.-« A factory in the suburbs of
Bombay, engaged in manufactur-
ing machine tools with Japanese
automatic machines, came in for
a surprise from one of its em-
ployees. The employee concerned
had little schooiing to his credit,
but he had worked on machine
tools for several years, and had
an dactive mind. He made a
practical suggestion to effect a
small modification in the auto-
matic machine which would in-
crease production by 100 per
cent. In the first instance, the
company hesitated a little, but
later on they wrote to the sup-
plier of the machinery in japan,
asking them if they could imple-
ment the suggestion. The Japa-
nese company congratulated the
employee . . .

PRODUCTIVITY carries in
this issue a special feature on
Suggestion Schemes (pages 201
to 249). The contributors are
Mr MS Datta, Deputy Director
of the National Productivity
Council, Mr JA Panakal of
TISCO, and Prof. Udaychandra
Naval. Details of the scheme
proposed to be introduced at
Hindustan Insecticides Ltd. are
also given in another article,
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PRODUCTIVITY IN DEPTH

FOR THE LAST SEVERAL years, the National Productivity Council has been in

intimate touch with Industry to help it raise its productivity; and, as recorded in the
researches published in the past issues of this Journal, we have been able to achieve a
three per cent compound rate of increase in industrial productivity. The credit
for this achievement goes, of course, entirely to Industry, both in the public and private
sectors, to their managements and, not the least, to the Labour associated with them in
the processes of production. NPC can only claim to have worked as a catalytic agent

through our presence in training programmes, through productivity publications, etc.

A decade ago, Productivity was an  unknown quantity in the socio-economic
equation. Now, hardly any company chairman or Cabinet Minister makes an important
speech without some direct reference to productivity as the measure of performance

in the line in which he commands social resources. In the corporate sector, produ-
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ctivity has become the established yardstick in decisions involving expenditure of
resources; and there are important company chairmen now who quote the gospel.of

productivity more than the professional practitioners of productivity.

Not many months ago, the Managing Director of Union Carbide devoted his
entire annual speech to a Productivity Reorientation of Management: “The year 19686 is
‘India Productivity Year' and today, therefore, I propose to enlarge upon the inter-
relationship which exists between productivity, managers, and managerial standards of

conduct.”

And in the course of his speech, Mr J\WWL Russell went into the depths of
productivity: ... For the Rupee will not automatically invest itself to the best
advantage of the cnterprise and the community. Machines, plants and laboratories
will not produce optimum combination of goods and services to meet the country’s

needs, unless thev are directed by capable managers.”

Mr Russell's emphasis is naturally on management; and an cbiter dictum from
Socrates, quoted by him in the course of his speech, is really remarkable in its impli-
cations: "Do not despise men skilled in managing. The conduct of private affairs differs
trom that of public affairs only in magnitude; in other respects, they are similar. Neither
of them are managed without men, and those who know how to employ men, conduct
either private or public affairs judiciously; those who do not know will err in the

management of both”

Clearly, what we require is Management in Depth, and that, in turmn, means
Froductivity in Depth, for the two are in reality identical. That the wind of change
is moving in the direction is evidenced by the fact that the Prime Minister herself
inaugurated a Seminar on Public Sector enterprises, and made it clear, beyond doubt,
that Government intended to measure their achievements by the yardstick of

productivity alone.



EDITORIAL

In order to achieve Productivity in
Depth, the Planning Commission has set
up a whole division concerned with
management, which recently organised a
high-level Seminar on Productivity, It is
clear from the deliberations of this Seminar
that the Government’s major concern at
the moment is to drive productivity con-
cepts info the very structure of industry, in
some very considerable depth.

The very first issue posed at the
Planning Commission’s Management Con-
ference was the analysis of “attitudes
towards cost reduction, profit and produc-
tivity (utilisation and employment of re-
sources ). . . Cost reduction is not possible
without a deep cost-conscicusness and
time-consciousness . , "

The Management tasks to achieve
the targets of the Fourth Plan were out-
lined as

{a) reducing costs in public and
private enterprises and export
industries;

(b} increasing productivity through
promotion and application of
scientific research and develop-
ment; and
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...India is the only country
where organised labour of
all shades of political opi-
nion has expressed its full
preparedness to participate
in the productivity move-

ment. At the Seminar on
Sharing the Gains of Pro-
ductivity, all labour repre-
sentatives expressed their
readiness to cooperate in
projects for measuring and
increasing productivity.

“NPC, however, does not
propose to rest on its oars,
but to move forward to-
wards an actual accom-
plishment of a massive
increase in industrial
productivity.

“Indian industry has
begun to look ahead. In its
own small way, NPC has
played a part in the forma-
tion of forward-looking
attitudes in Indian indus-
try; but more, and more
important work lies ahead...

from PRODUCTIVITY

(¢) increasing export eamings through raising productivity.

Vol. II No. 3 .

Surely this is the area of the National Productivity Council, and our very forte. We
have worked in the field for eight long years; and for the last three years, we have
organised a number of productivity surveys in public and private sector enterprises,

supplemented by Implementation Service.

In fact the whole scheme is integrated into

what is called the PSIS: Productvity Survey and Implementation Service. We arc
thus equipped, wherever and whenever called upon, for achieving—rather helping any
organisation to achieve—Productivity in Depth, so vital now to the viability of Indian

Industry in the context of Devaluation.
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Utilisation of
Laboratory
Research

TILISATION of rescarch depends, first

of all, upon the type of research (in-
cluding the origin of it). Where the
research originates in a problem which has
been posed by some one in particular (an
individual or an industry), the results are
ecagerly awaited and their utilisation should
be easy to secure. It is for this reason
that increasingly emphasis is being laid on
sponsored research or problem-solving re-
scarch. But where research has been
done on one’s own, the problem becomes
somewhat difficult, If the doer is in tune
with his environment, the research results
are likely to be related to an existing
situation or demand, and, therefore, their
implementation should be within reach.
We nced not, however, discuss the third

type in which the researcher is far far ahead
of his time.

Implementation depends upon
stage at which the results of research
put on the market. If this is done at a
point where industry can take on (for
instance, after the pilot project stage), ac-
ceptance would be easier. On the other
hand, if theoretical conclusions of research
are left to be given practical industrial
shape by some one else and at a subsequent
stage, the utilisation will inevitably be-
come delayed. It is for this reason that
emphasis is being laid increasingly on
research results being offered at the stage
where take off is possible.

The third element in this sequence is
the matter of form and detail in which
research findings are offered. Here again
if these are offered in a suitable form
ready for market use, and in language and
detail that would be expected, the chances
of rapid utilisation are the brightest.

But to stop at this stage would not be
satisfactory. In the conditions in which
we live here we must make effective ar-
rangements for the marketing of research.
Leaving it to be achieved through publi-
cation of material will not be enough.
Organising it through the wsual kind of
extension services will succeed so far but
no more. The word of mouth approach is
good, but most mouths that speak have
other interests. In any case the persis-
tence that is necessary in promoting imple-
mentation of research results has to be
organised on the basis of sound marketing
techniques. Each item to be sold has its
special problem, and the tools must take
this into account. In the case of research,
one of the tools may well be that the re-
searcher should participate actively, as if
on joint venture basis, all through the pro-
cesses of acceptance, implementation, pro-
duction, and reward., This way it is not
only ahstract knowledge that is being

(Continued on page 325)
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Nature & Scope of

Executive Development
Programmes

There is a wide variely of executive development programmes and the

agencies organizing them in India.

In this article, Professor Dasgupta has analysed

the training needs of the various levels of management, defined the purposes of
various types of programmes and organizing agencies, and also described the

various meihods of management {raining.

ANY of the cxperiences, skills and

attitudes  of managers which help
them to perform their functions suceess-
fully can be transmitted to other managers
as techniques and  guiding principles for
qualitative improvement in work so that
thev do not have to spend a long period
of time learning through a process of trial
and error or from the chance impact of
experience. Thus, W, Tayvlor.  Henri
Favol, Oliver Sheldon, Ienry Dennison.
Mooney and Reiley, Chestard 1. Barnard,
.. Urwick, Lawrence Appley. Peter Drue-
ker and many others have made substantial
contribution  to  management  practices.
While practising the acquired  techniques

and skills, each succeeding generation of
managers can bring new ideas or can chal-
lenge the older practices in their effort
to improve them. In addition, many re-
search findings in different branches of the
social sciences such as Industrial and Social
Psychology, Economics, Sociology  and
Political Science have increased the know.
ledge and understanding of exccutives in
a manner that can improve their mana-
gerial cffectiveness. The constant flow of
techniques and the results of research as
well as their practicability in application
amply prove that management is teachable,
and that this learning is as important to
existing executives as it is to new entrants
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in an organisation in helping them to assi-
milate quickly the details of any kind of
work whatsoever,

Pre-requisites for Development

An executive may have weak as well
as strong points in respect of his abilities
and attitudes, which, if properly identified
and evaluated, can be improved and
strengthened through a process of develop-
ment, known as “executive development”.
This  differs from executive placement
which is concerned with placing an exe-
cutive in a position that suits his existing
abilities and attitudes.  Both “execu-
tive placement” and “executive develop-
ment” aim at ensuring at any given time,
an adequate supply of executives with the
requircd qualities. Any process for im-
proving the effectiveness of an executive
through education and training is execu-
tive development, and its success will
depend on the selection of executives,
organisation atmosphere, definition of ob-
jectives, and the methods of development.

Before  executive  development s
undertaken, an organisation should know
its present and  future requirements of
executives for different levels and act-
vities, the potential of the cxisting execu-
tives and the number of fresh requirements
that may Dbe necessary. The number of
managerial personnel is  determined, no
doubt, by the size of an organisation, but
the nature of the product is equally im-
portant. If the product is competitive in
an cxpanding market, more managerial
personnel  will  be required. Industries
producing consumers” goods in a competi-
tive market employ a larger percentage of
managerial personnel than  do  industries
producing materials for other industries,
A company must analyse each executive
position from the viewpoint of its activities
in order to assess correctly the kind of
managers which it requires and will re.
quire. Each position demands certain skills,
certain  personal  characteristics, certain
kinds of knowledge and experience, all of

EXECUTIVE DEVELOPMENT PROGRAMDMES

which vary according to the level and the
area to which a position belongs. Every
exccutive position is a mixture of manv
activities such as decision-making, lcading';_.
managing and application of professional

skills. At the top level, the job of an
executive  is  mainly  entrepreneural  in
character and involves decision-making

about aims and purposes, actions for the
continuity of business, assessing the impact
of environmental forces, leadership, inno-
vation and adaptation. Middle line mana-
gers and supervisors are concerned mainly
with managing, that is, obtaining, directing
and utilising human and material resources,
Middle functional managers and functional
specialists require many professional skills
and they have not much to do with mana-
ging. A company must know which acti-

vities of managers in each level need
improvement, and who are likely o
improve through a process of executive
development,

The training of those selected and
recruited as trainees is planned in a differ-
ent way as thev are not executives and
will not become such until they complete
their training which may last one to twe
vears.

Appraisal of Performance

Executive Development is essentially
post-experience in character and aims at
improving the present performance of an
executive or at making him able to handle
greater responsibilities, all in the context
of the requirements of a managerial posi-
tion. As a gencral rule, those executives
who have already demonstrated some capa-
city for undertaking responsibilities and
who are being considered for greater res-
ponsibilities, can derive maximum benefit
from the development. Men who are too
remote from positions of responsibility or
who are about to retire in a few years
time should not be considered for execu-
tive development; but men who have
reached the height of their promotional
possibilitics, may still bhe considered for
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further development if their responsibilities
so demand.

An exceutive’s performance must be
appraised in order to place and develop
him. The methods used in Indian firms
for this are not always without abuse.
The desiderata arc economy in costs and
maintenance of quality in terms of stan-
dards established for the purpese; but
other factors like loyalty towards one’s
superiors and the manner in which one
leads one’s people and keeps contact with
others in the organisation are also consi-
dered. When judging physical perform-
ance, factors beyond the control of an

executive, though  they may have a pro-
found impact on his performance, arc
ignored. In addition, his competence at

developing high morale and in maintaining
good relations with others in the organi-
sation. in fostering good public relations and
in developing his subordinates is consider-
ed only i the context of his actual per-
formance, partly because this can be
measured while the other factors though
important for efficiency cannot be mea-
sured. The common practice is to list for
every emplovee certain characteristics, and
to get the views of his immediate superior
officer in regard to each characteristic,
This results in an emplovee who is anxious
to get ahead in the organisation going all
out to show his personal loyalty to his
superior officer even at the cost of destroy-
ing the morale of his own subordinates.
By and large, appraisals of executive per-
formance, being based on the personal
opinions of superiors, are unreliable and
often unjustifiably denigrate the efforts of
an executive, in comparison to character-
stics which are not clearly defined and
identified.

It is time for the top management in
India to concentrate on finding better
methods of cvaluation of exccutive talents.
American cxperience and research in loca-
ting promotable exceutives can be of great
value to Indian management in solving
this difficult problem.
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If a proper evaluation method is
followed, an organisation will be able to
identify cxccutives who are outstanding,
satisfactory or poor. The outstanding
ones must be developed for higher res-
ponsible positions immediately or in the
pear future. Satisfactory executives can
also be helped to improve their standard
of performance in their present positions
so that at a later stage with further deve-
lopment they may be comsidered for pro-
motion. ‘Poor executives need training if
they arc to remain in the same position,
but this is not executive development.

Top Management Attitudes

A sound organisation structure in which
executives have a clear understanding  of
their dutics and responsibilities as well as
of their interrelationships is an indispensa-
ble pre-requisite for efficient exccutive
development. The top management in an
organisation must also create the necessary
climate so that all employees feel that there
are opportunities for their growth. There
must be scope for an executive to extend his
range of responsibilities by acquiring fresh
knowledge and experience. In the absence
of this climate, cfforts towards development
will be like throwing seeds on fallow ground.
Above all, an organisation must back an
executive by tolerating a certain percentage
of his mistakes in new responsibilities.
Freedom to make mistakes will make an
executive more alert and give him a sense
of belonging. In the family business, which
stil dominates the Indian economy, a
section of managers complain—though not
justifiably always—-that they cannot strive
for self-devclopment, that they lack personal
freedom and that what is wanted of them
is subservience. One extreme view is that
sooner or later professional managers will
cease to De attracted to the private sector
and will prefer the public sector where the
relation will at least be that of boss-subor-
dinate and not master-servant. Many family
businesses in India have been successful and
eflicient for a verv long time, and their top
positions are held not by family members
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but by professional managers, many of
whom lave risen from the ranks. It is nat
the type of ownership, but the attitude of
the top management, whick makes the
organtsalional atmosphere congenial or un-
congenial for emplovees.  The attitude of

top management  should foster in an em-
plovec an urge for arowth and  shonld

provide opportunitics  tor growth,  The
failure cf executive in one arca does not
mean thut he cannot sneceed in other areas.
This realisation by top management  witl
motivate execeutives to learm new and hetter
mcthods,

On-the-job Development

The process of development, whether
on-the-joh or outside, can he  determined
only atter what is expected of an executive
has heen ascertuined. If immediate realitios
in business are most important, then on-the-
job training is appropriate.  There afe
some commaon methods for developing the
knowledge, skills and habits of an executive
within an organisation through programmes
on-the-job like job-rotation, coaching and
new assignments.  Job-rotation can help an
executive to acquire new wavs of thinking.
and fresh attitudes towards change. Tt ean
develop his capacity for getting along with
his colleagnes, and’ enable him to shoulder
new responsibility when he has to. However,
it is difficult to arrange a series of jobs which
will develop an executive. as those jobs may
not he effective enough to improve cfficiency.
Furthermore, frequent  transfers affect the
job itself, as well as the professional com-
petence of  the excentive.  Manv  fimms,
therefore, use job-rotation only in the early
career of an executive, or give assignments
in the same job to discover his strength and
weaknesses,

Coaching is a  process by which an
execntive can trausfer his insight and ex-
pericnee to his subordinate so that the Iatter
can develop  faster. The uswal device is
delegation.  This is nsed at CVery manage-
ment level and its  success as a training
method depends on the proper sclection of

EXECUTIVE DEVELOPMENT PROCRAMMES

the executives, and also on the delegator,
who must know what (o delegate and what
not to delegate. Somctimes,  executives
are . put  on committees oy membrrg
or observers to learn how husiness ope-
rates, by Jistening  to discussions hy
senior members.  In most industrial organi-
sations today, the tendency is for specialists
to be given managerial resporsibilities  in
areas other than their own speciality.  In
their early career, the need or desire for
such o change-over docs not arise, hut after
some time, the specialists themselves press
for greater responsibilitios,  Such a change-
over, however. does not guarantee suceess
unless the specialist’s perception and assump-
tions also change.  To train an exccutive for
an area about which he knows little or
nothing is a problem because a person who

remains long in  the same job  bhecomes
mentally rigid.  He needs reorientation in
order to  accept new  assignments  with

optimism, new colleagnes with friendliness.

new habits with agreeableness, and  new
situations with courage.
Social & Economic Forces

On-the-job training s primarily

concerned with developing in an exccutive a
repertoire of skills and habits consistent with
the existing practices of an organisation, and
with orienting him to its immediate problems,
Business is dynamic  and tomorrow’s pro-
blems may differ from today’s beeanse social
andl  cconomie  forces  and  technological
environments are constantly changing, The
ability of an executive to sce, to analyse and
to decide problems will depend en his know-
ledge and understanding of the forces both
inside and outside the organisation,  This
ability cannot he developed by an imme-
diate problem-oriented training programme.
Training and education to develop pers-
peetive and hreadth of vision should, there-
fore, be so designed that knowledge, infor-
mation and discussion will he the principal
features.  ‘The raison d'etre of an off-the-job
programme is to  assist an  executive to
improve his ability “to meet the wide range
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of problems ™ which he taees today or will
face tomorrow, [t is. however, importaut
to note that training on-the-job and off-the-
job programmes  are complementary  for
executive development,

Survival & Profitability

Whatever cannot e taught on-the-job
should be tanght tlrough off-the-job pro-
gramme. The formulation of objectives for
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such a programme may  appear to be  a
simple task. The problem, however, is that
both training  on-the-job and programine
outside-the-joh must be arranged according
to the objectives of an enterprise.  Every
enterprise nndoubtediy is  anxious to utilise
all available  resources—diinance, materials
and men—-in the most eflicient and economi-
cal manmer. for ensuring survival and profit-
ability, The objectives, then. are efficient and

names at a frantic pace.

corporate litles.

merged with Frite.Lay, Inc.

and legal fees.”

Cost of Playing the Name Game

“Corporations in the USA", says Dusiness Week, “are changing their

“Name-change amalysts say that companics most often change names
when they've outgrown them; and a good vear for name-changing is most often
a good business year. In 1965, of the companics listed in Standard & Poor’s
Directory, 155 made a change in name—probably a record for switches of

“One of the simplest wavs to change a name is to chop it down to ils
{nitials. Thus, International Resistance Co. is now IRC, Ine.,, and AVM Corp.
has taken the place of Autcmatic Voting Machines. A popular way to obscure
an outgrown product is just to drop it from the corporate title. D
Fruit Corp. is now Di Giorgio Corp; ‘Glass’ no longer appears in the Owens-
IMlinois name; and PepsiCo, Inc., contracted the Cola in its old name when it

“Changes in title may be minute, but the cost of making the change
often soars into hundreds of thousands of dollars.
legal was $39,700. This included new plates for forms and letterheads,
soliciting and printing proxies, patent and trade mark changes, public notices,

Giorgio

The cost of making IRC
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economic utilisation of resources, survival
and profitability. No executive should be
confused about his role in helping to achieve
the first objective. The other two objectives
—survival and profitability—are not always
properly appreciated by an  executive.
Survival is much more than mere existence:
it means continuity and expansion for render-
ing services to the society. Profitability
concerns not only the owners who invest
money for profit, but also  customers who
want their money’s worth, employees who
demand job satisfaction and a share in the
prosperity of the enterprise, and society
which expects employment opportunities and
other benefits. The emphasis on the social
responsibilities of business and the accept-
ance of “service” as an ideal are the two
goals which Indian management should bear
in mind in our socialistic pattern of society.
Society is becoming less tolerant towards the
profit motive unless it is for the good of
society. An executive, therefore, should have
the skills to utilise human and material
resources, and the knowledge to understand
the changing nature of the expectations and
demands of all those involved in the activi-
tics of an enterprise. He should know what
decision should be taken in order to fit them
into the mosaic of objectives of the enter-
prise. Whatever the area of his functions—
tinance, production, marketing, distribution
cr industrial relations, and whatever his
managerial level —top, middle or supervisory,
an exccutive must possess the ability to plan,
to decide and manage in keeping with the
awakening values of society, without, how-
ever, violating the laws of economics.® His
primary duties are to have an explicit in-
terest in the public good, to perform his func-
tions as efficiently as possible, and to earn

*“The objective of management must be to
pursue the promoter’s cbjectives efficiently
and at minimum cost. In doing se, it must
not cnly observe the ground rules establish-
ed by legislation but those recognised in
society,” See Report of Seminar on Pro-
blems of Privaie and Public Industrial
Undertaking (Aug. 6-8, 1963) organised by
the Federation of Indian Chambers of
Commerce and Industry, Delhi.

EXECUTIVE DEVELOPMENT PROGRAMMES

profit without which the question of provid-
ing services to the community does not arise.
He must not be tempted, "however, into
making quick profits and must always take
the long-term view. He has another res-
ponsibility: to anticipate all  situations——
inside and outside the organisation, which
may affect the growth and development of
the enterprise and to decide correctly. The
Indian management today would not have
heen so severely criticised, were the mana-
gers conscious of the implications of their
responsibilities  in  the context of social
values. Yet, curiously, by conviction and
attitude, Indian management is apt to take
risks for progress and it firmly believes in
public welfare,

An executive development programme
sheuld, therefore, emphasise knowledge and
understanding of environment, and the
development of analytical ability for deci-
sion-making, so that an executive can
effectively help his organisation to be
dynamic and progressive.

Objectives of a Programme

The objectives of an executive develop-
ment programme can be stated as follows:

{a) To understand the forces of environ-
meni and their implications on the
organisation and thus to broaden
one’s cutlook;

{b) To understand the responsibilities of
efficient management;

(c) To understand the demands and
expectations of those involved in the
activities of the organisation;

{d} To develop the ability to understand

and analyse problems and to make
decisions;

{e) To develop ability to manage.

Since the responsibilities of an executive
are related to the immediate functional area,
a single programme cannot fulfil the re-
quirements of executives from different
levels. The common practice, therefore, is
to design a programme for each level—top,
middle and supervisory.
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Two Types

The objectives of the top level manage-
ment are more or less the same in a
organisations. But it is difficult to have the
same objectives for the middle management
with different line and functional responsi-
bilities, From the practical point of view, it
is best to have two distinct types of pro-
grammes: one for line executives and the
other for functional executives and specia-
lists with a common core of objectives.
Line executives whose primary objective is
to get work done by people, should mainly
place emphasis oD leadership, human motiva-
tion, and other relevant factors the under-
standing of which will enable them to
resolve management problems.  Lingineers
and technologists should also get opportuni-
ties to improve their specialised knowledge
and competence, and at the same time to
decelop their general ability to manage.
Another method is to focus attention only
on problems in specialised areas such as pro-
duction, sales, engineering or accounting s0
that executives can gain more knowledge of
the management process through their own
specialities.

Thus, viewed from the level-wise
managerial personnel, the objectives may be
categorised very broadly as follows:

(a) Top Management

(i) The improvement of thought
processes and of analytical ability in
order to see and examine problems
and take decisions in the best inter-
ests of the company;

Broadening of the outlook of the
executive in regard to his role, posi-
fion and responsibilities in the orga-
nisation and outside;

(i1}

(iii) Thinking through problems which
may confront ihe organisation now
or in the future;

To understand economic, technical
and institutional forces in order to
sulve business problems;

i)

To have knowledge about problems
of human relations.

(v)

(b) Middle-Line Management

(i) To establish a clear picture of
executive funetions and responsibili-
ties;

(ii) To bring abcut an awareness of the
broad aspects of management pro-
blems, and an acquaintance with, and
appreciation of, inter-departmental
relations;

(iii) To develop the ability to analyse

problems and to take appropriate
action;
(iv) Toe develop familiarity with the

managerial uses of financial account-
ing, psychology, business, law and
economic statistics;

(v) To incuicate knowledge of human
motivatien and human relationships;

(vi) To develop responsible leadership.
(c) Middle Functional Executives and
Specialists

(i) To increase knowledge about busi-

ness functions and operations in
specified fields like marketing, pro-
duction, finance, personnel;

proficiency in manage-
ment techniques (work study,
inventory control, operations re-
search, guality control etc.});

(ii) To increase

(iii) To stimulate creative thinking in

order to improve methods and
proecedures;

(iv) To understand the functions per-
formed within a company;

(v) To understand human relations
problems;

(vi) To develop the ability to analyse

problems in one's area of functioning.

Each programme has general and
specific_objectives. For the top manage-
ment, the objectives are mostly general and
aim at developing the ability to understand
and to decide. A few functional areas like
personnel, marketing and finance are also
included. A programme for middle execu-
tives may be of two types—one with many
specific areas such as work study, inventory
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control, operations research, quality control,
production planning and control, marketing,
in addition to a few general areas for
developing intellectual abilities; and the
other with the general objective of broade-
ning the outlook and improy ing the ability to
make decisions along with some knowledge
of specialised fields.

Course Content

The contents  of a programmme differs
from organisation to organisation, but every
programme should attempt to focus inter-
related disciplines.  As for top management
Programenes, the usual contents for al(!ﬁict'ing
general objectives should include Adminis.
trative Practices, Human  Relations, Rela-
tionships with the Government and Society,
and Business Tolicy,  The emphasis  on
Relationship with the Government in pro-

grammne  is not  unespected,  Decause
Government  controls  have  made it
mperative  that every exccutive under-

stands  their  implications, For the
middle management level, studies for goneral
objectives should cover Management Prac-
tices, Eeonomic  Aspects of Management,
Industrial Relations, Costing, Accounting
amd Statistical Methods.

Aveas such as Sociology and Psychology
are not always covered in all programmes,
although the development of many theories
in management would have been impossible
without them. Both huve special significance
today, as they help one to understand the
change-compelling forces in a socicty where
each individual is 2 member whese be-
haviour in o working  group s largely
influenced by the attitudes of others,  No.
where else are these subjects of greater -
portance than in a developing economy with
its process of industrialisation and urbanizi-
tion, its search for outside knowledge and
the need for expert know-how, and the
growing determination of people for upper
level careers. Equally important is the stady
of Diographics of great men not only  in
politics, but also in industry. These can
constantly inspire exeentives.

EXFCULIVE DEVELOPMENT PROCHRAMMLES

Structarally, it is diticult to make a
programme comprehensive enougl  to in-
clude all appropriate arcas of management
interest,

A determining factor i the number
of subjects to be included s the dura-
ton of the programme itsclf, If the duration
is long, there may be as mamy as fourteen
subjects, and where the duration is short, the
course muy be divided into three or four
areas such as Administrative Structures, In-
ternul Relations,  External Relations  and
Spedialist Funetious, leaving it to the
teachers of each area to include or exclude
topics aceording to the composition of the
participants or availabibity of experts,

Duration

A shortperiod  executive development
progranuie mav Last from onc-week to threo
months and would be for executives who
cannot afford o b away from their work
tor a Tonger time, but have the maturity and
experience to understand new ideas” and
thouglits about management more promptly.

A short course s usually  residential
unless it is meant only for local managers,
in which case, it iy part-time  or non-
residential,

Longer exceutive programmes which last
two to three yaars om 3 part-time basis, are
armanged geucrally  for middle executives,
A reason for keeping a course long in dura-
tion is the desire to develop the “whole-man”
—his intellect, his attitudes. Tt i part-time
because few organisations can release middle
exeeuttves for any full-ime programme,

A serious defect of a programme is that
its duration depends not so much on what
can be achieved by way of objectives but
on how much time an  exccutive would
normally be able to spare, A short course
lasting only one or two  weeks is nothing
but a seminar (may be called workshop
which evecutives attend to ensure that they
are uptodate in a period of rapid change.
The duration should depend not o ily on the
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participants” backeround, but also on the
aims of a course, A fortiori, the duration
can scarcely he appropriate for all objee-
tives. Obviously, there are some diflicultics
when deciding the duration of a course——
the availability of teachers, accommodation,
and  releasc of  executives from  their
organisations.

