of costs and benefits, it should
not be surprising to find varying degrees of resistance
to specific productivity improvement measures notwith-
standing a wide and genuine agreement that a rising
productivity trend is to everyone’s long-term benefit.

This “fear” of productivity changes exists n indus-
trialised as well as developing societies. Dr. Markley
Roberts, Research Economist for the American Fede-
ration of Labour and Congress of Industrial Organisa-
tion stated recently while on a lecture tour of India
that :

“We (the AFL-CIQ) believe that raising producti-
vity and technological progress are essential to raise
the standards of living. But we also see dangers
to workers and their families.... There are possible
adverse eftects like displacement from jobs and

lowered earnings.’™

Similar apprehensions have been expressed by many
trade unionists from both developed and developing
countries. Labour is not opposed in principle to
productivity changes; but it is decidedly cautions about
specific managerial initiatives towards productivity
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enhancement and the actual or potential problems these
might create for individual workers. Itis also known
that no productivity measure can achieve its hoped-for
impact without at least the passive acceptance (but
preferably the active cooperation) of the workers
directly involved.

Clearly then, the climate of industrial relations has
a critical influence on productivity improvement
campaigns, If the relationship between workers and
employers is charaterised by a spirit of genuine partner-
ship and joint endeavour, then the individual worker
will be less apprehensive about changes in his/her
immediate work package. If management makes a
regular and systematic practice of seeking out and
incorporating the views of workers and their represen-
tatives before making important descisions, then trade
unions would become less suspicious about employers’
“hidden motives”. If workers  representatives, when
dealing with management at the enterprise level, limit
their attention to the legitimate interests of the workers
directly involved and if they genuinely accept the need
for a healthy enterprise as a paramount criterion, then
management would feel confident in incorporating
workers’ representatives’ views in its decisions.

India’s Union Minister for Labour and Rehabilita-
tion, the Honourable Shri Veerendra Patil has recently
put the problem as follows :

“_..the nature of the relationship between employer
and employee has changed from that of master/
servant to that of a functional relationship where
management and labour work as equal partners in
a joint enterprise performing different functions;
the workers have as much intersst in the working
of an enterprise as the management ... Corres-
pondingly, the workers should have a say in the
decicision-making process of the undertakings, In
other words, the workers should be fully involved
in any measures designed to achieve prosperity
through productivity and appropriate institutional
arrangements should be made for the purpose.’”

These principles are widely accepted at least in the
abstract. Why, then, are they not more widely follow-
ed in practice in India ? There is no simple answer to
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this question; but there seem to be two broad factors
militating against them. First is a sort of vicious circle
of attitudes. The absence of a feeling of personal
involvement and vested interest in the enterprise on the
part of the worker and his representatives tends to call
forth an authoritarian style on the part of management,
with little or no consultation and involvement of
workers in decision making. And vice versa! When
management isolates itself from the views and opinions
of those directly involved and simply hands down its
decisions from “on high”, this undercuts and frustrates
any spontaneous initiatives by workers to get involved
and take an active role in their workplace. Both these
attitudes (or either of them) foster a pattern of labour-
management relations in which each side views the
other with suspicion and mistrust, which in turn
encourages the worker and his representative (s) to
resist any change in the status quo which doesn’t offer
him immediate and tangible benefits. Each of these
attitudes feeds upon, and is reinforced by, the other in
a more or less self-sustaining vicious circle of hostility
and suspicion.?

The second factor is that, while focussing attention
on the long-term harmony of interests between emplo-
yers and employees, we may tend to overlook the fact
that at least some of their respective interests do not
coincide. While there is no doubt of the mutual long-
term benefits deriving from a healthy productive enter-
prise, a specific proposal may affect them very different-
ly over the short-run. Furthermore, management and
labour may have decidedly different priorities from
each other, both in the short and long-run. For
example, management may want to increase producti-
vity through greater utilisation of machinery and there-
fore calls on workers to put in more overtime. The
trade union, on the other hand, may see this as a means
of avoiding hiring additional employees (and inciden-
tally, potential union members). Similarly, many
productivity improvement measures focus on more
efficient use of raw matarials, less wastage, etc. which
will call for tighter quality control, more precise work-
manship, and greater industrial self-discipline on the
part of the worker. It is hardly surprisingly that the
worker would feel compelled to make most of the
immediate sacrifices while being expected to content
himself with a rather ethereal and distant rewards.
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Likewise, labour and management may have quite
different views on what they respectively consider as
“fair” or “adequate” return on investment. Experience
suggests that these divergences of priorities and
interests exist in varying degree regardless of whether
the enterprise is in the private or the public sector.

Given such a vicious circle of attitudes and this
basic divergence of priorities, how then can the
industrial relations “foundation” for productivity
growth be developed? Much has been written on the
subject of productivity, and a number of specific
“tools™ are available. One such “tools”, however, has
received relatively little attention. This is the use of
international labour standards as a means of setting
disputes and minimizing labour-management frictions at
the level of the enterprise.

Industrial relations issues can generally be classified
into two broad categories. “Interest” issues are the
bread and butter of the collective bargaining process.
They focus primarily on how the fruits of labour will
be distributed. As such, they tend to be issues con-
cerning groups of workers. “Rights” issues, on the
other hand, relate to the respective duties and privileges
which pertain to the employment relationship. They
are often centered on procedural questions such as
how a decision (e.g. retrenchment) is implemented.
They tend to be more individualised than “interest”
issues. Available statistics indicate that “interest’
issues relating to wages and allowances and bonuses
account for about 407 of the total man-days of work
lost through industrial disputes in India.* What is of
interest here is that a very substantial portion (indeed
the majority) of industrial disputes and lost production
are not related to demands for more money. The stem
from “rights” issues such as personnel and retrench-
ment, leave and hours of work, discipline and violence,
and other such matters.

