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NATIONAL PRODUCTIVITY COUNCIL

The National Productivity Council is an autonomous crganisation registered
as a Society. Representatives of Government, employers, workers and various other
interests participate in its working. Established in 1958, the Council conducts its
activities in collaboration with institutions and organisations interested in the Pro-
ductivity Drive. Forty-six Local Productivity Councils have been established all
over the country and they work as the spearhead of the productivity movement.

The purpose of NPC is to stimulate productivity consciousness in the country
and to provide services with a view to maximising the utilisation of available
resources of men, machines, materials and power; to wage war against waste; to
help secure for the people of the country a better and higher standard of living. To
this end, NPC collects and disseminates information about techniques and proce-
dures of productivity. In collaboration with Local Productivity Councils and
various institutions and organisations it organises and conducts training pro-
grammes for various levels of management in the subjects of productivity. It has
also organised an Advisory Service for industries to facilitate the introduction of
productivity techniques.

Recognising that for a more intensive productivity effort, the training and
other activities of NPC designed to acquaint management with productivity tech-
niques, should be supported by demonstration of their validity and value in appli-
cation, NPC has decided to offer a PRODUCTIVITY SURVEY & IMPLEMENTATION
SERVICE {PSIS) to industry. This Service is intended to assist industry adopt tech-
niques of higher management and operational efficiency consistent with the
economic and social aspirations of the community. PSJS is concerned with
the investigation of management and operational practices and problems,
measures of improvement and their implementation. NPC has also estabished
at Bombay a special Fuel Efficiency Service.

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

The Journal bears a nominal price of Rs. 3.00 per issue and is available at
all NPC offices. Annual subscription (Rs. 12.00 to be sent by cheque in favour of
National Productivity Council, New Delhi 3) is inclusive of postage. Subscription
for three years, however, can be paid at the concessional rate of Rs, 32.00.

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

Unless otherwise stated, all material in the Journal may be freely quoted or
reprinted, but acknowledgement is requested, together with a copy of the
publication containing the quotation or reprint.
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THE BIG HURRYVIN THE WORLD OF NUCLEAR PHYSICS

The hurry Is to find a compact source of energy that will be as prodigious as the sun and will not exhaust
though the world live a milion years. B Ciosest to the ideal is Uranium 235, a scant one milligram of which,
when fissioned or ‘exploded’, releases more energy than that obtained by burning miilions of tons of coal
This great world of power will keep all of us going, and going well, when the present natural sources such as
coal give out. Already atomic power stations are an actuality in many countries including India. @ Shaping
the giant pressure vessels enclosing the reactor cores demands & vety specialised knowledge of welding. n
It is this specialised knowledge and application of industrial gases that Indian Oxygen affords Indian industry.

INDIAN OXYGEN LIMITED (@D

1oC.18A



trust
only
genuine
spare
parts

No problems e No worries
Probiems always arise if

vou neglect your Jeep.

tt works hard and long for you
and may at times need
certain replacements.
Factory approved spare parts
guarantee a new life and
maintain the excellent
performance with minimum
upkeep, Rely with confidence
on genuine spare parts
—only with them will you get
complete satisfaction.

g
MAHINDRA AND MAHINDRA
LIMITED

BOMBAY = NE'W DELHI» CALCUTTA » MADRAS

Authorised dealers

AUTOMOTIVE MANUFACTURERS PVT. LTD.. Becunderabad * BHOPAL MOTORS PVT. LTD.. Bhopal .
CAMA MOTORS PVT. LTD., Ahmedabad = CENTRAL AUTOMOEBILES, Raipur (M.P) - GARAPATI GARAGE
(1930} “Zjjayawnda + GHATAGE & PATIL, Kolhepur - HIRAKUD AUTOMOBILES, Sambalpur (Branch:
Rourkelad * INDIA GARACE, Bangalere * INDIA GARAGE, Madras * JADWET TRADING CO., Fort Blaie
tAndaman & Nieobar Jslands) - JAMMU & KASHMIR MOTOR CORP,, Jammu-Tawi {Kashmir State) - LAWLY
BEN & (0., Pawna + METRO MOTORS, Bombay « METRO MOTORS (KATHIAWAR) PVT. LTD., Rajkot
NARAIN ATUTOMOBILES, Lucknow *+ NARBHERAM & CO. PVT. LTD.. Jamshedpur + PATNAIK & cO.,
PVT. LTD. Cuttack «+ PROVINCIAL AUTOMORBILE CO., PVT. LTD.. Nagpur * SANGHI BROS., {INDORE}
FVT, LTD., Indore * SANCHT MOTORS. New Delhi (Branch: Chandigarh} + SILVER JUBILEFE MOTORS PYT.
LTD., Poon: - T.V. SUNDRAM IYENGAR & SONS PVT. LTD,, Madurai - TASHI COMMERCIAL COR-
PORATION, Phuntsoling (Bbutan) + TENZING & TENZING, Sikkim * UNITED MOTORS OF RAJASTHAN,
Jaipur + VISHNOO V. KAMAT TARCAR, Cidade De Goa, Goa + WALFORD TRANSPORT LTD. Calcutta
{Branches: Dibrugarbh & Siliguri} ,

BUY NATIONAL DEFENCE CERTIFICATES
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We are firm believers In "eye appeal’ when it comes to arresting a client's attention.
We of course, have to do a much better job of prettying up things in colour and style than
our theatrical friend —for the simple reason that there is much more competition on shep

she#f than on stage | Still wondering what we are talking about 7 Just
DECORATIVE FLEXIBLE ALFOIL PACKAGING and
LABELS which today are helping move more products more
quickly off the shelf throughout world markets. It's a
modern concept in silent salesmanship and marketing

which most manufacturers have taken to in a big way.
And no wonder. Because flexible Aifail packs

offer unique advantages. First and foremost they
offer unsurpassed protection to all products, and

secondly, Alfoil can be coloured, embossed and

.- printed in a variety of ways to suit customer D[’:/

requirements. o4 ' s :
= W, N K/
; . A

IFQC-$1

Uncorporated n Great Beitmin)
ALALCUTTA BOMBAY MADRAS NEW DELWS
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THE E.L.D..PARRY GRQUP
1964

THOMAS PARRY
Faunder

PARRY'S CORNER THEN......

PARRY'S CORNER—one of the well-known landmarks of Madras
city, took its name from the firm that was founded at that spot in
1788 by THOMAS PARRY. The illustrations show how Parry's
Corner looked in the early [860's, and how it looks today.

Time has marched on for 176 years. The E.LD.—Parry Group of
“taday consists of nine companies of substance—manufacturing sugar,
-confectionery, fertilisers, sanitaryware, industrial and potable alcohol,
carbonic acid gas, chemicals and acids, formulating plant protection
products, distributing mechanical and electrical power, pharmaceuticals
.and consumer goods and exporting sugar and confectionery, molasses,
spirit and other commadities 10 earn valuable foreign exchange.

| ND NOW

PARRY'S PROGRESS

ANDG THE PLANS

The Group provides employment to more
than 10,000 people today. The strong
position it has ackieved gives if

& courage and confidence further 1o

increase and broaden its activities, in |
tune with the country's Five-Year Plans,
to manufacture mare,
fo provide employment

Jor more.

THE E.1.D.—PARRY GROUP, MADRAS
PLAY YOUR PART IN THE NATIONAL DEFENCE EFFORT

FORPP. 33 A
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tuim ¢ wit HERMAI FHDURAMLE
AMND | WIR REP: ACEMENT CQSTS

DHO PUR

CIENTIFIC GLASSWARE

The excellance of DHOLPUR Glassware Quality i
achievement of constant sclentiflc research, Made by the
finest crafesmen, DHOLPUR Glassware conform to the
strict sclentific specifications. They offer high resistance
to thermal shock as well as chemical sttack and chelr
superb mechanical strength saves you cost on replxcements
oo,

IQ;G. DHOLPUR GLASS WORKS LTD. DHOLPUR

o SOLE SELLING AGENTS

INE GLAST CORPORATION PRIVATE LIMITED, DHOLMNE
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DUNLOP

products serve

} transport, industry and §
projects n every
corner

of India
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PRODUCTS
OF DISTINCTION
KNOWN
THROUGHOUT
THE WORLD

PISTONS

KNOWN FOR THEIR RELIABILITY,

EFFICIENCY. DURABILITY '
AND HIGH
PERFORMANCE

ORIGINAL

GOETZE

. ENGINEERED TO OUTPERFORM
AND OUTLAST ALL
OTHER RINGS

Manufactured under Licence;
Sole Selling Agents -

ESCORTS LIMITED

AUTOMOTIVE DIVISION,
BLOCK H, CONNAUGHT CIRCUS,
NEW DELH!

CPH/GM/28%
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11SGO CUTS
BEVEL GEARS

CAPACITY

Max, Pitch Dia. at Ratio : ] - 560 mm
atRatio 1: 7.5 - 750 mm
Min. Pitch Dia. at Ratio 1:1 - &0 mm
at Ratio 1375 » 30mm

Bevel Gears are cut with precision crafts-

manship by skilled operators working with Max. Cone Distance - 400 mm
modern equipment on blanks supplied by Max. Ratio [:75
Max. D.P, .27

customers or manufactured by us.

Max. Module Straight Teeth 20
Max, Tooth Length « [60 mm

THE INDIAN IRGN & STEEL GO. LTD.

SALES DEPARTMENT 12, Mission Row, Caleutta |

Managing Ageats : MARTIN BURMN LIMITED, Martin Burn House, Calcutta |
Bronches: NEW DELHI BOMBAY KANPUR PATNA
Agents in South Indie: THE SOUTH INSIAN BXPORT CO. LTD., MADRAS |

Tem




FAPER FOR THE
EXTENSION OF
EDUCATION

“Education is the most important single factor in
achieving rapid economic development ... ", reports

the Planning Commission. To spread education, paper
is a vital requirement. The Bird-Heilgers Group, one of
the largest manufacturers of a wide range of quality paper.
is helping in this task with an ever-increasing supply for
books, journals, charts and other needs of education.

Deploying the skills acquired over a hundred years,
the Bird-Heilgers Group is making important contributions

EIB to the economy . . . through planned diversification

and expansion.

CIRD & CO. (PRIVATE) LIMITED ® F. W HEILGERS & CO. (PRIVATE) LIMITED
Chartered Bank Buildings, Calcutta-1

JUTE m MINING ma ENGINEERING w SHIPPING » LABOUR
OIL ®a WATER TREATMENT » PNEUMATIC EQUIPMENT
B1/BRD-YC . SPRINGS = HOUSEHOLD GOODS ® TRAVEL = RESEARCH



NICCO ... ot coces NICCO

ELECTRICITY FOR BETTER LIVING
NICCO FOR BETTER WIRES & CABLES

JST)

NCCCO ;. .on- it wie NICCO e

APPROPRIATE IS/ SPECIFICATIONS

COppRer conducloti.—stranded awcl sotidl wnes () can

A SYMBOL OF CURARILITY

WICCY ..vvic copis cotinary NIC e witiowns ssares

CABLE CO. OF INDIA LTD,

PAy covoued_wiren ”l cco G.G.0 & QCAT -

KASHMERE GATE. POST BOX NO. 1644, DFLME

¥ Agents ot
Bombay, Nagpur, jabalpur, Lucknow, K .
NICCO, .. covuc iy NICCO i

cottons covorect wirs WHCCO coccmeticet

Bangalore, Trivendrum, Etnakulom,
Kattoyom & Korhukode  _.

A waLDIE'S L8 LARSH UL

,RED LEAD Y&AT778) (RFFa 112 years ago, the Britannia Bridge, built
FER§ J-I over the Manai Straits, was the first maijor

'C-10

ON BRIDGES  bridge to use Red Lead.

TR

It— e — e
e =
| vl ey, R )

SECRETARIES & TREASURERS : - .
D. WALDIE & CO,, GILLANDERS ARBUTHNOT & CO., LTD.
(LEAD OXIDES) LTD. GiLLANDER HOUSE, NETAJl SUBHAS ROAD, CALCUTTA-]

RED LEAD THE WORLD'S tB b R&3 L' ANTI-CORROSIVE PRIMER
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F.H.P. MOTORS

1/200H. P. 10 173 H.P

» free-aligning universal bearings
= thermal overload protection
= precision produced
* engineered to customer’s specification

AMERICAN UNIVERSAL ELECTRIC
(INDIX) LT,

40-F CONNAUGHT PLACE,
NEW DELRI- |
(IN COLLABORATION WITH
UNIVERSAL ELECTRIC CO. U.S. A)
GRAM : ‘GOODMOTORS” TELE : 45086
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Hich Voutace EquipMent & Line IVIATERIAL

ISOLATORS & AIR BREAK SWITCHES
ROBUST DESIGN FOR ENDURING SERVICE

. 2
g 1132 KV 600 AMPS HIVELM |
1SOLATORS IN RAJASTHAN

@ Mechanical Interlocks
¢ Electrical Interlocks

® Motor Operation

B & Heavy Duty Busbar Connactors
and Clamps etc.

RATINGS UPTO 1200 AMPS
® Interlocked Grounding Blades

@ Auxiliary Switches JREVESYE:TFNLT01
contact

Manufactured by

HIVELM INDUSTRIES PRIVATE LTD.

works: A-5/6, Industrial Estate, Guindy Madras 32
Phone B0504 Grams. ""HIVELM"
Admanlstratlve Office: 8, Ist Main Road. Kasturban Nagar, Adyar, Madras-20
Phone: 74461 Grams. "HIVELM™

EP-HI-§
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pretty maids in a row

The Tata group of four cotton textile mills,
equipped with 316,000 spindles and 6,850
looms, is one of the largest in India,
manufacturing in grey, bleached, dyed and
printed varieties a total of 160,000,000
rmetres of cloth annually, out of which
21,000,000 metres are exported to the world.

The principal lines, of manufacture are

long cloths, sheetings, drills, poplins, voiles,
mulis, flannelettes, striped shirtings,
handkerchiefs, towels, damask counterpanes,
quilts and blankets.

TATA Textiles

repregenting:

Tata Mills Limited, Bombay.

Svadeshl Mills Company Limited, Bormbay
Ahmedabad Advance Mils Limited, Ahmedabad.
Central India Spg., Wwvg., % M2 Co,, Ltd,
{Empress Mills) Nagpur.
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_ A National-EKCO Radio in your factory is more than a source of pleasure —
“it’s an investment which will quickly pay for itseif. And this is why:

1. The productivity of your workers will increase substantially if
you give them music while they work. This is a principle, tested
and now increasingly practised by factories in the West.

2. During rest hours, a radio will give added relaxation to your
workers ., . refresh them, give them fuller rest. And the better
their rest —the better their work.

; INSTALL A
So get a National-EKCO Radio for your factory. National-EKCO Radio for

Remember, ong National-EKCO Radio, with * Pmployee goodwill
its clarity of tone and extension speakers, will help * Higher productivity
to increase the output of all your workers. * Higher profits

NATIONAL EKCO RADIO & ENGINEERING CO. LTD.
Ewart House, Bruce Street, Bombay 1

Factory ; Shri Shakti Mills Compound, Mahalaksmi, Bombay 11

IWT-NE.35%0
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THE 4 MILLION TON
STEEL PROJECT
BEGINS TO [ ehitishitivinion

an IEL TRIFS

TAKE SHAPE S

For the first time, Indian éngineers have beefy
entrusted with the design, engineering and ¢
supervision of construction of an integrated
steel project of national impertance.

M.N. DASTUR
& CO.PRIVATE LTD.




¢“ P F M __the dependable name for

FOUNDRY EQUIPMENT

+ CUPOLAS =+ SKLENAR FURNACES - LADLES
+ GAND MIXERS & MULLERS - SAND RIDOLES
+ VIBRATING SCREENS +MOULDING BOXES

+ HAND MOULDING MACHINES + KROCK-DUTS

« TUMBLING BARRELS « GRINDERS, Etc.
AND
for sound castings

always insist on popular

F L U x E s (under HAME‘ Iicense)
OF PROVEN PERFORMANCE
Let us advise you on oll foundry problems:

PIONEER EQUIPMENT ca., PRIVATE LTD.

H.0: 139, MEDOWS STREET, F.O. BOX 190%, BOHSAY-|. l

), Explanads East, 3-8, Niamuddin Wes. 191, Meunt Rotd,
Cakutta~ 1. Ground Poor, Nww Delhi-1}. Mydr-1.

PREGISION!
RELIABILITY!
VERSATILITY!

LIGHT INDUSTRY

A WOLF HAS EVERYTHING

YOU WANT FROM A POWER TOOL

Whatever your business— construction...production.. . maintens
ance—Wolf have the very tool to do your job more efﬁcnendy.
more economically—and faster.

Woll have an extensive range of light, general and heavy-duty
power tools and accessories.

% DRILLS % GRINDERS
4 SANDERS *% BLOWERS

% For free demonstrations,
~\ e Sales and Service—Write to
e e RALLIS INDIA LIMITED

P.O. Box 166, Bombay |. P. O. Box 198
Caleutta. P.O. Box 153, {G.P.O.) Madras,
P.0. Box 7|4, New Delhi,

'IMDUSTRYS FIRST GHOICE

#1-kwW.50

r




POINTS &
CROSSINGS

L]

STRUCTURAL
STEELWORK

MAGHINE: PARTS
AND
'COMPONENTS' %,

& PRESSINGS

- SLUIGE
VALVES

CRANES &

PULLEY BLOCKS

v
»

-~
i

F(’)nqmes,
STAMPINGS

PRESSED
STEEL TANKS

RAILWAY
ROLLING
STOCK
& GOMPONENTS

TWIST
DRILLS

 STEEL,
SPHEROIDAL
GRAPHITE

& GREY IRON
CASTINGS

Managing Agents @
MARTIN BURN LIMITED

MARTIN BURN HOUSE

12 Mission Row, Calcutta |
Branches ;

Now Delhi Bombay Kanpur Patna
Agents in South fadia »
HE SOUTH INDIAN EXPORT CO. LTD.

MADRAS #
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Long distance trunks really shorten distarces in
business or otherwise, it is an impartant form
of communication worth many times its cestip
efficiency and profits.

“In india, long distance cailing has been further

Improved by the introduction of Single Lirk
Operator Dialling (S.L.0.0.) and Multi Link Operator
Dialling (M.L.©.D}. in these new systems only one
cperator is involved who dials through to a

d'stant subscriber directly. This Autormation n
trunk calling is a real short cut to long distance.

tanufactured to the specifications of the Indian
Posis and Telegraphs Department, trunk autemation
marks yet angther major contribution made by ITL
towards soeecier and mere efficient
communications.

=

The Pionesr Manufacturen
o Telecommuniatcn
Equipment In india

@

ELEPHONE INDUSTRIES LTD.,

BANGALORE



In the Next Issue...

Henry Ford once observed that if he acquired a business,
his first effort would be to put the plant in a clean and orderly
condition, and see that it was maintained that way. Though
this thinking is reflected in the policies of some progressive
modern companies, it is true, by and large, that the rules of
preventive maintenance are more honoured in the breach than
in their observance, and something has to be done to safe-
guard the too rapid depreciation of capital. In fact, this
problem of preventive maintenance has now acquired a special
significance in view of the enormous investments we have been
making in road and rail transport, electricity, steel, cement
and a number of new industries. The national interest requires
that we take care of this precious capital equipment, for
we have hardly the resources to renew it and we need all the
capital that we can possibly muster for new investments in
the people’s health, education, roads, food, etc. Preventive
maintenance is, therefore, the productivity technique par
excellence for Indian Economy.

We have, therefore, planned for release,
early December, a special issue on Preventive
Maintenance. The articles on this subject will
focus attention on how good plant housekeeping
practices will increase output, maintain capital
equipment in good condition, reduce accident
costs through safe work methods, etc. etc.

Among the distinguished contributors are
Prabhu Mehta, LT Madnani, Chief Mechanical
Engineer of the North-East Frontier Railway,

GS Sanders of Urwick, Orr & Partners Ltd., 3
London, MN Unni Nayar of the NPC, V Y ou Ar € IﬂVlted fo

Gopalan, B Mukherjee, BO Parikkh and N Sen.

The same issue will have a General Section
with a number of original articles, including
one by Prof. RF Bruckart on PERT, and
another, a report on efforts to raise the produc-
tivity at the Naval Dockyard, Bombay, besides
other inferesting features.

Write...

The Spring 1965 issue of Preductivity
will be a special one on Fuel Efficiency,
followed in the Summer by a special
issue om Productivity in Agriculture.
Articles, which should be original, and
preferably itlustrated by photographs
and sketches, should reach the Editor,
Productivity, 156 Golf Links, New
Delhi 3, by mid-December 1964 for the
Spring issue, and mid-January 1965 for
the Summer issue.
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Russell M Currie
John Wellens

Lt. Col. LD Gates
Nitish R De

P Corbishley
Brig. K Pennathur
BRR Rao

Ma). Gen. Habibullah
LN Ghirnikar

PK Tikku

RN Jai

SD Tripathi

Copies can be had from:
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Comprehensive , .

Authoritative

+

TRAINING IN INDUSTRY—

Special Issue of Productivity {(Vol. V,

No. 2) introduces the reader to

all aspects of training...Contains

useful papers by Indian and foreign
experts

RUPEES THREE

acclaimed . . .

...an  excellent publication highlighting the
importance of trained manpower for economic
growth,..—Economic Times, Bombay.

...highly interesting..a masterpiece...—GC BERI,
Institute of Applied Manpower Research, New Delhi.

...really first class...—JN BOSE, President, Institute of
Cost and Works Accountants of India, Calcutta,

...lot of relevant material . N3 PARADASANI,
Administrative Staff College, Mahorashtra,

...an outstanding work, and should find a
permanent place in the literatures of management...
—SUBHAYU DASGUPTA, Director, Calcutta
Productivity Council, Calcutta,

...an excellent compilation on training... —HD
SHOURIE, Director-General, fndian Institute of Foreign
Trade, New Delhi.

NATIONAL PRODUCTIVITY COUNCIL

38 GOLF LINKS, NEW DELHI 3
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Presentation of Work Study Films

Sri Asoka Mehta inaugurating LPCs™ conference
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Sri Asoka Mehta entering conference room
with Dr PS Lokanathan

Sri NK Bhojwani receiving Sri Mehta
A view of the delegates

Dr Lokanathan and Sri Bhojwani at General
Council meeting of NPC

Sri Bharat Ram and Sri NK Krishnan at
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Group discussion on co-ordination in pro-
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Overhead crane feeding the raw material
hopper

A view of the table feeder

A view of the slurry elevator, slurry silos
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Clinker in Folax Cooler

Clinker storage hall and the overhead crane
A view of the Central Workshop

The Slurry Miil

Testing the fineness of cement with sieve
Examination of the tensile strength of cement

Making moulds for determination of setting
time of cement
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5, NPC Study Team at DDT Factory 531
6. Participants in Madras Seminar on Mediation 537
7. NPC Crash Induction Programme:

(a) Andhra Governor with US-AID expert and others 1 518

(b) US-AID expert explaining a technical intricach

Also, a number of cartoons and skeiches
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PRIZES FOR IDEAS

In our Special Issues on Operations Research and Inventory Control we had announced
the opening of an idea-page in the NFC PRODUCTIVITY Journal. Readers were invited to
send us new ideas (outlines of new gadgets, devices, etc.) of productive possibilities. We have
now decided to offer prizes of Rs. 50, Rs. 25 and consolation prizes for new ideas approved for
publication in this journal. The ideas must be practical in the sense of being actually operable
on the shopfloor under Indian industrial conditions. We will welcome ideas rhat would save
time, reduce fatigue, increase fuel efficiency, to give only a few examples of what we in NPC
understand by productive ideas. Those who send us their ideas for publication must also work
out in a practical way their economics, showing how much cost reduction can be brought about,
if the new ideas were actually ro be practised on the shopfloor. 1t would be desirable that the
write-up of the ideas is accompanied by suitable sketches, diagrams, or photographs.
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The Nuational
Productieity Council
of India has decided
to celehraic 1966 as
the NATIONAL
PRODUCTIVITY

1966 ... VE LR,

Productivity rcaders
will be interested 1o
NA T[ONAL knote ihfzt‘ the Brt’tis{t
Productivity  Council
organised a National
PROD UCT[VITY 1’roc/m"fr'-z'if'_v .Y(({I‘
(NPY) in Britain
from Novewmber 1902
to November 19H7—
YEAR and they can get an
{dea of the magnitude
of the national in-
volecment o this
productieity business
in the article published
on pages 375-577.



PRESENTATION OF WORK STUDY FILMS

Dr PS Lokanathan, Chairman of the
National Productivity Council, receiving
two films on work study, produced with the
help of US-AID, from Mr C Tyler Wood,
Director of the US-AID Mission in
India, The presentation was made at the
All-India Conference of Local Productivity
Councils and Proeductivity Personnel held
at Vigyan Bhavan, New Delhi, on July 28.

Abvo. turn to pages 371-374 for report of confecence procecdings,
wid 1o pages 303-307 for weicome speceh of Dr Lokanathan,
nove pictires of LPCs™ conference, turn to pages 499.502 aned pages 496-498  for Sri Asoka Mehuad's ool adidress



on Inter-firm Comparison—the [4th' in the line of special issues
‘PC—is duc to the circumstances of the case, a  preliminary adventure,
neither the organisation, nor have we worked out the methodelogy of
sophisticated technique in micro-economic analysis,

y.ointer-firm comparison is extremely naive in its simplicity, for in its
it meuans nothing more than Le;umnﬁ by Example. [t is true that the
research  organisations at the dlspoml of industry in develaped coun-
e IFC to an imposing matrix of capital-output ratios, with all manner
1 combinations involving inventories, sales turnover, wages, materials,

sheads and any other relevant detail that Management considers as the

its own productivity. Whar we require is an indigenous, simplified
wdustrial managements in India can understand in the context of their
il click in their minds and for which the data are readily available,

ble way and within its own resources, the National Productivity Council
rking towards this end in quite a number of ways. The large number

olished so far cover the following subjects: Incentives; Personnel Management;
wity: Work Study: Quality Control; Materials Handling; Small Industry; Defence

Budgetary Control: Operations Research; Labour & Productivity; lnventory
the Engineer; and Training.
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of In-country Teams are really nothing more than *walking and talking” instruments of inter-
firm comparison, Essentially, an In-country Team consists of a number of working persons
mostly of intermediate categories who go round and see the performance of other firms in
the line, learning the secrets” of their higher levels of performunce, the way they are hand-
ling and economising materials, intensifying machine performance, reducing fatigue, raising
worker morale. the techniques of fuel utilisation and all other odds and eads  which
sum up into a higher level of output per ¢very rupee invested or per man-hour spent: thus
wlormed. the boys come home, and try to raise their productivities in various lines to the
maximum level they saw in other cases. Through these In-country Teams, NPC has really
made a massive invesement in the evolution of [FC at the ground level.® Up to March 1964,
as many as 153 In-country Teams were sponsored, and in these about 1,400 men from industry
participated.

The Study Groups set up by NPC 1o xray the productivity in five major lines of manu-
facture {Cement, bicyceles, electric motors and transtormers, jute and rayon) are also efforts
in the sume direction: and their reports are really essavs i inter-firm comparison 3@1n fact.
for this special issue, we have drawn extensively on the Report of the Cement Group. now
released for publication,

Organisationally. the major pohicy decision recently taken by NPC to set up Industry
Productivity Councils, amounts really 1o the creation of a base in cach industry on which
mter-firm comparison can be effectively built up. @Actually. but for the decluration
of Emergency, there was a proposal under consideration in NPC to invite the distinguished
TFC expert. Mr H Ingham (whosc article appears 10 this issue) to ‘sell” the idea to Indian
industry and te help NPC in the establishment of an IFC Centre in India on the British
model.

As it 1s. small, carnest rescarch groups have been struggling in parts of the country to
erganise 1TC on a small scale within friendly groups of companics or on the basis of balance-
sheet analvsis. The men behind these efforts- Mr SN Cooper of the Associated Cements
and Mr IN Bose, President of the Institute of Cost and Works Accountants of Indig—-
have been good enough to make their material available to us fer publication in this special
issue.  The Department of Business Management of the University of Delhi has. under the
direction of Prof Das Gupta. done a substantial amount of work in the tield of TFC: and two
articles, boased on its valuable work, appear in this journal.

Abroad. a massive quantum of work has been done in IFC by the European Producti-
vily Agency, now taken over by the Organisation of Economic Cooperation and Develop-
ment {QECD).  In the United Kingdom, high quality work is being done in Mr Ingham's
own Centre on a clearly commercial basis, for even the best of firms have realised that it pays
1o know the real secrets- - without knowing the names— of the higher performances of com-
peting firms: for such in fact is [FC—everybody 1s a gatner and nobody 15 a laser. Without
knowing who's who and without the necessity of revealing any secrets of tecknology or
finance or any magic formulae in the monopolistic possession ol a4 concern, every participa-
ting management comes to know its own real weaknesses and dis-economies and geis the
indications by which it can push its performance to the highest known level in every  aspect
of resource-utilisation.  As Mr Ingham has put it in his article, IFC gives management
“a flash of insight™.

How 1FC destrovs certain illusions can be illustrated briefly by two case studizs cited by
the British Centre of 1FC. For example, they had the casc of a metal manufacturing company
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in Birminghamwhich had increased its productivity from eight to 16 [b. of product per mai-
hour over a period of five years, and which was very proud of this fact. After taking pari
in IFC, it found that other comparable firms had an output of 30 to 40 Ib. per man-hour!
Another example is that of un electrical firm whose profits on capital employed had increased
from 15 per cent to 19 per cent. It found, however, that the average for its section of
industry was 235 per cent and that this was being achieved by other firms through greater
economy in stock-holding and quicker collection of debts.

Qur problems are of course different. We do need IFC as a diagnostic 100l for manage-
ment. hut we realiv need 1FC at all working levels. A worker in a factory, for example. can
certainly be made conscious of the low rate of his output--though machines and materials are
identical—if taken, probably just across the road, to another worker in another factory
turning out a lot more work. Probably, incentives would be necessary, and incentives can be
[urnished.

In the first instance. however. il appears necessary [0 creale  CONsCIOUSNCSS bath
ameng management personnel as well as among the working classes that a much higher
level of performance is possible because all other attendant circumstances are more or less
identical. The rest of it is a purely economic problem and can be adequately handled within
the present cost-price structure, for when a management comes to realise that a lot more
profit can in fact be made by paying a satisfactory wage, if the worker only cooperates in
raising the level of output to what is within the limits of possibility, employver-labour
relations will improve considerably and much higher productivitics would be achieved all
along the line. This is the potentiality of 1FC.

In fact, it is one of the worst illusions of the Indian cconomy to imagine a dead level
of Tow productivity. The more striking fuct is the simultaneous existence of an cxiremely
wide range of productivities attained by various firms working in the same line with
practically the same managerial capacitics, the same raw materials, Yabour drawn from the
same background, cte.

As the NPC Cement Report reveals—and this generalisation holds true practically
for all Indian industry —while one factory requires less than five man-hours for producing
4 ton of cement. another factory requires more than 20 man-hours: and within this broud
range. the other factories have their respective levels of productivity. It is true that within
a certain margin, there would be valid reasons for ditferences in productivity.  But it should
be possible, with appropriate organisation, to telescope the differences materially and move
the whole system to the maximum level actually attained, For this, IFC constitutes the
muost powerful instrument.

The tragedy of TFC in Indiz is that though, asthe reporton p. 451 savs, “India provides
a virgin ficld for exhaustive research in the field of inter-firm comparisen of a purposive
nature™, very little in fact has been done.  Here 1s an area which requires little investment.
It involves no overhauling of plant lay-out, installation of new machines. revolution in
management. retrenchment of personncl. liquidation of inventories. and the like. Of course.
it does mean a change in managerial attitudes from treating business as a mystigue o
considering it as a game for mutual profit and pleasure. IFC is such a game in which
without revealing identity or knowing it, we come to Know how A, B, C, D arc running, why
they are running faster than we are, how we can run as well as they do, for the good of the
country. and for our own good.



| MACHINE-MADE SUPERMAN

T

A machine to turn men into supermen is being developed for

army use, by scientists at the advanced laboratoriesin New York

State. The machine, a 17-foot-high metal skeleton, will

amplify every movement of arms and legs of a man inside

it-—enabling him to lift heavy weights, and stride easily
through rugged terrain.



The technique of Inter-firm Comparison adopted in the USA,
UK, and other European countries is of great

potential value to India.

Here, Ingham claims that IFC

gives management a “flash of insight”, and reviews
the experience of the Centre for Inter-firm Comparison,
which has successfully operated IFC in the

UK for several years.

H Ingham

IFC Has
Many
Advantages

NTER-FIRM COMPARISON is a technique
designed for encouraging managerial
efficiency, which is itself a vital factor in pro-
moting economic growth. It stimulates top
managements to keep business policies and
operations under constant critical review, and

to take proper action towards improvement,
It also provides managements with data
reflecting  the success and efficiency of
competitors: this, as experience in the UK
and other countries has shown, provides
a powerful stimulant to self-criticism at
top level because it throws into sharp relief
otherwise undetected weaknesses in a firm’s
policy and performance, and indicates the
direction in which remedial action should
be taken.

Let us first look at our ‘end product’
which is the flash of insight in the mind of the
managing director whose firm has taken part
in an inter-firm comparison. It gives him
an instant picture of his firm’s relative profita-
bility and makes him see at once where his
business is weaker than his competitors, what
weaknesses call for his personal attention,
and in what directions improvements are
indicated.

A motor car distributor, for instance,
found that his profits were comparatively low
because whilst his competitors could recondi-
tton and sell used cars within about two
months after they had purchased them, his
firm sold them only after three months or
more. Why? Because he operates in the
centre of a large town where he cannot expand
workshop facilities. Should he then rent
additional workshop space in the suburbs?
Should he reduce his second-hand car pur-
chases and direct his efforts into other more
profitable activities(e.g., sales of new vehicles) ?
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These are policy questions whose importance,
but for its participation in an IFC, the mana-
gement of the firm may not have recognised.

In the view of the British Centre for Inter-
firm Comparison, if is essential that the con-
tent of IFC should appeal to these at top
management level in the firms concerned,
because [. A stimulus to self-criticism at top
level will have the strongest impact on the
development of the firm concerned; 2.
Top management is in the best position to
decide on remedial action, and to see to its
implementation; and 3. In fact,itis the top
management which in the first instance is in
the best position to decide whether the firm
concernied should take part in an IFC.

Centre's Task

The Cenire has, therefore, as a matter of
policy, set out to deal with matters of rele-
vance to those at top management level res-
ponsible for the overall direction and planning
of business operations, and its special sets
of top management ratios are designed to
indicate to the managing director-——How the
overall success of his business compares with
those of cther similar firms; Why it differs
from theirs; What aspects of his firm’s policy
and performance need his attention; and
What specific policy questions need to be
tackled in order to improve the overall
profitability of the firm.

The system of management ratios develop-
ed by the Centre (known as the ‘Pyramid’
system) is illustrated by the following example,
which, although much condensed, illustrates
how the managing director of a light engineer-
ing company can benefit from a comparison
of his firm’s ratios with those of other firms.

Each of the five manufacturing companies
whose ratios are shown in Table I repro-
duced in Appendix I offers a wide range of
electric switches on a catalogue basis. Many
firms of this type find it difficult to predict
for which of the many items in their range
they will receive orders. Some of them
will not take the financial risk of manufac-
turing in anticipation of orders (that is, for
stock), but will tend to produce on receipt
of customers’ orders on a one-off or small

IFC HAS MANY ADVANTAGES

batch basis. This, in view of the wide
range involved, can easily result in accumu-
lations of work in progress. Furthermore,
firms of this type may have to hold material
stocks covering a wide range of parts, and
this can constitute a threat to their liqui-
dity, particularly in times of low business
activity. However, such firms can reduce
the liquidity risks resulting from large mate-
rial stock-holdings and from accumulations
of work in progress by producing for stock,
in advance of orders, either those items for
which (as would appear from analysis of
past sales) there is a continuous demand,
or those standard components or sub-
assemblies which are common to several
of their end products.

The ratios shown in Table I (Appendix
I) and in the ‘Pyramid’ diagram! (Appen-
dix II) are being used in this IFC for the
following reasons:

1. Operating profit/{Operating  assets:
This ratio reflects the earning power of the
operations of the business. A favourable
ratio of operating profit (profit before tax
arising out of the normal operations of the
business) to assets employed in producing
operating profit, will help a company to show
a satisfactory return on its capitzl, and will
put it into a strong competitive position.
Such a company will attract good staff and
operatives, and will be able to finance its
developments out of retained earnings, and
to build up reserves. Also, this ratio can
be regarded as a .general indication of
the success of management in running the
business as a whole.

“Why Do We Differ**?

We now come to the set of supplemen-
tary ratios which when compared by manage-
ments of similar firms in an industry will
indicate to them why their primary ratio
differs from those of the others.

A firm’s ‘operating profit/operating
assets’ is determined by its profitability
of sales and its turnover of assets. Ratio

1 The Pyramid diagrams shown in Appendices I[I
and 1V indicate scts of ratios used in IFC for
distribulive trades and contractors,
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2 shows what profit margin has been earned
on sales, whilst ratio 3 indicates fow often
it has been earned. Therefore, a firm
whose primary ratio is comparatively low,
can, by comparing its ratios 2 and 3 with
those of others, establish for which of these
two basic reasons it has been less success-
ful. Ratio 3 shows how ntany times assets
have been turned over, and ratio 3a the
days required to turn assets over once.

2. Operating profit/Sales Yo

3. Sales/Operating assets times
3a. Operating assets{Average
daily sales days

A useful first step in tracking down the
cause of a comparatively low ‘profit/sales’
ratio is that of attempting to identify the
department whose costs had a particularly
unfavourable effect on profits. This can
be done by 1FC of the following ratios:

4. Production cost of sales/Sales b
5. Distribution and marketing
expenses/Sales o
6. General and administrative
expenses/Sales o
In some industries further ‘identifying’

Interlinking of
Productivities

Sri Ram Kishen, who has succeeded
Sri Pratap Singh Kairon as the Chief
Minister of the Punjab, paid a surprise
visit to the Secretariat in Chandigarh,
and found a number of officials arriving
late. Asked to explain, they blamed the
inefficiency of the local transport system.
Thereupon, he directed the Transport
Department to ensure the punctual run-
ning of buses, Office productivity is thus
interlinked with the productivity of the
local transport system. Apart from this,
he has alsc taken other steps to organise
a more efficient conduct of business in
the Secretariat.
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ratios, such as ‘Cost of research and develop-
ment/Sales’, and ‘Promotional costs/Sales’,
are added. In industries where firms make
a wide range of products which carry diffe-
rent profit margins, answers to the above
question would be provided by IFC of sales
and gross profit analysis percentages.

Prodaction Cost Ratio

IFC of ratios 7, 8 and 9 shows how much
each of the specific production cost items
accounts for differences in ratio 4. The
purpose of ratio 7a is explained below:

7. Cost of materials/Sales %,
7a. Cost of bought out finished
parts/Sales A
8. Direct labour cost/Sales o
9. Production overheads/Sales 2

A firm’s ratio 8 may be comparatively
low (and its turnover of fixed assets—
ratio 11—may be comparatively fast), be-
cause a substantial number of parts and
sub-assemblies built into the final product
are bought from suppliers outside the firm,
rather than manufactured by the firm.
IFC of ratio 7a will indicate to what extent
differences in this respect have affected the
production cost and asset utilisation ratios
of participating firms.

Under-utilisation of instatled capacity
would be indicated by a relatively high
ratio of production overheadsfsales (ratio
9), if this coincided with relatively slow
turnovers of work in progress (ratio 13},
and capital invested in fixed assets (ratio 11).

IFC of ratios 10 and 11 shows how much
the difference between a firm’s turnover of
assets (ratios 3 and 3a) and that of others
taking part is owing to differences in the
turnover of current assets (ratio 10) or to
that of fixed assets (ratio 11).

10. Current assets/Ave-
rage daily sales

11. Fixed assets/Average
daily sales

Days required
to turn the as-
set over once

Should a firm find that its ratio 10 compares
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unfavourably with those of others, IFC of
ratios 12 to 15 will show it in which part of
its current assets funds were tied up longer
than was the case in other firms.

12. Materials stocks/Ave-
‘rage daily sales

13. Work in progress/
Average daily sales

14, Finished stocks/Ave-
rage daily sales

15. Debtors/Average
daily sales !

Days required
to turn the as-
set over once

IFC of each of the ratios 4 to 6, and 11
to 15 will give rise to further questions,
However, it is not advisable to overload
a first comparison in any industry with
additional ratios. The experience gained in
the course of an actual 1FC will show where
further details are required, and whether
additional refinements will serve a useful
purpose.

Individual Reports

With the Table of Ratios (Appendix 1)
each of the five firms will receive a General
Report re-stating the purposes of the exer-
cise, referring to some matters of method,
and presenting (as in Appendix I1) a diagram
illustrating the relationship between the
ratios which are used in the scheme. In
addition, each firm will receive a confi-
dential Individual Report relating to opera-
ting profit on operating assets, operating
profit on sales (ratio 2), production costs
(ratio 4), turnover of assets (ratios 3 and
3a} and comments on marketing/produc-
tion policy,

IFC resulting in confidential Individual
Reports has so far been conducted —in
many cases for two or more successive
years—by the Centre for firms in numerous
industries and trades. The impact of the
Centre’s comparisons is not necessarily
affected by differences in the products made
by the firms taking part. This is wvery
well illustrated in the following instance:
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A manufacturer of wmotor car accessories
asked the Centre to prepare a comparison for light
eagineering manufacturers; he andsome other firms
with which he was in contact would provide a
satisfactory definition of “Tight engineering’ interms
of processes and weights of products and com-
ponents. He and the others were aware of the
fact that the firms concerned were making different
products in different ways for different purposes,
but to those who wondered what could be learned
from differences between the ratios of such firms
he would give the following answer:

If he found that, for instance, his ratio of production
overheads/sales was 2 1per cent, whilst those of other
light engineering manufacturers (of similar typeand
sizc) were ranging from 13 to 19 percent, he would
vegard this as 4 danger signal and /ool inwerds’.
The resulting investigation might bringto light real
weaknesses; on the other hand, it might show that
an apparently unfavourable ratio was not due to
incfficiency,but that it rellected a polcy(e.g., in res-
pect of mechanisation) which had proved to be
profitable. Whatever the outcome of such investi-
gations thecomparison would have raised doubts ig
his mind about the effectiveness of his management
and because irdid this he and the other firms
concerned wished to take part in such an exercise,

This is an example of the insight which
firms hope to gain from participation. This
example illustrates that it is not the object
of an IFC to compare ‘firms’ as such, but
to reveal what effect certain diferences in
their features and practices have on their
performance. Incidentally, background  in-
formation on features likely to affect the
comparability of figures of different firms
is always asked for by the Centre.

It would, therefore, be wrong to assume
that inter-firm comparisons are ruled out
unless all participants are of similar size,
make the same’ products in the same way,
operate in the same locality, employ the same
kind of plant, use the same method of dis-
tribution, etc. In fact, if there were mo
differences between the firms taking part,
they could learn nothing from the comparison.

Comparability of Figures

What people really mean when they raise
the question of comparability is that firms
should be sufficiently comparable for useful
conclusions to be drawn from COMpArisons
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of their figures. From this it follows that
the degree of comparability required can
only be decided when it is known what
sort of conclusions the comparison is inten-
ded to provide, or, in other words, what
its objectives are. It is, therefore. not
advisable to genecralise on this point. But
practical experience shows that it is possible
to meet the requirements for comparability
in many situations.

The Centre has, for instance, now con-
ducted three inter-irm  comparisons for
light engineering companics. Some of
these offer a wide range of products of their
own design which are manufactured to
customers’ orders; others make products
to customers’ specifications (general engi-
neering firms). Firms of these types do not
make ‘a product’. Even so, their manage-
ments have to deal with the same problems
of co-ordination between sales and pro-
duction, i.e.. within cach ‘tvpe’ of business,
different firms face the same kinds of risks
and opportunities. and have to cope with
the same ecffects of unbalance between sales
and production (e.g., a slow turnover of
stocks, accumulations of work in progress,
and under-absorption of fixed production
overheads due to under-utilisation of installed
capacity), These are problems which within
a ‘type’ of business turn up in the same form,
and which closely affect the overall profi-
tability of the firms concerned. The fact
that firms within a tvpe have these problems
in common makes it possible for them to
draw useful conclusions from 1FC of their
management ratios.

To achieve comparability of the ratios
themselves, the Centre provides firms which
have decided 1o participate in an 1FC with
simple, but detailed, instructions and defi-
nitions of terms. In drawing these up,
care is taken to ensure that participants can
contribute figures without difficulty; parti-
cipation in an IFC should not impose a
burden on their accounts department, be-
cause the figures required would in most
cases be available from existing records.
Definitions would cover such items as ‘sales’,
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‘fixed assets’, ‘work in progress’, ‘produc-
tion overheads’, ‘direct labour costs’, ete.—
items in respect of which figures are to be
contributed by participants. Furthermore,
definitions will provide guidance on account-
ing methods to be used, e.g., firms will be
told what assct values are required and how
they are to be arrived at. The Centre will,
of course, nat use published balance-sheet
and trading account figures, because these
would not have been arrived at on a uniform
basis, and would, thercfore, not be
comparable,

Draft definitions and valuation principles
arc discussed with representatives of the
industry so as to arrive at definitions which
can be used without difficulty.

Confidentiality

The Centre’s security system is designed
to prevent any leakage of confidential in-
Sormation. Features of this system include:
l. Non-disclosure of the names of parti-
cipants; 2. The allocation to each firm
of a code number which appears on ques-
tionnaires and other documents instead of
its name and address. The key to the
code is known only to one executive member
of the Centre's staff who is in charge of the
inter-firm comparison in question; 3. The

collection of performance data in the form

of ratios and percentages rather than abso-
lute figures, if desired; 4. Stringent security
arrangements within the Centre to prevent
unauthorised persons having access to the
data of firms; 5. The presentation of the
results of comparisons in such a way that
the data of individual firms cannot be
identified; and 6. The report resulting from
a comparison is made available only to
participants,

The Centre is a non-profit-distributing
organisation which, to cover its costs, charges
a fee for participation in its IFC schemes.
The fee payable by each firm for each com-
parison ranges from about 50 to 200 guineas
depending on the complexity of the scheme,
and the kind of services offered. The
Centre’s fees are low, bearing in mind that
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the ‘end product’ is an instrument for mana-
gerial self-diagnosis. The fees charged have
been found low by all firms interested in
IFC for top management.

By circularising its brochures and exam-
ples, and by publishing articles, organising
promotional meetings and holding seminars,
the Centre draws the attention of top
managements of firms in an industry or
trade to the probable value which they will
derive from participation in an IFC. Often
these promotional and educational activi-
ties are sponsored or supported by a trade
association of the industry concerned.
Frequently, firms which are interested in an
lFCkwill help the Centre in its promotional
work.

An IFC scheme will start in one or the
other of the following ways: if a firm is
interested in obtaining comparative data
through taking part in an IFC, it will contact
the Centre which is available to form a
group of similar companies. Some firms
will initially contact their trade associations
and as a result of such action, many trade
associations have already asked the Centre
to operate a scheme jointly with them.

Conditions of Success

The ‘market’ for IFC is potentially very
wide. However, there are a number of
obstacles in the way of participation by
firms—f{or example, reluctance to disclose
hitherto confidential data to an outside
body; their objection being that no two
firms are alike, etc. The Centre has succeeded
in overcoming these and other obstacles
because—

a) Through its sponsoring organisations, its
Council of Management, and its Patrons, it
has been able to build vp a repwration
Jor neutrality which encouraged firms to
contribute confidential information to the
Centre’s pooling activities.

b) The inter-firm comparisons of the Centre are
not conducted to provide *statistics’, but 1o
develop a diagnostic tool for top management.
Comparative investigations conducted by,
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¢.g., academic research bodies, or official
statistical agencies, are usually, not primarily,
concerned with the interests of the individual
firm, but use its figures in building up a
general statistical picture of the industry
concernced.  In the view of the Centre, a dual
purpose exercise attempting to combine a
statistical survey with a management service
is less effective than a schemc which concen-
trates on one objeciive. Thzrefore, the
Centre selects ratios and presents reports
solely and exclusively for providing a diag-
nostic service to top management.

¢) The experience gained in any compa:ison
conducted by the Centre is systematically
applied to the planning and conduct of sub-
sequent 1FC, thereby ensuring a conrinuing
improvemoent in the Cenrre’s methods.

d) The content of the Centre’s schemes is attrac-
tive to the top managements of firms, because
it offers them a mechanism for a general
review of their policies and performance.

€) The Centre is staffed and equipped to assist
firms in interpreting the significance of the

results and in deciding on the action
required,
f) Finally, firms involved in the Centre's

schemes develop a sense of active participa-
tion—they are consulted at cach stage of the
project, and are encouraged to act on the
results.

The last-mentioned point is important,
because by itself participation in an IFC
will not automatically bring about changes:
it can do no more than help management in
becoming aware of weaknesses, and of the
directions in which changes should be intro-
duced. It is up to the management to use the
results of an IFC effectively, i.e., to draw
the right conclusions and to make the right
decision.

Thus, the impact of IFC depends, to a
constderable extent, on the general level of
managerial ability already possessed by
firms. Education for management has an
important part to play in raising this level,
and the Centre itself, therefore, places consi-
derable emphasis on educational activities
in conjunction with the British Institute of
Management and the British Productivity
Council.
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etio Firm
1 2 3 4 5
1. Opersting profit/Operating assets (%) 20,1 18,4 |13.3 |10.6 | 1.5
2. Operating profit/sales (%) 19.3 18.2 | 11,9 | 10.9 9.3
3. Sales/Operating assets (times) 1.04 1.01| .12 o0.97] 0.8
39, Operating essets/Average daily sales (deys*) 350 361 326 376 450
4. Production cost of sales/Sales (%} 67.3 68.3 | 72.6 | 72.7 | 76.1
5. Distribution and marketing expenscs/Szles (%) 5.1 8.9 |10.2 j11.0 8.1
6. OCeneral and administrative expenses/3zles (%) 4.3 4.6 5.3 5.4 6.1
7. Cost of materials/Sales (%) 43.4 4%.9 43.8 |48.5 |43.5
7e. Cost of bought out finished parts/Sales (%) 16.3 6.0 ]15.% | 9.5 | 5.2
8. Direct labour cost/Sales (%) 9.3 |10.4 |10.1 | 9.2 ]12.7
9. Production overheads/Sales (%) 14.6 14.6 |18.7 }15.0 |19.9
10. Current assets/Average daily sales (days*) 100 109 113 a1 128
11. Fixed sssets/Average doily sales {days*) 250 252 213 285 322
12. Material stocks/Average daily sales (daya¥) 20 21 21 13 34
13, Work in progress/Average daily sales (days*) 9 8 8 5 23
14. Finished stocks/Average daily sales {d‘ays*) 24 24 23 25 16
15. Debtors/Average daily sales (days*) 47 56 6l 48 45

*Days required to turn the asset over once.
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APPENDIX 1I

“Pyramid”” of ratios shown in Table I (Appendix D
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A CLASH OF PRODUCTIVITIES!