A short course avolds these diflicultios
by keeping the programme tight, by inclu-
ding as many related topics as possible and
by making available the services of visiting
teeturers and specialists in addition to inter-
ual teachers.

A long-period  course, on the  other
hand, has o comprehensive  educational

vahue, has o permanent staff to handle the
wide range of topics, and emplovs visiting
stff from specialised ficlds,

Both the courses rely on techuigues of
teaching,
Teaching Methods

A programme  should  achieve  its
objectives through various teaching methods
which will, in as short a time as possible.
permit the maximum transmission of infor-
maton and the development of the ability

supplies, and non-productive time.

over the vears.

week.
1966 would be about 512,444,

matters.

Mounting Letter Costs

The average business letter (2530 words) now costs 8244 to dictale,
transcribe, mail and file, according to a continuing study of letter costs made
by the Dartnell Corpovation, Chicago.
this figure, which includes the cost of overhead fringe benefits, equipment,
Thus, the higher the salaries for boss
and sceretary, the more it costs to sayv, “Take o letter, Miss Jones,”

The study shows that business-letter costs have been increasing steadily
In 1964, the average per-letter cost was $2.32; in 1962 it was
$1.97; in 1960, $1.83; in 1957, 51.70; and in 1953, $1.17. This vear, if a US,
company mails twenty letters a dav, it will cost almost 549 daily or $244 a
Figuring on a basis of 255 working davs, the correspondence bill {or

Te combat these costs, companies are answering leiters by telephone,
using more fonn letiers, installing automatic and electric typewriters, mailing
letters in window envelopes, and centralising stenographic and filing operations,
Another cost-saver is to let Miss Jones answer the letters involving routine

Labour accounts for 63 per cent of
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to make decisions. The more common
methods are straight lectures, case studies,
syndicate methods, a combination of lectures
and class discussions and projects.

To transmit specific information, lectures
are given on different subjects, either
simultaneously or for a stipulated period of
time, on the completion of which the next
subject is taken up. The programme con-
tinues till all the subjects are covered. The
main defect of the lecture method is that it
gives little opportunity for participation in
discussions. The methods which encourage
participation in discussions in an organised
way and the exchange of ideas on any
realistic problem or situation may be called
“broad methods” and include case studies
and the incident process.

Participant Behaviour

A case is an actual situation from
business and is studied in order to develop
analytical ability, to encourage objectivity,
to examine different solutions and form deci-
sion-making habits. A case may be short
or long, depending on  whether principles
are to be related to practice or whether
several possible solutions are to be examined.
The first one is directive and centres around
specific questions, while the second is non-
directive and requires a great deal of pre-
class preparation, The “Harvard method” is
non-directive, and a participant must find
out for himself any additional facts he
wants before making decisions. A participant
is expected to act as a businessman, weigh
the different considerations, both short-
term and long-term, which have a bearing
on the problem, and to make a decision.

A variation on the “Harvard method” is
the “incident method” where an incident is
presented as a case ina few sentences.
Participants may ask for further information
and must come to a definite decision. A
case study will reveal how even a group of
people with similar backgrounds can differ
in behaviour. It discourages snap decisions
about people and situations, shows that there

EXECUTIVE DEVELOPMENT PROGRAMMES

can be more than one correct answer,
destroys generalisations, increases the ability
to discuss and helps to think in a practical
setting,

For class discussions, role-playing is a
method which can very effectively bring
about a realistic involvement of a participant
in a case which relates to business policy,
administration, human relations, personnel
management, and salesmanship.  Role-play-
ing bridges the gap between thinking and
action, by permitting a participant to carry
out an action which enables him to be
sensitive to the feelings of others and to dis-
cover his own attitudes, The purpose of
training is achieved by placing the same
participant “in varied situations and under
many conditions.”® Business games are
used mostly in marketing cases where de-
cisions have to be made under pressure and
with limited information.

Absolute reliance on any single method
is undesirable, for different management
disciplines require different techniques of
teaching.

A method appropriate in a particular
area of management discipline, may not
be so effective in other areas, and yet
many programmes are associated with one
particular method like the case-study,
syndicates or discussions. Lectures follow-
ed by a discussion will give more informa-
tion than a discussion where the participants
have little knowledge. If a group is very
large, it should be divided into “syndicates”
which discuss specific problems. This will
give each member a chance to participate
in discussion. Each syndicate may be
presided over by a participant: it should
prepare a report for discussion in a “full
session” where the members of all the
syndicates are present. If the participants
lack experience and maturity, the syndicate
method will not be appropriate. The use of
flms, individual and group projects and

“For fuller information about iechnigues of
role-playing, see Maier, Solem, Maier,
Supervisory and Executive Development—
A Manual for Role-Playing, John Wiley &
Sons, Inc. 1957,
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seminar methods are other
training.

techniqques of

In their ebullience, many organising
agencies have introduced case studies drawn
from non-Indian experience. Unless cases
represent Indian conditions, the discussions
are bound to be speculative and will “give
participants the feeling that they are taking
part in some sort of a shadow play.”

Teaching Members

The success of any teaching method
will depend on the competence of the
teachers. In most executive development
programmes, the tendency is to appoint
senior business executives with some back-
ground in their specialized areas.  More
important than the knowledge of a teacher
is his ability to teach. Teaching is an art
and it requires a considerable experience to
sustain the participants’ interest, as well as
to impart knowledge. Lectures are often
teacher-centred, that is, more atteption is
paid to tell how much a teacher knows than
to what the participants expect. This makes
a lecture uninteresting; and when there are
many participants it becomes dull and
boring. All senior executives or specialists
are not necessarily good transmitters of
knowledge. FExperience shows that an exe-
cutive who knows how to handle colleagues
or to get around the objections of his
subordinates to his own viewpoint feels
uneasy jn an unfamiliar group and will
hesitate to speak effectively or will feel
embarrassed when questioned.

A lecture should be followed by
questions from participants, and answers
from the speaker, who should be understan-
ding and patient: attributes not readily found
in many specialists and executives who come
as occasional teachers, While teachers should
have a specialised background, they shonld
also be good speakers. Teaching by
lecture is a rare quality, and must be kept
at @ minimum in any executive development
programme unless the expert can communi-
cate his knowledge and experience in a
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manner which fosters
interest.

The limitations of the lecture-method
have forced executive development pro-
grammes to lean heavily on case-methods
and discussions, as if they could be con-
ducted comparatively easily. In fact, all
broad methods of training call for consi-
derable experience of the methods and
techniques of discussion from their users.

An advantage of having full-time
teachers for the entire period of a pro-
gramme is that they are selected on the
basis of their competence and familiarity
with modern techniques of instruction, Full-
time teachers can be in constant touch with
the participants in a programme. This does
not do away with the services of visiting
specialists who may have to be brought in
{or a wide range of topics. Too many
visiting members, however, will disturb the
unity of purpose and the continuity of
thinking.

Programmes-Organising Agencies

understanding  and

From the organisation point of view,
executive development programmes can be
divided into four groups:

(a) In-company programme

{b) Frogrammes offered by management

associations, productivity councils, and
management consultants

(¢) University programmes

{d) Programmes of independent institu-

tions.

Although the proliferation of pro-
grammes other than those conducted by
companies has quickened in recent years, it
has also created a problem, the seriousness
of which has not yet been fully realised by
many firms and their executives. No two
programmes are the same in all respects
despite similar objectives, and each differs
from others because of the agency which
organises it. In-company programmes em-
phasise company philosophy and practices
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Productivity
in British
Science

Tremendous achievements have been
made in the field of science in  the
United Kingdom. Speaking on the
subject, Sir Maurice Dean, Permanent
Sceretary, Ministry of Technology, said
that since 1901, when Nobel Prizes
were first awarded, only four countries
had achieved double figures—-the USA
with 39 prizes, Germany 33 prizes,
Great Britain 30 prizes, and France 14
prizes,

Addressing the Institution of

Production  Engincers, London, Sir
Maurice added: “Remembering  that

the population of the United States is
nearly four times as great as ours, this
is o stupendous achicvement on the
part of British science. . ..

“Countries, like people, have to
count their blessings——we should count
ours, Scientific ability is  certainly
among them. Many people consider
we have been more successful in
achieving original ideas than in ex-
ploiting them, and there is certainly
much to support this view. Other
countries often achieve a mamiage of
original thought with a degree of
development and exploitation which
sometimes escapes us here.”

in developing the ohjectives; the manag:-
meot  associations  and  the Productivity
councils are obsessed with eurrent problens
and frame programmes which are problem-
oriented: 1miversities  are  concerned  with
cstablished disciplines and seck to develop
an educational foundation and give weight
to the learning processes; and the indepen-
dent institutions aim at keeping programmes
realistic through sharing expericnces.

Since many firms are not ey fait with
these distinetive  features of - different
agencies, the choice of a programme does
not always result in the best interest of a
participant and of his  orgauisation, In
selecting a programme, therefore, o firn
should not only consider the ageney but also
what will satisfy a participant according to
his inclinations and  requircients. It is
highly desirable that the spoitsoring firm
should consult its nominee  belore sending
him to a programme. Unfortunately, how-
ever, few exccutives can exercise anv choice
in the selection of 4 programme.®  The
experience of many finns indicates that this
is trae, at least to o VOry ];u‘_:_fc extent, of firms
when they embark on” executive develop-
ment through outside ageney for the first
time.

It recent vewrs there has been a
growing inclination among finms to regard
the status of an agency in terms of its
association with foreign  experts, big firms
and the Government,  Although th¥e iy no
direct  denigration  of  others’ cfforts, an
ageney which enjoys such status gives wide
publicity about its programme, comparable
with commercial advertisement of products,
to win public support. In view of the fact
that most of the programmes have heon
recently intreduced. their evaluation at the
present moment may not give anv fruitful
results. Howover, it will be most unfortunate

*This is a problem even in the U.S.A. where

it has been estimated that in any one year
"5 1o 20 per cent of cxecutives ure in the
wrong programmes” {Vide Aliison V. Mac-
Culloughs’ report in 19583,
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it the programmes fail to coutribute to  ment programmes mav be stated as follows:

Areas of Distincl Features

Management

rapid managerial growth

which India needs so ha(ﬂy Organising
for her economic progress, Agencies
I'he  executive development In-Company

policy should not he allowed
to he drilted fromi agencies
without relating it to the total

Efforts tend to he
indecirinating

First training
of supervisors
it junior
executives

offort,

The organising agencies.
too, have not done much
towards mutual coordination.

Muanagement
Axsocialions,
Productivity
Councils

Specizg skills and
teehniques

Executives at
middle level

Often an addition of an Universities

ageney in oa particular group

-W_I-E:\:ecuti\'es: at
middle level

l.earning process
and educationa!
foundation

or an addition of a program-
me in an existing group is

. , Independent
viewed with misgivings by

Institutions

Crozs fertilization
of ideas

Senior and
executives

top

others,  In a (cheﬁ)pin;:
cconomy like India, there is room  for all
Linds of ausencies and  prosrammes, but
their cfforts should be complementary to
awvaid duplication and wisunderstanding if
human waste is to be minimiser, i

Broadly speaking. the arcas of different
organising agencies for excentive develop-

It means that an excentive should have
his first training in a company programie,
il possible apd. thereafter through two other
agencics reach the programme of an inde-
pendent institution.  Within  these  broad
divisions, an agency can arrange programmes
of other areas iu collaboration with different
agencies to get the best out of each.

Just Published

countries.
of
costs reduction programmes, ele.

Role of Industrial Engineering
in Productivity

This report contains the sununzary of the gnins of productivity achieved by Indian
firms through the applicalion of industrial engineering
experiences of the NPC Study Team which visited the USA and Japan to study
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The Cooperative

An Agency for Rural
Development

The author who has been a researcher, teacher and participator in
cooperatives since the ’twenties, is of the opinion that the Dairy Cooperalive at
Anand is symptomatic of a revelution in India’s rural economy, at least poten-
tially. It is a revolution in the rural economy. There is a different atmosphere
in the area covered. The breed of buffalo has been improved; farmers and
families are more sturdy, self-reliant and prospercus; milk and milk products
are beginning to find their true place in the human diet; and the genuine coope-
rative has proven its worth and has come to stay. The village cocope-
ratives have become the focus and initiator of various schemes of modernization
and improvement. In this article, the author analyses the wvarious reasons
for success of the dairy production and cooperative marketing scheme at Anand,

and the related development activities in the Kaira district.

THE ANAND Dairy Cooperative owes
its success to the following factors:

1. Leadership and management which
have been motivated, and are of high
integrity and of superior ability. Engineers
and dairy technologists have played im-
portant roles in developing the plants, pro-
ducts and services of the Cooperative
Union. Motivated leaders have convinced
the farmers that they should participate.

The aggressive and  balanced
programme of top management, in deve-
loping products and markets as well as in

improving farm production, probably has
been a major factor in the continuous
growth and success of the Union.

The writer believes that there are a
multitude of voung men in India and else-
where who could create comparable insti-
tutions and patterns of rural development
if provided the encouragement and assis-
tance, if given responsibility and adequate
freedom to make decisions, and under
democratic procedures which are basic to
cooperative institutions.

2. Industrious villagers who own and
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operate farms on Jand with considerable
production potential,

3. Development around a product——
milk, which provides a daily income, for
which there is a high potential demand in
available markets, and for which the villa-
gers had some production experience and
know-how. Consequently, the majority of
the villagers could participate readily in
the service of the cooperatives,

Milk is delivered twice a day to the
village cooperatives. Producers are paid
twice daily. The local receiving stations
serve as centres also for the initiation of
new services and of ideas involving change.
Repetition of constructive ideas is an
cffective force to speed up  change
towards more of the modern,

4. The expansion of the programme
has been continuous. The management,
and also the village leaders have been en-
couraged to think ahead about new activi-
ties which would increase income and
living standards, and also further improve
the relations among villagers. Citizens
everywhere apparently like to participate
and be a part of growing and successful
ventures,

Additienal Services

The Cooperative Union has initiated
additional economic services as needs were
developed and recognized, and as funds
and personnel were available,

5. Important roles played by the
village societies in social welfare and
general development of villages: using a
part of the net retums (overcharges) to assist
schools, libraries, health centres, youth
activities, and to improve water supply
and roads—which activities serve to win
lovalty and support of other villagers.

8. Outside assistance from the State
and Government of India, and from inter-
national and foreign development agencies,
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and without curbing the motivation and
initiative of management in the planning
and operations of the cooperative scheme.
The system evolved scems to have been
an excellent example of sound working
relations of governmental agencies and
private enterprise for rural development.
The govermmental agencies assisted with
finance, consultation and encouragement,
The cooperative leaders provided manage-
ment under conditions which centred res-
ponsibility and permitted freedom for
planning and making the multitude of
decisions necessary for creating a modern
dairy industry,

Research Projects

Possible research projects and areas for
investigation include:

1. The motivation and attitudes of
the employees and of the villagers towards
the programme and activities of the dairy
cooperatives, including differences among
members and employees in the old and
new village societies. Special attention
might be given to the motivation and atti-
tudes of top management of the Union.
The scheme seems to offer an  excellent
possibility for a case study of the human
factors in rural development. The Social
Psvchologist especially should be able to
make several significant studies of the
operations of the Cooperative Union.

2. Analysis of the methods and costs
of the activities of the Union: in develop-
ment of farm production, milk products
and markets; and in changing attitudes and
habits of villagers. The Agricultural Eco-
nomist and the Social Psychologist might
make worthwhile contributions by an apa-
lysis of these phases of change.

3. Methods and costs to obtain
acceptance, and the speed of adoption of
new practices by dairy farmers, in villages
with and without the local dairy societies.
The Communication Specialist, concerned
with the diffusion of ideas, might find
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procecdhres which could be readily applicd
elsexwhere,

4. Financing of the development and
growth of the cooperatives, both by the
Cooperative Union and the village  socie-
ties, including the sonrces of capital and
especiully: the use of savings  and retnms
from the husiness with members,

Information might be obtained on a
basic gnestion: what  development  activi-
tics and costs are necessary  bhefore the
various phases of such a venture can be
finaneed by members.  The cconomist s
concerned about the costs of development,

5. Comparison of the scrvices and
activities of the  commmmity  development
blacks in areas where the village dairy co-
operatives  are functioning  with  nearbv
blocks where there are no dairy coopera-
tives: on the several phases of rural deve-
lopment over a period of time,  An inves-
tigator  of  community  development, or a
social scientist might make such a study.

6. Organization. services, costs  and
methods of development of the sales sys-
tem evolved for the distribution of manu-
factured dairy products by the Union,

. The net returns to the Union for
the various wmanufactured products.  This
would require an analysis of  manufactu-
ring wml selling costs as well as the whole-
sale prices received.  Again. the cconomist,

8. Relations of the dairy and other
cooperatives in the Kaira District with gov-
cmment  and  other  agencies; types  of
services and  assistance; and  effects on
speed and quality of rural development,
The specialists on cooperatives and govern-
ment might find some principles of value
for development.

9. Models of alternative schemes for
the intensive development of rural coope-
ratives in the region. sueh as:

it Additional commodities and func-
tions under  the  Cooperative
Union

AGENCY FOR DURAL

DEVFELOPMENT

it Additional cooperatives for other
commadities  and  serviees  under
the sume management

i Additional coopevatives for other
commaodities  and  services,  with
councils to coordinat the activi-
ties.,

iv)  Horizontal integration of district
duiry cooperatives.  The analysis
would cover such items as  svs-
tems of management, relations of
cooperatives,  costs,  personnel
necessary,  strengths  and  weak-
nesses, and suitahility to environ-
ment.

The broadly  trained  soeial scientist
would be able to analvse the advantages

and  limitations  of  each  of  these
alternatives,
10, Comparison of alternative

schemes for development of the dairy in-
dustrv in India. The study could cover
such items as government, coaperative and
private profit business; manacement, free-
dom of decisions, costs, services, specd ol
aperations. und attitudes of eitizens.

Motivation & Incentives

1T, ‘The economic and non-economic
molividion  and  incentives  which  have
evolved in the total scheme for the dairy-
men and other villagers, for the employees
of the couperatives, and for outside  offic-
ers associated with the development of the
dairv coaperatives.

12, The  evaluation  svstem  and
procedures which have evelved in the ad
ministration and operations ol the  dairy
cooperatives, and an analysis of procedures
which might bhe emploved to determine
why changes do or do not happen.

The above projects and areas of
research indicate the scope of the possible
serviees of research and  evaluation by
trained social scientists from several
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disciplines. The writer believes that the ex-
periences of the cooperatives in the Kaira
District should be more adequately stu-
died. Perhaps one of the social science
research institutes of India could give this
scheme major attention.

Significant Ideas

The ideas below may have been
considered and not furthered for various
reasons. However, they seem significant to
the writer.

L. Research on forage crops on such
problems and factors as comparative
yields in nutrition; palatability and place
in farm programmes; returns in compari-
son with cereals and other crops, and in
relation to su]igly of water available; costs
of various yields in terms of nutrition and
costs of storage; and use of silos and
other types of storages.

The future output of milk from Indian
farms may be closely related to the availa-
ble supplies, quality and costs of forage
crops. The dairy animals will be com-
peting with humans for grains and legu-
mes. The supplies of such products availa-
ble for animal feeds, consequently, may
be limited as compared with countries
with lower population densities.

The writer believes that under
conditions existing in some areas in the
tropics the returns from forage crops and
mlﬁ)( may exceed the returns from cereals
and cash crops in terms of money to the
villagers and in total nutrition; and that
the yield potential of some forage crops
may be very high where there is an ade-

uate supply of water for irrigation
roughout the year. For example, the
vield of para grass at the Aarey Milk
Colony was reported to average around
115 tons per acre.

The investigation on forage crops
involves basic studies by research stations
and applied research on farms of villagers.
Perhaps the Cooperative Union can play a
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leading role in organizing a programme of
practical research on forage crops, perhaps
in collaboration with the nearby Institute
of Agriculture and other governmental
agencies.

2. Agricultural Economist with the
Cooperative Union to analyse the business
operations, to conduct studies of farming
or cooperate with outside agencies on
same, to initiate studies on the economics
of consolidation of holdings in the villages,
to conduct market research, and to analyse

other economic information needed by
management and the board of directors.
Farm management data on individual

farms are necessary to provide information
for farm planning, and perhaps in the
future for consolidation of holdings and
for various other types of group activities.

Studies are needed on the economics
of a more even production of milk during
the year, and the possible methods for
obtaining such an objective, if feasible.
The Cooperative Union seems to have
sufficient volume and variety of activities
fully to utilise an able economist
productively.

3. India has aped western countries
by starting to develop a processing and
distribution system to provide whole fresh
milk to consumers. Such a system requires
heavy investments in processing, market-
ing, refrigeration equipment and ' other
facilities; and is cosﬁy for the transporta-
tion of a product such as milk which is
from 83 to 89 per cent water. In India, a
system for processing and distributing
dried skim milk and dried whole milk
might be much less expensive, and might
provide these essential dairy products at a
minimum cost. The Indians have boiled
the milk, which carmelises the flavour, for
generations, and conse uently are familiar
with a flavour comparable to that of dried
milk. Why did India introduce the costly
whole fresh milk distribution system? Why
didn’t she move to promote the less costly
system of manufacturing and distributing
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of dried whole milk? Studies are needed
to determine the costs, merits and limita-
tions of the fresh milk and dried milk
distribution systems.

Milk Sweets

4. A variety of delicious milk sweets
have been prepared by the local merchants
and families of India for generations. Why
shouldn’t the dairy cooperatives, at facto-
ries in rural areas, produce high quality,
standardised and storable milk sweets
which can be branded and sold on a
naticnal basis?

S. Investigation of the possibilities of
a federation of district cooperative dairy
unions for control of quality and standard;-
sation of product: for sharing the costs of
product development, marketing and ad-
vertising, and of various types of research
and training; for strengthening the infly-
ence of cooperatives in marketing and the
economy; and for exchanging know-how on
all phases of production, processing,
marketing and public relations activities.

6. The use of accounting terms such
as “profit”, and “net earning” do not seem
wise in case of cooperatives which do
business only with members and operate
entirely as non-profit businesses. The residue,
after expenditures are subtracted from
sales, belongs to members. The coopera-
tives must retain a part of this overcharge
because of Auctuations in volume and costs
and for expansion of facilities and services,
The terms “overcharge” and “retains”
seem to be more appropriate for non-profit
operation of cooperatives,

Profits, of course, may be made by
cooperatives on the business of non-mem-

bers. The cooperative, consequently, may
be both a profit and a non-profit
organization. The laws of the state may
determine the proportion of the total
business which a registered cooperative
may have with non-members,

7. The overcharges on member
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business and the profits on non-member

usiness may be retained in the coopera-
tives.  Such  retains, if placed in
undivided surplus or reserves, do not
belong to the individual members except if
the society is discontinued. Such retains
may be allocated to members, and to non-
members, on the books of the society or be
distributed by various types of equity
certificates.  Non-members may hecome
members by using the overcharge on their
business to pay for a membership or share
of stack.

8. The application of income-tax to
cooperatives might be directly related to
the use of overcharges on the business with
members and non-members. The following
suggestions are offered: '

1) Any overcharges retumed on a
patronage basis to members or non-
members during the year or for a
specified short time thereafter: no
tax.

if) Any overcharges retained in the
business and allocated to members,
on a patronage basis, on the books
or by distribution of equity certi-
ficates: no tax to cooperative, but
included in the taxable income of
the members.

iif) Any overcharges retained in the
business but not  allocated to
members: a medium tax.

iv) Any profits from non-members’
business which is distributed to
members, or placed in undivided
surplus or reserves: a full tax.

v} Any profit
business which
no tax.

The income-tax adopted might be
directly related to the above fundamentals,
However, the final tax plan adopted will
depend also upon the fiscal needs of the
government, the pressures, and the policy

from non-members’
is given to charity:
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of the government on the role of business
cooperatives in the economy.

9. The role of women in the
cooperatives and the villages: The women
have cared for the buffaloes, delivered the
milk to the collection stations, and have
received the cash payments. They have
Leen reached by various extension activities
of the Cooperative Union. Apparently they
have not been elected to boards of
directors, nor served on committees of the
village societies.

Undoubtedly the Cooperative Union
and the locals will take a lead in providing
more services to, and opportunities for, the
potentially creative role of women in the
modernization of village life—in the future,

Actually, the scheme and progress
made by the Cooperative  Union
and its affiliates in the Kaira District of
Cujarat State have met the approval of
the villagers, newsmen, cooperators, rural
development specialists, public administra-
tors and state officials.  Reproduction of
the pattern is under way in other districts
of India. The village dairymen have in-
creased their farm output and net farm
income. They have a dairy marketing
system which serves them and which they
are coming to realize is their own. They
are looking forward to additional services
by their cooperatives. Their attitudes have
been changing towards optimism about their
tuture.

The cooperatives and their members
have made but limited progress on somc
tough problems. The growth in population
is more rapid than the increase in local jobs.
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The proportion of villagers inadequately
emploved is increasing. Urban job oppor-
tunities in India will not absorb much of the
<urplus village labour in the forseeable
future. The scattered holdings of the 3-acre
farm units are very inefficient, in terms of
labour, land lost, for planning, and for the
use of larger equipment.

One of the real merits of the cooperative
and development scheme under way is that
the democratic system unfolding stimulates
further action on the part of both the village
leaders and the top management of the
Cooperative Union. The system has built
within it a large amount of motivation and
also of integrity.  Exploitation, or taking
advantage of others, is very difficult under
the pattern developed. The non-prize in-
centives—recognition, satisfactions about
accomplishments, desire to work with and
serve others—have bhecome very important
in the total scheme. The growth of the
Cooperative Union, the affiliated village co-
operatives, the local governments (Raj
Panchayats) and the Community Develop-
ment programme in the blocks apparently
have reached a significant “take-off stage™
a stage where the villagers will insist that
their leaders assist them in finding better
answers to other tough problems that face
village life.

The writer believes the pattern of
cooperative, educational and rural develop-
ment evolving in the Kaira District is both
sound and dynamic, and is worth studying
by persons concerned with modernization o
village life. The Cooperative Union has
played the dominant role in the pattern of
rural development.
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Fertiliser Efficiency

Maximisation of national food production, and an attractive retum
to the farmer, can be ensured with the knowledge of the fertiliser response
curve, and of prices of fertiliser and agricultural produce, according to Mr. VG
Panse, Senior Specialist (Agriculture), Planning Commission. In a paper
appearing in FERTILISER NEWS (June 1966), he says:

“Plant nutrient elements are available in the form of various fertilisers. It
has been shown through extensive trials that for nitrogenous fertilisers,
responise at any level of application is about the same, withk certain exceptions
like urea being superior on rice in certain Southern districts. A similar
situation holds with phosphatic fertilisers. Recommendations on the use of a
particular fertiliser should, therefore, take into account not only its cost, bat also
the cost of transport and storage of the nutrient it contains. Mixed and complex
tertilisers should be recommended only in those areas and on those crops which
respond to two or more nutrients at least additively, Their application every-
where is not economically attractive to the farmer.

“Fertiliser efficiency, that is response per unit of nutrient in the fertiliser, is
rather low in India, and it is important to raise it. This can be done by
recommending adoption of agronomie practices which create favourable conditions
for a greater response of the crop to fertiliser application. Important among
these are meisiure supply, crop varieties, and crop protection against pests and
diseases.

“Irrigated crops have been shown to give a much greater response per
unit of nitrogen and phosphorus than unirrigated crops. Indian crop varieties
are not specially responsive to fertilisers, and breeding of new varieties for this
purpose is urgent.

“With fertiliser use, diseases and pests tend to increase, and measures for
plant protection should be regarded as being complementary to fertiliser use. It
is important to evaluate the contribution of various agronomic factors to fertiliser
efficiency and their economics through a comprehensive programme of experiments.”
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BECAUSE OF ITS UNIQUE QUALITY

Mere's why ?7 Engineering skill, backed by
a rare combination of up-to-date equipment
and ideas give Coventry's helical and lami-
nated springs outstanding quality. Plus, the
minutest quality checks guarantee a product
really superior. Remember, Coventiry is
unlque because of quality.
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ISHWAR’S

MORE THAN FIFTY Offering full range

of Refractories
YEARS EXPERIENCE 1. fire sricks with
Alumina 309, to 729,
all shapes and
sizes,
. B. F, C. High
temperature cements
and mortars,
B. F. C, High
temperature castable
refractories, for
manolithlc
constructions,
. Insulating Bricks
for fuel economy.
. Slilimanite bricks
and mortars,
. Acid resisting
bricks and
cements.