How can international labour standards help
resolve these disputes and thereby “recoup” this lost
output? International labour standards are not in them-
selves solutions to industrial disputes. Rather, they
constitute a coherent collection of guidelines and
guiding principles by which the parties themselves can
reach mutually agreeable solutions. A meter stick by itself
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is incapable of measuring a length of cloth. Someone
must physically take it up and compare the item to be
measured against this pre-established standard. Similarly,
in an industrial relations issue, somsone must take the
known facts and compare them against some sort of
norm or standard. But for virtually every such issue,
there will be at least two sides, often several sides; and
each side will be comparing and weighing these facts
against what it consideres to bs “normal”. If each
side is judging the facts against a different norm, then
the chances of reaching a mutually agreed conclusion
are slim indeed, and the issue will must likely be settled
on the basis of raw power. In other words, the vicious
circle of attitudes is perpztuated and the seeds of
further disputes are planted. On the other hand, if
the facts are jointly compared against a neutral and
mutually accepted standard, then the chances of
resolving the issue amicably are significantly improved
and the prospzcts of future industrial harmony are
strengthened.

International labour standards play precisely such a
role. They are promulgated only after thorough
tripartite examination of their contents. Thus, both
workers and employers can be confident they respect
their respective legitimate interests. They are formulated
collectively by individuals from every political system
and cultural background. Hence the resulting standards
are politically and culturally “neutral””. They are, in
short, ideally suited to play the role of neutral, objective,
outside standard to which both sides of an industrial
dispute can turn for guidance.

There are several different types of international
labour standards, with differing degrees of rigour and
applicability.® International labour Conventions and
Recommendations are the most rigorous and widely
applicable. These are formally adopted by the tripar-
tite delegations at the International Labour Conference
after an extensive process which includes a detailed
analysis of relevant national laws and practices, inde-
pendent tripartite examinntion at the national, interna-
tional and sometimes regional levels plus extensive
debate and discussion during at least two regular
sessions of the International Labour Conference. All
member states of the ILO are obliged to bring each
Convention and Recommendation to the attention of
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the competent authorities (normally the Parliament)
“for the enactment legislations or other action” suitable
to national conditions.

Through the application mechanisms for these Con-
ventions and Recommendations, and in particular
through the adjudication of formal complaints and
representations by the committees of experts on freedom
of association and application of standards, there has
also developed a substantial body of international labour
Jjurisprudence—a continuous collection of reasoned opin-
ions, decisions and definitions relating to labour matters
and to the detailed implementation of international
labour Conventions and Recommendations. These
individual case-by-case interpretations give concrete
practical “flesh” to the framework of the Conventions
and Recommendations.

The annual International Labour Conference also
passes from time to time technical resolutions, such as
the resolution concerning “conditions and equality of
treatment of migrant workers’! or “labour and social
implications of automation and other technological
developments’. These resolutions are not subject to as
through a process of examination and discussion as are
Conventions and Recommendations. Nevertheless,
they represent a sort of ‘“‘sounding of the house” on
that specific subject and thus constitute a good indicator
of the current tripartite international consensus on that
particular issue.

In addition to the various deliberations of the
International Labour Conference, the ILO maintains a
series of standing tripartite “Industrial Committees™
(inland transport, iron and steel, metal trades, etc.), each
of which meets every three to four years to review the
situation in that industry. As in the case of conference
resolutions, the pronouncements of these meetings do
not reflect the same degree of analysis and discussion
as Conventions and Recommendations. They do,
however, reflect accurately the current tripartite inter-
national consensus on particular issues for that
industry. They also have the advantage of being
somewhat more *“focussed” than the more universal
pronouncements of the International Labour Con-
ference.

It is worth noting that many of the topics which
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end up as international Conventions and/or Recommen-
dations actually start out as resolutions of a regional
conference of industrial committee meeting. Thus, there
is considerable complementarity and reinforcement
among the different types of international labour
standards. It is also worth noting that, whereas all of
these documents are formally voted upon, the actual
results of the votes are normally overwhelmingly “for”,
with at most “abstentions™ but rarely many “‘against”
votes. This stems from the principle that the basic
moral force behind all international labour standards
depends upon how accurately the document reflects the
genuine consensus of independent representatives of
employers and workers and governments coming from
a wide variety of political systems and cultural back-
grounds. Consequently if there are major reservations
regarding a particular item on the part of a substantial
portion of ILO constituents, then even if the final
instrument manages to garner a majority of the votes
it would still lack the moral force and persuasiveness
necessary to be effective as an international labour
standard. Therefore, the practice is followed of con-
tinuing to debate, to amend and to ad just the text until
a genuine consensus is reached.