In January 1964 the US Surgeon-General declared smoking to be a suicidal
habit leading to cancer of the lungs. The fabulous US cigarette-manufacturing in-
dustry felt its productivity to be threatened, and made frantic efforts to save itself from
the deluge. On the other hand, the US Treasury also felt its own productivity to be threa-
tened, for the US Government derives nearly $ 400 million as revenue from cigarettes.

In January (when the Surgeon-General’s report was published), the Federal
Government obtained over $ 53 million as revenue from cigarettes in one single
month. This revenue declined by nearly %21 million, and it was expected that if this
trend continued, the entire revenues from cigarettes would disappear by the end of the
year. Probably this will not happen, as most people’s memory is short, and a few people
are afraid of death in the long run. Immediate death is of course frightening, but if it is
a long way off then one has almost a nostalgic feeling for fatality.

The issues are, however, fundamental: Is the productivity of the individual
citizen, his health and other vital interests, the deciding factor for policy? Or, is it
the productivity of private industry, or, what is more intriguing, the productivity of tax
revepues? We, in this country, face almost identical issues in the name of Prohibition.




The market for Inter-firm Comparison is potentially

very wide, but there are a number of psychological and
technical obstacles in the way of participation by firms. An
expert here analyses the types of obstacles encountered,

and indicates the methods to avoid them.

MANAGERS, for the most part, have regular

recourse to comparisons in time (such
as the comparison of the results of one period
with those of a previous period} in order to
guide their decisions. On the other hand,
comparisons in space (such as inter-firm
COmparisons proper) are more Tare since, in
this domain, there are a great many
obstacles. It is nevertheless true that this
type of inquiry is the only one which
provides an objective yardstick, and thus
sound management control,

Research into the standards of efficient
management should, of course, automati-
cally bring out the cause and effect relation-
ships leading to a given result. Once the
standards and their causal relationship are
known, the head of the firm can direct his
efforts towards specific objectives. He can then
use rational management methods, instead
of relying on hunches and commonsense.

The problems involved in inter-firm com-
parisons can be divided into two classes—
those of a human and psychological nature,
and those of a purely technical nature.
Attention must be paid to the dangers
inherent in comparing accounting data and
financial ratios. Errors in this domain are
the cause of much of the distrust shown by
heads of firms for this important manage-
ment tool. The solutions found for purely
technical problems often serve only to
aggravate the existing psychological obstacles.

Onc might think that the head of a firm
who has a chance to take part in a group
carrying out inter-irm comparisons would
not hesitate to do so. But a number of
human and psychological obstacles stand in
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Psychological

& Technical
Obstacles
to IFC

the way. Apart from fear that the figures
submitted for comparison may fall into the
hands of competitors, there is also indiffe-
rence. Many heads of firms fail to realise
how much they might benefit from such
research, because they do not have enough
imagination to picture in advance the solid
results that might be obtained., It must be
admitted that the organisers of inter-firm
comparisons are partly responsible for this
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state of affairs, as they do not always present
the results in such a way that their usefulness
wiil be readily apparent.

Ways to Avoid Obstacles

What can be done? First, heads of firms
must be made to realise that it is in their
interest to determine their real position in
relation to their competitors. If they are at
the head of the list, they will be reassured
as to the efficiency of their methods;
if they are low down on the list, they will
have to take steps to improve their situation.
Another way of arousing interest is to pre-
sent results of compansons in other sectors,
in the form of graphs, diagrams, and indices.
For example, at the first meeting with a group
of interested persons from a given industry,
attention could be drawn to the advantages
of active investment. This can be done by
showing them a graph (Figure 1) similar to
that prepared during a survey in the foundry
and heating equipment industry, The balance-
sheets of 13 firms were analysed in an
effort to determine the relationship between
the declared profits for the years 1958, 1959,
and 1960, and the total investment up to
1960, on the basis 1953=100. Five firms

Figure 1.

CORRELATION BETWEEN THE INCREASE IN INVESTMENT
AND THE RETURN ON CAP{TAL

437

which went in for active investment obtuined
the highest profits, and the stagnant firms
with no definite investment programme
declared very low profits.

This striking example lends direct empha-
sis to the advantages of inter-firm compari-
sons, Consultants may also stress the im-
portance of personal confacts when collect-
ing data. This may be of immediate use.
By drawing attention to certain anomalies,
the problem is made clear, and that is the
first step towards solving it.

An organiser who is trying to interest a
group of furniture manufacturers in inter-
firm comparisons might mention the various
‘tips’ obtained by the brickmakers as a result
of the personal contacts needed for collect-
ing the basic data. It was found that a
worker who opened the clay control valve
whenever a tub arrived, could be replaced by
a pneumatic lever requiring an investment
of less than the worker’s annual salary. A
high level of coal consumptien per ton of
bricks manufactured is sometimes due to the
presence of moisture in the upper part of the
kilns, requiring a great many calories per
kilo to evaporate it. This discovery was
made during an inspection carried out by a
consultant who was
working on a des-
cription of the firm.

300 Percentage increase

It is best to begin
by emphasising only

N

in wvestment 1960/ 1953

200

two or three striking
Sfactors which, as they
v are readily under-
standable, produce an
immediate result,
When the two graphs

100

in figures 2 and 3
were presented to a
group of firms from
the road transport
industry, they imme-
diately found it

worth-while to make
a comparison bet-
ween annual activity
and waiting time at

the fixed costs of
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the fleet of lorries. The participants agreed to  hope to be initiated into the head of the firm’s
assemble these figures from the drivers’ log-  personal affairs, such as the relationship
books, and to communicate their analyses to  between shareholders in a family firm, The
each other, survey can start off on the basis of simple
ratios: the proportion of wages paid per

The organiser must also enjoy the confi-  cost centre, the relationship between dome-
dence of his principals. A stranger cannot  stic and export markets, the speed of stock

Totol prime ¢cost par tomkilomerar
Fr.
20
18 |
14 : Figure 2
y ) \ TOTAL PRIME COST/
4 Y MILEAGE
12 ‘
|
10 ﬁ
o T
6 : . :
) S N e~
2 L t ! ‘ t L 4 ! : A
0 i B : : | Mileage per onnum
10 20 30 40 50 & 70 80 90 100 (“000 kilometers)
[
Mileage per annum
1'000 km
100 T 7
90 Ten ton lorry
% Available time :
80 ., 9-hour shift
70 Figure 3
MILEAGE;
60 -0 T - . WAITING TIME
S0 — L o
L
40 ~
30 I
\\
20 oh N
10
0 »

10 20 30 40 50 &0 0

Waiting time/total time ¢4



F POSSE

turnover, average settlement time by the
customers, regional distribution of sales, etc.
Once the first results are obtained the ice
is broken, and it is possible to go further.
Also, results should be presented in a form
that will make it possible for the head of
a firm to draw conclusions immediately.
A few suggestive graphs with figures and some
direct deductions have more effect than
speeches about the usefulness of inter-firm
comparisons in general.

A group of metallurgists may fear that the
raw data used to determine the relationship
between the number of man-hours per length
of weld and per thickness of plate are
not assimilable. The graph included here
(Figure 4) may help them to solve the
problem,

The results of other surveys are also useful
if they are suitably presented. To begin
with, certain highlights should be brought
out: extent of energy consumption per ton,
differences in the ratio of man-hours to units
produced, differences in regional sales, etc.
One of these factors is then analysed: fs there
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a relationship between the energy consumption
per ton and the nature of the finished
products? Tt is not uncommon to find
that some of the participants have already
thought of carrying out collective studies on
certain points of detail. It is then sufficient
to point out to them how useful an inter-
firm comparison can be in detecting problems
and indicating the kind of research that should
be undertaken.

Method Recommended

Once this approach has been successful
and 10 or 15 participants are ready to parti-
cipate, it is advisable to select a method
capable of arousing their interest. First, it
is necessary to demonstrate the comparabi-
lity of the results and the value of the
measuring instruments needed to obtain
them. If this is not done, the whole effort
may be endangered,

If the starting point is a ratio which, in
theory, symbolises the efficiency of the mana-
gement, but which is not pertinent in prac-
tice, the participants will soon lose their

T

i Thickness of plate in millimetres

//

: s

High correlation

"~
1
9

Figure 4
MAN-HOURS PER
CENTIMETRE OF
WELD THICKNESS

T T
®

OF PLATE

0 11 | T I S T T O O

o

03 0,

0,5

0,6

Man<hours per centimetre of weld



440

enthusiasm. For example, the relationship
between net profit and total capital is undoubt-
edly characteristic of each firm. But what
is the net profit? 1Is account taken of depre-
ciation or of rent? How are the stocks of
materials and the work in hand assessed?
What is the total capital? What value
has been assigned to investments made 10
years ago? How are land and buildings
evaluated?” Have devaluations been taken
into account? Doubtless there will not be
any immediate criticism from the participants,
but the survey will have started badly.

Obviously, the organiser must be thoroughly
familiar with the sector in which the com-
parison is made. Nevertheless, the signi-
ficant character of the factors to be compared
should be discussed with the participants.
It is nonsense to discuss profits in general
when only fiscal profits are known.

The problem of the unit of measurement
must also be considered, or failure may
result. For example, is it possible to count
and compare the hours of work without any
qualitative distinction between skilled and
unskilled labour, women workers and men
workers, normal hours and overtime, or
hourly rates and piece-rates? A discussion
with the participants on measuring instru-
ments and units of measurement can cli-
minate many psychological obstacles which
stand in the way of progress with inter-firm
comparisons. These obstacles are numerous,
and every effort must be made to overcome
them, It falls upon works councillors,
trade association organisers, university re-
search workers, and those responsible for
promoting higher productivity in the eco-
nomy to render inter-firm comparisons
attractive to industrialists.

Technical Problems

Technical problems arise because it is
impossible to find a group of firms fulfilling
the following ideal requirements:

I. Manufacture of a single finished product

from identical raw materials.

2. A labour force of comparable quality,

3. The same production process and similar
production methods.

OBSTACLES TO IFC

SAFETY DEVICE

A light-sensitive cell, otherwise
known as a photo-electric cell, is a
most useful safety device in industry,
particularly in printing and paper-
making, reports Mass Production.
It adds:

A break in the paper in a rotary
printing press will result in yards of
paper being caught up and eniangled
in rollers throughout rthe machine.
To clear all this paper is a long, tedious,
and expensive task. To avoid such a
calamitous pause in production, the
machine must be stopped as quickly
as possible.  For this a photo-electric
cell is used. A beam of light directed
across the plane of the paper between
rollers is obscured by that paper;
but if there is a break, the beam of
light will impinge on a photo-electric
cell which will operate a relay bringing
the machine to a halr.

4. The same degree of integration,
3. A similar system of administration,

The ideal case of an inter-firm compari-
son such as that in the brick-making industry
already considered is encountered only rarely.
Most of the time it is necessary to:

1. Equate raw materials into a standard raw
material, and finished products into a

standard product, by using conversion
coefficients,

2. Classify the firms taking part into homoge-
neous groups working to a uniform proce-
dure and doing work which is comparable
in quality.

3. Confine the inquiry to specific stages of
the production process, to certain produc-
tion centres, or again to specific products,

By these methods, it is possible to make
comparisons whichreveal differences for which
the reason must then be sought—a first
step towards discovering means of increasing
efficiency and raising productivity.

It is generally advantageous to take labour
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as the basis of productivity, because the most
varied services can then be reduced to a
common denominator—i.e., the number of
hours worked. Moreover, labour is the
dominant factor in a large number of produc-
tion processes. This method must naturally
be abandoned if there is great diversity in
the type of work done, unless it is possible to
reduce them all to a common basis with a
conversion coefficient.

The same is true if the labour force is a
minor one. In this case, there is a danger
that small variations in the measurements
will unduly influence the productivity cal-
culation. In a hydro-electric power station,
for example, the proportion of labour in
production costs is so small that it cannot
be used for comparisons of efficiency.

In the brick-making industry, there is
only one final product—the ton of bricks. It
is true that an attempt was made to establish
a relationship between the wage bill per ton
and the shape of the bricks—i.e., solid ot
hollow—but all the shapes were reduced to

PRODUCTIVITY OF
INDIAN AIRLINES

Despite the public being ‘‘fed up with
JAC,” to use the language of its General
Manager, the Corporation is likely to
declare “a handsome profit in 1963-64.”
In fact, the profit is estimated as the
highest in TAC’s history.

The Caravelle service which was recent-
ly introduced will alone yield a surplus
of more than Rs. 10 million. In fact, its
utilisation is the highest in the world.

IAC has three Caravelles—two in
operation, and one as a standby. The two
planes operate in 10 sectors, which means
that a Caravelle is in the air for the best
part of the day. In air traffic, this, in
fact, is the recognised Measure of
Productivity.
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tons by the adoption of a simple formula.
There are, however, very few opportunities
to do this in practice. 1t is not possible for a
stove manufacturer to reduce the 35 models
he produces to terms of tons, cubic metres
of heating capacity, or in terms of a global
number of units.

In an inter-firm comparison in the stove
industry, the analysis could be limited to
certain operations—foundry, moulding shop,
and enamelling ovens. But if this is done, the
overall picture is lost. Among 10 firms
studied, the number of man-hours per ton in
the foundry may indeed show little dispersion
around a mean value. but a stove of a given
type, weighing about 70 kgs. to 80 kgs., with
an identical thermal efficiency for a given
number of cubic metres of heating capacity,
may in one,firm have a cost price 50 per cent
above the average for the group.

The factors which inflate costs are:

1. Too high a price paid for the raw malter-

ials —e. g., scrap, ore, and coke.

2. Excessive use of dearer raw materials—for

example, more scrap than ore.

3. Casting of thicker section than necessary.

4. Certain castings could, with advantage, be

replaced by plate.

5. The run is changed too often, its length is,

therefare, too short, and set-up cost great.

6. The planning department does not prepare
runs and in consequence work is interrupted,
intermediate stocks are too large, financial
charges are high, and transport costly.

7. Assembly cannot be carried out on a line
tecause runs are too short, and finished
products are varied.

8. The components of the vatious sizes are not
standardised, and there is in consequence a
great variety of feet, doors and gratings which
could be interchangeable between models.

All these factors influence the cost price

very considerably, but they do not become
apparent when a comparison is made at a
given stage of production. The ratio of man-
hours per unit of finished product would be
more significant, but how can these finished
products be reduced to a standard unit?

The output of a stove factory may be

measured by assessing the finished products
according to certain criteria, such as selling
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price, cost price, and weight or operations
involved in the manufacture of the finished
article. None of these criteria, however, is
above criticism,

The selling price would be a valid yard-
stick in a free market where there was perfect
competition: the housewife could then attach
the same value to the type of cooker, who-
ever the manufacturer might be. In this
case, output would equal S(N; P,), where N;
being the number of appliances of type / with
a selling price P,

An output equal to S(NKD), where K, is
the cost price per type, leads to absurdities.
The concept of cost price varies, in fact, from
one firm to another. One has only to think
of the problems of amortisation, calculation
of interest rates, and evaluation of stocks.
The cost price embodies all the mistakes made
in managing the firm —unnecessary opera-
tions, slow rate of turnover, absence of mass
production methods, lack of planning, etc.
The ratio of wages to S(N;Kymay, therefore,
show only a slight variation between the
various firms, whereas productivity in one
firm could actually be double that of another.

The use of weight alone as a measure of
output is acceptable in the brick-making
industry, in an industrial bakery or in a
cement works, as long as some suitable con-
versiont formula is used, Byt stoves are not
sold by the kilogramme. Use of the ratio
man-hours/ton produced would favour tha
firms which make industriai stoves in large
quantities for the mass market, but would

[

Manufacturing cost| Direct costs

Input = Overal]
prime cost

Overheads { Sales

OBSTACLES TO IFC

operate against those which include a large
number of luxury models in their production
range,

To relate output to the sum of the evalua-
ted operations leading to the finished article
gives a verv theoretical result, which implies
that all the operations are necessary,

Input Measurement

The method least open to criticism is
that where output is regarded as the sum of
all the finished manufactured products assess-
ed in relation to a well-defined odjective value,
Stoves are thus divided into groups-—indus-
trial space heaters, unfinished cast stoves,
cookers, domestic heaters, etc.—and each
group subdivided according 1o efficiency:
domestic heaters, for example, being classi-
fied as of 25-30 m* or 30-35 m3 heating
capacity on the results of laboratory tests.

Manufacture of a quality above the mini-
mum required is then regarded as wasteful,
If the manufacture of bricks of 3 density of
600 kgs./cm.2—i.c., above the standard of 400
kgs.fem.2—involves higher wage costs, it is
wasteful, as the bricks are not on this account
berrer bricks,

Once output has been established on a
sound basis, input may be siudied—raw
materials, labour and capital—and ratios
of every real significance may be deduced.
Input covers all the factors which took part
In providing output. The table below may be
taken as a basis.

Direct raw materials
Hours of direct labour
Special direct costs

Other (ancillary)
raw materials

Common manufacturing
costs

Economic amortisation

Administration
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The relationship of one of the direct
factors to total production, or output, takes
the form of a number without dimension—
i.e., a ratio. The number of relationships
which can be established is in theory infinite,
particularly if the accounts are used for com-
piling the information. In practice, the num-
ber of ratios of real significance is small, for
three reasons:

1. Itisimpossible to define exactly what is
meant by investment, amortisation, direct
labour, stock, rate of turnover, length of
rum, interest, overhzads, marginal cost
price, total cost price, and shop cost price.

2. Itis difficult to interpret exactly a state-
ment such as “Brickworks 4 has a higher
investment per ton-of-bricks ratio and a
lower maintenance per ton-of-bricks ratio
than Firm B.” Too many subjective values
are concealed in this statement.

3. The time needed to measure input and
output correctly makes it impossibie to
examine a large number of ratios (rela-
tionships) in detail.

Let us simply examine the input of two
factors—hours of direct labour and invest-
ment— since these two factors usually vary
inversely.

Wages—It is practically impossible to
compare total wage input with total output,
and we are, therefore, obliged to begin by
measuring various operations separately. To
define an operation exactly requires a detailed
knowledge of the sector, and participants
must likewise observe a certain measure of
discipline when defining the firm's activities.
Thus in a brickworks, transport of the bricks

" from the press to the drying sheds must be
recorded under pressing and not drying.

Investment—Investments are included in
the input calculation by means of amortisa-
tion. In an inter-firm comparison, it is im-
portant to establish the ratio of total invest-
ment to input. No calculations are more
arbitrary than those involved in the evaluation
of investments. Blind use of figures from the
accounts can give most fictitious results. The
value placed on investments varies, depending
on how they are regarded, as follows:
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INDIA NEEDS THIS
TYPE OF
PRODUCTIVITY

India earns a sizable amount of foreign
exchange through the export of cashew-
nuts, particularly to the USA.

But there is the other side of the story.
At present, the nuts are shelled by hand
which is not only slow, but is also highly
dangerous as cashewnut oil can destroy
the use of the hand, and, in addition, bring
blindness.

To tackle this problem, the National
Institute of Agricultural Engineering in
the UK is studying the means to devise
a small unit which will mechanise the
shelling of cashewnuts. The idea is to
step it up to the rate of 200 Ib. of nuts
an heur, while the unit will be so compact
that it can be moved from village to
village where crops are grown.

Purchase value—the price paid for
the equipment at the time of pur-
chase, whether or not this price
has been reassessed since the war.
In view of the continual slow and
steady devaluation of the currency,
this sum is of no more than historical
value.

Replacement value—the price which
would now have to be paid to re-
place precisely the same equipment.
In many cases, however, old machi-
nery or buildings cannot be replaced
exactly,asthey have long been render-
ed out of date by technical progress.
Replacement value thus has an en-
tirely subjective significance.

Residual value—this is an accounting
concept, the difference between the
purchase price and the value already
recorded for the investments—i.e.
the difference between the amount
of devalued currency and the
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amortisation allowed for tax purposes
in this currency.

Market value—thisis theassessed value
of the complete installation, in work-
ing order, as it would be if transferred
enbloc,andis a subjective value vary-
ing with the valuator’s degree of opti-
mism regarding the future of the firm.

Economic  value—this is a concept
which tries to avoid these criticisms,
being based on two principles: (a)
The value of equipment is dcter-
mined by the output which can be
obtained with it—e.g, a hydro-
electric power station and a thermal
station with the same economic value;
and (b) The value is also based on
the price which would now be pav-
able for the same equipment, taking
account of technical improvements,

An example has been taken from the

textile industry to illustrate the points Jjust
made. It deals successively with output,
input, and three ratios, covering the weavin g
departments of 12firms. On output, reducing
the production of the winding department
to a basic unit gives rise to no difficulty: the
unit is the spool. The factor weight per
spool must, however, be taken into account,
and this constitutes a third ratio.

Regarding input, only the productivity
of direct labour is considered in a given
department of the Jweaving plan:: thus no
overall picture is obtained.

In the winding department, four opera-
tions can be distinguished-—cleaning, loading
of drums, transport of pirns, and pirn wind-
ing. There is a practical difficulty in defining
the operations exactly so as to make it
clear where they start and finish and to
obtain uniformity among the 12 firms taking
part,

b b b 2 2

The Worry Wart : Bogged in detail
and never-ending preparation



In democratic countries, there is a strong dislike of being
forced to provide data, even when it is for people’s

own good, says the author of this paper, who, briefly,
defines the purposes of IFC studies, and discusses ways of
productivity comparison and economic growth.

A Nicol

Productivity
Comparisons
& Economic

Growth

NTER-FIRM COMPARISONS (IFC) originated
in the plant level studies conducted by
the US Bureau of Labour Statistics (BLS)
undera programme entitled “Case Study Data
on Productivity and Factory Performance.”
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Among the operational activities conducted
by the European Productivity Agency
(EPA) as part of the Marshall Plan for
European reconstruction after World War II,
the establishment of National Productivity
Centres and the encouragement of the IFC
technique featured strongly. Whilst the
BLS turned its attention to other important
problems, 1FC was further developed in
Furope, notably in the form of financial
ratios and the Pyramid system.

The Productivity Measurement Advisory
Service (PMAS), set up under the EPA,
conducts, among other things, IFC pilot
studies on an international scale. Despite
the private inter-firm comparisons conducted
by firms with branches in several countries,
mainly concerned with costs or financial data
(though some did include productivity), this
was virtually unexplored territory. Indeed
there are severe misgivings about the practi-
cability of such comparisons: “the major
obstacle to all these efforts is that of obtain-
ing the necessary detail and adequate cover-
age. This problem becomes more difficult
when the focus is broadened from the firm
to the national level, and even more com-
plex when international comparisons are
attempted.”

Karl Borch, who ran the Productivity
Measurement Advisory Service for the Euro-
pean Productivity Agency from its inception
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until 1959, in a paper entitled A Survey of
Productivity Comparisons in Europe tead
before the International Conference on 1FC
in Vienna in 1956, pointed out that “a number
of strong and convincing reasons can be
advanced for confining IFC to comparison
of productivity, and in particular of labour
productivity:

(1) Productivity measured by output per
man-hour, per kilowatt-hour, etc., is a
better measure of real efficiency than
cost data which may be influenced
by arbitrary or fluctuating prices.

(ii) Firms are more ready to release
productivity figures than cost figures
for comparison purposes.

(iii) Productivity figures are of a more
general nature than cost data, and
lend themselves more easily to com-

parison between different regions
and different countries.”
Borch defined two purposes of IFC

studies:

(1) The pure research aspect of obtaining
information about the causes of
productivity changes and productivity
differences ; and

(ii) The immediate practical aspect of
obtaining information which will be
of direct use to management of the
participating firms,

To Borch's two purposes | would add a third:
the target aspect of economic planning, which
is applicable to both micro and macro analy-
ses. In a non-Communist society, the expec-
tation of businessmen is a very important
factor in investment decisions. In any form
of society there is also what might be called
the driving force of an idea. Let it suffice to
say that a high standard of living is a good
thing, and the lower our starting point, the
Faster we wish to grow economically. Given
this desire, however, does it necessarily follow
that we should measure our growth in terms
of human labour alone? We may define
growth as the rate of output per capita
(labour productivity) or rate of accumulation
of plant and equipment per capita (wealth),

PRODUCTIVITY COMPARISONS

but our measure of it need not be *“per capita”
at all. In agriculture, we often measure
productivity in terms of output per unit area
of land, and we could certainly measure
growth in terms of output per unit of time or
capital equipment per acre of land, The
key to the choice of denominator is the pur-
pose for which we desire a measure. It
was Allyn A Young who maintained that
productivity and scarcity are syncnyms. For
developed countries, where labour 15 scarcer
than capital, “labour” productivityisa natural
choice. In a country in the course of deve-
lopment, where the opposite is true, would
not “capital” productivity be the better
criterion?

Different Measure for Asia?

One reason for the predominance of the
“labour” productivity measure is that it
measures the productivity of the factors other
than labour. The latter is the lesst variable
in its productive effort of all the factors of
production, and, therefore, the best denomi-
nator for this purpose. The same reasoning
is applied to the choice of land area in measur-
ing agricultural productivity, There is, of
course, variability in the quality of both land
and Jabour, but this is relatively small.

Thus it would appear that per capita is a
bad measure for a country like India, China
or Japan, where the population is increasing
rapidly. Growth measured as output per
capitaismore likely to fall off than to increase,
whilst output per capital stock of plant and
equipment would not only provide a good
indicator of growth, but also take into account
the efficiency of the capital goods and the
intensity with which they were used. An
increasing stock of plant and equipment
should be accompanied by at least a corres-
pending volume of output (the time-lag
between acquisition and employment might
give some trouble here). Productivity so
measured would be that of human effort—
the skill of the workman even, as well as that
of the manager. Tt might have the advantage
of discouraging investment in labour-saving
devices aimed at an increase in productivity
but at the expense of costs, Concentration
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upon this type of equipment is viewed by most
people as being suitable for countries with a
labour shortage, but uneconomic and anti-
social in a country like India or China with
a large under-employed labour force. A
different type of measure in Asia to that used
in Europe and North America would mean
that international comparisons would be
impossible except between countries with
similar problems. But, in the same way as
Indian figures have been expressed, for com-
parative purposes, in the measures used in
the developed countries, if India adopted
a capital-based productivity measure, the
ﬁ_gu.res for the other countries could also be
similarly calculated for comparability.

~ Two productivity comparisons are men-
tioned by Dr Weigel, in his address to the
Euro-Economic Congress.  He classifies these
as “‘genuine” inter-firm comparisons, as
they were conducted by independent
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institutions rather than by a firm covering
only its dependent companies in other
countries. These are: Productivity Compari-
sons in Coarse Cotton Weaving by the ETH,
Zurich, Switzerland; and Productivity Com-
parisons in Close Weaving by the AIUFFAS,
Krefeld, Germany.

In democratic countries there is a strong
dislike of being forced to provide data, even
when it is for the people’s own good, and
nothing of this sort is envisaged for the future.
There is, however, in the Census data of each
country, a mass of valuable numerical infor-
mation which only emerges in the published
reports in the form of averages and aggrega-
tions. Some time in the future, this vast
source of plant data will be tapped for inter-
national productivity comparisons at the level
of the firm which should prove very interest-
ing vis-a-vis the macro-economic compari-
sons at national and branch levels.

a patural method of family planning.

full cycle of fertility and infertility.

sold in the American market for Rs. 75.

A New Computer

A new instrument of birth control, which has just been put on the market in Switzer-
tand, would be of great interest to family planners in India, writes the Economic Times.
It is a pocket-size precision computer, which computes with automatic accuracy the fertile
and infertile periods of the female user, the paper says, and adds:

1t is being introduced into American and European markets after several years of
successful testing and marketing in selected localities in Central Europe.
the CD INDICATOR and has already earned the unqualified endorsement of the
medical profession in Switzerland, and religious groups have approved the instrument as

The CD INDICATOR is a scientific instrument, which has none of the dangerous
side effects, generally associated with oral drugs prescribed for family planning. It is
actually a cylindrical device measuring about two inches in length and onme inch in
diameter. The computer is simple to operate.
The adjustment of a third dial each month automati-

cally provides full and reliable data on fertile days during the following period. It is

If manufactured in India, this INDICATOR will sell for less than Rs. 25, which
would bring it within the purchasing capacity of a middle class family.

It is called

The user sets two dials in passing the




There are several reasons calling for an intensive
application of IFC—chiefly, increasing of production,
using the present facilities generally. Here is

an examination of the special problems

of the economy of developing nations vhich can

SINCE the second decade of this century,

the technique of Inter-firm Comparison
(IFC) is being increasingly applied to practi-
cally every branch of industry, In Germany,
it was especially Prof Schmalenbach who
encouraged the comparison method for
purposes of industrial planning and control.
The significance of 1FC—sometimes being
denied by representatives of theoretic eco-
nomy, but generally stressed by practicians—
is_growing steadily in practically all coun-
tries regardless of their economic system
and their state of economic development.
In Europe, a great many national as also
international institutions are undertaking
quite a large number of comparative studies
in the field of economy.

This leads to the question: What are the
ultimate goals of all these comparisons, and
which special problems of the economy
of the nations under development, in con-
trast to the economy of highly industrialised
countries, can be solved by means of 1FC?

There is no intention of developing a
complete theory of IFC within the frame-
work of this article. However, [ like to
point out that, within the European econo-
mic system, [FC is being applied mainly
as a comparison of costs and industrial
output. Consequently, our institute—For-
schungsinstitut  fir Rationalisierung an
der  Rheinisch-Westfilischen Technischen

be solved by IFC.

Richard Hippenstiel

IFC: An
Economic
Opportunity

Hochschule Aachen—is carrying out two
different types of IFC;

1. Comparisons based upon cost data.
2. Comparisons of productior. methods.

Comparisons using cost data—there s
as it were a confrontation of the costs of the
participating firms-—are subdivided into
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highly differentiated cost components, and
list the departments to be burdened with
these costs, or altribute them to the pro-
ducts to be charged with these costs. This
accounting system provides for an accurate
view of the total cost structure. The trans-
parency of the costs in relation to the indus-
trial output makes it possible to spot sources
of loss and leakages within the enterprise,
thus ecnabling management to effect the
maximum possible reduction in the total
production cost.

Methods Comparison

The comparison of production methods
concerns rather the technical and engineer-
ing spheres, but represents a means of reach-
ing the same goals on a diffcrent level, and
by different means. In solving a clearly
defined and limited problem, methods
comparison can answer  questions con-
cerning exclusively the rationalisation in
regard to industrial production. Ultimate-
ly, this type of comparison shows the pro-
duction costs depending solely upon the pro-
duction methods used. All other factors
normally contributing to the costs like
wages, costs of energy and buildings, and
machine depreciation are being standard-
ised in order to eliminate their influence.

Apart from  industrial rationalisa-
tion-—which, of course, is always an object-
ive of such comparisons—there are some
other reasons in today's Europe calling for
an intensive application of inter-firm com-
parison. A very important point is the
unpreparedness of some branches of indus-
try for such contingencies as the European
Common Market, when markets that have
been restricted so far on a national basis,
will be converted into parts of a much larger
economic community leading to a much
stronger competition. In this case, the
results of an IEC will be interpreted first in
order to gain a general view over the current
situation of the specific branch. This holds
particularly true of branches, where too
optimistic a prognosis of the economic
development of recent years has led to exces-
sive production capacity. Since this excessive
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How Far Are We

from Millennium
of Productivity?

How new technologies knock out
old jobs, while probably creating new
ones, is well illustrated by diesel-powered
trains taking the place of the old coal-
fired engines.  The American Railways
continue to employ 30,000 firemen on
diesel-powered engines, though the latter
have really no fire to stoke! The
railway managements naturally desired
to abelish these jobs which had com-
pletely lost their purpose. The workers,
however, fought it up to the Supreme
Court level, where, after all, they now
appear to have lost.  While these 30,000
firemen will lose their jobs, those who
contimue 1o be employed in the American
Railways will still enjoy the old standards
—paid holidays, expense allowances
when away from home, and what IS
most important, a journey of only 100
miles would still be considered ro be
a full day's work for a train crew.
American trains normally run very fast,
and at their speeds a driver would earn
a full day's pay if he drives a train for
an hour and a half or two hours. If he
drives back home in another fast train,
he would have earned a full day’s wage
for being out of home for only 4 hours
at the most: 2 hours driving and 2 hours
being driven. How far are we from
this millennium of productivity?

capacity results in excessive supply, a general
decline” of prices will be inevitable in such
cases. Here, the legitimate meansof an
inter-irm comparison should redirect the
firms to cost-conscious thinking by showing
the cost structure of a representative number



450

of firms. Since price-fixing is generally un-
lawful, there is every reason to hope that, in
the long run, a market stabilisation will result,
because no businessman can afford to sell his
products deliberately below his prime costs.

Human Factor

Certainly, these aspects are of much less
significance for countries where industry is
still developing. Here, neither the case of
market saturation will occur, nor the question
of joining an international economic organi-
sation as a full member is likely to be consi-
dered in the mear future,

In this case, however, the most important
general objective should be seen in a highly
economic production using the available
facilities, It is evident that the IFC can
contribute to solve this problem, too. The
studies will be focussed less on the costs and
the cost structure of the firms, but much
rather on their output, since the aim of a
fast-developing economy (which, primarily,
has to meet the domestic demand) is ro pro-
duce as much as possible rather than to pro-
duce at the lowest possible costs. Each firm
should try to utilise the existing production
facilities towards the maximum output that
can be economically justified. The most
interesting key figure in this respect is pro-
ductivity as quantitative relation of output
and input. Consequently, comparative studies
should be based upon the measurement of

AN ECONOMIC OPPORTUNITY

productivity. Special importance should be
given to comparisons of fabour productivity,
since human labour as production factor is
still playing a less important role in countries
under development than the capital factor.
The task of such comparisons, however, may
not be seen only in the confrontation of
fizures. They must be carried out in a way
that permits analysis of all aspects of pro-
duction. The comparison results must lead
to a more efficient use of the labour force,
to a betier use of the production facilities,
and to check the appropriateness of the pro-
duction methods used. Therefore, useful
comparison results should include not only
dynamic figures, but also constituticnal chara-
cteristics allowing to judge production aspects
like product types and quantitics, application
of production factors, fabricating sequence,
etc. If a similar data collection from nume-
rous firms is at hand, itwill be refatively easy
to find promising measures for rationalisation.
Only after the economy has progressed fur-
ther in such a way that the domestic demand
has been satisfied, it will make sense to carry
out IFC with the aim to examine the cost
structure in order to find loss sources and
reduce the production cost generally.,

The aim of comparative studies within the
industry of nations under development should
be neither to stabilise the market nor streng-
then against competitors as in Europe,
but to increase production generally using
the present facilities.

offices at all, but suites . .

OFFICE AWAY FROM OFFICE

Most offices worth the trouble of investigation are not, strictly speaking,

Even in the large corporation buildings, however, evidence of individual

taste increases as one nears the summit. The Sifth vice-president gets Action Painiing
No. 5, but the chairman can have a collection of Chinese bronzes if ke chooses . . .

Some residential architects are advocating the office-away-from-the-office—
a room off the bedroom or den where a chap can go with his attache case and
unfinished business—ELAINE KENDALL in The New York Times Magazine,




In the competitive world in which we live, IFC would be

highly profitable even to the best of firms. The problems and
possibilities of IFC are examined in this paper which makes a vigorous
plea for an organisation in India, on the model of the

British Centre for IFC, to raise business efficiency.

Problems &
Possibilities of
IFC in India

NDIA really provides a virgin field for
exhaustive research in the field of inter-
firm comparison of a purposive nature. A
preliminary apprehension of the technique
exists in different industries, though in diffe-
rent contexts. There is a growing realisa-

tion of the fact that organised inter-firm

"Tiﬁs pap?ns based on a study conducted under the
auspices of the Department of Business Management
and Industrial Administration, Delhi University.

comparison in industry can open up a number
of possibilities to improve the functional
efficiency of units in different industries
and in different areas.

At present, the problems in the organisa-
tion of such inter-firm comparisons are many,
the primary one being the reluctance to dis-
close relevant information to an outside body.
There is a great deal of hush hush about
the intimate functional working of individual
concerns, and a great deal of apprehension
in regard to harassment by taxation and other
authorities, besides the natural fear of com-
petitors. However, some work in this
behalf has been done by the textile indust-
ries research associations at Ahmedabad,
Coimbatore, and Bombay. These compa-
risons, however, have not been conducted
neither on a comprehensive scale, nor has
there been a close analysis of the factors
involved. They have been for the most
part limited to the technical aspects of per-
formance of the units; but a beginning has
surcly been made in a rather difficult line.

Purely financial comparisons on the basis
of aggregate analysis have been made from
the balance-sheet data of several companies
belonging to the transport and equipment,
vegetable oil, jute, paints and varnishes, and
rubber industries by the Economic Times,
Bombay. One limitation of these overall
comparisons relating to these industries Is
that the reasons for the variations in the
performance of particular units are not
known, and all the significant ratios are not
given. They are not thus very purposive
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from the point of view of the concerned
units, Still, as a start, the effort of The
Eeonomic Times is laudable,

A Difficulty

some of the managing agency houses in
different parts of the country also make
such comparisons on a limited scale, These
comparisons are more related to particular
aspects of performance of the urnits under
them. A difficulty in regard to such com-
parisons by the manuging agents is that if a
number of units in the same industry does not
come within the fold of the managing agents
concerred, such comparisons are often wide
off the mark. In any case, they are very
general in character, and business manage-
ments have little use for them in practice.
The other problem is that the firms under the
managing agents. being subject to the same
overall policy decisions, inter-firm compa-
risons may not reveal the shortfalls with
regard to such policies themselves. The
type of organisation necessary for making
such comparisons effective is not present in
these maraging agency houses and as vyet,
such comparisons are restricted only to a
preliminary study of performance.

The Government of India has also to study
the performance of individual firms in diffe-
rent connexions and has to juxtapose these
performance-data in regard to price fixation,
grant of protection to individual industries or
units, subsidy in some industries, and licence
for import or for expansion of the productive
capacity.

The Directorate of Technical Development
in the Ministry of Economic and Deferce
Co-ordination, Government of India, also
appraises finanicial and technical performances
of the units in different industries under
the Directorate. The data in regard to
annual capacity. production, and average
employment for the cement industry in India
studied by the Department of Business
Managemert and Industrial Administration,
Delhi Uriversity, hayve been supplied by this
Directorate. The data relate to individual
units from which different ratios can be cal-
culated showing the movements in regard to

PROBLEMS AND POSSIBILITIES

different factors of production vis-a-vis
installed capacity. Before Independence, such
data would ‘not have been available at all.
Apart from this, the Company Law Adminis-
tration has prepared a number of basic
papers and published studies in regard to
different financial aspects of the performance
of individual companies in India, belonging
to different industries,

As regards public enterprises in India, the
Estimates and Public Accounts Commit-
tees urged the Government of Irdia some
time back to furnish reports on the perfor-
marice of these enterprises for discussion in
Parliament, The Comptroller and Auditor-
General of India had also been requested
by the Public Accounts Committee 10 fur-
nish audit reports on the commercial and
industrial undertakings in Tndia separately.
So far, the Ministry of Finance has submi-
tted two reports on the working of industrial
and commercial public enterprises in India
for discussior: in Parliament.” The Auditor-
Gerneral has also published a separate audit
report last year on the affairs of public enter-
prises, covering different aspects of accoun-
ting procedures and performance as also
management  policics.  Though from  the
poirt of view of inter-firm comparison,
these studies and reports would not appear
complete, they do provide some basic infor-
mation in regard to the performance of indi-
vidual units on the basis of which studies
can be made showing the different movements
in different firms influencing their overall
performance.

Price-fixation

In regard to price-fixation by the Govern-
ment indifferent industries, all aspects of per-
formance of these units are kept in view. So
far, the Tariff Commission has fixed fair’
prices on the basis of what Marshall called ‘a
representative firm’. The method of working
out this representative firm has nrot. however,
been uniform in all industries. This repre-
sentative firm gererally indicates the repre-
sentative conditions in regard to different
aspects making for its total performance,
and facilitates easy comparison with the
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individual firms so that the untoward
movements in regard to  particular
factors or facets of production, cost and
finance, can be detected and the reasons
therefor ascertained. As yet, exhaustive
studies on the basis of the Tariff Commis-
sion’s reports have not been made. It
may be mentioned that though information
about different elements of cost as provided
in the Tariff Commission’s reports would
be found useful for comparison, data in this
regard are not complete.

In fact, many of the Government reports
would acquire a purposive character only if
a comnscious c¢ffort was made to work out
data relevant for analysis. It is, however,
to be appreciated that in many of the reports
of the Tarif Commission and the Wage
Boards in different industries including cotton
textiles, cement, and sugar, the terms of
reference were necessarily narrow, and work-
ing out details would have been rather out
of place. Still, the Cost Accounts Branch
of the Finance Ministry prepared detailed
cost studies of different units in different
industries which could possibly prove purpo-
sive in different contexts,

Even for the purpose of the Finance
Ministry’s reports on the working of public
enterprises in this country, as suggested by
the Estimates and Public Accounts Commit-
tees, working out details in respect of cost,
productivity and performance would prove

.. . many of the Government
reports would acquire a
purposive character only if a
conscious effort was made to
work out data relevant for

analysis. . .
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much more useful than they arec now. As a
matter of fact, the present reports on the
working of public enterprises do not
afford a closer view of their working on the
basis of which comparable performance
could be established or loop-holes in their
functioning detected, and proper corrective
action taken by Government and the
Estimates Committee,

In this respect, one can venture to suggest
that even the Estimates Commitiee reports
on different public enterprises do not afford
a uniform basis of appraisal of the perfor-
mance of these units i their different aspects.
One would wish that all reports by the Esti-
mates Commitice were on the lines of that
on the National Newsprint and Paper Mills
(Nepanagar) which provides, in a short
compass, a great deal of extremely useful
information about different aspects of its
functioning.  Preparation of  standard
methodology of inquiry would, in the
circumstances, seem indicated.

Certain other steps by the Government
of India may also be necessary. To make
effective comparison in the performance of
firms belonging to the same industry or diffe-
rent industries, units belonging to the same
size-groups or different size-groups, and
units situated in different areas of the coun-
try, reporting of detailed performance in
different respects should be made compul-
sory in regard to all private and public sector
companies.

In this connexion, mention may be made of
the need to show the ratios, and in some
cases, the performance ratios in the annual
reports of companies. The financial and
other relevant ratios may be shown in a
separate statement attached to the annual
reports. The method of computation of
these ratios tmay be standardised. Thus,
the annual reports may be made really
expressive of some of the aspects of the
concerns’ performance under a standard
terminology.

The Company Law Administration has
already standardised the terminology to



454

be used in the annual accounts and the
breakdown of details under the Indian com-
pany lepislation. In addition, statement of
cost by companies, total available man-
hours and actual man-hours worked in res-
pect of different products, and employment
of different categories may also be given
in separate appendices for the purpose of
appraisal of performance on the basis of
these details. Even now, many companies
do give such figures. From the basic
figures thus furnished, data for inter-firm
comparison can be computed for different
PUTPOSES.

While it is rather difficult for Government
departments to marshal the required informa-
tion, and to analyse it for knowing the trends
over a period of time, the problem does not
pose much difficulty for the managing agency
houses and the textiles industries’ research
associations or trade or industrial associa-
tions, though it does involve a shifting of
emphasis from merely financial reporting in
the annual accounts to performance report-
ing, including finance, cost and productivity.

Expert Cells Needed

Te all these organisations, however, the
problem of collecting and organising, for
analysis, all relevant information will
involve a lot of effort, requiring the establish-
ment of expert cells to undertake the task.
An organisation on the lines of the British
Centre for Inter-firm Comparison may,
therefore, be established to handle this job,
and to render tailor-made advices to the
management of the respective concerns.
The worth of such a body will not be mini-
mised even when the annual reports contain
all the relevant ratios—for the main task of
such 2 body would then be to interpret
the data and to trace the reasons for wunde-
sirable movemerits; to assist in  prepara-
tion by each unit of an effective, realistic,
budgetary control system and fixation of
standards; to assess the existing  systems

PROBLEMS AND POSSIBILITIES

of communication, and report on the
variances from budgets and the standards; to
gauge the organisational aspects thoroughly;
and to help improve practices and procedures
in all matters of concern to these units.

“Realities Hidden*’

Needless to emphasise in this context that
even with the best analysis of the presently
available financial data, only an incomplete
picture emerges from annual reports as far
as the performance of individual units is
conceried. The case laws on companies
are replete with instances as to how the
realities are hidden from the public in the
annual accounts. The idea of ‘secret re-
serves’ in company assets is itself taken as a
shady affair arising out of under-valuation
of assets or over-valuation of the liabilities.
As a matter of fact, the annual accounts
are looked at with some suspicion by many,
as disclosing much less than they are
supposed to do.

Organised on the lines indicated above,
such a centre for inter-firm comparison may
also assist the Government in the respective
administrative departments, the Planning
Commission, and, more than all others,
the individual units in different industries
and different sectors, in taking the necessary
and suitable policy measures to improve their
functional standards in the ways that the
best units in these respective lines may be
functioning,.

Some of the policy measures taken by the
Government with respect to replacement of
machinery by imported machines. grant of
import licences, installation of production
capacity, employment, taxation and mobilisa-
tion of resources from one sector to another
will be on a much surer ground when these
policies are based on an awareness of the
actual conditions pertaining to these
industries and units.



The fact that IFC—considered as the main technique of
Management Accountancy—has still very little application in
India’s industrial set-up is an indication “not of backwardness, but
of the lack of competition among the various industries. ..”

ROGRESSIVE management the world over

has always asked itself the question—
“How is my company performing in com-
parison to that of others?” The published
trading and profit-and-loss accounts, and
the balance-sheets along with the annual
reports provide scanty data for purposeful
study and assessment of the performance
of a company. The figures available from
these reports just indicate, in a general way,
the profitability, stability, solvency and
growth of an organisation, but they do not
throw light on whether a company has
really made the optimum use of all the availa-
ble resources in men, materials, ete.

The answer, however, depends fully on
the availability of more detailed data, and
the possibility of comparison with the
competitive units in the same line of manu-
facture. It is the 1FC that provides the
management with a vivid comparative picture
of how its operating performance, finan-
cial results, and product-cost structure
compare with those of other firms of similar
size, nature, industry or trade.

1EC involves the process of bringing
together a number of identical firms and
collecting their business figures and stati-
stics through a neutral organisation in which
the participating firms repose their full
confidence. The firms are carefully screened
and put into different size-groups, their
figures examined from a close range, com-
parative performance of each firm of the
group drawn up showing the strong and

N Sen

Inter-firm
Financial
Ratios

& Comparison

weak points of its operations, and finally
the reports are published without disclosing
their identity, but using only codes and
expressed in terms of certain well-established
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ratios and percentages. The figures under
comparison may relate to the financial
results, viz., the position of assets, liabilities,
profit, capitai employed, etc., expressed in
terms of financial ratios; cost structure of
the products, viz,, material cost, labour
cost, overhead, works cost, office and ad-
ministrative cost, seiling and distributive
cost, etc., expressed in terms of cost ratios;
physical and operational performance such
as output or operation per man-hour, ex-
pressed in terms of productivity tatios and
percentages; and so on. The main objec-
tive is to compare each and every important
element of production—marketing, admini-
stration, and finance-—with others foramelio-
ration and improvement. Such a detailed
information is equally profitable for large,
medium and small concerns, and even for
the well-managed modern wunits in the
competitive market, for, however best a firm
may be, it cannot be the best in all respects.

The various complex processes of 1FC
are generally carried out by professional
organisations, trade associations, and simi-
lar other bodies manned by experts, such
as chartered and cost accountants, econo-
mists, bankers, and financial analysts, who
are absolutely free from any vested interests
whatsoever. They are only meant for
rendering fair and impartial service to the
member firms whose data are processed by
them in the strictest secrecy and confidence,
and tabulated on a uniform pattern and
procedure. A clear-cut set of instructions
are given to the participating firms to main-
tain a uniform accounting and costing
system, uniform procedure for recording,
calculating and analysing data, and for
filling in the report forms in the prescribed
pro forma giving complete information so
that they can be easily comparable.

The task of IFC is not so easy that it
can be fulfilled without any difficulty. In
fact, the major hurdles to be crossed before
it is introduced are:

a. Assurance to the participating firms
of the full anonymity and confidential

IFC RATIOS AND COMPARISON

treatment of all information, figures, and
data so voluntarily supplied to the common
pool. The main obstacle is to overcome
the traditional reluctance of the manage-
ments to part with data which they consider
most confidential, and which may injure the
interests of the units if they are made public.

b. Setting up of neutral organisations for
the purpose with no vested interests at all,

C. Manning of these orgarisations by
experts in the different fields of management,

d. Attraction of a good number of
companies in the same industry or trade so
as to allow the IFC to operate on as wide
a base as possible.