ISHW AR-=the name that
spelis Industrial Efficlency

backed by latest technology

Use of selected raw materials, manufactured to suit the
exact service conditions, true to sizes and consistency
in quality make ISHWAR Refractories the first choice

in the Industry.

THE ISHWAR INDUSTRIES LIMITED

Factories at ;
Ishwar Nagar, New Daelhi
Niwar, Dist. Jabalpur

Phones : 76241 - 7642 . 76243




2-Band Transistor Model TB 0579
the latest and finest in transistor value

Here's all that you have ever wanted in a transistor radio ...
‘epicyclic reduction gearing’ for precision-tuning...6 Transis-
tors for powerful performance...Single Ended Push Pull
Circuit for doubling battery life. All this and elegant styling
too! See this new Murphy MIG at any one of the over
800 Murphy Dealers—today ! T
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Excellent Finish

Decreased Scrap & swarf returns
Improved physical properties
Minimum machining Costs

Bombay Metala Alloys
Mfg.Co.Private Ltd.

Post Box 6110, Bombay-10. Telephones: 74104-76105-74104
Branches at 33, Chittaranjan Avenue, Calcutta-12 Ph: 235533

8, Sembudoss Street, Madras-1 Ph; 23037
and IE/3, Jhandewalan Extn, New Delhi-l Ph. 57118
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Import Substitution

—a recent underlining of a
basic Metal Box philosophy

Metal Box set out many years ago to develop new and
indigenous packaging materials...at a time when most
of it had to be imported. As a result of planned and
sustained development efforts, imaginative design and
research work, only a little over 167, of the Company's
packaging materials requirement is imported today.

The position today :

1. Working closely with domestic tinplate manufacturers, Metal Box develop tinplate
suitable for specialised packaging,

2, Metal Box research personnel, working closely with manufacturers of paints, inks,
lacquers, coatings, varnishes and bonding materials, have discovered and developed indigen-
ous raw materials for packaging. This has helped replace many items previously imported.

3. Metal Box are now manufacturing can closing and can reforming machines as well as
bottle-sealing machinery used by the packing industries. All these were previously imported.

4, For the radio, automotive, electrical and ordnance industries Metal Box manufacture
precision components.. . achieve an annual saving of Rs. 135 lakhs in foreign exchange.

Directions for the future :

1. In view of the present emergency, Metal Box are urgently developing the use of

blackplate—or untinned plate as a temporary substitute for tinplate. So that imports of
pure tin are minimised.

And, as patt of a leng term plan, Metal Box are working towards reducing the proportion
of pure tin used in tinplate for packaging,

2. Mecal Box are striving to replace tinplate in areas where the metal still has to be
imported, through research- tests and field trials...utilising their own know-how and that
of their overseas associates.

3. Another objective being pursued by Metal Box Research and Technical Development
is finding effective substitutes for materials that contain imported pure tin, Example: solder,

4, While a reduction in imports of pure tin and tinplate comprises the major area for
import substitution, Metal Box's efforts are directed just as urgently towards development
of new packaging methods and machinery which will help conserve foreign exchange.

Developing domestic raw materials and equipment
has always been a basic Metal Box philosophy. M
Considerable progress has already been made, Yet further

self-reliance will require redoubled efforts.

Ta further this process raw materials must be made available in
adequate quantities, at a reasonable price, And importsof mn Box
a few essential items and the know-how ta manufacture others 3 .
mist continue. So that Metal Box—and indeed, the protective peckaging
packaging indusiry as a whole — can work actively towards

progressively greater self-reliance.
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We are living in momentous times. India is leading today
an ideological campaign and there are so many Issues, national and
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(WHITE CEMENT)
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and interior and
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top-quality
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An efficlent waterproofing
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all types of constructions

FIRECRETE
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for use in kigher tempera-
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action of acids and
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MS DATTA

Suggestion Schemes
Industries of E.

Deputy Director
National Productivity Council

in
India

The importance of the suggestion system as a means of getting new ideas

is recognised by most companies.
ideas frem employees, and improving

It is a tool of management for securing profitable
industrial

relations. It is designed to

encourage employees to submit suggestions, to provide for methodical receipt

and investigation of suggestions,
The author has examined
in the industries of the
his findings
schemes in 1963.

and
in this paper a number of suggestion schemes
Eastern Region. 1t is
in relation to nine schemes in 1961, 14 schemes in 1962, and 15
His research shows great potentialities,

to reward the winning suggesters.
primarily based on

and it would be

worthwhile to attempt a wider application.

w HEN I started a study of the Suggestion

Schemes of Eastern India, the question
posed to me by practically every manager
was: “What can I get out of it?” It is
thus obvious that industrial managers look
upon Suggestion Schemes as a possible
money-saving technique.

Even thus viewed, suggestion schemes
can well justify themselves. Out of the 15
schemes studied in 1963, seven were consi-
dered by the managements themselves as

money savers. One of the industrial con-
cerns had in a period of 19 years, as a result
of suggestion schemes, saved nearly Rs. 10
lakhs, while paying out only a little over
Rs. 1 lakh by way of awards. Other com-
panies saved smaller amounts: one Rs. 79
thousand, another Rs. 23 thousand and a
third, a little over Rs. 22 thousand.
Another company, though it paid out a
little over Rs. 21,000 in awards and in-
curred an expenditure of Rs. 7,000 for the
administration of the suggestion scheme,
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nevertheless, considered it ‘a sound economic
proposition’.

The following table shows employees’
response tn suggestion schemes:
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Suggestions received per
100 employees 380 350 260
Suggestions accepted per
100 employees 064 042 030
Percentage of suggestions
accepted 20,8 1403 19.23
Good Beginning

The number of suggestions received
per 100 emplovees may appear small, but
in the socic-economic context it appears to
be a good beginning; so too, the number
of suggestions accepted. Considering the
degree of literacy in our country and the
level of technical knowledge, the beginning
both in respect of suggestions offered as
also suggestions accepted should be con-
sidered promising. In fact the percentagi',e
of suggestions accepted appears fairly
large, for even in the United States the
top 12 companies having suggestion
schemes are not reputed for a very much
higher acceptance rate. It is about 26 per
cent in the USA and about 29 per cent in
the UK.

If we shift the focus to the best
suggestion schemes in operation, the
outlook, in fact, becomes somewhat brighter:
whereas the average number of sugges-
tions reccived per 100 employees was less
than 3 in the 13 schemes analysed during
1963, in the best scheme the number rose
to 9 suggestions received per 100 employ-
ees. Among the schemes covered in 1962
the best, in fact, showed a still higher figure,
over 12 suggestions received per 100
emplovees.

SUGGESTION SCHEMES IN INDUSTRIES

Regading rewards actually given, the
figure appears extremely encouraging.
Considering the low level of incomes and
wages in this country, an average reward of
over Rs, 140 in 1963 in the schemes covered
by the survey appears fairly satisfactory.
It is interesting to find that the compara-
tive figure for UK was only Rs. 26 and for
the USA Rs. 223. The higher individual
rewards offered are still more significant:
Rs. 2,000 in 1961, Rs. 3.400 in 1962 and
Rs. 1,750 in 19863,

Analysing the employees’ response in
some depth, the following table throws a
good light on the degree of success achieved
by suggestion schemes operated in Eastern
India in recent years.

Comparative Response of Employees
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Nit 3(33.3%) 5{(35.7%) 4(26.7%)
Less than 3  4(444%) 6(42.8%) 7T(46.7%)
Between 3 & 4 et o o
Between §
& 12 2(222%) 3(21.5%) 2(123%)
Total number
of Schemes 9 14 15

The Industrial Welfare Society in the
UK treats as failures all schemes that re-
ceive in a year less than five suggestions
prr 100 employees. Judged by this stand-
ard, nearly 78 per cent of schemes in
Eastern India operated in 1981 and 1962,
and nearly 87 per cent in 1963 should be
classified as unsuccessful. Schemes that
received no response in 1961 remained dead
in 1962, and with one exception, did not
gain ground in 1963.
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It is, however, not only the suggestions
received, but also the suggestions accepted
and above all the quality of accepted sug-
gestions that can lead to a correct evaluation
of suggestion schemes. In fact there are
some considerable difficulties in the evaly-
ation of suggestion schemes against tangible
economic objectives. Some of the schemes
have non-economic or intangible objectives,
One scheme, included in the survey, was
introduced to reduce minor accidents. In
another, the scheme was not started with
the intention of ‘making money’, but ‘to
make the worker interested in his job,
machines and tools so that he starts think.
ing about them in a constructive way’., A
third scheme was introduced ‘to give em-
plovees an opportunity to think that they
can influence the working of the company’,
When the schemes have non-economic or
intangible objectives of this nature, a fair

comparison of suggestion schemes in
different  organisations becomes rather
difficult,
Evaluation

In fact in the socio-economic context
of Indian industrialisation it is advisable to
evaluate gencrally the broad causes of suc-
cess or failure rather than to determine
mathematically the precise success of any
particular suggestion scheme. As it is, we
found that in Eastern India there was only
one ‘nearly successful scheme’, so that the
author began looking outside, and in
Bombay a successful scheme was identified.
In the Bombay scheme 42 suggestions were
received per 100 employees in 19683 and a
little over 2 accepted. "The company paid
out Rs. 7,500 as reward. According to the
management, the scheme’s success was die
to the following factors:

1. Top management was sincerely inte-
rested in seeing that employees contri-
bute ideas towards improvement of
efficiency in the organisation. Personal
letters were written to all employees,
Further, a tape-recorded message
from the General Manacer was played
at major stations in the country at
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campaign,

- Adequate publicity was given through

the company's house organ.

3. Middle management and supervisors
were keen to see that as many of the
employees as possible participated in
the special campaign,

4. Special prizes were announced for

cutstanding suggestions accepted dur-

ing the campaign.

5. Many employees have inherent enthu-
siasm to contribute ideas for improving
efficiency of the organisation.

The analysis of the success of Sugges-
tion Schemes may be carried forward
through the recorded experience of the
executive who was closely associated for
nearly 5 years with the working of the
only ‘nearly successful scheme in Eastern
India. He has been subsequently associa-
ted with the administration of another
scheme in the Easten Region and this
scheme too has achieved a certain measure
of success. The executive concerned with
the scheme makes the following suggestions:

the

]

1. Define the aim of a suggestion scheme.
Make the aim specific. Communicate
it to all managers and supervisors,
preferably with illustrations.

2. Record the working procedure of the
scheme clearly and in detail.

3. Give adequate publicity of the scheme’s
advantages to the suggesters,

4. Provide technical assistance to sugges-
ters for development of ideas into
presentable suggestions. There should
be a ‘unit’ within an organisation to
assist suggesters in developing new
ideas.

5. Acknowledge all suggestions.
. Communicate decisions on suggestions.

7. Include employees’ representatives on
the suggestions committee.

(=]

The following three ‘don’ts’ are also
recommended by the same executive:
1. Determination of the usefulness of a

suggestion may not be left entirely to
the head of the department where the



suggestion is to be tried. Some de-
partmental heads could be biased.

2. Do not delay in taking decisions on
suggestions. Delay kills initiative.

3. Do not reply to the suggester in dis-
couraging language,

We may now summarise the consensus
on the factors essential for the success of
Suggestion Schemes:

1. Top management should show their
continued interest in and support for
the scheme,

2. Middle and junior management should
sincerely desire to make the scheme a

success.

3. Workers’ representative(s) should
participate in the administration of the
scheme.

4. The nature of operation in the organi-
sation should be such as would offer
scope for earning awards.

5. The aim of the scheme and its proce-
dural details, such as the method of
determining financial and other awards,
the kind of assistance that the em-
ployees should get in developing pre-
sentable suggestions out of new ideas,
and the arrangement for screening and
handling of suggestions, should be
worked out on paper before introdu-
cing a scheme.

6. The members of the suggestions com-
mittee should be those, who are known
to be fair and honest, and their decisions
aver a period should strengthen em-
ployees’ confidence in the fairness of the
committee’s judgement.

7. Financial awards for accepted sugges-
tions should be adequate and supple-
mented by other ways of recognition.

8. Publicity for the scheme, accepted
suggestions, awards and for the winners
of awards should be powerful, imagina-
tive and continuous.

The British experience supports the
suggestions recorded above. According to
the Industrial Welfare Society (UK) the
essentials for the success of a suggestion
scheme are: (1) Management’s support

SUGGESTION SCHEMES IN INDUSTRIES

and  enthusiasm (2} A forward-looking
policy on human relations (3) Efficient and
fair ~administration of the scheme, and
(4) Adequate publicity.

Reasons for Failure

Of the six clearly unsuccessful schemes
in Eastern India, the managements them-
selves felt that the failure was due to the
following factors:

1. Publicity was inadequate,

2. Executives and supervisors showed
little interest and did not extend the
necessary support.

3. Employer-employee relations were

generally poor.
4. Financial rewards were inadequate.

5. Details of the scheme were not worked
out and there was delay in handling
suggestions.

6. Facilities were not extended to
employees to work out ideas on paper.

7. Employees were not educated. Em-
ployees’ economic worties left them
with no peace of mind for creative
thinking. They were new to jobs in
industries.

8, There was not much scope for sugges-
tions due to the nature of operations.

Analysing these factors in some depth,
we may record it practically in the language
used by the management.

. .. Sufficient publicity was not given
regarding the functioning of the scheme
to enable employees to know how to make
an acceptable suggestion... We have not
done enough to publicise and popularise
the scheme.. Everybody might be know-
ing that there is a suggestion scheme, but
at certain intervals they have to be re-
minded of the scheme and it has to be
hammered into their minds, The scheme
will then linger in their thoughts for two
or three months, to die down gradually.
So, when it is dying, again something
new should be done to revive interest...”

It is obvious that the negative attitude
of many executives and supervisors can be
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very harmful to a suggestion scheme. This
is reflected again in the language heard
directly from people in the higher echelons
of management:

“_ .. When the scheme was introduced, all
senior members of the management (ex-
cept myself) felt doubly sure that there
would net be any suggestion... This is
one man's show. ..

how the manager’s mind works... Mana-
gers treat the scheme as a joke...too
often instead of helping the employees,
supervisors and even heads of depart-
ments put all kinds of obstructions.

“Of course, there is also the other side of
the picture; and a number of manage-
ments are favourably inclined towards
suggestion schemes...Department heads
fee]l proud that some of their men are

“The recognition of workers’ proposals for getting rewards ... If the scheme is dis-
improvements is really an acknowledge- continued, it will be noticed by the top
ment of managerial inefficiency: this is management ... Ours is a progressive

Suggestion Behaviour Differs from
Plant to Plant

According to Mr Einar Hardin, of the Michigan State University, the
widespread use of suggestion plans and the available literature on the subject
show both that the potential value of employee suggestions is well recognised,
and that the success of such plans is not automatic.

Writing in PERSONNEL PSYCHOLOGY, he says: “Some of the factors
affecting the functioning of suggestion plans are doubtless plant-wide and can,
therefore, best be studied by cross-sectional and longitudinal comparisons
of entire plants. Studies using largely this approach have been published
by Dickinson (1932) and Holmes (1952).

“Suggestion behaviour differs not only from plant to plant, however,
but also among employees eligible to participate in a common scheme within
a single plant. It is often found that a minority of eligible employees account
for a majority of the suggestions submitted and awards received in a plant,
and that some persons make suggestions and receive awards very frequently.
The large interpersonal differences in suggestion behaviour probably result
not only from differential exposure to inefficient working methods and condi-
tions and from random incidence of ideas. but also from differential ability
and motivation to create and present improvement ideas appropriate to the

situation.”




company, we have to go ahead. People
are now talking of employees’ participa-
tion in management. This being the trend,
we cannot discontinue a scheme that
trains employees to think creatively...”

These naturally are comments from
the administrators of the schemes that
achieved a ‘certain measure of success,
and they appear so different in spirit from
the comments of the administrators of the
schemes that failed.

Need for Cooperation

A suggestions scheme cannot work
unless emplovees  cooperate; and this co-
operation cannot be forthcoming in an
atmosphere  of  suspicion  and  misunder-
standing, as can be seen from the following
typical comments:

“In the works committee, the relationship
between workers and management is not
harmonious. Each blames the other.
They do the same thing at the meeting
of the suggestions committee.,. Here any-
thing new is suspected. Workers do not
accept management’s good intentions...
Employees apprehend that suggestions
may lead to retrenchment or reduction of
employment opportunities.”

These  comments came from  the
administrators associated with unsuccessful
schemes. We were told by some of the
administrators that their schemes failed,
because the ‘financial rewards given were
too small to act as incentive’. This is a
point to be considered while working out
details,

Merit certificates and other ways
of showing recognition can usefully supple-
ment financial rewards, but they do not
appear to the majority of the administra-
tors as substitutes for adequate cash
pavments,

Working Out of Details

It is not proper to announce a
suggestions scheme and place boxes with-
out working out details; vet some manage-
ments make exactly this kind of mistake as
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can be seen from the following comment
of an administrator:

“The company never worked out details
of the scheme before iniroducing it. They
announced the suggestion scheme and
placed boxes,..”

While considering details of a scheme,
careful thought need to be given before
excluding any category of employees from
its scope. One administrator felt that ‘his
scheme could have secured hetter results,
if supervisors were not excluded from the
scheme’. He thought that the ‘supervisors
are the people who can suggest’.

One has also to consider the necessity
of quick disposal of accepted suggestions
and their speedy implementation. Absence
of either of the two arrangements can cause
trouble as can be seen from the following
comments.

“...The time lag between the receipt of
suggestion and taking decision on its
quality is too long, and this is
unsatisfactory.”

“...It always calls for a little extra effort
to implement a new technique. The
extra effort is unlikely to be forthcoming
when the task of administration of the
technique is left to an overworked
executive. We have no full-time officer
for suggestions scheme. The existing
officers are overworked. Suggestions
scheme is one more routine for them...”

Facilities to Employees

A point repeatedly emphasised by
experienced administrators was ‘the need to
provide assistance from a specialised unit to
those emplovees, who might have pointed
out towards a direction we have not thought
of earlier, but who do not have technical
competence to develop the ideas further.

.'Employees, specially daily-rated wor-
Lers need help to bring out their ideas
Ioglmlly and systematically, and sometimes
drawings arec needed to explain ideas.
Management extended no facility to meet
the need.” ...'Workers may have ideas, but
thev may not be able to work them out.
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We have not given them any assistance
to overcome this difficultv ..’

In some of the undertakings, employer-
employee relations were stated to be good,
but even then the cmployees did not come
forward with snggestions. A few of the
managements in this category thought that
the poor response to schemes may have
something to do  with illiteracy of em-
ployees, worries in their minds due to a
large number of personal problems, or their
newness to jobs and life in industryv. Some
of the typical comments are:

“Our workers are illiterate. New wor-
kers we take are literate. As we have
more and more literate employees on
actual operations, the number of sugges-
tions should increase...

“We are dealing with the first generation
of industrial workers... People's standard
of living is low and daily worries are too
many to give them peace of mind for
any constructive thinking. A large majori-
iy of educated and intelligent workers
have been moved to new jobs during the
last two or three years. They have to
settle down on jobs...”

Nature of Operations

A suggestions scheme administrator in
the process industry, who felt that he could
not do much to improve the working of his
scheme, came to the conclusion that in an
industry, where operations are mechanically
controlled and the procedures and practices
have been standardised as a result of formal
study and experience, there was not much
scope for offering useful suggestions. He
thought that the nature of operations in an
industry had a bhearing on the number of
useful suggestions. His views were sup-
ported by the administrator of the success-
ful scheme and the managements of two
more schemes in the process industry that
achieved a limited measure of success.
They all feel that the scope for suggestions
is less in undertakings where operations
are standardised, mechanised. complex and
centrally controlled.

In a business organisation there should
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be good reasons for introducing a new
technique. A snggestions scheme, or any
other new technique, has to be  introduced
for the soluton of an existing or anticipated
problem.  Unfortunately, managements do
not always follow this simple dictum as can
be seen from the comments of the
suggestions scheme administrators:

“I saw the scheme's usefulness in a com-
pany in a foreign country, and so I intro.
duced it here on my own initiative. There
may be something to gain but nothing to
lose.”

“Qur scheme was introduced, hecause our
General Manager wanted it. Scope for
suggestions is very limited due to the
nature of operations. There is ho real
need for the scheme.”

“Our Managing Director asked us to
introduce it. He is progressive, We have
faith in his judgement, and so we intro-
duced the scheme. Now we find that
none of the senior managers can give any
time to it

In each of the above cases it was the
inspiration of a single individual. None
of the three schemes was thought of as a
solution to existing or anticipated problems.
The schemes were introduced for inade-
quate reasons without establishing their
relationship with the problems of the under-
takings. On the other hand, those manage-
ments who introduced the schemes, when
they discovered that useful ideas from the
shop floor were not reaching the top
managements, had a specific communication
problem for the solution of which a new
technique was employed.

It is necessary to identify clearly the
problems for the  solution of which
a suggestions scheme has to he intro-
duced. The  necessity  arises out of
two requirements.  First, it is  sheer
waste to introduce a new scheme if there is
ro problem to solve with its help. Secondly.
the detailed procedure for the administration
of a scheme is dependent on the nature of
the problem. For example, in an organisa-
tion where exccutives and supervisors feel
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happy to pass on to the top management
their subordinates’ ideas, the administrative
procedure will be so laid down as to demons-
trate complete reliance on  executives and
supervisors in receiving and evaluating
suggestions. On the other hand, in under-
takings where members of the middle mana-
gement consider suggestions from the shop
floor as a reflection on their competence, the
administrative procedure may be so worked
out as not to put complete reliance on their
judgement in determining the value of
suggestions.

Main Objective

Nine out of fifteen managements, which
introduced suggestion schemes, did so in
order ‘to encourage cmployees to think
creatively’, and for 3 others, this was one of
the reasons for installing the new technique.
The way the other managements felt about
it is illustrated by the following comments,
which thev offered:

“... We did not want workers to find that
things are being forced on them. We
really wanted our workers to feel that
they can have some say in the adminis-
tration. Suggestions scheme was one way
of achieving this objective, Before intro-
ducing the scheme all methods and wor-
king conditions were thoroughly examined
and standardised. We did not expect
employees to suggest obvious improve-
ments. We wanted them to do creative
thinking.

“We wanted to improve productivity. We
believe that a man who spends eight
hours a day on one particular job should
know better how to improve productivity
on that job. We wanted each employee
to think of improvements of his job. We
wanted to make wuse of employees
intimate knowledge of operaiions.

“Our intention was to spot out employees
with brains and then to open up for them
further avenues for progress.”

It is obvious from the comments that
these managements knew why a scheme had
to be introduced.

When the need for a technique has
been established, the next task is to deter-
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mine and comnunicate the scheme’s objec-
tives. The objectives should he clear and
precise, so that evervone responsible for the
scheme’s administration understands what
exactly the scheme is supposed to achieve.

As managements for the most part were
not clear as to their objectives, we supplied
the managements with a list of eleven
objectives. Thev were requested to point
out the objectives applicable to thejr
schemes. They were further asked to name
objectives excluded from the list. The
Table printed below summarises the
abjectives of the fifteen schemes under
analysis, ’

Description of Number of

Objectives schemes that
accepted the
objective

Reduction in cost 13
Spotting out employees who

can think creatively 12
Improving working conditions 11
Making work place safer 11
Improving communication with

workers and supervisors 8
Building up company’s repu-

tation as a progressive

employer 8
Giving employees a sense of

participation in management 7
Overcoming employees’

resistance to change g
Import substitution 6
Improving relations with

customers
Solving civic problems 1

Role of Managers & Supervisors
Successful administration of a scheme

calls for active cooperation of middle
management and supervisors, because of
their direct and intimate contact with

workers; hence the policies for administe-
ring a suggestions scheme should aim at
securing maximum possible cooperation from
these groups.

Sincere and continuous communication
is necessary for the removal of misgivings.
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A suggestion from a subordinate is a tribute
to supervisor’s leadership quality and not a
reflection on his competence. It may, how-
ever, be necessary to give employees the
option to submit suggestions in boxes or
through their supervisors. Some employees
prefer to drop their suggestions in boxes for
many reasons including natural shyness and
tear of being identified as the man whose
ideas have been rejected,

Policy Decision

What role should be given to managers
and supervisors in the administration of a
scheme is an important policy decision. One
way is to give tiem a very active role, and
to work out a procedure that demonstrates
top management’s full confidence in the
impartiality of managers and supervisors,
Another way is to force a scheme on mana-
gers and supervisors and to work out a pro-
cedure that will bypass them, as far as
possible, in the day-to-day administration of
a suggestions scheme. As a policy decision,
the choice of either way is ggund to make
a big difference for the’ scheme’s success.
Under certain circumstances, the second ap-
proach may be preferred, but then the
limitations of the approach, in terms of
results, should be clear}y recognised.

An analysis of the different roles
managers played in the administration of the
fifteen schemes surveyed by us in 1963
showed that in four of them the managers
just did nothing. In one case, only circulars
were re-circulated. In another solitary case
the manager was good enough to listen with
patience, but was not prepared to do any-
thing more. In all, in 7 out of 15 cases the
manager played more or less a passive or
indifferent role, In the remaining cases, the
manager played a somewhat active role,
receiving suggestions, evaluating them etc.
In two cases, the manager helped in im-
plementing suggestions.

Of the seven schemes which received
little support from the managers, six failed
completely and one achieved a ‘certain
measure of success.” By contrast, of the
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eight schemes that assigned an active role
to the managers, one was ‘clearly successful’,
six achieved a ‘certain measure of success’
and one failed completely.

As regards supervisors, the replies
received show that in eleven undertaldnisé
supervisors did little to administer t
schemes. However, in four organisations
‘they encouraged workers to come out with
suggestions’. Whereas managers were
actively associated in the management of
eight schemes, supervisors played the same
role only in four schemes. In other words,
some of the managements, who thought it
lecessary to assign managers an active role,
considered it proper to ignore the super-
visors, despite their dircet touch with
workers.

Industrial engineers and research officers
are primarily employed to introduce im-
provements in an organisation and, therefore,
they should have a special interest in sug-
gestion schemes, Out of the fifteen under-
takings included in the survey, fourteen em-
ployed either an industrial engineer or a
research officer. Unfortunately nine of the
organisations made no use of them in the
administration of suggestion schemes. In
three units, industrial engineers were used
in analysing and evaluating suggestions.
Only in two undertakings, the schemes were
administered by industrial engineers.

Reward Schemes

Eight schemes offered rewards to
managers for their suggestions, while ten
operated a similar procedure for their super-
visors. Of the schemes which offered such
rewards, three had separate suggestion
schemes for managers and supervisors. The
management of a successful scheme reward-
ed senior managers for their suggestions
‘outside the scope of the main scheme’. [t
was observed that at some places supervisors
and managers were very touchy of being
included in the same scheme with workers.

When it came to giving recognition to
a manager or supervisor for his subordinates’
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suggestions, we found that two manage-
ments took into account suggestions receiv-
ed and accepted from subordinates in giv-
ing salary increase and promotion to mana-
gers and supervisors. It was, of course,
only one of the considerations for salary in-
crease and promotion. A third management
offered to give special rewards to managers
and supervisors for suggestions accepted
from their subordinates. The special re-
wards excluded consideration for promotion
or salary increase.  Eleven managements
did not give rewards to managers and sup-
ervisors for suggestions from their subordi-
nates.

One way for securing employees
cooperation is to associate their represen-
tatives with administration of the scheme.
The survey collected data on this aspect and
the extent of emplovec representatives
participation in the administration of the
scheme. In ten out of 15 schemes surveyed
in 1963, the employees’ representatives did
nothing whatever. In one case, the Works
Committee Secretary used the suggestion
committee as a platform for finding faults
with management. In one case, the trade
union was not even associated with the
scheme. In two  schemes, however, the
nominces of trade unions were members of
the suggestion committee. In  two more
cases, workers were directly represented.