How can these documents adopted by high-level
international meetings be of relevance to the “factory
level” relations between labour and managemenet
in India ? Let us consider a practical example. The
Indian Labour Journal reports that in June 1983
“major’”® ongoing industrial disputes related to
retrenchment or layoff of workers had, so far, generated
a total of nearly one million mandays of lost produc-
tion” In 1982, after two years of extensive study
and debate, the International Labour Conference
-adopted a convention (No. 158) and a complementary
recommendation (No. 166) on “‘termination of employ-
ment at initiative of the employer.””® These instruments
spell out (a) what does and does not constitute justifica-
tion for termination, (b) procedures to be followed
prior to or at the time of termination and procedures
for appeal, (c) period of notice and severance allowance
and other income protection, and (d) a number of
supplementary provisions for termination of employ-
ment for economic, technological, structural or similar
‘teasons. It is doubtful whether these two international
labour standards could have prevented these termina-
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tions from taking place. Nor is it obvious that reference
to these standards would have prevented all these
industrial disputes from arising. But it is very probable
that, had these standards been used by management in
implementing the terminations and then by the
workers’ representations and government officials in
examining and reviewing these management decisions,
much of the argument over who was “right” and who
was “wrong” could have been climinated. The resulting
power confrontations and the subsequent strikes/lock-
outs with their accompanying lost productivity could
thus have been avoided or at Ileast substantially
reduced.

Let us take another example. Much productivity is
lost through industrial accidents. The Government
of India reported 312,444 injuries in factories in 1981
(to say nothing of accidents in other areas such as mines
or plantations).® Occupational safety and health has
been a major subject area for international labour
standards since the very beginnings of the 1LO. There
are now fourteen formal conventions dealing exclusively
with different aspects of occupational safety and health,
plus twenty formal recommendations. Occupational
safety and health clauses also appear in a number of
other conventions and recommendations. There are,
in addition, a number of conference resolutions plus
recommendations from the various industrial com-
mittees. Moreover, the ILO publishes a wide range
of model codes of practice, such as “safety and health
in shipbuilding and ship repairing” or “safe design and
use of chain saws.”'® Perhaps the most comprehensive
single standard on occupational safety and health is the
convention (No. 155) and its complementary recom-
mendation (No. 164) which were adopted in 1981,
These two documents taken together set out in exten-
sive detail (a) the basic tenants of national policy,
(b) eighteen separate technical factors (lighting, use
of electricity, maintenance, first aids etc.), which affect
the safety and health of the workplace, and (c) actions
to be taken at national level and the level of the under-
takings. All these documents taken together provide a
comprehensive and detailed set of international labour
standards and guiding principle for occupational safety
and health,

Industrial accidents hurt more than just the workers
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involved. In addition to the personal suffering and
anguish to the worker and his family, there are very
considerable costs inflicted on the enterprise and the
society : reduced productivity due to lost production
time of the injured worker, lost time by other workers
who assist the injured (or who stop their own work
out of sympathy or even simple curiosity), lost execu-
tive and supervisory time and energy spent on investi-
gating the cause of the accident and implementing
corrective action, destroyed or damaged plant and
machinery and raw materials, etc. But these accidents
don’t just happen. They result from a combination of
unsafe working conditions and unsafe working habits.
They can be prevented through the systematic, rigorous
and determined application of the relevant international
labour standards. Accident prevention is the respon-
sibility of all three social partners of the work-place;
employers and managers, workers and their representa-
tive, and concerned goverment officials such as factory
inspectors. International labaur standards
important tool at their disposal.

are an

Similar examples could be cited for other areas of
joint labour management concern at the workplace.
There are separate international labour instruments
dealing with: voluntary conciliation, arbitration and
cooperation at the level of the enterprise, workers
representatives within and at the level of the enterprise,
workers’ participation, hours of work and weekly rest,
night work, maternity protection, etc. There are also
standards dealing with the special problems of certain
categories of workers such as young persons, migrant
workers or indigenous and tribal populations. There
is, in addition, an extensive body of “international
labour case law’ consisting of nearly a thousand
individual decisions handed down by the com-
mittees of experts on freedom of association and
the application of conventions and recommenda-
tions. All this collective wisdom is available to both
labour and management to help them make their
industrial relations more harmonious and mutually
beneficial and their enterprise (in which they both have
a personal stake) more productive.

In conclusion, international labour standards can be
an important component of any productivity campaign.
Their active and constructive application at the ‘‘shop
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floor” can prevent genuine differences between labour
and management from developing into confrontations.
They help generate the kind of positive attitudes and
sense of harmony of interests which are the industrial
relations prerequisites for any long-term sustained in-
creases in productivity. Similarly, they can provide-
technical and policy guidance so that accidents as well
as disputes can be prevented before they happen. But,
like any tool, they are only effective when the crafts-
men take them out and put them to use on the jobs at
hand. International labour standards can only improve
productivity when managers, workers and government
officials take them off the bookshelves and bring them.
to bear on the day-to-day problems and decisions they
face.
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These model codes of practice are not international labour
standards in the strict sense, since they are actually drafted
by the International Labour Officc and are not formally
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adopted by independent tripartite bodies after due delibera-
tion and discussion. However, these codes draw heavily
from other international labour standards and many of
them grow out of the deliberations of meetings such as
industrial committees or special ad hoc meetings of experts.
In any case, they are extremely practical and useful inter-
national guidelines,
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New Publication !

Industrial Adjudication : Powers and
Jurisdiction of Tribunals

By J. P. Saxena

A must for management and labour, this publication covers the law relating to settle-
ment of disputes, possibility of adjudication through tribunals and labour courts,
powers of the government for reference, jurisdiction of tribunals, procedures, awards
and their operation, etc. It also contains specimens of the Form prescribed for
applying for adjudication.

Price : Rs. 15.00/U.S. $ 7.50

Get your copy from :

Director (Business Management & Publication)
NATIONAL PRODUCTIVITY COUNCIL
5-6, Institutional Area
Lodi Road, New Delhi-110 003
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PROMOD K. BATRA

This paper presents briefly, the principles, Concepts
and approach that EDDAL follow for increasing
productivity in their enterprise.