IFC Technique

The fundamental technique of IFC is
fully based on the ratio analysis of some
important figures which are of special signi-
ficance to management. In particular, it
provides for a breakdown of the entire
information supplied by the member com-
panies into various sections which are
expressed in terms of some well-established
ratios and then compared with the corres-
ponding ratios of other participants in the
IFC scheme. While introducing the IFC
in the UK about a decade back, the British
Centre for Inter-firm Comparison developed
the Pyramid Structure of Ratios for manu-
facturing industries, giving primary ratios
and a few supporting ratios to indicate the
general profitability and stability of a con-
cern, and a few general and explanatory
ratios supporting the breakdown of cost
factors to narrow down systematically the
possible major reasons for differences in
the overall success of a unit. The diagram
has proved to be of immense help to indus-
trialists,.  The important financial ratios
—more or less the same as those in the
Pyramid diagram—so far developed for
higher managerial control are tabulated in
the table on the next page (the figures
given are only by way of an example
of the pattern of comparison for IFC):
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Inter-firm Ratios and,Comparison

Name of ratio Basis Urit Interquartile range of re-  Years of study
sults of about 100 firms of 1962 1963

similar size and products
1. Capital employed Net profit on total Per Upper quartile 8,50 9.10
ratio capital employed cent Median 6.20 6.50
Lower guartile 4.15 4.60
2. Operating ratio or Net profit on net Per Upper quartile 5.81 6.05
net profit ratio sales cent Median 4,17 4.42
Lower quartile 2.03 2.48
3. Return on invested Net profit on tangible Per Upper quartile 13.95 14.65
capital ratio net worth cent Median 9.34 9.82
Lower quartile 5.18 572
4. Turnover ratio Net sales to total capital  Times Upper quartile 3.50 3.80
employed (total assets) Median 220 2.60
Lower quartile 1,50 1.90
5. Current ratic or Current assets to current  Times Upper quartile 397 4.00
working capital ratio  liabilities Median 2.82 2.90
Lower guartile 2.13 2.25
6. Ratio of net profit on Net profit on net work- Per Upper quartile 3290  33.00
net working capital ing capital cent Median 18.10  18.50
Lower quartile 1031 10.50
7. Ratio of net sales to Net sales to tangible Times Upper quartile 3.43 3.80
tangible net worth net worth Median 2.48 2.55
Lower quartile 1.82 2.05
8. Ratio of net sales to Net sales to net working  Times Upper quattile 7.36 7.50
net wotking capital capital Median 498 5.10
Lower quartile 3.31 3.50
9. Inventory ratio Net sales to average Times Upper quartile 11,90 12,00
inventory Median 8.10 8.40
Lower quartile 5.50 5.70
10. Average collection Total Sy. Drs. & B/Rs Days Upper quartile 3400 3200
period to sales x 365 days Median 4200 4000
Lower quartile 5100 48.00
11, Fixed capital utilisation Fixed assets to tangible Per Upper quartile 3220 3200
ratio net worth cent Median 46,30 4500
Lower quartile 60.50  58.00
12, Borrowed-owned capi- Current debts to tangible  Per Upper quartile 18.60 17.50
tal ratio net worth cent Median 26,70 25.60
Lower quartile 3520 38.10
13. Ratio of total debts to  Total liabilities to tangi- Per Upper quartile 3940  38.05
tangible net worth ble net worth cent Median 51,90  50.10
Lower quartile 76.10  74.15
14. Ratio of inventory to  Inventory to net work- Per Upper quartile 33.50  32.00
net working capital ing capital cent Median 55.90 54.00
Lower quartile 81.20 79.00
15. Ratio of current liabili- Current debis to average  Per Upper quartile 67.10  65.20
ties to inventory inventory cent Median 98.50 9505
Lower quartile 172,70 172.00
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Besides these major financial ratios,
there are a good number of supplementary
ratios which are in use both for managerial
control and for IFC, viz., earning ratio
(gross earnings to net sales), fixed property
ratio (total net sales to tangible fixed assets),
acid test ratio (liquid assets to current liabi-
lities), ratios of fixed assets to capital, net
sales to closing stock, production cost to
sales, office and administrative cost to sales,
selling and distributive cost to sales, and
the like. For all these ratios there are some
predetermined standards in relation to one
and the other laid down on the basis of
sound commercial principles and prudent
managerial practices—such as a business
is considered financially solvent and sound
if it maintains a current ratio of 2:1, and so
on. They are, therefore, used by the mana-
gement both for internal business regula-
tions and external financial comparison.
To put it more precisely, they are used by
the management for a comparative study
of their own figures over a period of three
to four years as also for the purpose of
comparison with similar other firms to dis-
close the trend of progress on the one hand,

IFC RATIOS AND COMPARISON

and the strong and weak points of the state
of affairs of the company on the other.

The fact that IFC has still very little appli-
cation in our industrial sef-up is an indication
not of backwardness, but of the lack of com-
petition among the various industries. Indian
firms now enjoy a sellers’ or sheltered mar-
ket, but the time is not very far when it would
turn into a buyers’ market, and they will have
to fuce a serious competition among themselves.

In the face of such a marketing situation,
there would be no other alternative for
them than to be efficient and competitive,
producing quality goods at the lowest
possible cost. They would also be able to
withstand the competition in the international
market which would enable them to boost
their exports to earn foreign exchange, so
badly needed for India’s economic develop-
ment. Considerable efforts are being made
by leading professional associations to
offer the invaluable benefits of IFC to the
Indian trade and industries in the very near
future. The sooner it is introduced in
our management process the better,

job lists for issue to foremen.

10 to 14 days at the outside.

Cutting Labour Costs in Shipbuilding

The British Ship Research Association (BSRA), reports Good Business, is working
on a programme of research into all aspects related to productivity and cost reduction.
They and several shipyards have made a detailed study of the basic requirements for
planning and production control, using a system of network analysis.

The study is expected to make it possible to advise the shipbuilding industry on the
form and value of network systems as well as provide standard networks, activity lists and
These job lists will require only minor alterations to suit
particular requirements, thus eliminating much of the preliminary work.

Also under investigation by BSRA are new and improved costing systems, boeth for
the building of the hull and for outfitting. It is recognised that day-to-day management
control depends on detailed breakdowns of all costs being available quickly, i.e., within




In recent years greater stress has come to be laid

on railways’ operational aspects, and here inter-railway
comparisons are becoming an important means of promoting
operational efficiency, stimulating the adoption

of improved methods, technique and equipment, and

weeding out wasteful practices.

LA Natesan

Aspects of
IFC on
Railways

IT Is not probably quite so well-known

that Railways have used inter-firm com-
parisons almost from their very commence-
ment, Starting in most cases as private
undertakings allowed to operate under
special charter or parliamentary statute, a
large amount of public and private savings
went into their financing. The craze for
railway construction affected the pioneer-
ing countries, and the failure of some of the

early companies causing losses to investors,
led early to State or parliamentary legis-
lation. The trend towards sound management
has been a slow process.

There are two principal forms of inter-
railway comparisons—financial and opera-
tional. Under the first, it is usual to consi-
der the gross earning power of railway
capital. This is expressed by the percent-
age of gross earnings on the railway capital.
It is a fair criterion of the investment. If
the gross percentage is high, it indicates the
capacity of the capital employed to produce
a large amount of earnings. But as the
conditions of no two railways are alike,
there are bound to be differences.

A large gross percentage of earnings on
capital may not always indicate a financially
favourable position. This happens when
the expenditure incurred to produce the
gross earnings is high. The proportion of
the earnings that is represented by the ex-
penditure is thus of special significance.
The ratio of working expenses to gross
earnings—called ‘operating ratio’—is the
most common financial index of comparison
for railways. The higher the ratio, the less
the proportion of the earnings that would
be available to meet the expenses involved,
besides the direct expenses such as service
of capital, and payment of dividend. If
the ratio indicates a decrease, it would
suggest improved financial results, and
consequently the demand from the investing
public for the shares of the railway in this
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category is likely to increase, thereby induc-
ing a rise in the quotations. If the ratio
shows an increase, the reactions tend to be
in the reverse direction.

Even the operating ratio may not be
a completely reliable enough index. For,
if the capital expenditure is high, the net
return even on a low operating ratic may
prove insufficient to pay a reasonable rate
of profit on the investment. This may be
the result of differences in construction
cost. The extent of variations in the cost
of construction per mile of line is so great
that the amount required to pay an adequate
return on the capital investment of the
railway will also correspondingly  vary.
Obviously, an operating ratio which may
exhibit a satisfactory relationship between
gross earnings and working expenses may
prove a poor judge of performance from
the point of view of the total investment.

These shortcomings in the indices of
inter-railway comparisons may be over-
come by taking the net earnings and
expressing it as a percentage of the capital
investment. Thus what is sought to be
ascertained from the productivity of capital
and the operating ratic is expressed more
satisfactorily by the percentage of the net
earnings to the capital investiment, The
inter-railway comparisons from this point
of view may be illustrated with reference to
the latest figures of the Indian Railways
for 1962-63. The units of comparison
already dealt with are also added and the
points made in connexion therewith are
borne out by the following figures:

IFC ON RAILWAYS

. .. where conditions differ, as
under State management, the
financial results of working
may cease to provide a

of

efficiency of management. . .

good enough index

The ratios of net earnings to capital on
the eight railway systems disclose consi-
derable differences. The Central, South-
Eastern and Western indicate more than 10
per cent, In the descending order we next
have the Eastern, Northern and the Southern.
The North-Fastern had less than one per
cent and the North-Eastern Frontier -3.97
per cent. The financially more satisfactory
performance of the first group, and to a
much lesser extent of the next group referred
to above, accounted for the final results of
the year.

The shortcomings of the percentages of
gross earnings to capital and the operating
ratio are clearly brought out in the table.
The percentages of the Eastern, Northern,
North-Eastern, Southern, and South-
Eastern Railways stood between 31 and
33. But the ratio of net earnings to capital
has been less than one per cent on the
North-Eastern, while on the others it ranged

(Inc. worked lines)

Railway Perceniage of gross Operating ratio Percentage of net
earnings to capital earnings to capital
Central 27.36 67.04 12,05
Eastern 31,97 72.26 8.68
Northern 32.77 76.15 6.67
North-Eastern 3212 96,93 0.95
North-Eastern Frontiet i7.01 123.36 =397
Southern 31.07 86.63 415
South-Eastern 31.40 62,74 11,70
Western 3898 74.10 10,09
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from 4.15 on the Southern to 11.70 on the
South-Eastern.

That a lower percentage of gross earnings
to capital need not denote a lower ratio of
net earnings to capital is indicated by the
figures of the Central and Western Railways.
The former had a gross earnings ratio of
27.36 and a net earnings ratio of 12.05,
and the latter a gross earnings ratio of 38.98
and a net earnings ratio of 10.09.

These features stress the importance of
avoiding undue emphasis on any one parti-
cular unit of inter-railway comparison.

Financial comparisons are quite valuable
under conditions of free enterprise respond-
ing to the incentive of the profit motive.
Even so, the efficiency of transportation as
such needs to be watched. Inter-railway com-
parisons are indeed of great value in this case.

Where conditions differ, as under State
management, the financial results of work-
ing may cease to provide a good enough
index of efficiency of management. This
happens generally when the policy of the
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State is influenced by social considerations
which may tend to inhibit maximisation of
returns on the investment. The appraisal
of railway performance in such cases has
to be based on the physical factors of ope-
ration, the test of productivity being based
on the volume of transportation related to
labour and materials consumed.

In making inter-railway comparisons,
what is usually done is to select averages
related to certain significant units of work-
ing, throwing light on particular phases
of railway operation. One of these is
based on the train-kilometrage {mileage)
as the unit of railway operations. Quite
a number of aspects of railway working
are considered from this point of view,
Ton kms. afford an important basis for a
number of items of comparative data.
Another is the average use of the vehicleg
composing the train. There is next the speed
of transportation. Fuel consumption is vet
another. The serviceability of the equip-
ment, reflecting the effect of proper main-
tenance, and indicating the percentage of
the equipment available for work, apart
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from that under or awaiting repairs, is still
another important basis of comparison.
The accident record provides a further
subject for inter-railway comparisons.
The utility of inter-railway comparisons
from these points of view may be illustrated
with reference to the train kilometer (mile)

IFC ON RAILWAYS

mixed services, and departmental traffic.
The train  kilometrage is commonly
taken for working out averages of different
phases of working. The wide range of its
applicability may be seen from the following
table showing the unit costs for certain
select aspects of working:

Train kilometer cost against select units of expenditure in Indian Raikways (1962-63)

Maintenance and Supply of Locomotive Power

General administration
Locomotive running repairs {steam)
Locomotive workshop repairs
Equipment

Running staff

Fuel

Water, oil, tallow, etc.

Deamness allowance

Mairtenance of Carriage and Wagons
General administration

Equipment
Operation

Traffic Department

General administration

Station staff

Train staff, running and overtime
General operating staff
Travelling and other allowances
Clothing

Total operating expenditure

General Departments

analysis. The train kilometer represents
the movement of the train over the distance
of a kilometer. The train kilometers opera-
‘ted on the Indian Railways during 1962-63
amounted to 395 million, of which 253
million were operated on the broad gauge
lines which represent for the most important
part of the national network, Only a small
part of the train kilometrage on the broad
gauge is underelectrical and diesel traction-—12
million and 10millionrespectively—amounting
to about 10 per cent of the total. A further
breakdown of the figures indicates the kilome-
trage under passenger and goods services,

Broad gauge (Figures in paise)

c E N S SE w
364 497 479 670 565 293
4029 6148 3399 3318 4530  46.30
31.61 4013 2791 5035 4936  31.02
605 1390 419 644 1098  5.10
63.85 9605 47.15 5801 8180 5347
266.56 186.25 200.54 289.47 22193 314.34
1792 13.98 776 1002 2124 1592
828 945 690 7.0 1103 697
169 244 139 120 170 151
302 48 394 235 188  5.15
1833 3398 17.86 1293 1163 13.30
961 2261 1104 1215 3003 1038
6517 82.18 77.88 78.87 7662 77.81
1046 1615 1056 13.00 1847 912
383 7.7 458 533 500 6.05
805 1401 1043 986 825 11.82
141 338 412 091 231 198
148.72 193.54 151.90 180.98 20248 165.23
68.55 10551 78.50 8562 9662 78.22

The most striking feature is the extent of
variations against the same unit of perform-
ance from railway to railway, The general
administration cost per train km. of the
Mechanical Department was lowest on the
Western Railway at 293 paise, and the
highest on the Southern Railway at 6.70
paise. Steam locomotive running repairs
cost was 33 paise on the Southern, and 61.48
paise on the Eastern. On carriage and
wagons, the picture is similar. The unit
train km. cost ranges from 1.88 paise on the
South-Eastern to 5.15 paise on the Western
Railway. The expenses connected with the
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Traffic Department stood at the lowest on
the Northern Railway and the highest on
the South-Eastern Railway. The cost of
the General Departments, one would expect,
might exhibit few such differences, but the
train km. average varied from 78.22 paise
on the Western Railway to 105.51 paise on
the Eastern.

Differences

So great are the differences of unit train
km. costs from railway to railway that one
might well despair of finding any particular
use for these statistics. These reflect the
conditions of working which cannot be,
and are not, the same on all the railways.
On some, goods trains may be more than
passenger trains; on some others the pro-
portions might be different; in collieries’
areas the pilot engines to work the empties
to the collicries and hauling the loaded
wagons are a special factor affecting the
engine and vehicles kilometrage and cost;
the gradients of sections have a bearing on
fuel and other engine costs; the salinity of
water affects locomotive working. In the
face of these bewildering complexity of
conditions, it is not possible to expect any
uniformity. Where, however, the conditions
are similar, substantial differences in train
km. costs shown by inter-railway compari-
sons disclose possible leakage of money,
and the need for better watch on operations
and expense. If a high-cost railway is
observed to bring down expense under a
particular unit of operation, and this is to
be ascribed to a change of technique, the
knowledge of this is of value to other rail-
ways which may explore possibilities of
reducing expenditure by the adoption of a
similar practice. The difficulties of steam
locomotive operation in areas of water
scarcity can be circumvented by diesel loco-
motives, and thereby cost can be reduced.
International inter-railway comparisons have
been of great value in disclosing such
possibilities as these.

It should be understood that unit train
km. costs are only one of the many ways of
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comparing the performance of one railway
with another.

The most versatile and valuable method
of analysis and comparison is the rating of
performance based on the ton km.—the unit
representing the movement of a ton of goods
over one km. As transportation consists
essentially of carriage of a certain quantity
of weight over a given distance, the ton
km. has been considered a more satisfactory
unit measure than any other. A remark-
ably large number of comparative indices
are derived from the ton km. On the finan-
cial side, there are the earnings and expendi-
ture and net earnings per ton km. On
the operating side, there are the average num-
ber of tons carried per train, the ton kms. per
wagon, average distance, kms., carried per ton
of goods, etc. There are likely to be diffe-
rences between railway and railway, but these
must have adequate reasons. One of the
largest items of expense in railway working
is under fuel, and the unit cost 1s worked
out on the basis of the amount of fuel
consumed per 1,000 gross ton kms. This is
worked out separately for passenger and
goods services, because of their special
characteristics from the point of view of
transportation.

Recent Trend

Railway accidents have provided another
important aspect of inter-railway compari-
sons. Most accidents are traceable to the
failure of the human element and of an
avoidable character. The number of pure
accidents which fall into the category of
the unavoidable is comparatively few, and
nothing can be done about them.

Inter-railway comparisons have provided
an important instrument of efficient manage-
ment and control. From financial compari-
sons the sounder and more efficient under-
takings have been distinguished from the
others, thus encouraging investment in the
former. In recent years greater stress has
come to be laid on the operational aspects,
and here inter-railway comparisons are
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becoming an important means of promoting
operational efficiency, stimulating the adop-
tion of improved methods, techniques and
equipments, and weeding out wasteful practices,

APPENDIX
A Historical Note

Though Railways were mostly private und_er-
takings, to begin with, the following comparative
figures given by Jeans (Railway Problems, 1887,
p. 93) in respect of the railways of a number of
countries in 1883 provide an example of ths use of
the inter-railway comparisons so long ago, as well as
of the differences between railway and railway.

Gross earnings power of Railways
Railways of Percentage of gross receipts
on capital invested
Germany 104
France 9.8
Belgium 9.4
Hoiland 7.6
Austria-Hungary g.7
Italy 1.2
Switzerland 8.1
Norway 5.4
Sweden 17.7
Denmark 9,5
Canada 8.0
UsA 10.9
UK 8.8

The shares, stocks or bonds of most railway
companijes were quoted in the share markets and
the ease of transferability conduced to wide change
in ownership, which, in many cases, extended beyond
the national boundaries of the country to which the
railway belonged. Thus, British investment in
railway construction in the British Empire and outside
had much to do with this development. The com-
parative attractiveness of the railway stocks and
shares from week to week from the point of view
of the investing public was affected by the weekly or
periodical statistics of earnings, expenses and net
earnings, These statistics are expected to foreshadow
the final results of working of the railway during
the ycar. This picture, which may look promising
at the beginning of the financial year, may prove
to be mistaken in the light of any worsening in the
business during the later months of the year. It may
also happen that the operation of the undertaking
might be far from satisfactory, and may ultimately
lead to financial bankruptcy. Therefore, a watch
on the transportation performance becomes no less
important to the public interested in the investment
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than to the management, Inter-railway comparisons
will disclose whether a particular railway is registering
better performance and promising improved financial
results. If it does, the share gquotations may be
expected to reflect this and, what is more, it may
be able to command better credit from bankers and
financing institutions,

These remarks apply to private railway com-
panies. Where railways are operated by the State—
as is the case in most countries today—the position
in essence is not different, as a comparative
assessment of improved operation and results has
to be made on the basis of inter-railway comparisons.

Jeans also gives the following figures of operating
ratios in certain countries in 1883 (Raifway Problems,
1887, p. 100):

Railways of Operating ratio
Brazil 58.50
Canada 76.00
Algeria 75.90
British India 48.50
New South Wales 54.00
New Zealand 68.00
Victoria 67.00
Queensland 49.00

From these statistics, the investor may draw

inferences as to the comparative profitability of
different railways. The variations in the property
investment per mile of line in 1925 have been brought
out in the comparative statistics for certain countries
shown below (Government Qwnership and Operation
of Railroads, WMW Splawn, 1928);

Railways of $
Sweden 48,933
Norway 81,496
Denmark 73,884
Belgium (average rate of exchange) 43,136
Switzerland 183,432
France (State and Private) 53,211/42,772
Germany 187,095
Japan (State system) 169,029
Argentina (Private) 68,502
Chile 128,199
Great Britain 279,656
South Africa 50,835
Egypt 65,944
INDIA 63 428
Australia: New South Wales 95,456

Victoria 74,268
Queensland 44,090
South Australia 55,259
West Australia 28,868
Australia 34,547
Tasmania 46,402
New Zealand 75,650
Canada: Canadian National 117,640

Canadian Pacific 52,777



While one cement factory requires less than five man-hours to
produce a ton of cement, another needs more than 20. This paper,
based on NPC Study Team Survey, answers why this

situation obtains, and indicates what IFC could do to telescope the
differences materially and help attain increased output.

CEMENT today plays a very vital role in

development projects and other nation-
building activities. Though the first cement
factory in India (capacity 10,000 tonnes)
was set up in Madras six decades back, the
industry received a great fillip only after
Independence. There are now 34 factories
in different parts of the country, with an in-
stalled capacity of 10 million tonnes. The
per capita consumption is as low as 18 kgs.
compared to Switzerland (386 kgs.), Germany
(295), USA (272}, France (204), UK (204),
and Italy (191). Despite the increase in the
number of factories, the demand for cement
in India has outstripped the supply excepting
for a brief period during 1958-59.

Man-hours required per tonne of cement
produced provide a suitable basis for com-
parison of the level of productivity in the
different cement plants. The application
of the method involves calculation of the
labour time requirements. Productivity may
be expressed as labour time required per
unit output or as its reciprocal, output per
unit labour time. The former is more widely
applied for measurement of productivity,
because the unit labour requirement, in terms
of time, is readily measurable and it is uni-
versally applicable to all plants, processes,
and industries. It can be directly added and
subtracted, but not the output data in its
different physical quantities. Table I shows
the man-hours required per tonne of cement
produced in the various cement factories.

Productivity
Comparison
in Cement
Industry

The quarry labour is not taken into account
in calculating the man-hours. The sales
organisations of companies are also exclud-
ed from these calculations. The principle
generally followed is that the number of
workers, direct and indirect, from the receipt
of raw materials to the despatch of finished
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products, is taken into consideration.
managerial persennel are also included.
Great disparity in productivity exists in
the different cement factories. The man-
hours per tonne varies from 4.47 (Saurashtra)
to 20.12 (Banmore), which shows that it has
not been possible to adopt the latest tech-
niques and mechanisation in the latter type
of factories, perhaps owing to the age of the
plant, its design, lay-out, etc. This also
proves that there is vast scope for improve-
ment in the level of productivity in our
cement industry, Better plant lay-out,
better methods of material handling,
preventive maintenance, statistical quality
control, and incentive wages are some of
the techniques which could be adopted with
advantage to increase productivity,

The productivity of the Indian worker
compared with his counterpart in the Western

The

TaBLE 1

Name of cement plant Man-hours per tonne

Banmore 20.12
Bhupendra 6.43
Charbasa 9.50
Khalari 19,25
Kistna p 8.78
Kymore .15
Lakhori 11.26
Madukkarai 7.3
Mancherial 8.65
Shahabad 7.33
Sindri 5.87
Sevalia 10.90
Andhra 10.50
Ashoka 6.47
Bagalkot 9.76
Digvijay 10.00
Dalmia (Bharat) 8.60
India 6.23
Kalyanpur 11.50
Madras 19.63
Mysore Iron and Steel 9.50
Orissa 9.52
Ramakrishna 7.69
Rohtas Industries 5.53
Satna 8.00
Saurashtra 4,47
Sone Valley 17,90
Travancore 15.00
UP Government 10.01

Average 10.18

PRODUCTIVITY IN CEMENT

countries is depressingly low. The man-
hours per tonne of cement produced in
various countries of the world are shown in
Table II:

TaBLE 11
Country Man-hours per tonne
USA 1.50
Belgium 1.51
Japan 1.75
UK 1.82
Germany 2.20
INDIA 10.18

The man-hours per tonne of cement pro-
duced are 10.18 in India. It should be noted
that this is nowhere near the correspond-
ing figures of the UK, the USA, and Japan
where it is near about 2. It is interesting to
examine how such a great disparity exists
in the man-hours per tonne of cement. Our
machinery for cement production is in no
way inferior to the machinery installed in
other countries. But our workers labour
under a peculiar conventional disability.
A person doing a particular job will
attend to that job alone, even if he has
plenty of spare time. Thus a man engaged
in oiling will not do the cleaning, the
cleaner will not do the oiling, and a machine-
man will not do either of these jobs.
The principle of the division of labour is
thus carried to a ridiculous extreme, with
the result that there are many persons
unnecessarily hanging around each piece
of machinery.

Higher productivity might, in the short
run, mean some redundancy, especially in
the over-staffed older plants. This can hap-
pen in India, just as it has sometimes happen-
ed in the UK under the impact of automa-
tion. Some cement factories have entered
into agreements with their labour that natu-
ral wastage of labour due to deaths and
retirements will not be replaced, Such
factories are able to get rid of the
redundant labour without resorting to
refrenchment. It is recommended that such
a procedure should be adopted in other
factories also, and that they should thus,
progressively reduce their man-hours to a
reasonable level.



Delhi University's Department of Business Management
and Industrial Administration, which has done valuable
work in the field of IFC studies, presents here some

hitherto unpublished data relating to

the “rather indifferent

trend” in productivity in the cement industry. The benefits
and scope of IFC are referred to first in the paper, which assesses
the measurement of productivity of 34 cement factories for the

years 1959-62, and indicates the

Twelve Ways
to Improve
Productivity

NTER-FIRM COMPARISON has cvolved from

experienve primarily as a management
tool to increase the functional efficiency of
concerns. Basically, the method implies
juxtaposition of information pertaining to
different firms in industry or business to
analyse the deviations in the performance
of particular concerns from the general run
of these firms. Such comparison has been
effectively made among plants in a multi-unit
concern to know which plant is working more
or less efficiently than others, and why. Inter-
industry comparisons are also similarly made
to find out the inter-related character of

ways to improve productivity.

investment in various sectors when rapid
economic development is envisaged.

Inter-firm comparisons may cater for the
demands of different interests like the Govern-
ment, the shareholders, the debenture holders,
the investors in general, bankers and financiers,
management at different levels, workers,
and research institutions. The type of com-
parisons made and the degree of emphasis on
different factors would be naturally different
in different cases, in regard to the discernment
of details of movements in particular seg-
ments in the performance-zodiac of industry
and business.

It is primarily for the management that
inter-firm comparison has been evolved as a
technique in industry. From the point of
view of the working of a particular firm, it is
at times impossible to know what is happen-
ing outside, and why. Inter-firm comparison,
by an expert outside body, affords suitable
knowledge, satisfying to a large extent this
need for management to know what the
competitors in the line are doing, and Aow.

To the workers and their unions, inter-
firm comparisons help to give an idea of the
relative paying capacity of the firms in
question, in terms of wages and the wage-
scales, production bonus, increasing the
possibility of employment, etc., as well as the
relative efficiency of the workers in particular
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ﬁrms vis-g-vis other firms in the same
industry, the same area, or the same class of
workers,

Factors of Production

Comparison among firms may be in a
narrow range involving detailed study of
particular factors like finance, cost, producti-
vity, or management performance. Each
of these factors can be treated as a separate
clement on which focus is made from the
angle of different facts making for it. In fact,
cost or productivity studies have been made
separately for firms participating in different
programmes of such comparison. Such
separate studies, however, are not so very
relevant because from the point of view
of the organic functioning of a unit, there is a
close relationship among these factors, and
they act and react on each other intimately.
Thus seeking to arrest the untoward move-
ments in one factor may result in tracking
down the movements of other factors, though
apparently unrelated to the question immedia-
tely at issue. This inter-relationship among
factors of production has to be adequately
underlined in inter-firm comparisons.

Inter-firm  productivity comparison,
viewed in terms of production per section,
department, plant or firm basis, may be
based on how the firm is defined in particular
cases. In comparing the total productivity of
individual firms, ageregation of the sectional,
departmental or plant productivity may
be involved. This aggregation may relate
to adding up service-department-performance
to production-department-performance. This
is, of course, a problem which every concern
faces in measuring its total productivity. In
comparisons among firms, this problem is
also present, and has to be properly
accounted for.

Data for productivity in the Indian cement
industry are discussed here on the basis of
each factory. This factory basis of inter-
firm comparison is not inconsistent in view
of the fact that as a productive unit, the
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factory is a more consistent wmit than the
company, which may consist of several
factories engaged in the manufacture of
different products. As a matter of fact, the
ACC has 14 factories under its control. The
cost figures in the Tariff Commission’s
reports naturally aggregate the total pro-
duction of all these factories under the ACC
vis-g-vis the cost per ton or tonne, as the
case may be. This aggregate involves con-
trary movements in performance in terms of
different factors that have a great deal of
influence on cost variations which require to
be singled out for the purpose of manage-
ment control. Total production cost and
cost per unit of product in each factory,
correlated with productivity data, would
have provided some highly interesting side-
lights on efficiency. Unfortunately, the
necessary information on cost factory-wise
could not be obtained.

Analysis of Data

The measurement of productivity of 34
cement factories, for the period 1959-62,
is assessed here on the basis of the data provi-
ded by the Directorate General of Technical
Development (Mineral Industries Directorate),
Ministry of Economic and Defence Co-
ordination, Government of India. The data
provided related to annual capacity. produc-
tion, and monthly average of daily employ-
ment for the four years. Table I shows the
relevant information in this connexion. The
data for 1959 in respect of installed capacity
and production were in terms of long tons,
which for the purpose of comparison have
been converted into metric tons on the basis
of 1.016 metric tons per long ton. In each
year, calculation of the man-hours required
per tonne of cement in each factory has been
made on the basis of the original data. The
man-hours required per tonne of cement can
be otherwise mentioned as unit labour require-
ment, being the reciprocal of the quantitative
measurement of productivity, namely, pro-
duction per man-hour. For this purpose,
total man-hours have been calculated by
multiplying the data on monthly average of
daily employment by 2,640 in each case,
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assuming 330 working days per year and
eight working hours per day.

Trends in 1959

In 1959, the installed capacity in the units
showed a wide range. The lowest installed
capacity was in the Porbandar Cement
Factory where it came to 42,672 tonnes. It
was closely followed by the Travancore
Cement Factory with 50,782 tonnes, and the
Banmore Cement Factory with 60,960 tonnes.
The highest installed capacity was in Jaipur

... Productivity in the cement
factories during 1959-62
remained in almost all the
cases beyond the control

of the management. ..

Udyog, where it was 818,888 tonnes, follow-
ed by Kymore 523,232 tonnes, and India
Cements 462,686 tonnes. Production during
the year was the highest in Jaipur Udyog
(593,746 tonnes), followed by the Shahabad
Cement Factory of ACC (464,873 tonnes).

In a number of factories, the actual
production was more than the installed
capacity. It exceeded capacity in Banmore,
Dwarka, Madukkarai, Sevalia, and Shahabad
under the ACC. Among the other units
where production exceeded installed capacity,
mention may be made of the Mysore Iron
and Steel and the UP Government cement
factories. The excess in these cases was not,
however, as significant as in the case of the
Shahabad Cement Factory, It may be
mentioned that capacity was under-utilised
in most of the units.

Man-hours per tonne of cement worked
out to 4.1 in the case of the Sindri Factory in
1959, which figure was the lowest among all
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factories not only under the ACC, but also
in the industry as a whole. In two units,
Sindri and Ashoka, the unit labour require-
ment was less than five man-hours. While
in the Sindri unit it was 4.1, in Ashoka it
was 4.7 man-hours per tonne. In Orissa
Cements and Rohtas Industries, it came to
5.0 man-hours and 5.5 man-hours per tonne
respectively, while in Jaipur Udyog, Digvijay
Cement Company and Bhupendra Cement
Factory it was 6.6, 6.8 and 7.7 respectively.
At the other extreme, an instance is provided
by the Porbandar Factory under the ACC,
where the unit labour requirement worked
out to 133 man-hours per tonne. The other
instances on the high side are provided by the
Travancore Cement Factory, where the unit
labour requirement was 39.4 man-hours, and
the Banmore Factory (36.5 man-hours).

In 1960

In 1960, a new cement company, Saura-
shtra Cements, came into being, with an
installed capacity of 203,180 tonnes, and the
installed capacity was expanded in Chaibasa,
Kymore, Shahabad, Bagalkot, Mysore Iron
and Steel, and UP Government factories.
Production was the highest in Jaipur Udyog,
where it recorded a substantial rise over the
1959 figure to 662,390 tonnes. Production
was the lowest in Saurashtra Cements. With
regard to employment, a diverse trend was
noticeable in relation to 1959. While in
some units employment increased substan-
tially, in some others the decrease in employ-
ment was quite significant. The units where
employment expanded substantially were
Jaipur Udyog, where it rose from 1,480 in
1959 to 2,230 in 1960, and India Cements
from 990 in 1939 to 1,580 in 1960. In Shaha-
bad, on the other hand, employment declined
from 1,950 in 1959 to 1,610 in 1960, while the
installed capacity actually expanded very
substantially in this unit. The reduction in
employment coupled with the expansion of
production resulted in an improvement in
the unit labour requirement position in a
number of units. In the Saurashtra Cement
Company, the man-hours required per tonne
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of cement came to 145.6, which was the high-
est unit labour requirement among all units
in 1960. The second place on the high
side was of the Porbandar Cement Factory
where the unit labour requirement came to
122.6 man-hours per tonne of cement. The
lowest unit labour requirement was recorded
in Orissa Cements where it came to 3.9,
Significant decline in unit labour requirement
was recorded in the Banmore Factory under
the ACC, Andhra Cements, Birla Cements,
Dalmia (Bharat), Panyam Cement Factory,
Sone Valley Cement and Travancore Cement
Factory. In the Travancore Cement Factory,
the fall was by more than 21 man-hours per
tonne, i.e., from 39.4 man-hours in 1959 it
came down to 18.1 man-hours in 1960,

In 1961

In 1961, the installed capacity expanded
in three units, all under the ACC, viz., Chai-
basa, Mancherial, and Shahabad. 1t conti-
nued to be the highest in Jaipur Udyog during
the year. A new cement company came into
production, viz., Madras Cements, with an
annual installed capacity of 67,050 tonnes.
In terms of production, there was significant
expansion in Jaipur Udyog, where it rose
from 662,390 tonnes in 1960 to 755,203
tonnes in 1961, The number of units where
production was in excess of installed capacity
during this year was eight, of which the
significant cases were Bhupendra and Dwarka.
Contrary to the trend noticed in 1960, produc-
tion in a number of units recorded a fall in
1961. The unit labour requirement, in terms
of man-hours per tonne of cement, was the
lowest in Rohtas Industries, where it came
to 3.20 man-hours per tonne of cement.

In 1962

In 1962, the annual installed capacity was
expanded noticeably only in one case, e.g.,
the KCP Cement Factory where the installed
capacity rose from 101,590 tonnes to 253,970
tonnes. In all other units, the installed
capacity was the same as in 1961.  As regards
production, while in some units there was an
increase, in some others it showed a decline.
During the year, production in eight units
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was more than the annual installed capacity.
Among these, the case of Dalmia (Bharat)
was significant—its actual recorded produc-
tion was 495426 tonnes against an installed
capacity of 419,050 tonnes.

There was little significant change in the
pattern of daily employment on a monthly
average. Thus, employment had declined
in a number of units, while it recorded a
slight rise in some others. The unit labour
requirement also showed a diverse trend as in
previous years. However, it had declined
significantly in the case of the Porbandar
Cement Factory where from 133.6 man-hours
in 1959, it had come down to 73.2 in 1961,
and 46.8 in 1962, The number employed
in this unit also fell from 360 in 1961 to 310
in 1962,

Thus, productivity among the cement
factories, during the period under review,
remained in almost all the cases beyond the
control of the respective managements,

A Contrast in
Productivity

Narrating the impressions of his recent
visit to Lgypt and Europe, at a meeting
of the Central Industrial Relations
Machinery Officers’ Association, Sri
D Sanjiviah, Minister for Labour and
Employment, Government of India, said;
“...Workers in the UAR have spacious
quarters at a low rent—the rent for two
rooms, a kitchen and a verandah being
not more than Rs. 5. What is more
important, prices are kept under firm
control, with the result that a good meal
can be had for as low as 12 paise to
15 paise.”

He was equally impressed by the
prosperity  of  workers in  West
Germany where about 80 per cent of
them owned cars,




WAYS To IMPROVE PRODUCTIVITY

The number of factories falling under
different class intervals, according to the
number of man-hours required per tonne of
cement over the four years (1959-62), is
shown in Table I-A derived from Table 1.
The reasons, among others, for this rather
indifferent trend in productivity are found
in the fact that the extent of capacity utilisation
during the period of four years had not
been uniform in the same factory as also
among the factories over the period; so were
also the cases of employment and efficiency.
In the circumstances, the unit where efficiency
was the highest differed from year to
year.

It is also noticeable that productivity in
terms of the unit labour requirement was
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index numbers can be computed on the basis
of the formula: Index of Production

Index of Employment

The index numbers thus computed would
show the trend over the period. This formula
has not been applied here in view of the fact
that among the units, absolute measures of
efficiency would be more relevant than merely
knowing the trends in terms of the changes
in the functional attainments of each factory
under review. The index numbers would,
of course, help in cases where the management
is interested to know only the trends over
the period, not as much in the absolute figures,
ot both. However, it is possible to compute
index numbers on the basis of the figures
of man-hours per tonne of cement over the

TasLE [-A

Frequency distribution of factories according to man-hours required per tonne

4

of cement during 1959-62

1959 1960 1961 1962

Under 35 Man-hours 2 4 3 3
Above 5 up to 10 ' 13 13 14 15
P 10 i 15 " 8 6 8 8

5 15 ,, , 20 % 3 . 6 4 3

s 20, » 25 % 1 — 2 3

5i 25 » 30 - 2 1 2 —
Above 30 - 3 3 1 2
Total " 32 33 34 34

more or less—irrespective of the rise or fall
in both production and employment—
individual. However, it is also seen from
the table that in some factories production
rose but employment fell—for instance, the
case of Jaipur Udyog Ltd., meaning a
rse in productive efficiency, in terms of
the unit labour requirement, being less
correspondingly.  Productivity has been
measured bere in terms of the unit labour
requirement. It can also be measured in
terms of the production per man-hour, or

period of four years which will show the
relative changes in each unit compared.

The figures shown in the tables are, how-
ever, not indicative of the divergent capital
intensities in the factories under review.
It is well-known that the functional attain-
ment of labour is very largely conditioned by
the relative capital intensities, It has not
been possible to show the relation of unit
labour requirement with the relative intensi-
tics of capital in the different factories, in
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view of the fact that in the multi-unit concerns
the figures of capital are shown in lump sum
in the annual accounts, and cannot be attri-
buted to the individual factories. The figures
relating to capital employed per ton of
assessed production by 19 factories, which
were examined by the Tariff Commission for
1960, are given in Table [I%.

Tables III and IV show the requirement
of man-hours per tonne of cement by factories
arranged according to size, determined on
the basis of installed capacity (Table III),
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and employment (Table IV). In determining
the size, the figures of installed capacity and
employment for 1961 have been taken as the
basis. These two tables together would
show that there was no clear relationship of
the performance of the units with size, as
determined on the basis of installed capacity
and employment. On the other hand, both
in terms of installed capacity and employ-
ment, individual factories interchanged
position among different size-groups over
the period commencing from 1959 to 1962,

TasrLE II

Capital employed by different cement producers based on Tariff Commission report of 1961

Assessed Percentage Calculated Employed
average Profit per Total of return employed capital per
annual ton reco- estimated proposed capital ton of

Producer production mmended  earning by Tariff (4)x 100  assessed
for next by Tarif (2) x (3) Commission production
price period Commission on employed (5) (6) — (2)
capital
(1) (2} (3 “@ (5) (6} 1))
1. Andhra 180,000 10,70 1,926,000 14 13,757,000 76.43
2. Ashoka 200,000 8.44 1,688,000 12 14,067,000 70.34
3. ACC 3,863,000 12,17 47,013,000 14 335,807,000 26.93
4. Bagalkot 185,000 12.59 2,329,000 12 19,408,000 104.91
5. Dalmia (Bharat) 375,000 10.69 4,009,000 14 28,636,000 76.36
6, Dalmia (Dadri) 195,000 10.18 1,985,000 14 14,179,000 72,71
7. India 507,000 12.36 6,267,000 12 52,225,000 103.01
8. Jaipur Udyog 750,000 11.17 8,378,000 12 69,817,000 93.09
9. Kalyanpur 135,000 11.91 1,608,000 12 13,400,000 99.26
i0. KCP 195,000 13.47 2,627,000 12 21,892,000 112.27
11. Madras Not examined by Tariff Commission
12, Mysore Government 89,700 8.50 762,000 12 6,350,000 70.79
13. Orissa 350,000 11.85 4,148,000 14 29,629,000 84.65
14, Panyam 90,000 14,37 1,293,000 10 12,930,000 143,67
15. Rohtas 315,000 6.58 2,073,000 12 17,275,000 54.84
16. Satna 225,000 12.24 2,754,000 10 27,540,000 122.27
17. Saurashtra Not examined by Tanff Commission
18, Digvijay 410,000 10.71 4,391,000 12 36,592,000 89.25
19. Sone Valley 215,000 6.71 1,443,000 12 12,025,000 55.93
20, Travancore 50,000 12.74 637,000 10 6,370,000 127.40
21. UP Government 363,000 11.46 4,160,000 8 52,000,000 143.25
Weighted average 8,692,700 11.45 99,491,000 783,899,000 90.18

! The relevant data in this connexion, as given in the table, are taken from V Podder's book, Cement

Industry in India (p. 77).
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TasLe 1T
Man-hours per tonne of cement by individual factories during 1959-62

Name of companies by installed 1959 1960 1961 1962
capacity (Tonne)

1, 50,001--150,000

1. Banmore 36.5 273 25.53 249
2. Khalari 27.1 30.7 27.40 3.8
3. KCP 8.7 73 6.49 4.6
4. Madras — — 15.48 9.0
5. Mysore Iron 2.8 11.1 11.08 10.8
6. Panyam 271 16.1 19.50 15.7
7. Travancore 9.4 18.1 22.74 21.3
8. Kalyanpur 9.4 9.3 11.41 9.6
9, Porbandar 133.6 122.6 73.20 46.8
II.  150,001—250,000
10. Dwarka 8.9 8.9 9.21 118
11. Sevala 15.6 17.8 23.02 19.5
12, Andhra 19.5 12.3 13.90 12.5
13. Bagalkot 8.3 6.3 7.04 8.3
14, Dalmia (Dadri) 9.7 9.6 11.43 10.1
15, Saurashtra — 145.6 7.7 7.2
16. UP Government 84 10.1 13.27 10.8
111, 250,001--350,000
17. Kistna 11.7 10.4 10.10 121
18. Madukkarai 17.1 18.8 17.50 20.6
19. Mancherial 14.8 104 7.90 6.6
20. Sindri 41 4.2 4,19 4,5
21, Ashoka 4.7 4.5 5.87 6.0
22, Birla 14.2 8.4 6.87 7.5
23. Rohtas 5.5 4.5 3.20 5.2
24. Sone Valley 21.0 15.2 17.53 154
IV, 350,0001—450,000
25. Bhupendra 7.1 6.7 6.56 7.0
26. Digvijay 6.8 59 6.98 5.6
27. Orissa 5.0 3.9 4.25 4.1
28. Lakheri 14.6 16.5 13.97 14.7
29, Dalmia (Bharat) 10.4 7.8 8.17 6.8
V. 450,001—650,000
30. Chaibasa 10.1 9.3 9.75 8.5
31. Kymore 12.5 12.53 11.07 10.7
32. Shahabad 11.1 9.1 8.51 9.6
33. India 7.8 89 8,73 8.5

VI, 650,001 and above

34. Jaipur Udyog 6.6 8.9 8.09 7.6
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TABLE IV
Man-hours per tonne of cement by individual factories during 1959-62

Name of companies by numbers 1959 1960 1961 1962
employed

(a) Below 200
1. KCP 8.7 7.3 6.49 4.6

(b) Between 201 and 400

—hioh=ig Wina=awiao Moo ow

wonwino

o Bt

2. Porbandar 133.6 122.6 73.20 46
3. Ashoka 4.7 4.5 5.87 6,
4, Madras — — 15.48 9,
5. Mysore Iror 9.8 L1 11.08 10,
6. Rohtas 535 4,5 3.20 3.
(¢) Between 401 and 600
7. Mancheriat 14.8 10.4 7.90 6,
8. Sindri 4.1 4.2 4.19 4.
9, Bagalkot 8.3 6.3 7.04 8.
10. Kalyanpur 9.4 9.3 11.41 9
11. Orissa 5.0 3.9 4.25 4
12, Panyam 271 16.1 19.50 15
13, Saurashtra — 145.6 7.1 7
14, Travancore 39.4 18.1 22,74 21,
(d) Between 601 and 1,000
15. Dwarka 8.9 8.9 9.21 11
16. Kistna 11.7 10.4 10.10 12,
17. Andhra 19.5 12.3 13.90 12,
18, Banmore 36.5 27.3 25.53 24,
19. Birla 14.2 84 6.87 7.
20, Dalmia (Dadri) 9.7 2.6 11.42 10.
{e) Between 1,001 and 1,200
21. Bhupendra 17 6.7 6,56 7
22, Chaibasa 10.1 9.3 9,75 8
23. Khalari 271 30.7 27.40 31
24. Digvijay 6.8 59 6.98 5
25, UP Government 84 10.1 13.27 10
() Between 1,201 and 1,500
26. India 7.8 8.9 8.73 8
27. Sone Valley 210 15.2 17.53 15
28. Dalmia (Bharat) 104 7.8 8.17 6
(g) Between 1,501 and above
29. Kymore 12,5 12.53 11.07 10.
30. Lakheri 14.6 16.5 13.97 4.
31. Madukkarai 17.1 18.8 17.50 20,
32. Sevalia 156 17.8 23.02 19,
33. Shahabad 11.1 9.1 3.51 9.
34. Jaipur Udyog 6.6 89 8.09 7.

- X RF K- N
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TABLE V

Production as percentage of installed capacity in the Indian cement industry by
individual factories during 1959-62

VBN b=

Name 1959 1960 1961 = 1962
Banmore 100.8 1029 103.0 104.3
Bhupendra 96.9 112.3 1143 106.7
Chaibasa 85.5 943 54.5 66.5
Dwarka 116.1 116.6 112.9 99.4
Khalari 119.7 108.3 111.0 94.1
Kistna 85.3 96.2 97.7 82.8
Kymore 66.3 72.4 81.5 86.4
Lakheri 94.1 80.9 91.8 £5.9
Madukkarai 106.0 351 103.0 924
Mancherial 799 94.5 542 67.9
Porbandar 213 18.7 30.4 40.9
Sevaliaad 100.6 549 89.2 100.1
Shahab 1204 912 86.7 79.6
Sindrni 94.0 90.2 91.0 85.4
Andhra 60.5 80.0 74.5 85.3
Ashoka 57.5 61.3 48.2 58.5
Bagalkot 96.7 66.4 88.7 87.7
Birla 46.4 67.1 57.0 90.7
Dalmia (Bharat) 65.1 929 97.0 118.2
Dalmia (Dadriy 62.5 61.0 73.5 73.2
Digvijay 90.5 102.9 87.0 108.0
India 72.6 101.2 97.4 97.7
Jaipur Udyog 72.5 80.9 922 93.0
Kalyanpur 90.5 95,1 85.1 97.0
KCP 62.4 68.2 74.8 454
Madras - — 554 91.4
Mysore [ron 102.6 78.8 79.9 81.0
Orisa M2 96.3 130.6 102.6
Panyam 73.7 1209 {1073 111.¢
Rohtas 81.2 97.6 86.8 8318
Saurashtra — 31.2 832 90.8
Sone Valley 65,9 83.5 80.2 92.4
Travancore 61.9 1320 104.5 107.6
UP Govemment 105.6 100.8 92.5 114.2

TABLE V-A
Frequency distribution of factories in the cement industry in India by classes of
percentages of installed capacity utilised during 1959-62

Class interval 1959 1960 1961 1962
Below 509 2 2 2 2
Between 50%, and 60°%; 1 — 3 1
Between 61°; and 709 7 5 — 2
Between 7197 and 80%, 5 3 4 2
Between 819, and 909 k} 3 9 8
Between 919 and 100%; 6 11 3 10
Above 100%; 8 9 8 9

Total number of factories 32 33 34 34
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The percentage of capacity utilised in various
factories during 1959-62 has been indicated
in Table V. The number of factories falling
in different size-classes has been shown in
Table V-A, as derived from Table V. Table V
suggests that® the percentage of capacity
utilised has not been consistent in most
factories during the review period. On the
basis of the table, it is possible to mention
that the suggestion by the industry to the
Tariff Commission (1961) for cost determina-
tion on the assumption of a certain average
percentage of capacity utilised—for instance,
the suggestion of the ACC that its own
production should be assumed at higher
than 90 per cent of its overall capacity—was in
consonance with the current costing practice
for each individual factory. It is convention-
ally based on the concept of normal capacity
in regard to standard costing, for instance,
For the industry as a whole, however, this
can hardly be a fair basis with such a wide
divergence in the percentage of capacity
utilised, as Table IV suggests; unit rates of
cost for each element would then represent
over- or under-absorption.

However, the basis adopted by the
Tariff Commission in its 1961 report, that
of “rated capacity, production in the past,
operative efficiency, age of the plant, and
instaltation of balancing equipment during the
next three years, etc.,” seems fair subject to
the fact that it leaves little scope for price
variation on the basis of variations in produc-
tion which may be beyond the control of the
management. Therefore, the observation of
the Tariff Commission—
“that we consider it jmportant that there
should be for each unit a target of
production which must be reached if it
were 1o earn the profit provided in the
price, and that the units which do better
than their respective targets should be
rewarded with higher profits from larger
production”

—does not do justice to the concerns where

production falls below targets owing to

uncontrollable factors.

It is a good sign that most of the cement
factories are concerned about the indifferent
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trends in their functional efficiency. As a
matter of fact, the units have unequivocally
expressed their anxiety forimproving efficiency,
based on their awareness that mot only was
the efficiency lower than that of other coun-
tries, but also that it was lower than what could
be achieved in the given conditions in the
factories.

It was suggested by a number of cement
companies that to improve productivity the
following steps, among others, are essential:

1. Fixing of workloads, where possible, by
fixing standard time for repetitive jobs by
application of Time Study;

2. Improvement of methods by application
of the techniques of Motion Study;

3. Improvement of working conditions in
the plant;

4. By technological improvements;
5. Minimising of wastage;

6. Maintaining of cordial relationship with
labour;

7. Establishment of grievance procedure in
order to settle the grievances of employees
expeditiously at the lowest step;

8. Participation of labour in improving
production by having regular production
committee meetings and inviting sugges-
tions from employees and rewarding them
for good suggestions;

9. Minimising of accidents;

10. Removing of inequities in wage structure
by introduction of job evaluation;

11. Introduction of piece-work wherever
feasible; and

12. Maintenance of high morale among
employees.

It may be mentioned here that productivity
in terms of production per man-hour, or man-
hour required per unit of output, is not labour
productivity as is commonly understood, but
total productivity expressed in terms of
man-hours.



This paper discusses the role of IFC in the agricultural merchants’
trade, and the services rendered in this direction by
NACAM, which includes companies operating in all parts

of the British Isles,

The author says that the use of the

performance ratios suggested by NACAM helps in planning
and forecasting within the individual company, and also
in forecasting trade investments as a whole.