Trade Unions Attitude

In the working of a suggestion scheme
the trade unions’ attitude is an important
determinant; hence an attempt was made to
ascertain from some of the representatives
of trade unions their reactions to suggestion
«hemes. A trade union leader, when re-
quested to give his views on suggestion
schemes in general, said:

“Employees have infimate knowledge of
jabs. They know the ways of reducing
the number of operations. They might
nol come forward with their suggestions
for fear of lay-off. This situation can be
imoroved only if employers guarantee
{hit there would not be any lay-off as a
result of improved operation.”
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This trade union leader is one of the
nearly five thousand employees in a com-
pany where a suggestion scheme was
introduced, unsuccesstully of course.

Another representative of a trade union,
who works in a large company where the
employees’ response to the suggestion scheme
was poor, explained the scheme’s failure in
the following words:

“Suggestions for improvements are
efforts towards rationalisation that reduce
requirements of labour. We employees
know it and, therefore, we are not too
keen to come forward with suggestions
which ultimately reduce the scope for

employment.”
Anotler representative of the same
union, who is also a company employee,

explained the failure of the scheme in a
different way:

“In assembly line operations. the jobs are
so segmented that employees do not have
complete knowledge of the total job.
They know only their part and do not
have access to information outside their
sphere of work. Therefore, it is very
difficuit for them to make suggestions.
Supervisors have access to information in
a broad field. They can and do suggest.
When they give good suggestions they
get ‘ad hoc’ rewards, promotion or trans-
fer to a better section.”

The three trade unionists, guoted above,
had a very brief (first-hand) experience of
suggestion schemes which dicd before they
had a start.

Another trade  unionist. who has
intimate knowledge of the working of
an active suggestions scheme for five years
as an emplovee and as a trade union leader,
made the following observation in explaining
inadequate response to the scheme:

“Tt iz difficult for employees to suggest.
They do not have access te information
outside their sphere of work. Then, some-
times they get an idea, but they are not
given facilities or resources to try out an
alternative method to deveiop a sugges-
tion. In some cases, their suggestions are
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rejected as iapracticable only to be resu-
rrected again, as though a new suggestion
made in the name of a favourite, after
two or three years. As a result, emplo-
yees lose confidence. We have now such a
case pending for discussion with the
management.”

suggestion committee, when asked to com-
ment on the small number of suggestions
received in a very large undertaking, said:

“According to our rules, improvements
first carried out and then reported are not

. . considered as suggestions for reward.
A trade union representative on  a Many small ideas come to employees'

Study of Foreman’s Role in
Suggestion Plans

Mr S§] Seimer, who has made a thorough study of suggestion plans
in the American industry and the role of the foreman, has described the
differences between the views of executives, foremen, and rank-and-file
employees on the pwposes of the suggestion plan; the ways in which the
foremen facilitated or obstructed the operation of the plan to achieve their
own objectives; and the foremen’s complaints against the plan. An important
observation on the problem of installing a suggestion plan was that “the
unilateral action by general management...in designing, organising, and
modifying the suggestion plan...seemed to precipitate a reaction of disunity,
misunderstanding, and resistance to the suggestion plan rather than the
wholehearted acceptance and cooperation which was desirable.”

Mr LN Laseau, Director of Employee Relations Research, General
Motors Corporation, has reported that the quality of leadership in the depart-
ment, and “the resulting attitude of the worker, had a considerable effect on
the number of suggestions, the proportion of participants among eligible
employees, and the quality of suggestions. The departments with the poorest
showing invariably were under foremen who considered the suggestion plan
a criticism of their own ability. The departinents at the top of the list were
headed by foremen who put emphasis on the individual worker and on the
importance of making him feel a part of the department effort.”

Stagner, Flebbe, and Wood (1952) found that work groups with many
award winners did not differ in mean satisfaction score from those having
few winners. According to Mr FEinar Hardin, this finding “appears to

invalidate the view, sometimes voiced, that suggestion plans tend to disrupt
the work group.”
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minds and they apply them on the job
without putting the ideas as suggestions
before applying. This is one of the rea-
sons for the relatively small number of
formal suggestions in our company. Fur-
ther, the percentage of annual savings
given as rewards need revision as they
are not adequate and attractive enough
in today’s conditions....”

Administrative Difficulties

Speaking on administrative difficulties,
viewed by him as a representative of the
union on the suggestions committee, the
same trade unionist continued:

f Sometimes we have seen that a depart-
mental head declares a suggestion im-
practicable simply because the suggester
is gne he does not like. We accept anony-
mous suggestions in suggestion boxes to
overcome this difficuity. Departmentat
officers oppose suggestions on various
pretexts; we have, therefore, to get com-
ments on suggestions from other techni-
cal peopie besides the departmental offi-
cers. We know instances when sugges-
tions were turned down as impracticable
when they came from some employees,
but these were implemented after, say
two years, with minor modifications, as
suggestions from departmental officers.
We caught some cases and the company
was compelled to give rewards. When
things like this happen, employees lase
confidence in the scheme.”

A closer examination of the views of
trade union leaders leads to two conclusions.
First, genuine fear exists in the minds of
some trade union leaders that suggestion
schemes reduce the scope for employment.
As no scheme can work properly if employees
and their representatives entertain such a
fear, managements must explain  and de-
monstrate that such a fear is unfounded.
Secondly, those representatives of trade
unions, who closely observed the working of
an active suggestions scheme for a numbe:
of years did not see any inherent clash
between emplouyees’ interests and the obje-
ctives of tht suggestions schemes.  They

SUGGESTION SCHEMES IN INDUSTRIES

thought that poor response to schemes was
due to administrative failures.

The first task in working out the
details of a suggestion scheme is to define
what u suggestion is. A study of the
definitions given in the published rules of
ten schemes in the survey reveals that sug-
gestions may be grouped under three cate-
gories:

1. Tangible suggestions which effect
savings.

2. Tangible suggestions that do not,
necessarily, etfect savings, Improve-

ments in safely,
housekeeping, etc.,
category.

working conditions,
come under this

such as better
and custo-

3. Intangible suggestions
relations with employees
mers.

The three groups could be further
divided into ideas for improvement of (a)
one's own job; (b) other employees’ jobs
in one’s own department; and (¢) jobs in
other departments. In organisations where
the scope for suggestions is limited to one’s
own job, employees on different johs may
be cncouraged to submit joint suggestions.

In definig a suggestion, it is important
to say what is not a suggestion. Grievances,
complaints and requests for better terms of
service are excluded from the scope of a
suggestion scheme. In some schemes, sug-
gestions on projects just completed are not
accepted.

In a booklet on Suggestions Plan,
published by a company in the petroleum
industry, the topics for suggestions have
been listed under the title “What Ideas
Pay?” Under the heading “Suggestions that
do not pay”, the company has also pointed
out the topics which are outside the scope
of the scheme. The following extracts are
taken from the booklet as an illustration:



MS DATTA

WHAT IDEAS PAY?

Usually the suggestions are of the following
type
— Ease of operation
— Good housekeeping
— Improve existing method or substitute
something new
Your suggesticn should be aimed at

— Improving process ylelds
—.-Improving work flow or sequence

— Improving methods of materials hand-
ling and equipment repairs

_.Full use of existing equipment
—— Improving safety

— Saving in utilities,
operating time etc.

chemicals, fuels.

This certainly is not an_exhaustive list
of rewardable suggestions. The area is too
vast to define. Do not mix them with
non-rewardable suggestions.

SUGGESTIONS THAT DO NOT PAY
Sugpestions which

__Correct an obvious error such as im-
proper meter ranges, location of valves,
bleeders, drains, sample points, lights

or instruments, routing of lines or in-
compleze insulation of hot lines.

— Recommend installation of routine signs

.— Pertaining to Company palicy, organi-
zation changes

— TFixing chains on valves
_ Installztion of fire extinguishers
—Connecling vents and drains to sewer
- Froviding separate electrical switches
—_Providing road reflectors

are not rewardable under the ES.Y.

“Suggestions on new installations will not be
entertained until it has been in operation for
one year."

Another booklet on Suggestion Scheme,
published by a company in the heavy engi-
neering industry, lists topics for suggestions.

TOPJCS FOR SUGGESTIONS

: guggestions relating to any phase of the
company’s activities would be welcomed %0
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lang as they are useful and practicable. The
following topics, while by no means a com-
plete list, give an idea of the nature of topics
on which suggestions are wanted:

(i) MATERIALS:

1. Ways of saving materials

o Substitution of materials used at pre
sent by malerials which are better,
cheaper or more readily obtainable.

3. Improvements where the material is
not of the most economical size, shape,
finish or condition.

tii) HANDLING OF MATERIALS:

i, Reduction in the number of
material is handled.

times

ta

Shortening ¢f the distance to be

moved.

3. Ways of eliminating or shortening
delays in the delivery of materials 10
operators.

1=

. Ideas for mechanical er semi-mechani-
cal internal transport of material.

(iii) MACHINES AND EQUIPMENT:

1. Ideas for improving the care of
machines and components, and for re-
ducing wear on them.

£~

. Jdeas for new tools or machines for
jobs previously done by hand.

the location of

2

. Improvements in
equipment.

. Combination of two or more machines
into one.

-

5. Ideas on the best shapes of handles,
eic., to make them more convenient
for the user.

6. Positioning of machine controis.

. Care of loose tools.

(iv) SAVING OF TIME:

j. Reducing time spent in moving
materials from place to place
o Reducing or eliminating delays in

getting materials.
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{v) PROCEDURES;

I.

Reduction without loss of efficiency or
of necessary records in the amount of
paperwork.

. Simplification of routing, i.e. points of

contact between one depariment and
another.

. Ideas for simplifying paper work and

routine operation.

{(vi) OPERATIONS:

1.

o

-1

(vii)

Elimination of an unnecessary or waste-
ful operation.

. Can the work on any operation be done

better in muitiple?

. The separation of one operation into

two or more shorter and quicker ones,
or the combination of shorter opera-
tions into one more efficient operation
or the changing of their sequence for
improving output.

. Ideas for shortening the movements of

the operator’s arms and hands.

. Ideas for eliminating wasteful move-

ment altogether,

. Reduction of fatigixe by a change in

methods and machinery.

. Ideas on simplifying operations.

WORKING CONDITIONS:

1. Ideas for accident prevention.

(viii}

[ & ]

3.

. Modification of the length and break.

up of working period for greater effi-
ciency and economy.

. Improvements in seating, bench heights

and other factors involving reach.

. Reduction of fatigue and physical

strain by change in working conditions.

INDUSTRIAL RELATIONS AND
WELFARE:

. Ideas for improving goodwill and co-

operation between departments and
individuals.

. Ideas which make employees happier

at their work.

Possibilities of improvement in training
methods.

(ix) SAVINGS:
1. Possibilities of saving money.

2. Possibililies of saving lighting, fuel
and power,

3. Savings effected through greater clean-
liness and tidiness.”

In the same booklet, the areas of busi-
ness excluded from the scope of the scheme
are described as under:

“Care should be taken that suggestions do
not become mere requests for additional
facilities or benefils, nor should sugges-
tions pertain to routine maintenance fun-
ctions such as necessary repair work.

“It must be clearly understoed that com-
plaints and grievances are not suggestions,
and the suggestions scheme is not the pro-
per forum to ventilate them. Any com-
plaints and grievances received through
the suggestions box will be ignored.”

A third  booklet on  Suggestions
Scheme, published by a company in the
steel industry, describes the areas of busi-
ness excluded from, and included in, the
scope of a scheme:

“In considering acceptable ideas, the scheme
draws a definite line of distinetion between
a suggestion and a complaint. 'The latter
betrays a negative attitude while the
former shows a positive and constructive
approach. Matters falling within the sphere
of union relations or colleclive bargaining
(such as wages, allowances, bonuses, hours
of work, and leave) as also those within
the normal duties of the persons concerned,
requests for additional benefits and grievan-
ces are some of the items excluded from
the purview of the Suggestions Box Com-
mittee. Similarly, a proposal, which merely
draws attention to a problem, but offers no
solution, is not considered for a reward.
What comes under the category of an ac-
ceptable suggestion, under the rules framed
for operating the scheme, iz a definite pro-
posal leading to the establishment of new
or improved practices, products or facilities
favourable to:

(1) reduction of cost, waste and spoil-
age, proper maintenance and pre-
vention of hazards to health or
possibilities of accidents, ete;
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(ii) increase in utility, quality, yield or
output of products;

{iii) conservation of materials, energy,
power ot time on processes Or utili-
sing them for better purpose;

(iv) improving the

design;

product or its

sale of products,
revenue Or new

(v) advertising and
new sources of
products;

{vi) solution of civic problems, and those
relating to traffic, hygiene and clean-
liness in the plant and town; and

(vii) economy in stationery, ete.”

From the foregoing, it will be evident
that it is not enough to define a suggestion,
but it is also necessary to indicate definitely
the topics which are included in and ex-
cluded from the scope of a scheme. A list
of topics, as the schemes of the three com-
panies illustrate, helps employees to identity
sreas in which they could think of develo-
ping suggestions, Further, such a list he&)s
in removing from employees’ minds the
impression that suggestions invariably
reduce scope for employment.

Eligibility to Suggest

In deciding eligibility, one has to
consider whether supervisors and execu-
tives could submit suggestions for reward.
The management of a_scheme pointed out
that the response to their scheme was in-
adequate due to the exclusion of supervisors
from the scheme, They felt that super-
visors were the people who were in a posi-
tion to develop useful suggestions. Some
other managements felt that it was the nor-
mal duty of supervisors and executives to
suggest improvements and they should not
be given rewards for discharging normal
duties.

In one case, the management stated
that supervisors resented being included in
the same scheme, together with workers.
Another management did not think it wise
to treat supervisors and workers alike. They
wanted their supervisors to maintain 2
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separate entity in as many respects as pos-
sible. They felt that it was better to intro-
duce a separate scheme for supervisors.
Of the fifteen schemes studied, four ex-
cluded all supervisors and executives from
the schemes, while six excluded only the
senior supervisors and executives. Two
schemes treated all employees as eligible
for rewards: of them one gave as rewards
only letters of appreciation to employees
of the rank of Assistant Foreman and above.
The eligibility rules of the remaining three
companies are quoted below:

COMPANY — X

“All employees are eligible to receive
rewards. However, employees in the exe-
cutive or sale/technical/supervisory
classifications are ineligible for rewards
for suggestions relating to their functions,
but they are eligible for rewards for sug-
gestions not so related. Engineers, che-
mists or other technologists engaged in

research or development work are not
eligible for rewards relating to their
ordinary functions.”

COMPANY — Y:
“The scheme is open to all classes of

cmployees. . . excluding (i) assistant de-
partmental heads and above; (ii) those
who fall within the category of research
workers: (iii) employees of the Industrial
Engineering department; and (iv) those
who are in a privileged position of having
at their disposal information available as
4 result of special investigation and
studies. Restriction also applies to those
who have been specially assigned to a job
pertaining to the suggestion, even if such
persons are eligible by virtue of their
designation.”

COMPANY —Z:

“All employees are eligible to make any
number of suggestions. .. Executives,
heads of departments, superintendents and
research workers should send their sug-
gestions to the General Manager through
their divisional or departmental head.
Suggestions from these senior employees
will be considered separately outside the
scope of this scheme.”

A study of rules of the three schemes
shows that even when all employees in an
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undertaking are considered eligible for
rewards, it may be necessary to treat super-
visors, executives and the personnel en-
gaged in research and development as in-
eligible for rewards, in respect of sugges-
tions which they are ordinarily expected to
give by virtue of their position in the
organisation. These categories of employ-
ees could be given opportunities to earn
rewards suggesting improvements in those
areas of business, which are outside the
sco&)e of their normal functioning, The
underlying principle appears to be that a
person should put in more efforts than is
normally expected of him in order to earn
rewards,

In one undertaking casual employees
and those employed, temporarily, on con-
struction were excluded from the scheme,
None of the fifteen schemes gave rewards
to customers for suggesting improvements,
although we were told by the administrator
of a scheme in the transport industry (ex-
cluded from the survey) that the users of
their  services could ~ be rewarded for
suggestions.

Presentation of Suggestions

In laying down the procedure for
presentation of suggestions by employees
the following three important problems
should be taken into consideration:

1. How suggestions should be submitlted?
2. Can a suggester remain anonymous?
3. Can he be given assistance in writing

down the suggestion on paper in a
presentable form?

Out of fifteen schemes surveyed, twelve
insist that suggestions must not be sub.
mitted to supervisors or managers; one
scheme stipulates that it must be given to
the supervisor or manager; two schemes
leave it to employees to decide where to
submit suggestion. The exact procedure
that one should adopt for submission of
suggestions  would naturally depend on
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organisational  climate. In undertakings
where supervisors are likely to feel happy
to see employees under them earning re-
wards, there is no justification for encourag.
ing employees to submit suggestions in
boxes ignoring the normal channel of com-
Imunication. A satisfying way of solving
the problem s to place  suggestion
boxes and to give option to employees to
submit suggestions in boxes, through super-
visors or secretary of the suggestions box
committee.

In one of the fifteen undertakings,
employees can submit suggestions in boxes,
to the Secretary of the ‘Joint Council’ or to
the Training department. In this organi-
sation, there are joint councils of manage-
ment and workers’ representatives. It i
“open to employees to submit suggestions
to their respective joint departmental
councils.  While many of the suggestions
are thus directly handled, some are sent
to the suggestion box committee ...” The
training department in the same organisa-
tion conducts T.W.I. programmes. Those,
who attend the “job method” part of the
TAVIL programme are encouraged to sub-
mit suggestions in a form specially designed
for the purpose. Such forms are received
by the training department and forwarded
to the Secretary of the suggestions com-
mittee for processing and disposal. These
two ways of receiving  suggestions  show
how  companies can develop uncommon
procedures for presentation of suggestions,

As regards the question whether a
suggestion can remain  anonymous, the
replies may be tabulated as follows:

Procedure Number of Total
Schemes
Suggester must remain
anonyrmous 1
Suggester has choice to
remain anonymous 1 5

Suggester has choice to
remain ancnymous, and
he can get help from
management in putting
idea on paper 3
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Procedure Number of Total filling up the form and choose to remain
Schemes anonymous, the Secretary and/or his
) nominee, who may have helped you, will

Suggester must disclose keep your name strictly to themselves,

identity 6

Suggester must disclose “When your suggestion form has been
identity and he can get 10 filled in and is ready for submission, re-
help from management move the stub of the form and keep it
in putting ideas on paper 4 in a safe place. You will need it when
— a decizion on your suggestion has been
Total 15 taken and announced on the Notice

An employee may not like to disclose
identity for fear of displeasing the superior.
for fear that others mayv laugh at him if
the suggestion is rejected, to avoid being
labelled as a non-conformist or just due to
shyness. These are all valid reasons for
giving employvees the choice to remain
anonymous. Our investigation shows that,
with two exceptions, the schemes that gave
choice to suggesters to remain ananymous
received more suggestions than those that
asked the suggesters to disclose identity.
The ‘clearly successful scheme’ of the pre-
sent survey laid down the following proce-
dure for submitting suggestions:

“When an idea occurs to you which you
think is worth passing on to the company
as a suggestion, all you have to do is to
describe your idea as clearly as possible
on a suggestion form. You can obtain
a suggestion form from the buckets of
any of the suggestion boxes placed inside
the Works or from the Secretary of the
Suggestions Scheme Committee.

“Use only one suggestion form for one
suggestion. If you find that the space on
a form is insufficient to describe your
idea fully, attach additional sheets of
ordinary paper to the form, but take care
to write the number of your suggestion
form on the top of each additional sheet.

“If you find it difficult to put your idea
in words, contact the Secretary of the
Suggestions Scheme Committee. He will
either help you himself to fill in the sug-
gestion form or will depute some other
suitable person to help you to do so.

“You may sign the suggestion form if
vou like but it is not compulsory for you
to sign it. Even if you have sought the
help of the Secretary or his nominee in

the boxes.

Board. If you have chosen to remain
anonymous, this stub alone will establish
your claim to receive the reward if your
suggestion has been accepted.

“Having filled in the form properly and
removed the stub, either drop the sug-
gestion form in one of the suggestion
boxes or send it or hand it over to the
Secretary, Suggestions Scheme Com-
mittee.”

The management of the scheme gave
choice to emplovees to remain anonymous.
They further offered to help employees to
work out ideas on paper. During the sur-
vey, we were told repeatedly by manage-
ments that employees may have usetul
ideas, but they may not be able to put
the idea on paper in a presentable form.
Theyv thought that it was essential for the
success of a scheme to offer assistance to
emplovees in writing down ideas on paper.

Opening of Suggestion Boxes

Who will open the suggestion box?
This is the first step to be decided in pro-
cessing a suggestion. Our survey shows
that in the case of fourtcen schemes, the
Secretary of the Suggestion Committee or
a Personnel Officer is authorised to open

This practice appears satistac-
tory as both of them are llikely to enjoy
the confidence of employees.

The next step for consideration is,
whether the Secretary should place all the
suggestions before the committee for deci-
sion. In eleven schemes, all suggestions
are placed before the committee, while in
three, suggestions are screened before plac-
ing them for the committee’s consideration.
The initial screening in two undertakings
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is done by a single officer, and in the third
undertaking by a group of officers, Of the
three undertakings which have arrange-
ments for preliminary screening, the Secre-
tary is empowcred to reject or even revive
suggestions. received and rejected  earlier.
However, he  keeps  the  Committes
informed of the action taken by him.

In the second company, 2 group of
officers go through the suggestions to “weed
out those that do not ¢ualify as suggestions
or such communications which should not
have been placed in the hox, e.g. com-
plaints. grievances or requests of various
kinds.”

In the third  undertaking ‘minor
suggestions” and those which the suggesters
view as impracticable during preliminary
discussions are disposed of by the Secretary.

Only one scheme out of the fifteen
studied had no suggestion committee and
suggestions reccived under the plan were
evaluated with the help of departmental
officers.

Authority of Suggestion Committee

In a large majority of the schemes,
all  suggestions are  placed before a
committee, This is a good practice for
inspiring employees’ confidence in the fair-
ness of decisions. It is only when the
number of unwanted communications be-
comes unmanageable for the committee,
that one should think of preliminary screen-
ing of suggestions, When preliminary
screening is essential, it is a good practice
to assign the task to a group of officers
with a directive that they keep the com-
mittee informed of the rejected suggestions.

Should a suggestion committce take
final deeisions by itself or should it be only
an authority to recommend? This is an-
other area for careful consideration. The
survey shows that in ten  schemes, the
suggestion comrmittee decides by itself,
whereas in four schemes the committee’s
recommendations are sent to the senior-
most manager who takes the final decision.
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In reality there is little to choose between
the two practices, provided the manager,
while retaining the right to decide finally,
does not in practice reduce the authority
af the committee and the members’ interest
in its working,

How is a suggestion Committee to be
formed? Who should be its members?
We found that all members of the fourteen
suggestions committees, with the exception
of workers’ representatives, were nominated
by the managements, The nominated
members work as executives at the top and
middle levels. Most of them have techni-
cal knowledge of operations in the under-
taking. The Chairman of the Committee
was invariably a top executive. Except in
one scheme, the Secretaries were Personnel
Managers, Industrial Engincers or senior
assistants to top executives,  Administra-
tion of the suggestions scheme was one of
their many duties. The time devoted by
them for the scheme varied from one to
sixteen per cent of their dailv working
hours.

The majority of the Secrctaries could
not spare more than five per cent of
their working time for the scheme. For
one scheme, a full-time Secretary was ap-
pointed by the management. Thus in a
large number of cases, the time devoted
by Secretaries to the type of work is so
little that it may well be a factor res-
ponsible for failure of most of the schemes.

The number of members on a
committee, incIuding the chairman and the
secretary, varied trom three to eleven.
Membership of nine committecs
from four to six.

varied

Workers’ Representatives

To the question of workers
representatives on the suggestion commit-
tee, we have noticed that only in one
scheme, the recognised trade union nomi-
nated workers’ representatives. In another
undertaking, where the trade union was
not recognised, the workers’ representatives
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on the joint consultation committee nomi-
nated their representatives to the sugges-
tion committee, There was no representa-
tive of workers on the remaining twelve
committees.

The two managements, which included
workers’ representatives on the suggestion
committec, were appreciative of the re-
presentatives’ contribution. Views of some
managements, who have not had actual
experience of working with the workers’
representatives on the suggestion committee,
are as follows:

“In the suggestion committee, the mem-
bers may argue on the merits or demerits
of a suggestion, but there is no guestion
of bargaining. Presence of workers’
representatives may bring in an element
of bargaining in deciding the value of a
suggestion,

“The Union may show interest in indivi-
duals, but they will not show interest in
the scheme.”

Our survey shows that two committees
met once a month, and two others every
quarter. The duration of a meeting was
one to two hours. No scheme laid down
a maximum time-limit for a meeting. The
frequency of committee mectings has to be
depided, keeping in view the necessity to
avoid delays in replying to suggesters.

Criteria for Evaluation

Some managements leave it completely
to the committee to decide how to deter-
mine the value of a suggestion while others
prefer to lay down criteria for evaluation.
Of the fifteen schemes, two did not lay
down criteria; two kept the criteria confi-
dential, and eleven stated them in published
rules. The following are some of the
criteria for evaluating suggestions:

“Ingenuity; initiative; effort involved;
completeness of a propesal; saving in
money, time, materials, foreign exchange;
guality improvement,; accident preven-
tion; effect on material handling; clean-
liness; work method; plant layout; morale;
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practicability under prevailing conditions;
solution to a civic problem.”

Every scheme used four to six criteria.
Laving down of criteria can be helpful in
maintaining uniformity of standard while
taking decision by a committee, the com-
position of which may change, 1t is a good
practice to state criteria in published
rules to let employees know, in advance,
how their suggestions will be judged.

Procedure for Recording

It will be erroneous for anyone to think
that there is nothing to be done between
taking suggestions out of boxes and placing
them before a committee. There are a num-
ber of things to attend to in between the
two steps as can be seen from the rules
quoted from four schemes:

SCHEME A

“The suggestion boxes will be cleared
once every fortnight. The suggestions thus
received, along with those directly sent to the
Secretary will all be recorded in a diary. A
list indicating the printed numbers of sug-
gestion forms received will be placed on the
Notice Board. This will be the only acknow-
ledgement of receipt of your suggestion if you
have sent it anonymously, If, however, you
have signed your suggestion form, you will,
in addition to the acknowledgement made in
the Notice Board, receive a letter {from the
Secretary stating that your suggestion has
been received.

“The Secretary will go through ali sugges-
tions and weed out those that do not qualify
as suggestions or are such communications
which should not have been placed in the
box, e.g. complaints, grievances and requests
of various kinds. No action will be taken on
these. Within four days of opening of the
boxes, the Secretary will have every sugges-
tion copied in a register and have sufficient
number of typed copies of all suggestions
made, to circulate them among the members
of the Suggestions Scheme Committee. The
copies so circulated would not show the name
of the suggester even when given on the
original suggestion form. This will ensure im-
partial consideration of your suggestion.

“The Chairman of the Suggestion Scheme
Committee, on receipt of copies of the sug-
gestions submitted, may, in his discretion,



220

co-opt one or more members to assist the
Committee in considering any particular
suggestion. One of the co-opted members
would ordinarily be the head of the depart-
ment to which the suggestion relates. If he
thinks fit, the Chairman may obtain expert
opinion on a particular suggestion.

“The Committee will meet once every
month and consider the suggestions circulated
among its members.”

SCHEME B

“A suggester can remain anonymous, if
he wants to do so0. As a safeguard against
unwanted disclosure of identity, a suggester
has the option cf dirvecting letters from the
committee to his department or to his home
address in the town. If any pcint in a parti-
cular suggestion requires clarification, the
Secretary personally meets the man concern-
ed and helps him in amending it suitably.
Suggestions pertaining to a particular de-
partment are sent to the departmental head
concerned for investigation and comments,
without disclosing the suggester’s identity,
All these measures preclude the possibility of
prejudicial treatment, and the interests of
suggester are well protected....”

“After getting replies from the heads of
departments abouf the utility of the sugges-
tions, the Secretary, in most cases, personally
visits the place. investigates the suggestion,
discusses it with the suggester and, if neces-
sary, with the departmental head also, and
makes his independent report, Minor sug-
gestions, and those which may be dropped as
impracticable at the request of suggesters
themselves, are disposed of by the Secretary
who gives satisfactory replies to the people
concerned.