Shri Promod K. Batra is with Escorts Dealers Development
Association Limited (EDDAL).

About EDDAL

* Escorts Dealers Development Association Limited
is a unique association, not only in India, but in
the world! 1Itisa Mutual Benefit Association of
Escorts Limited and its dealers—for Tractors

(Escort & Ford) and Motorcycles (Rajdoot &
Yamabha).

» The idea was conceived in 1970 and it was started
as a Dealer Development Fund. In 1977 it was
formed into a limited company.

* The objectives of the Association are to increase the
effectiveness and efficiency of the 600 plus member
dealers spread all over India. Profit is not a dirty
word at EDDAL!

* Ideas towards these objectives are conveyed through

a quarterly house journal “Profitably Yours” and
monthly news bulletins.

* The financial resources of the Association are in the
form of contributions by the dealers and Escorts
Ltd. The human resources consist of men who
have been exposed to dealerships over the years and

are capable of assisting each dealer member in his
different areas of operation.

The Principles We Follow

(@) Think...there must be better way!

* An increase in productivity, efficiency and effective-
ness will come out as and when you believe in this
principle. Think of any situation and this principle
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will apply there. I have never come across 2
situation where the ultimate could not be improved

upon.

Once you genuinely believe this to be a fact i.e.
there is a better way, you canand will, with the
assistance of the following principles and concepts,
find better ways.

Another important thing to remember is that

_ “THINKING” can be done by your subor.inates

too! You have to encourage them to do so—I have
been doing it for years and it works very well. As a
matter of fact, many thought starters emerge when
this is encouraged in an organisation. It is
important to keep ones eyes and ears open for the
“better ways”’.

{b) Do it now

*

/
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After you have done the “THINKING” it’s time
for action. DO IT NOW! As simple as that. If the
decision you made was good you' will soon find out.
If it was wrong you will find out sooner and think
of a still better way. I am assuming that you will be
using your better judgement—and apply this princi-
ple to the ‘“potato™ type of decisions. Of course,
the “earth shaking” ones can wait for consideration
and thought. Often, so much time is wasted on
sorting “‘potato” type of decisions, that very little
time is left for the real big decisions—those we get
paid for.

Think about those situations which are bothering
you now. How many of them really warrant the
time you are spending on them. Often you find
that identifying small problems and delegating to
subordinates will leave you time to handle bigger
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and more complex problems. Experience will make
you better and better.

Do not postpone what you can do now. Very
often a dealer (our member) is happier to get our
reply on his own letter because it takes less time.
We reply many of our letters in this way, the very
same moment they are reccived. We attach the
following to the returned letter :

* If Americans do it, why not EDDAL ?

* We want to reply you the same day i.e. today—
and vice versa.

* We believe you would prefer efficiency as com-
pared to the formalities of a nicely typed letter.

* We can send you
* gold embossed replies—after 30-45 days—
at your cost.

* individually dictated and typed letters—
after 15 days.

* routine reply—in 7 days.
* returning your letter with our comments—

same day.

* You can also give your reply on this and
return.”’

* This reminds me of an article which I read some-

time back. I am giving relevant excerpt :

* “Apraham Lincoln, in the midst of a raging
war, found time to write the now-famous
letter to Mrs. Bixby. ““Dear Madam”, he wrote
“] have been shown in the files of the War
Department a statement of the Adjutant—
General of Massachusetts that you are the
mother of five sons who have died glorious-
ly on the field of battle. I feel how weak
and fruitless must be any word of mine which
should attempt to beguile you from the grief of
a loss so overwhelming. But I cannot refrain
from tendering you the consolation that may
be found in the thanks of the republic
they died to save. I pray that our Heavenly
Father may assuage the anguish of your
bereavement and leave you only the cherished
memory of the loved and lost and solemn
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pride that must be yours to have laid so costly
a sacrifice upon the altar of freedom.”

* If President Lincoln could write this letter when
he had a thousand preoccupations, I strongly
feel that you and I should also find time to
attend to the minute details of our day-to-day
life.

(c) Ask for it!
ASK
FOR
it

* Once you have a conviction and you are not
“begging” for your own benefit entirely, go ahead
and ‘ASK FOR IT’. Do your home work as if
you are having a “love affair”. Write it down,
only the 6th draft can be good enough to send in,
then hope for the best. This works 909 of the
time.

* This principle will help you further to increase your
productivity. It has been wisely said, “Ask dumb
questions—and you will not make dumb mistakes™!
How true! More questions means you have been
thinking (supposedly!). It will also rule out what
should not be done.

* Let me illustrate. In the French army, the caps
were being changed from one design to another.
The General asked his ADC what the status was.
The ADC took this to be a very serious
assignment and worked on it for the next six days.
When he gave the general a compiled report the
General put it in File No. 13 (waste paper basket).
The ADC was shocked at first, but then he realised
that he should have asked the General “How
accurate do you want the information to be ?” May
be he could have answered from experience and
that was probably what the General wanted.

* 1 ask questions whenever there is something even
remotely connected with my work—and on several
occassions clues have come my way on which one
can build. This is how most of my ideas have been
generated. We, at EDDAL, never feel shy of asking
questions; we do not care if others laugh at us.
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The Concepts We Follow

(a) Do not make best the enemy of better

* Many times it so happens that we forget *better” in

our quest for the best. Experience has taught me
that if we implement “better” in nine out of ten
cases it would lead us to “still better” and hopefully
to the “best™ eventually.

Any situation is normally a compromise. You are
not the best person for the job, your company is
not the best and so on. We can either complain
about it or do something about it.