HE National Association of Corn and

Agricultural Merchants (NACAM), in

the United Kingdom, is the trade body com-

posed of all those merchants who handle

grain and other agricultural products. The
trade! has at least three levels of activity:

1. The purely merchanting aspect, purchasing
grain for resale or purchasing feeding stuffs,
fertiliser and other requisites from the
manufacturers for distribution to farmers.

2. The production aspect, manufacturing com-
pound animal feeding stuffs, cleaning and
dressing seed grain, etc.

3. The retail trade through the medium of
retatl shops.

Late in the *fifties, the NACAM instituted
a Management Advisory Service (MAS)
whose main function was to provide manage-
ment consultancy to member-firms. This
service as it developed disclosed the need for
standard measures of performance, and at
a very early stage it was found necessary to
draw up a uniform f{ramework for the

INACAM is a diverse Association: its members
handle the grain harvest, purchasing it from the farmer,
cleaning and processing it, and disposing of it to the
users such as flour millers and brewers. They also
supply (and in many cases manufacture, or process)
a wide variety of goods of the farmers—seeds and
seed grain, the requirements including compound
animal feeding stuffs, and fertilisers. In addition,
many of the firms undertake such services as the
spreading of lime and other fertilisers, the collection
and grading of eggs and wool, and the sale of seeds,
pet foods and garden requisites through retail shops
to the general public.

HJIJW Lankshear

IFC 1n
Agricultural
Merchandising

Trading and Profit and Loss Accounts in
order that the final results for each financial
year could be compared between different
firms as a measure of productivity and
eficiency.

Following this, it was a natural step to
introduce a system of annual inter-firm
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comparison; this service {which is open, on
payment of a fee, to all member-firms of the
association) has now been in operation for
six years, and is becoming accepted as an
integral part of the equipment of manage-
ment within the trade. The service is operated
by the circulation of a questionnaire which
contains full definitiens and instructions for
its completion, This is completed by each
member-firm from its own annual accounts.
and is returned to the MAS which classifies
thesc results statistically, and publishes the
results to all participating firms. The results
normally take the form of a standard
average, but whercver it is thought advisable
a “'spread pattern” is supplied, showing the
distribution between wide limits. 1n addition,
certain statistical inferences are drawn;
it has, for example, been possible to draw
up a standard average composition
of staff bhoth for administration and
production and certain standard averages of

AGRICULTURAL MERCHANDISING

performance for office organisation and
sales force. Every year the methods used are
re-cxamined.

In the circulation of this information,
figures are given not only for the whele of
the reporting firms, but also for three classi-
fied trade groups. It has been found, for
example, that those firms having more than
a certain percentage of their total turnover
confined to wholesale grain fall inte a clearly
defined cost pattern, many of whose ratios
differ considerably from those engaged pri-
marily in production. Such items as gross
profit, capital and stock turnover rates, and
staff performance per £ 100.000 of sales turn-
over, are found to vary very widely between
groups, although within each group the
figures remain remarkably constant.

The information supplied in this inter-
firm comparison falls into three main groups:

FOUR. PRODUCTINITY
'S "Too  low....M"

QUT  WHERE _ 3§
INCENTIVE @
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1. The purely financial figures obtained pri-
marily from the annual accounts of the
participating firms.

2. Production and distribution figures.
3. Figures on staff performance.

To a great extent, the first of thesc is the

Gross sales, less discounts and allowances

From which s deducted

Yielding

From this we deduct the two main cost
groups (production and distribution) whicl
are mainly influenced by the physical
volume of goods handled which yields a
figure of

From this again is deducted the overhead
costs, which fall into five main groups

which provides the final figure of

usual conventional method of inter-firm
comparison, whilst the second and third are
not so frequently encountered, although in a
trade, such as that being considered here,
they are of particular importance. It is
proposed, therefore, to discuss cach of these
in more detail.

I. Financial and profit ratios: The first
series of financial ratios turn round the

standardised form of Trading and Profit and
Loss Accounts. The form of these ratios is
designed to separate the profit rates and cost
groups both normally found in the trade, and
they may best be illustrated by the following
diagram:

i Net sales revenue |

INet cost of goods
consumed

Gross sales profit |

warehouse costs

Production and ’

Transport delivery ‘
cost

.

Gross profit

Sales costs %
QOifice costs
f General establishment
i costs

Finance costs

Management costs \

Net profit

i (before taxation)

The reason for extracting a profit rate
before the impact of the production and distri-
bution costs lies mainly tn the fact that a
considerable amount of management skill is
used in market forecasting. Fluctuations in
profit rates owing to variations in skill can,
therefore, be identified from variations in the
gross sales profit rate, before they have been
complicated by variations in cfficiency in
production, distribution or administration,
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These three profit rates and certain cost
groups are identified for the whole of the
repoerting firms, and also for the three trade
sections previously mentioned.

In addition to these figures, the following
financial ratios are also discussed in some
detail

1. Liquidity ratio, i.., the ratio of current
assets to current liabilities.

2. The ratio of current assets to fixed assets
(this is of particular importance in a trade
where the amount of fixed assets may vary
very greatly according to whether the
impetus is on wholesale merchanting or
production).

3. The rate of annual turnover of average
stock.

4. The rate of annual turnover of Real Capital
Investment.

5. The net profit, expressed as a percentage
return on the Real Capital Investment.

The only other financial ratio normally
considered concerns the credit allowed to

A FOUR-DAY WEEK
IN 1970!

History is on the side of those who
advocate a four-day-work-week...The
average work week has progressively
diminished as follows:

1850 66 hours
1900 59 hours
1925 50.3 hours
1950 40.5 hours
1963 40.1 hours
1970 32.0 hours !

AGRICULTURAL MERCHANDISING

the farmers. The ratios normally examined
are therefore:

a. The average debtors ocutstanding, in terms
of weeks’ sales.

b. The credit charges made compared with the
total volume of credit granted,

These ratios represent the sum of the
financial ratios, and when duly considered
with the appropriate comments they can be
taken as covering the whole working of the
firms’ reporting.

II. Production and distribution: The
figures for distribution include the following:

1. The range of operation of vehicies.

2. The method of calculating the costing,
when charging customers for delivery.

3. The basic costs of operation, expressed both
in terms of miles run and tons carried.

4. Details of any piecework or bonus systems
for drivers.

5. Owverall figures of mileage travelled per year
per vehicle, tonnage carried per vehicle, and
the number of times that the total tonnage
capacity of the fleet is used per vear.

6. An attempt is made to work out the average
composition of a transport fleet in terms
of different sizes and types of vehicle, and
from this a standard fleet composition for
a given sales turmover,

These figures cover the main ratios which are
produced for distribution. For production
figures, the following are used:

1. The number of man-hours worked on each
of the main types of activity (production of

various goods, handling goods in and out
of store, etc.).

2. The number of man-hours per ton of pro-
duction for the various commodity groups,

together with the estimated wage cost per
toen.

3. The average tonnage throughout per man
emploved.
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These figurescover the employment of labour,
and similar figures are normally taken to
cover the usage of space. These include:

a. The qumber of cubic feet of storage space
required annually for each ton throughput.

b. The number of cubic feet required per ton
of production.

c. The number of times each ton-unit of

storage space is used in a year.

It is realised that these are general figures
which do not produce a great deal in terms of
actual costs. On the other hand, as the
NACAM includes companies operating in
all parts of the British Isles, it is evident that
local conditions regarding labour rates and
the cost of storage or production space may
vary considerably. By expressing the ratios
in terms of man-hours and cubic feet rather
than actual cash value, it is evident that more
valid comparisons can be made which can
be used even when local conditions vary.

1II. Figures on staff performance: By
the nature of the trade, the staff costs form a
large proportion of the total overhead costs,
and it is, therefore, essential to examine the
performance per unit of staff. One interest-
ing feature of this section of the investigation
is an assessment of the way in which the time
of Working Directors is spent, and it is found
that this is generally divided between sales
supervision, purchasing, production admini-
st{ation, and overall management. A sur-
prisingly large amount of their time in the
medium and smaller companies is spent on
purely functional work, and a lesser propor-
tion on overall general management.

The average composition of staff is then
examined, and from this it is possible to build
up a typical staff organisation in relation to
a given sales turnover.

The next items of staff performance
examined are the office costs and perfor-
mance. The following figures are examined:

1. Office costs per sales-ledger posting—it is
considered that the number of sales-ledger
postings is the index of activity within a
company in this trade, as all other opera-
tions such as cash books, and purchase
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ledgers are ancillary to selling, and, there-
fore, the volume of sales-ledger posting is
the datum to be taken. Thisis developed
further to examine the number of sales-ledger
accounts handled per member of office
staff, and this is related to the method of
ledger posting; here again it is found that
thete are definite relationships between the
degree of mechanisation and the numbe rof
ledger accounts handled per member of
office staff, and hence the total office costs
per sales-ledger posting.

2. The performance of the sales organisation
is examined, and it is here that perhaps the
greatest detail has been employed. The
average turnover per sales representative is
examined not only in its total value, but in
respect of the various classes of commodity
normally handled in the trade. Further,
figures include the average number of
calls per day made by each representative,
the average number of sales-ledger accounts
each representative handles, and the ave-
rage mileage covered each year by each
representative in his car. By this means a
composite picture of the salesman’s pet-
formance in relation to customers served
on the one hand, and sales made on the
other, can be built up both for the total
number of reporting companies and aiso
for the various trading groups represented.

3. A final sales figure employed affects the
retail shop turnover, and here the two
pnits of measurement employed are the
sales turnover per member of staff and the
sales turpover per £ 100 of retail shop
wages.

Summing up the results obtained so far
from the report, we find that several quite
consistent patterns emerge, and these have
been of great assistance not only to the
management of individual companies but
also to the general consultancy work carried
out by the MAS. When a new company is
visited on a consultancy basis, a brief exami-
nation of its basic trading figures yields
sufficient ratios to compare with the general
averages disclosed by this statistical service,
and provides clear indications as to what
should be the targets for examination. The
use of these performance ratios helps in
planning and forecasting within the individual
company, and also in forecasting trade invest-
ments as a whole. It is hoped to develop the
service even further, and to extend it to
produce a uniform costing system for all
the activities of the trade as a whole.



India lacks suitable statistical data for inter-firm

COMPArisons.

The author of this paper indicates how

far inter-firm ratios can be compared with

advantage, and the extent to which

they could be used to measure productivity.,

SN Cooper

Inter-firm
Ratio
Analysis

FOR Inter-firm Comparison, ratio analysis

is very valuable. Ratios greatly help to
shape and formulate managerial policies.
In fact “every managerial policy, or absence
of managerial policy, is reflected some-
where in the figures either in the Balance-
Sheet or in the Profit and Loss Statement.”
In the interpretation of ratios a single ratio
taken by itself does not convey much
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meaning, and, therefore, is of limited value.
Ratios should be interpreted, therefore, by
reference to standards of comparison such
as (a) ratios of past years of the same firm,
(b) ratios of competing firms in the same
industry, and (c) industry averages. A
study of trend relationships and industry
averages will tell a firm how it stands in
refation to its past and the industry,

Standards of comparison can be deve-
loped provided —

(a) The accounting methods throughout the
industry are substantially uniform in policy
and procedure.

(b} The products handled are
similar,

(c) The various organisations
similar geographic
financially sound.

substantially

operate  under
conditions and are

Further, data as to costs and financial
accounts should be uniform in method,
calculation and presentation to serve as a
foundation for the standards to be developed.

Any scheme of ratio analysis  would
require that member-firms provide data
relating to capital, profits, inventories, cost,
overheads, etc., compiled on a uniform basis,
so that the final result gives meaningful
comparisons.

Types of Ratios

Ratio Analysis would normally cover the
following: 1. Profitability Ratios, 2. Utili-
sation of Investment Ratios, 3. Assets ‘Mix
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Ratios, 4. Growth Ratios, 5. Cost Ratios,
6. Inventory Ratios, and 7. Value Added
Ratios.

1. Profitability Ratios

Current thinking in India recognises that,
by and large, profitability should be the main
criterion in judging management efficiency,
whether in the public or private sector. In
the public sector, the tax-payers’ money 1s
invested in producing goods and services.
Increasing the profit of such a business,
without charging unduly high prices to the
consumer, would enable public revenues to
be augmented by the return on the capital
invested. In addition 1o providing a
return on the cupital invested, the profits
earned should Jeave reasonable amounts for
being ploughed back into the business for
the purpose of its natural growth.

An encouraging example of profitability
in the public sector is provided by the Hindu-
stan Machine Tools. In the context of the
country’s economy, increased profitability
arising out of improved management effi-
ciency will ultimately generate resources to
increase production which is the only lasting
solution to the problem faced by any develop-
ing country. Profitability Ratios should take
pride of place in Inter-firm Ratio Analysis.

The following ratios are important:

(a) Trading Profit (before charging
interest on borrowings, depreciation
and taxation)

Total Capital Employed (Total Assets)

The profitability of one business as against
another is best compared by the profits
earned before deducting interest on borrow-
ings, depreciation and taxation (including
Super Profits Tax), on the total capital em-
ployed made up of shareholders’ funds, i.e..
paid-up capital and reserves, as also amounts
borrowed from outsiders. Since borrowed
funds are included in the total capital em-
ployed (total assets), the trading profits are
taken into account before charging interest.
It is known that depreciation is charged on
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different methods and taxation is affected by
the age of the plant, additions to the block
made in recent years, development rebate
allowable during the year, losses brought
forward from previous vyears, etc. Profits
before depreciation and taxation are, there-
fore. appropriately comparable. Thus,
trading profits, before deducting interest on
borrowings, depreciation and taxation,
expressed as a percentage of the total capital
employed (total assets), furnish a realistic
index of the profitability of one firm against
another, irrespective of the method of finan-
cing it, e.g., from shareholders’ funds or
borrowings. For this ratio, profits are
considered before charging the statutory
development rebate reserve, as the latter is
a mere statutory appropriation dependent on
the development rebate earned on capital
expenditure  incurred on  plant and
machinery brought into use during the year.

(b) Net Trading Profit (after charging
interest on borrowings, depreciation
and taxation)

Total Capital Employed (Total Assets)

Ratio 1 (a) furnishes a guide to profitability
before deducting interest, depreciation,
taxation, and the development rebate reserve.
Since depreciation and taxation are important
‘outgoings’, it becomes necessary to deter-
mine a ratio taking the trading profits after
deducting depreciation, taxation (excluding
Super Profits Tax) and interest on borrow-
ings. The statutory development rebate
reserve would be treated as part of net
trading profit. The Super Profits Tax is
assumed to be an ‘extraneous’ item to be
disrezarded in makinginter-firm comparisons.
This ratio is likely to vary from firm to firm
due to the factors of depreciation and taxa-
tion and, therefore, has less value for
comparing profitability than ratio 1 (a).

(c) Trading Profit (before charging
interest on borrowings, depreciation
and taxation)

Net Sales
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This ratio reveals the profit margin earned
on net sales before deducting interest, depre-
ciation, taxation and the statutory develop-
ment rebate reserve. As profit is earned
on sales, increase in the margin of profit
must lead to increased profitability on the
capital employed. Depreciation varies from
one business to another, according to the
method adopted and the age of the plant.
Further, interest, taxation and development
rebate reserve are ‘appropriations’, and,
therefore, the profit margin on net sales
before deducting interest, depreciation, taxa-
tion, and the development rebate reserve
provides a realistic and comparable index
from firm to firm.

(d) Net Trading Profit (after charging
interest on borrowings, depreciation
and taxation)

Net Sales

This ratio is a continuation of ratio 1 (c)
and it is developed after deducting the

total of electron microscopes

rator.

possible a much higher resolving power.

been possible.”’
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New Electron Microscope

A new electron microscope has been introduced in Britain by AEI Ltd., which will
help to increase the productivity of biologists.
this instrument will be able to probe even deeper into fundamentals of biological processes

free from the need to give a lot of their attention to the working of the instrument itself.

In a feature titled ‘*Development in Industry”’, Good Business says: ““Over half the
in the world is being used in biological werk . . .
It is for the bielogists that a control system of unprecedented simplicity has been
devised, making this new EM6RB the easiest electron microscope to operate. All the con-
trols necessary for normal operation were arranged on panels within easy reach of the ope-
Adjustments can be made through the range of magaifications from X1,600 to
X250,000 without change of pole-piece and by the use of a
During such changes the focus remains substantially constant throughout.

The electron-optical system of the EMG6B is based on a new objective lens of short
focal length which involves a radical departure from conventional design, and so makes
In other words, this microscope with its extre-
mety high magnifications will allow a biologist to see detail much finer than has hitherto
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varying but important ‘outgoings’ in the
form of interest, depreciation and taxation
(excluding SPT).

(e) Net Worth

Fixed Asscts

This ratio indicates the relationship of net
worth to fixed assets. Where fixed assets
are all financed from net worth, this ratio in-
dicates the portion of the net worth expended
on fixed assets. It will enable management
to see whether capital expenditure incurred
out of shareholders’ funds is in line with what
has been incurred by other firms.

(f) Net Trading Profits (after charging

interest on borrowings, depreciation
and taxation)

Net Worth

This ratio indicates what is earned on the
shareholders’ funds after paying tax. From
the shareholders’ angle this is a very impor-
tant ratio. The larger the borrowing the
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more favourable will be this ratio, subject
to the limitation that a larger borrowing
carries with it a larger risk of repaying the
borrowing.

It must be pointed out that profitability
ratios would be affected by internal factors
applicable to each firm, For example,
in computing ratios of profitability based on
the total capital employed (total assets),
abnormal Capital Work-in-Progress may
get included in total assets, resulting in a
Jower profitability ratio. Similarly, the capi-
tal employed by each firm would refer to the
time the plant, machinery, etc., werc instal-
led. In these circumstances, profitability
ratios must be adjusted prior to making use
of the same as a measure of productivity.

2. Utilisation of Investment Ratios

It is known that the faster the capital is
turned over, the greater are the chances of
maximisation of profits. The following
ratios provide the test of effective utilisation
of investment:

{(a) Net Sales

Total Capital Employed (Total Assets)

Profits in relation to sales may be satisfactory,
but volume of sales in relation tototal assets
may not beso. Salesmarginis only one factor
that contributes to the profit, the other is the
frequency with which the assets are utilised in
the operation of the businest during the period,
i.e., Investment turnover. A firm annually
turning over its capital employed (total
assets) at a faster rate is likely to earn
higher profits. This ratio would enable
management to consider whether the total
capital employed is used effectively.

(b)

Total Capital Employed (Total Assets)

The cost of constructing factories and acquir-
ing capital assets must naturally be kept in
check in order to increase profitability.
Management can judge the effectiveness of its

Fixed Assets
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capital expenditure by comparing the ratio
of fixed assets to total capital employed (total
assets). 1t would pay a firm to keep its
ratio in line with other efficient firms.

() Net Sales

Fixed Assets

Fixed assets are for producing the goods sold.
This ratio indicates the number of times fixed
assets are turned over. A higher net sales
to fixed assets ratio would ordinarily result
in higher profits. It is a rough measure of
effective utilisation of fixed assets. Ifsales
volume is small in relation to fixed assets,
it may be presumed that there is over-
investment in fixed assets, or that fixed
assets are not being utilised effectively.

(d) Net Sales

Current Assets

This ratio indicates the relationship between
the net sales and the current assets. It also
shows the number of times current assets are
turned over in carrying on business opera-
tions during a given period.

(e) Debtors

Net Sales per day (Sales—365)

Control over outstandings is of prime import-
ance mnot only for reducing the amount
locked up in working capital, but also for
avoiding bad debts. The ratio of debtors
to net sales per day would assist management
in judging the effectiveness of its debt collec-
tion department and/or its credit policy, as
compared to others in the same line of business.
It indicates the rate at which thecash is likely
to flow in, and the quality of receivables.

(f) Debtors

Total Sales

This ratio is similar to ratio 2 (¢) above.
It is more realistic where credit is allowed for
the sales value inclusive of excise duty or
where commission, discount, rebate and
allowances are adjusted at the time outstan-
dings are actually received from customers.
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The holding of current assets in the form of

stocks of raw materials, spare parts, etc.,

much in excess of normal requirements may

be warranted during certain periods. and the

ratio of net sales to current assets would, under

such circumstances, show a deterioration

though productivity may have increased

during the same period.

3. Assets ‘Mix’ Ratios

The assets ‘mix’ ratios are valuable for
inter-firm comparisons, and serve as a measure
of productivity. The correct mixture of
assets, which would yield maximum results,
is provided by the following ratios:

()

Average Current Assets

Average Current Liabilities

If it is assumed that in the short period it
is desirable to have more current assets
than current Habilities, this ratio serves its
purpose. Current ratio indicates the ability
of thefirm to pay its debts as they become due.
It is, therefore, a test of short-term solvency,
and indicates the net working capital available
to the management to carry on effective opera-
tions. The net working capital also represents
the margin of protection to current creditors.
The ratio, however, gives no clue to the
quality of the current assets and, therefore,
it should be considered in conjunction with
the composition of the current assets.

(b)
Total Capital Employed (Total Assets)

The manner in which the funds available to
the management are deployed in different
groups of assets affects the firm's financial
condition and earning capacity. This ratio
relates a part to the whole and indicates
the proportion of current assets to the total
assets. The composition of various assets
is an important factor in financial success.

© Net Worth

Current Assets

Total Capital Emploved (Total Assets)

ANALYSHS

The ratio indicates the proportion of the
total assets financed by the owner’s funds.
The difference betweenthe percentage indicated
by the ratio and 100 per cent is the percentage
of funds contributed by banks and others who
have provided part of the finance for carry-
ing on the business. It reflects the relative
importance of the sources of funds, viz.,
owner's equity and creditors’ finance and
indicates the margin of safety available to
creditors,  Itis also a measure of long-term
financial strength.

4. Growth Ratios

In a developing country an adequately
accelerated rate of growth is vital. Other
things being equal, growth is a measure of
progress. The following growth ratios
provide useful inter-firm comparison.

(a)

Profit Retained in Buséness

Net Trading Profits

The ratio indicates the percentage of net
profit that is not distributed as dividend and
is available for the purpose of building up
reserves and for rehabilitation and expansion.
The difference between the percentage shown
by the ratio and 100 per cent is the percentage
of net profits after tax distributed to the
shareholders as dividend and/or utilised for
payment of Super Profits Tax.

(b) Total Assets (Current Year)—Total
Assets (Previous Year)

Total Assets (Previous Year)

The growth of the firm as compared to other
firms can be measured by this ratio.

5. Cost Ratios

Owing to the sheltered market due to
import controls and duties imposed by the
Government in implementation of the Five-
Year Plans, certain sectors of Indian indus-
try have tended to pay insufficient attention
to cost control. However, the acute and
chronic foreign exchange shortage which
the country has been experiencing in
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recent years has highlighted the nced to
fmaximise exports.

This, in turn, implies that management
must become extremely cost-conscious, as
Indian products will have to be able to compete
with those from other countries, not only as
regards quality and other attributes, but also
in price. Cost ratios are, therefore, of the
utmost importance, aiming as they do at break-
ing up the components of cost so that attention
may be drawn to areas where costs are high.

For the measurement of productivity also,
cost ratios are valuable. However, cost ratios
are affected by factors which are independent
of productivity. Subject to these limita-
tions, the following ratios are given by way
of illustration for measuring productivity:

)] Wages
Quantity produced
(2) Wages
Man-hours
(3 Wages

Cost of Materials consumed
(4} Wages

Total Manufacturing Cost
(3 Wages

Productivity Comes to
State Government

The Uttar Pradesh Government has
asked the Public Administration Depart-
ment of Lucknow University to study
the various tvpes of State Government
forms, and 1o make suggestions 1o
simplify their use.

Nearly 5 000 types of forms are noy in
use in the State, and most of them are
too complicated for the conunon man

487

to fill in all the details.

Fixed Assets

(6) Quantity of Raw Materials consumed

Man-hours or Machine-hours

{(7) Cost of Raw Materials consumed

Man-hours or Machine-hours

(8) Cost of Raw Materials consumed

Quantity produced
(9) Cost of Raw Materials consumed

Fixed Assets

(10) Quantity of Raw Materials consumed
Fixed Assets
(11) Cost of Raw Materials consumed
Total Manufacturing Cost
(12) Quantity produced
Total Capital Employed (Total Assets)
(13} Rated Production Capacity
Fixed Assets
(14) Quantity produced
Rated Capacity
{15) Quantity produced
Fixed Assets
(16) Quantity produced
Man-hcurs or Machine-hours
(a7n Fixed Assets
Man-hours or Machine-hours
(18) Power Units consumed

Man-hours or Machine-hours
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(19) Total Manufacturing Cost
Man-hours
(20) Value added

Man-hours

Keeping in mind local factors and special
characteristics of various industries, produc-
tivity ratios relating to cost could be devised
which would be of considerable assistance to
member-firms. For example, for the cement
industry, the following examples of cost/
productivity ratios would be heipful:

(a) Power Units consumed

Quantity of Raw Materials used
{b) Power Units consumed

Quantity of Cement produced
(¢) Quantity of Cement produced

Man-hours

(d) Output of each shovel, dumper, cru-
sher, ropeway, flotation plant, raw mill,
coal mill, kiln, cement milland packer

Available Working-hours of each

() Calories of Coal consumed ineach kiln

Quantity of Clinker produced in each kiln
{f) Quantity of Steam produced

Quantity of Coal consumed

() Calories of Coal consumed

Power Units generated
(h) Quantity of grinding balls/cylpebs used

Quantity of Cement produced
() Quantity of Firebricks used

Quantity of Clinker produced

IFC RATIO ANALYSIS

(i) Quantity of Oils and Greases used

Quantity of Clinker produced
(k) Quantity of Lining Plates used .

Quantity of Materials ground

6. Inventory Ratios

In these days of shortages, and the conse-
quent inducement to pile up stocks of stores ..
and spare parts required for the manufac- -
ture of the product, the size of the inventory
assumes considerable importance. Non-
availability of stores and spare parts may
lead to curtailment of production, and -
this encourages stock-piling of such stores
and spare parts. Stock-piling results in .
capital being locked up. Excessive inventories
may be regarded as an enemy of good mana-
gement, inasmuch as heavy inventories
cast a burden of unproductive capital, which
ultimately reduces the profitability of the
organisation. Inventories, therefore, need
to be controlled.

7. Value Added Ratios
(a) Net Sales

Net Value added

This ratio represents the proportion of sales
obtained utilising a firm’s own resources,
as compared to sales contributed employing
outside resources. It reflects the relative
importance of the sources available to the
firm and the degree of dependence on
outside parties vis-a-vis other firms.

(b) Production Cost (before depreciation)

Net Value added

This ratio shows the relationship between
production cost before depreciation to net
value added. [t indicates the proportions
of cost contributed internally and by outside
agencies.

‘Value added’ is an €conomic concept,
which indicates the firm’s contribution to
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the value of production. 1t should be
woted that a firm may decide to produce
-certain components instead of buying them,
and thus increase its productive contribution
per unit of finished product. The value
" added ratios cannot be used for measuring
-, productivity between firms where the
practice between the various firms of
manufacturing/buying components varies.

It would not be out of place to point out
some of the difficuities encountered in measu-
ring productivity based on inter-firm com-
parison of various ratios. For example,
consumer satisfaction and improved quality
of the product must enter in the price which
a customer is prepared to pay for the pro-
duct. Such elements would have to be
included in the output index for measuring
productivity. Similarly, several types of
goods may be sold on which profit margins
differ widely. This aspect of output must
also be taken into account in measuring
productivity.

At the input end, a firm may have at its
command men, machines, services and mat-
erials, which may not be fully utilised for
production. Such idle resources must be
adjusted at the input end, as resources thus
unutilised are a ‘loss’. Such ‘loss’ cannot
be regarded as part of ‘cost’.

Common factors appearing in input as well
as output must be climinated. For example,

The Productivity of a
Modern Office

The office is becoming a kind of
stage, from which one projects both a
personal and a corporate image. . . The
idea is to getr everyone concerned—
owners, managers, cofficials, clients,
customers—into a pleasantly receptive
frame of mind.—ELAINE KENDALL in
The New York Times Magazine.
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materials used for production appear in the
input as well as in the output. Such constant
factors must be eliminated to arrive at the
true index of productivity. For example:

Output 120 (out of which 60 represents
materials).

Input 100 (out of which 60 represents
materials).

. 120
Productivity Index W_I'ZO
However, if the materials are excluded,
the productivity index would be 23 =1.5

The quantity of materials used may not
always be a reliable input factor for measu-
ring productivity. For example, the same
quantity may be used, but a substitute low-
priced material may reduce the cost. Similarly,
materials costing less may be used in slight-
ly larger quantities. These factors would
not be reflected if materials input is consi-
dered only in guantities.

The number of workers cannot always
be treated as the input to measure producti-
vity. For example, a certain work may be
done by 10 skilled workers, and as a result
of standardisation the same work can be done
by five skilled and five unskilled workers.
The productivity index per worker remains
the same. However. from the angle of in-
put of workers in terms of money values,
the position naturally is different.

Men and materials can’t be independently
used in all cases for the input index. For
example, 10 workers may use 50 tonnes of a
new material to produce a given output,
whereas originally nine workers used 55
tonnes to produce the same output. If the
materials cost varies, it would be necessary
to combine both men and materials in
quantities and prices before working out a
reliable input index.

Qutput per man-hour: The output per man-
hour method of measuring productivity,
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though very popular, has its limitations.
Wider connotations are attached to produc-
tivity, and isolated measurement in terms of
labour can neither be a uriversal method
nor a satisfactory ineasure of input, since an
input factor assessed in isolation from
other important factors which impinge on it
can hardly form an appropriate vardstick, It
is for this reason that when labour units
are being substituted for total input factors,
great care has to be exercised to ascertain
that all the labour units applied consist
of uniform combinations of skills and the
units produced are also entirely comparable;
unless this is dore. the results can be mislea-
ding. This point can be elaborated by the
following simple example:

Name of Man-hours Output in Average

Firm applied units per unit
A 25,000 1,000 25
30,000 2,000 15

The above table reveals that the produc-
tivity of labour in Firm B is higher than in
Firm 4. However, a closer examination may
reveal that workers of Firm A are opera-
ting on an old tvpe of unit which is
now obsolete, and this naturally affects their
productivity. If a common factor can be
found by which the extra time taken by
workers of Firm A can be brought on the same
plane as the time of workers of Firm B, the
productivity will become more comparable,
These matters require a detailed study of
various factors.

Mr lIrving H Sicgel, in  his book
Concepts and Measurement of Production
and Productivity, says: “Labour producti-
vity indices do not reveal changes in the
intrinsic efficiency of labour., but rather,
the changing effectiveness with which labour
was utilised in corjunction with other
factors.”

It must be recognised that output per
man-hour may affect wages as well as prices.

IFC RATIO ANALYSIS

An increase in output per man-hour or
decrease in man-hours per unit would nor-
maily result in reduction in cost. The sav-
ing may be passed on in whole or in part to
labour or to consumers or higher profits
may be earned.

Change in production techniques also affects
the measurement of productivity. The intro-
duction of a new product may first require
larger input factors to start with. Later,
as a result of technological innovations, the
input factor may be decreased, Such changes
must affect the productivity indices over a
long period.

Thus, in measuring productivity, adjust-
ments may be called for, due to changes
in—

1. The design of the product and the product
composition of outpat;

]
The nature and the extent of the sroduction
Process;

(2]

The productive capacity and the production 5

da 2

The rate of production; and

h

The quality of labour, materials, machines, etc,

Inter-firm comparisons may be mearing-
ful, from the viewpoint of homogeneity of
products. in industries like cement and
sugar. But compartsons in industries which
produce a wide variety of articles of varying
qualities, as in the engineering goocs indus-
tries, are bound to be difficult. For example,
the product cost of an electrical fan manu-
factured by two firms may not be compara-
ble, since considerations of quality play an
important part. Also, the question of allo-
cation of overhead cost product-wise in
itself presents another serious hurdle which
can be overcome only if sufficiently analysed
statistical data are available., Lack of suita-
ble statistical data for such inter-firm com-
parisons is the most important facter which
hinders proper comparisons,

Mr Hiram S Davies, Director of the
Department of Industrial Research, Univer-
sity of Pennsylvania, has devised 3 method
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fo measure productivity of a business by
the ratio of goods and ‘services produced to
total economic costs incurred after revalu-
ing both product and costs to bring them to
a selected scale of constant prices. This is
known as ‘Constant Dollar’ technique. How-
ever, some simple method suitable to Indian
conditions should be devised in order to
make a start. The task should commence
with collection of suitable analytical data.
Once this is done a simple formula may be
devised for each industry taking into
account its peculiar requirements. How-
ever, such formula must take into account
all input factors converted into rupees, by
a standard method of valuation. [f the
output factors are not constant, suitable
adjustments will have to be made to bring
them on the same plane.

In conclusion, it may be stated that the
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normal inter-firm financial cost ratios invol-
ving profits, capital, fixed assets, current
assets, cost, etc., though useful to business
managers, cannot be directly used for the
measuring of productivity.

It is, therefore, necessary for trade associa-
tions and other bodies to undertake a study of
productivity in each industry, and after care-
ful evaluation of input and output factors,
work out productivity indices for each firm
so as to facilitate comparison with other firms.
This suggestion, if implemented, would, apart
from assisting management in increasing pro-
ductivity, also assist in ironing out differences
between labour and management which, to a
considerable extent, are aggravated by the
absence of productivity statistics. Scientific
measurement of productivity must, therefore, be
taken in hand to assist and accelerate our
economic advancement,




Even in the best of industries there is scope for improvement
of efficiency, says the author of this paper who

asserts that introduction of 1FC will undoubtedly

ensure all-round satisfaction which is one of

the aims of a business venture. It is his view

that the technique can be applied, with advantage, not

only to manufacturing firms, but also to all types

NTER-FIRM COMPARISON is useful as an
incentive to productivity by furnishing
information to the firms of similar trade
with regard to unit cost, productive efficiency
and performance efficiency in comparison
with ~standards, comparative sales value
and profit, etc. Its object is to find out
reasons for variances. 1t Is now universally
recognised by all progressive industrialists
and commercial firms that the success of
a business is very closely linked up with the
best utilisation of the resources and facili-
ties at their disposal and with the results
obtained, i.e., relationship between the capi-
tal employed and profit earned, man and
machine-hours worked, and output and sales
turnover. All these different aspects of
activities are expressed in terms of ratios which
throw light on the weak spots of a business.

Methods of comparison vary in different
industries and countries. There are various
bases of inter-firm comparisons in different
countries in order to suit the particular re-
quirements of the management of each nation,
i.e., capital paid-up, working capital, stock,
total output, total sales, expenses in respect
of various units under comparison or direct
labour only.

United States of America: They general-
ly compare as percentages on capital inves-
ted, met capital subscribed, total capital.

United Kingdom: Comparison is normally

of trade activities.

IN Bose

Efficient
Aid to
Management

made on per ton of output, per pound of
sale, per pound of direct labour.

_Germany, Holland, etc.: They also compare
either percentage of turnover on capital or
per pound of capital employed.

Comparison should be made of different
elements of cost, percentage of finished
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output to input of raw materials, ratio of
wastage to finished output, and ratio of
rejection to the completed articles which
pass inspection. The important thing which
should always be borne in mind is that only
the weak points are to be brought to pro-
minent notice of the top management. An
example is given below:

Removal of Defects

The forwarding note to the management
should indicate only the points of defects
with the remark—for example:

“Details have been incorporated in the state-

ment—it will be seen that the ratio of yowr

direct Labowr is very high, or the purchase cost of

your material is very high, or the percentage of
refection is abnormal, ete,”

While pointing out the important sources
of losses and leakages, suggestions for reme-
dial action to be adopted in this connexion
should also be incorporated in these reports.

Thus presentation of these types of state-
ments, focussing only on important defects,
will assuredly make top management con-
scious of the loose ends of their business.
As an inevitable consequence they would
adopt remedial action to improve their
business position as suggested, and base
their future plans on expected relationships
between such items as costs, profits, and
investment of capitals.

There is enough scope for applicability
of JFC. It may be made applicable with
advantage to all types of trade activities—
commerce, indusiries, distribution business,
wholesale and even retail dealers, different
types of shopkeepers, say, even butchers,
meat sellers, and printers, provision of ser-
vices such astransport, agricultural operations
and the like, public utility concerns like
gas and electricity undertakings, or national
development works like river valley projects.

Some might be under an impression that
this technique is applicable only to manufac-
turing firms. But this is a very limited view
of the scope for its applicability. This
technique of IFC may, with advantage, be
made applicable to all types of industries
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of the same trade. Sometimes one may argue
that difficulties will arise in some industries—
for example, for a chemical industry due
to the multiplicity of its products, variations
in formulae, or of constituents from one
firm to another. But it may be asserted
that even in such complex industries there
is enough scope for improvement of effi-
ciency in productivity with the help of IFC
without disclosing the secrets amongst the
firms themselves as indicated below:

(a) Technical ratios in particular.departments.

(b) Comparison of cost rates of common stages
in technical aspects of products without
revealing formulae or composition of a parti-
cular article.

(¢} Ratio of direct labour cost to the total unit
cost.

(d) Ratio of cost of material to the total unit
cost.
(e} Cost of fuel per production unit.

(f) Cost of steam raising in comparison to cost
of steam consumed, and so on.

All these items of comparison might be
possible only through a common trade
association which should be formed on the
principle of mutual benefit and comparative
advantage. This association will be res-
ponsible for co-ordinating and disseminating
the above types of information obtained by
research and personal investigation through
the agency of the technical specialist
employed by the association.

One is bound to face various obstacles in
the way of initiating IFC in industrial and
commercial circles. For example:

(a) Difficulty in convincing industrialists or busi-
nessmen of the utility of such comparisons.

{b) Suspicion about disclosure of business secrets
makes business people reluctant to adopt such
measures,

{c) Profit shown in the balance-sheet results in
creating such complacency in the minds of
industrialists that they do not care to think
about or probe into the existence of any possi-
ble defects or leakages in their business which
might have prevented earning of larger
amounts of profits. Such ignorance might
result in disastrous consequence to the
business some day,

(d) In many firms a proper system of costing
might not have been introduced, and as such,
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the costing figures supplied by them are not
reliable for effective comparison.

{e) Allfirms may not agree to the adopting ofa
uniform or scientific method of costing in
their organisations.

base for

(f) Determination of a suitable

comparison.

Ways to Solve Difficulties

To overcome the difficulties, the follow-
ing steps are recommended:

(a) Literary articles on the advantages of such
inter-firm comparisons should be published
as widely as possible in professional jour-
nals and periodicals.

(b) Occasional lectures may be delivered and per-
sonal discussion held amongst top business-
men at luncheon or dinper meetings.

{¢) Strict maintenance of business secrets or names
of firms. The preservation of secrecy and
anonymity is a fundamental requirement
for success of any scheme of IFC,

{d) The trade association or federation would
function in these cases as a clearing house
for passing on useful information and
research findings on a particular industry for
guidance and improvement of the business
position of the member firms.

(&) In the event of all the firms coming under an
association and agreeing to the introduc-
tion of the scientific costing system, a central
costing department will be organised ro be
run by an experienced cost accountant under
the control of the association at the head-
guarters of the association,

{f) Confidential exchange of experience and
ideas in every type of management problems
between the member-firms through the
association.

(g) Promotion of efficiency in management by
cooperative study of management problems
through the channel of the association.

(h) As far as possible, member firms should adopt
similar method of pricing materials, classifi-
cations, allocation and levy of overheads in
respect of expenses relating to factory, sales
and distribution and administration. But
this is not absolutely necessary; only a uni-
form system of analysis and presentation of
information by a member-firm is needed.
For this purpose, the member-firms should
be provided with the necessary instructions

EFFICIENT AID TO MANAGEMENT

for the use of similar costing terminology,
s0 that member-firms would stand on the
same comparable basis.

(i) Action should be taken on the results of time
and methods study by a specialist employed
by the trade association concerned which
reveal sources of losses, leakages. and weak-
nesses, as reported by the experts of the cen-
tral cost department engaged by the associa-
tion. These reports are initially sent to the
member-firm which has been studied and then
circulated to other member-firms, safeguard-
ing anonymity of the firm studied, so that
these other firms may conduct investigations
of their own crganisations to remedy similar
defects, if any.  On receipt of copies of such
reports, all other member-firms should try
to put their houses in order, where necessary,
by taking lessons from the condition of
another firm which has been studied.

(J) Suggestions for improvement of efficiency,
where necessary, should be offered. The
main objective of IFC will be achieved if
improvements and betterment of a firm's
operation are attained on the basis of
information received.

It is well known that the success of a
business depends on the relationship
between the capital lay-out, profit, man-hours
worked and output, selling area and turn-
over, relationship between assets and liabi-
hties, and the various constituents thereof,
The first thing that can be derived from the
ratios is knowledge of the relative efficiency
of an individual firm, the quantum of profit
earned, and that which has actually been
achieved by other efficient firms under com-
parable sets of conditions. This is very
important,

Management Ratios

Management ratios are those important
ones expressing these key figures. The main
uses are: (a) When compared from one
period to another, they throw light on
changes in the health of business: (b) When
compared between similar firms, they assist
the management concerned to establish
whether, and for what reasons, the effi-
ciency of their business is lagging behind
that of competitors; (c) Whether :hey realise
or not, managers are bound to base future
plans on expected relationship between such
items as sales, costs, profits, assets and
liabilities; and (d) The significance of
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comparative return on the capital employed
will prove to be the acid test of success of
the top management of a business.

Selection of the set ratios is to be made
with reference to the best suitability of the
situation, and their use made to diagnose,
and remedy weaknesses and sources of
leakages. The principle of selection of
ratios is illustrated, say, with regard to the
case of a managing director who wants to
establish whether the success of his business
compares favourably with that of earlier
periods, or with similar other firms, and if
not, why not.

Return on Capital Ratio

Use of the capital ratio proves to be a
guide in planning and control—particularly
in comparing the performance of eone firm
with that of another. It relates concisely
the resources used in a business to the results
achieved. These will result in the reduc-
tion of the unit cost of labour. Such studies
will disclose all the sources of inefficiencies.
Thereafter a report suggesting the following
ways, among cthers, to improve efficiency
may be submitted:

(a) Elimination of unnecessary move-
ment of materials, men, components,
finished stock, ete.

{(b) Articles to be manufuctured must
be on the floor of the operations without
avoidable movement, say, preferably by a
belt conveyer.

{c) Idle time and idle facilities—avoid-
able and unavoidable—which remain con-
cealed or untraced in the organisation.

{d) Estimation of success or otherwise
of productive efforts.

(e} Assessment of potentiality of profi-
tableness or otherwise of each item of pro-
duct manufactured by a particular firm.
or a particular type of service rendered by
an individual organisation belonging to
the same trade.

(f) In case standard costs are assessed
for the member-firms of the association, a
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report with analysis of variances, showing
the reasons for such variances, should be
submitted to the member-firms.

{g) Another example may be added.
In a river valley project we may compare
(i) the unit cost of earth-moving, (i) the
unit cost of concreting per 1,000 cubic feet,
(i) the unit cost of earth excavation per
1,000 ¢. ft. in different soils, and (iv) the unit
cost of reclamation of land per acre,

(h) In case of public transport service,
(i) unit cost of running a fleet of buses per
passenger mile, (i} unit cost, in case of
trucks, per ton mile, (jit) consumption of
petrol or lubricants per mile run, etc., and
{iv) maintenance and repair cost per vehicle
per yvear. In such comparisons, due regard
will have to be given for vehicles of different
makes, age, condition of road, etc.

These will assuredly reveal operating
mefficiency in different industries or busi-
nesses under similar circumstances.

Thus, it is clear that the system of inter-
fitm comparison has been established as
one of the most efficient and important
aids to management in the modern days.
Research into and investigation of the
defects and sources of leakages and weak-
nesses as revealed by the useful reports
and comparative statements of key figures
submitted to the member-firms are sure to
spotlight concealed weakness, and thereby
would result in improvement of better
working and management of a business
and consequent (a) profitability on the
capital invested, so far as the investors are
concerned, and (b) reduction in the sale

prices so far as the consumers are
concerned.
Thus, all-round satisfaction, which is

one of the aims of a business venture,
will undoubtedly be ensured by the intro-
duction of this technique. The IFC system
should be introduced, where necessary,
in the most scientific way, as in the USA
and Western countries, to ensure efficiency
and success in business enterprises.



In the face of India’s growing population, productivity

is the “key to survival,’ and the approach to it has to be
“many-pronged,” says the Deputy Chairman of the Planning
Commission who makes a vigorous plea here for concerted
efforts to bring about a “far-reaching, technological, social,
and cultural transformation within the next 10 or 15 years.”

Asoka Mehta

Productivity,
the Key to
Survival

RODUCTIVITY, it has been often said, is

the key to progress or prosperity. I think
in India it is something more: Producti-
vity is the key to survival. Where popula-
tion is growing and resources are limited,
it is really the meaningful deployment of
resources and it is an appropriate combination

of the factors of production that can give us
the ability to survive and progress.

If we study the history of civilisations
— Professor Toynbee has listed about 20
civilisations, of which 17 have disappeared—
we shall find that many of these civilisations
disappeared because they were just unable
to maintain production. Perhaps, the
concept of productivity was not known to
them. But unless one constantly tries
to expand production, there s always
the danger of production dwindling and
disappearing. 1t is not that through stationary
production we can remain where we are.
Like the Red Queen in Alice in Wonderland
we have to run faster and faster even to
stay at the same spot. If we try to remain
at the same spot, we will fall back and that
is really the morphology of civilisations
and cultures. The price of survival is to
move forward and this makes the concept
of productivity central and crucial.

Perhaps, it was no accident that one of the
things that Lenin did, almost on the morrow
of his seizure of power, was to get a book
on Taylorism translated into Russian.
Whatever one may now think of Taylor’s
practices—crude and outdated as they may
be—it js significant that in 1918, even before
they had made an impact in the USA, Lenin
was shrewd enough to recognise the need
for productivity as an integral part of the
process of revolutionary transformation.

In more developed countries, particularly
in the USA, the productive efforts are
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Sri Asoka Mehta inaugurating the conference of LPCs and
Productivity Personnel at New Delhi, on July 28

homogeneous to an enormous extent. But, in
a country like India, levels of production
are different and the heterogeneous elements
are far too great. I believe that in a some-
what homogeneous economy—and no eco-
nomy can be wholly homogeneous—the
study of productivity is simpler. But in
a society where different sets of characteris-
tics are operating simultancously, the
position is more difficult. Technologically,
we are operating at different levels and con-
stantly we have to raise these levels of
techniques. What is the meaning of producti-
vity except that on the escalator ~we are
constantly moving up all the time? In the
Indian situation the approach to producti-
vity becomes much more difficult; it has to
be many-pronged and has to have a sense
of orchestration. This is far beyond what
the productivity experts are called upon to
do in highly developed countries.

I was, therefore, interested in the ideas put
forward by Dr Lokanathan at the LPC
Conference with reference to small-scale
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inc_lustries. In India, we are
being constantly called upon
to make various choices—

firstly, to decide on the
investment priorities, and,
secondly, to choose the

appropriate technology to be
adopted. These choices must
ultimately be related to
improved productivity, other-
wise they are irrational
choices. Investment priorities
ultimately are determined by
the obvious constraints from
which we suffer. The most
important  constraint—one
that we can forget only at
our peril—is that imposed
upon us by a shortage of
foreign exchange. The other
constraint is the availability
of capital, and the third is
the abundance of labour.
These are the three const-
raints which determine our
investment priorities, and
they, in turn, decide our choice of techniques.

Technologically, we cannot live at one
level alone. We cannot say that a developed
country can live at a homogeneous zone of
technology, with a relatively high rating of
productivity, and India will live at another
homogenecus zone of technology with a
low productivity rating. If this is not possi-
ble, then how do we go about our work?

Many of us are familiar with what has
been happening in Japan. 1 have been
going through some data on capital intensity
and wage levels in Japanese industry in

... traditional agriculture has very
definite limits of productivity,
and at many places these

ltmits have been reached. ..
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relation to the size of plants. The Japanese
experience would suggest that there is a
certain optimum plant size where the pro-
ductivity of capital is the highest though
the wages are comparatively low, But
where one of the scarce resources is capital,
we have to take large masses of
people from a low level of productivity
to a somewhat higher level, step by
step. The process is like moving along an
escalator, and there is no hope of jumping
from one level to the other.  Thisis where
I would very much welcome the close
cooperation and friendly advice from the
members of the Producttvity Councils at the
various levels. The important thing is to
identify the areas in which we could achieve
maximum productivity of capital—which,
as I said, is a scarce resource in India—its
implications for total output, employment,
and wages.

Farm Output

. Dr Lokanathan has referred to NPC’s inten-
tion(see pages 503to 507) of taking interest in
agricultural production,and studying the prob-
lem of agricultural productivity. T think this
decision has been taken at the right time. ltis
now being realised that increased agricultural
production and improvements in agricul-
tural productivity are directly related to the
industrial inputs that we are able to provide.
For instance, if we achieve or surpass the
targets of fertiliser production, we shall
simultaneously have to increase the willingness
of the agriculturists to use these fertilisers.
The same isthe case with pesticides, powerand
irrigation facilities. There is ancther area
where a lot remains to be done—the use
of power tillers and tractors. At a recent
meeting of Development Commissioners and
Directors of Agriculture from different States,
there was a proposal for an ambitious pro-
gramme of soil conservation to be carried
out in the next few years. But this would
require us to make available the right kind
of machinery.

Agriculture can no longer be thought of in
traditional terms. Traditional agriculture

KEY TO SURVIVAL

has very definite limits of productivity,
and at many places these limits have been
reached, Higher agricultural productivity
must be secured through a technological revo-
lution and this will involve a far-reaching
socio-cultural transformation. We cannot
increase agricultural productivity on a
continuous basis, unless we bring about
the technological revolution. We cannot
put through this technological revolution in
agriculture, unless socio-cultural  trans-
formation takes place. That is why I said
recently that it is wrong to demand that the
community development movement should
concentrate exclusively on agriculture, It
cannot, because of the whole process in
which we are engaged. If one is thinking
in terms of a specific time span—I1{} to 15
years in which limited targets are to be
achieved—that is a different matter. During
the first 10 to 12 years of planning we were
able to take advantage of the natural slack
that existed in the traditional economy.
There is still a certain amount of slack which
we have to make constant efforts to remove.
But our future growth depends upon a more
basic and fundamental transformation, It is
from this point of view that the next 10 to
15 years become years of fundamental and
crucial transformation.