“Other suggestions are carefully pro-
cessed, arnd data pertaining to them are
placed in the form of notes before the mem-
bers of the Suggestions Box Committee for
study and discussion.”

SCHEME C

“The boxes are opened once a week by the
representative of Chief Welfare Officer
and all the suggestions are sent to the Deputy
Chief Industrial Engineer who is the Secretary
of the Suggestions Committee,

‘The Secretary records the suggestions,
sends acknowledgements and processes the
suggestions through Heads of Depariments.”
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SCHEME D

“If a member of the Commiitee happens
to be the author of the suggestion under
consideration, he shall not be present in the
meeting. The other members will have the
authorily to co-opt another suitable member
to take part in the deliberatons of the

meeting.”

In laying down a procedure of the
kind quoted above, one has to keep in mind
that tllle permanent members of the sugges-
tions committee are not always the best
persons to judge the usefulness of all sug-
gestions. At times, it may be necessary to
co-opt on the Committee a person who is
competent to give opinion on a technical
problem.  When suggestions committee
members  are  technically competent, the
procedure should allow them sufficient time
to go through all aspects of the suggestions,
carefully, before coming to the meeting.
Lastly, before a suggestion is accepted for
implementation, the views of the head of
the department where it has to be imple.-
mented, should be made available to the
Suggestions Committee, together with (if
necessary) the views of other competent
persons. In the course of investigations,
we received interesting comments on the
advisability of securing views of depart-
mental heads. An experienced administra-
tor of a suggestions scheme was of the
opinion that “the task of finding out if the
suggestion is likely to be a good one should
he given to a specialised agency such as
industrial engineering, research and deve-
lopment department, instead of to the heads
of department.” He added that “unfor-
tenately, too often, departmental heads,
instead of helping, put all kinds of obstruc-
tion.” This administrator was not the only
one to express such strong views. Another
senjor member of the middle management,
who has long experience of the administra-
tion of suggestion schemes, expressed
similar opinion in the following words:

“At times, suggestions have to be forced
down the throat of a departmental head
who may be, for various reasons, reluctant
to introduce the change.”
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It is quite clear from these comments
that departmental heads are not always
keen to cooperate, and their views, at times,
may be biased, Therefore, while the de-
partmental head’s opinions on suggestions
should be sought and given weight, it may
be wrong, at the same time, to be guided
solely by their views. The views of other
competent agencies, such as industrial engi-
neering department, research department,
could also be obtained and placed before
the committee,

Nature of Rewards

Rewards given for accepted sug-
gestions could be financial or non-financial.
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Non-fnancial rewards include letters of ap-
preciation, merit certificates and trophies.
Out of the fifteen schemes covered by the
survey, eleven offered financial rewards
only,” while the remaining four relied on
both financial and non-financial rewards.

The relative importance of the two
methods was made out with a good deal
of clarity by an cxperienced administrator
of a scheme:

“Mere thanks and appreciation will not

carry far. They have their place, but

they should be supplemented by tangible
financial rewards.”

The administrator was not the only
one to speak in this way. Secretaries of

employee suggestion plan,

of supervisors.

L)

men .

suggestion plan.

Participants’ Characteristics In
Employee Suggestion Plan

In an empirical study of the characteristics of participants in an
Einar Hardin, of the Michigan State University,
has compared nonparticipants, unawarded suggesters,
in a medium-sized insurance company that had recently installed an employee
suggestion plan as to personal characteristics, own attitudes, and attitudes

Participants were found to be more concentrated in the age group
25.44, have greater labour force attachment and work experience, and place
higher value on order and regularity than did the non-participants. No sup-
port was found for the common notions that suggesters are prone to gripe
and to be hurt by rejection of suggestions or, by contrast, to be “company
Nervous, undogmatic, unauthoritarian and fairly well-satisfied super-
visors tended to have more suggesters among their subordinates than did
other supervisors. This provides some support for the assertions of much
management literature that the supervisors can greatly affect the success of a

and award recipients
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four schemes, which relied heavily on non-
financial rewards for attracting suggestions,
were of the opinion that response to their
schemes would have been better if, in addi-
tion to certificates and letters, suggesters
were given financial rewards.

The managements of the ffteen
schemes recognised that it was necessary
to offer financial rewards for suggestions
accepted from non-supervisory personnel,
but some of them did not consider it desi.
rable to give cash rewards to supervisors and
executives. Four managements were of the
opinion that supervisors and executives,
by virtue of their position, were expected
to suggest improvements and, therefore, it
was not fair to offer them additional cash
compensation for discharging normal duties,
They felt that the better way of recognising
the contributions from this group of em-
ployees was to send them letters of appre-
ciation or merit certificates. The majority
of the managements did not subscribe to
this view. They offered cash rewards for
suggestions from supervisors and executives,

In one undertaking, included in the
survey, the management did not offer cash
rewards to supervisors, who resented being
treated in the same way as workers. Under
& separate plan for supervisors, the manage-
ment offered to give presents to supervisors
for useful suggestions. Presents could be
very valuable for a suggestion of great
significance. One suggester was given a
Fountain Pen set; and we were told that
management could give such gifts as
camera, radio or even a car for a suggestion
of corresponding value.

During the survey we came across only
one undertaking where the management
offered to give cash rewards to the imme-
diate supervisor for suggestions accepted
from an employee working under him. The
supervisor, under this plan, was entitled to
receive one fifth of the award given to the
suggester, subject to a minimum of Rs, 5
and a maximum of Rs. 1,000.

The management of the ‘clearly
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successful scheme’ gave a tea party once
a year. Winners of awards and senior offi-
cers were invited to the party. A ‘challenge
cup’ was presented on the occasion to the
Division where awards eamed per one
thousand employees were the ~highest.
Valuable gifts were given to winners of
high awards, and token presents were made
to all award winners. Good publicity was
given to the event and the scheme in gene-
ral  through posters, hoardings, house
journals and other media,

We enquired to find out if winners of
awards received preferential treatment in
matters of promotion, training and special
increment. We found that only in four
organisations suggestions received were
taken into consideration for special incre-
ments, and in one organisation contributions
through suggestions scheme were counted
in selecting emplovees for higher training.
Three managements kept their policy in this
respect  confidential. One  management
made its policy known to employees.

Determining Rewards

Two out of the fifteen managements
published for employees’ information their
method of caleulating financial rewards.
Two other managements worked out a
method, in detail, but they kept it confi-
dential. In the remaining eleven schemes,
it was mentioned in the published rules
that “rewards would be decided by the
management at its discretion.”

The management of the ‘clearl
successful scheme’, worked out the methgd
of caleulation, in great detail, but kept it
confidential. The ~administrator of the
scheme is of the opinion that when a
method, worked out thoroughly, is applied,
consistently over a period of years, and the
rewards are related to savings, the em-
ployees develop faith in the method itself
without knowing exactly what it is, )

It was stated in published rules of a
scheme that employees below the rank of
chargeman would be paid cash rewards
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which is a sum of money roughly equi-
valent to the corresponding expected
savings in the standard basic wages for six
months. The published rules of another
5 schemes are as follows:

“Wherever a correct assessment of the
savings effected by the adoption of a
suggestion can be made, the reward re-
commended is a maximum of 124% of
the annual savings, subject to a maximum

... A suggestion scheme,

to be successful, must

be well-conceived, planned,

and administered, and this job

is more than sending out a

circular and placement

of well-painted boxes.
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of Rs. 10,000, if the savings are of a last-
ing nature and likely to benefit the
Company for a number of years. If, how-
ever, a particular suggestion results in the
saving of a lump sum only, the reward
is fixed at 121% with a maximum of
Rs. 5,000. In cases where direct savings
cannot be estimated, the Committee uses
its discretion in evaluating them by tak-
ing into account the importance of the
ideas, their originality, facilities that they
nffer and the extent of their application.
The minimum reward for any accepted
suggestion is Rs. 25. The Committee also
takes into account the status of the person,
the facilities that he had by way of edu-
cation, his day-to-day job, the place
where he worked, the assistance he could
get from other people directly or indirect-
ly, and so on.”

A successful scheme in Bombay,
referred to earlier, calculates cash rewards
in the following manner:

Savings o, award in 9% award in
case of the case of re-

one-time curring

saving saving

First Rs. 5000 s -
Next Rs. 5000 — —
Next Rs. 5000 — —

Balance — —

The management further stated that “in
the case of intangible savings, awards would
depend upon the extent of usefulness of the
benefit, ingenuity, initiative, efforts involv-
ed, completeness of proposals submitted and
the value of the benefit of the suggestion.”

The management of three schemes
made a point that decisions on rewards
should not be taken without trying out sug-
gestions. They realised that this would
mean delay in taking decisions, but, at the
same time, they appeared convinced that
trying out a suggestion was the only fair
way of determining the question of cash
rewards:

“Departmental heads were apt to be

careless, sometimes deliberately, in giving
views on practicability of suggestions.



were asked to iry out
first what was considered feasible, and
then rewards were calculated on the
basis of actual savings.”

Therefore, they

The ‘clearly successful scheme’ in the
present survey never took decision on cash
rewards for important suggestions without
trying them out. The management accep-
ted the delay involved in the process as in-
evitable, They did not even favour the
idea of communicating provisional accep-
tance of a suggestion as they feared that
subsequent change of opinion may shake
employees’ confidence in the fairness of
management’s decisions. In one undertak-
ing, savings from suggestions were caleula-
ted in consultation with the concerned line
manager and unanimity was obtained, as
far as possible, in the course of joint in-
vestigation. When the line manager and
the suggestion committee differed in the
assessment of savings, the views of the line
manager were forwarded to the top
management together with the committee’s
recommendations.  Six schemes laid down
maximum rewards that could be paid for
suggestions.  For one scheme the amount
was Rs. 530, for another Rs. 250, for the
third Bs. 1000, for the fourth and fifth
Rs. 5,000 and for the sixth one Rs. 10,000,
Nine schemes laid down no such limit,
Eight of the fifteen schemes laid down a
minimum  for an accepted suggestion,
varving between Rs. 10 and Rs. 30,

Communicating Decisions

A suggester is anxious to know the fate
of his suggestion; hence every suggestion
should be promptly acknowledged, in writ-
ing, to give the suggester a feeling that his
suggestion is receiving attention. Process-
ing of suggestions should take the least
possible time, Once decisions are taken, no
time should be wasted in communicating
them.

When a suggestion is rejected, the
suggester wishes to know the reason for
rejection. It is important to tell the reason
in order to satisfv him that he has been
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fairly dealt with. The explanation {or re-
jection serves another purpose. It gives
suggesters a better idea of the kind of
suggestions that are likelv to be accepted.
Rejected suggestions require greater care in
handling, and this is a task that is morce
difficult than replying to accepted sugges-
tions. None of the managements in the
survey took initiative to explain verbally the
rejection of an idea. andling of rejected
suggestions might be an area where rethink-
ing may help in view of the high percentage
of rejected suggestions and the necessity of
educating suggesters.

Implementation of Suggestions

When a suggestion is accepted, the
employee gets a roward and this gives him
satisfaction. The satisfaction is greater
when the employee sees that lis ideas have
been implemented to improve the efficiency
of the undertaking, Howcever, if the sug-
gestion is merely accepted and rewarded
but not implemented, the suggester will
have reason to feel dissatisfed and even
slighted. Other emplovees, when they hear
of the fate of such a useful suggestion, may
fear that their ideas may meet a similar end.
For the success of a scheme, it is important
to ensure that suggestions accepted are
implemented.

We found from the survey that nene
of the managements laid down e time-limit
for implementation. One management was
trying to establish a practice that all minor
suggestions should he implemented within
two weeks of their acceptance. Most
managements felt that it was not practicable
to lay down a time-limit for implementing
major suggestions.

A possible solution mayv be to make
an individual within the organisation res-
ponsible for follow up of accepted sug-
gestions and for reporting back to  the
committee the results achieved, We
noticed a good practice in cne organi-
sation.  Immediately after a suggestion was
accepted, proposed changes were recorded
in production documents and processed by
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the production and planning cngineer who
was the Secretary of the suggestions com-
mittec. The management of three schemes
made it a point not to reward a suggestion
tll it was tricd out and implemented.

For seven schemes included  in the
survey, the sccretaries were responsible for
follow up of accepted suggestions. For
one scheme, the members of the sugges-

tions committee  divided the follow up
work between themselves. In one organi-
sation, ad hoc subcommittees with ~ the

Seeretary and a few other members werc
formed for follow up of important sug-

gestions, Two managements relied on
departmental heads for follow up. At four
p I3
places mo thought was given to the
problem.
Publicising the Results

Social  recognition is one of the
satisfactions employees derive from the

acceptance of their ideas. Social recogni-
lion can come when others within and
outside an organisation know that an em-
ployee’s suggestion has been accepted.
Wide publicity of a suggestion and its
suggester is nccessary to let others know
of the important contribution of the in-
dividual, working as he may be in one
corner of a big organisation. Publicity
serves  another  purpose. When  other
employees come to know of a contribution
made by a fellow employee, they also start
feeling that possibly they too can contribute
uscful ideas.

The survey shows that all the
managements of the schemes that accepted
and awarded suggestions gave publicity to
the suggesters. Again all of them, with
two exceptions, gave publicity to accepted
suggestions. The media of publicity used
by the managements differed. All of them
used house journals and notice boards.
Some of them used a few of the media
listed below:

1. Internal broadcasting system

2. Awards presentation ceremony

3. Display of suggester’s photograph at
prominent places within the under-
taking.

4, Placing of suggesters’ photograph at
the Distinguished Workers' gallery.

. Posters

[S3]

6. Hoardings

=1

. Supervisors’ newsletters

8. Monthly awards cireular

The administrator of the clearly
successful scheme and those that achieved
a certain measure of success were unani-
mous in recognising the impact of effective
publicity on suggesters and other employ-
ces. Some of them felt that the display
of a suggester’s photograph at a prominent
place in the administrative building, fac-
tory or canteen for a period of two weeks
or a month is a very effective way of
giving Tecognition to the suggester and for
encouraging other employees to come out
with new ideas.

Keeping up Enthusiasm

An administrator of a scheme observed
that a suggestions plan, by its very nature,
has no permanent appeal. Enthusiasm s
created in employees for the plan when
suggestions  start coming. Then, enthu-
siasm slowly disappears and a stage comes
when some new measures have to be taken
to rejuvenate the plan or else it dies for
good., The administrator has worked out
a plan to overcome this problem. The
scheme in his company is known as ‘Sug-
gestions Scheme Competition’. The com-
petition is held quarterly. It opens and
closes on dates announced by the manage-
ment. Fvery time the competition is
opened, there is a renewed effort to whip
up enthusiasm through the application of
new  publicity  techniques. In  addition,
occasionally. slogans are printed on pay
packets,

The managements of three schemes
attempted to create fresh enthusiasm for
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their plans through  Best Suggesters’
Contest, declaring bonus on rewards and
arranging public functions for presentation
of awards. The remaining eleven manage-
ments had no plan to keep up employees’
enthusiasin for their schemes.

During visits to industrial undertakings
in the course of normal duties, 1 noticed
at some places shabby-looking boxes paint-
ed with the words ‘Suggestion Box’. It
was kept in an obscure corner beyond the
reach of most employces. Enquiries re-
vealed that these bokes once occupied
prominent positions, but, then, suggesticns
did not pour in as anticipated, and a time
came when some one thought that it made
little difference whether the boxes occupied

SUGGESTION SCHEMES IN INDUSTRIES

their positions of pride or they were
thrown out. The boxes, however, could
not be thrown out without going through
a cumbersome administrative rocedure,
and, consequently, it was deci ed, as a
temporary  solution to the problem, to
relegate them to a secondary place,

It is hoped that the material presented
in this research piece may help manage-
ments to avoid their schemes suffering from
the same fate. This analysis proves conclu-
sively that a suggestions scheme, to be
successful, must be well-conceived, planned
and administered and this job is more than
sending out a circular and placement of
well-painted hoxes.

study of conditions in the

ROLE OF LABOUR IN
PRODUCTIVITY

The National Productivity Council’s Study Team Report on Role of
Labour in Productivity stresses the role of organised labour in the field of
productivity, and discusses many important aspects relevant to this role—
such as the social and economic conditions in the USA, manpower planning
and its effective utilisation, role of trade unions,
Government, and problems such as automation and productivity, A comparative
USA and India has been attempted.

National Productivity Council
38 Golf Links, New Delhi 3

attitude of management and
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Pre-requisites for Success
of Suggestion System

AMONCST the many devices intended
for promoting productive efficiency in
a company, the suggestion system has a
significant role to play. Broadly speaking,
it is a formal device to seek and process
em&:loyee suggestions, and to implement
and reward accepted ones.

Though the aims and objectives of
suggestion systems may differ largely,
depending on the needs and requirements
of particular companies, the broad purpose
is “to foster better employee relations and
to improve productive efficiency.”

Experience and research, however,
indicate that employee relations and pro-
ductive efficiency in a company are
influenced—directly  or indirectly—by a
variety of factors, both internal and
external. As such it is rather difficut to
isolate and precisely assess the contribu-
tion of the suggestion system in this area.

Nevertheless, it helps to give employees a
better sense of participation in the work-
ing of the company, and satisfes the need
for a two-way communication between
management and employees on matters
of mutual interest. It J(’)es recognise and
encourage the urge for self-expression.

A large company, which has success-
fully operated a suggestion system for the
Iast two decades, is on record to say that
the purpose of the suggestion scheme is:

(a) To encourage consiructive thinking
in every phase of the company's
business within or without the sphere
of an employee’'s work; and

{b) To develop closer relationship bet-
ween employees and management.

The suggestion system has a fairly long
history., It has assumed considerable im-
portance in recent times for one reason or
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another. 4 large  number of companies
install this system every vear. with a
certain number  failing  to  achieve the

desired objectives.

A close analysis shows that {failures
are mostly due to:

(1) :nadeguate publicity;

(2) tactless handling of suggestions;

(3) complicated procedures; and

(4) unattractive rewards,

These are. however, matters which can
be set right, if there is a will to do so.

Difficulties

The basic factors affecting operation of
suggestion schiemes,  however, cannot be
vasily isolated and remedied to make their
operation effective.  They may be broadly
grouped as undcr:

(i} The  attitude and support of
management—top, middle and shop
floor—to the suggestion system.

(il Lag between the expectations of
management and the actual accom-
plishments of the system.

‘i) Ldmitations—direct or  indirect—
under which the system operates.

(iv) Employee-commitment to the sys-
tem.

fv) State of human relations in the
company.
Despite  these difficultics. many

companies have a proud list of employee

suggestions which  have  contributed ~ to
improved  efficiency  and employee
relations.

For instance, in a steel plant when the
motor coupling of the Blooming Mill had
broken and no replacement was readily
available, an emplovee came forward with
# suggestion to get the broken coupling
joined by special welding, The suggeston,
which worked well, averted the closure of
the Mill for about 10-12 days, the period
normally taken to manufacture the coupling.

SUCCESS OF SUGGESTION

SYSTEM

Again, in the very same company, an
unlettered mason olicred a suggestion to
medify the design of the fumace-door in
the Steel Melting Shop in order to keep
the brick lining in position even when the
bottom flange got burnt. The suggestion
when implemented increased the lLife span
of the fumace door at least threc times:
this ineans considerable economies in
operation in terms of continuous output,

These and many other  instances
highlight the results obtained through the
creation of a suitable climate in a company
wherein emplovees—however humble they

may be—-are given the necessarv  en-
couragenment  and  assistance to offer
suggestions on company problems.
Realising the  importance of the
suggestion system, many companies  are

taking more und more interest in this area.
The Union Government has also instituted
“Shram Vir National Awards” giving add.
ed recognition to industrial workers who
make outstanding suggestions. There s
still  room for improvement, A  more
dynamic approach, especially during India
Productivity Year-1966, can vield Dbetter
results.

Task Ahead

The present foreign exchange crisis
has posed a variety of problems. Amongst
the many remedies  suggested, the most
significant is import substitution.  For
developing indigenous substitutes for main-
tenance and development work in com-
panies, the concerned employees will have
to be motivated to think out suggestions
based on their experience. In this context
an effective suggestion svstem to seek,
obtain, process and reward emplovee sug-
gestions assumes  importance. What is
required is the creation of a congenial
environment at work situations to stimulate
emplovec suggestions. This means mak-
ing the cmplovee know the significance
and urgencey of the programme:; and in-
cluding in the programme, where possible,



PANAKAL

4 systen of goal setting and purposeful
performance review at regular intervals.

In the implementation of such a
comprehensive and dynamic  programune,
the following aspects need consideration:

(a) Issue of a policy statement incorpo-
rating the need, significance and
objective of the suggestion system,
pledgirg full and continued manage-
ment support thereto;

Wide publicity to the policy
statement giving details of the system
such as  scope, elgibility and
schedule of awards;

{¢) Streamlining the
suggestions with a
lishing a reputation
and efficiency;

b

processing  of
view to estab-
for integrity

td) Making employees know the areas
where their suggestions are most
needed;

(e) Fixation of certain targets for

employee suggestions and review of
performance at regular intervals;
(£ Provision of specialised services for
employees needing assistance 1o
develop their ideas and suggestions;

(g) Special privileges or facilities, and
publicity to winners of suggestion
awards,

For  the eoffcctive working of a
suggestion systein, it is essential to under-
stand that one of the pre-requisites is the
existence of good human relations within
the company, in the absence of which no
svstem will  tick. Quick processing of
suggestions and the implementation  of
accepted ones alone will  convince —em-
ployees of the sincerity of management
and cnthuse them to offer more and more
suggestions. Quick recognition, of course,
goes without saying.

Maintaining Employee Interest

\Many a suggestion system experiences
difficulty” in sustaining employec intercst.
One of the methods that is being tried
with some success, is the institution of
periodic contests or the celebration of a
“Suggestion Month” onee a year or so.
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Another method is to pose a company
problem in detail to the concerned  em-
plovees, and to invite their suggestons.
For instance, onc company sent the fol-
lowing appeal to its emplovecs:

“Qur lubricant cost per month is Rs, 4,500.
We think it is too high. Can you say
how it can be cut? We shall pay you
not just the customary 10%. but 25% of
what your suggestion saves during the next
vear.”

This appeal vielded the desired results.

Tt should, however, be remembered
that continued interest cannot be ensured

by meaningless slogans, but only  through
meaningful action.
Need for Periodic Review

When a  system operates  fur - some

time, there is a chance of complacency
setting in. The suggestion systewn is not
an cxception to this rule. It is. therefore,
necessary to review  at regular intervals
whether or not the suggestion system 1s
achieving its objectives, especially when
our progress is linked with our ability to
jnvent, inpovate and conserve.

To determine the effectiveness of the
svstem. among many  methods, yearly
figures of employee suggestions——aceept-
ed or otherwisc—-per 100 employees or
some such index may prove useful. 1t
would also be worthwhile working out the
ratio of administrative cost to the annual
savings cffected  through the suggestion
system. Inter-firm  comparisons in  this
area will be yet another method to deter-
mine the relative effectiveness of the sys-
tem. These comparisons can throw up
some significant  information which may
be useful for the effective operation of the
suggestion system,

Such an operation, in the present
context. will satisfy the growing needs of
each company and in that process help
to bring about better employee satisfaction.
Any effort in_this direction is, therefore, a
worthwhile effort. It is time for action.



INDIAN 1RON ORE PROVIDES THE MUSCLES AND
SINEWS OF INDUSTRY ALL OVER THE WORID

India’s hard-lumpy ore has a high iron content
ranging from 62/ to 69/ FE, with impurities
of Sillica and aluminium i in a proportion that
facilitates slag-making. This iron ore is in
universal demand for blast-furnaces. The
quantity of India’s quallty ore bought by various
countries in 1964 is shown below.

Country Lakh Tonnes
Japan 8628
WESTERN EUROPR
Ha 288
Ger ml ¥y .4
Other 42
EASTERN EUROP.
Czecho l 751
llllllll 5.25
Potand 270
Yuno I L] 153
.80
Elll G "l'| ny 040
Grand Total
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NPC PUBLICATIONS

A Manual of Method Study: By Brig K Pennathur. Richly
illustrated by case examples, this book is a must for students
and practitioners of Work Study and Industrial Engineering Rs. 25.00

Management Development: By Ellis O Keller. This book
summarises the modern role of management, and sets out
clearly and completely, yet concisely, the text and tenets of
the subject of management development. Also contains
instructive case studies from Indian industry to illustrate
the applied side of management skills Rs. 10.00

Business is People: Just the book for Management for
higher Productivity through effective utilisation of human
resources (richly illustrated in colours) English Edition Rs. 3.50

Hindi Edition Rs. 5.00

Impact of Productivity: Contains 43 case studies covering
a wide range of actual problems tackled by the team of
specialists Erom the National Productivity Council...Deals
with subjects such as methods improvement, plant layout,
materials handling, quality control, incentives, and PERT Rs. 2.50

NPC Team Reports: Subjects relate to Coal Industry; Radio
and Electronics Industry; Role of Labour in Productivity;
Instruments Industry in USA and Japan; Ancillary Industry in
Automobile Manufacture in Japan; Hotel Industry in Japan and
USA; and Role of Industrial Engineering in Productivity; ete.

Productivity (Quarterly Journal): Each issue contains an
impressive collection of articles on various aspects of
Productivity Annual Subscription Rs. 12.00

NPC Information (Monthly Bulletin}: A widely read
publication which contains news and views bearing on
Productivity Annual Subscription Rs. 3.00

Ask For Free Catalogue Of Our Publications

National Productivity Council

38 Golf Links, New Delhi 3




Thahk you Doctor,

b

you saved my son’s life

A few years ago it might have been fatal Todat
antibiotics such as Penicillin are successfully
battling infection and disease in every corner of
the country,

Some of the most powerful weapons o the modern
doctor's armoury against diseasc are antibiotics And
of these man-made wonder-drugs none 1s so ubiqui-
tous 1n service as Pentcillin To protect the health and
life of the nation Penicillinis being made in India today
on a massive scale, using locally manufactured Butyl
Alcohe! and Butyl Acetate as processing chemicals

At 1ts Chemicals and Plastics Plant on Trombay
[sland, Union Carbide makes essential chemicals fot
manyof India’s industries. Acetic Acid,. Buryl Alechel,
Butyl Acetate, Ethyl Acetate manufzctured here are
used not only for antibiotics and pharmaceuticals
but serve as solvents and intermediates in the manu-
facture and processing of a wide range of products
~—from patnts and lacquers «o photographic films,
textiles and lyestuffs.

Union Carbide Indias Chemicals and Pla
Plant is but one seed of indusrry thar the Co
has sown in India The variety and value of pro
made by Union Carbide India today show h
resources and know-how ot a world-wide orga
tion can serve the needs of a developing econo

UNION

CARBIDE

sowing the seeds of progress

UMION CARBIDE PRODUCTS FOR INDIA'S HOMES. INDUSTRIES, A
EVEREADY Torch Batteries, Tarehss, Toreh Buibs, Redic Batieries,
Batteries, Phoizflash Batteries, Hearima-Ald Batiaries, Dy Cells. Tel
Cells, Rallroad & Irdustrial Cells, Mantles, NATIONAL Arc Carbons.
UMNION CARBICE Polysthylans Resins, Palysthylens Film, Polyethyls
Plastes, Chemizals, Acetic Acid, Butyl fleahol, Buty! Acetzte, Ethyi
Apriculsural Chermizals, Zing AdZrassograph Strips, EfMO Fhato.e-
Plates, UNOM CARBIDE Carban and Graphite produtts, Welding snd
Equigmant, Ferro Alleys and Metals. Mard Faging 3nd Corrasion

Materia's. IWTUC T



our children will know each other better...

As part of her Five Year Plans, India is spending hundreds of crores in a
great effort to improve and extend her network of transport and communications,
Apart from the material benefits. this will help to bring closer together the many
peoples in this vast land, with different cultures and creeds, emphasising their
communion of interest in the midst of diversity, Mutual understanding will
prevail over distance and our children will know each other better. ..

Since bringing the first pneumatic tyres to India in 1893, Duniop have played a
vital part in the development of transport facilities in the country. The Dunlop
factory near Calcutta—the largest tyre plantin Asia—producss a wide range of
tyres and equipment for transport and industry. In 1959, a sccond Dunlop factory
went inte production at Ambattur 1o cater to the rapidly increasing needs
of transporl.