Four years ago, we at EDDAL wanted to develop a
suitable desk diary for our dealers. We came across
a diary from the New York Retailers Association;
that was where the idea was born and we developed
an appropriate dealers’ diary quickly enough. Now,
every year we improve upon it. Similarly for our
booklet on schemes (for our members) we consolid-
ated various circulars into a folder and made a
booklet. This is now in its 3rd edition. Had we
waited for the best one, we might have still been
correcting the first manuscript.

(b) “If you have a rupee and I have another, And we

swap, we have only one rupee each. If you have a
Better Idea and [ have another, And we swap, we
have two Better Ideas each.”

Needs no explanation! And I can vouch that it
works beautifully. No idea should be kept confide-
ntial because those who want it will get it anyhow!
Why not give it on your own and nine out of ten
chances are that the other person will share an idea
with you too. "

You get many thought starters when you visit
counterparts in other companies. Have you done
it ? No ! Then please ‘DO IT NOW’ ! You will be
surprised that if nothing else you will atleast find
out that you are smarter than the other. Reward
enough!

(¢) ““Stick Your Neck out™

* “Ships are safer in harbour but they are not meant

for that purpose.” Doing your job or running
your business should be a pleasure. And if
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“sickness” is un-avoidable, relax and enjoy it. You
may learn the hard way, but working smarter is
better than working harder. DO IT NOW AND
THINK, THANK AND SMILE.

* A tortoise makes progress odly when it sticks its
neck out. I am sharing my knowledge with you,
hoping that you will share your knowledge with me.
Please do so!

(d) “Six Most Important Things to do”

* The first ever employees to make a million dollars a

year were Walter Chrysler and Schwab in U.S.A.
And Schwab once asked a consultant to suggest
him how to get more done in a day. The consul-
tant after spending a week with him suggested the
following.
“Every morning write down what are the six most
important you want to do today. And start doing
the first one first. And then the second and third.
And if by then the day is gone next day add three
more. Do it for one month and if it] works send
me your payment.”’

* Schwab sent him § 25,000.

The Approach We Follow : (The “MISER” Way)

* The MISER way to productivity is a step towards
finding better ways.

* “MISER”—Where M stands for Merging Opera-
tions

I stands for Improving Activi-
ties

S stands for Simplifying things

E stands for Eliminating Jobs

R stands for Reducing Opera-
tions

* Take any activity—in your office or in your home—
and apply this approach; you will be surprised with
the results.

* Let me illustrate the MISER way with a few
examples :

* Bank Drafts : At EDDAL, we send and receive
only Bank Demand Drafts to and from our
members. Earlier, when: we were using

mm[

I
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cheques, one of our members complained that
cheque of Rs. 30,000 was credited to him after
45 days. The Demand Drafts have brought
goodwill all around and a lot of paper work
has been reduced.

TIT FOR TAT POLICY !

® We give DD only and
u ® We would like to have

from you DD only.

The Sticker we use

* When EDDAL recovers a loan in instalments,
the amount of each instalment is equal and

All work done.
Why don't-we go
to a picture?

Bl

lll
|

THE AUDITOR

Cartoon : Courtesy
Sudhir Dar



ENTERPRISE LEVEL PRODUCTIVITY

without paisas.
quarter.

It falls due on the Ist of the

* In the areas of records management, our old
records looks like a “Library”. "We follow the
Binding and Destruction concepts.

* To expedite replies—both ways—we encourage
our members to return original communication
with their comments. There was a little
resentment to start with, but none now.

* Pre-Punching of papers is a simple but effective

concept. We get it done at the printing stage
itself.

* The “MISER” way has to keep in mind, no matter

what you do. Try it for 6 days ! It really helps.

The Illustrations of the “MISER” Way

Merge

* Registered] Letters Journal—The register in which
outgoing registered letters are recorded was merged
into the Journal which is issued by the post office.

* Despatch Advice and Bill have been merged into
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cne document. Thus, bill is ready automatically
when the goods are despatched.

* Order form and its acknowledgement have been
merged into one document. This has resulted in

the acknowledgement of an order the moment it is
received. :

ACKNOW LEDGE MENT
COPY-SAME DAY
SERVICE:

* Bill pertaining to DGSD have the required certifi-
cates printed on reverse to save extra enclosures and
paper work. These have standard information
pertaining to the company preprinted on them.

Improve

* Pre-punching of forms at the printing stage.

Good Lord |

They have
prepunching

AT
) Yo
(S

* Use pre-addressed envelopes.
and cyclostyled lists, depending
of mailing to be done.

We use Bradma
upon the volume
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* Instead of separate pay-in-slips of bank for deposit-
ing the drafts, company’s pay-in-slip having provi-
sion for depositing 10 drafts is used. Address and
Account particulars are pre-printed. Bank acknow-
ledges on its copy which becomes voucher.

* Big spare parts kept pre-packed in cases so that they
are ready to go the moment an order is received.

-~
-

)
) * Signing of each bill not done by the manager or

supervisor but by the pricing section incharge.

S

SUPERVISOR Now this is

your baby

Simplify
- JBILL
DRD N
\O\.QC

* Depending upon value, bills rounded off to nearest . p[opoe oo sent in duplicate. Concerned party
Rs. 10 or Rs. 100 to facilitate cash handling. returns copy with demand draft

* Routing of correspondence—the mail goes directly

to the person concerned and he can process it. Eliminate

gis M e SECTION-IN-CH.