We are seated nearthe dynamo from which
a new force has to be generated and diffu-
sed throughout the economy. This reminds
me of the play of Gurudev Tagore. Tusher
Desh, wherein the citizens had lost their vita-
lity and elan, and their capacity to respond to
the rythm of life. And then a magic flute was
played, and the vitality flowed back. What
we need today is a similar transformation
so that the vitality may surge back into our
lives, and the people can move forward in
the most creative manner. In this context
it is a point to consider whether the people
in the productivity movement feel a sense of
Joy, pride, and responsibility in bringing
about this transformation. 1f they do, they
have a tremendous history-making role to
play which, through their own efforts, they
have deserved to assume.



Above: Sri Asoka Mehia, Deputy
Chairman, Planning Commission,
who inaugurated the Conference
of LPCs at New Delhi on
July 28, entering the Conference
Room with the Chairman of NPC,
Dr PS Lokanathan. Right: Sri
Asoka Mehta being received by
Sri NK Bhojwani, NPC Executive
Director
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A view of the delepates who
included representatives of LPCs.
trade and industry asseciations,
professional  organisations. trade
unions, training and research insti-
tutions, and industrial managenent
consultants, besides observers from
State Governments, and US-AID
and other foreign agencies connected
with NPC

ABOVE:  Dr Lokanathaw and Sri
Bhojwani «ar the meeting of the
General Council of NPC at Indiu
International Centre on July 27,
BELOW: Two members of the
Council.  Sri Bharat Ram  and
Sei NK Rrishnan, intently listening
(o the discussion on NPC activities




The conference of productivity personnel splic itself into  four groups and discussed a
munber of  problems bearing on productivity. ABOVE: Left 1o right, Dr AK Gupla,
Dr SC Sen (Chairmany, Sri M Gopal Rao (Secretary), and Sri GK Nayar (Rapporteur).
of the group which diseussed the evaluation of productivity programmes. BELOW: Sri MS
Dighe, Chairman (centre), Svi RN Warriar, Secretary (left), and Kumari Ena Chaudhuri.
Rapportewr. of the group which discussed the mechanics of co-ordination.

and means
of collaboration. in productiviry activities.




The Chairman of the National Productivity Council

here outlines the task ahead of the orgamisation,

and makes a pointed reference to the urgent need for
doing something, in a “small but significant™ way, in the

ELCOMING the Ali-India  Conference
of Local Productivity Councils and
Productivity Personnel, held at New Delhi
on July 28, 1964, Dr PS Lokanathan,
Chairman of NPC, outlined new programmes
designed to carry productivity into the very
heart of industry through organisation of
Industry-wise Productivity Councils, Pro-
ductivity Cells, etc.; mobilisation of the
services of management consultants;
establishment of research facilities within the
NPC; astudyinsome depth of the basic causes
of low productivity in India’s major industry,
viz,, agriculture and the capacity of the large
institutional and bureaucratic set-up to
upgrade agricultural productivity, which now
holds up a massive advance on the economic
front. Above all, an attempt will be made in
the coming years to integrate productivity into
the general development policy of the State,
and to so organise the productivity movement
that productivity works as an effective lever
to raise the growth-rate of Indian Economy.

Since its establishment in 1958, NPC has
sought to make as deep an impact as possible
upon the industrial sector in India, and we
can, without undue modesty, claim a fair
measure of success. It is evidenced by the
fact that productivity is almost everywhere
tatked of and practically in every context
whether it is municipal, Government, hospital
administration, or education. In the field
of industry, there is not a single section which

field of agricultural productivity.

PS Lokanathan

A New Deal

for
Productivity

has not been exposed in one way or another
to the productivity programmes organised
by NPC. The fact that during the last six
years more than 1,000 training programmes
have been organised and 17,000 persons have

‘participated in these training programmes,

not to mention over 33,000 persons who have
participated in our seminars and conferences,
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is enough to show the widespread inferest
which productivity has created in the country,
These programmes have been conducted n
every State in India, and the participants
belong to different levels of management and
workers. The progress achieved is by no
means insignificant,

This is not to say that we are wholly
satisfied with our achievements, nor can we
afford to rest on our oars, On the contrary,
we are aware of the limitations of our work
and of the large areas which are calling out
to be covered. 1 think, there is danger that
unless we deliberately move forward the
productivity movement may continue to
operate in narrow grooves. There is also the
danger of measuring the usefulness of our
work by the number of training programmes
and the number of seminars and conferences,
the number of fellows we send abroad, the
number of in-country teams which we send
round, without our constantly examining
whether we are not sacrificing quality to
quantity and whether the results are commen-
surate with the efforts. There is further a
danger of regarding techniques and methods
as ends in themselves, and as substitutes for
the economic growth which is our goal.
Techniques and methods are only tools.

The Approach

What is needed is rather a deep study
of the problems of each industry, and
see why costs are high while produectivity and
efficiency are so low. Qur approach should,
therefore, become increasingly problem-
oriented. Different problems will need
different techniques and different solutions.
Hence it is necessary from time to time to
examine whether the work of NPC is organis-
ed along scund lines; whether there is need
and room for change and, if so, in what
direction; whether NPC is fully abreast of the
technological, social, economic and other
changes that are taking place in the country
and elsewhere; and whether it is able to adapt
itself to the needs of the changing situation,

We must review our work seriously and
see in what directions improvements are to

A NEW DEAL

The Secret of
Russia’s High
Productivity

The preparation, publication and
dissemination of scientific and technical
information are considered of such major
importance in the USSR, that they are
the direct concern of the USSR State
Committee for the Coordination of
Scientific Research. A study of this
aspect of Russian economy is contained
in a report of a delegation which visited
Moscow and Leningrad as part of the
Anglo-Soviet agreement on cultural
exchanges,

The report covers a sample of the whole
of the Soviet technical information ser-
vice, and discusses the relevance of the
Soviet Unjon’s experience to the needs of
Britain. A valunablelesson to which the re-
port draws attention is the close relation-
ship which exists in the USSR between
economic planning and the application of
science to industrial development and
production, coupled with the insistence
on a nefwork of technical information
services reaching all levels of industry.

A measure of the importance which
Russia attaches to the dissemination of
technical information is shown by the
fact that 60,000 people are employed
in 84 all-union and central information
establishments, 94 central technical in-
formation bureaux of the Regional
Councils of the National Economy
(Sovnarkhozy), 4,000 technical informa-
tion bureaux, 3,000 technical offices,
and 16,000 technical libraries.

be made. Experience all the world over has
shown that it is not so much the material
inputs that have brought about rapid rates
of growth of the economies of the developed
countries, but rather immaterial inputs and
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investments in what may broadly be called
education and research. The attitudes and
motivations of workers as well as of top
management are more significant te producti-
vity than formal training in techniques and
methods. It is now recognised that the
most effective techniques are useless if
management is not up to the mark and if it is
not attuned to productivity. The mentality
of the management rather than the size of the
units is the basic factor affecting productivity.
It is thus obvious that NPC cannot divest
itself of its functions in the field of manage-
ment development and management attitudes.
It is not enough if new techniques and pro-
cesses are evolved. It is much more important
that we should know how new techniques
and processes can be usefully introduced
and how to motivate industry, trade, and
agriculture to the guick adaptation of these
advanced methods and techniques. Hence
more and more attention should be given
to evolving processes which would be most
effective to introduction of desirable changes.

The problem is not te give training
in technical andcommercial fields—although
that is important—but in organisational and
attitudinal adjustments. We have in our
country some industrial units which are now
sold to the idea of productivity, but there still
remains a very large percentage of businesses
which are yet to be exposed to management
productivity. We should ask ourselves whe-
ther we should not devise new and more effec-
tive appreaches to this problem, and whether

.. . productivity movement in
India should be more broad-

based . . . the country should
recognise that productivity is
the major factor affecting

economic growth . . .
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better results could be secured by meetings,
discussion groups, and reaching firms indivi-
duaily and demonstrating to them the results
of our productivity methods. It is because
of this I feel that the time has come when
NPC should take special pains to stimulate
industries to establish their own productivity
committees or industrial engineering units
or productivity cells or whatever we may call
them. For, not until each unit is permeated
with the philosophy and goespel of producti-
vity can our movement succeed.

We have so far carried on our produetivity
activities in a functional wayv by organising
training programmes to suit the requirements
of different levels of management both
through general and specialist programmes,
Only recently have we experimented with the
idea of dealing specially with the productivity
problems in two selected industries. namely,
sugar and textiles. This burden cannot be
carried by NPC all the time. Problems of
productivity in each industry must be studied
by the industry itself and hence the time is
opportune for each major industry to establish
its own productivity council which will work
in close collaboration both with NPC and
LPCs. From all that | have heard, the idea
is acceptable to industry and we may expect
some industrial productivity councils to be
established in the coming years.

In ali this activity, we must bring together
all individuals and organisations concerned
with promoting productivity, and mobilise
their talents and resources in serving the
productivity movement. We must also estab-
lish some arrangements by which the indust-
rial and management consultants, whose
number is steadily growing, may assist in
supplementing the etforts of NPC and LPCs
in the service to industry. The Productivity
Survey and Implementation Service, which
we organised in 1963, has met with such a
response that we literally are unable to cope
with the demands. We are also aware that
these demands can be met equally efficiently
by the industrial and management consul-
tants, if only they and the industrial units
are brought into touch with each other.
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Indian induestry has been taking advantape
of management consuitancy, which has
developed as an important service to industry
in recent years. It is time that we think of
the methods by which not only larger firms,
but also middle and sometimes even small
firms, may take advantage of the management
consultancy service. We might examine
closely how to associate management con-
sultants in LPC activities, and how to provide
management consultancy services to  as
many indusirial units as possible.  We
may also have to develop a special training
programme for management consultancy,
as has been developed in certain other centres
to enable the consultants to render the kind
of service appropriate to small industries in
particular.

Forum for Cooperation

NPC occupies a very special position
among the organisations which have, directly
or indirectly, the promotion of productivity
as their real objective. Management organi-
sations, industrial and management consul-
tancy firms, various professional bodies and
many others are doing an excellent job in the
productivity ficld. But NPC enjoys this great
advantage of being, like the 11O, a tripartite
organisation (of course, on a national scale)
composed of trade union representatives,
management representatives and the Govern-
ment and other neutral persons. Hence in
every country in the world it is the national
productivity centre that has become the
mecting point, and provides the forum for
cooperation. All are brought together to
work in collaboration with these national
productivity centres. Special measures have
been adopted to enable small and medium
firms to have recourse to consultancy services.

In Denmark, the home of small and
medium-size industries, the emphasis is on
improving the efficiency of small firms.
There is a consultancy law in Denmark which
provides for the setting up of advisory services
which are corganised by various industrial
organisations, and the Government meets
half the cost of such services. Another

A NEW DEAL

interesting development in Denmark is
that trade unions themselves have established
productivity centres. This is also the case in
France. These trade unions and labour pro-
ductivity centres provide educational facilities
for managers, shopkeepers and trade union
representatives. Both in Denmark and France
management education is organised by pro-
ductivity centres.  Trade union productivity
centres have progressed fast in France.
These centres engage themselves in matters
relating to safety conditions, noise, fatigue,
etc., in addition to activities in promoting
industrial relations. 1t may be of interest
to know that the employers have, in several
instances, requested trade union productivity
centres to carry out research and analyse
the factors which are responsible for the
low productivity in their plants and make
recommendations.

Of late there has been growing comment
upon the failure of NPC and LPCs to make a
contribution to the growth of productivity
in the field of agriculture, which is the major
industry of the country. Some pointed
criticism of this position was made at the
last session of Parliament. It is not that we
of the NPC are unmindful of the need to
bring the productivity movement into the
field of agriculture. Some years ago, the
late Sri Govind Vallabh Pant when inaugurat-
ing the annual meeting of the NPC made a
pointed reference to the failure of NPC in
not having done anything to promote produc-
tivity in agriculture, and urged that we do
try to make some contribution to it. Since
then we have been giving constant and earnest
consideration to this matter. 1f our response
has been tardy, it is not because our intentions
are feeble or our understanding of the impor-
tance of agricultural productivity is poor,
but rather because of a combination of two
circumstances. In the first place, the problem
of agricultural productivity is too complex
and too difficult for the exiguous resources of
the NPC to make any real impression.
Frankly, wearenot too well-equipped for the
immense responsibility which would fall upon
us if we were to attempt the task. But the
second circumstance has been equally decisive,
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In the field of agricultural productivity,
several agencies are already at work in one
way or another. The entire community
development programmes have been designed
to undertake this task. We now have the
Panchayat Raj entrusted with similar
responsibilities.

Nevertheless, we feel that the time has
come for NPC to enter this field in a small
but significant way. But our immediate
task is to find out after carefully studying all
the activities in this field, the nature of the
need and the scope for further work in pro-
ductivity which we of the NPC and of LPCs
can usefully undertake. We shall have to
know what gaps, if any, exist in the various
programmes already organised by the com-
munity development organisation and
whether NPC can find a special niche in the
machinery for promoting agricultural pro-
ductivity. Towards this end, we propose to
establish a working group of WPC which
will consult individuals and organisations
conversant with agricultural problems, make
a good study, and present a report on the
need and extent to which the NPC can supple-
ment existing efforts. There is no use of
rushing into the matter without making sure
not only that there are problems needing
attention, but that we of NPC are qualified
and have the resources to deal with them,

Behavioural Studies

One of the reasons why agricultural
productivity is low in our country is the slow

response of the farmer to the adoption or

improved methods of cultivation, use
of improved seeds and fertilisers, and use
of irrigation water. This needs patient
inquiry, particularly into the techniques for
bringing about changes in the farmers’ atti-
tudes and responses to these most essential
adjustments,

In this connexion I may point out
that the NCAER’s study of factors
affecting fertiliser consumption has thrown
interesting light upon the relationship between
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the positive, progressive and achievement
oriented persons and the level and extent
of fertiliser users, irrespective of the size of the
farms or the financial capacity. For that,
we need to know the farmers’ motivations
and beliefs and their system of valuation. Thus
behavioural studies willdo a lot of good, but
so far little has been done in this regard.
Perhaps, the NPC can do some useful work
in this direction. I am convinced that
the minimum that we should aim at is a study
of the subject in some depth.

Productivity Policy

I think that the productivity movement in
India should be more broad-based, and that
NPC should understand more clearly its own
rele in the rapid development of the Indian
economy and the areas where it can make a
serious contribution. It should keep clesely in
touch with all activities designed to bring
about rapid economic development without
sacrificing, however, its own technical work.
The country should recognise that producti-
vity is the major factor affecting economic
growth and, therefore, NPCshould be involved
i one way or the other with the national
efforts in promoting development. While it
should not be the function of the NPC to
attempt to do everything by itself, (indeed, it
would not be practicable), it should maintain
close relationship with all agencies and organi-
sations which, in some way or the other,
contribute to rapid development.

Productivity policy is a part of general
development policy. We should, therefore,
concern ourselves not only with productivity
problems in industry, but  also with the effi-
ciency and improvement of administrative and
Government machinery, with the function-
ing of Government departments including
public utility services, because if productivity
means anything, it means that existing and
available resources can be much more
effectively utilised than has been the case
so far, and there is vast scope for reducing
costs all round and for increasing national
output,



Cement continues to be in very short supply throughout

India owing to the more rapidly increasing demand,

and the slower rate of growth of the industry. A Study Group
of NPC has examined the factors affecting cement
productivity, and suggested measures not only to reduce
manufacturing costs, but also to pave the way for the growth

of the industry on rational lines.

NPC Xray
of Cement
Industry

THE introduction of SQC, mechanisation in

the quarries wherever feasible, improve-
ment of working conditions, and provision
of social incentives, are among the 39 re-
commendations of the NPC Study Group? to

1 The Productivity Study Group on the Cement
Tndustry was appointed by NPCon Sept. 6, 1961,
with Mr RV Raman, Joint Secretary, Ministry of
Steel and Heavy Industries, Government of India,
as Chairman,

increase productivity in the cement industry.
This Study Group was appointed, along with
four other Study Groups, to Xray the factors
affecting the productivity of cement industry.

The Group made an intensive study of all
aspects of the industry, and has suggested
measures that will lead to reduction in manu-
facturing cost, increase in productivity, and
pave the way for the growth of the industry
on more rational lines. Very particularly,
it has come to the conclusion that, even
while using the existing machinery and raw
materials, cement productivity can be
increased by SQC.

The raw materials used in cement industry
are extremely variable in their quality, and
further variability is introduced as a result
of various makings and machine operations,
conditions of temperature, etc. However,
with the help of the SQC technique, a con-
stant cause system can be discerned in the
pattern of production, and if any preduction
process goes out of control, plant engineers,
chemists, and other concerned technologists
can easily locate the causes. Costs will thus
be reduced and productivity increased by
hunting for trouble only when there is a real
trouble, and allowing the system to work
undisturbed when there is no real trouble.

SQC, based on the theory of probability,
is simple in operation and can be easily
understood and applied by plant management,
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The upper and the lower limits of the charts
will show the process capability of the plants,
and if these limits do not satisfy the specifi-
cations, some basic changes are to be made by
the technicians. Though it is a fact that
without the help of the SQC method techni-
cians have been making improvements by
experience, only by the help of this method
are the technicians guarded against being
alarmed at the variations due to chance
causes and running here and there to trace
out the cause which in fact may be a normal
thing in that particular process,

SQC Charts

To begin with, SQC charts can be main-
tained for compressive strength, fineness,
initial setting time, final setting time, sound-
ness, sulphur trioxide content, and weight
of packed cement bags. These charts will
be helpful not only in maintaining and impro-
ving quality, but also in locating the sources
of defects and difficulties in the manufacturing
processes. To be on the safe side, there is
sometimes a tendency to over-fulfil the speci-
fications and standards set for the industry
by the Indian Standards Institution. This
will no longer be necessary if control charts
are maintained, and productivity consistent
with desired quality can thus be increased.

It may alse be useful to maintain SQC
charts at the clinker and slurry stages. Under-
burnt clinker is high in free lime and is lighter
in weight, whereas over-burnt clinker is
heavier and hard to grind, and both give lower
strength to cement. It is well known that the
percentage of free lime present is correlated
with the weight of clinker. Optimum litre
weights and control limits in the case of each
factory can, therefore, be found and the
requisite degree of burning can be maintained
efficiently. The uniformity of slurry in the
wet process, or raw meal in the dry process,
can also be maintained with the help of a
control chart especially in regard to fineness
of the slurry, calcium carbonate content,
and moisture in the slurry.

Both on the part of the management, and
also on the part of the labour unions, there

509

appears to be a growing realisation that
maintenance of good relationship is in their
mutual interest. Training courses conducted
by the Productivity Councils at various levels,
specially in the local languages, have contri-
buted to substantial improvement of labour-
management relations, However, a few of
the factories visited by the Plant Study Sub-
Committee of the Study Group, complained
about the unsatisfactory state of labour rela-
tions. This may point to greater nced for
worker-oriented training courses.

Absenteeism in the cement industry varies
from 10 per cent to 15 per cent. The Study
Group has drawn pointed attention to the
increase in absenteeism consequent on the
implementation of the ESI (Medical) scheme
in most cement factories. Under the ESI
regulations, if a worker “is given leave
only for two days, he will not be entitled for
the wages contributed by ESI. Hence, the
tendency for a worker is to take at least one
week’s leave.” Further, according to the
current practice, “a worker need not report
of his sickness to the management.”

So, certain provisions in the ESI Act
(like 56 days’ leave with full wages) appear to
have contributed, in the opinion of the Study
Group, to the increase in absenteeism.

The Plant Study Sub-Committee of the
Study Group visited most of the cement
factories and found that while amenities like
rest-sheds, canteens, hospitals, and coopera-
tive societies, had been provided, the working
conditions cannot in general be said to be
satisfactory. Productivity is bound to in-
crease with an improvement in the working
conditions.

Incentive System

It is apparent that any steps taken to
increase productivity will always interest the
industrialists, because higher productivity
means more goods produced at the same cost,
or the same amocunt of goods produced at
lower cost. In either case “only rhe indust-
rialists seem to benefit. Under such conditions
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..social incentives, like
honouring distinguished workers
with titles, receptions, displaying
their photographs, and allotting
them better type of quarters,
can be tried to increase

productivity. . .

why should the worker take part in raising
productivity 7 In this context, the Group
has suggested linking wages to productivity.

While the consensus among the representa-
tives of the various cement factories was that
the incentive system might increase producti-
vity, it is feared that it would not be possible
to introduce the incentive system in all the
departments of a cement factory except (as
is actually the case in almost all cement facto-
ries) in the manually-operated limestone
guarries and the packing section, In one or
two factories a kind of incentive system was
tried by giving extra remuneration for higher
production to some of the employees. This
had created ill-feelings among those workers
who were not benefited by the incentive system,
Shri Digvijay Cement Works reported that
maintenance was neglected after introducing
the incentive systen, and that as a result they
had to abolish it. Ewven in the manually-
operated limestone quarries and the packing
departments, the system is mnot working
successfully because the workers are afraid
to give more output owing to their fear that
the minimum workload may be increased
afterwards on the basis of higher output,

CEMENT INDUSTRY

The Group has suggested that efforts may
be made to dispel such fears from the minds
of the workers.

The Group has drawn attention to the
Dalmia Cement (Bharat) incentive scheme, by
linking annual bonus to production: this
has helped it to increase output. The
Labour Appellate Tribunal formula gave rise
to controversies as regards the quantum to
be provided for prior charges such as depre-
ciation, rehabilitation, taxation, dividend on
crdinary shares, and dividend for working
capital. After protracted negotiations with
the union, it was agreed in 1961 that as the
profits ot the company inter-alia depended
upon production, relating bonus to the level
of production would afford a simpler and more
expedient method of determining the benus
to be paid in the future years. The parties
accordingly decided that for the pericd 1962-
65 the bonus would be determined on the
basis of clinker output. The position, how-
ever, would be reviewed from time to time.

The clinker production for 1952 was
known on Jan, 1, 1963, and as per ths above
formula the bonus payable was immeadiately
calculated and actually paid within 10 days!
And there was no need for any negotiation,
conciliation, or adjudication. The workers are
now evincing a keen interest in the
monthly production of clinker, and are
making every effort to see that -elining
of the kilns is done in the shortest possible
time so that the kilns may be stopped
for the least number of days. A master
notice board gives monthly clinker production.
In short, the bonus agreement has motivated
them to such an extent that if they find any
laxity either on the workers side or on the
management side, they promptly take it up.
The monthly production committee meetings
at which both labour and management are
represented are helping to selve problems
and establishing better relations: in fact any
one attending these meetings would find that
partictpation in management is in this case a
reality. The Group has suggested this arrange-
ment for consideration by cement factories.



CEMENT INDUSTRY IN PICTURES

Cement has come to be regarded as a key

material for India’s economic growth. It

has a vital role to play in development

projects and other nation-building activi-

ties, and no small efforts are being made
to increase its output.

Photographs published on
this page and the next onc
illustrate various stages of
cement production, The four
on the Lef: (top to bottom)
show---Overhead crane feed-
ing the raw material hopper;
A view of the table feeder:
A view of the slurry eleva-
tor, slurry silos, and slurry
hasin: and Clinker in Folax
Cooler; and the three on
the Right (top to botlom)
- Clinker  storage  hall
and the overhead crane; A
view of the Central Work-
sh and The Sl Mill, P et 10 b pan i f




TESTING
OF

CEMENT

Top left: Testing the fineness of cement with sieve; Right: Examination
of the tensile strength of cement.

Bottom left: Making moulds for determination of setting time of
cement; Right: Preparation of different brick mixtures.

There are three articles relaiing 1o the cemenr industry in India, and these
appear on pages 465-466, 467-476, and 508-513.
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Monetary benefits need not be the only
incentive to the workers. Social incentives,
like honouring distingnished workers with
titles, receptions, displaying their photographs,
and allotting them better type of quarters can
also be tried,

The Study Group has further recommen-
ded the introduction and improvement of
preventive maintenance schedules in all the
cement factories. Machinery in the cement
industry is 10 to 15 years old; the output is,
therefore, much below the rated average.
A programme of rehabilitation of such
machinery should be pushed through as
quickly as possible, with Government assis-
tance, so that productivity of these units may
increase. Wherever feasible, mechanisation
should be introduced in the quarries.

The Group has drawn attention to a loss
of as much as eight per cent (in 1961) in the
output of cement factories (excluding ACC)
due to shortage of essential spare parts. It
is suggested that a list of such spare parts
may be prepared, and foreign exchange allo-
cation provided. The Group has also sugges-
ted the standardisation of machinery, includ-
ing physical dimensions, and design. The
size of kilns, for instance, should be restricted
to 350/600 tonnes capacities. For the next
five years or so, the optimum size of a cement
plant should be of 1,800 tonnes per day
capacity. Some Government Depariments
like the Directorate General and Technical
Development might examine the proposal to
standardise other machinery utits like crush-
ers, saw mills, cement mills, and coal mills.

Raw material deposit  (limeshell) of
Travancore Cements 1s expected to last for

Efficiency . . .

All office designers agree that a clean
desk sugygests efficiency, and they outdo
themselves to preserve the uncluttered
look.—ELAINE KENDALL in The New
York Times Magazine.
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10 years only. The Fisheries Department
of the Government of Kerala may be
requested to start research on limeshell
culture, to ensure a continuous supply of this
valuable raw material. The majority of
our known deposits are not of high quality,
and until better quality deposits are dis-
covered floatation plants also may be in-
stalledas a long-term measure. The use of the
blast furnace slag fly ash and burnt clay could
increase the availability of cementing mate-
rials particularly from the factories having
low reserves of limestone.

Attention has been drawn to the fact that
factories of recent origin have lower man-
hours per tonne of cement when compared
to older plants, due to the adoption of the
latest techniques of plant lay-out and
materials handling.

Power Consumption

Power consumption per tonne of cement
should not exceed 115-120 units in case of
factories having their own power generation
and electrification of quarry.

A few calcinator and dry process kilns are
collecting and feeding chimney dust. This
should be introduced also in wet process kilns,
unless factors like high alkali content come in
the way of utilisation of dust. The kilns
to be erected in future should have adequate
space between the back-end of the kiln and
exhaust fan to accommodate dust collecting
and feeding arrangement at a later date, if
necessary.

It is the considered opinion of the Study
Group that the labour cost of producing
cement, in terms of man-hours required for
making a ton of cement, is much higher than
the same in Japan and the West, and that in
terms of productivity the industry bears an
unnecessary cost on account of redundant
labour. The Group has suggested that the
industry be permitted to work off redundant
labour through natural wastage.



productivity
(broad

That increased productivity is crucial to stable growth has not only particular
relevance to the developing economy, which is more urgently concerned with
increasing its production at minimum cost, but is also true of advanced
countries. Presented in the following pages are sidelights on productivity not
only in the USA, UK, and France, but also in both Chira and Russia, besides
some new facts on training and industry in Chile, a country under development.

AMER]CA has never been so prosperous.
Every index of economic activity is
reaching record levels. The Gross National
Product is now the highest of any nation in
history. Although prices are steady, there is
more money in circulation than ever before.
Industrial production is 30 points up oun
1957-59, and retail trade eight per cent up on
last year. The level of personal incomes has
broken all records. On the eastern seaboard,
the three-car, two-house family is now a
common phenomenon, even among what we
would term the lower middle class. In
New York, you can see long queues of men
and women in evening dress lining up outside
night-clubs.

Corporation profits have increased by 22
per cent over 1963 —in many cases by 30
per cent or even 30 per cent. The tax-cut
alone has so far poured another $1, 500 million
into corporate profits ... Yet, on the Admi-
nistration’s own admission, one-fifth of the

America: “the
Sick Giant”

Paul Johnson

nation—nearly 40 million people—live below
the poverty line. Many economists and union
leaders would put this proportion at much
nearer two-fifths. Unemployment is higher
than in any other advanced industrial country.
The figures are more eloguent than words—
1948.49: 2.6 per cent; 1933-54: 3.9 per
cent: 1957-58: 5.0 per cent; and 1960-61: 5.3
per cent. Last year it stood at 6.1 per cent.
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Since the business boom got under way, the
figure has fallen slightly, but on the available
evidence it seems almost inevitable that it will
surge forward again when activity levels out—
perhaps to a figure of seven per cent or more.
“If present trends continue, we must face up
to 10 per cent unemployment™, one union
leader said.

The cause of this rising unemployment
is, of course, America’s slow growth-
rate—itself the product of a decade of
Eisenhower rule. The rate slipped from an
average of four per cent in the years 1947-57
to 2.9 per cent in the last six years, meaning
that the economy is creating an average
of only 175,000 new jobs a year, instead of
700,000.

Progress of Automation

But an increasingly important factor is
the progress of automation, which is now
beginning to disturb even Capitol Hill. The
final report of the special Senate Sub-
Committee on Employment and Manpower,
published in April, warned that the “scientific
and technological revolution has shaken our
social and economic foundations to the
roots.”

We, in Britain, accustomed to the slow
erosion of economic forces in such areas as
Scotland and the North-East, can have no
conception of the speed and devastation
wrought in America by technical change.
The vast Chicago stockyards, once one of the
horrer-sights of America, have become in
the last decade a desolate husk, black and
smouldering with the wreckers’ fires. Ten
years ago, 30,000 men worked here; now only
a handful. What happened to these men?
Nobody knows,

In agriculture, ruin has been catastrophic.
No industry has increased its producti-
vity faster since the war—by 135 per cent in
15 years. But during this period over 40
per cent of its workers were eliminated.
The machines have moved in—huge, shudder-
ing monsters, some of them bigger than a
house, which not only pick the cotion but
process it and bale it, not only seize the fruit

515

and vegetable delicately from the earth, but
sort and can them in the fields . . . This year, a
new machine for picking asparagus; next
year—they hope—for strawberries. Many of
the labourers ‘released’ by these advances
never find another job. Semi-skilled at best,
their talent, such as it is, lies exclusively
within the agricultural sphere. Though
agriculture is an extreme case, the same
principie operates throughout industry: auto-
mation eliminates precisely those who are
least able to find any alternative employment.

The greatest weakness in the American
economic structure is the absence of a nation-
wide system to train or retrain such people.
Washington is at last making efforts to fill
this gap; but in doing so officials are dis-
covering a more fundamental weakness in
the compulsory education system itself. It
is easy to find many young men of 25 or
over who have never held a regular job
of any kind since leaving school a decade
before. Among young men of 18 or 19,
the unemployment rate is well over twice
as high as among the labour force as a
whele; and among men of 20-25 it is nearly
twice as high. A good many of these spend
their entire [ives without regular employment,
and their children are, as likely as not,
doomed to the same fate. There is a pheno-
menon in America which, outside parts of
southern Italy, is unique among advanced
nations: the third generation unemployed.

“Dante’s Inferno’’

These built-in weaknesses in the American
social and economic system have preduced a
Dante's Infernc of submerged classes, each
worse off and less protected than the last.
The Appalachian region, stretching over eight
States, contains what was once the greatest
virgin temperate forest in the world: huge
poplars, called Goliaths, 175 feet high and
often eight feet in girth, white oak, hickory,
beech, maple, basswood. and many others.
In the sub-soil are vast deposiis of coal and
other minerals.

These hills were settled by poor, often
criminal, English immigrants who, from first
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to last, have remained an undiluted rural
proletariat, exploited by outside interests
who invested little and carried all that they
extracted elsewhere, The trees were the first
to be ravished, hacked down for a dollar or
less apiece, or burnt by the acre to clear the
ground. Then came the Eastern speculators,
who persuaded the settlers to part with the
sub-soil rights for a few dollars. These deeds
were often signed by illiterate men in the mid-
19th century, long before the railways came
to make the coal exploitable. But they are
just as valid in 1964 as the day on which they
were signed, and permit huge, impersonal
mining companies to remove houses and
farming land, without compensation, in
order to get at the coal beneath.

World War I brought the railway system
to Appalachia, and with it a brief period—
less than a generation—of comparative pros-
perity. But deep-mining is now finished, as
uneconomic, and has been succeeded, in turn,
by strip-mining, which can only be described
as a crime against nature and mankind,
Huge machines chew off the outer integument
of the mountain, allowing shallow holes to be
pierced and the coal extracted. The economic
disadvantage is that only 20 per cent of the
deposits are within range of the operation,
and the remainder is, literally, locked in the
mountain for all eternity, for the strip-mine
holes preclude safe working by any methods.

Nor is this all. In the process, the forests
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Paper Productivity

Central Ministries, it is reported, have
weeded out a million files in the last
three years, but 3.3 million files still lie
on the shelf. The files would stretch to
30 miles if laid end to end. Together
with the records of all departments and
agencies, nearly 125 miles of shelves
would be needed to accommodate the
files, according to O & M Methods.
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AMERICA : “THE SICK GIANT”

are blasted, wild life dispersed; the topsoil
is scraped off, and hurled down the side
of the mountain: there, impregnated with
corrosive chemicals, it slides slowly down,
carrying with it yet more of the forest cover,
until it sags into the rivers and streams, killing
the fish and rendering the water undrinkable.
The natural drainage system of the country-
side, as well as the ecology, is upset, and the
area is now imperilled by savage, unpredic-
tabie winter floods. As for the human beings
who live there, they are conscripted by the
companies, work for non-union wages in
conditions which make enforcement of the
safety regulations difficult, and are then cast
aside like the debris of their hills,

New Phase

Harry Caudle, author of a remarkable
book describing their plight, Night Comes to
the Cumberlands, told me that he believes
that, within a decade, all except the aged
will have fled. And, indeed, why should
they remain? For here, unrestricted free
enterprise isengaged in the systematic destruc-
tion of a countryside—trees and fields, rivers
and fish, land and sub-soil, animals, birds,
men, women and children.

By massive increase in federal welfare
benefits and by the construction of federal
housing, hospitals, schools, city rapid-transit
systems, roads, and power networks, the
Administration cannot only eliminate the
worst features of American poverty bat,
by creating new reservoirs of consumer
purchasing-power, ensure a sustzined annual
growth-rate of 4 per cent to 5 per cent.
There is nothing wrong with America that
a sharp dose of socialist planning cannot
cure.

It is possible that America is entering an
entirely new and thoughtful phase in its histo-
rical development. For nearly quarter of a
century, its immense national energies have
been devoted almost exclusively to its new
responsibilities as the paramount power in
world affairs. The universal provider of aid,
the global policeman, the custodian of demo-
cracy, the arbiter of nuclear war—all these
tasks America has discharged, on the whole,
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with wisdom, generosity and success. But a
price had to be paid. In the effort to become
outward-looking, America has averted its
eyes from the need for change within its own
frontiers. Domestic problems have been
treated with palliatives or neglected alto-
gether. One consequence is poverty.

But Russia is turning aside from visions
of world conquest and devoting itself to ferti-
lisers and consumer goods. The world
is still a turbulent place, but American
policy-makers now realise that there is a
limit to their ability to reform it, and that
they must rest satisfied with an uneasy thermo-
nuclear peace. America is moving, not
s¢ much towards isolation, as towards self-
scrutiny, and in the process a number of
ancient shibboleths will be scrapped as
ruthlessly as last year's car.

Why Productiviiy
1s Stagnant
in UK

ORLD manufacturing trade as a whole

1s expanding—and at a much faster
rate. Whereas America, Germany, and
even France have managed to improve
their share of trade in manufactures, that
of Britain has fallen yet again, to below 14.5
per cent (at the end of the last Labour
Government it was 21.5 per cent).

The key to this progressive declension,
which is central to Britain’s economic
troubles, is her apparent inability to develop
a steady rise in productivity. After a brisk
spurt of some 16 per cent over the last three
years, productivity has remained stagnant
since January 1964. This suggests the
gloomy thought that the recent improve-
ment was due more to the re-cmployment
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of idle resources, especially labour, than
to technical progress.

Productivity depends in the last resort on
the willingness of managements to invest
shrewdly and with foresight, They are
unlikely to do this without some system
of incentives (and disincentives),

At present the levers with which
Mr Maudling operates the economy—chiefly
the Bank Rate and Purchase Tax—make no
distinction between ‘soft consumer’ indus-
tries and those which are vital to the export
trade, still less between go-ahead and
inefficient firms within each industry. FEven
on a regional basis, the blunt instruments
of Tory economics strike the rich and poor
alike. When Maudling increases the Bank
Rate to counter over-employment and wage-
inflation in the South, he automatically
cuts investment in Scotland and the North-
East, where there is still heavy unemploy-
ment. The most important contribution a
Labour Government can make to the well-
being of Britain's economy is to introduce
the principle of selectivity into the machi-
nery of economic control. This can partly
be done by positive fiscal inducements and
forfeits, by concessions to firms interested
in mechanisation and autemation, and
forfeits for the indifferent. It can be done
in the inefficient and labour-competitive
building industry, for example, by encourag-
ing firms both to form consortia to carry
out regional plans and to employ novel
techniques.

These are not abstract economic
arguments. They affect the living stan-
dards of British workers and their families.
Both the previous Tory “booms™ of 1955
and 1959 ended in three years of stagnation,
inevitably depriving the workers of potential
increases in real wages. If present trends
continue, it looks as if the Maudling “boom”
will follow the same pattern. The contrast
with Germany, where the unions are now
able to extract their share of productivity
rises. is striking. Last week-end. for inst-
ance. 3,500,000 German engineering workers
got an average 7.3 per cent wage increase,
a2 30 per cent increasc in holiday money,
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and 2 to 3 days of extra paid holidays a year.
This is only one example of the way in which
higher German productivity is raising living
standards. For the first time since before
the Reformation, the Germans now receive
higher wages and work shorter hours than
their British counterparts.—From  New
Statesman, July 3, 1964,

Productivity
Orientation of
French Economy

wo recent developments point afresh to the

difficulties besieging France's heavy equipment

industry, and show that serious atfempts are under
way to find a cure.

The Seociete des Forges et Ateliers du Creusot,
the industrial basis of the Schneider group, has
severely reduced manpower at its Saint-Etiefdne
factory, and transferred part of its production to
other factortes within the group. This follows close
on the announcement of the permanent closure by
L’ Alsacienne de  Constructions Mecaniques of its
Rhenameca botler works.

The progress achieved in France in recent vears
is owing to the development by individual firms of
their research and manufacturing facilities in isola-
tion. These were helped by the favourable econo-
mic climate of past years, which brought in orders,
and permitied the utilisation of industrial units and
manpower. But the recession which has made
itself felt in thc pust two years has drained order
books, and shown a chronic excess of capacity.
Now that the backlog of orders received before
1962 is becoming exhausted, French capital equip-
ment manufacturers are compelled to lay off man-
power, close factories, or reduce working hours.

Certain fitms, however, particularly Schneider
and L’Alsacienne. are using the period of recession
to carry out a thorough structural revision, and to
adapt themselves to the tougher technical and eco-
nomic conditions of international competition.
For the past 15 years, the Schneider group has been
implementing a series of rationalisation and specia-
lisation agreements entered into with French and
foreign undertakings, some of which it has itself
absorbed. It has added new products, such as light
machine tools and nuclear plant, to its traditional
range of heavy ecngineering products. Moreover,
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The Productivity
of the P. M.

“. .. the country’s chief executive will be
called upon to take decisions which will
please some and hurt others. ‘Hurt’ is
the word. It is an essential condition of
assuming and exercising power: you've
got to be ready to strike and injure forces
and men that are in your view enemies
of the people and the country,” —From
A Ditcher's Diary in Capital,

it has fortified its position on the French market
through agreements with former competitors in the
field of heavy engineering. Along with other firms
in the Schnetder group, the Sociere des Forges et
Atellers du Creusor has developed into a diversified
business capable of supplying the widest range of
equipment.

However, to translate this technical and commer-
cial reorgaanisation into financial returns and com-
petitive prices, reorganisation at industria! level is
needed. This process has now started with the dis-
memberment of the Saint-Etienne works. Besides
manufacturing heavy machine tools, this factory
produces compressors, which are being transferred
to one of the group’s Batignolles factories at Nantes,
which has similar products, Its Vannes boiler
factory will be amalgamated with the former mili-
tary boiler works at Chalon, together with those of
another company in the group. Schneider’s example
will soon be followed by other French groups in
this field.—From The Economist, May 2, 1964

Training 1n
Chile

Wolfgang Englander

TRAINING is an instruction process by which

knowledges, skills, or abilities and atti-
tudes are transmitted through appropriate
methods from one person to another or group
of others, all to an immediate and practical
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end. This end is, in general, a better
performance on job of the person or persons
receiving the training, in order to improve the
overall efficiency of the organisation in which
the trainees are working.

Through the transmission of knowledges,
abilities or skills, training produces 2zn
improvement in the capacity of people to do
a better job, and through the transmission
of adequate attitudes, we oblain an increase
in the desire or will to work., Mr Earl G
Planty. in his book Training Employees and
Managers. enumerates among the results of
training: increase in production, Improve-
ment of quality. waste-reduction, methods-
improvement, turnover and absenteeism
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implementation the Servicio de Cooperacion
Tecnical has rendered invaluable services.
The Servicio practically has worked on
all types of training, starting with supervisory
training, going through middle management
and specialists training, and now lately in
worker training. The work has been done by
the Servicio itself, in cooperation with private
enterprises, and together with the Chilean
Management Association.

Managers of industries felt that a basic
deficiency in their personnel was the weak-
ness of the supervisory force, which was
supposed to be the link between top manage-
ment and the workers. This weakness was not
so much in the field of technical knowledge,

This article by Wolfgang Englander explains what the Servicio de Cooperacion
Tecnica in Chile has accomplished in a decade in training in all fields of techmology

and of scientific management. It

also gives a

short description of the

institution, and of the training job that has heen done in respect of executives, middle
management specialists, supervisors, and workers.

reduction, decrease of grievances, and lessen-
ing of learning time.

In a developing country, training acquires
particular importance. The immediate action
that such a country can take to increase its
output of goods and services is to act on the
factor it has more on hand—its human
resources. A more skilled work force means
higher wages and salaries, which, in turn,
point to greater internal savings and forma-
tion of capital for future investments.

In Chile, a South American country, with
a population of eight million and an area of
740,000 sq. kms., industry is fast developing.
The main industries in Chile are the metallur-
gical. textiles, food, pulp and paper. wine.
Teather and tanning, and chemicals. Chile has
large deposits of coal and saltpeter, plenty
of hydro-electric power, and oil resources.
1t has a 10-year development plan, and in its

but in the field of their new duties as super-
visors, specially in human relations. There
was the idea that the supervisor was not a
good instructor, and that due to this, produc-
tion was not as good as it should have been.
Finally. the supervisor was not conscious of
his duty of method improvements or work
simplification, These were the main reasons
which the Servicio had in mind when it
started its first training programme in 1953
for supervisors. The first programmes were
experimental, and were conducted by Chilean
instructors, who had been trained by an
American expert. Later, as the training
programme gained acceptance, the Servicio

1 The Servicic was created as the Chilean Producti-
vity Institute following an agreement signed in 1952
by the Chilean Development Corporation with the
United States Operation Mission (Peint Four). In
1960, the agreement expired, the Mission withdrew
its support, and the Servicio became affiliated to the
Development Corporation.
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charged fees for the courses, enough to cover
the expenses.

Adaptation of TWI Course

Most of the courses given were an adapta-
tion of the TWI course developed in the USA.
It had three parts—Job Instruction, Methods
Improvement, and Human Relations—and
totalled 15 sessions of two hours each. Typical
of the course is the method, a type of planped
conference, with active participation of the
members. Al references to *class’, ‘teacher’,
‘student’, were carefully avoided, and,
instead, terms such as session or meeting,
instructor or conductor, participant or
member, were used. Each person had to
present a case in each of the three parts, to be
sure that he had learnt the subject. At the
end of the course, a certificate was given to
each member with acceptable participation.
Groups were always around 12 persons,
never over 15, so as to ensure maximum
participation,

During the years 1954-56 a great effort
was made to spread this type of training
throughout the country. By the end of 1956,
228 courses had been given to 2,408 super-
visors, coming from 128 companics. Later, as
the Servicio broadened its field of action,
supervisory training lost its intensity, and
some companies went on alone in this area
on the basis of the experience gained ffom the
courses conducted by the Servicio.

As the supervisory training did not try
to increase knowledge, we should review the
other two objectives of training, viz., changes
in behaviour in the learner and changes in
the organisation. These, of course, are most
difficult to evaluate. as there are no direct
indications of results. We have only one
systematic study conducted on the results
of training—a thesis prepared by a business
administration graduate who was guided by
the writer. In it, a careful research was made
in a small company after a training course
was given to all of its first line supervisors.
The results were: A great number of method

TRAINING IN CHILE

improvement proposals were made to manage-
ment, and there arose a great consciousness
of work simplification. On the other hand, the
‘human relations index’ went up from 35
per cent to 70 per cent, and if it did not go
higher, it was due to organisational changes
made by the company after the course,
which affected negatively the morale of the
people. In general, there were many
examples of work simplification proposals,
which produced thousands of dollars in
savings of materials or labour, or were able
to increase production of goods and services
from 10 per cent to 500 per cent.

Some time after starting supervisory
training, it was felt that this was not cnough.
This type of course could not be given to the
higher echelons of supervision, because these
managers asked for and needed a more
comprehensive approach. On the other hand,
these levels asked for training not only in
human relations and methods, but also in
costing, sales and industrial engineering.
Therefore, we started a type of training
directed to the area of department, division
and section heads, with broader content
but with similar methods to those used in
supervisory training.

Training Method

Most of the courses had between 10 and
20 sessions of two hours each, and were devot-
ed to one or more of the following subjects:
human relations, personnel administration,
cost accounting, production planning and
control, marketing and sales, methods im-
provement, wage and salary administration,
purchasing, quality control, training, hiring,
safety, etc. Instructors of these courses
were Chilean engineers specialised in one or
more of these areas.

The training method was similar to the one
used for supervisors—a planned conference
with discussion. cases and examples. accord-
ing to the subject. The number of partici-
pants was limited to 20, to ensure maximum
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participation in the discussion. This type of
course has been given since 1954.

Some of the courses listed above have
been conducted in foreign countries such as
Venezuela, Honduras and Ecuador. In total,
the Servicio has conducted 250 courses for
4,923 participants, which belonged to over
1,000 companies.

A third type of training which the Servicio
started in Chile was the preparation of
specialists in two basic ficlds: perseonnel
administration and industrial engineering.
Up to 1955, the personnel manager in private
companies had mostly an administrative job,
mainly in the area of records. services for
personnel, and union relations. but had
little knowledge on the more technical aspects
such as staffing, wages, and merit-rating. On
the other hand, practicaily there did not exist
industrial engineering specialists in Chilean
industry, and the production managers did
not use the modern techniques of this ficld.

In 1957, the Servicio started a compre-
hensive Personnel Management Training
Programme for personnel managers—a 200-
hour course covering basic aspects of person-
nel administration. In [958, it started a
special programme to preparc industrial
engineering specialists,

As a part of its development programme
for Chilean handicraft and small industry,
the Servicio is giving technical assistance in
the field of technology and administration. As
there are over 80,000 owners of small indust-
ries and artisans, having small shops, it is
impossible to give direct and individual
assistance to all of them. So, the Servicio has
started this year its first courses for owners of
small industries and handicraft shops.

Since 1960, the Servicio has engaged
itself in a completely new field of training, that
of preparation of specialised workers. in
that year the Chilean Government started
the Ten-Year National Plan for Economic
Development. The Servicio was given the
responsibility of preparing a programme
that would train enough skilled workers for
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the Chilean economy. The courses for the
preparation of new workers, called formation,
are given to young men who know nothing
about the trade that is being taught, while the
training of semi-skilled workers, called capa-
citation, is given to men who already have
some knowledge or experience in their trades,
but need more perfection in it. The former
take about three months with a full-time
programme of cight hours a day, and five
days a week, while the latter, though of same
duration, is held for two hours daily.

The general philosophy behind these
training programmes is the French concept
of accelerated manpower training, which tries
to give the maximum amount of experience
in the shortest time, and the theoretical know-
ledge strictly necessary to the fulfilment of
the job. The Servicio receives technical
assistance front a mission of the International
Labour Office, and financial assistance from
the Special Fund of the United Nations.
The skills in which training has been given
are . Construction trades: carpenters,
masons, plumbers, plasterers (in  gypsum,
stucco, and others), and electricians; 2.
Metallurgical trades: lathe operators, electri-
cal welding, and general mechanics; 3. Elect-
rical trades: high and low voltage operators;
4. Fishing trades; 5. Agricultural machines
repairing; and 6. Technological skills. The
methods employed are basically three, viz.,
centre-training, in-plant training, and train-
ing with public institutions,
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ICK  your step cat-carefully across a
~marble hall polished like glass into
a high, cool, creamy room where a long net
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filters the hot Peking sunlight. Green tea
in gold-rimmed white porcelain beakers,
chinoiserie in strategic places, a lacquer
screen 10 feet wide, and in front of it the
well-tailored figure of Marshal Chen Yi,
Foreign Minister, cutting the air with his
hands as he says: “Do not imagine that our
people do not know how to ear better and dress
better and live better than they do." The
Marshal ranges over China’s lamentably
low standard of living...

His China is both undeveloped and civi-
lised. much like (tf the Chinese will forgive
the phraser an aristocrat down on his luck.
There are inborn skills in Ching that other
undeveloped countries do not possess, and
a sense of discipline more often found in
highly industrialised countries, It is a disci-
pline that can mobilise the whole popula-
tion to kill flies and sparrows until tracts of
China have become a birdless silence beyonc.

... China, once free of its debt
to Russia, intends to flood
African markets with cheap
goods . .. With a growing
steel industry, she i1s an obvious
potential exporter of cheap

capital goods . . .

the worst dreams of the late Rachel Carson;
a discipline that makes it possible 10 lay a
jet runway in four months!

To complete in 10 months a building like
the People’s Palace in Peking, with proces-
sional stairs and an auditorium seating
10,000, is not merely a question of flinging
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in more manpower; it calls for much more
expertly co-ordinated planning than one
might expect of a country in which one can
drive for four hours through the intensively
cultivated country around Peking and see
precisely two tracters... But, though the
Chinese may till the land with oxen, ponies,
mules, asses, and-—when all else fails—
with hand-wielded long-handled hoes, the
crops when they grow stand weedless right up
to the road’s edge like the pictures in a seed
catalogue.

Low Wages

An eificiently run commune, the Kind
shown to foreign visitors, supports 6.300
families on 9,000 acres, and manages to sell
roughly half its crops. The peasants are
hardly living in clever, but they are roferably
well-housed, even splendidly housed by earlier,
mud hovel standards. They live on a tiny
monthly wage supplemented by twice-vearly
share-outs of profits. To support 26.000
people on 9,000 acres is not bad going.
What one cannot say is how many other
farm communes have reached this standard.

The backstreet markets of Pekirg suggest
that some of them may not be doing too
badly. Peking 15 a very different city
from graceless, bustling Shanghai. Behind
Peking’s huge main streets, which are almost
empty of traffic, the country slips back a
thousand years. The bakers bake and
the tailors sew in dark dwellings, while
the children spill into the streets outside,
High wooden doors open into courts
that conceal further, inner courts, One
wonders what is missing, and then realises
the absence not only of birds, but also of cats
and dogs.