@ DUNLQOQFP EADS THE WAY

DC-444F
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ROSE A GITY OF SALT

In 1939 was founded a heavy chemical Industry on a seashore in Saurashtra...where Tata
Chemicals set up a plant to extract chemicals from the sea and convert them into basic materials
essential to industry. Here continuous “Samudra Manthan" (churning of the sea) is going on and Tata
technologists have helfped to build the most integrated chemical complex based on the solar evapora-
tion of sea water in Asia.

Today, this dynamic industrial centre has come 1o he well-known as Mithapur—""City of Salt". It has
powerfully led the way to national seif-sufficiency in salt, alkalis, marine products and pesticides. A
group of young Tata men successfully conceived, designed, engineered and commissioned a Rs. $-crore
expansion programme to double the production capacily of the Works atthe lowest investmerit cost
per unit capacity and minimum foreign exchange expenditura,

At Mithapur, yesterday's Planning results in today's progress and tomorrow’s chemicals.

TATA CHEMICALS LTD.BUILDING FOR THE FUTURE

TASTCHA




E.L.D.-PARRY IN THE NURSERY

Any child will tell you that *‘Parrys’” makes “Sweets,”" for the
name **Parrys™ has become synonymous with quality
confectionery. Parry’s confectionery is so popular thar
children-and adults-consume over 5,000 tonnes every year

— more than 13/5 tonnes & day

The E.LD.-Parry Group became interested in sugar making
during the life time of Thomas Parry and the factory &
Nellikuppam was established in 1845. In the early years
“of the 20th Century, Parrys entered the confectionery figld
and about the same time became Managing Agents of

. The Deccan Sugar & Abkhari Co. Ltd. and later of
The Travancore Sugars and Chemicals Lid

The E.1.D.-Parry Group not only leads in the confectionery
and sugar business but also in the manufacture and sale or
fertilisers, fungicides. pesticides, pottery, sanitaryware

and a large number of other praducts

Today, the E.1.D.-Parry Group, fondly known as
*“Parrys,’”” is one of the larger companies in Indis

3 consisting of 8 subsidiary and associateo
concerns providing employment

for more than 10.000 peopie

E1D.-PARRY LTD
177 years young and stiil growing

E.0.D. PARRY LIMITED
Oare House Madras !

SUGAR @ CONFECTIONERY
FERTILISERS @ FUNGICIDES
POTTERY @ SANITARYWARE @ AGENCIES

¥ UTE93 504



(1] 9§ THE

IDEAL
OXYGEN
PROFILE CUTTING MACHINE

NOW FREELY

AVAILABLE

THE CUB OXYGEN PROFILE CUTTING MACHINE has been specially designed for economic
and efficien: profile cutting of steels. It is an attractive investment for small workshops,
engincering establishments and maintenance units. Manufactured to rigid Specifications CUB
is now freely available at all Branches of Indian Oxygen Limited.

N
EXC.LUS|VE ADVA. TAGES. INSIST ON
« Wide range of Culting Capacity —
Long~3t straight line, 40 4n. INDIAN OXYGEN PRODUCTS —
Largest square, 20 in. . THEY ARE
Largast rectangle, 31 in. % 28 in.
Cutting upte 3 in. metal thickness QUALITY PRODUCTS
a Frae Service after Sales
Practical Do trations by trained For information and help,  ~Fpg
" v.:"‘so::l::m emensIEne i contact the nearest branch. \lg_L_#)
e

100-136

+ Frae Technical Literature CINDIAN OXYGEN LIMITED



UDAYCHANDRA NAVAL

Suggestion System

Determinants, Procedures
and Pitfalls

ALKING DOWN  the aisles in large

industrial plants in Western countries,
one is bound to be struck with repetitious
installation of bulletin  boards, wooden
structures after the mamner  of mailboxes,
and receptacles doling out  blank  forms,
These outfits bear the incription ‘SUGGES-
TIONS™ in bold letters; and so ubiquitous,
indeed, are they that in any sizable indus-
trial establishment you may observe them
at each corner, near cach concourse of men
and machines, besides refreshment automats.
on the walls of the parking lots, and at cach
of the main gates of entry or exit.  Thev
arc about what is called the ‘Suggestion Svs-
tem’: a device for the utilisation of work-
men’s ideas for the hetterment of company
operations.

A Suggestion Svstem may he defined as
a formal, institutionalised procedure establi-

shed by emplovers to  solicit ideas  from
employecs; to provide the machinery for the
appraisal, acceptance or rejection of such
ideas; and, if accepted, to ensure use of the
idcas.  The incentives offered to the sugge-
ster are  primarily monetary  in nature,
thovgh supplemented by public recogaition
in many cases. Usually, suggestions to he
rewarded have a well-defined compass  of
acceptability, and include conerete. practi-
cable proposals to improve work methods.
procedures,  mechanical  cquipment.  and
operations.  Many  systems  also admit
proposals covering industrial safety, working
environment and even customer relations.

The Suggestion  System s really an
extension of democracy in the sphere of
economic activities. The first Suggestion
Scheme was introduced in 1880 at Stamford.
Connecticut, USA_ at the plant of Yale and
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Browne Manuluctwring  Company,  This
was followed by such a number of notable
cases as  National Cash  Register, 1894
Public Service, 19153 and Firestone Tyre.
1915, In 1912 the  US Congress  itself
authorised periodic offers of special cash
awards to  civiliun - employvees  submitting
useful suggestions in the Ordnance Depart-
mwent, to which was added the Post Office
Departinent in 1913, Formal legislation on
the subject came with the enactment of the
US Public Law 600, in which sugeestion
plans tor governmental ugencies in general
were provided for,

Modest Start

Like any other social  inmovation, the
suggestion system had & modest start: it
progressed at a snail's pace for nearly four
decades——so that in 1921 there were no
more thun 21 suggestion plans in operation
in the USY At the end of World War 1.
however, there was an upswing in the popu-
laritv of the system so much so that 318
plans were working in 1927, Yet, 20 more
vears were to clapse for  the systemn to
attain something like a mass character, and
it was enly during and after World War 1I
that a really tremendons upsurge of activity
took place. The result is that today more
thair 20,000 suggestion plans are in opera-
tion all  the wwmld over, in  government
nndertakings as well ay in private industries.

We may now consider its reison d'etre.
The suggestion svstem represents no  less
than an extension of the pervasive demo-
cratic sentiment i the area of industrial
management, In o step with  progressive
personnel policy, it discounts the authorita-
rian approach based on what are called pro-
crustean methods. Tt does not countenance
the theory that masses of people can  be
dragooned into real, genuine  cooperation
for any sustained length of time, In contra-
distinction to the attitude of the industrial
tycoon who believes that he and his collea-
gues in  management have a  hegemony
over creative ideas. the suggestion system s
hased on the concept  that such  traits as

DETERNINANTS AND PROCEDURES

ingenuity, originality.  and imaginativeness
are diffused widely, though, of course. to
varying degrees. amongst the populace,

More than that. it takes off from the
premise that it is the man on the job whao,
through Lis long  experience of the  intri-
cacies, polentialities and exigencies of the
situation, is often in the most favourable
position to suggest practicable and realistic
improvements.  Humble and  humane
its origin and possessing a_social orientation
the system allows cvery human being the
capacity of being pregnant with  creative
potential which it secks to actualise through
4 vigorous use of incentives and maotivations,
thus bringing to the surface the dormant.
quiescent, and hitherto unexerted inventive
endowments of the work foree.

The basic objective of the  Suggestion
System s twolold—hetter  cuplovee rela-
tions, and improved methods of production.
The former, therefore, is the morale aspect:
the other relates to cost reduction.  There
is a cleavage of opinion, havever, as to the
relative importance of these two primary
goals. and a lot of pelemical argument has

been expended on the issuc. Yet to oy
mind. there does not  seem to be  any in-
herent antagonism hetween the ‘wo,  Any
effective  increases  in productivity  are

possible only throngh  lahour-management
cooperation.  There is no gainsaving  that
harmonious labour relations in an industrial
undertaking are  unmistakably translatable
in financial terms inasmach as, direetly, they
reduce the eventual possibility of ‘strikes
and lockouts, and. indircctly, as thev
generate the requisite tone and atmosphere
for cooperative effort, enhance the general
will-to-achieve, and augment on the part of
everyone the desirability of doing more than
the barest minimun, '

Be that as it mav, however, many more
advantages of the suggestion svstem, besides
the above twa, have heen  observed, and
some of them may be listed as follows:

1. Attention of the management is
dravn to those emplovees who have
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exceptional ability, and are, there-
fore, suitablc for promotion to super-
visory grades,

|5

Public relations are  improved hy
showine to the customers that the
emplover and  the emplovee  are
working together tor better products
and service.

3. By permitting employees  to parti-
cipate in  managerial  functions,
business is democratised.

In simpler terms, this is tantamount to
saying that the Sufgestion System encourages
everyone to think constructively about his
work; and ideas are drawn from the widest
range of possible sources. Every worker
gets the chance to benefit himself directly
through rewards, it only he applies his mind
to the job he is doing, Even those who do
not offer suggestions stand to gain indirectly,
through mmprovements made as a result of
the suggestions of others. It is obvious that
basic to the advocacy of the suggestion
systemn as a means of improving methods of
production is the thought: “the man closest
to the job is the man who knows hest how
to improve that job.” He has been doing
the job for some time and he is well aware
of the snags and predicaments encountercd
by him in performing it. If he thinks about
his work at all, he may sec various ways of
overcoming them. If he looks further, he
may notice things not directly under his
control, but which affeet his job and make it
more difficult than it need he. The sugges-
tion system, therefore, is an  arrangement
for upward communication. Through the
formalisation of its procedures, its physical
facilities, and its incentives of cash rewards
and public recognition, it sceks to harness
the creativitv and cooperation of all  the
employees for the inclusive bencfit of the
company.

If, then, we concede the importance and
utility of the suggestion system, we may go
on to consider the various steps required for
the installation of the svstem. These,
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cenerally, can he divided into two categories:
1) Policy. 2} mechanics. We shall examine
about policy issues first.

{w) Top Management's Interest:  The
foremost requirement in this regard iy a
genuine. deeply-ingrained, and long-sustain-
vd interest in the institution, and continu-
ance of the system by the higher echelons
of the wmanagement hierarchy. A non-
chalant. lackadaisical attitude on the part
of top munagement is bound to Lill the plan
even hefore it iy hatched, It has often heen
observed that the companies which started
the schemne just because it was ‘fashionable’
to do so, with merely a wishy-washy, milk-
and-water. emasculated concern in its suc-
cess ensured that the death-knell of the
scheme would be sounded at the soonest.
One of the measures for guaranteeing the
success of the scheme, therofore, is for the
company high-ups to possess prefound, in-
tellect-based c*nt]husiasm for the plan. Not
only that, they need to spread the contagion
amongst the rank-and-file workers, as well
as the various levels of middle managernent
and supervisory personnel, through such
media as conferences and meetings, news-
Jetters, bulletin boards, personal contacts,
amd  active participation in the activities
comected with the scheme.

(b Defmition of ‘Suggestion’:  The
next basic issue to be settled concems the
definition of what a suggestion is; for there
are suggestions and suggestions.  Some are
tangible, resulting in caleulable savings in
materials or labour costs, or hoth: others are
intangibles, relating, for example. to safety,
plant lhousckeeping, working conditions.
quality of production, ete. There are yet
others which can only be termed as gripes
and grievances. The scope and admissibi-
litv of suggestions should, therefore, he
carefully identified, appropriately hemmed
in, and widely publicised. to ebviate subse-
quent heartburming and squabbles in the
matter.

(¢) Who is  eligible: The  third
question of poliev relates to determination
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of the categories of cmployees.  cligible
for awards, The bhasic controversy ariscs
from whether or not to resward an employee
for an idea which results from the normat
duties and responsibilities ot his position.
For example, should personnel belonging
to rescarch and development, organisation
and  methods, and industrial  engineering
functions be rewarded nnder the sugges-
tion svstem when they are paid normaily
for muking innovatory changes?  Another
ticklish ¢nestion under this head is whe-
ther foremen shiould or should not he eligible

. The suggestion

system bristles with a multiplicity
of pitfalls and snags . . .

We must shed the notion that

it is only the employer

and the manager who has a
monopoly of bright and

useful ideas . . .

DETERMENANTS AND PROCEDURES

for rewards; and, if eligible. should thev
be allowed to submit suggestions relating to
their own departments. or onlv to those not
directly related to them?

(d) Should identity he disclosed? "The
fourth poliev issue poscs the question whe-
ther the identity of the suggester should hie
disclosed to those entrusted with the task
of appraising his suggestion. and determin-
ing the nature and amount of the award.
The secreey can be complete. partial or
non-existent, fach of these three alter-
natives has its respective advantages and
disadvantages, and a company is reguired
to take a definite position on the issne, based
on its own specific circumstances,

{¢) Rewards: The final consideration
in the category of policv matters is the
quantum as well as the maxiinal and mini-
mal Hmits, if any, of the awardable sums,
which are usually in cash. Generally, these
awards are cqlcu]ut(d as a pereentage of
the first vear’s savings, and mav range from
10 to as much as 30, 70, and, in certain
rare instances, cven 100%. It may  also.
perhaps, be desitable to set limits to the
maximum award any suggestion can win.
Similarly, a mimimal limit, is fixed for
suggestions  which,  though  trivial.  are
nevertheless useful.

Having discussed briefly some of the
policy matters which must form part of a
carctullv. planned pre-launching  series of
preparations, we may now consider the
mechanies or procedural steps necessary for
the operation of the suggestion system,

(i) Inauguration: The inauguration of
the scheme is a major event which must be
properly  celebrated. A good “kick off”
with attendant built-up and follow- -up publi-
city helps to impress employees with the
seriousncss and permanence of the project.
Attractive brochures and handouts mav be
issued to emplovees explaining the sugges-
tion plans and answering questions which
thev are likelv to raise. Information about
rules  and  regulations  for  cligibility  of
awards, tvpes of suggestions that are aceepn-
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tuble, procedures for submitting snggestions,
methods  of  determining wwards, cte., s
also provided at this time.

(ii) Entering  the suguestions:
Practically all Suggestion Systems require
that suggestions be sabmitted in writing.
scaled in an envelope and addressed to the
proper person——gencrafly the Sceretary or
Administrator of the scheme. For this pur-
pose, usually suggestion hoxes are provided
at convenient and significant Jocations in
the plant. A suggestion box often consists
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of 2 combination bulletin board, slotted
hox with a lock attached to it. and a pocket
tor supplies of blank suggestion forms and
envelopes, 1t serves several purposes——as
a dispenser of suggestion blanks, a focus of
suggestion advertising, a mail box, and as
physical evidence of management’s announc-
o intention of receiving and  considering
employee suggestions.

Llswever, there are in use other methods
also for entering the suggestions, besides
the suggestion box, The suggester sometimes

the company somecthing like

Workers’ Suggestion Leads to
Saving of 28,000 Dollars

“One mill in the USA decided to change over from the use of
artificial gas to the use of natural gas in their soak pits, but they were
worried about the costs. They consulled competent engineers who said that
it would cost about 30,000 dollars to change these pits, and that it will take
a long time. But this company was operating on the principles that I have
discussed elsewhere, and under these conditions the people know a lot about
what was going on and the worker down to the pit knew that it would cost
30,000
workers offered that if he was given the bricks, pipes, etc., he could change
one of them, and it would not cost more than 400 to 500 dollars.

“In the ordinary situation that kind of idea from an uneducated person
would be thrown out of the window, but this company operated on different
principles. They got their engineers, and they said % ..the man has an idea,
After all it is not going to cost us much.
the job, and the tota) cost was 2,000 dollars, instead of 30,000 dollars, The
idea came from an ordinary, simple, uneducated worker.
be applied to hundreds and thousands of people only if we have the people
interested in using their creative energy.”—-Dotvcras McGrecon,

dollars to do this joh. One of the

We can try. And the man did

These things can
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scnds the suggestion through the company
mail. the national mail. or hands it over
directly to the foreman, or perhaps to the
shggestion secrctary,

wiii) The Svagestion Committee:  Oue
of the fundamental features of any formal
cmplovee suggestion system is the appraisal
of emplovees’ ideas by a combination of
opinions of a munber of competent persons
who, as a group, represent a broad back-
sround and diversity of practical experience
in the business.  Such a group is nsually
hnown s the Suggestion Committee, but
Las also been diversch deseribed as Award
Commmittec, Coin-Your Ideas Committee,
eles Tt consists uswally of some or more of
the following cxceutives:  Plant Enginecr.
Superintendent of  Engineering, Personnel
Muanager, Production Superintendent.
Methods Engiucers, Training Dircetor, ete.

In order, however, to do the spadework
and for facilitating the work of the sug-
gostion committee, most companics employ
a suggestion secrvary who is in full charge
¢l the administration and  coordination of
the suggestion programme.  The sugestion
secretary thus becomes a pivotad personality
in the success or failure of w plan. A good
sceretary must possess enthosiasim for his
prograimme, tact with people, and a sound
knowledge of plant operations.

(iv) Adoprion and Rejections:  8kilful
personal dealings are a sine qua non for the
promation of the suggestion plan. Personal
contacts with o suggester wmay oceur onee
ar several times v the course of processing
a surgestion. But, regardless of the investi-
cative procedure, sooner or later a suggester
must be informed wheiber or not his sug-
gestion is to be adopted. It is at  this
crucial time, however.  that the suggestion
progranume may be bolstered or weakened.

Therc is, of course. plain sailing in case
the sugaestion is adopted and the suguester
rewarded. 1t iy the manipulation of rejec-
ticns that presents a real challenge to
nuuagement. Tt needs o be done in such
a manner that the unsuccessful suggester

DETERMINANTS AND PROCLDURES

will not lose nterest in the possibility of
eventually becoming an award winner, Tt
is felt, thercfore, that the hest way to handle
refections i to talk individuallv to  the
unsuccessful sucgester.

(v) Award  Prosentalion Nothing
conduces to the suceess of the scheme bet-
ter than adequate quanta of awards, and
the mode of their presentation.  \We have
already touched upon the forner question.
While 10% of the total savings—in Iabonr
andd materials—-as @ result of the submitted
suggestion seems to have become the uni-
versal mean. some companies have begun
to regard this proportion as inadequate. and
have gone up to 23, 10 or 507,

Effect on Morale

In regard to the phyvsical presentation
of the award, cxperience shows that making
a ritual of it pavs good dividends. At a
suitable ceremony held at the plant pre-
mises, the immediate supervisor of the sug-
Zester presents the chegue after a higher
executive expresses appreeiation of, and offers
congratulations to both the suggester and
his foreman. The suggestion secretary is
usually present. The effect on morale of
an on-the-job ceremony  and the personal
touch of having the immediate supervisor
hand over the cheque inerease the returns
on the sugeestion svstem. I possible, the
ceremony should be recorded by a camnera,
and adequate publicity aiven (o it in the
company  paper,

From the forcgoing  deseription. it
might appear. to sume, that the suggestion
system, once launched, would continue to
e easile on its own steam. Yet nothing
is farther from the truth. Ruuning a sug-
gestion system is no campus lark,  Many
managements Lave only burnt their fingers
with them, and a number of svstems never
got out of the suwaddling bands. Others
prospered for a few vears, then languished,
and now are dead as butterflies on pins in
a museum.  In fact. the mortalitv rate of
these schemes is so inordinately Livh that
une wonders how the viable schenes manage
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to  continue into  existenee, Indeed, the
system bristles with a multiplicity of pitfalls
and snags. And it is a pity that once a
particular scheme goes inder. there is hardh
an off chance to retrieve it no matter how
muany  tricks in the catalogue one may
cmploy,

Iu the preceeding pages, T have
endeavoured to present an outlive of the
coneept and mechanics of the suggestion
svstem, with o few brush strokes added
here and there to make the picture realistic.
Ioor reasons of space, 1 have not touched
npon cortain critical points.  OF these, the
role of the superviser as an administrator
of the plan. the demeanour of the workers’
anion in relation to it. and the relationship
ol the system to other connceted activities,
functions and operating conditions are some
pre-cminent  instances.  In fact, many a
scheme, otherwise honestly conceived and
diligently exceuted. have floundered because
of one of these factors. Solace, however,
can legitimately be derived from the obser-
vution that the number of schemes in opera-
tion today iy a consequeuce of  the
profiferation of  the system bevend  the
expectations of its originators.  Nor can we
he oblivious of those illustrious adherents
to the svstem who have happily and profit-
ably continued it for over half a century
now, Tt is. however, better to be warned
and then to he furcarmed.

Raving against time, we are today in
a state of betwixt and between, in the midst
of a shift of ccomomic gears, as it were,
where even the minutest strategy, the sim-
plest makeweight, may tip the scales either
in our favour or against us. Having
make up the backlog of arrested develop-
ment and with our extermal resources failing
us cvery day, we have reeently heen made
increasingly - perceptive of our need  to
develop the competence of lifting oursclves
by our own bootstraps.

In such a situation, while we Jack so
many other essential ingredients of  pro-
aress, Vis., capital, mechanical equipment,
specialiscd knowhow, and the like, we do
not have to wait on anvone for the maxi-
mum utilisation of at least the cooperative-
ness, imagination and creativity of our
people. Al that we need to do is to pro-
vide them with the institution that would
give them the opportunity and the incentive
to express themselves, for their own good
as well as the good of the industry aml
the nation. We must shed the notion that
it is only the emplover and the manager
who has a monopoly” of bright and uscful
ideas. If we do so we should also be con-
forming to the tenets of the highest cthic of
our land which regards all human heings
as manifcstations of the same ctlestial Spirit,
sparks of i comnon divine fire, and drops
in the one universal ocean of humanity,

New Delhi 3.

INTER-FIRM COMPARISON

PRODUCTIVITY (Vol. V, No. 3) contains a number of articles on
Inter-firm Comparison by Indian and foreign experts. Rupees Three only.

Copies can be had from the National Productivity Council, 38 Golf Links,




. .. The Suggestion Scheme should be designed to

increase operating efficiency; result in savings to

the organisation in money, time, human effort,

materials, and utilities; result in substituting indigenous

materials, spare parts or equipment in place of

similar imported items, ete.

Aims and Objectives of
HIL’s Scheme

INDUSTAN INSECTICIDES, an

undertaking in the public sector, has.
under its consideration, the introduction of
a Suggestion Scheme, with a view to draw
upon the large reservoir of talent of its many
employees who have contributed so signifi-
cantly to the success of this important pub-
lic  concern. The management believes that
the adoption of this scheme will contribute
towards making the Hindustan Insecticides
A 1ore productive firm, and will also maxi-
misc its contribution to the public good, as
also the welfare of its own emplovecs. This
article conmtains details of the  tentative
scheme proposed by the company.

The objectives of the suggestion scheme

are: to hamess the initiative, imagination

and cuthusiasm of employees for all-round
improventent of the factory by taking ad-
vautage of their ideas; to give the employ-
ces an opportunity for developing  their
latent creative powers; to provide un orga-
nised method by which the emplovees may
submit their suggestions; to reward employ-
ees submitting adoptable  suggestions,  to
theourage more suggestions, and to recog-
nise and compensate the creative oforts of
individuals; and to irrprove human relations
and the morale of the individual emplovec
and inculeate in them a  sense of partici-
pation.

The scheme gencrallv juvites all types
ot suggestions which will henefit the orga-
nisation or its employees, More specifically
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they should be designed to increase operat-
ing efficiency; result in savings to the orga-
nisation in money, time, human  effort,
materials, and utilities; result in substituting
indigenous material, spare parts or equip-
went in place of similar imported  items:
improve products, processes, cquipinent and
tools; improve methods and procedures and
make them more effective, casier. and more
interesting; provide safer, healthier and plea-
sant working conditions; improve cmployee-
emplover relations; and provide better and
more effective welfare measures, '

While suggestions on the lines indicated
above will be mest welcome, the company
will not entertain suggestions in respect of
Government  policies and  other activities
bevond the control of the organisation and
the management; ideas, alrcady patented:
suggestions which arc duplicates of those
submitted earlier and have been considered:
matters or ideas that are Deing considered
by management on its own or have been or
are being implemented through management
decisions; complaints or  wrievances:  and
suggestions which merely  point out the
faults or criticise the existing conditions.
without suggesting conerete alternatives.

It is inherent in the scheme that a
suggestion should  be identifable with ity
author.  Suggestions should not, thercfore,
he anonymous.  Every suggester must write
his name, number, designation and depart-
ment, on the suggestion.

Employees are free to make suggestions
individually or jointly. When a suggestion
is made jointly by two or more employees,
the reward given (if any) will be equally
shared.

Employees will be free to consult their
supervisors to put their suggestions in pro-
per shape. If any assistance is required in
drafting the suggestion or preparing draw-
ings, cte.. it will be provided by the super-
visor at his discretion. The suggesters will
also be free to consult any person they like,
including their colleagues, superior officers
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and other emplovees of the company in
developing their suggestions,  The sugges-
tions will. however, be considered only in
the names of those whose particulars are
recorded on the suggestion.

Repeat Suggestions

Repeat suggestions will he entertained
provided they are submitted at least six
months after” the original suggestion.  This
is allowed on the Dbasis that, in course of
time circamstances might  change, making
the old suggestion useful to the organisa-
tion.

Even if a repeat suggestion is not made
and the old suggestion gets implemented
through management decision in due course.
the giver of the original suggestion will he
entitled to a suitable reward depending on
the nature and value of the suggestion.

A duplicate suggestion is one which is
a duplicate of, or similar to, or identical to,
the suggestion made earlicr by a different
person, irrespective of whether the two were
conceived  independently,  simultancously,
or otherwise. For the purpose of the
scheme the suggestion which is dated car-
lier will be considered as the original, and
all other identical suggestions as its dupli-
cates. When two or more jdentical sugges-
tions are submitted on the same date, the
suggestion will be considered as having as
many authors, and all of them will share
the reward. if anv. The value of the re-
ward will, however, not be increased, bt
the same will be split cqually.

The scheme is primarily meant for the
emplovees of the Hindustan  Insecticides.
[However, suggestions from  non-employees
will also be welcome, but  will be  consi-
dered separately. All emplovees of the Hin-
dustan Insecticides are eligible for sub-
mitting their suggestions. The suggestions
should, however, recommend actions bevond
the competency of suggester's own dutics
and responsibilitics.

Tn order to take advantage of the ideas
of all those in a position to contribute to
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our officient working, the  scheme  also in-
vites suggestions from our well-wishers, visi-
tors, comtractors. suppliers. customers, et
These suggestions will also be governed by
the rules and procedures contained i this
scheme.

Administration of Scheme

The operation of the suggestion scheme
at cach factory will be the responsibility of
the development department at cach of the
factorics of the company, This will include
adiministration of the policy, procedures andl
nmiechanics of the scheme:” promotion  and
popularisation of the scheme. inchiding me-
sures for encouraging more and better ideas:
collection of snggestions; processing of -
gostions:  administration  of  suggestion
awards; follow up of adopted suggcstions;
handling grievances of suggesters; and keep-
ing records and statistics of the suggestions
and the suggesters.

The suggestion scheme at cach factory
will operate under the supervision of the
works manager who will——1)supervise the
work of the head of the suggestion scheme;
i) make recommendations to the Managing
Dircetor on the value of a suggestion and
the nature and the amount of the award.
The final decision regarding acceptance of
and reward for, a suggestion would rest
with the mavaging divector); i) arbitrate
differences; and iv) evaluate and control the
performance ol the scheme.

All suggestions which wre accepted for
implementation will he rewarded.  Sugges-
tions whose feasibility and cconomie benefits
are obvious will be rewarded immediately
on their acceptance.  The  suggestions,
whose feasibiiity or cconomic benefits can
be determived only after trial, will Le re-
warded after the sugeestion has  been
sueeesstully tried.

In the initial stage. the rewards will be
ad hoe, and will he of the natare of advance
incroments, cash aswards,  letters of appre-
ciation, and recognition through publicity.
In due course necessary rules will be Taid
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down for determining the nature and  the
value of awards for the various tvpes of
suggestions. In general, the basis will be
the net hencfit of the snggestion to the
ereanisation.