VERY
BiG S BOSS

* Packing charges not based on packing case size but
charged as a percentage of value of goods.
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* We have eliminated mail receipt

and despatch
registers.

The franking machine becomes a record
-of monies spent on mailing.

* Bin cards are no longer used in stores as cardex
cards serve the purpose.

RECEIPT OF
PAYMENT |

® Thank you for your Afc Payee DD.

® Please consider this as our w

Official Receipt.
The Sticker we use

istevs Have Be-

en Burried for
Ever!

* Separate material receipt reports eliminated because

party’s inward challan can be converted into receipt
report itself.

* Separate packing slip has been eliminated. A carbon
copy of Despatch Advice serves the purpose.

* Bills are not sent with covering letters as the letter

is not required. No more paise in our accounts.
Simplifies cash handling.

NO COVERING
LETTER PLEASE !

® Each letter costs a Rupee.
® So, your Saving is ours !

The Sticker we use

* No official receipt issued by Accounts department
for payments received through demand draft. * Ingurance claims not raised for items valued below
Party’s inward letter returned with a sticker to serve a certain amount because raising the claims and
as receipt. follow-up costlier than the value of items.
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Now

* Waste Computer Cards (available free of cost from
computer section) used to print mail shots thus
saving paper cost.

Reduce

The Cautions

* There is a business axiom “attitude of suspended
conclusion.” An idea may be good for us but
may not necessarily be good for vou. If you are
doing a thing in a particular way, continue doing so
till you have seen the new idea from every angle.
Start slowly and the take off will be smooth.

* Reduction of typing strokes—side address consists

of name and station only. * In an association, for example, we have been
* Rs. 25,000/- only written as Rs. 25,000 and so on. thinking of Mini Computers. When we started
* Small parts supplied in pre-packed units of 10 and t'hinl.(ing, the cost was abou-t Rs. 6 lacs._ Now
100s to reduce counting at our end. Results in It 1s under a lac. The important thing to
faster payment to suppliers : consider is not the ‘“‘price” but “the better way.””

We can improve our systems and achieve the desired:
results while working manually as well. So inspite
of our state of “suspended conclusion”, we have
not lost sight of the eventuality of installing a

computer. It is just a matter of adopting the
“better way”.

Germination takes place when the earth is loose
] enough and there is mositure and the right tempera-
ture. An idea is like a seed. Once you have.
) prepared your field and the seed is planted, you are
: on the track to increased productivity. This write:
Before up is to help prepare the “field” ! Good Luck ! !




Productivity
1983, XXIV, 3, 403-408

EXECUTIVE READINGS
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Role Stress Scales Manual and
Organisational Role

Pics Manual by Udai Pareek

Published by Navin Publications, Ahmeda-
bad, 1983

Rs. 50/- Role Stress Manual pp. 36

Rs. 75/- Role Pics Manual pp. <8

Reviewed by :

Dr. J.P. Singh

Director, Behavioural Science,

National Productivity Council, New Delhi

Until recently, Managerial Stress
has not received much attention in
India. The training programmes
and seminars organised by profess-
ional institutions in the country have
met with a limited success and often
the discussions in these programmes
have centred around the question

of the extent of stress in
Indian  organisations. In the
absence of a valid measuring instru-
ment, management trainers have
occasionally found it difficult to help
managers develop appropriate skills
for coping with organisational stress.
ht last, we have two indigenous

psycho-metric instruments which
can assess organisational stress faced
by a manager as also identify an
individual’s coping styles. It is in
this context that the development
of Role Stress Scales Manual and
Role Pics Manual are welcome
publications.

The Conceptual Contribution

The contribution of the author
to the field of organisational behavi-
our, however, goes much beyond a
mere development of the instrument
and real contribution is in terms of
refining the concept of organisation-
al stress. Until recently the organis-
ational stress has been seen in
three dimensions, as originally deve-
loped by Kahn viz. the role conflict,
role ambiguity and role overload.,

Sifting through the literature
and basing upon his own researches,
Pareck gives the concept a new
dimension and proposes two con-
cepts of role systems; the role space
and the role set. He has further
identified five types of stress and
conflict in each of these role sets.
In doing so Pareek has thus added
a new dimension to research in this

area. And this conceptual analysis
over and above his contribution to
management development through
measuring techniques is the real
contribution of the author.

The Psychometric Criteria

The Role Stress Scales Manual
describes development of the orga-
nisational Role Stress Scale and gives
psychometric information about the
reliability, validity, and the norms,
and gives instructions about its
administration and scoring. The
test-retest correlations for various
variables in the scale vary between
-37 and .73 and all but one are
significant at .001 level. Even the
lowest correlation is significant at
003 level. A measure of self-con-
sistency of the scale is provided by
the fact that the values correlation
for the items-total scores for all but
two are significant at .001 level.

The construct validity of the
instrument was tested with factor
analysis and testifies to the indepen-
dence of various variables and
strengthens the author’s conceptual

formulation of organisational Role °

Stress. The only limitation of the
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instrument is the Norms which are
somewhat restricted at present.
However, this limitation will auto-
matically vanish with the future use
of the instrument and in no way
affects the value of the instrument.

The scale can be used for several
purposes including research, OD
interventions and development of
individual skills in coping with
stress. Cousultants in organisation-
al Behaviour, Management Trai-
ners and Psychologists in general,
will find this as a useful instrument
in their tool box.