China’s standard of living may be low,
but it is not at the rock-bottom depths plum-
bed in the recent years of famine. The Chi-
nese appear to be covered rather than dressed
in a predominantly blue uniform of tunic
and trousers for men and women alike, re-
lieved occasionally by permutations of beige
and grey. With a few exceptions, like
waitresses and air hostesses, the women
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wear skirts only in high summer, and then
complain loudly of the cold. No crowd
is so faceless as a Chinese crowd, dressed
alike, and apparently thinking all alike.

Marshal Chen Yi was largely right when
he said that the Chinese had little interest
in developing internal air services when their
principal transport came either on two
wheels or on four legs, and so few of them
could afford to fly. The domestic airline,
with its immaculate aircraft (some British,
some Russian), and its bewitchingly farm-
fresh stewardesses, does give the impression
of being a civilian sub-division of the Air
Force’s transport command, organised for
the flying of VIPs. Industrialisation must
take, a verv long time.

Government Policy

Meanwhile, how does one keep up the
morale of a nation which, in the Marshal’s
own words, has already had to tighten its
belt too hardand too long? The Government’s
policy apparently has been to offer public
splendour as an antidote to private misery,
thus giving pleasure, however ephemeral,
to the largest possible number of people—
much as Catholic churches in  poor
countries sometimes reach almost
unbelievable splendour.

Whether life gets appreciably better for
the Chinese may now largely depend on
what the Government decides to do after it
has repaid all the $ 1,500 million to $ 1,600
million borrowed from the Soviet Union.
The last $ 20 million will have been paid off
by the end of next year. The effort of cry-
ing “Take back your mink” must have put
great strain on the economy. When it is
finished, there should be a substantial
volume of output available for disposal.
Disposal where? Marshal Chen Yi said it
would not be exported, which suggests the
more would be available for the home market.
But in another breath he said China would be
willing to export to “friendly” countries the
needed goods; this fits in with the rumours
that China, once free of its debt to Russia,
intends to flood African markets with cheap
goods. These need not necessarily be the
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traditional textiles and light industrial
products. China, with a growing steel industry,
is an obvious potential exporter of cheap
capital goods. Passable machine-tools are
on display in Shanghai; so are automatic
looms and a variety of electronic bits
and pieces. This cannot be dismissed as
window  dressing. The  Pakistan jets,
trying to keep to a narrow three-mile-wide
air corridor as they fly over China with
inadequate beacons to navigate by, find
themselves being accurately monitored by
nameless Chinese radar stations.

The masters of China are dealing with a
country that has a long tradition of literacy,
and also a long one ol complacency. They
are deliberately breaking the last barrier to
communication by introducing Roman script
mto the schools so that children (and forei-
gners) can learn to read and write in phonetic
Chinese before they move on to the tradi-
tional lettering. Nobody who has seen the
new 1,400-character Chinese typewriter would
blame them.—From The Economist, May 9
1964.

Productivity in
Moscow

Anthony Howard

rWELL,‘ they all ask, ‘did you enjoy it?" I suppose

there’s only one answer to that—and it's “Yes’,
But even a Moscow that nowadays has neon-lighted
advertisements announcing ‘It's quicker by taxi’
takes its toll in terms of wear and tear.

For journalists the telephone, in particular, soon
becomes an instcument of refined torture. You pick
up the mouthpiece, say ‘Godrod' firmly (for the city
exchange) and then dial the international operator’s
number. After a certain amount of buzzing you
eventually get through—but your troubles are only
then beginning. Booking the call may not be too
difficult; actually getting it is an entirely different
matter. If you reckon on a two-hour vigil after the
appointed lime you've at least insured against
the working of your irritation coefficient. (The
Moscow girl operatars’ favourite phrase is
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‘Onc momsnt please’—which, as a general rule,
means you cling on impotently for halfl an hour.)
Nervousty and gingerly the Daifv Worker corres-
pondent could be scen approaching the intourjst
guide.  She regarded him indulgently and
encouragingiy—was there, perhaps, shmething special
he wanted to sce? No—he had a complaint to makez.
He alone of Western correspondeints, despite two
calls booked for him, had been unable to get
through to his office the previous night, That
there isn't any justice in this world most of us knew
alrcady; bat it seems hard that a Communist shou'd
have to go to Moscow to discover it.

For days I wondered why the Sowvizt capital fult

so different—and then suddenly T twigged it. The
contrast with Western cities lies in the paze of lite.
No one dashes  or rushes about -t docsn't

matter if you're an hour late for an appointment.
they’ll still be there; the clock has nor ver established
any domination over the Muscovires,  Of course it has
its inconvenient side. A lingering dinner may be all
right, but an hour taken ordering breakfast tends to
be bad for the blood pressure,  Yet that in itsclf may
be merely a fuilure of adjustment: living there, you
would obviously settle down to a new wmpe or ran
the risk of a coronary.
In any cuse iUs

hardly visitors who  should

complain.  The worst part of being an otficial
tourist in- Moscow is all the privileges conferred
on you: any Englishman with a  romantic

nostalgia to be treated as ‘milord” should get there
straight away, Whisked about in large. black Cheika
cars you automatically go 1o the head of #ll queves
{except the four-howe one for Lenin's  tomb where
you're slotted in about 29 minuics  from the end);
and you get in at an hour’s notice to the theatre or
the ballet, while the local citizen would be Tucky to
achieve the same result (even for the cinema) after a
whole month of effort.  Perhaps, howeter, one nced
not feel too uncomfortable about it. The Russians,
even when brusguely brushed aside by your  intou-
rist guide, appear in no way to resent it. ‘But’, 1they
say when asked, "you are here only for a short tine
and it is right—and we are happy—that you should
see as mucn 4s you can.’

PRODUCTIVITY IN MOSCOW

In Gorky Park, to the accompaniment of
icecream and champagne (the young Russian’s daring
treat for his girl-friend), neither inhibitions nor sanc-
tiens apply. Until a month ot so ago there used to be
a restaurant fust off Red Square which the combined
forces of university students and  srifvag: (the Teds)
had sueceeded in turning into something like a Soho
coffes bar.  One woek-end, after the race demonstra-
tions at the university, authority struck. What
had bzen a cheerful coffee bar on Friday was an
austere savings bank on Monday. Naot yzt, sons and
daughters of the Revolution, in front of the tourists!

fn one practical respect, however, Soviet society
is wav shead of ours.  Abortions, having been per-
mitted after the Revolution and then firmly banned,
are now once agam legal.  They are, in fact, part  of
the health service —though like drugs and medicines,
as opposed to medical attention, they  are not free.
Soviet girls will talk about having had abortions as
freely as their counterparts in the Western world will
mention that they have been 1o the dentist. The
normal procedure is 1o apply to a special medical
board. and having had the pregnancy cstablished, to
be taken inte hospital for three or four days to have
it terminated. Curiously (unicss it is to discourage a
habit) neither local nor general anaestherics are used
—-though fureigners (those privileges again) can have
local ones it they want then.

There are two Moscows:  the shopwindow one of
Red Square, the central department stores and  the
hotels for the foreign obscrver: and the other—of
the shop-fieor. of the Black-hole-of-Calcutta  buses,
of flars with four ina romm and of food shortages—
for the uctual inhabiinnts.  Is it, thougl, entircly far-
fetched to suggest that Soviet citizens put up with it
all for one simple reason?  Very much the same
intenscly solemn national spirit which Churchill gave
Britain during the war—stopping people from laughing
gven at the moest absurd cxhortatory  posters—stiil
seems to survive in Russia today,  Admittedly it in-
volves sending a number of pathetic. sh-vering  black
marketers from the people’s courts to ihe iabour
camps. —From New Sratesman, June 12, 1964,

salary scales of staff artistes.
a month after more than 20 years of service.

What Hampers Productivity

Those who wonder why AlR programmes are often so poor have only to look at the
Says Times of India: Some draw e more than Rs. 300
A tanpura player, who has been serving AIR
for 22 vears, gets only Rs. 200 a month, though he is among the finest of his class of artistes,
and has taken part in almost all national pregrammes of vocal music.
some men in the administrative cadre who joined ATR on Rs. 60 a month have risen to the
highest positions in the organisation, and are drawing salaries of over Rs. 1,000,

During this period
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The most significart evidence of a pervasive productivity consciousness is
that the language of productivity now permeates the specches of not only ministers,
educationists, and organisers of conferences, but also of practically all chairmen
of companics. Even in a period of inflation, it is rather significant that industrialists
are becoming cost conscious as would he clear from Sri JRD Tata’s speech at
the TISCO annual meeting held on Sept. 3, 1964 (extracts published in this
feature).

There is talk of intreducing productivity in banking! As from Aug. 1,
1964, the Government of India has infroduced a country-wide “Suggestions
Scheme.” Photographs of workers, and even of their babies, are now heing
promincntly exhibited in house magazines (see page 561). An attempt has
been made below to show how productivity pervades the news of teday.

techniques,  In Tact, the Indian Iron has been
adopting a productivity approach in respect
of the difficulties experienced by the firm with
regard to the quality of raw materials,
availabifity of machinery, etc,

] The following extracts from Sir Biren's
Ii SCO 5 speech are signilicant:
A

~Production of steel during the vear under review
: . . has again approximated to the rated capacity of the
PI‘O d u [‘{1\‘/1 ;‘ plant. It is hoped to maintain this position barring
L% i uy unteward events, but having reached the plant capa-
city as it stands under present working conditions no
- g e A improvement in production of any magnitude can
pljl 0 LJL i' jl be looked for excepr 1o such cxtent as the introduc-
- tion of new techniques may render possible.  To this
end intensive research continues to be carried out by
the company's technical stati L ..
. : T : The steady deterioration during the last 10 years
HE speech of .Slr Biren Mukerji, Chairman in the quality of the primary raw materials, parti-
of the Indian lron 1“351 Steel Company  culurlycoking coal and limestone for pig iron produc-
(Burnpur), at the company’s annual meeting.  rtion, has presented a serious chatlenge to the company's
is full of productiviry. Tn fact, Sir Biren made technical stafl, but thanks to the operational research
it clear that while their plant is making the carricd out by them capacity production fromn its

: i Litional biast furnaces has been achieved and is being main-
fullest use of its capacity, .G"‘/"""U"” OUIPUT tained . . . The ash content of our coking coal currently
would depend upon the adoption of productiviiy  averages about 19 per cent compared with 16 per cent
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10 years ago, but what is worse is the wide range
between the maximum and minimum ash content at
24 per cent and 14 per cent respectively. Similarly, the
cffective lime content of the present-day lime-
stone varies between 30 per cent and 45 per
cent. The quality of our iron ore, too, has been
adversely affected by increasing demand and mechanisa-
tion of the iron ore mines. Nevertheless, these are
the raw materials with which onr country is endowed
and we have to learn, and learn quickly, how to use
them to betrer advantage 10 enable us 16 produce iron
and steel efficiently. both from a productive and
economic point of view.

A large part of the solution lies in  raw material
preparation which, if we are to avoid merely blindiy
copying what others have done or are doing, calls for
nmore and more expenditure on operational research.
To take a specific case—raw material preparation
includes crushing to an optimum maximun size and
restricting the minimum size to give an aggregate
best acceptable to the process. From this procedure
in the case of iron ore, a large quantity of undersize
material will accrue to become an expensive discard
unless steps are taken to convert it into a useful
material,

The most well-known, long-standing and ortho-
dox way of doing this is by sintering, a process which
has resulted in improved blast furnace practice. We,
ourselves, however, have never accepted that this
expensive process is necessarily the best solution to
the problem in relation to Indian iren ore. and have
consequently refrained from any hasty decision that
would commit us to the very heavy capital expenditure
involved. Thai this has been the prudent course is
borme out by modern research which has suggested
that other forms of agglomeration couwld be capable
of preducing better results with Indian iron ore than
the sintering process,

Extensive Research

Over the past few years the company has accor-
dingly been carrying out extensive research with its
own iron ore in an effort to find the best way of utili-
sing the undersize ore which as a result of crushing
and screening is accruing at our ore mines. 1 am
happy to say that this research has shown much
promise so much so that our own findings involving
a combination of direct reduction, magnetic separa-
tion and agglomeration have been confirmed on
reference by us for test by an independent overseas
research organisation. The product obtained in our
pilot plant is of high purity. and is likely to have in
the future o great influence on the operation and effi-
ciency of Indian blast furnaces. Sufficient informa-
tion has now been obtained to enable the engineers (o
design the appropriate plani.

We have investigated the questions of humidity
control and fuel injection in relation 1o the operation
of the blast furnaces, the increased use of oxygen
in the steel-making processes and the posstbility of
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... Import restrictions

on engineering spares have
Jorced us into developing
manufacturing techniques for
which we, more often

than not, are ill-equipped . . .

future production of such a standard grade of iron as
would enable us eventually to eliminate the rather
costly and wasteful intermediate Bessemerising process
that, under present conditions, is necessary for puri-
fication of the hot metal before charge to the melting
shop furnaces. Suitable inclusion towards this
uitimate latter end has in consequence been made
in the collieries development and balancing of plant
schemes,

The utilisation of waste products has alko been
engaging our attention. For instance. we have been
producing for & number of years building bricks and
mortar manufactured from waste blast furnace slag.

Import restrictions on engineering spares have
forced us into developing manufacturing techniques for
which we more often than not are tll-equ:pped. The
recurring expense on importing rolls for our rolling
mills, for instance, is a serious drain on the country’s
foreign exchange resources. Here, although not having
been granted a licence to manufacture rolls for the
purpose of selling, we have, as a result of experiments
carried out at our Kulti foundries and wiil the help
of the British Rollmakers Corporation, been able
successfully 1o manufacture rolls for our 18 mill which
have proved 1o be equal to, if not better than, those
imported.  For this size of roll we can now support
ourselves, saving approximately Rs, 13 lakhs per
annum in foreign exchange. The factor limiting our
ability to produce rolls in greater numbers and in
larger sizes is the capacity of our existing foundry
and machine shop at Kulti, which we hope to enlarge
in course of time, so that we may be able to cover also
the roll requirements of the merchant mill and sheet
bar and billet miil,

Miscellaneous  engineering spares  previously
imported are now regularly being produced by our
associated companies within the Martin Burn orga-
nisation for consumption at Burnpur resalting in a
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considerable and recurring foreign exchange saving.
We have zlso been able within this organisation to
secure the manufacture 10 our specifications of items
of capital plant for which we had previously to lock
to foreign suppliers. As examples, these cover such
diverse items as hot metal ladles, ingot casting cars,
ladle cranes, Bessemer converter shells, hot metal
transfer cars and bogies, ground charges, slag ladle
carriages, special type discharge wagons, coke quen-
ching cars, acid tanks and acid vats, the total value
over the past nine years approximating 1o Rs, 50lakhs.

Moaodernisation and expansion has been carried
out of the non-ferrous foundry and the steel foundry
at the Kuli works and an additional annealing
furnace for the latter installed. New machine shops
have been attached to these two foundries and the
pressure on the main machine shops relieved to this
extent ., ."

Cost Factor in TISCO

Presenting the annual account of the Tata
Tron and Steel Co., Jamshedpur, SriTatadrew
attention to the continuous increase in costs
which inhibits the productive potential of the
economy. With regard to TISCO's accounts,
the major announcement made by him,
despite the many complicated minuses and
pluses in the accounts of the country’s biggest
steel enterprise, was the increase of Re | inthe
dividend on ordinary shares. This, in the
language of the Stock Market, i1s a Big Plus,
and should be broadly taken as evidence of
increased productivity, because simultane-
ouslv TISCO,. like other industrial concerns,
has been able to bear up with a substantial
increase in payments to the States through
taxation, and at the same time reaching the
production target of 1.5 milljon tons of
finished steel.

It is the teferences to the cost factor in
Sri Tata's speech that are really indicative
of productivity consciousness in the industrial
mind. “A matter of much concern to us, as
to all engaged in industry, has been the con-
tinuous In¢rease in costs, year after year, not
only in steel, but in almost every single pro-
duct made or grown in [ndia... Steel provides
a striking example of the marked deteriora-
tion in the country's cost/price structure.
Whereas until 1955 Indian steel was amongst
the cheapest in the world, it has become one
of the costliest, dlthough the basic elements
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which make up the total manufacturing costs
have not materially changed in relation to
those of other countries ...”

The damage caused by rising costs to the
economy and to the country’s long-term
plans of development cannot be exaggerated.
Not only does the resulting decline in the
purchasing power of the rupee cause severe
hardship to every family in the country, but
increases in costs have a number of other dire
consequences. For instance, they have already
rendered uncompetitive in world markets
almost every exportable Indian product other
than tea and jute, thus severely restricting our
earnings in foreign exchange.

New Incentive

The Press Trust of India reported that
as from Aug. 1, 1964, the Government of
India had introduced a **Suggestions Scheme™
in its offices all over the country. The report
says:

“Under the scheme, Government servants can
make suggestions to tone up the administration, effect
improvements in oOrganisation, job methods, and
administrative procedure . . . Suggestions accepted by
the Government witl be suitabiy rewarded ... The
reward may take the form of cash payments, advance
increments. National Savings Certificates, Prize
Bonds, or gifts of useful articles such as watches, and
fountam-pens The ceiling on the value of an award
in an individual case has been placed at 5 per cent of
the annual savings likely to result from the imple-
mentation of the suggestion made by an empioyee, or
Rs, 1,500, whichever is less ... As an added incentive
all particulars of the grant of an award would be
recorded in the character roll of the author ... Out-
of-turn promotions and awards for superior perfor-
mance will not be covered by the scheme. .. A Central
Committee presided over by the Cabinet Secretary,
and departmental committees by the respective
secretaries, and consisting of other senior ofﬁmals
are being constituted to evaluate the suggestions.”

FEleetric Locometives

A decision has been taken to replace
the Chittaranjan production capacity for
manufacture of steam-engines by increased
facitities for the manufacture of electric
and diesel locomotives. By 1970, steam-
engines will be on the way to join the
category of horse-carriages and tramways.
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The facilities at Heavy Electricals, Bhopal,
are being expanded to enable Chittaranjan
to switch over to large-scale manufacture of

PRODUCTIVITY AT HOME

Traction Transformer. This factory will also
supply electric traction equipment for the
units being manufactured by the Integral

electric locomotives. In fact, HEL has begun Coach Factory at Perambur (Madras
the manufacture of the first India-made State).
—“—
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“’I‘HE company’s management philosophy is that of having a compact organisation
of minimum personnel of fine calibre capable of maximum work output.””—This
was the concluding sentemce in an advertisement for an Assistant Marketing Manager,
inserted by an American company marketing an intermatiomally popular consumer
product, in The Statesman of Aug. 10, 1964. A high degree of productivity
consciousness is shown In practically all advertisements now inserted in newspapers.

Even cartoonists are becoming productivity conscious!

appeared in The Statesman of Aug. [0:

The following cartoon

Out Of My Mind
—BY SUDHIR DAR




Indian economy is based primarily on agriculture,

peoductivity in the country continues to be at a very low level, In recent years,

numerous suggestions have been made on ways to increase food output: among

these is a valuable scheme recently suggested by Mr Chester Bowles calls for the
setting up of a model district in each State,

MR CHESTER BOWLES, the distinguished US

Ambassador in India, has recommended
to the Planning Commission a scheme to
which he refers as *‘the second stage in
India’s rural development.” In this he
envisages the improvement of all existing
rural programmes such as agriculture, com-
munity development, irrigation, and rural
electric power.

In a letter to the late Prime Minister, to
whom Mr Bowles had submitted this scheme,
he had said inter alia that *“‘a sound and
enduring increase in agricultural output
cannot be achieved by pushing buttons
labelled ‘fertilisers’, ‘better seeds’, and ‘rural
credit’.” He has recommended that a model
district be set up in each State with a compre-
hensive, intensified, and integrated program-
me of development, and he has expressed the
readiness of his Government to assign techni-
cal assistance in setting up the model districts.

®Fourth Plan Target

THE foodgrain target for the Fourth Plan,
commencing April 1966, may be fixed
at 120 million tons per annum. Besides,
the agricultural economy is expected to yield
per year during the Fourth Plan period,
8.5 million bales of cotton, 32.5 million
tons of milk and milk—products, etc.
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Despite this fact, agriculturat

Bowles’ Scheme
to Raise Farm
Output

While additional irrigation supplies,
fertilisers, improved seeds, and mechanisation
will certainly help, the significant marginal rise
that would raise the level of output to the
target level of 120 million tons can only be
attained through productivity.

1t is through productivity techniques that
the USA has become the world’s granary.
PL 480 is really a reflection of the high
productivity of American agriculture.

®Making Desert Productive

GUJARAT, a deficit State in foodgrains, has
drawn up a plan to become a surplus
State by reclaiming the 9,000-sq. mile desert
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of the Rann of Kutch at a cost of over
Rs. 250 million.

While the practicability of such a colossal
scheme is still under investigation, an experi-
ment in an area in Bhavnagar district is
expected to help the State Government to
reach a decision before long. Much will also
depend on the success achieved in the reclama-
tion of khar (saline) land along the coastline
of Gujarat, which is now in progress,

®Scientific Farming

INAUGURATING the symposium on Science

and Food and Agriculture, at New
Delhi in July, Sri C Subramaniam, India’s
Minister for Food and Agriculture, said that
he was very optimistic about increasing the
food production in the country by five per
cent (compound annual rate), by using
modern technology and science. *. . . A revo-
lution in agriculture can be brought about if
the benefits of science and technology are
made available to the farmers. f we follow
the latest scientific methods, the target of
increasing food production by five per cent
annually would not be impossible. . .,”” he
declared.

Speaking at a meeting at Coimbatore,
earlier, he assured that sufficient incentives
would be provided to everybody to move
forward in the field of agricultural production,
‘¢, . . In the next few months, it will be possible
to evolve an agricultural development policy
and distribution-cum-price policy, which will
take a coordinated picture of the entire
economy of the country...”

To ensure that officers engaged in the
agricultural production campaign are not
slack in their work, the Punjab Government
proposes to offer continuous incentives to
those who are enthusiastic, and to penalise
those who are not. In fact, it has issued job-
cum-score cards for officials of the Agri-
culture Department in order to enforce a
system of appreciation or punishment on the
performance of each official. Those obtaining
more than 90 per cent marks will be
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MARXIAN ECONOMICS,
TOO, 1S
PRODUCTIVITY

+«.Mr Oskar Lange, even in this
relatively abstract and elementary context
(Political Economy, Volume ¥) brings in
cybernetics and programming. . .only the
working class is interested in full
scientific knowledge of economic laws. . .
The working class and socialist society
are free of conservatism, and are
interested only in the full and wnlimited
development of economy and culture.
The Economist, July 11, 1964,
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recommended for advance increments, those
with 70 per cent to 89 per cent will be awarded
letters of appreciation, and those getting
between 50 per cent and 59 per cent will be
warned that they should improve their work.
Stoppage of increments will be recommended
in the case of those obtaining less than 40
per cent marks, who will also be liable for
reversion or removal from service. Score
cards will be marked at the end of each
harvest. It is understood that evaluation
has actually started from July,

®Real Productivity

ONE of the major multipurpose projects

which will add substantially to irrigation
facilities and electricity supply in the Punjab
and Rajasthan is the Beas Multipurpose
Project estimated to cost Rs. 2,820 million.
Work on it has started, and may be completed
by 1971. The US Government and the World
Bank are understood te have offered loans
totalling $56 million to meet the foreign
exchange requirements of the project which
will irrigate nearly 70 million acres in the
Punjab and Rajasthan, and add nearly a
million kW of power to the total installed
capacity. When the project is completed,
the power systems of the Beas and Bhakra
will be linked in a common grid with a total
installed capacity of over 2.2 million kW,
Though it has posed some of the most
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intricate and difficult engineering problems,
it is being executed almost entirely by Indian
engineers. This is Real Productivity.

®Rural Manpower

PRODUCTIVITY ideas again dominated the
conference of the State Ministers for
Community Development and Panchayat
Raj, as can be seen from the major decistons
taken by them-—a) an all-out effort to in-
crease agricultural production by the maxi-
mum use of rural manpower, (b) offer of
incentives to Panchayat Raj bodies for ful-
filling agricultural production targets, etc.,
(¢} reduction of paper work of Panchayat
Raj bodies, and (d) removal of bottlenecks.

®Beetroot Sugar

AFTER five years of experimentation, the
Agriculturai Rescarch PBoard has re-

commended the production in India of

. . . Beetroot sugar will reduce

the cost of sugar production

by half. Unlike sugarcane

which takes eight months to

grow,. the beetroot crop takes
only four months . .

beetroot sugar. Incidentally this will lead to a
fuller utilisation of land in India, for beetroot
flourishes on saline land where practically
nothing else grows. It needs very little water
and manure, and is, industrially, highly
. profitable.

Pakistan has established a beetroot sugar
factory, at Rawalpindi, which is reported
to be working successfully,

Experts point out that beetroot sugar will
reduce the cost of sugar production by half.
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Unlike sugarcane which takes eight months
to grow, the beetroot ¢rop takes only four
months.

The average recovery of sugar from beet-
root is 15 per cent, and it is as sweet as cane
sugar. Further, a beetroot crop cannot be
destroyed or damaged byfrost. It can be grown
in the plains in winter, and in the hills in
summer. It could, therefore, keep the sugar
factories going for a longer run in the year,
thus making them more useful from the
point of view of capital investment and
employment opportunities.
®Productivity Through Education
DR DS KOTHARI, chairman of the newly-

appointed Education Commission, has
expressed the view that agriculture should be
given much greater importance in Indian
education, particularly in the rural areas.
This will perhaps involve re-examination of
the present concept of agricultural education
being a separate field under a different
Ministry.

In a recent convocation address which he
delivered at the Indian School of International
Studies, Dr Kothari stressed the importance
of agricultural research and education in the
educational system. Care has, therefore,
been taken to include leading agricultural
experts in the Education Commission, and
they include Prof Roger Revelle, Dean of
Research, University of California (recently
the US President forwarded to President
Ayub Khan the report of an expert panel
headed by Prof Revelle on the problem of
waterlogging in Pakistan). Prof Blackett,
another member of the Commission, has
also stated that one of the main needs
of developing countries is an adequate

supply of trained personnel, and, above all,
agriculturists,

Dr Kothari feels that the main task before
the Commission would be to determine how
best to deploy the country’s manpower,
o that there is no indiscriminate rush to the
universities resulting in large-scale educated
unemployment. This will involve a major
programme to diversify education.
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Productivity and Corruption

A'r a Semintar on Work Study held in Delhi,
a year ago, the late Prime Minister

expressed the view that inefficiency was at

the bottom of administrative corruption.

Practically the same views are being
expressed by important persons in the recent
controversy regarding this problem—**, .. an
efficient administrative machinery alone could
ultimately end corruption ... ; inefficiency
breeds corruption.. . ; the basis of corrup-
tion is patronage and inefficient machinery of

administration . . . ; ways should therefore be
devised to change the administrative pattern,
and to increase its efficiency ... "

The foreign view, on the other hand,
appears to be that the Indian administration
is functioning, by and large, with considerable
efficiency. This was, in fact, the view express-
ed by a spokesman of the Federation of
British Industries, which has given a very high
ranking to India in the list of countries where
British industrialists and businessmen want to
invest their capital. In their view, it is neither
administrative inefficiency nor the socialistic
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pattern that stands in the way of a productive
utilisation of Indian resources and the
attraction of foreign capital. It is the plethora
of controls and import restrictions that inhibit

the productive potential of the Indian
economy,
Time Costs Money
HE American view regarding Indian
administration {s  different,  being

coloured by the type of industrial psychology
that has evolved in the USA. The American
Management Association of New York
recently sponsored a Conference on Investing
and Operating in India, and the consensus
was that American private investment in
India would increase if red-tape was eliminat-
ed. As Mr Paul Gibson and Mr J Roy
Galloway, vice-presidents of a big American
company, who participated in this conference,
put it in characteristic American style:
*...time costs money...” They, however,
expressed the opinion that the “climate in
India has changed. There was a time when
it took two to three years to get a project
off the ground.” Now, it is no longer so.
They were also conscious of the recent steps
taken by the Government to streamline
its business procedures. They, therefore, felt
reassured that administration in India was
conscious of the money value of time.

Even Kairon Claims to Have Baen
Productive

IN a statement to the Press (June 24, 1964),

Sardar Pratap Singh Kairon, on resigna-
tion from the post of Chief Minister of
the Punjab, claimed that he had been engaged
“in a relentless effort to achieve the maximum
in minimum time ...” The Statesman special
representative reported the general impression
in the Punjab that “Kairon is a tough man
who had a habit of getting things done. .,
To the Secretariat staff he was a terror, a
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Why Productivity
s Low |

“. .. a large section of the Indian people
have begun to treat the anthority of the
State with unconcealed contempt; they
have, of late, added not only to their
wealth, but also grown more powerful,..”
—From A Ditcher’s Diary in Capital.

martinet who would not tolerate idleness or
inefficiency ... "

TTK on Productivity

SPEAKING at the concluding session of the

Conference on Research Promotion
organised by the Company Law Board, Sri
TT Krishnamachari, India’s Finance Minister,
criticised the public sector for its high inven-
tories which “provide for a scope for embez-
zlement and also for low productivity.”
.. . Incidentally, he mentioned that small
companies were generally run with greater
economy and efficiency than the bigger firms,

Rircraft Productivity

SIX American aircraft experts have arrived

to assist Indian engineers in the Hindus-
tan Aircraft Factory, Bangalore, to improve
the performance and rate of production of the
India-built HF-24 jet (supersonic) aircraft.
They are expected to study the ways to
improve the speed and ~performance of
HF-24, by the use of a more powerful engine,

The present thinking of the Defence
Ministry appears to be that it should plan
full production of HF-24 (Mach-1) with
1.2 speed of sound, while efforts should be
made to improve its design, rate of produc-
tion, and speed. The IAF requires varjous
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types of aircraft, with varying speed, and there
is also a phased programme of replacement of
the existing aircraft by improved indigenous
types like HF-24, with greater speed and
manoeuvrability, than Vampires and even
Hunters.

Productivity Through Mescow

IR INDIA will start a new service between
Delhi and London via Moscow in
October this year. This will bring London
within 12 flight hours. The new service would
be the fastest between Delhi and London. A
flight taking off at 10 p.M. (IST) from Delhi,
in winter, would reach London by 4.00 AM.
(London time).

Oil Exploration

WING to oil shortage, the Government of
India has been investing a good deal
on oil exploration in the Punjab, Bihar, Uttar
Pradesh, West Bengal, Gujarat, Kerala, and
in the Cauveri basin on the east coast. It
has now been decided to intensify oil explora-
tion, and a sum of Rs. 2,250 million has
been set apart for the purpose during the
Fourth Plan period.

What probably is more significant is that
the cost of drilling 2 well in India, ranging
between Rs. 0.2 million and Rs. l.O_million,
compares favourably with the drilling cost
in the USA and Europe. On the whole, the
results have been satisfactory. Of 60 to 70
wells dug so far, nearly 30 have yielded oil.

Quality Contrcl of Marine Products

N recent years, India has become an
exporter of marine products—fish,
prawns, frogs, etc. The value of these
exports has increased from Rs. 39 million in
1961-62 to Rs. 60 million in 1963-64. Some
of the European markets, however, have not
been quite receptive to the Indian fishery
products. It has, therefore, been decided
to introduce quality control in the line.
Addressing the third annual meeting of the
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Marine Products Export Promotion Council,
Mr MP Alexander, chairman of the Council,
said that they would soon be able to intro-
duce a scheme of compulsory quality control
and pre-shipment inspection.

Productivity in Tourism

RODUCTIVITY ideas dominated the recent
meeting of the Tourist Development
Councif. Sri GM Sadiq, Prime Minister
of Kashmir, emphasised the development of
‘human relations’ in tourism, and said that
“, .. narrow and purely commercial attitude
towards tourism should be done away with...”
It has been decided to constitute two corpo-
rations to undertake commercial enterprises
in the field of tourism—one corporation
would build hotels, while the other would
organise special transport services, produce
and distribute tourist publicity material, and
make arrangements to entertain tourists,
Much would depend, however, upon the
quantum of productivity injected into the
working out of these corporations,

Froductivity in Plywood

OPENING the second annual meeting of the
Federation of Plywood Industry in New
Dethi, Sri Shah Nawaz Khan, India’s Deputy
Minister for Food and Agriculture, called for
rationalisation of the plywood industry, and
economy in the use of timber. A more
rationalised plywood industry would lead to
an improvement in the annual production of
plywood goods, valued at Rs. 80 million. He
wanted the industry to diversify its products,
and produce cheaper grades of plywood for
the package industry. He suggested that
one way of economising the use of timber
and plylogs could be to use good logs for
producing better quality plywood.

Productivity in Ltemic Encrgy

ARTICIPATING in a discussion on Science
and Irrigation and Power, Dr HJ
Bhabha, Chairman, Atomic Energy Commis-
sion, said shortage of power for industries
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would result in 10 per cent loss of national
income, while over-production, although it
consumed capital, meant tlie loss of 1/70th
of the national income. According to the
calculus of productivity, therefore, it was
safer to err on the side of over-production of
energy. At the same symposium, Sri V
Meckoni, of the Atomic Energy Establish-
ment, said the Planning Commission had
approved an increase of 680 mW in the atomic
power production target so as to make it
1,180 mW by the end of the Fourth Plan.

Incentives in District
Administration

THE Sabarkantha Ficld Study Project,

undertaken by the Planning Commission
to study the working of district administra-
tion, has revealed that, in the context of the
developing economy and the structural

. .. Unless good work 1s
appreciated and bad work
punished, the standard of

efficiency cannot improve . . .

changes brought about by Panchayat Raj,
much *of the old procedure has become
outmoded, and there is imperative need to
rationalise administrative procedures.”

The report, submitted to the Gujarat
Government, has suggested a number of
steps to streamline the administrative machi-
nery, and to eliminate procedural defects,
bottlenecks, malpractices and difficulties . . .
It has suggestied the organisation of refresher
and reorientation courses for in-service
training of Government servants, provision
of adequate office accommodation, congenial
working conditions, and equitable distribu-
tion of work for the smooth working of
offices . . . The study team expresses the view
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that unless good work is appreciated and
bad work punished, the standard of efficiency
cannot improve.

SQC in Textiles

HE Seminar on the Role of Statistics in
the Textile Industry, recently organised
by the Bombay Textile Research Association
(BTRA), really developed into a full-scale
discussion of the potentialities of SQC
techniques as applied particularly to textiles.
Sri R Doraiswamy, Textile Commissioner,
and Prof GD Parikh, Rector, Bombay Univer-
sity, gave the whole problem of statistics a
wider perspective. While the former pointed
out how the adoption of statistical methods
could lead the textile industry to the Ffuilest
utilisation of available resources and the
attainment of plant targets, the latter referred
to the scientific revolution taking place in the
textile industry. Prof Parikh commended
the excellent cooperation between Bombay
Untversity and BTRA.,

The seminar was attended by over 150
mill technicians, some of whom read very
knowledgeable papers on the application of
SQC to the various phases of textile manu-
facture, and how the adoption of these tech-
niques had resulted in enhanced productivity
in the textile industry.

Mediation, Conciliation and

Arbitration
HE NPC has always been interested in
labour-management relations as the
basis of productivity. Accordingly, from time
to time, training courses, seminars, etc., are
organised on subjects pertaining to labour-
management relations.

An excellent seminar was sponsored by the
Coimbatore Productivity Council from June
29 to July 3, under the direction of Dr AVR
Rao, an expert with considerable experience
in India and the USA. Based on the fine
reports of the success of this programme, the
Madras Productivity Council, too, sponsored
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a similar seminar from July 20 to 25. The areas
covered by Dr Rao at these seminars included
conceptual ideology, mechanics, voluntarism,
public policy, and private metheds: all in
relation to mediation, conciliation, and
arbitration,

Dr Rac’s handling of the discussion led
to a good deal of provocative thinking of
various problems relating to industrial rela-
tions. Probably the most interesting conclu-
sion was that, after all, the Indian industrial
relations system was not so primitive, nor
was it a straight jacket set up by the State.
The system, as we have built it up, gives
adequate scope to labour and management
to come together, and discuss their differences
without the need of governmental interven-
tion, which works only like a fire-fighting
machine when the parties cannot resolve their
differences and the interests of the community
are in danger.

Training of Engincers

R A LAKSHMANASWAM! MUDALIAR, Vice-
Chancellor of Madras University, has

W T T <P T PV L) P P L ) WPV ) PP L ) L) ) e e L ) W) L L ) el i ™ B O

Women Supervisors

Do women employces prefer men or women to supervise them?

concessions from men.

‘(_/a-mmmmmmmmmmmmm@w

Good Business, quoting Miss Pepperell of the Industrial Welfare Society in
UK, says that it is often claimed that women prefer to be supervised by men.

The reasons given for this preference, according to the same journal, are:
It seems right for a man to be the boss; men are easier to work for; it is easier to get

Women who prefer supervision by a woman advance the following reasons:
women are more understanding than men; they are better at talent-spotting; they are
prepared to get down to detailed explanations of the job.

The reluctance of women to take on supervisory jobs is largely due to a lack of
the sort of education that produces a trained mind, and the gift of self-expression.
For these reasons, the journal adds, sessions on effective speaking, how to give
instructions, and report writing are always appreciated by women supervisors,

IN THE NEWS

urged reduction of the five-year engineering
degree course to four or four-and-a-half
years, so that at least six months could
be devoted for practical training in some
approved industrial concern.

Inaugurating a seminar in Madras (June
11, 1964) on “Collaboration between Indus-
tries and Institutions™, organised by the
Institute of Applied Manpower Research,
Dr Mudaliar cautioned planners in engineering
studies not to drift along complacently.
Stereotyped methods of engineering education
did not lead to the required efficiency. “I
feel it is possible to reduce the theoretical
instructions given in engineering colleges,
and do away with much of the chaff that has
accumillated over the years ...’

On the need for specialisation on the part
of engineers and technicians at ali levels, he
said *‘technical education should be diverted
to the special fields according to the needs of
the country. There should be a hialt to quanti-
tative production of engineers, and stress on
gualitative production.”
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Dr Sequeira examines here some of the socio-economic
and psychological factors responsible for worker
productivity based on the opinions and attitudes of

workers of a large engineering shop engaged in the
maintenance and overhaul of railway locomotives and

the manufacture of its components.

Although he has

amassed a large amount of data, only those relevant aspects
which are related to productivity have been discussed here.

CE Sequeira

Productivity
and Job
Satisfaction

THE health and happiness of industrial

workers depend on circumstances which
are complex and numerous. Torn off from
their natural environment, they no longer
follow their own inclinations, but are forced
to place themselves within the demands of
the group task system. In many cases the
larger aims of the organisation in which a

worker is employed and his contribution to
it are unknown to him.

Job satisfaction is a generalised attitude
resulting mainly from many specific attitudes
in three arcas—specific aspects of his
job, individual adjustment, and group
relationships.

Resecarch workers have identified such
factors as personal adjustment, type of
work, attitude of work associates, job
status, job security, pay, opportunity for
advancement, and working conditions.

Tables T and 11 show the relationship
between job satisfaction and productivity
based on a study conducted in an engineering
workshop engaged in the maintenance and
overhaul of railway locomotives and the
manufacture of its components, and having
a complement of (2,000 workers.

TaBLE 1
Job satisfaction and productivity of supervisors (in o
High job Low job
satisfaction  satisfaction
Supervisors of high-
preducing sections (5 83
Supervisors of low-
producing sections 17 83

541
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TABLE 11
Job satisfaction and worker productivity (in %)
High job Medinm job Low job
satisfaction satisfaction  satisfaction
Workers of
high- produc-
ing sections 17.3 76.6 6.7
Workers of
low- produc-
Ing sections — 52.0 48.0

A definite and clear-cut relation is found
to exist between supervisory productivity and
job satisfaction (Table 1).” This shows that
most of the high-producers have a high job
satisfaction, while most of the low-producers
have a low job satisfaction.

Table II shows that most of the workers
belong to the middle job satisfaction category.
There is, however, a distinct trend in that the
workers of the high-producing sections show
a higher level of job satisfaction. On the
other hand, 48 per cent of the low-producers
have a low job satisfaction.

Employee Morale

Like job satisfaction, morale is an impor-
tant factor in good industrial relations,
Morale has been defined as the possession of a
feeling on the part of the employees of being
accepted, and of belonging to a group
through adherence to common goals, and
confidence in the desirability of these goals.
It mainly involves two factors: the presence
of a common goal and the acceptance of
socially recognised pathways towards the
goal. Job satisfaction contributes to morale,
but these two are not identical. Industrial
morale may best be considered as a by-
product of the group.

In work situations, the workers, consci-
ously and unconsciously, are likely to form a
group, or a number of sub-groups. The ideal
situation which leads to the formation of the
highest morale is the one in which there is a
single group which includes the representa-
tives of the employer and the employees. The
extent to which management attempts to
achieve this is the extent to which morale is

JOR SATISFACTION

likely to be present. Table 11T shows the
relationship between section productivity and
worker morale.

TABLE 111

Worker’s opinion of the extent of satisfaction he desired
by interacting with members of his own work group

(in )

Satisfied Indifferent Dissatis-
fied
Workers  of high-
producing sections 54 23 23
Workers of low-
producing sections 10 60 30

This means that workers of high-producing
sections are comparatively more satisfied with
their group relationship. They feel that
they form a happy and contended group.
Considerable pride in their work group was
found to exist among them.

The effects of employee morale on produc-
tivity were also illustrated in another study
conducted by the author in a large Govern-
ment factory. The management, which experi-
enced a sharp fall in production over the
preceding year, wanted such a studv under-
taken. Other things being almost constant,
apparently psychological factors were involv-
ed. On investigation it was found that the
morale of both the management and the
worker was very low. This situation arose
as a result of favouritism, corruption, and
lack of executive powers at all levels. Apart
from the affairs of the factory being controlled
by a distant head office, the workers” union, too,
was split, and the management was clearly
exploiting this split. However, when this
situation was tackled satisfactorily, a marked
improvement in production was noticed.
Employee morale was gradually built up, and
confidence instilled in the workers,

It must be noted here that group identifi-
cation has a marked influence on the produc-
tivity of workers. This car operate through
three mechanisms: (i) raising the informal
group standard which is often established as
a protection for group members against
management demands; (ii) pride in the
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accomplishment of one’s group; and (ii1) the
assumption of group responsibility for a task
and the corresponding greater cooperation
among group members.

Productivity has been found to be affected
by supervisory perceptions, values, practices,
and attitudes. A lot of research has been
done to stress the importance of effective
supervision for  increased productivity
(Sequeira, 1960). Katz and his associates
(1951) have shown that the behaviour of the
supervisor is an important factor in determin-
ing the productivity of a work group. Usually,
the successful supervisor is successful because
he has a different concept of his role and res-
ponsibilities, a different set of attitudes to-
wards his employees, and a different approach
to people and to their motivation on the job.
A supervisor is considered to be effective if
he is favourably oriented in these aspecis.
Table 1V indicates evaluation of supervisory
effectiveness by the workers under their
charge.

TABLE 1V
Section productivity and supervisory effectiveness
(in %)
High-supervisory Low-supervisory
effectiveness effectiveness
Workers of high-
producing sections 72.0 28.0
Workers of low-
producing sections 28.0 720

A direct relationship is thus found to exist
between section productivity and supervisory
effectiveness. It appears that the effective
supervisors are able to secure a higher pro-
duction from their men by keeping them
happy and contended. To achieve this they
should have a thorough understanding of
human nature. ‘

Communication

Communication in industry represents
a fresh viewpoint in labour refations. Effec-
tive commuuication leads to good business

as well as good morale, while lack of it
creates serious difficulties. The aims and
problems of the management should be
made known to the workers, who should
be enlightened on their salient features.
The facts must be frankly and clearly
presented to them. The first step in a
communication programme is to gain the
full support of management. 1f the pro-
gramme is to be successful, top managements
should also understand the nature of the
problems.  Attitude and morale surveys
should be conducted from time to time to
ascertain what information the employees
want.

The relation of good communication to
worker productivity is illustrated in Table V.

TABLE V

Section productivity and adequacy of communication

Adequate . Poor
communication communication
Workers of high- 50.7 493
producing sections
Workers of  low-
producing scctions 1.3 78.7

It is clear from this table that about
50 per cent of the high-producers claim
to have adequate communication systems
in their sections, while only 21 per cent of
the low-preducers claim so. However,
the figures illustrate that the communica-
tion system is rather poor In this
factory.

Industrialists are conscious of the fact
that an organisation has to be flexible in
the formulation and execution of policies.
This enables them to meet emergencies,
and adjust to changes as and when they
occur. The same is the case with integration
of shop function. Research has shown that
there is a positive relationship between each
of these aspects and section productivity.
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The data in this connexion are shown in
Tables VI and VII.

TABLE VI
Section productivity and uorganisational flexibility
(ie 7))
Adequate organi-  Poor organisa-

sation flexibility tion flexibility

Workers of high-

producing sections 76.0 24.0

Workers of low-

producing sections 13.3 86.7

TABLE V!
Section productivity and integration of shop functions
Good Poor

integration integration

Workers of high-

producing sections 82.0 8.0

Workers  of low-

producing sections 52.0 43.0

From Table VI it is clear that flexibility
in the manner of running a section is very
conducive to worker productivity. 1In being
flexible the supervisors can be both judicious
and effective in attending to the many needs
of individual workers. Obviously, this can-
not be so if the head of the section is rigid
in his views and decisions, irrespective of
the need of the moment.

A closely related aspect is that of inte-
gration of shop functions, It is scen from
Table VII that a high degree of Integration
of shop functions is characteristic of high-
producing sections. In the low-producing
sections the workers are divided on whether

ARISTOTLE  ANTICIPATED
MODERN PRODUCTIVITY

“If every tool when summoned, or
even of its own accord,’® says Aristotle,
“could do the work that befits it ... if
the weaver’s shuttle were to weave
jtself, then there would be no need
either of workers by masters, or of
slaves by lords, **

JOB SATISFACTION

there is a good integration of functions
or not. It appears that the degree of
integration js rather poor in these low-
producing sections,

-

Sociomeftric Score

The existence of a happy group with heal-
thy group relationships, as indicated earlier,
is very conducive to employeec morale. In
the present study, the amount of organisa-
tion shown by the group was gauged by means
of a sociometric score. This score was
calculated on the basis of choices received
in a choice situation. Critical choice situa-
tions were sclected for this purpose. No
direct relationship was found to exist bet-
ween sociometric status and productivity.
However, when related to Job satisfaction
@ trend was observed which is indicated
in Table VIII. .

TABLE VI

Relations between sociometric score and job satisfac-

tion on the criterion of preference for colleagues at work

Sociometric  Frequency  Mean job Mean
score satisfaction  difference
score
6 1 28.00 —6.11
5 2 30.00 —4.11
4 - s —
3 — - —
2 4 33.25 —0.36
i 5 34.20 0.09
0 7 35.11 1.00
TaBLE IX

Relation between sociometric score and job satisfae-
tion on the criterion of preference on going for advice

Seciometric  Frequemcy  Mean job Mean
score satisfaction  difference
score
1 7 3114 -2.87
0 12 35.80 1.72

Table VIII shows an inverse relationship
between job satisfaction and sociometric
score on the criterion of preference for
colleagues at work. Those securing a very
high sociometric score of 5 and 6 have a
low job satisfaction score falling below the
mean. On the other hand, those with a
low sociometric score of 0, 1, and 2 are found
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to have a comparatively high job satisfac-
tion, the score in this case being above the
mear.

On the criterion of going for advice re-
garding most matters (Table IX), those who
had obtained the highest sociometric score
of 1 were those with a low job satisfaction
of well below the mean (mean difference
—2.87), whereas those who had the lower
sociometric score of 0 were the ones with a
comparatively high job satisfaction.

Considering the effects of job satisfaction
on production, the aspect of group forma-
tion among workers is of considerable
importance,

Organisational Climate

The existence of, and preference for,
four types of organisational climate, viz.,
autocratic, bureaucratic, ideocratic and de-
mocratic, was studied. In the gquestion-
naire, however, these terms were represent-
ed by functional aspects in the work situa-
tion. The areas covered by these questions
were: (i} means of achieving high worker
productivity, (ii) evaluation and promotion
of supervisors, (1i) selection of new emplo-
yees and their induction, (iv) departmental
discipline, {v) overall progress of organisa-
tion, and (vi) employee job satisfaction.

An attempt has been made to relate the
workers’ perception of the organisational
climate in his department with his producti-
vity. The results are presented in Table X.
From this table it is seen that there is
a difference in the perception of the exist-
ing organisational climate by the high and
low producers. Perhaps, this perception it-
self is reflected in their attitude towards their
work, and consequently their productivity.
The job satisfaction of the workers is likely
to be affected in his perceiving his
boss as a bureaucrat or autocrat. The
high-producing workers in perceiving the
former characteristic in their boss, as against
the latter, are found to add to their job satis-
faction index. In showing their preference,
there is a marked tendency to welcome the
democratic method. However, it must be
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TaBLE X

Organisational climate and productivity of workers

Existing Preferred
High-producing workers Bureaucratic  Democratic-
(86) Autocratic

(52, 38)
Low-producing workers  Autocratic Democratic

(75) (67)
Note:  The figures in brackets show percentage mentioning

each type,

noted that 38 per cent of the high producers
voice their preference in favour of the auto-
cratic method. According to them, the
autocratic climate is more conducive to
productivity in view of the present set-up.

Thus we have seen that the workers’ be-
haviour, and consequently his productivity,
are determined by two types of factors—
internal or motivational, and external or
situational. To raise worker-production, the
motivational aspect must be given its due
consideration. By providing motivation for
work, we attempt to strike at the internal
factor or condition that tends to initiate as
well as sustain activity, It must be noted
here that the needs of the workers form the
core of motivation, This applies to all
needs, be they the biogenic needs of hunger
and thirst, or the sociogenic needs of
security, dominance, group identification,
acquisitiveness and values. To some extent,
human behaviour is also motivated by
emotions like fear, love, and anger, which,
unlike the needs, are produced by an
external stimulus situation,

It, therefore, becomes evident that none
of these can be expected to produce a specta-
cular increase in productivity overnight.
Itis indeed a slow process calling for a
wide measure of cooperation between
management and labour.
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How to minimise scrap is an aspect of productivity which

has been engaging the attention of industrialists and others for

some time now. The author of this paper, in offering a few
suggestions to tackle this question, pleads for a constructive approach
by management which should make the workmen understand that

“a high percentage of scrap means ultimate loss to the company,

and that loss to the company, in turn, means less security of job to them.”