The  decision  of the
regarding the eligibility of  the suggester.
acceptance or rejection of the saggestions,
adinissibilit: or otherwise of the reward.
and the amount of the reward, has  nece-
ssarily to he final, as  there is no pricctical
alternative  to this  arangement. I all
heman affairs, someone has to sav the Jast
word.

The management  has, therefore,  to
reserve the right to amend or withdraw any
part or whole of the scheme. or cxpand or
shrink its  coverage, It also reserves the
right to patent, or expluit in any manner it

ranagement

likes, the suggestions given under the
scheme.  Once a suggestion s given, it be-
comes  the property of the Tindustan

Insecticides Litd,

Suggestions  mav  be handwritten or
tvped on paper, written in Enulish, or. if
the cmployee is not familiar with English,
in his/her mother tongue, Suggestions should
be carcfully prepared so as to he legille
and convenient to cxamine. The merit of
the suggestion also depends upan the ase
with which it communicates the idea, and
convinees the reader. The following points
may be noted in writing out sugsestions:

I} One sheet of paper should contain
only one suggestion. Separate sheets
should  be  used  for  different
suggestions.

1) Lach suggestion application should
contain the name, number, designa-
tion, and department of the person
making the suggestion, and the date
of submission,

) The suggestion application should

eaplain precisely—

a) What iy the suggestion?

by Why is it being made?
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¢} Where does it apply? In writing the suggestions a suggester

d) When could it he adopted?

¢) How should it be adopted or any supervisor or officer of HIL,
implemented?

mnay take the help of his churgeman, fore-
man, shift engineer, head of the section, and

A suggestion can be sent directly to the
f3 What benefits are expected from Development Department at the fectory con-
it? cerned, or dropped inany of the suggestion

Suggestion Behaviour

Studies of Inter-personal
Differences

Inter-personal differences in suggestion behaviour offer an interesting
field of study. In fact, published findings on the subject are very fragmentary,
and are based on undisclosed data. Mr Einar Hardin, in a paper, refers
to a few suggestions made by Dickinson, Villers, and a few others in recent
vears, and says—

“In a sludy by Dickinson (1932), many good suggestions were apparently
obtained from native-born, well-educated workers holding jobs in which a
multiplicity of preducts were made, and women employees were said to have few
suggestions and rewards, but little supperting cvidence was presented. Current
and past office holders in two Finnish union locals had higher suggestion rates
than rank-and-file workers, but were more critical of the managemcnt of the
suggestion plan as well as other company activitics (Seppanen, 1858).

“An unpublished study by Villers (Ryder, 1959 is said to show that
suggestions and complaints came primarily from the same persois. No support-
ing data were presented, and it was not clear whether the complaints expressed
general frustration and dissatisfaction or reterred to inefficiencies and poor
working conditions for which the complainants had simply not found remedies
to suggest.

“Comparing award recipients, unawarded suggesicls, and nonparticipants
in an Australion company, Hoimes and White (1953) found that both classes of
suggesters knew more aboui the suggestion plan than did the nonparticipants,
and that the unrewarded suggesters were more critical of the size of the awards
and of the fairness of the suggestion plan. A similar report was given by Poidevin
(18571 Carr 11930-60) reported that many employees were skeplical about the
fairness und competence of the evaluaters of suggestions.”




245

boxes, placed at several points v cach of
the factories.

Suggestion hoxes will be locked, and the
kevs kept in the Development Department at
the factories.  Thev will be opened once a
month by an officer of the” Development
BPepartment, and the suggestion applications
collected.  The company has worked out a
detailed procedure for acknowledging sug-
gestions, for processing them, and for detcr-
mining and conmmunicating their eligibility
or otherwise,

Al aceeptable  suggestions  will  he
considered once a month by the respective
works managers, who would, with the uassis-
tance  of the Devclopment Department,
study the suggestions, and make investiga-
tions regarding their need, feasibility, and
claimed benefits, It will also make economic
evaluation of the suggestions,

After its  insvestigation, the works
manager will record a brief summary of his
findings on the ‘suggestion processing form,

and make his recommendation to  the
managing dircctor.
The Managing  Director  will  decide

whether to accept the suggestion for imple-
mentation, or tvial, or further development
by the organisation, or to reject it The
accepted suggestions will be rewarded.  For
this purpose, it will be first decided whether
an award will be inade right away or after
trials. If it is decided to give the award
right away, the nature and value of the
award will be determined,  Since the deci-
sions will be by the Manuging Director him-
self, they will be final and binding on all
concerned.  The deeision will be recorded
on the ‘suggestion processing form’ itself,

The success und usefulness of the
scheme entirely  depends upon the action
which the management at the concerned
level takes in implementing the suggestion
or otherwise making use of the idea contain-
ed in it. The scheme, therefore, envisages
that the decision taken on the suggestions
shall be implemented by the concerned exe-
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cutives.  Inplementation will be theiv res-
ponsibility,  If it is not possible to imple-
ment, they will record the reasons thereof.
and bring it to the notice of the works
manager, and through him to the notice of
the Managing Director.

Actions on the accepted suggestions will
be of the following six tvpes as decided by
the Managing Director:

ir Immediate Implementation: Sugges-
tions whose economic benefits or
improvement value are obvious will
be accepted for immediate implemen-
tation.  Such suggestions will be
implemented by the concerned execu-
tives under their own authority, or
afler obtaining the necessary approval

or  sanction  of the competent
authority,
ii) Implementation after Elaboration:

Supggestions which are good, but can
be implemented only after examina-
tion or elaboration by the coneerned
executive, will be accepled for imple-
mentation after claboration. On
receipt of such suggestions the con-
cerned execulive will examine the
suggestion, modify or imgrove it
and implement it under his own au-
thority, or after obtuining the appro-
val or senction of the competent
authority.

il Implementation at Appropriate Time:
Suggestions whose economic benefits
or improvement values are
ubvious, but which are premature in
the sense that they cannot be imple-
mented immediately. will be aceepted
for future implementation at the ap-
propriate time. Such suggestions will
be sent to the concerned executive for
being kept pending their own autho-
rity or after obtaining the necessary
approval or sanction of the competent
authority.

-

Further Development: Suggestions
which cannot be implemented unless
they are turther developed by the
organisation will be accepted for fur-
ther development by the concerned
executive. After they have been
developed, they will be sent to the
managing director through the works
manager for final decision.

iv
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v) Review and Report:  Suggestions Management reporting will consist of a
which do not make any positive of  quarterly report on the scheme dealing with

useful recommendation, but merely
draw the managements attention to-
wards an obvious area of improve-
ment, will be aceepted for inviling
the concerned excculive to review the
present condition, ltuke the necessary
action if calied for, and report his ote
findings.

the following:

To be Noted: Sugeestions which have

L M and reason{sy thereof
ithe germs of seme usclul ideas, bhut b

i) Analysis of suggestions received
indicating the total number of ac-
copted  suggestions by categories,

i) List of unimplemented snggestions

do not make any worthwhile recom- iii) Uptodate net result of the scheme

mendation fer immediate implemen- in terms of savings
tation, will ho uceepted for being
merely noted by the concerned exe-

iv

Proposals for improvement if any

cutive, No action is called for on v Summary of special efforts made to

such a suggestion: all that is neces-
sary is to make a note of it as it
might strike in lhe execulive's mind

a new useful alternative idea then or ;
at a later date. the respective works managers.

popularise the scheme

These reports would be drawn up by

FUEL EFFICIENCY

Whatever the circumsiances. it is a gross fallacy that any country can
afford to waste fuel. Truth lies in the fact that the economic loss through
wasting fuel or cnergy is oreatly in excess of the cost of the wasted
commodity. India has only limited fuel resources, but how to aveid waste
and conserve fuel is u problem facing many industries. The Special Issue
of Productivity on “Fuel Efficiency” contains useful articles by Indian and
foreign experts on the sunjeet. Copies can be had, at Rupees Three per
copy. from

National Productivity Council

38 Golf Links, New Delhi.3
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Productivity in Indian
Glass Industry

Glass industry in India has made consideranble progress during the last few
years. In this paper, productivily and size efliciency in the glass industry have
been caleulated by applying the two variable Cobb-Douglas production funetion.

RODUCTIVITY is a measure of the

efficiency with which the nation’s  re-
sources are transformed into consumption,
investment and other goods that satisty in-
dividual or  collective wants. Increased
output of the product of any industry s
usually associated with increased employ-
ment and capital. If input or the invest-
ments remain the same and output or the
total production increascs, there is a rise in
productivity. If the output rises in greater
propartion than the increase in input, there
is still a proportionate rise in productivity.
If, however, the output rises at a slowor
rate than the input there will be a fall in
productivity cven il on the whole there is
an increase in - production.  Productivity
thus refers to efficient utilization of resour-
ces. higher productivity heing the result of

higher contribution from Jabour and capital,
Productivity does not necessarilv. mean pro-
fitability: profits can be caused by other
means also, such as better demand, shortace
of supply cte.. but productivity is the mea-
surement of the physical output per head or
per manhour to know the real income amd
the standard of living,

The Indian glass industry is small in
size and s a good example of co-existence
of two types of organisations: the cottage
industry and the modern large-seal: indus-
trv. The industry is concentrated in Cal-
cutta and Bombay areas and in the State of
Uttar Pradesh. According to the nature of
the manufacturing operations, the elass in-
dustry in India can be divided into three
categories: wmanual, hand-operated machines
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and automatic. Most of the glass factories
are having semi-automatic or hand-operated
machines; only  recently have auntomatic
machines heen installed in some of the fac-
tories. It is a general beliel that produe-
tivity  can be achieved by nsing more
machines and by developing more and maore
antomatic machines,  In the glass industry.
we may say, productivity has increased dnr
ing the last 10 years, as production b
doubled, against only o 109 inerease in
cmplovment,

Two Aspects

Productivity in any industry  can be
judged from two important aspects: net
output per worker and net ontput per unit
of productive capital.  Net output s the
value added by manufacture which repre-
sents that part of the value of the product
which is created in the factory. It is a
general practice now to take wages instead
of number of workers for finding out labour
productivity. Productive capital is neees-

sarily taken in valne tenms after making a.

simple correction in the fived capital. as
suggested by Prof. Mahalanobis.

This study is based on the figures
collected from the census of Indian manufac-
tures. Glass factories have heen classified
according 1o number ol workers to form
different size wroups. A large number of
factories arc in the size woup of 100-219
and 230-499 workers, with an average of
160 and 360 workers vespectively,

The value added per wnit wage is the
average prodnctivity of labour. and the value
added per mit of capital, the average pro-
ductivity of capital. The productivity ot
labour and capital for diflerent sizes arce
given in Table I The average productivity
of Iabour and capital is higher in the
medinm-size factorics than in the large-size
factories.

The marginal productivities of Tabour
and capital have heen caleulated for differ-
ent sives by the two variable Cobb-Douglas

v
ot

TABLYE 1

Productivity of Labour and Capital

2 i
L L
E53 SEET
52257 5547
: R £5023
= SE-F b - R~
7 341 <8528
Below—20 0013 6.0002
20—49 1.610 0.4613
5099 1.52% 0.4305
100---249 1.531 0.3404
250—499 1707 0.5217
S00—5995 1.807 0.3610
1090—18%9 1,532 01307
production function.  The function is:
VP G
where,
Vo= Vale added by manufacturers

W= Wages of the workers

C = Productive capital

P.  r are the parameters; ¢ and r
represent the elasticitios of production with
respect to wages and capital respectively.
If this function is differentiated with respect
to W and C then the first partial derivative
will be:

dyv v
- 4 and
dw w
(}i = I ¥
de c

These may be considered as the margi-
nal productivity of labour and marginal
productivity of capital respectively.

The eclasticities of production with
respect to labour (¢) and capital (r) have
been calculated from the census figures by
the Cobb-Douglas production function. The
coeflicient of multiple correlation for the
two independent  variables of labour and
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3LE 1T

Marginal Productivity of Labour and Capital

PRODUCTIVITY 1N
TAlL
Size Exponents cf Exponents ¢f

Labour (y) Capital (r)
Below 20 0.621 0.85
20-—49 254 2.84
50—99 214 3.71
100—240 2.97 5.77
250—499 114 4.84
500—999 0.88 427
10001600 1.40 1.92

apital with a dependent variable of value
added have also heen caleulated and it s
found that for medium-size factories, multi-
ple correlation is high.

With the help of these exponents, the
marginal productivite of labour and  the
marginal productivity of capital have been
caleulated and these results are given in
Table II.

The exponents of capital are higher
than the exponents of labour while the mai-
ginal productivity of Iabour is more than
that of capital in all sizes. The average
capital productivity is highest in the sise
group of 100-249 and lowest in the group
of 1000-1999. if the first group is not taken
into consideration because of ity negligible
volume. The marginal labour productivity
is minimum in size group 30-99. and high-
est in size group 2049,

Marginal Marginal CoefY, of
Produc- Produc- Multiple
tivity of tivity of correlation
Labour Capital
0.008 0.002 0.67
2,867 0.849 0.64
1.214 0.306 0.77
1.979 1.964 0,87
2.014 1795 0.88
1.683 1.686 .83
2,131 0.133 0.64
From the marginal productivity ol

labour and capital of different sizes. it is
evident that the most efficient factories lic
in the groups of 100-249 and 250-499 be-
cause of higher marginal productivity of
lahour and capital; and also, as stated above,
a large number of factories fall in these oo
groups. The coefficients  of multiple
correlation are also high for these groups,
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In Factories, Hospitals, Schools. Public places...

PUT AN END TO THE DANGERS OF

SUDDEN DARKNESS

In factories sudden aarkness can cause injury
and damage to machinery. Emergency light-
ing is the obvious safeguard—and that’s where
Keepalite comes into its own. Keepalite i1s an
automatic emergency lighting svstem employ-
ing lead-acid storage batterics which are auto-
matically triggered into operation by the actu-

a! mains failure. Modern methcds of control
and ‘trickle’ charging mean that Keepalite
equipment has outstandingly loag life and
requires minimum of maintenance. Thal's
why architects everywhere specify Keepalite
as sure inexpensive protection for factorics,
hospitals, schools, banks and public places.

KEEPALITE

AUTOMATIC EMERGENCY LIGHTING EQUIPMENT
—a product of Associated Battery Makers (Eastern) Limited.

G.P.O. Box No. 513, Calcunia 1, P.B. No. 382, Bombay !
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Salt Industry: Application of

Productivity

Techniques

The Indian salt industry has made rapid strides during the last decade in
achieving self-sufficiency. Efforts are being made to improve the guality of salt

for the alkali industry, and for export.

Stressing the need for stimulating

cost-consciousness in the industry, the auther draws attention to the importance

of proper lay-out of crystallisers,

THE PARAMOUNT need of the Indian
Salt Industry is twofold: improving
the quality and reducing the production
cost of salt. These objectives can be
achieved without scarifice of overall pro-
duction, provided the problem is tucEled
with initiative and forethought and by the

ap{)lication of productivity techniques.
Salt production in India increased trom
2 million tonnes in 1950 to 4.5 million

tonnes in 1965, The country attained
self-sufficiency for the first time as early
as 1952. We are in fact exporting 2 lakhs to
3 lakhs tonnes of salt annually to Japan.
Cevlon, and other countries,

Even though the guality of salt has
not shown all-round improvement, there is

a general awareness to improve the qua-
lity. Thanks to the initiative of the Salt
Department and the cooperation of the
industrialists and the salt technologists
of Saurashtra and Tuticorin, the Indian
Salt Industry has made rapid progress in
the last decade. The establishment of the
Central Salt and Marine Chemicals Re-
search Institute at Bhavnogar, in 1954,
accelerated the growth of the Indian Salt
industry along right lines.

Even though our achievement is
commendable, much remains to be done
to increase productivity and improve the
quality of salt, suitable for alkali industrv
and for export. Little attention has been
so far paid towards reducing the cost of
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production of salt particularly in solar
salt works. This paper makes a modest
attempt to find out how productivity
techniques can be applied to the Salt
Industry.

Climatic Factors

The climatic and topographical factors
affecting Indian salt works vary largely in
different parts of India. Broadly the sular
salt works can be convenienti'y divided
into three groups:

(i) Group A: Salt works situated in
Saurashtra and Tuticorin having a
low rainfall, and a season exceeding
9 months.

(ii) Group B: Salt works in Bombay
and North of Madras, having a rain-
fall above 40 inches a vear, and a
season of 6-7 months.

Group ¢C€: Inland
Rajasthan having a season of &
months, with wide variations in
temperature in winter and summer.

(ii1} =alt works of

The relative efficiency of various salt
producing units — their per acre produc-
tion and unit production cost — vary to a
large extent. As  between various States.
the per acre production s the lowest in
\West Bengal and the highest in the Rann
of Kutch area. The present study covers
only Group A, mentioned in the preced-
ing paragraph. Based on the initial den
sitv of brine of 30° Be., the per acre pro-
duction at Saurashtra and Tuticorin ranges
from 40 to 70 tonnes. Due to the avuila-
bility of high density 8° to 10° Be. sub-
soil brine at a depth of 60 to 70 feet at Tuti-
corin, productivity rises to 120 to 130
tonnes per acre,

In order to achieve higher produoctivity,
the salt works would be well advised to
organise themselves on the following lines:

(a} Proper layout of the works in the
ratio of 1:8

(b} Copious supply of brine

{¢) Beds and sides of reservoirs, conden-
sers and crystallisers should be made

PRODUCTIVITY IN SALT INDUSIRY

of suitable soil to prevent seepage
of brine,

Maintenance of proper gradient
from reservoir to the crystallisers.

(d

—

(€1 Charging crystallisers either in series
or singly with well-condensed brine
of 25.5° Be, and proper elimination of
bitterns at 29° Be.

‘f» Washing of scrapped salt with brine
of 25° Be. hefore lifting to the ridges.

Providing the sides of the crystalli-
sers with gypsum and wooden planks
to avoid the spoilage of salt with mud
from the rain water.

A study of the salt works in and
around  Tuticorin hus revealed that seep-
age of Dbrine in reservoir and condensers
is one of the main reasons for low pro-
ductivity, particularly in  the defective
wnits.  In such cases. Joss due to seepage
should he stndied in each compartment, and
those having more than 10 per cent should
either be improved by laying clay to a
thickness of 4 to 6 inches or with a mixture
of gvpsum and clay in the ratio to be deter-
mined  at the site depending upon the
nature of the soil.  After such treatment
the seepage is greatly arrested, and the
productivity of the units increased. In a
survey of 12 salt works, secpage was found
in respect of nine. In two salt works the
low productivity was attributed to poor
brine supply, and in onlv one case it was
due to improper alignment. It can be con-
fidently asserted that application of produc-
tivity techniques to salt works will increase
the per acre production of the wits in India.

(g)

Elimination of Impurities

The main impuritics in solar salt in
India are high calcium and magnesium
salts. It is more cconomical to get pure

salt directly from the crystallisers than
washing it separately  after scrapping.
CaSQ, is, however, a  sparingly  soluble

chemical, and its complete  elimination s

very difficult.  One cubic metre of sea-
water  contains 400 gms. of CaSO, at
23" Be.. and 200 gms. at 25.5° Be. Hence,
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elimination of calcimn is possible only if

well-condensed brine of 25.5° Be. is charg-
el in the condensers. This has been
practically achicved in the Veppalodai Salt
Factory, situated 23 miles north of Tuti-
corin, by having o converlible crystalliser
for the densits up to 25.3° Be. where salt
containing a higher percentage of ealeium
sulphate is harvested.

An analysis of the salt scrapped s
given below. Brine at 2907 Be. is discharged
and the salt is scrapped from the crystal-
liser bed leaving a bed of salt, thus avoid-
ing the contamination of salt with mund

ele,  The magnesium salts present in the
salt are more soluble than sodium chlo-
ride.  Henee. their removal is more eusy,

It is, however. advisable ta submit  the
serapped salt to a good washing  awith
fresh brine of 25.3° Be. {o remove mag-
nesium salts adhering to the salt crystals.
It has been found that the salt of the
specifications given in the following table
be scrapped hv adopting the procedure
outlined above, without losing production.
If higher puritv salt is required for cer-
tain purposes, the salt so serapped is allow-
ed to ‘rain wash’ in heaps stored along the
platform. After the rain wash the quality
of salt was found to improve remarkably.
There was, however. some loss in output
of around 8§ to 10 per cent. The follow-
ing table gives siznificant details:

@&
= o ¥
g B TEREL
=Rerd 2o S, 3%
By [ Ao =
B ant = 2 uNe
[:] t - <1 : - of B ol g
nn s W ow = noEmd =
Sodium
Chloride 98.47 98.67 99.0
Magnesium
Chloride 0.55 0.40 0.1%
Magnesium
Sulphate 0.35 0.20 0.10
CaSC, 0.36 0.32 0.29
Insoluble 0.03 0.32 0.24
Moisture 321 5.25¢. 6,215
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Cost of Production

Tndian Salt Industry has  given little
hoaght so far to cost reduction.  As the
scographical  position and  natural condi-
tions vary considerably, the cost of produc-
tion is not uniform.  Despite  these  limi-
tations, an attempt has heen made here to
analyse the various clements that enter into
what may he called direct costs.

Cost per tonne in Rs,

ta} Pumping 1.25
(b Preliminary operations like
annual cleaning  of  drains,
channels, minor repairs fo
bunds, preparation of beds
ete. 1.00
t¢! Serapping:
(1) once a week 1.05
¢ii) cnce a month 0.50
(cl) Transport from pans to
drying ground. 1.50
{e) Direct permanent labour 0.50

The cost of pumping brine depends
upon topography and location of salt works,
availability of electricity, its tariff ete.  In
Saurashtra and Bombay, advantage is taken
of tides to fll up the reservoirs. In places
like Tuticorin where the difference on ac-
count of tides is negligible, it is necessary
to depend upon pumping for practically the
entire supply of brine particularly because
of borewell brine of 9¢° Be. In such cases,
a proper choice of pumps with high rated
capacity and low heads will add considera-
bly to eflicicney of salt works.

Many of the salt works in Indiz have
to incur considerable expenditure on clea-
ning and preparation of crvstallisers,  Much
of this cxpenditure can he avoided if the
erystallisers are laid in the beginning in
hard soil. with a layer of hlack sand spread
on it. Alternatively the ervstalliser beds
catr be brick-lined.  Farther, if the annual
rainfall is within 20 to 30 inches range, it is
not necessary to prepare  the bed  afresh
AVErY vear.

Scrapping and  transport  account  for
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30 to 40 per cont of the cost of production.
A close look at the mode of operation of
scrapping leads to interesting  conclusions.
Salt is generally serapped from the pans.
ance in 7oor 10 davs, I osalt is allowed to
acctrmulate 1 to 12 inches in thicknesy over
30 to 45 days, and scrapping is lLimited to
once in 30 days, snpplemented by deep
charging of crystallisers, the scrapping cost
would be reduced by 100 per cent. For this
parpose the pans should have o minimum
dimension of 24040 ft. against the existing
measurement ot S0x60 ft, Improved tech-
nique of scrapping is of course necessary o
get optimum results.  The salt hed should
be carefully prepared in the first instance,
and the salt collected either by serapping
boards or spades. Instead of collecting it
on the pan ridges, it can be heaped in the
pan and transported to the nearby platform.
This techinique has been adopted in two or
three salt works at Tuticovin,

An important item of cost is transport
from orvstallizers to the platform and store

PRODUCTIVITY IN SALT INDUSTRY

godown. The  erystallisers  are  generally
laid out in a block involving a long lead.
By u different arrangement, the transport
cost can be minimised to a large extent.
The crystallisers can be laid out in single
row on cither side of the platform-cum-road.
As the road runs across the centre of the
platform along the crvstallisers, the salt has
to be transported only to an average dis-
tance of 300 feet. This wonld reduce the cost
ef trausport from Rs. 1.50 to Re. 030 per
tonne. This is a substantial reduction, con-
sidering the fact that the total cost of
production of salt is in the range of Rs. 7.00
to Rs. 9.0 per tonne,

Indiz can build up a sabstantial export
line i salt, particularly to Japan and other
Asian countries, provided the Indian salt
industry pays particdlar attention to  in-
crease productivity, improving quality, and
reducing cost of production hy adopting
newer techniques of salt  manufacture,
coupled with labour-saving devices.

New Statesnien. He adds:

quality in a Prime Minister.
Palmerston:

whieh he pursued them.
free frovr the pedantvy of business . . .

A PRODUCTIVITY MODEL

“Just as Britain found Churchill in 1940, so, by some intervention of
democratic providence, we have got Wilson now,” writes Paul Johnson in the
“Together with brain-power goes a capacity for
administrative work which is formidable, and which allows him to achieve
the correet balance between intense activity and reflection—a very important

I am tempted to recall Bagehot's words on

His objeels were common objects: what was uncommon was the will with
No wman was better in action, but no man was more

e knew that the real essence of work
is concentrated encrgy, and that people who

degree by nature, are independent of the forms and lLabits and artifices by
which less able and active people ave kepr up to their labours””

really have that in o superior
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Critical Path Scheduling
Simplified

Critical Path Scheduling is being used at present by

mgany Hrms for

planning project work, plant maintenance, construction and fabrication work.
It helps to determine the minimum time for completicn of a project and the jobs

which could affect this time.

The main purpose of this write-up is {o give fundamenta] ideas of different

Critical Path Scheduling techniques as

applicable to

small or medium-sized

projecls commonly encountered. This does not go inte the complexities of the
applications of Critical Path Scheduling to large projects.

This technique was first used by DUPCGNT in 1957 while doing the planning

of the overhaul of its plant in Louisville.

PERT (Programme Evaluation and

werk on Contrel Sequence Planning

RITICAL PATH SCHEDULING 1s

nothing but a planning and scheduling
technique used for Project work, Mainten-
ance work cte., for controlling the progress
of the interrelated jobs in order to comnplete
the job in the most efficient way depending
on the resources available. By establishing
the interrelationships between jobs separate-
ly from their time relationships, attention s

Review Technique),
United States Navy for Polaris Project in 1958.
was
Chemical Industries (UK) in its Agricultural Division at Billingham.

The refined version of if, known as
was used by the
Some independent development

also carried out at the Imperial

focussed on jobs which  control the overall
project duration.
Procedure

The procedure of Critical Path Schedu-
ling is based essentially on

(i} Preparing a list of constituent jobs
for the project: Exumple of a JOB



(it

(iii)

CRITICAL 1T
SHEET for a simple maintenanee
work is given in Appendix-l.

Estimating the time for comple-
tion of each job separately together
with the cost. This estimate could
be made into two partsi—

(a) JOBS done at standard

{b} JOB durations crashed to
nipmum.

Establishing  the  relationship of
one job to amother and alse the
priority and sequence of each job
with respect to the others.  This
relationship is job sequencing and
is also given in Appendix-1.

Determine the Critical Path (the
schedule identifving the jobs that
must be completed  in succession
and which determines the time
limit of the jobs so that the pro-
ject work could be completed
without delay—this is shown in
Appendices I & II by the thick
lines ).

SCHEDULING

Of the various methods adepted for
drawing the Critical Path Schedule, the
following are discussed in the write-up :—

{a) Arrow Diagram
(b} Job-Progress Chart

{¢) Job-Progress Chart on Display

Board.

Arrow Diagram

An Arrow Diagram or Project Net-work
is first drawn up from the interrelationships
of the jobs which form the basis of Construc-
tic: aud other maintenance work.

from estinrates of the time to carry out
the jobs, it is possible to find the overall
project duration and the spare time or ‘Hoat’
associated with cach job in the project. This
information is ther used to control the pro-
gress of the project, allocate job priorities
and avoid unnecessary work, The control-
iimg jobs are highlighted so that they can
be subjected to turther study with a view
to reducing the project duration.

aives these widely dicerse fionwres, end says that more modern equipment end
betier farming techniques are needed to bring vice production up to gcnemﬁy

FAO Study of Rice Yields

In parls of South-East Asia it lakes scven hours of man-labour lo
produce 20 kg of rice, and in niore mechanised countries, like Japan, secen
minutes of labour produces the same amonnt, '
yields arc far less than 1000 ke per hectare.
than 6,000 ko per hectare.

A new study by the UN. Food

higher levels.

rice-zrowing techniques.
water.

Rice is the world’s luraest general crop and provides the muin pare of
the diet of more than half the world’s population.