Organisational Role Pics Manual

Role Pics is a semi-projective
technique aimed at eliciting infor-
mation about stress coping styles of
an individual. Once again, the
author has broken new ground by
identifying eight styles of coping
with stress. As in case of the orga-
nisational Role  Stress Scale,
adequate standardisation data of
reliability, Validity and Norms is
provided and testifies to the robust-
ness -of the instrument. Being a
semi-objective technique, its admi-
nistration and scoring can be more
tricky. Although adequate infor-
mation for scoring, along with a
Jarge sample of scoring examples,
is provided, a user must achieve an
acceptable level of scoring reliability
before he can use the scale for an
intervention strategy.

By developing and publishing
these two manuals, the author has
made a significant contribution to
the twin fields of research in organi-
sational behaviour and management
training. Its use should help the
0.B. specialists in tackling organisa-
tional and managerial problems.

Indian Spices :
Problems and Prospects

Dr. Badar A. Igbal

Aligarh Muslim University Press,
Aligarh.

Price : Rs. 20.00
pp. : 54

Reviewed by :

Shri T.P. Ojha,

Central Institute of Agricultural Engineering,
Shri Gurn Teg Bhadur Complex,

T.T. Nagar, Bhopal —462 003
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post harvest losses and poor quality
of the spices due to improper drying
and storage technology followed by
the producers. If adequate proces-
sing controls are made by the Gov-
ernment or a separate Board is
created for this purpose, most of the
problems raised by the author can
be avoided.

The author has tried to give large
number of statistics about the pro-
duction, export etc. of different
spices produced in India.

He has highlighted the exploita-
tion of farmers by middlemen in
exporting the spices to different
countries.

The author has suggested that
State Governments, particularly,
Karnataka, Kerala and Andhra Pra-
desh should take special care to give
inputs to the farmers, so that the
yield of these spices may be increas-
ed. In his own opinion, the Indian
product has higher fibre content and
not so good appearance. He has
also indicated that adulteration of
the spices by the Indian suppliers
has resulted into poor acceptability
of the Indian products in the foreign
markets.

In his opinion, standardization of
processing technology and quality
control must be enforced by State
and Central Governments.

The most important issue the
author has not focussed is about the

Hoew to Diagnose Prevent and Cure
Industrial Sickness—A Practical
Guide

Dr. V.S. Kaveri

Sultan Chand & Sons Publishers
23, Daryaganj, New Delhi-110 002
Price Rs. 75.00

pp. 182

Reviewed by :
Shri Ram Dev
Officer, Andhra Bank,
Chandni Chowk, Delhi

e,

The Officers in a bank, at the
branch level, have limited experience
with regard to industrial sickness.
Although they are exposed to some
theoretical knowledge in this regard,
their practical experience in this
regrard tends to be very minimal.
Put against this back drop, the
present book is handy.

The present book in a systematic
manner, gives a history of industrial
development in the country, directed
by the Five Year Plans; followed by
a discussion on what is industrial
sickness and what are its dimensions
in the Indian context.

Dr. Kaveri then goes on to dis-
cuss the causes of sickness, signals
of sickness and sources of such
sickness. As preventive measures,
how financial statements and balance
sheet can be analysed is discussed
along with utility of Inter-firm
comparison.
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With regard to actions to be taken
to cure sickness, the role of Govern-
ment, Reserve Bank of India, IRCI,
IDBI, ICICI & IFCI is delineated,
followed by a presentation of guide-
lines for nursing a sick unit. What
the Bank can do to recover its loan,
at various levels is also presented.
Chapter 10, gives a summary of a
few studies on industrial sickness
in small and medium industries,
conducted by the author. This
makes an interesting reading. The
Book is a must for all the bank
officers. The quality of the paper
used and the getup of the book are
good.

Accounting Principles
Donald F. Istvan & Clarence G. Avery

Harcoart Brace Jovanovich Inc.
New York
A. H. Wheeler, Bombay

Reviewed by :

Shri P. Chattopadhyay,
P240 Lake Road,
Calcutta-700 029

This is an introductory textbook
on accounting addressed to students
for the purpose of imparting a more-
than-nodding acquaintance with what
accounting is, the guiding principles
and standard accounting procedure
and practices, how they take shape
in different types of organizations
and how the softspots are sought to
be accommodated in the accounting
formats. In fact, the authors are
singularly placed on the basis of
their long teaching experience to
take different levels of studentsin
their strides from the beginning to
end over the entire territory that
accounting covers. Thus, beginning

at the beignning, the basic nature of
accounting is explained with refer-
ence to different elements of the
accounting style starting from the
initial recording of the commercial
transactions, ledgers, trial balance,
balance sheet and the various ways
of interpreting the data that account-
ing throws up. All this is done
with an aplomb that comes with
one’s long experience and exposure
to the ways that students find most
convenient to assimilate. The ple-
thora of theories, concepts and
principles is explained with proper
illustrations, contrasting and com-
paring the alternatives that are there
with their respective weights of plus
and minus points. Thus one finds
a fairly competent exposition of
acctual accounting typicalities as
against those of cash accounting, the
rationale of each and the conditions
in which each may be found appro-
priate. Similarly, the interpretation
of financial statements highlights
each individual component of these
statements and its behaviour and
impact, The sidelights are financial
accounting standards in the United
States which have in that country a
history longer than in any other
country. The work of the FASR
and the Guidelines issued by the
SEC have had far-reaching impact
on the accounting practices of other
countries as well. In the context
of accounting for managerial control
of operations and business decisions
the authors discuss departmental and
branch accounting, direct costing as
against absorption costing, standard
costing and budgetary control, con-
tribution and differential analysis,
impact of taxes on accounting and
social and human resources account-
ing. In all these, the current state
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of the debate on various controver-
sial issues has been clearly indicated
with good pointers as to their
directions. Though the treatment
of this part is not quite complete
the discussion of individual topics is
competent throughout. Study as-
signments, illustrations and problems.
at the end of each chapter have
enhanced the value of the book not
only to the university and profes-
sional student but also to the prac-
tical manager at the helm of differ-
ent activities in the organization.