CCORDING to available statistics, nearly

five per cent to 10 per cent of the total

raw material input is sold as scrap, and some

portion completely thrown off. This huge

wastage can be reduced if careful watch is

kept from the material ordering stage to the
despatch of finished items.

The three most important factors to be
taken into account are:

1. Stady: What we have got and how
efficiently the materials could be utilised,
and how to reduce spoilage, ie., more
efficient scrap recovery.

2. Facts necessary: What work is done,
and by whom, personal qualities of the
person, theoretical and practical organisa-
tional efficiency, how the applicaticn is done,
and how the work is supervised.

3. Source of facts: Organisational chart,
merit-rating, job knowledge survey, effective-
ness survey, source of supply, storage of
raw and finished materials, principles of
organisation, and planning (production
and material).

What counts is the constructive approach
of the management which should make the
workmen understand that a high percentage
of scrap means ultimate loss to the company,
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BK Roy Chowdhury

Suggestions to
Minimise
Scrap

and that loss to the company, in turn, means
less security of job te them. Every one of
them, besides the foreman and the work-
shop.stores, purchase and production control
departments, should strive equally hard to
increase efficiency in matertal utilisation.
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should be properly checked
before taking them into stock.
If necessary, 100 per cent
checking should be carried out, as
non-standard and below-standard
matertals not only increase the
unwanted scrap, but cause
serious upsets during production.
Furthermore, bad storage and
inadequate protection of the raw
materials, or even the finished
product waiting for transit, cause
heavy wastage. Protection from
dust, rust, and from deterioration
due to climatic conditions is highly
essential.  There should be
adequate safeguards against bad
packing which is another source
of waste. How negligence and lack
of farsightedness of the stores
officer of a company led to
enormous waste can be seen
from the example cited below:

Company A placed an order for
300,000 pieces of cans on Company B,
with delivery schedule as under:

March 30,000 pieces, April 30,000
pieces, May 50,000 pieces, June
50,000 pieces, August 50,000
pieces, October 20,000 pieces, and
the balance by December.

Before placing the  order,
Company A took all factors

regarding production and storage

The role to be played by the various depart-
ments in the job of scrap minimisation is
indicated below:

Workshop Department: Once the ideal
material has been obtained, it must be used
systematically. Tools, exactly as per speci-
fications, should be used, and there should
be no deviation at all.  Also, there should
be tighter supervision on ‘short-cuts’. Though
these may boost up production for the time
being, ultimately the company has to face
loss in material.

Stores Department: All incoming materials

capacity, etc., but to its surprise,
Company B, at the end of May,
supplied over 200,000 cans. Unwanted
pressing of the purchase department on
the stores department, resulted in this
situation, and to oblige the former, the
latter accepted the material which was
ahead of schedule. Owing to shortage
in storage capacity, the stores department
dumped the material in a corner without
proper protection. After some time it was
observed that about 50,000 cans had become
rusty, and they were so bad that over 60 per
cent of them had to be treated as scrap,
while the rest were sent for re-electroplating.
A stores officer should regularly inspect the
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materials, find out how far they are protected
against climatic conditions, and keep the
management posted about deviations, if
any, in supply or receipts.

Another matter which deserves notice is
that excessive handling is always harmful,
If the factory lay-out is poor and there is
excessive handling, the risk of a preduct
being dropped, trodden on, banged, or
broken is multiplied. Therefore, care should
be taken for proper lay-out to ensure efficient
handling of materials. There is little use
finding fault with raw material in the final
inspection stage. '

Production Control Department: Being
the nerve centre of an industry, greater
responsibility devolves on the production
control department which should ensure
unified planning to help the industry
concerned to reach its production targets
efficiently and economically.

Tight material planning is essential, and
three aspects to be noted in this
connexion are:

1. The material planner should take proper
rejection percentage. Accumulation of
portions not utilised during production
causes waste. Hence the need to arrive
at the proper rejection percentage even
while planning for some material.

2, The material planner should consider the
various surplus items while planning, and
ensure better co-ordination in the work
of the concerned departments.

3. The material planner should be accurate
and vigilant about the quantity he wil} be
indenting on either the purchase depart-
ment or overseas supplier.

Below is an example toshow howa
big industrial organisation had to beara
heavy loss. While planning for 1 mm. thick
aluminium foil, the planner, by mistake,
pit an extra zero against 20,000 kgs, In
other words, against the actual requirement
of 20,000 kgs., he placed an order for
200,000 kgs.

The mistake was only

Cetected when the full quantity was received.

Purchase Department: An  efficient,
honest, and sincere purchase officer, with a

SUGGESTIONS TO MINIMISE SCRAP

dynamic outlook, is the asset of a company.
He can help the organisation in various ways
in its plan of scrap minimisation. Proper
co-ordination between planning and purchase
departments is essential.

On no account should a purchase depart-
ment stress on management or other depart-
ments to accept material relaxing rules
laid down regarding quality of material,
etc. It should be well-informed about the
social and political movements of the country,
and guard against unnecessary stocking of
essential goods, as sometimes some of the
materials may not be used at all owing to
technical changes and other factors. A good
purchase officer should not be reluctant to
negotiate with the supplier about changes
in delivery schedules, or in cancelling orders,
which may become necessary owing to changes
in planning, though this should, however,
be kept to the minimum.

Design  Department and Development
Laboratory: These two departments have the
responsibility for the supply of correct speci-
fications and correct design backed by accu-
rate drawings. How a drawing with wrong
specification can cause loss to a company,
by increasing the ‘waste’, is shown in the
following instance: A drawing for a small
spindle was supplied by the design depart-
ment, which, by mistake, mentioned 2 mm.

. . . Laboratories should be
properly equipped and staffed,

and in no event should an
electronic engineer be concerned

with chemical analysis, or a
mechanical engineer with

chemicals
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instead of 2.5 mm. On the basis of the
drawing, the planning department placed
an order for 200,000 spindles. These were
duly received by the stores department,
and passed by the inspection department
also. The fault was detected when the
material was sent to the fitting department.
To avoid the production loss, and at the
same time the material loss, which such a
case would have entailed, designs should be
properly checked by at least two engineers
before they leave the design department.

Equipment for Labs

Laboratories should be properly equip-
ped and staffed, and in no event should
an electronic engineer be concerned with
chemical analysis, or a mechanical engineer
with chemicals. Once an electronic engineer
was asked to suggest a chemical for
use in place of another chemical, the
import of which the Government did not
allow. After a few so-called experiments,
he suggested a chemical which was even-
tually accepted by everyone concerned,
and an order placed for 4,000 kgs. But when
it was sent to the concerned section for use,
it was found that the chemical chosen was
a wrong one. Such cases should always
be referred to consulting firms which will
be able to give proper guidance.

The design department should always
keep in touch with the production control
department regarding surplus stock of various
materials, Whenever any design is evolved,
efforts should be made to utilise the excess
stock, if possible, This can definitely help
in minimisation of waste.

There are also other ways of scrap
minimisation—e.g., education of workmen by
planned methods. The best way to inspire
them in avoiding or reducing waste is by
artistically designed posters which have a
psychological effect on them and make them
understand the problem quickly.

But to cut the cost of direct scrap or waste,
the formation of bonus schemes based on

output and material utilisation will be a step
in the right direction. The Work Study man
can help in the matter by carrying out a cost
analysis to determine the scale of ‘measuring
the waste’. If this plan is implemented, the
organisation concerned will benefit to some
extent.

It will also be worth-while to have in big
organisations a scrap minimisation commit-
tee, consisting of various departmental heads,
and with the factory manager as chairman,
It will be the duty of the committee to help
educate the production personnel to appre-
ciate that they should never use new raw
material or components when recovered
items are available. There should also be
a full-time scrap minimisation engineer
whose prime duty should be on-the-spot
study of various operation cycles, and co-
ordination of the work of the various depart-
ments in a systematic way. What is the
use of a full-time engineer for this work,
one may ask. The committee can depute
one of the existing engineers as a part-time
engineer for this work, but this will not be
much helpful. While a specialised engineer
will solely concern himself with the utilisa-
tion of waste and minimisation of scrap,
any other individual, if put on a part-time
basis, will not strain himself to see that the
utmost is done to achieve savings in waste.

Bafore implemantation of
tha above plan

Scrap Waste

- -

-— 3 | After implemantation of
__| the above phn

} Scrap Waste | Profit |
[

To prove the above, a simple example is
given below: Suppose, the total raw
material input of an organisation comes to
Rs. 50,00,000 annually. Now, if we take
10 per cent as scrap and waste, then it comes
to Rs. 5,60,000. Of course, of this 10 per
cent some portion is realised through
scrap sale, which will be also dealt with.
To be more practical let us have it thus;
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BEFORE

Total annual input of

raw material Rs. 50,00,000 (a)

Scrap and waste (say 109) Rs. 5,00,000 (b)
Realisation through

scrap sale (say 209) Rs. 1,00,000 (c)
Hence total loss through

scrap and waste=(b—c¢)= Rs. 4,00,000

Hence, after the implementation of the
plan the company will- be a gainer by
Rs. 1,47,000 (Rs. 4,00,000—Rs. 2,53,000).

Finally, it should be noted that there
cannot be a permanent ‘one best way'—the
best way will differ from year to year. Also,
scientific approach can help to increase effi-
ciency, which is the fundamental basis of all
types of industrial activities. There are
many roads that lead to progress. This is
also one of the most straight and sure roads

SUGGESTIONS TO MINIMISE SCRAP

AFTER

Total annual input of

raw material Rs. 50,00,000
Scrap and waste (say 6%} Rs. 3,00,000 (a)
Realisation through

scrap sale (say 207;) Rs. 60,000 (b)
Salary of SM Engineer,

@ Rs. 600 p.m. and

other facilities comes

annually to Rs. 9,000 (c)
Other miscellaneous expenses Rs. 4,000 (d)

Hence loss ={a+c+d)—b= Rs. 253,000

through which it can be hoped that the
industries of India in particular can reach
the goal, i.e., PROGRESS.

MANAGE MENT

T HOD

PLANNING AND CO-ORDINATION

ANALY SIS

COST REDUCTION

U

ELIMINATION OF SCRAP & IMPROVED USE OF MATERIAL
ELIMINATION OF IDLE MAN & MACHINE HOUR
DRGANISATIONAL EFFICIENCY

ESTABLISHMENT OF BETTER HUMAN APPROACH
IMPROVED FACTORY & WORK FPLACE LAYOUT

| rcweR propucTivity |

PROGRESS



R e LR T

A writer to this journal, Sri SB Chakraborty

(Vol. V, No. 2, pages 339-340), posed a number of problems on the
productivity of Pressmen following the introduction of a straight
incentive scheme, and subsequently of an indirect incentive scheme,
in a small industry consisting of 85 workers. The problem which

is facing its management is that after the introduction of the indirect
incentive scheme, production had not gone up, nor had

absenteeism gone down.

Here are the reactions of a number of

experts on this situation, and their suggestions to tackle the same.

Productivity of
Pressmen:

A Problem in
Incentives

“THE basic problem is the overcoming of
the prevalent limited aspirations of the
Indian worker... Management has done
little to educate or motivate Indian workers
to aspire beyond having just enough food,
and the majority of them often are not
interested in raising their standard of living
beyond the marginal level or creating surplus
funds for a ‘rainy day’. This is a major
national problem which will require the

best efforts of top-level managerial and
governmental people to overcome . ..”

These views have been expressed in a letter
to the Editor by the George Fry and
Associates Team Members stationed in
Delhi.

The following represents the consensus of
the Team Members;

~ “There are several basic flaws to be found
in the plan and its administration—i.e.,

1. Tt has been widely observed that there
is no factual] basis on which to expect the
output to increase when the non-productive
(indirect) personnel participate in the
production bonus.

This is due to the fact that there is no
direct contribution to the productive effort
by this group that will increase the production
workers” output. [If there is direct impact,
then we can measure the effort and impact
and set up a direct incentive.

2. The attendance incentive is not a
strong incentive, because in itself it allows
for a 23 per cent (six-day) absentee factor,
i.e., (26—20=6 days=23 per cent).

Attendance incentives are normally
applied separately and directly, without regard
to the production incentive, to be effective.

3. We rather suspect that the production

351
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incentive is loose, and was not determined by
time study.

It is quite possible that direct individual
incentives, rather than a large group or shop
incentive, would produce better results, In
any event, the rates must be measured by work
measurement to be factual.

The greater the number of people partici-
pating in a group incentive plan the lesser the
amount of individual incentive there is. In
fact, with more than 15 people in a group
incentive, the incentive practically disappears
completely.

4. 1In our opinion, the basic problem is
the overcoming of the prevalent ‘limited
aspirations’ of the Indian worker. In other
words, management has done little to educate
or motivate Indian workers to aspire beyond
having just enough food, and the majority
of them often are not interested in raising their
standard of living beyond the marginal level
or creating surplus funds for a ‘rainy day’".
This is a major national problem which will
require the best efforts of top-level managerial
and governmental people to overcome.”

Proper Study Needed

Sri RN WARRIAR, Regional Director,
NPC, Bangalore: From the facts presented
by Sri SB Chakraborty, the situation of
the Incentive Scheme at Messrs National
Floor {P) Ltd. can be summarised thus:

(i) The industry is a small one with about 85
workers.

(i) Some time back a straight incentive
scheme was introduced direct for produc-
tion workers, and as a result the average
earnings went up by Rs. 35 to Rs, 50 per
month. This scheme is in operation since
cight years,

Two years back an indirect incentive
scheme was introduced for indirect
service workers. As a result of this scheme,
the average earnings of such workers went
up by Rs. 12 to Rs. 20 a month.

(iif)

The problem facing the management is
that after the introduction of the indirect
incentive scheme for indirect service

(ivy

A PROBLEM IN INCENTIVES

workers, production has not gone up; also
absenteeism has not gone down. The wage
bill has gone up with no commensurate in-
creased production.

Before attempting an answer fo these
problems, one must be clear about certain
additional facts such as:

(a) Under what conditions was the origi-
nal incentive scheme for direct workers
introduced eight years back?

(b) What was the basis for fixing the
standard then? Was the target fixed as a
result of a proper workload study? Was the
target fixed based on previous experience?

{c) Why was the management prepared
to accept an indirect incentive scheme for
indirect workers after six years of the intro-
duction of the direct worker incentive scheme ?

(d) Who is the “pace-maker”™? Does the
direct or indirect worker determine the speed
of operation? From the experience of in-
creased production as a result of the incentive
scheme for direct workers, even in the absence
of any incentive scheme for indirect workers,
it appears that the pace-makers are the
production workers, and that the level of
performance is essentially determined by the
effort of the production worker, and not of
the indirect worker. In other words, the
role of the indirect worker is very much
subsidiary, and his effort can hardly reflect
on the total output.

I am not very sure whether I could assume
that the standards under the original incentive
scheme were based on past performance. The
subsequent performance record suggests this
view. Similarly, 1 am inclined to assume
that the incentive scheme for the indirect
workers was accepted under pressure from
the union.

It is unrealistic to expect a rise in the level
of production because of the iatroduction
of an indirect incentive scheme for service
workers, for the obvious reason that the
output in this case depends more on the
effort of the direct worker and less on the
effort of the indirect worker. As long as
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the indirect worker can keep the direct
worker going, the production will depend
upon the effort of the direct worker, and not
on the indirect worker. However, it 18
admitted that a degree of cooperation of the
indirect worker must exist for the direct
worker to operate cffectively.

Through an incentive scheme it is not
possible to reduce absenteeism. In fact,
often absenteeism may go up as a result of
higher earnings through incentive schemes.
May be a production-cum-attendance bonus,
under which either a separate bonus for atten-
dance is paid, or production bonus is made
payable only when a minimum attendance
standard is satisfied, could be tried.

My suggestion would be that the entire
situation be properly studied, and revised
targets or standards decided on for an eight-
hour werking day. This standard should not
be based on past performance, but on the
basis of proper work study. On the basis of
the findings of this study, the rates for incen-
tive scheme could be modified. Indirectly,
this will slightly modify the rates for indirect
workers also.

As far as absenteeism is concerned,
another study to ascertain the reasons for it
must be made, and in the light of the findings
suitable action taken.

Absenteeism

Sri S VISVESWAR, Yndustrial Engineer,
NPC Regionat Directorate, Bangalore: [n the
letter of Sri SB Chakraborty (Vol. V, No. 2,
pages 339-340), there is a statement which
says that ‘30 indirect workers are exactly
required against 24 Pressmen now on roll.”
It is important to check up the way in which
this figure was arrived at.

Regarding the scheme itself: The per-
centage of preduction bonus payable on wage
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or payable to workers other than pressmen as
production bonus

50 %208
=(Average % of excess X
production on which
pressmen are paid)

Total man-hours by
A and B mazdoors
and grinders inclu-
ding singie hour of
overtime worked by
A and B mazdoors
and grinders
Further if

X =Average percentage of excess production
on which pressmen are paid,

Y =50 208 =Man-hours available, and

Z=Total man-hours by A and B mazdoors
and grinders, including single man-hour
of overtime worked by A and B mazdoors
and grinders,

This ratio, Y/Z=reciprocal of attendance
efficiency.

Also, when the number of hours of overtime
worked is less than the number of hours lost
by absenteeism, the ratio Y/Z is greater than
1, i.e., the more the absenteeism, the greater
is the value of the ratio Y/Z. So, the per-
centage of production bonus payable on wages
or payable to workers other than pressmen as
production bonus=XY/Z, tends to be cons-
tant, irrespective of the attendance of the
workers. In other words, it encourages
absenteeism.

Unless full details are available of the way
in which targets are fixed for payment of
incentives, comments, as expressed above,
are bound to be of a general nature,

Two Solutions

Sri RJ VANKANI, Baroda: There are
two solutions to absenteeism referred to in
Productivity (Vol. V, No. 2, page 340).

1. The system of attendance bonus. In Jyoti
Ltd., Baroda-3, they are having a system as
shown in the table on the next page:
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T
Groups made Absenteeism | Attendance Remarks
as per in a given ! bonus
absenteeism month [
in 8 month ‘ ‘
A Nil 124 % The % is of the earned
B } day 11% wages (exclusive of
C $ day 109 dearness allowance during
D 1 day 8% a given month)
E Above
1 day Nil
NOTE:  Earned and sanctioned leave is considered as presence.

considered as absence.

2. The’system of quarterly bonus in coal mines.
If a worker is present for 66 daysina
quarter of a year, he is given one month's
salary as bonus for that quarter. Here
also, sanctioned and earned leave s
corsidered as presence.

Needless to say local conditions must be
taken into consideration before applying any
such system, Sometimes, it depends upon the
type of labour employed alsb.

In spite of the above systems, it was obser-
ved that the Bhaiyajis of Uttar Pradesh go on
leave for one to one and a half months every
year, mostly in the summer. Similarly,
absenteeism in the rainy season is more where
workers come from families belonging to the
farmer community.

Scope of Incentive

Sri RS GUPTA, Deputy Director, NPC
Regional Directorate, Kanpur: Sri SB
Chakraborty says that as a result of the
introduction of preduction  bonus, the
pressmen have increased their earnings by an
extra amount of Rs. 35 to Rs. 50 per month.
Obviously, there must be a corresponding
increase in output. He further states that by
the introduction of the production bonus
scheme, workers® earnings have considerably
increased whereas productivity or production

Sanctioned and unpaid leave is

has not increased substantially. There appears
to be some fallacy in this argument.

It has to be realised that incentive has only
limited scope to play in increasing output,
and the operator’s earnings. If the incentive
scheme is proper, about 33 per cent to 35 per
cent increase in output as well as in earnings
is fair enough.,

Production Bonus

Sri SB CHAKRABORTY, Industrial
Relations Adviser, Calcutta: I have clarified
below the points raised by Mr MM Jacob
in the NPC Productivity Journal (Vol. V,
No. 2, page 340):

1. The Pressmen numbering 26 are paid
premium on pro rata basis on their produc-
tion of eight hours, over and above the
target fixed for eight hours. This practice is
prevailing in the particular industry
(tile-manufacturing) for the last eight years.

In April 1962, the other category of
workers, i.e., grinders, fillers, and mazdoors,
were covered through a new production
bonus scheme. . . The factory at present
employs 85 workers in all, of which 26 are
Pressmen, and the rest grinders, fillers, and
mazdoors. In the scheme covering those
other than the Pressmen, the surplus  wor-
kers numbering nine have not been taken
into account which is quite clear from the
agreement itself. To arrive at a fair
percentage in total man-hours, overtime has

12
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also been included (though practically no
overtime is done after the introduction of
the new production bonus scheme). The
factory works in two shifts, but the Press-
men, i.e., the direct productive workers,
work only in one shift. This change has
been introduced to save overtime after the
introduction of the new production bonus
scheme covering the workers other than
Pressmen which was not clearly mentioned
in my letter dated Apr. 28, 1964, (Vol. V,
No. 2, pages 339-340), in clause three, of
which it has been rightly said that producti-
vity or total production has not increased
after the introduction of the production
bonus scheme for the workers other than
Pressmen. 1donotfind any anomaly or
contradiction inthis as mentioned by
Mt Jacob. To be more precise, prior to
the introduction of the production bonus
scheme in 1962, for workers other than
Pressmen, those workers used to get their
wages only including a little amount of
overtime. But after the introduction of the
production bonus scheme their earnings,
including premium as per the new
scheme, have also increased from Rs. 12
to Rs. 25, but total production has not
increased. If the formula for paying pre-
duction bonus to indirect workers and fore-
man, etc., is still not clear, it is good to ask
for definite information on such points.
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Toput our problem precisely, does it
mean that the introduction of the produc-
tion bonus scheme for workers other than
Pressmen has not created enough  incen-
tive to secure more productivity or higher
total production? If so, what is the
solution, or what are the defects in the
scheme?

However, in connexion with the problem
of absenteeism, Mr Jacob has suggested that
I should better contact some Labour Research
Centres in India. May I suggest that you
kindly help me in this matter, or, if possible,
refer 1t to some of the experts who are associa-
ted with the NPC and are conversant with the
problem of absenteeism in industry. In
my letter dated Apr. 28, 1964, I have tried to
indicate whether cash earnings of workers,
where even fair wages are not paid, should be
a deterrent to the habit of absenteeism. In
the particular case referred to, we have one
worker who has an extreme chronic record
of absenteeism, obviously owing to his link
with the joint family system. But, I do not
still know the reason why workers absent
themselves even losing their cash wages.

19 THE PoREM
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PROBLEM OF HOUSING

HOUSING COOPERATIVES (Studies
and Reports—New Series, No. 66}, Interna-
tional Labour Office, India Branch, Mandi
House, New Delhi, 1964, Rs, 7.88.

THIS study of housing cooperatives, as

found in the Scandinavian and other
European countries, in North America, and
in developing countries, by Mr SR Lujan
of ILO’s Cooperation Division, brings out
the salient features of well-known cooperative
housing schemes in these countries—as to
how they were launched, and the lines on
which they are run.  The major achievements
In this important field are described, as well
as the reasons for success or failure, to be of
guidance to developing countries (like India).

As accepted all over the world, and as
Iaid down recently by the new Indian Prime
Minister, food, clothing, and shelter are the
three primary, vital needs of humanity.
Depending on local conditions, housing is
often placed second in importance. As set
out in the Introduction,

... ashortage of housing constitutes a grave
problem from two points of view—the one
social, and the other economic . . .”

The teeming slums in India, and the recent
Negro riots in Harlem (New York City),

will come readily to mind to underline the
social disability of a serious lack in housing.
As for economic drawbacks, the connexion
between residence in unhygienic conditions,
resulting in loss of health and dignity, and the
consequent lowering of efficiency in the
out-turn of workers, is easily discernible.
Even in a developing country like India,
where governmental attention to housing on
alarge scale commenced only at the end of the
First Five-Year Plan, the fact that 50 per cent
subsidy is given by the Union Government
to industrial housing in the public sector, and
25 per cent in respect of the private sector
{(cooperatives of workers, and management
projects), proves that, with better housing in
industry, higher targets of achievements and
higher contribution to the Union Income-Tax
are expected. These days, in any free country,
he who runs can see the vital importance of
industrial housing.

The cooperative movement in general has
a long history in India, especially in the old,
composite Madras State. However, taking
India as a whole, cooperative housing is only
a small segment of it—about three per cent
or four per cent. In this, cooperative indus-
trial housing forms a part. Even in the
course of a generation, much headway has
not been possible. As is admitted in the
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present study, the international answer is in
the negative to the question—"From the
point of view of workers, and of low-income
families in general, is it possible for them,
alone and unaided, to acquire decent homes
of their own if they set aside a reasonable
proportion of their incomes for that pur-
pose?” A series of surveys by the ILO
proves this well-known
state of affairs, leading
to the inescapable con-
clusion that the only
hope lies in housing

cooperatives.

The 1LO study en-
ables us to have worth-
while peeps into the
housing cooperatives of
Sweden, Denmark, Nor-
way, France, Germany,
Poland, Spain, Canada,
the USA, Colombin,
India, and the UAR
their background, origin,
structure, projects (good
aspects, and drawbacks
if any), mode of finan-
cing, etc. Sweden is the
first to be considered,
and in detail, because *it
is in the vanguard of
the countries where cooperatives play a
role of great importance in the solution
of the housing problem.” As in India, the
general cooperative movement had its origin
earlier, but its adoption for the increase of
housing facilities came much later, somewhere
between the two world wars. Denmark
and Norway seem to have followed quickly.
India cannot be said to have lagged behind,
as the first housing cooperative was started
in Bombay about 50 years ago, though it
must be admitted that appreciable progress
was achieved only during the last 13 years.

Raising of Finance

The ILO study describes the ways in
which housing cooperatives are financed in
the aforesaid countries. In Sweden, Den-
mark, and Norway, the cooperatives raised
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the finance themselves. Similarly, in Canada
and the USA. In France and Germany it
was the same, but, only after World War II,
in view of the obvious difficulties, the Govern-
ment came to their help with funds, after
seeing the good work already turned out by
them. As a contrast, in India, cooperatives
expect to be spoonfed by the Government,
and not one gets going
until and unless a loan
from public funds is
forthcoming!

In the USA, and in
Canada, as well as in the
above European countries,
the movement is more
for “collective ownership”
of houses and flats, and
for ‘“tenanis’ coopera-
tives” in the true spirit
of cooperation. Construc-
tion of houses for indi-
vidual ownership is
undertaken to a less
extent more by way of
toleration than encourage-
ment, Stringent measures
are also taken to prevent
commercialisation in the
transfer  of ownership.
Generally speaking, India
presents a contrast. Excepting in Bombay,
where common ownership of storeyed flats
by cooperative house construction societies
has made some headway, elsewhere public
pressure is mostly for individual ownership.

The ILO report gives some details of: the
Subsidised Industrial Housing Scheme, and
of the Low-Income Group, Middle-Income
Group, and Village Housing Scheme in India,
under the Plans. But, the efforts of the
Union and certain State Governments, to
push at least 50 per cent of the dwellings in
the first three categories into the public sector,
under rental basis, to conform to a socialistic
pattern of society, have not been mentioned.
Similarly, in the wake of the Chinese aggres-
sion and the emergency, the inexplicable
diversion by all the States of most of their
Plan funds earmarked for housing to other
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objectives, is not noticed, perhaps because it is
an international survey.

In conclusion, straightway it can be said
that this study on housing cooperatives is
sufficiently comprehensive, and quite useful,
especially to the younger among the new
nations. It is a helpful contribution to spread
the current world movement to increase the
dovetailed facilities under cooperation and
housing. Under Chapter XIV, in Part Vi,
very concrete suggesiions, for adaptation of
the cooperative formula in developing count-
ries, have been drawn up. It is good to be
told that further studies of other groups of
countries in different continents may be
forthcoming.—D Gnanaolivu.

Office Standards

OFFICE MANAGEMENT (NPC Team
Report No. 37), National Productivity Council,
38-Golf Links, New Delhi-3, pages 120, 1964,
Rs. 3.50.

TlIERE is considerable confusion of thought

on the nature and scope of office
management. The NPC's report on this
subject begins by quoting
two definitions of office
management, which illust-
rate this. Hicks and Place
define office management
as “the information-
handling and memory
function of a company.”
This would confine the
function of the office to a
little  more than the
efficient maintenance,
preservation, and pre-
sentation of  records.
According to Wyle and
Brescht, however, “office
management may be de-
fined as the manipulation
and control of men,
methods, machines and
materials to achieve the
best possible  results—results  of  the
highest possible quality—with the expendi-
ture of least possible effort and espense

rerars of indion predactivity wen

analysis of the
improvements in office procedures through
mechanisation in a

OFFICE STANDARDS

in the shortest practicable time, and in a
manner acceptable to top management.”
In this view, office management would cover
practically the entire managerial field.

It is important to be clear on the scope
and place of office management in the general
scherne of business management. Too limit-
ed a view, as that of Hicks and Place. would
consign office management to a neyligible
place in the scheme of things, whercas the
all-embracing view of Wyle and Brescht, as
quoted in the report, would elevate office
management to the most important function
of an enterprise,

The truth of the matter is that the process
of management is devoted to the attainment
of enterprise objectives. This process works
with several tools and skills. But there is one
tool which is basic to the entire process, viz.,
communication. The office function specia-
lises in the handling of this basic tocl. The
office is a facility centre devoted to the
receipt, processing, issue, preservation, and
destruction of communications,

The NPC should be congratulated on
having focussed attention on the problem
of office management in
relation to productivity.
The report places office
management in a proper
perspective as the provider
on the one hand of the
Increasing quantities and
varieties of information
that a modern business
requires, and on the other
a5 a contributor to the
prefit of the company only
to the extent to which it
performs this function
efficiently and economi-
cally. The danger that
it may outgrow its own
dimensions and cut into
profits, rather than create
them, is fully recognised.

There is a significant
motivations which led to

random sampling
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of 153 Japanese companies. It is remark-
able that only 13 of these give a
place of high priority to reduction in the
number of employeces. The most widely
accepted objective was neither reduction of
staff nor speeding up the closing of accounts,
etc., but improvement in planned control and
efficiency in management as such. Although
some cases have been cited in which consider-
able reductions in costs were obtained as a
result of improvement in office procedures,
it is refreshing to find that this has not been
the main or major motivation in this regard.
This should set at rest the fear often express-
ed that the application of techniques, like
work study, work simplification, and job
analysis, is only designed to achieve reduc-
tions in staff. Improvement in office pro-
cedures and the attainment of excellence
in this field are being recognised as
objectives in their own right, and this is
reflected in the report.

Practical Guidance

The main contribution of this report,
however, to office management lies in the
abundance of practical guidance it has brought
within the covers of a small volume. The
meaning and use of tools like job analysis,
time and motion applications, systems and
procedures, forms design, planning and
scheduling of office work, and filling systems
have all been described from actual expe-
rience abroad, and in sufficient detail for
managements to adopt them. The chapter
on “Office Standards” describes the achieve-
ments in foreign countries in this behalf, and
one hopes, will inspire similar effort in this
country.

There is an interesting chapter on
“Personnel Problems of Office Workers”
in which there are the results of a research
study of the problems of recruitment, choice
of career and job satisfaction of clerks
conducted by the University of Liverpool.
Although it is based on a small sample and
may not be fully applicable to our country,
there is one feature which is relevant
to the Indian environment. This is the
declining attractiveness of clerical work on
which the report itself is worth quoting:
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“The decline in attractiveness of clerical work
is particularly true in the case of the industrial
office; this never enjoyed the social cachet of the
banks or insurance companies, but it provided
better pay and working conditions, more generous
fringe benefits and a higher social status than the
factory itself. These differentials are steadily being
whittled away by the pressure of the manual
workers' unions in an era of full employment, and
by national insurance, unemployment legislation,
and the extension of paid holidays to manual
grades.

“Add to these factors the tedious and un-
inspiring nature of much of the work done by a
junior clerk, the uncertainty of prometion pros-
pects, the existence of salary anomalies arising out
of the lack of systermatic job grading, and the
haphazard or non-existent arrangements for voca-
tioral training, and it is not hard to understand
the shortage of good quality recruits. The steady
stream of intelligent 16-year-olds which flooded
industry with applications in the 1930s has been
diverted into the sixth form for a further two years,
and thence to the university or the technical college
for another three or four, The lure of the white
coat is greater than that of the white collar.”

David Lockwood, also quoted in this
book, speaks of the *“ambiguous social
position of the clerk, sustaining middle class
aspirations on little more than the working
class income.”” We do not have correspond-
ing statistics in our country, but it is obvious
from gencral observation that the same
tendencies are in action here, and the report
under review could help farsighted manage-
ments to take heed of these and think of
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restructuring, not only the placement, proce-
dures, and equipment of offices, but also the
satisfaction-system for office workers, such as
would enthuse them in this increasingly impor-
tant basic facility for business management.
Higher preductivity is the key to achieve
this without adding to unit costs.

Among the recommendations made in
the report for the improvement of office work,
one at least has already been carried out.
This is the establishment of an Institute of
Office Management. It is to be hoped that
this institute will serve as a live and catalyst
agency which will actively work for and ensure
the widespread adaptation of the other
recommendations in the report, which will
be all to the good of office management in
our country.—Sri Thandaveswara,

Case Studies on Productivity

IMPACT OF PRODUCTIVITY—A
Collection of Cases: National Productivity
Council, 156 Golf Links, New Delhi-3, pages
70, 1964, Rs. 2.50.

Tl-ns book is really welcome, for it makes a

valuable contribution especially in
disseminating the practical utility of produc-
tivity techniques and methodologies in
achieving concrete results. The cases presented
have been effectively depicted, and cover
diverse areas among them—being problems
relating to office methods, process improve-
ments, fatigue reduction, work simplification,
equipment utilisation, releasing locked-up
capital in inventories, and effective execution
of projects.

The case relating to a Distilling and
Chemical Company involving a capital
expenditure of Rs 20 lakhs should be of
interest especially in the context of effective
and timely execution of projects so much
discussed and emphasised at all levels in our
country’s administration. It makes use of
a very effective and powerful technique,
PERT (Programme Evaluation and Review
Technigue), which owes its comparatively
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The study of inventory control is another
instance of useful cases in this book. The
practical techniques of inventory control have
been briefly given, and they show how by
adopting very simple calculations, it is
possible to effect sizable economies, and
telease a large amount of locked-up capital
which could be utilised in more needed and
productive areas. It is generally contended
that inventory control techniques have great
potential in application in larger enterprises.
This case, however, throws light on how even
in small units it is possible to derive consider-
able economies by this technigue which can
contribute in consolidating and  streng-
thening the financial stability and liquidity
of such units which form a vital backbene of
our country’s economy and industrial growth.
It throws light on a powerful means of pro-
ductivity utilising one of our scarce and in-
creasingly sought-for resource, viz., ‘capital’.

An important factor which has to be
overcome in the promotion, launching, and
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undertaking of any productivity drive is
“resistance tochange®, whichis not uncommon
in practice. Knowledge of the resultsachieved,
and effective presentation of actual cases
pertaining to industries and organisations
located in our country will go a long way to
overcome this resistance.—MR Ramsay.

House Journal

DDT NEWS, April-June 1964 (House
Journal of Hindustan Insecticides Ltd.}, C-255
Defence Colony, New Delhi-3.

HOUGH with a rather unattractive title
(DDT) and the repugnant mosquito
prominently displayed with all its fangs on
the title page, DDT NEWS, a house journal
of Hindustan Insecticides, is inside of it, an
extremely fine magazine of its own kind:
really the sort that in the interest of
productivity, improved labour-management
relations, etc., ought to be brought out by
every industrial enterprise.

The very beginning is significant, We
have on the second cover page Directors
and labour leaders not only speaking but
inaugurating a housing colony for the
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employees of Hindustan Insecticides—quite
a substantial contribution in itself to
motivate labour towards productivity.
Again, on the third art page, we have
the new-born children of HIL employees,
newly married couples, etc. There is plenty
of productivity inside, with the Superinten-
dent of Production explaining techniques to
the Minister, The interest of Parliament in
the productivity of public enterprises is well
illustrated by a number of snapshots of MPs
visiting the Delhi Factory. It has also photo-
graphs of Japanese workers who came to see
HIL under the UNESCO Programme for
Study Tour for workers in Asia.

Practically, everybody has been drawn in
from inside and outside: and the Editors (one
of them S8ri Satish Khanna, an old boy of
NPC) have shown by facts that HIL is in fact
doing very well, with a record level of output
during 1963-64, There is another aspect of
productivity that needs notice, viz., emotional
integration: within two covers the magazine
has three language editions—Hindi, Mala-
valam and English—setting the pattern of the
multilingual State that the Indian polity must
become in order to attain an optimum level
of social productivity.
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New Way to Protect Books

A new development in industry involving the use of modern materials seems to provide
a solution to a problem which had been confronting librarians for many years past. Cock-
roaches, particularly in hot climates, quickly ruin the bindings of books as they munch
away at the glue provided by bookbinders, and the prevention of this damage had exercised
the minds of many for long.

“In one library,” says Good Business, “‘they have taken to coating the covers of
their books with a plastic compound which is normally sold for treating floors. The
material used is a phenolic varnish... The plastic is brushed on, and a book which takes
about a minute to coat is dry enough to handle in about five minutes. The resulting
finish is shiny, easy to keep clean, and quite unappetising to cockroaches.

This plastic is also very useful for the purpose for which it was eriginally developed,
the protection of wooden floors. It is used in schools, in laboratories, and similar places
where it is desired to keep a clean, shiny fioor with the minimum of trouble. Although
this plastic coating gives a clean and bright finish, it provides an absolutely anti-slip surface,
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NPC Question-Answer Service
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You ask... We answer... IA

1. A CHART FOR GRADING OF SUPERVISORY STAFF

MR RM AGARWALA of Bhilai has prepared a chart to help in the grading of

supervisory personnel according to their performance. The idea behird it, he
says, is that “only work and the result of work should determine a man’s material and
social position.”

Readers of Productivity are welcome to offer their comments.

The chart for grading supervisory personnel, as designed by Mr Agarwala, is given
below:

Secondary division of abilities
Primary division
of abilities

|

() i)
In one field In more than one field

(A) To determine what useful results ) (D) Without guidance and guiding others
should be produced: :

(2) under confused conditions (i) Without guidance but not guiding others

- (iii) Under guidance, in
(b) under unconfused conditions

; M 1 year
(B) To produce such resuits practically: } (@ 2 Feans
; () 3. years
(a) ina medium of obstructions (s) 4 years
© 5 years
(b) in 2 medium of no obstructions W) Not even in 5 vears
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HANDLING OF BOTTLES

Many combinations are possible out of
the above divisions and sub-divisions. The
combination represented by (A) (a), (B) (a),
{B) (1) indicates the highest type whereas the
one represented by (B) (b), (of ) (1ii)(u) indicates
the lowest type among the supervisory
cadre. (A) denotes research, investigation
and formulation of policies, and (B) denotes
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execution of what is decided under (A)

The chart can be used to: (1) describe
a supervisor required for a particular level
in the management, (2) denote that the aim
of technical education and training is pro-
duction of certain results, and (3) spot out
incompetent supervisors, etc.

‘2. HANDLING OF BOTTLES

R P PANDE, Industrial  Engineer,
Hindustan National Glass Mfg. Co.
Ltd., Hooghly, in a letter dated June 23, 1964,
addressed to the Editor, NPC Productivity
Journal, referred to the project work done
in a pharmaceutical company through the
NPC Regional Directorate at Bombay,
as a part of the Industrial Engineering In-
plant Training Programme, and the recom-
mendations on handling finished bottles in
groups of 10 rather than singly (Produciivity,
Vol. 1V, No. 2, Page 347).

“We, manufacturers of bottles™, the letter
said, “are interested to have details of
your recommendations, and want to know
whether this method can be used by us for
handling the bottles from the production line
after sorting out.”

The report in Vol, V, No. 2 of the NPC Prodiuc-
tivity Journal (page 347} referred to a study under-
taken by NPC to cvolve improved handling and
storage of finished goods in a pharmaceutical com-
pany manufacturing a variety of pharmaceutical
specialities. It said: Two liquid tonics constitute ubout
60 per cent of the toial production. Since they con-
tain alcohol, they are manufactured, bottled, and
cartoned under the dircct control of the State Excise
and Prohibition Department. Repeated additions of
new manufacturing equipment in the Bonded Labo-
ratory have made that area an extremely congested
section of the works. The sales godown was likewise
crowded and there was an cxcessive amount of hand-
ling note’, Sales were running 20 per cent over the

previous vear. Recommendations have been made to
handle the finished bottles in groups of 10 rather than
singly, to improve the troliey design for greater capa-
city, to revamp the storage shelving arrangement, to
improve the mode of packing for shipping, and
to re-layout the sales godown., Most of these
recommendations have been implemented. Savings
of the first year are estimated at Rs, 1,13,000, with
greater savings thereafter.

The Editor referred Mr Pande’s letter to the
NPC Regional Directorate, Bombay, which,
in turn, contacted M/s Raptakos, Brett &
Co, Pvt. Ltd. whose Productivity Officer,
Mr KV Nair, answered the problem raised
by Mr Pande. Mr Nair’s reply to the NPC
Relgional Director, Bombay, is reproduced
below

Sir,—The following are the relevant details
of the particular recommendation in which
Messrs  Hindustan National Glass Mfg,
Co. Ltd., Calcutta, are interested:

The recommendation was to have stand-
ardised cartons made of corrugated board,
into each of which 10 finished bottles of
our product could be compactly packed as
the last packaging operation, so that during
the vartous subscquent coperations (loading
on to trolleys, putting into storage racks,
taking out of racks, putting on to conveyor,
taking from conveyor, to the final shipping
case, efc.), this composite unit of 10 bottles
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would be the unit of handling, and not the
individual bottles.

The unit of 10 bottles was chosen, as it
constituted the optimum weight for one man
to lift, carry, stock, etc. In a glass factory,
where empty bottles are handled, the size of
this composite unit should obviously be bigger
than that of 10 bottles, depending on their
weight. However, the practicability of adopt-
ing this idea by them would depend on the

WORKLOAD

potential savings which should justify the
expenditure on the boxes. In their situation
(i.e.. space and material handling facilities
available, present metheds of working in this
and other related areas), the potential savings
could be different from those possible in
our case.—KV NAIR, Productivity Officer,
M/s. Raptakos, Brett & Co. Pvt. Ltd.

Bombay,
July 15, 1964,

3. WORKLOAD FOR ACCOUNTS STAFF

FOUR questions raised by Mr RD Kulkarni, Chief Accountant, Kopargaon Sahkari

Sakhar Karkhana, Ahmednagar, relating to fixation of workloads for Accounts staff,
etc., were published in Productivity (Vol. V, No. 1, page 177) along with the reply sent by
Mr KC Jasper, Senior Management Consultant, George Fry Team attached to NPC

{page 178).

The Editor has since received another reply to these questions from Mr MM Karnik
of the Indian Aluminium Co. Ltd., Kalwa, Maharashtra. Mr Karnik’s reply is published
below along with Mr Kulkarni’s questions which are reprinted here for convenience of

readers.

Question 1: What are the preliminary
stages for fixation of workload, in case of
Accounts staff which performs different types
of work, and which is absolutely new to work
study methods? (RD Kulkarni)

Answer: It is very difficult, almost impos-
sible, for a Work Study Engineer to fix the
workload for Accounts staff, as work mea-
surement in this case (which involves the ap-
plication of techniques designed to establish
the time required for a worker who posses-
ses the required intelligence, education, skill,
knowledge, and the physical attributes to
carry out a certain amount of work safely,
and to satisfactory standards of quality,
and quantity) becomes impossible. You

cannot measure with a stop-watch in your
hand the time taken by an accounts clerk to
“agree” his Trial Balance, and then say
that every time the Trial Balance must be
tallied within that time. A clerk might
“agree” the balances of his subsidiary led-
gers with the control account in just five
minutes’ time, but next month the same
clerk may not be able to do so even in five
days. Even after checking all the postings
three or four times, the oversight may go
undetected which another colleague of his
may trace just in no time.

The only alternative is to fix up the targets
of overall performance of each clerk for
each particular period. The targets to be
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fixed should not be so stiff and unattainable,
as they would take non-accomplishment as
normal and lose their sense of accountabi-
lity. These must be reasonable and reali-
stic. It is not enough that the targets
must be fair, but they must scem to be fair
to them, It is usually best to get the
man participate in setting his own target.
A man will often suggest tougher targets for
himself than his superior might otherwise
have set. The performance of the accounts
clerk can then be measured against the
yardstick of the targets so fixed, and
corrective action taken,

Cost Control

Question 2: [t is said in respect of the
sugar industry that its unit of production
being only owre (viz., sugar) and its process
of manufacture being one contimuous whole,
there arises no question of cost control. Is
this statement true?  [f not, what type of
cost conirol measures can be adopted in the
sugar industry? (RD Kulkarni)

Answer: It is not correct to say that
in the sugar industry the question of cost
control does not arise, It is, no doubt,
a fact that 85 per cent of the controlled price
of sugar is distributed among the canegrowers
and the Government, and thus the control-
lable cost is only 15 per cent of the price;
but that is all the more reason why cost con-
trol in the sugar industry should be more
stringent than in any other industry. Cost
can be controlled from two fronts—(1) by
increasing production; and (2) by effecting
tangible and intangible economy in spending.

The most effective way to achieve higher
production is to raise labour productivity,
i.e., to make every man-hour of work result
in greater output. Every worker must pro-
duce more for every hour of his employment.
This does not mean harder work for the
labour, but only means adoption of improved
work-methods and processes, and more
productive work. There should also be
an attempt to make the machines and mate-
rials yield more through more intelligent
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and intensive utilisation. Production can
also be increased by improvement in plant
lay-out, development of skill through educa-
tion and training, fuller utilisation of these
skills and work time on the basis of work
study and time and motion study, improve-
ment in management technique, e.g., produc-
tion control and planning, quality control
and cost control, encouraging emulation
through systems of individual and group
competition, and by improvement in work-
ing environment. Similarly, preventive
maintenance will reduce production loss
through unexpected breakdown of machi-
nery. An incentive bonus scheme will also
go a long way to increase production,

Efficient handling of material, and elimi-
nation of waste, can also make effective con-
tribution towards cost control. In fact, the
sugar industry has the added advantage of
by-products, e.g., alcohol and wax from
molasses, and paper from the bagasse, to
bring down its manufacturing cost.

Last, but not the least, introduction of
budgetary control or standard costs will
go a long way in controlling the cost. The
analysis of cost variance will indicate the
danger zone, and pinpoint the responsibility
on a particular individual. To cite a few
examples, unfavourable volume varjance in
cost of raw material will indicate that
either the sucrose content of the cane was
less, in which case the purchase department
can be held responsible, or the wastage might
be more which the production department
will have to explain. In this case, the labora-
tory will sit in judgment, and pronounce
who is “guilty”. In the case of labour,
volume variance will indicate that the labour
is idling, and that the supervisors are not
doing their job properly. Price variance in
this case will indicate that there is something
wrong with the personnel department.

Efforts to control the cost should be
continuous rather than sporadic. Sporadic
cost-cutting  witchhunts introduced by top
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management invariably results in the
subordinate managers developing a feeling
that they have no real responsibility for the
profitability of their operations. This is
very bad.

Question 3:  Are there any standardised
workloads for Managerial or Supervisory
Personnzl working in industrial  concerns?
If not, what is the yardstick ro measure their
efficiency?  (RD Kulkarni)

Awswer: A very important requircment
of satisfactory performance of the super-
visors is the existence of evidence that they
and their men are continually seeking ways
of widening the cost-return gap. This they
can achieve by work simplification, methods
improvement, cutting down the wastage,
economical utilisation of raw materials and
supplies, and reducing idle labour hours.
Their performance can also be assessed by
introducing the budgstary control device.
By this method, the performance of the
responsibility centres headed by them can be
compared against the targets, and deviations
investigated, For this purpose, it is highly
essential that some sort of cost accounting
must be in operation to supply the cost
feedbacks soon cnough after occurrence, and
to spot and control wundesirable trends
before they get out of hands.

Merit-rating

Question 4: What are the accepted methods
of merit-rating that can be adopted in the case
of clerical employees? (RD Kulkarni)

Answer:  Merit-rating is a complex psy-
chological process, and in India it is a mere
waste of time. Here, wages are fixed accor-
ding to the scale which is a function of time.
As soon as an employee completes a year,
he becomes entitled to annual increment.
Efficiency bars have lost all their charm.
Merit increments, promotions, or transfers
based on merit-rating are agitated for by
trade unions.

_ However, if you fecl that you can
improve the performance of your clerks
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by merit-rating, which must be followed by
the post-merit-rating interview, then observe
the fellowing simple rules:

(1) Have the merit-rating done twice a year
at an interval of six months—the first one
known as ‘‘diagnostic-raticg", and the
second one  “administrative-rating”. For
managerial decisions only the second one
should be considered.

{2) Keep an Incidence Diary so that you don’t
have to rely upon your memory. You have
only to refer 1o this diary before rating the
employee.

(3) For subordinate staff-rating the following
qualities would be enough: (i) guantity,
(2i) quality, (iiiy job knowledge, (iv) depen-
dability, (v) aptitude, and (vi) attitude.
These can be rated as (a) excellent, (b)
good,  (c) average, (d) fair, and (e)
unsatisfactory,

The rater must know what he expects of
the ratee, his role in the department, and
must establish a norm to measure his
performance along the above lines,
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Bowles® Interest in NPC

Dear Mr Butani,—Many thanks for your
thoughtfulness in sending me the latest
issue of the NPC Productiviy Journal, 1 will
read this, as I have read the othercopies, with
great interest . . . Sincerely, CHESTER BOWLES,
US Ambassador in India.

New Delhi, July 20, 1964,

Small Industry

My dear Butani,—Many thanks for
sending me a copy of your Special Issue on
Training. I have gone through it with
great interest.

As you are aware, the Small-Scale Indus-
tries Organisation has an extensive program-
me of training, and it might have made the
Special Issue more comprehensive if there had
been an article also dealing with it . .. Yours
&c., 5T MERANI, Development Commissioner,
Smail-Scale Industries, Government of India.

New Delhi, July 2, 1964,
Editor’s Reply
Dear Dr Merani,—I must apologise to

you for the delay in replying to your kind
letter regarding our Special Issue on Training.

I agree with you that itis a serious fault that
we could not cover the massive arrangements
set up for training small industry personnel.
We tried to make it up by—what you must
have seen in the Special Tssue—a series of
photographs showing training being imparted
at the Prototype Production-cum-Training
Centre at Okhla,

Nevertheless, I think we ought to make up
for the deficiency inthe Special Issue, in respect
of small industry. As this journal is a conti-
nuing concern, we can easily make it up. I
would even be prepared to create a special
section for it in the next issue, if you and
your colleagues can furnish me first-rate
material,

Probably you know we brought out, not
very long ago, a whole Special Issue on
Small Industry ... Yours &c., pH BUTANI,
Editor of Publications, National Productivity
Council.

New Delhi, Aug. 3, 1964.

Inventory Control

Sir,—The Special Issue of the NPC
Productivity Journal on ‘Inventory Control’
was very much appreciated by ali those who
went through it in our organisation. After

367
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going through all the articles, I found that
there was great scope for the application of
this technique in my own department. It
will be better if you collect more case-studies
on such an important topic from different
fields, and publish them in future issues
of the journal... Yours &c., JP SINGHAL,
Lakshmi Vishnu Mills.

Sholapur, June 23, 1964,

Individual Enterprise

Dear Butani,—By this time I suppose you
have concluded that 1 have no intention of
answering your letter of Mar. 31 regarding the
NPC Productivity Journal, and your request
for an article on PERT. The fact is that we
just returned this week from a two-month
home leave, and your letter awaited me on
my return. For this reason it was impossible
for me to answer your letter earlier,

I would like to suggest that sending the
Journal to me through the AID in Delhi is
not particularly a “productive’” way of doing
the job. .. In fact, I think it would be better
if you can afford the extra postage and trouble
to send it directly to me at this address
asabove. I gota copy of the journal with the
Tast article I Ieft with you, and was also sur-
prised to see in the journal T just received with
your letter the *‘rambling unfinished piece”
I delivered as a talk in Bombay over a year
ago. It is flattering, of course, to be so
highly regarded, and I appreciate your kind-
ness it continuing to have an interest in such
pronouncements as I may choose to make.

When you requested earlier a paper on
my reactions to Tndia after having been there
a few years, I felt that it would be indiscreet
of me to do this. I think, however, that I
may be able to get a paper on PERT prepared
for you in the near future, although I suppose
that it will not be available for any particular
deadline you anticipated when you made the
request . ..

I enjoy reading the journal—not only for
what is in the lines, but also for what I can

EDITOR'S CORRESPONDENCE

read befween the lines. I trust my communi-
cational understanding is not too far afield.
Your correspondence with the American
Professor on socialism was particularly
interesting. He said better what I had been
trying to tell you all along. Perhaps vou will
believe it, and just maybe India will soon
recognise the potential that lies in indivi-
dual enterprise, in contrast to having the
Government do everything. .. Yours &c.,
RF BRUCKART, United States Agency for
International Development.

Ankara, May 25, 1964,

A Problem for Educationists

Dear Mr Butani,—I havenowread through
the Special Issue on Training . . . The articles
are exceptionally interesting and informative,
But your own article, What Cannot Be Taught
{pages 382-384) is really first class. I think
you are quite right: most of the problems are
essentially of a moral character. How to
inculcate this is a problem for the education-
ists. [ think the subject is much neglected
in our schools—secondary and primary.
At the university level, it will be tco late, No
doubt, poverty plays a part, but I do not think
it is a major part.

One further observation: on page 386
you have a sketch of the tree of productivity.
But the product seems to come first. My wife
thought that the tree was upside down, and
I see what she means, Would it not be better
if the varying processes leading to production
were shown as the roots of the trez, and just
let the branches and leaves represent the
products. This is worth thinking over. But
the idea is not mine—it is my wife's . . . Yours
&c., Jw wHITAKER, CSIR Advisers’ Office,
Indian Institute of Petroleum,

Dehra Dun, July 7, 1964.

IFC Pilot Project

Dear Mr Butani,—. . . I may state that the
Study Group set up by the Bombay Manage-
ment Association has recently taken on
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hand a pilot project for collecting figures
relating to some engineering firms in the
country. These firms have been approached
to provide additional data (beyond what
is normally disclosed in published accounts)
for developing ratios which would be bene-
ficial to them in the first instance, and later
serve as an example to make inter-firm com-
parison effective on a wider basis. In order
to keep the data confidential, arrangements
have been made with a firm of Chartered

Accountants to collect and collate the
information so as to treat the same as
confidential . .. Yours &c., SN COOPER,

The Associated Cement Cos. Ltd.
Bombay, June 11, 1964.

1FC in Textile Mills

Dear Sir.—We are glad to learn that you
are shortly bringing out a special issue on
Inter-firm  Comparisen. The Ahmedabad
Millowners' Association has not made any
special study on the subject, and as such we
are unable tosend any material. We, however,
understand that the Ahmedabad Manage-
ment Association has made a detailed study
on the'subject, and has brought out a publi-
cation titled “A Report on Managerial Study
of the Financial Statements from 1956-61 of
the Textile Mills in Ahmedabad.” You may
contact the Secretary, Ahmedabad Manage-
ment Association, for further particulars.—
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Yours &c., HG ACHARYA, Secretary, The
Ahmedabad Millowners’ Association.

Ahmedabad, June 9, 1964,

Methodology

Dear Mr Butani,—I acknowledge with
thanks the receipt of your letter . . . dated June
12. 1 understand Mr Cooper has already
sent you the list of “definitions and ratios’.

Regarding methodology, we have not gone
far beyond evolving acceptable “definitions
and ratios”™ for this purpose. We also held a
seminar to evoke the interest of cur members
in inter-firm comparisons, and are now appro-
aching firms in ccrtain selected industries to
cooperate with us in the venture. . . Yours &c.,
MR SHROFF, Bombay Management Association.

Bombay, June 17, 1964,

New Committee

Dear Mr Butani.—Regarding yourinquiry
about Inter-firm Comparison, my office has
contacted the Bombay Management Associa-
tion. The Association had formed a com-
mittee for the purpose of making a study on
this subject with Mr MR Shroff as its Chair-
man. Mr Shroff informs us that he would be
happy to provide you with any information
that you may require in regard to the work
done by them ... Yours &c., MR MASANI,
Personnel and Productivity Services.

Bombay, May 12, 1964.

SOCIALISM AND VIEWS OF U.S. PROFESSOR

On Jan, 3, 1964, Dr Louis J Rago, Professor of Management, Duquesne University, Pittsburgh,
wrote a leticr to the Editer of this journal explaining his views on the progress of socialism, capitalism,
and productivity, and a further one on Feb. 22, 1964 (see pages 180-187, Vol. V, No. I) in which he
clarified his arguments in support of kis faith in the e ficiency of the free play of economic forces in
bringing about economic growth. Below is a letter addressed to Prof Rago by Prof AD Puranik, of
Mabharashtre, who has criticised the views advanced by the American Professor, and sought his

clarification on certain poinis.

Dear Dr Rago,—...On page 185 of
Productivity (Vol. V, No. 1), you have ex-
plicitly identified the role of the Planning
Commission with that of State capitalism to
be found in the Soviet Union. I personally

feel that your identification is not

convineing for the following reasons:

Indian economy does not have the features
of a hundred per cent State-operated
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economy. We are having a mixed economy in-

which the State wants to play the dominant
role in investment decisions. Mr Butani’s
view that the Planning Commission wants
to play the dominant role in investment deci-
sions 1s to be understood only in this sense.
This is more so because the role of the Plan-
ning Cominission is being redefined in Indja.
Most of the Western economists do not appre-
ciate the exact connotations attached to the
term mixed economy by their Indian counter-
parts. In the context of mixed economy,
the role of the State is quite different from
that of the State in the USSR. In contrast
to the USSR, India wants to channelise the
resources in those sectors which are treated
as essential for cconomic growth. If you go
through the reports published by the Plan-
ning Commission you will easily find a wealth
of information rcgarding the attempts made
so far in channelising the resources. With-
out having 100 per cent ownership of
resources, the State in India has been able to
effect channelisation of resources through
fiscal and monetary techniques. Do you
not feel that this experiment is novel enough
to merit special attention from professors of
your standing?

I gather from your letter that you have
strong convictions on the efficiency of the
free play of economic forces in bringing
about economic growth, 1 am ready to sub-
scribe to your view on the assumption that the
time-element is to be ignored completely.
What 1 mean is that free play of economic
forces may tax the patience of the people
who are very keen on rapid growth. Do vou
not feel that your advocacy of free play of
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economic forces ignores this socio-political
element in the situation?

Another point to which I would like to
refer is about criticism of the technique
of deficit financing employed in India to solve
the problem of economic growth. You suggest
that deficit financing is applicable only to
short-run  situations. Deficit financing in
India “will cut the overall standard of living
of the common man instead of raising it™.
1 personally fee! that for lack of adequate
trained manpower and equipment, deficit
financing does lead to the consequznces des-
cribed by you, because the supply of produc-
tion remains inelastic. But in the context
of a democratic framework and uncertain
inflow of foreign aid, what measures can you
suggest to enable the State procure resources
for developmental purpases? Of course you
can answer the question by saying that the
State should not interfere with the free play
of market forces, But this probable answer
of yours emanates from your basic opposition
to the very idea of planning.

The last point is about the problem of
productivity. 1 am inclined to hold the view
that the problem of productivity is essentially
an engineering problem. It can be solved
both in the context of capitalist and socialist
economy with equal satisfaction.

In the light of the above criticism of your
views one point emerges very clearly. We
have accepted socialism on the grounds of
utility. It scores a point over capitalism so
far as the time element is concerned ...
Yours &c., AD PURANIK.

Karad (Maharashtra), July 27, 1964,
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The application of productivity techniques to transform India’s tradition-ridden
agriculture into a dynamic instrument for higher farm output was one of the
topics which highlighted discussions at the two-day All-India Conference of
Local Productivity Councils (LPCs) and productivity personnel held at

New Delhi in July.

The Conference, sponsored by NPC, decided to

set up a working group to suggest how a ‘siudy in depth® of the
complex problem of agricultural productivity may be conducted.
It endorsed the NPC Governing Body's recommendation to set
up Industry Productivity Councils which would be in a better
position to identify and tackle productivity problems
germane to the particular industry. The most important
decision taken was regarding the observance of 1966
as the Productivity Year of India.

THE conference, which met at Vigyan

Bhavan on July 28 and 29, was unique
in the sense that, for the first time, NPC
brought the LPCs, productivity personnel and
institutional representatives, on a common
platform, “‘in order to further the productivity
movement and to establish some arrangements
by which the industrial and management
consultants may assist in supplementing the
efforts of NPC and LPCs in their service to
industry”.

Besides the delegates sent by LPCs,
participants included representatives of trade
and industry associations, professional orga-
nisations, trade union organisations, training
and research institutions, and last but not
the least, industrial management consultants.
Observers from the State Governments, and
foreign agencies connected with NPC activi-
ties, also attended., The agenda was compre-
hensive enough, and ranged from the identifi-
cation of productivity needs in various indus-
tries, and the assessment of productive
activities, to a consideration of the possible
extensions of the functions of NPC.

Focus on
NPC
Projects

Contributed

Both Dr PS Lokanathan*, who welcomed
the delegates, and Sri Asoka Mehta*, who
inaugurated the conference, were of the
view that productivity had become the key to

*See their special articles in this issue—(i)
Productivity, the Key to Survival (pages 496-498) by
Sri Asoka Mehta, and (ii) A New Deal for Productivity
(pages 503-507) by Dr PS Lokanathan.

SN
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the nation’s survival. A major factor affecting
economic growth, the concept of productivity
had become crucial in the face of the country’s
growing population,

At the cutset, the Chairman (Dr Loka-
nathan) reviewed the working of NPC and
referred particularly to the significant impact
of its programmes on the industrial sector,
the problems to be considered by the confer-
ence, and warned against the danger of the
productivity movement operating in nartow
grooves. He outlined the task ahead of the
organisation, making pointed reference to the
urgent need for doing something in the field
of agricultural productivity. He was of the
opinion that agricultural productivity was
low primarily because of the slow response
of the farmer to the adoption of improved
farming methods. The vastness of the agri-
cultural operations was itsclf perhaps respon-
sible for the poor impact of the productivity
movement in this field. NPC resources
were of course not adequate to deal with the
problem, but it could help in “a small but
significant way™ by conducting research on the
motivations, belicfs, and value systems of the
farmers, finding out thereby how a change in
the farmers’ attitude could be brought about.

The Deputy Chairman of the Planning
Commission (Sri Asoka Mehta) welcomed
the interest of NPC in setting up a working
group to study farming productivity. Agri-
cultural output, he said, was directly related
to industrial cutput, and within the next 10
or 15 years a “‘far-reaching, technological,
social and cultural transformation™ would
have to be brought about. LPCs could play
a vital role in bringing about this transforma-
tion on which future growth depended. The
willingness of the Indian farmer to adopt
modern methods. including the use of fertili-
sers and tractors, depended on the availability
of facilities. Also, as soil conservation
measures were dependent on machinery,
industry should gear itself to meet the needs of
agriculture. NPC should, therefore, help raise
the country’s production of agricultural aids.

The Industry Minister of the Government
of India, Sri HC Dasappa, who is NPC
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President, could not attend the conference,
but in a message he stressed the need of
greater cooperation between management
and labour to step up production. The
Deputy Industry Minister, Sri B Misra, in a
brief speech, wanted the conference to pay
more attention to the small industry sector's
needs. He urged employers to bear in mind
that productivity was linked in some way to
cooperation of workers, and added: “Unless
you give good wages to labour and creafe
better working conditions, the psychelogical
climate for increased productivity witll not
be created.”

Mr C Tyler Wood, Director of the US-
AID Mission in India, who presented to Dr
Lokanathan two films on Work Siudy pro-
duced in India (see picture on page 422),
said his Agency, which had assisted in
this job, was proud of the role &t
had played in NPC's efforts to create a
productivity movement in India.

Reorientation of Activities

At the plenary session of the conference,
Sri NK Bhojwani, Execcutive Director of
NPC, gave a broad perspective picture of the
functioning of NPC during 1963-64. He
drew attention to a certain reorientation of
NPC activities in the matter of training pro-
grammes, what LPCs had been doing, etc.
He brought to the attention of the con-
ference certain special features of NPC work
in recent months:

1. NPC has offered more programmsas to indi-
vidual companies beginning September 1963 than ever
before, and in imparting to industrial personnet on
the ground floor, certain very {ruitful and modern
techniques of productivity,

2. NPC has built up a certain amount of exper-
tise and experience as a result of the working of the
Productivity Survey and Implementation Service
(PSIS), and in the last 13 months it had gone into
many enterprises, and “we can claim that improve-
ments in them have been effective . . .7

3. NPC training of its own industrial engineers
who can look into a wide area of management, etc.,
had yielded fruitful results,

_ 4. Experience in the industrial area of Bombay
in respect of the Fuel Efficiency Service was
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encouraging, and it was proposed to set up another
unit in the Madras area.

5. NPC had the additional opportunity of provi-
ding expertise to other countries, like Nepal, which
was a source of gratification,

6. As demands on NPC resources have been
continuously increasing from inside, and to some
extent from outside, *‘we should draw more and more
on honorary and voluntary workers to do and to
improve our work. Each LPC should have a list of
talented men on whom we can draw for this activity.”
LPCs should also consider how the productivity
personnel pool could be expanded.

_ 7. There was increased collaboration with other
institutions, and ‘‘the more we collaborate the more
we will succeed in increasing productivity'.

Eighteen representatives of LPCs, besides
the delegates of important institutions, took
part in the discussions at which numerous
suggestions were made as to how NPC
and LPCs could play a more useful role in
furthering the productivity movement. Dele-
gates' suggestions included: 1. Creation of
productivity consciousness should be followed
with practical help; 2. The problem of dearth
of raw materials should be solved either by
collaboration or otherwise; 3. NPC should
arrange for resource course material, training
kits, etc.,, as is being done by the British
Productivity Council; 4. Impact programmes
should not be confined to public utility
concerns but also to other spheres, like export
promotion, and tourism; 5. Adequate

... Industries have to make effort
themselves to raise their own
productivity. Neither NPC

nor LPCs have a vested

interest in productivity . . .
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attention should be paid to Human Rela-
tions; 6. Fruits of productivity should be
taken to the doorsteps of the small-scale
industries. NPC may in fact create a small
department to look after productivity in the
small-scale industry sector; 7. The new Fuel
Efficiency Service unit should be located in a
coal-consuming area; 8. Productivity litera-
ture should be published in regional languag-
es, and made available to trade unions and
workers; 9. Training Courses in Work Study,
etc., may also be conducted in regional
languages: and 10. More training pro-
grammes should be organised with the help
of specialised bodies.

Industrywise Councils

The proposal to set up Industry Produc-
tivity Council excited great interest among
the participants at the conference. Dr Loka-
nathan removed misapprehensions in regard
to starting of industrywise councils. He said:

“The idea is very sound in principle: Industries
have to make effort themselves to raise their own
productivity. Neither NPC nor LPCs have a
vested interest in Productivity. We do not exist
for ourselves, but for promoting productivity, and
for that purpose, we have to extend the scope of
NPC’s work . . . The Fuel Efficiency Service
would be expanded if the Government gave
more financial aid to NPC .. . "

Since the demand for intervention of NPC
in labour disputes was on the increase, he
said NPC would not be unprepared to go
into disputes pertaining to technical matters,
provided there were bilateral requests from
workers as well as management.

Pienary session over, the conference split
itself into four Groups which discussed a
number of problems, and made recommenda-
tions which were presented to the concluding
plenary session on the evening of July 29.

Group A (Chairman: GL Bansal) discuss-
ed productivity programmes and needs of
industry, and suggested that LPCs should
assess the productivity needs of industry by
direct approach to their members and the
managements of plants located in their areas,
and collect detailed statistics of performance
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from as many companics as possible (if
necessary, with the assistance of NPC specia-
lists). 1t also favoured more training pro-
grammes for workers and their immediate
supervisors, and the addition of a few more
subjects for trade unions’ represcntatives in
consultation with LPCs. The NPC should
make available training manuals and training
kits to those who had knowledge of the sub-
ject, but were not quite conversant with
instruction techniques. PSIS should be
comtinued, and work in that connexion shoutd
be undertaken by LPCs which should make
available the results of such work to enthuse
other LPCs in undertaking similar work.
Since there were a large number of small
industries, two or three units in cach LPC
should be picked up for intensive application
of productivity techniques, so that they could
be a catalyst in spreading the concept and
utility of these techniques. Further, training
programmes for small industries should be
conducted in local languages, and productivity
cells set up in the various small industry
Industrial Estates, Large and medium
industries should be urged to set up produc-
tivity cells in their own organisations.

Impact Programmes

The committee also rccommended that
both NPC and LPCs should take up impact
programmes to improve efliciency and pro-
ductivity in public utility undertakings. In
regard to retiring or retired defence officers,
it was agreed that they should be encouraged
to participate in the various programmes
organised by the LPCs.

Group B (Chairman: MS Dighe) discussed
the mechanics of coordination, and means
of collaboration, in productivity activities,
and recommended the setting up of a liaison
cell, at NPC Headquarters, to collect informa-
tion regarding institutions and their program-
mes, and disseminate this information to
all concerned, and also to keep institutions
informedabout the needs of industry. Another
recommendation was that the NPC and LPCs
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should encourage management consultants
to play their part in productivity programmes,
and with this in view it was felt that there
was a case for helping consultants to increase
their numbers, and to improve the quality
of their service. Also, NPC should provide
facilities to LPCs and small-scale industrial
units in obtaining the services of management
consultants,

Industrial Engineers

Group C (Chairman: RS Pande) which
discussed organisational matters, recommen-
ded that the proposal to set up Industry
Productivity Councils should be discussed
with the representative organisations of indus-
trics and others concerned, and their coopera-
tion sought for the purpose. Various sugges-
tions were also made to augment the member-
ship of LPCs, and to revitalise weaker LPCs.
For the appointment of industrial engineers
it was felt that NPC should try to persuade
State Governments to pay the salary bills of
industrial engineers, as much as possible,
or NPC itself may consider subsidising 50
per cent of their salaries. To strengthen LPC
activities, the establishment of :echnical
advisory wings in them was favoured.

Group D (Chairman: SC Sen) which
evaluated productivity programmes agreed
that a study group should be formed to study
in detail the line of action to be taken by
NPC on the application of productivity
techniques to agriculture. The ultimate
object of productivity programmes was to
raise industrial productivity, and an attempt
should be made to arrive at evaluations on a
quantitative basis. The Group weclcomed
NPC’s decision to set up a research division:
the consensus was that the building up of a
research cadre was just as important from the
long-range point of view as the successful
completion of immediate projects. It welcom-
ed the proposal of productivity awards, and
said they should be given not only to industrial
units, but also to groups and individuals for
worth-while achievements in productivity.



In view of the momentous decision of the National Productivity
Council of India to celebrate 1966 as the National Productivity
Year, a brief account of the National Productivity Year (NPY)
organised by the British Productivity Council from November 1962
to November 1963, is given here—to give readers of Productivity
an idea of the magnitude of the national involvement in this

business of productivity.

Productivity
Year 1n
Britain

Contributed

PRACTICALLY everybody from the Prime

Minister down to the working girl on the
shopfloor participated in the National
Productivity Year (NPY) organised in
Britain from November 1962 to November
1963. Not only was it a time of national
celebration, but also an occasion for
national dedication. More significant is the
fact that it was not for an hour, or for a day,

but for a whole year that industrial firms,
commercial concerns, insurance companies,
and trade unions kept up the productivity
drive in the consciousness that Britain's
future as a nation depended upon its economy
being more productive than the economics
of other countries.

Opposition parties, including Labour,
participated in the organisation of NPY,
realising that labour’s stake in the producti-
vity business was in fact higher than that
of any other section of the community.
Practically every factory set up a NPY
Committee which not only streamlined work
on the shopfloor, but published booklets,
pamphlets, brochures, publicising producti-
vity ideas, organised contests, and debates
including the selection of & National Produc-
tivity Year Queen. This, however, as her
Divisional Manager said, was no gimmick,
but “a symbol by which we hope to further
the cause of NPY.” The seriousness of its
significance could only be judged in the words
of Lord Netherthorpe who described the
British National Productivity Year as ‘a
blitzkrieg on the public conscience.’

Needless to say India needs a National
Productivity Council Year as a means of
revival of the national consciousness regarding
the level of performance necessary in practi-

«cally every line of social and economic activity

as the price for the maintenance of freedom
and promise of development. It is a promise

375
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of plenty for all, particularly as rhe only
means of retrieving the submerged classes
Jrom the sub-human standards of existence.
We need Productivity more than Britain does.

To begin with, the British Productivity
Council organised a rally in London. This
was attended by 600 representatives of various
organisations supporting the National Pro-
ductivity Year. The audience came from
manufacturing industries, agriculture, build-
ing, mining, distribution, transport, public
corporations, local government, etc. The
Prime Minister and Opposition  leaders
addressed the rally. Greeting them, Lord
Netherthorpe, Chairman of the British Pro-
ductivity Council, said: “In this rally is
gathered, in microcosm, that working Britain
on which our present and future depend.”

The point of view of Labour was very
well put thus:

« Ag trade unionists we know that those firms which
use modern techniques of production and sales, achieve
good guality, the right price, and good delivery dates.
These are the people who expand their markets, and
they can best provide the typeof employment whichwe
require for our members . . . It is for these reasons
that we in the TUC have supported the National
Productivity Year from the outset.”

The Government fully supported the
drive. In fact, the Prime Minister (then Mr
Macmillan) began his address to the rally
saying:

“We are all in this business of productivity. There
are people who think that more productivity
means fewer jobs. It does not. It means more jobs,
Think of the increase in productivity since the begin-
ning of the century, vet there are eight million more
people at work in this country now than there were
then ... All experience shows that when industrial
efficiency is rising rapidly, people, who might otherwise
become redundant as a result of labour-saving devices,
are, in fact, needed to meet increased demand.”

Mr Macmillan then referred to the
tremendous challenge in education, and said:

* ... It should however be a ladder, and not an
escalator, There must be some effort to ¢limb up ...
The main task of this National Productivity Year
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is to transmit to others in an ever-widening circle, the
attitude of mind and expertise which you possess. . .
I saw a survey of a sample of engineering firms
which showed that in 1961, 36 per cent had increased
their productivity —not their production but their
productivity—in that year by five per cent, or
more ... "

Mr James Callaghan, who represented the
Labour Party at the NPY Rally (on account
of the death of Mr Gaitskell), said that all
three political parties were united on the need
for increase in productivity, and added:

. .. Itis one of the most urgent and vital tasks . . .
Top management, including works management, is
not of the quality required, and lacks the necessary
training ., . ! was talking to someone who has been on
both sides of industry, as a trade union officer and
later on the management stde, In his view—and he
was generalising—rhere is 25 per cent increased pro-
ductiviry to be picked up on the shopfloor. What a
fantastic figure, if it is true! The total national pro-
duct of our manufacturing industries is £ 8,000 million
per annum, so 25 per cent is £ 2,000 million!”’

Speaking from the Labour point of view,
Mr Callaghan said that it was the official
approach of the TUC that its own union
members should prod the complacent firms
into some sort of activity: “The trade
unionist needs up-to-date efficient firm”.

Mr Jo Grimond, leader of the I.iberal
Party in the House of Commons, told the
rally that if the mixed economy of the United
Kingdom was to work, then workers, manage-
ment, and owners must feel that they had

... No sector of the community
can fully succeed as an tsland
of progress in a sea of

inefficiency . . .
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direct interest in it. He pleaded for team work
in British industry, and said: *... 1 have been
impressed by the way in which industrial
designers in some countries on the Continent
work very much as members of industrial
teams, and not, as is sometimes the case here,
as a race spart...” Mr Grimond also empha-
sised a practical bias to education on the
American pattern—mixing an Arts education
with definite training for certain professions
or in certain skills: **. .. There seems to be a
tendency in this country, or in some parts of
to, to suppose that natural qualities are
enough...”

Lord Netherthorpe, winding up the rally,
gave an idea of what the NPY meant, and the
magnitude of programmes to be put through
during the year at the local level:

. . . Awareness is only the beginning—it must be
followed by positive action. Anvone witnessing our
achievements can only scorn the suggestion of a
decadent Britain, but rhe most effective use of our
total national vesonrces is the critical reguirement of
our time. Wo sector of the community can fully
succeed as an island of progress in a sea of inefficiency . ..
The programmes already planned at local level, some
1,500 events, by the many professional organisations
whose support we acknowledge and for which we are
gratified and, indeed, the commendable efforts of
the individual firms—and I see representatives of those
firms here—are the cutiing edge of the enterprise on
which we are embarked...I have been immensely
encouraged and impressed by the enthusiastic interest
and support of the trade union leaders in this endea-
vour. Their statesmanlike attitude merits the support
ofthetr members, and is a realstimulus to management . ..
But it is, inevitably, to management that we must
look for the initiative in sparking off practical mea-
sures. There is always a better way—and that is no
idle cliche—as long as there is a will to find it... The
lessons emerging from National Productivity Year
are being assembled and wifl be reviewed at the end
of the Year, so that we can project them into the
future, because productivity today must be compounded
for tomorrow ., .. To ensure economic growth and deve-
fopment, the urgent need is for a new and vital up-
surge of determined, unstinted effort in every sphere
of endeavour .. . If indifference produces anything less
than that, then our very survival is in jeopardy for,
after all, passive pessimism portends penury, but
progressive productivity promises plenty for all. .."”
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As indicated by Lord Netherthorpe, NPY
did not end with the rally and the big
speeches. Speeches, of course, continued
throughout the year, but there were NPY
Committees in firms sitting continuously,
examining capital turnover, paper work,
time and materials, and reporting back to
senior management how to increase produc-
tivity on the shoptloor. Foremen and shop
stewards were brought into the picture every-
where at the railways, at the ports, in the
msurance offices, in the army, for Lord
Mountbatten {now British Chief of Staff)
participated actively. The Army exhibited
its work study; as, for example, in a job
where a crew of three took five hours to
complete with simple modifications and
better coordination, the time cycle was reduc-
ed to a total of 44 man-hours, thus making
an annual saving of £ 46,875 in one small
job alone. Thus were the massive possibilities
of increased productivity rubbed in at every
point of national endeavour.

In terms of their own culture, the firm
of Smith and Nephew at Hull organised the
selection of a National Productivity Year
Queen from 40 candidates. The majority
of factory workers in this concern are girls.
A 24-year-old production line worker, Miss
Anne Mclntyre, was selected as NPY Queen,
and her first request in winning the prize was
to be given the chance during the Year, of
moving about the factory and talking to other
girl employees about the meaning and
objectives of NPY.

We have to organise our National Produc-
tivity Year in terms of our own culture, and
in the context of our own needs. What is
most essential is to tap the national consci-
ousness at all points, and at all levels, so that
we make the most of our plentiful manpower
(people on the land no less than the workers
in the factories), our scarce raw materials
and our still scarcer capital resources.
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SEN, N, Executive Officer, M/s Jyoti Lid., Barcda.

SEQUEIRA, CE, Industrial Psychologist, Office of the Chief Adviser of Factories, Ministry
of Labour and Employment, Government of India, New Delhi.
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JUST THE BOOK YOU NEED
‘BUSINESS IS PEOPLE’

Want to know—What human factor means
in Planning, Productivity
and Profits?

THEN

This book is a MUST for you
and your supervisors

Published By NIPC in Coliaboration with TELCO
Book Your Copfes Now

Price Rs. 3.50 - for 10 copies or more - Rs, 3.00 per copy

Available with; .
Information Officer, NPC, 156 Goif Links, New Delhi-3.
(Tele : 618773/23)

YOU CAN ALSO OBTAIN COPIES FROM:

Regional Director, Regional Director,

National Productivity Council, National Productivity Council,
No. |, B. P. Wadia Road, 9, Syed Amir Ali Road,
Basavanagudi, 2Znd Floor,

Bangalore-4. (Tele: 6329) Calcutta-17. (Tele : 44-6069)
Regional Director,

National Productivity Council, Regional Director,

Novelty Chamber (7th Floor), National Productivity Council,
Grant Road, A/B0, Industrial Area-B,
Bombay-7. (Tele: 72504) Ludhiana (Punjab). (Tele : 2334)
Regional Director,

MNational Productivity Council, Regional Director,

6, Monteith Road, National Productivity Council,
Egmore, 71155, Swaroop Nagar,
Madras-8. (Tele: 84414) Kanpur (U.P). (Tele : 33773)
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The making and shaping of
managers

O ANY COMPANY with & part {0 play in India’s rapidly developing economy, one

major concern is the training of its employees ... helping them to continually

$mprove their job knowledge, get better acquainted with management principles and
techniques and, in the process, derive mote satisfaction from their work.

Metal Box is today assisting hundreds of young men to qualify in these
gkills. Traiping an-the-job—the most effective of all training—is an lmportant
fesponsibility for every manager al Metal Box. In addition, the Company provides
incompanv training (in India and abroad) and participates actively in facilities
provided by outside bodies. Metal Box has trained men on behalf of government
institutes and technical colleges.

setal Box operates a special training scheme to fill tomorrow’s seniof
manacement positions. After a process of careful selection, promising young
trainees learn the Company’s products and procedures at first tand and acquire
4 comprehensive view of management and the complex business of modern
packaging. This well-rounded training helps them fili jobs requiring enterprise, 2
high degree of initiative and integrity.

Packaging is an essential part of civilised life. As the pioneer and Icader of
India‘s packaging industry, Metal Box offers a variety of interesting and satisfying
occupations with plenty of opportunities for advancement to the young people of
today, the managers of tomorrow.

4> METAL BOX

pilferproof and protective packaging




TO THE
OCCASION

He who Teeds the ravens w.ll take care
of the needs of hungry people as weill
But stjll, there's such a thing as help
ceming only to  those who help
themselves!

Thia naticn is grim'y set on banishing
twnger forever from this land. But th's
is a formidable task. No lonely furrow-
#loughing can kelp. Every omneof ushas
to do his very best,

In this endeavour, FACT has been
playing a notable role...passing trom
one expansion phase to another
Presently, the company is engaged in
implementing its third stage expansion
programme.

Here's a preview of the shape of things
to come at the end of the third stage:

TONS

AMMONIUM SULPHATE 2,90,000

) AMMONIUM PHOSPHATE oo 1,135,000
AMMONIUM CHLORIDE ... 25,000 "';’::’M

' SUPERPHOSPHATE s 44,000
J FERTILISER MIXTURES eere. 3,50,000 -

THE FERTILISERS AND CHEMICALS,
... foremost name
AC In fertilisers ! TRAVANCORE LIMITED \

Regd. Office: Eloor, Udyogamandal P. 0., Kerala State
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Office : 24935 3 2
Telephones Fact?ry:mss Telegram : “TRANSWITCH

With the Compliments of

TRANSFORMER & SWITCHGEAR LIMITED

Manufacturers of
POWER & DISTRIBUTION TRANSFORMERS
UPTO 5000 KVA 33 KV

In Technical Collaboration with
DOMINITWERKE G.m.b.H., WEST GERMANY

FACTORY : OFFICE :

No. 2, Lattice Bridge Road Indian Chamber Buildings
Adyar Esplanade
MADRAS-20 MADRAS-I1
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INDIAN TUBE

INDIA'S BIGGEST MANUFACTURERS
OF STEEL TUBE AND STRIP

GENERAL AND PUBLIC SERVICES :

Tubes to 15, 1239-1958, screwed and socketed for
conveyance of fluids and plain at end for scaffolding
and structural applications,

POWER AND INDUSTRIAL :

Electric Resistance Weld and Hot Finished and Cold
Drawn Seamless Steel Tubes for pressure, industriai,
mechanical and structural applications to a variety of
Indian and other internaticnally accepted specifications.

OIL :
Tubes to APl and AS.T.M, particulars,

POLES :
Tramway, Transmissicn and Lighting.

COLD ROLLED STEEL STRIP :

In a wide variety of tempers, widths and thicknesses
for industrial compenents.

INDIAN TUBE

THE INDIAN TUBE COMPANY

(1953) LIMITED

A TATA-STEWARTS AND LLOYDS ENTERPRISE

Registered Office : 41, Chowringhee Road, Calcutta 16
And gt : Bombay New Delhi Ahmedabad
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NANDA 9'9%

SITARA 995

TOPLINE 68 825

SPRING 1395

GO LIGHTFOOT IN SUMMER =

Bata Sandals and Chappals are built to be liked, for their light-footed
comfort, for their fresh-as-the-seascn style. When you first try themon,
you'll feel the effect of their built-in comfort.

And you'll welcome their variety of style,
s
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HEMO-DRAKSO-MALT

HEMOQO-DRAKSO-MALT
gives you the appetite
to eat heartily, aids
digestion, revitalises
your health and fights
off mental and physical
tiredness.

HEMQ-DRAKSQ-MALT
is enriched with vital
vitamins and blood-
forming, nerve-toning
minerals. A time-
tested tonic, HEMO-
DRAKSC MALT helps
you feel fine and fit.

peEL

ALEMBIC PROLLICT

AN ALE



UNDERGROUND WITH
A BRAND-NEW
CABLE

ALIND SOLIDAL!

Here's an exciting new design

in aluminium cable construction, ,
which is yet another classic example
of Alind's forward-thinking !

Making the fullest possibte use of the
properties of aluminium as a
conductor and pve as an insulant,
ALIND SOLIDAL wiil be a light,
compact, easy-on-the-budget,
easy-to-lay-and-joint cable |

Alind will glodly send you
further information on
this new type of coble

THE ALUMINIUM INDUSTRIES LTD.

India’s targest manufacturers of
ogluminium corductors and Gecessories.

Registered Office: Kundara (Kerala)
Plants: Kundara e Hirakud e Hyderabad
Maraging Agents:

SESHASAYEE BROS.(TRAY.) PRIVATE LIMITED
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FORBES FORBES CAMPBELL & GO. LTD.
MANUFACTURERS OF

iC)

® Industrial Flexible Shafting for
Flexible Shaft - Machines and
Concrete Vibrators @ Flexible
Shaft Machines ® Concrete
Vibrators @ Speedometer Cables
® Taximeter Cables ® Control
Cables @ Flexible Electrical

Conduit

ALSO
® Special tools, Press tools, Jigs
and Fixtures
Manufactured to customers own
specifications and drawings.

‘BBBB’ SPRING WASHERS

Forbes Bmldmg. Home Street, Bnmbav 1. Phone: 268081-9
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RE-INFORCING AGENT

FOR
RUBBER

PRODUCTS

~ SUPERFINE POWDER
NEGLIGIBLE MOISTURE
RIGID QUALITY CONTROL
manufactured at our
modern plant with the
latest technical know -how.

SHIV SCIENTIFICS

& CHEMICALS
5, industrial Estate

AGRA y

legrams : SHIVCHEM

Telep one : 5555
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4 ! ‘ ; /04 ) Y z‘; / &
' The prohlem confronting every industry is how best to reduce
R the ultimate cost. Cheap material may be fascinating initially,
but the right material alone will eventually cut the cost and
ensure reliability. KAMANIS supply wide range of materials
ideally suited for the manufacture of standard products. For

quality and workmanship and precision performance, KAMANIS
justify the falth reposed in them by the consuming industries.

e WG
en b 7
pRASS, COPPE ot
sheews. SV ttons:

upto 3P¢

‘ K3 Brand"
- '‘BRASS, COPPER & .
ZINC Sheets, Strips & Coils '

\ | METALS & ALLOYS-LIMITED
RECISTERED Factory & Sales Office
TRADE MARK

- Agra Road, Kurla Nerth, Bombay 70.
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THE EASTERN PURCHASING JOURNAL

5ecom es

THE MATERIALS-MANAGEMENT JOURNAL

In keeping with the nature of its contents—covering all aspects
of Materials-Management of which purchasing is but one important
aspect, The Eastern Purchasing Journal will be known
as THE MATERIALS-MANAGEMENT JOURNAL from
September 1964.

The Materials-Management Journal will continue to maintain the high
standard of The E. P. J. and will strive as before, to propagate the
modern concepts, tools and techniques of Materials-Management.

The Materials-Management Journal is an invaluable guide to
all  executives interested in cost-reduction through efficient
Materials-Management.

For further particulars, please contact :

The Business Manager

The Materials-Management Journal
D-409, Defence Colony

New Delhi-3
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Qua(ity ODnotruments

Now progressively manufactured by

TOSHNIWAL INDUSTRIES PRIVATE LIMITED, AJMER

PROCESS CONTROL INSTRUMENTS (under licence from M/s. Hartmann
& Braun AG, Germany): Temperature Indicators, Recorders, Controliers,

Flowmeter for Steam, Gas, Air & Liquids, Draught and Pressure Measuring
Instruments, Thermocouples etc.

SWITCH BOARD INSTRUMENTS (under licence from M/s. Hartmann &

Braun AG, Germany): M.C. & M.}, Meters—Ammeters, Voltmeters, Wattmeters,
Frequencymeters etc.

PHYSICS LABORATORY INSTRUMENTS (under licence from M/s. W. G.
Pye & Co. Ltd., England): Resistance Boxes, Wheatstone Bridges, Laboratory
Stopclocks, Galvanometers, Standard Shunts, Decade Resistance Boxes etc.

ELECTRIC CURRENT & VOLTAGE CONTROLLERS (under licence from
M/s. British Electric Resistance Co. Ltd., England): Regavolts, Rheostats ete.

ELECTROCHEMICAL INSTRUMENTS (under licence from M/s, Polymetron
Ltd., Switzerland): pH Meters, Conductivity Controllers etc.

Guaranteed and backed by service after sales

Sole Selling Agents :

TOSHNIWAL BROTHERS PRIVATE LIMITED,

5 S 198, Jamshedji Tata Road,
"5 neseancn 3 WO BOMBAY-I.
BRANCHES
Kacheri Road, 85A Sarat Bose Road, 3E/8 Jhandewalan Extension,
AJMER. CALCUTTA-26. NEW DELHI-!.

Round Tana, Mount Road,
MADRAS-2.
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P S G GRADE-1 LATHES- For Increased Production

Height of Centres — 170 mm. & 210 mm.
Distance between Centres — 750 mm., 1000 mm. & 1500 mm.

Simplicity of operation, smooth and efficient performance and addition of
modern features make PSG Lathes ideal for industries and training institutions.

PSG Lathes are made to Grade-l standards and certified by the Inspection
Wing of the Government of India.

Please write to us for more details and literatures:

P.S.G. Industrial Institute

PEELAMEDU, COIMBATORE-4, S. INDIA

Telegram: “CHARITY" Telephone: 4158
4159
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A genuine steel spring must
possess spring power,
toughness, flexibility and
fatigue resistence. lt must
be wuniform and free frem
segregation and friction

gaps which cause cracks and

breakage.

Each Coventry Spring is
made to conform with this
standard by proper proces-
sing of raw materials and
by the extreme care and

control exercised at every

<X 2= 2Z2m< OO0

stage of manufacture.

. . . where quality is the standard

COVENTRY SPRING & ENGINEERING CO (P) LTD

SPRING MAKERS AND DESIGNERS

23, GANESH CHANDRA AVENUE, CALCUTTA-I3



594

@ T R e, e (7 S e WL ST, () S St Yot ", () i gy S gy i S, (3

@)__-_ & __+_ @ v _ (B % v _(Bh a4

(o e

R, e S P i, () S et ot W, Pt e T el e e () B, S, o o, T

FOR BETTER QUALITY GOODS & INCREASED PROFITS
Read
NPC's PUBLICATION

‘IMPACT OF PRODUCTIVITY’

Book of selected case examples of fruitful use of Productivity
Techniques to Indian Industry

Price Rs. 2.50 per copy

Avaitable with:
Information Officer
NATIONAL PRODUCTIVITY COUNCIL
156, Golf Links, NEW DELHI-3

@ TR S, e () WA el < P Yy () I,

B CPOCRICIICIICAD CHSCII RO PRICPIDHO CAL TR DRI TR TR B © ORI CAICRICRICAI IS CAI PRI CRI PRI TRICRI CRITRIERD &
2 ¢ FOR HIGH QUALITY MALLEABLE CASTINGS ?
2 A Healthy Nation $ REMEMBER ?
3 2 2 R. M. ENGINEERING WORKS *
i Helps 2 3 (A Rohit Group Enterprise) 3
% PRODUCTIVITY % g ‘ =3 E
. N ;

3 We serve the Nation 2 2 \ i\ 3

N
2 4 ¢ WE MANUFACTURE 4
2 DDT £ £ Pipe Fittings * Conduit Ftings 3
g 2 2 AND MALLEABLE CASTINGS FOR YOUR 3
REQUIREMENT OF
Z HINDUSTAN lNSEcTIGIDEs 2 2 * Automobdile Components # High Tension z
Z % Z Hérdware * Cycl% Components * Railway %
; omponents % Textile Mills Spare Parts

% LIMITED 2 % For further particulars write to: 3
(A Government of India Undertaking) 3 3 R. M. ENGINEERING WORKS 2

% Regd. Office: 3 3 Rohit Mills Ltd., Ahmedabad-8. 2

: : . Sole Dealers:

2 C 155 Defence Colony, New Delhi : 2  Mehta Corporation Private Ltd., 2
2 Works : 3 7 Rohit Mills Premises ?
3 NEW DELHI ::  Udyogmandal 32 ¢ éf%iﬁ?;icﬁ“ﬁ:“h?&dé‘iifl’ NEEEE ¢
2 z 2 D. Naoroji Road, Bombay-1. 2
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MANUFACTURERS OF |
HEAT RESISTANT AND
SCENTRIC
GLASS WARES

BLOOD TRANSFUSION AND
GLUCOSE SALINE BOTTLE
SPECIALITY AND

CAN TAKE UP THE
FABRICATION OF ANY
TYPE OF WHITE BOTTLES

O

BOMBAY OFHIE
Co.pperative 1nsurance Liog,
2nd Floor, Sir P, Mehla Reag.

Bombay i

Bhane : 251701
Gram : HUTRALGLAS

7

1oL AN PPODUCTS

Dhone : 8138
Gtam : TEELAD

wORKS
Bombay Doana_\?nad—
Dimpri, Mr. Poona.

HEAVY DUTY
PILLAR DRILL

SPECIFICATIONS
Drilling capacity 590 mm.
Morse taper No. §

Mo, of drilling speeds 8

Speed range 95 to 1060 rpm.

No. of power feeds 4
Spindle stroke 150 mm,

Motor h.p. L)

TATA
PROJUCT

INYESTA MACHINE TOOLS & ENGINEERING €O. LTD,
At & Pout Chinchwad. C. Riy., Near Poora, Regd. Office : Ewart Howte, Bruce St Bombay - 1
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: Read

 PRODUCTIVITY

—Journal of
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e e

National
Productivity

Council
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A pasting problom...

getting you down?

Ther switch to the COPROOD {
range of adhesives—specially created H
tn the CORN PRODUCTS Laboratories H

o suit modern needs. From febeifing

to guwnming —COPROCO has the :
answer for every adhesive requiremeat, .
There’ll be no pasting problems s
—when you switch to COPROCO1

Please send for our bookler
“Sticking 10 Facis' which will
help you gready m choosing the
right adhesive, Please writs to:

CORN PRODUCTS COMPANY
(INDIA) PRIVATE LTD.
P. O, Box 994, Bombay-1
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Manufacturers of

Quality

BRASS & BRONZE
WIRES & RODS

for
All Tndustrial Purposes

BHANDARY METALLUREICAL
CORPGRATION PRIVATE LTD,

Vikhroli, P.O. Tagorenagar,

) W 2 ) L L LY PN AP e LS S e e

BOMBAY-83-NB.

Phone : 581826  Gram: ‘BHANDARYCO’
Vikhroli
(Bombay)

Bijlee BErgrc_Iucts (1) Pvt. Ltd.

A. L. Nair Reoad
P. Box No. 4516
Byculla, BOMBAY-8 (India)

Gram: ‘Bl]bulb’ Tel: 42619

TR OIS DA RO ASCRO T AT A PRI TRI ORI TAD C RS CRICAE BRI SR TGRS CRI0ND
CRICRI AL AD CAI GRS RS CRI CRICRIGRICHRI SR IR RS RO ORI TR G AT CRICRS
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Whexe teﬁtaefotiej i the Ftoﬂem
ISHWAR INDUSTRIES

s the answer

* Fire Bricks of all Grades & Shapes * Castable Refractories & Cements
* Acid Resisting Bricks & Cements * Insulating Bricks & Cements
* Stone-ware Pipes & Fittings * Fire Clays of Various Grades

can now reach you swiftly from our factories at
Ishwar Nagar, New Delhi and Niwar, District
Jabalpur

Be ‘Quality-sure’ Use Ishwar Refractories
1914-1964—GOLDEN JUBILEE YEAR OF SERVICE

THE ISHWAR INDUSTRIES LTD.

ISHWAR NAGAR, NEW DELH!I
Phones : 76241, 76242, 76243
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ﬂJueriisinq in ‘PRODUCTIVITY? %eans
BETTER BUSINESS—WIDER MARKET

four issues in a year
GOES TO ALL CORNERS OF THE COUNTRY & ABROAD
rates very nominal—printed page 53" x73"

Ordinary position One insertion Four insertions
Ful! page Rs. 150.00 Rs. 550.00
Half page Rs. 100.00 Rs. 350.00
Quarter page Rs.  50.00 Rs. 175.00

Special position
Third title page 759, extra
Back page 1005, extra

259% extra for each colour

Please write to ;
Information Officer
NATIONAL PRODUCTIVITY COUNCIL
38, Golf Links, NEW DELHI-3
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Here, The Advertisers

Alembic Chemical Works Co. Ltd. ..

American Universal Electric (India)
Ltd.

Bata

Bhandary Metallurgical Corpora-
tion Private Lid.

Bijlee Products

Bird & Co. (Private) Lid.
Burn & Co. Ltd.

Corn Products

Coventry Spring & Enginecring Co.
(P) Ltd.

Dholpur Glass Works Ltd.
Dunlop

D. Waldie & Co. (Lead Oxides) Ltd. ..

Escorts L:d.

Forbes Forbes Campbell & Co. Ltd, ..

Hindustan Insecticides Ltd.
Hivelm Industries Private Ltd.
India Foils Ltd.

Indian Iron & Steel Co. Ltd.
(iIISCO)

Indian Oxygen Ltd.
Indian Telephone Industries Lid.
Indian Tube Co. Ltd.

Investa Muchine Tools & Engg. Co.
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1bcon Private Ltd.
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Calcutta Fan Works Private Ltd.

Kamani Metals & Alloys Ltd.
Mahindra & Mahindra Ltd.

Metal Box

M.N. Dastur & Co. Private Ltd.
National Ekco Radio & Engineering
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National Insulated Cable Co. of
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INDUSTRIAL ]B CON (ONSULTANTS

PLANT CAPACITY AND LAY-OUTS
STORES ORGANISATION

RAW MATERIALS CONTROL
TRANSPORTATION METHODS
PRODUCT QUALITY CONTROL

N7
e
e

IN THE PLANT—

PRV Y

WORK STUDY

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

PRODUCTION PLANNING AND CONTROL
CONSUMARBLE STORES CONTROL

FUEL AND STEAM UTILISATION
MECHANICAEL HANDLING

OPERATIONAL RESEARCH

BUDGETARY CONTROLS

VALUATION OF PLANT AND BUILDINGS

DESIGN AND ESTIMATES OF EXTENSIONS

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

IN OFFICES—

MANAGEMENT ORGANISATION x
CLERICAL PROCEDURE *
WORK MEASUREMENT *

LAY-OUT, COMMUNICATIONS AND EQUIPMENT

AND

THE SETTING UP AND TRAINING OF THE

CLIENT'S OWN INDUSTRIAL
ENGINEERING DEPARTMENT
MARKET RESEARCH

EXECUTIVE LEVEL WORK
MANAGEMENT CONTROLS
BUDGET FORECASTS

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

IBCON PRIVATE LIMITED

5, Russel Street,
CALCUTTA 16.

[-C, Ali Asker Road,
BANGALORE. [

Regd. Office ;: ADELPHI,
119, Queens Rd., BOMBAY 1.

Also in

Brady’s Building,

M. Gandhi Rd., KANPUR.

7, Sukbastan Gardens, Off Ward Place,
Colombe 7, CEYLON,

UK., PAKISTAN, BURMA, IRAQ, CHILE, ARGENTINA,
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BRAZIL, MEXICO, AUSTRALIA, HONG KONG
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Regd., No. 4757/59

Productivity and Progress go together

to produce ...

WIDEST RANGE OF EXHAUST FANS

EVER MANUFACTURED IN INDIA

(INCLUDING ACID FUME PROOF & HIGH TEMPERATURE FANS)

DIRECTLY COUPLED
OR BELT DRIVEN

Large variety of application
in the field of Industrial ventilation

# Prompt deliveries

# Certain sizes available ex-stock

CALCUTTA ...
EXHAUST

CALCUTTA FAN WORKS PRIVATE LTD.
Pioneers and Experts in ventilation Engineering
Head Office : 30, Chowringhee Road, Calcutta-16

CEIPA/3-b1 City Sales Office : 9B, Chowringhee Road, Calcutta-13
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