Structure of Rajasthans Economy
B. C. Mehta

Published by :

Anuj Printers, Park Lane,
Jaipur

Price : Rs. 100/-

PP : 194

Reviewed by :

Shri D.P.S. Verma

Deptt. of Commerce,

Delhi School of Economics,
University of Delhi,

Delhi

Resource allocation forms am
important element of the planning
process. The key sector/industry
identification based on the backward
and forward linkages, derived from
the input-output framework, may
be considered as an important crite-
rion of resource allocation. How-
ever, the construction of an input--
output table calls for the collection
of comprehensive data pertaining to
the different inflows and outflows,
some of which are not easily avail-
able. There has been difficulty in
measuring inter-State transfers of
‘income earned and the expenditure
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Service Cooperative Society (FSCS),
Pilot Intensive Rural Employment
Project (PIREP) and the like have
also been critically examined by Prof.
Desai. Considerable amount of
time has already been invested in
knowing the malaise of rural poverty
and ways and means of curing the
same are also known. The imple-
mentation of developmental plans
should be, as far as possible,
decentralised at the district/block
level. The fear psychosis created by
politicians and the bureaucrats
should be done away with. Only
then, one can seriously think of
uprooting rural poverty.

Prof. Desai has done a good job
to pinpoint the need for Area Plan-
ning (Monograph on Area Planning:

Precepts and Practices by Sambrani
& Pichholiya) which has not been
widely applied in the country.

One important dimension which
Prof. Desai has projected in his
observations is that the emphasis
should be on need-based activities.
Once the need for economic activi-
ties are felt by the rural poor, they
will either pay for them to improve
their life style or exert pressure on
their political godfathers. Most of
the earlier programmes were either
to provide subsidy, seeds, fertiliser,
loans on easy terms or monetary
help to be self employed where the
need was not felt by villages, they
could not bring about, the impact
on the rural poor. Moreover, more
than half the funds were utilised for

|
!

ﬁ PRODUCTIVITY
setting up of lo%:al offices and othel

overheads. |

The FSCS was created with a
view to enable the local farmers to
develop leadership within the village
and help others in decision making.
But in this case also, the bureau-
crats from banks and other organi-
sations took the reins in their hands.
This defeated the very purpose of
setting up of F $CS.

This book should be of immense
use to decision makers as it throws
ample light on the failures of most
of the schemes as enunciated by the
government and the reasons thereof.
The workablel‘ solutions, suggested
by the author can be considered and
implemented by those interested in

eradicating rural poverty.




Productivity
1983, XX1V, 3, 409-426

A Select Bibliography:

Japanese Management

Y. SUMATHI & P. R. K. MURTHY

Japan has achieved spectacular economic recovery
after the II World War and continues to register
substantial economic growth till now. Since 60’s
Japan’s GNP has been increasing by nearly 9 per cent
and it has become one of the world’s most leading
industrial nations.

Management specialists attribute this phenomenal
success of Japan to their cultural heritage. They use
such pharases as ‘paternalistic management—labour
relations’, ‘life long employment’, ‘group productivity’,
‘quality circles’ etc. However, these factors together,
and not one or two factors individually, could have
contributed to such great achievements of Japan.

Culturally, India and Japan have much affinity and
therefore Indian managers will be much benefited by a
study of Japanese management systems, principles and
success factors.

Y. Sumathi & P. R. K. Murthy, Administrative Staff College
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LETTER FROM THE EDITOR-IN-CHIEF

Nature has created environment conducive for all living beings—plants, birds, animals and human
:species. There is enough in the world for every one’s need but not enough for every one’s greed. All the
resources in our environment need careful management and suitable policies to prevent environmental damage
‘before it occurs. Socio-economic development is to be carried out with minimal ecological harm.

Increasing environmental degradation and ecological disruption has generated deep concern for the
conservation and proper care of the biosphere in which we live and from which we draw sustenance. The use
-of resources is increasing exponentially not only because we are too many, but also because so few of us are
-demanding too much from the fragile biosphere. There is now a deep anxiety about the rapid diminishment of
what have become essentials to our way of living.

The important World Conservation Strategy document released in 1980 very aptly pointed out ‘Ultimately
the behaviour of entire societies towards the biosphere must be transformed if the achievement of conservation
-objectives is to be assured. A new ethic, embracing plants and animals as well as people is required for human
'societies to live in harmony with the natural world on which they depend for survival and well being. The

long term task of environmental education 'is to foster or reinforce attitudes and behaviour compatible with
this new ethic.’

Significant work has been done with regard to environmental protection. The Stockholm Conference
has also pointed out the need for change in attitudes and atmosphere for environmental presentation. As a
result the developed nations have already taken several measures to mitigate the damage they have caused by
indiscriminate exploitation of the natural resources. The developing nations like ours have also started working
with an awareness that environmental protection is a pre-requisite for sustained development.

The Government of India’s commitment to environment protection and education has been total. Our
Prime Minister has used national and international forums including the recent non-aligned conference held in
New Delhi to give a proper perspective and orientation to environmental debates and action in the context
of developing countries like India. We are confident that we will move along the path of least environmental

damage in our destination to a happy and comfortable life. The present issue is a humble contribution in that
«direction.
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