The FAQ survey questions many practices lfong regarded as nornal
One of these piaciices is deep submergence undor
Another is the labouwr-consuming practice of transplanting.

In between are such couniries as Brazil with 1,800
ke per hiectare, and the USA, with 4,500 kg per Tectare.

In many African countries vice
In Australia, the yield is more

aned Agriculture Organisation (FAQ)




ASORI GUDTA
DRAWING ARROW DIAGRAM
A job or activity is represented by an arrow which carries a

job description or a code number. The tail represents the start of
the job and the head finish, but the arrow is not drawn (5 seale,

ERECT PIPES A

- OR >

An event (also called a state or node) which is shown as a
circle indicates the start or end of a job. It has no time duration

and merely represents the state of having completed jobs or being

ready to start jobs,
Jobs can be related in three WAYS
(a) One job can precede another

(b) One job can follow another
{c} They can be done simultaneously

O—t+—O—2—0—-—0

JOB A precedes jobh B, JOB C follows job B.

When jobs are done simultaneously they are expressed as follows:

Jobs A & B are performed simultaneously
and baving the same starting event.

267



68 CRILICAL PATH SCIHEDULING

EVENT NUMEERING
By cunveution time flow is from tail t¢ head of an arrow and
therefore for any job the head event number is greater than the tail

> |

nume L.

LIKE THIS —

© ~(1)- ) >

MOT LIKE THIS —>»

DEPENDENT & INDEPENDENT BRANCHES

The network shown below Fig, (a) indicates that C & D are
dependent on beth A & B. Suppose now that job D tollows A & B,
but C is enly dependent onA, This relationship is shown in Fig.(b),

A
ERECT VESSE?‘l\j PACK VESSEL
|
[
|

Omnts D
OBTAIN PIPES o/ ERECT plpas>o

Fig. (1)
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A grouping of arrows and cvents which makes up a preject is call-
ed Arrow Diacrum or Networlk,

Here jobs B & C are dependent on A, whilst F is dependent on the
completion of both D & E.

DUMMY JOBS

Dummy jobs, which are )
‘ ny . which are shown by dotted arrows, have zero
duration.

O——Q————0
/

In the above diagram jop B & C have the samc job reference
ind they can be started independently on complation of A, But D
could be started only after completion of B & C. 'This relationship
is shown by the dotted line.
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Also, note in Fig. (b), A & B arc
couneeted to Dummy job for zero duration
which is shown by dotted line and it indi-
cates that joh D will follow after completion
of jub A & B whercas C is not dependent
on job Al

Based on these principles, an Arrow
Diagram with its Network has been shown
i Appendix-I where a very simple job-—
{specially chosen for clear understanding)—-
“Changing a pipe line” i an acid factory
has been shovwn.  Details of the work are
tisted with their interrclationships  {joh-
sequence) in JOB Sheet in Appendix-1.
Drawbacks of Arrow Diagram

ixcept for  the simplest  projects
involving only a few jubs, an Arrow Diagram
is not easy to draw up. Lven when con-
striucted successfully, it shows little informa
tion that is not on the job sheet. In order
to get  additional  information  from  the
diagram, a critical path nuatrix or network
must Le construeted. Since. arrow diagram
is not drawn to scale and also the busic
rules such as using  dwmmy jobs of  zero
duration, the event number at the head of
an arrow must be always higher than that
at the tail end. it makes the procedure to
draw arrow network somewhat complicated.
The Arrew Diagram. no doubt, enables us fo
determine the Critical Path, but it does not
reveal at a glance any  other information
such as the float,  lts neecessity is felt only
in the case of highly complicated projects,
where a computer has to be used. Then
the arrow diagram  provides a svstematic
means of programming the computer,

Job Progress Chart

For comparatively sinaller projects the
complications involved in the  Arrow
Diagram Network have beeu overcome by
the introduction of Joly Progress Charts.
Recently, it is found that many Engincers
prefer it to Arrow Diagrams. And also it
is easy to draw and climinates the use of a
Computer.

CIILICAL AT SCHEDULING

Job Sheet

The first step is to prepare a Job Sheet
as in Appendix-T, giving the list of jobs with
their estimated duration and cost.  If the
joos were to be crashed (expedited by em-
ploving wore men and material) the mivi-
mim - duration and corresponding cost are
also given. The list should also include
restraints, if any. For example, waiting for
approval or availability of cquipment would
bew restraint on the project.

Job Sequence

Going through the list in the job sheet.
the relation between the jobs are carefully
analvsed.  The job sequence is determined
Iy fnding ont:

(i) the jobs that can be  started

together

(iiv the jobs that must be completed
before another can be started.

These are entered in the job shect.
Job Progress Chart
This is a graphical representation  of

jobs to a time scale. The jobs are Jrawn
n sequence as given in the jub sheet.

~ The job progress chart for the changing
of w pipe line is given as an example (see
Appendix-1D. - The method of drawing the
chart is described below:

The thick Iines represent the  jobs.
Then Job No. is written above the line with
the duration and cost helow the line. [t has
been druvwn to a seule of 1 em—2 davs.
The starting is represented by a 0 line from
which jubs 1 and 2 start.  The completion
ot a job is shown by a thin line drawn across.
It also represents the completion of a stage
in the project, ie. where two or more
jobs must be completed or places where 2
er more may start.  This can be seen in the
JP Chart, where three iobs: 9.6 and 3 start
after the completion ot job 4.

Ml the jobs are thus drawn on the chart.
The time required to complete the project is
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indicated by the CRITIC AL PATH, which
is the longest continnous  line  from  the
starting point.  This is shown by the thick
line.  Any delay on jobs on the Critical
Path will delay the whole project. Such jobs
are called Critical Jobs,

Floater

From the I Chart we can also sce
those jobs that can be delaved  without
affecting critical jobs,  These  are called
foaters and the amount of delay possible is
called  the Hloat.  Floats are  shown  hy
dotted line.

Crashing the Programme

There mayv be some jobs that can be
completed in a shorter time if additional
costs such as overtime, quick delivery extras
can be tolerated. The  estimated shorter
time and the total enhanced cost have been
shown in the Job Sheet.

It would be obvious that to reduce the
project duration, jobs should not be crashed
indiseriminately. Masimum advantage with
least additional cost is obtained Ly crashing
ondv Critical Jobs,

In this process, it may he fourl that
some noneritical jobs mav become critical.
Then these should be crashed onlv to the
extent required.

A JP Chart with the project duration
crashed along the critical path is also shown
in Appendix-1I.

It must be mentioned that crashing the
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project tor minimum time mayv not alwayvs be
economical.  To decide the extent of crash-
ing, the additional cost must be related to
the loss in plant operating profit for each
day the project continues.

Display Board Technique

Ouce a JP Chart is drawn. any change
in the project or a review will necessitate
redrawing it.  Also if alternatives have to
he compared. the charts  will have to be
drawn each time.

To overcome this disadvantage and to
introdnee a certain Hexibility in these charts
a display board technique is used.

This is just a Graphdex board where
jobs are plotted with coloured strips which
are movable, The other informations such
as duration, cost cle. are  written on  the
strips themselves,

The following are the additional advan-
tages of this technigue:

{iV K a suitable colour code is used
for the strips, each colour denoting
a  particular  resource. then  the
number of jobs engaging a parti-
cular resource at any one time can
he seen at a glanee.

The width of the strips can  be
made proportionate to the units of
resource demanded by the aetivity,
This would be essential to  the
process of expediting  the project
without throwing undue load on
any one of the resources.

(i)

involved in achieving good maintenance.

38, Golf Links,

PREVENTIVE MAINTENANCE

The Winter 1964 issue of PRODUCTIVITY contains a number of articles, by
experts, on th= vizal role of preventive maintenance in industry, and the factors

NATIONAL PRODUCTIVITY COUNCIL

Price Rupees Three

New Delhi 3




EDWARD MACIEL

A New Approach

Senior  Consultant
Beacons Pl, Ltd.,
Bombay

to

Work Measurement

S THE setting of time standards, by the
various technigues  available. o science
or s it enly a tool to assist in colleclive
bargaining? This has  heen  w problem
ever since Tavler introduced his concept
of Scientific  Management some time in

the  cighteen-nineties.  Since then,  there
has been a continuous  struggle  between
Managements wnd Unions.  Management

considered it to be their prerogative, while
the Union {elt otherwise.  In the United
States of America there was unmitigated
hostility  between  Scientific  Management
and organised labour till the First World
War, Subsequently there  developed
some friendliness, between the two. How-
ever, the strugele continued.  The ques-
tion of labour participation in the sctting

of stundards was pretty well settled only
in the nincteen-forties,

Irom time to time original thinkers
in the ficld of management, psychologists
and trade unionists have put forward a
number  of - objections  questioning  the
reliability, validity and precision of time
study  results.  Some  of the objections
are listed below:

1. Lowry, Maynard and Stegemerten
find that as a result of the reaction
time of the cbserver and the momen-
tary halting of the watch as it is
snapped buack to zero, an error of
anywhere between two per cent to
nine per cent is introduced when
snap back readings are used,

The procedures used for the seiting
of time standsrds have hardly any

[ 2]
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statistical justificalion. It iz felt that
the variations may be due to mecha-
nical, physiclogicul, psycholugical or
sociological {uctors.

It has been uagreed thit tfutigue is
un important fuctor in the setting of
etandards, However, it has been found
to be an extremely complex physio-
logickl und psychological intluence,
and as such it has not been possible
1o reduce it 10 a scientifically objec-
tive and measureable phenomenon.

No objective method has vet been
developed to compare operator per-
formance with any nermal standard.
Taylor's concept of selecting only first
class individuals or assuming o highly
stratified sample of the employed
working population makes achieve-
ment of the =tandard difficult since
the range between the least and the
most competent man according to
Wechsler 15 2.5: 1. Even 1he West-
inghouse method of levelling has
been found to give variations,

Time and Motion economy is based
on the fallacious assumption that each
individural movement of a total com-
plex task can be concidered as a
separate and independent unit, It is
believed thalt if one movement is
eliminated from the task, then the
total time for completing the task is
reduced in proportion to the time
required to execute that movement
as part of the entire sequence. It
is felt that the time required {o exe-
cute one part movement in a total
sequence will vary with differen!
c¢haracteristics in the working situa-
tion and with other part movements
that may be only indirectly connected
with it

Time and motion economy does not
take individual differences into ac-
count. Two workers may be cqually
effective in the performance of a task
but nevertheless cmploy widely
different movements to accomplish it.
Each worker will adopt that set of
motions which he finds most conveni-
ent and suited 1o his physical and
psycholegical make-up.

The accuracy of the stop wateh
reading is questionable. Ralph Pres-
grave found the possibility of an

error of 0.01 in an average elemental
timing of 0.10 minutes duration.
Leng's experiments with stop watch
readings showed a deviation of 12.6
per cent for readings of 0.025 minutes
16 3.30 per cent for reudings of 0.10
minutes. In the case of the marstoch-
ron the deviation was found 1o be
much less,

. Too little is known of the origin of
the various predetermined elemental
time study systems and also about
the method followed for arriving at
the standards. A comparison of basic
elements and times from three sys-
tems of standard data (Work Factor,
M.T.M. and Holmes) was made by
MeGuire. It was found that the same
fundamental motions had different
time wvalues.

Psychologists  further feel that there
is a wide range of production  quotas
which is conditioned by a motivating

drive on the one

factor or psychoelogical
of the physiological

hand and the limit
capacity on the other.

From thesc criticisms, it makes one
wonder whether Time Study is an exact
science  or whether it is a  tool to keep
bargaining within rational limits.  What
then is an Industrial Engineer  supposed
to do® How is he supposed to do a
successful job which will to a large extent
allay the fears. doubts and the misgivings,
of organised labour and ab the same time
achieve results acceptable to them?

IBM Example

In 1936, IBM (International Business
Machines), USA, did away with the
traditional system  of sctting norms and
paving incentives. In fact, this was a step
bevond the time study stage. Instead of
output norms imposed from above, each
worker developed with his own foreman
his own rates of production. Both knew

pretty well how  much  output  could
normally  be cxpected.  For this, the
workers were paid a straight wage. The

results of this approach have been {ound
very encouraging. This appreach was
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successful because the Management were
highly enlightened and the labour highly
motivated, We are wav hehind this at
present in this country,

No Alternative

Since the opponents of Time and
Motion Study have not put forward anv
alternative system of measurement or  a
system of assessing what is a fair day’s
work. we have no other alternative but
to go ahead with the existing svstem in
spite of its limitations and shortcomings.
The Industrial Engineers” major problem

will be to obtain  acceptance {rom the
working group. For this, he has to realise
his positien in an enterprise. He must

realise that he works at  the bridechead
where technological problems merge with
social problems, \Whatever he does deals
in large measuwre with  human relation-
ships. He should, therefore, get along well
with  others. have integrit and honesty
and his approach to a problem should be
absolutely impartial and just.  Above all
he needs to know his job thoroughly. Al
this can hclp develop greater confidence
in the working group.

Dealing with  the  technique  itself,
much can be done to obtain acceptance
from the working group. The  methods
of working and work-place lavout should
be standardised and adequately  recorded
and  described. If there s a choice
hetween  operators. care should be exer-
cised in the sclection of the  proper
operator for the studv. Sufficient number
of ohservations will have to be taken so
that it falls within the realm of statistical
laws,  Timings should be recorded by the
comtinuous  method. Particular  care
should he taken in dealing  with out-of-

MWORK AMEASUREMENT

line observations.  The arithmetic average
has  proved to De  more  acceptable.
Rating constitutes the most difficult part
of the job. The observer has to be pro-
perly trained for the job and the rating
will have to be done on the spot. The
Industrial Engineer cannet allord to take
advantages ot the other party’s ignorance,
ITe has to do as good a job as possible.
The consequences of taking advantage of

the other partys ignorunce are  very
serious and  the  repercussions  will e
heavy,

Even though the study is to a large
extent subjective.  the observer by his
approach to the problem could allay the
doubts and fears of the working group.
The quantum of allowances to he given
should be based on work done by recog-

nised authoritics in  the field and  must
be backed by sufficient data.
Labour Participation

Workers™ participation in  the  setting

of production standards leads 0 a more
cifective and productive relationship. Tt
makes acceptance of the standards much
casier. since the workers will realise that
there is no hide and seek involed,

Ultimately, much will depend on the

attitude of the Muanagements and  the
Unions. The Industrial Engineer  wil)

have to be backed by an intelligent and

road-minded  management  who  treat
lahour well.  The Unions. on *he  other
hand, will have to  develop ¢ positive
philosophy, towards  increased  producti-

vity and this must be explained to the
rank and file.  Perhaps, more  intensive
cflorts to educate the svorkers may help.

PRODUCTIVITY. THE WAY TO PROSPERITY
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Nobody objects to highly skilled
technicians, like compositors, getting
high wages, though some find it odd
that thev should often Le hetter paid
than many  journalists on the same
newspapers. The real anomalies are
to be found among unskilled workers
and  semi-skilled men, such as van-
drivers. There is still--despite recent
improvements—far too much over-
manning; and a few men simply hang
about getting paid for a job which has
long since been abolished.—RICHARD
WEST.

What we want is an economy which
is not labour-intensive Dut ~capilal-
intensice, with high wages, high profits,
and a more stable currency. No tax. of
cotrse, can achicee a miracle; but it can
create the atmosphere for decision-
takine.—-HUGH FRASER, British MP.

Every American now produces about
eight pounds of solid litter a dav. To
dump this, a city of one million has
to spawn every year a plateau of glass,
cardboard, plastic and old metal 100
feet high and 10 acres in area. Mean-
while, the economics of mass produc-
tion and the mass market make fewer
and fewer kinds of junk worth salvag-
mg and reusing: we are beginning to
discard old cars like old newspapers.
—New Statesman.

the
more

How did it come abowt that
prrsuit of peace led  to crer

& That

ferocious wars;  of happiness to evcr
larger and move crowded  psychiatric
wards; of knowledge to ever greater
credulity and vacuity; of security to an
ceer-intensifying sense  of helplessness
and loss of identity; of affluence to cver-
mounting indebtedness; and of health to
the consumption of ever more pills and
potions>—MALCOLM MUGGERIDGE.

... I read an article in which Sir John
Newsom proposed that girls’ education
should concentrate on subjects requir-
ing a type of thinking which he des-
cribed as ‘personal,| and which, he
maintained, girls are particularly good
at.  One of these subjects was biology
—hecause, Sir John asserted, ‘biology
is the personal science’. This in itself
struck me as a remarkable piece of
thinking . . .—-BRIGID BROPHY

Less help, too, means more machines:
sometimes, when I go into our kitchen
on a Saturday morning, I think I'm in
the bowels of a nuelear sulbnnarine, with
gadgets humming and thumping  all
over the place (breaking down, too).
Domestic appliances are one of the few
things which have gone down in price,
absolutely as well as relatively, in recent
years.  They are, as I've heard Dr
Balogh say, “a high return capital invest-
ment'. Meanwhile, in my capacity as
deputy assistant  paniry-hoy, does any-
onc know of a machine For cleaning
children’s  shoes?~—PAUL ~ JOHNSON
in the New Statesman.
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" Devidayal
for
Extrusion

© Dic @ Billet container € Stem @ Moving crosshead @ Piercer

Extrusion press with internal piercer

Devidayal were the first to manufacture
non-ferrous tubes in india. And it

was their collaborators, Delta Metal
Company, Birmingham and London,
who pioneered the extrusion process—
now used throughout the world.
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6 DEVIDAYAL TUBE INDUSTRIES LIMITED
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Maize Qil

Maize Qil Cake
The products that are checked and { Corn Steep Liquor
re-checked at every stage for quality of | Sulphuric Acid
their manufacture in the Anil's Plants— | Nitric Acid
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Dextrose Monohydrate
Calcium Gluconate
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LTD. 5 Wood-working machines
NELLIMARLA JUTE MILLS CO. LTD- 6 Meehanite Castings
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(Biggest Cargo Movers)

The only Transporc organisation in India serving you through more than 200

Branches of their own, linking up all the Key Cities and Towns of the Sub-

continent, stretching from Cape Comorin to Delhi, Bombay to Calcutra etc.

lts ‘Consignee —M.B.T.—Consignee’ basis of Cargo movements assures you
quick, safe and dependable SERVICE

Head Office :
36-37, Second Line Beach,
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Coal Industry in USSR
Czechoslovakia & Poland

This NPC Studv Team Report, just published, will be useful to all
those connected swith the industry. The experts. who visited USSR, Czecho-
slovakia, and Poland as members of a team sponsored by the National Produc-
tivity Council. to stwdy the industry’s productivity problems and achieve-
ments, have covered. in the report, all its important aspects. viz., natural
condilions. mechanisation. organisation, cost factor, labour-management
relations. training of miners, personnel safety measures, and working condi-
tions. In the light of their study and the conditions prevailing in India, they
have made a number of recommendations to bring about improvement in the
working of our coalinining industry. The varfous recommendations have
been made with the objectives of bringing about efficiency, lowering the cost
of producion, and improving the miners’ working conditions.

A MUST reading for not only the management, but also to cconomists,
trade unionists. and all these interested in the welfare of the coal industry.

: Rupees Five
National Productivity Council




TRAYONS
The Travancore Rayons Ltd.

India’s Pioneer Manufacturers of
RAYON YARN AND CELLULOSE FILM

Factory : RAYONPURAM P.0., KERALA

Madras Office :

Indian Overseas Bank Building (Third Floor)
{51 Mount Road, Madras-2

Managing Agents :
EMCETE AND SONS (TRAVANCORE) PRIVATE LIMITED
Rayonpuram P.O,, KERALA

We invite export enquiries for:

Caffeine & its Salts, Nicotinic Acid B. P., Nicotinamide B.P.,
Injectables, B. P. preparations, Magnesium  Trisilicate.,
Diabinol (Anti-Diabetic) Isoniazide (Anti-Tubercular), Solapson

B.P., Dapson B.P. (Anti-L.eprosy Sulphone) Drugs etc.

Alum, Alum Sulphate (lron Free), Alumino Ferric, Pheneol,
Lysol, Naphthalene Pure (Balls, Cubes, Flakes) etc.

Superior Quality Toilet Goods including Soaps, Hair Oils,
Face Cream, Body and Face Powder, Perfumers, Tooth Powder
and Tooth Paste, Etc.

also
Surgical Cotton, Sanitary Towels etc.

Enquiries from respectable Business Houses, with Bank reference,
cordially invited for Agency

BENGAL GHEMICAL & PHARMAGEUTICAL WORKS LTD.

(Oldest Indian Manufacturers of Chemicals & Pharmaceuticals)
6, Ganesh Chunder Avenue, CALCUTTA-I3 (India).
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Tre-finest ball bearing steel, a microfinished raceway
pec~etry of the rings pertected hy tre latest Micromatic
ncning machine and balis vt & mign!; “eished surface,
logether ao to mare HORMA bearings extremely quiet in
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ball and rafler bearings w1 Le procuced,

Backed by 50 years of American lechnical experience,
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1. DIMENSIONAL CONSISTENCY brought about by ultra-

crmiee pranctacture;

0, MINIMUIM AXIAL PLAY ensured by exhaustive lesis and
checys,

I SMOQTH, QUIET RUNNING due fo highly finisked ball
and raceway surfaces and exact matching of balls
and rinas.

PRECISION BEARINGS INDIA LIMITED

REGISTERED OFFICE: Wavell House, 15, Graham Road, Ballard

Eitete, Bombay 1. FACTORY: Jhambuwaa, Fust Makarpu-a. Baroda.

SALES REPRESENTATIVES: For Eastern, Northern and Scuthern

ledia: THE EAST ASIATIC COMPANY (INDIA) PRIVATE LIMITED

For era and Central India; UN'VERSAL BEARING COMPANY

FRIVATE LVAITED.
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NOHMF‘ eeps the wheel movwing
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Manufactured under licence Scole Selting Agents

ESCORTS LIMITED

AUTOMOTIVE DIVISION
BLOCK H, CONNAUGHT CIRCUS, NEW DELHI

DISTRIBUTORS ;

Sundaram Motors Private Lid,, 37, Mount Road, Madras T. V. Sundram lyengar & Sons P. Ltd., Post Bor Ng 21,
Madurai  Central Automobiles Private Ltd., 466, 5. V. P. Road, Bombay. Bengal Auto Distributors, 25.8, Park
Street, Calcutta., Components & Machinery Corporation, 9/12; Lall Bazar Streat, Calculta, Eclat Auto Agency,
Qutside Gandhi Gate, Amritsar. Modern Motor Works, G. T. Road, Ludhiana. Siyaram Brethers, Kashmeic Gate,
Delbi  P. Sharan & Company, Kashmere Gate, Delhi. Kulwant Motors, Mirza Ismail Rpad, Jaipur. Aeicorp
Private Limited, 10, Lall Bazar Street, Caicutta. Manohar Motors, Kashmere Gate, Delhi. €entury Automobiles,
9, Mathew Road. Bombay-4. Diese! Corp. (Sec’bad) Pvt. Ltd., 148, Rashtrapathi Road,s Secunderabad Gupta

Trading Corpn. (India)-P. Ltd., Kashmere Gale, Delhi
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DYNACRAFT ELEVATORS AND CONVEYORS

_.\'IINI\IIIIIHI h
NG

ELECTRICALLY GPERATED
PLATFORM HOIST DYNAVATOR

BELT GONVEYOR SLAT CONVEYOR

PLATFORM HOISTS: Six different models. Range of lift from 2.30 to 5.65 metres. Capacity
from 255 to 1015 kgs.

DYNAVATORS: For automatic lifting of packages from one floor to the other. Reversible
units. Available for any height upto 8 metres.

BELT/SLAT CONVEYORS: Can be used singly or in serles—in a straight line or at an angle—
over any distance. Suitable for Joose or packaged matetials including bags. Discharge length
adjustable. Length from 3 to 17 metres, Driven by electric motor, diesel, petrol or kerosine engines.

DYNAGRAFT MACHINE CO. PVT. LTD.

Works : Sales Office:
Juhu Lane, Andheri, Bombay 58 AS 32 Juhu Road, Bombay 54 AS

Skilpi DYN. 21 A
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We propose introducing a Reader’s Forum in the next issue of
this Journal.

Readers can write on their experiences in the application of
any productivity technique in any feld of social or economic activity.
Since some, however, may like to have a stimulus, or some focus
point for concentration, we have posed six questions which are
obviously important as they are of national interest. Readers of
PRODUCTLIVITY can answer any of these questions. It will be appre-
ciated if the answers are precise, and brief. Generalisations should
be avoided as far as possible, and readers should concentrate on
making available to us the best of their experiences.—EDITOR

S UUENTTEINS O% pREIEILCOLISSTY

What concrete suggestions would
you like to make for achieving what
is called Productivity in Depth, as
cxplained in the leading article in
this issue of the Journal?

Our broad statistical calculations
show that during the last many
years we have had a three per cent
growth rate in Preductivity., As-
suming a target of accelerating the
growth rate in productivity to five

think so, what reorientation would
vou suggest? And how would you
argue it out that such reorienta-
tion will actually lead to a sizable
increase in productivity or remove
the obstacles in the way of achiev-
ing higher productivity? (The
argument should be closely analy-
tical and proceed step by step,
without generalisation).

\ 5. Sefety in industry (including min-
per cent, what measures of social ing) has been a much-neglected
policy ~and economic incentives S‘f:l%f(?t}t in practice. Probably it is
would be necessary to achieve the usually limited to the printing and
target during the Fourth Five-vear display of posters. In actual prac-
Plan period? tice, neither the management nor
What are the possibilities of import the t}vorke;rs appear to he conscious
substitution as a practical line of of ;m ]'”gIh 'ti-)_”?”t%’, of ;?ff’ty it
policy® HMustrations may Dbe given e ‘{'m] AL SGAOR. IR ques
from experience in any line where tion is, how can safety consciousness
import substitution has made or can, bﬁ created in a me‘f-'“m] way. and
in your considered judgment, make with good cffect
o significant contribution to savings 6. The health aspect of industrial
in foreign cxchange. life has been much neglected.

Is it opossible to push wup
productivity through the reorienta-
tion of economic policies? If vou

What should be done to see that
industrial managements invest in
their workers’ health?
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Efficiency Adviser 1o Labour
3 Commissioner, U.P.

Work Study: The

Human

HE ADVANCEMENT of technology

in various ficlds of knowledge has been
considerably assisted by the evolution of
vardsticks or summation devices, as exact
as possible. It is  this  exactitude that
made possible advances in rocketry, navi-
gation, enginecring, ecte,  Researches in
various fields have been broadly under fun-
damental and applied categorics, the latter
being <erived  from the former. Work
Study s an extension of researches i
technology into  man-machine situations,
The machine has its own principles of
functioning. depending on correct  align-
ment of its parts, speeds and  supply of
raw materin]l of the proper specifications.
Man, however, cnters into the operational
efficiency of the machine inasmuch as he
starts and stops it wnd keeps it going. The

Aspect

function of man in relation to machine is
known as service time,

Optirisation of service time depends on
the matching of a certain intracrganic level
of environment with the extraorganic: - the
physical, mechanical and operational con-
ditions of the machine. Woark study has,
wilortunately, concentrated more on  the
extrorganic aspeet of  work: how  the
worker does his job at the machine effec-
tivelv, g, attending to breakages on a
spinning  frame or a loom. replenishing
creels, doffing, as and when required, ete.
Those  operations  should not  ordinarily
keep him occupied for more than, say, 80%
of the time he has to work on
the machine. The remaining time is sup-
poscd to minimize his fatigue to an extent
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where it will not interfere with his ope-
rational efficiency materiallv. The speed
of the porformance of the workman and
the level of his abilities will vary from
individual to individieal and constitute his
skill.  These two are important  elements
and may well be deseribed as speed and
power, As in intelligence testing., so also
here there are individual differences: wod 1
is possible to group workers in a parti-
cular category as average, above the aver-
age, and below the average. In arder to
improve the shed efficiency we must have
as small a dispersion from the average as
possible. It should not De more than
sizma of a normal population of wea-
vers, with efficiency percentages attained
over a sufficiently long perind.

For Work Studv to evolve a reliable
vardstick, the vardstick must be  statisti-
cally and phwsiologically  sound.  In the
first instance. we must know the dispersion

Wheel Hand Hoe

The Indian Standards Institution has
published an Indian Standard Specih-
cation for wheel hand hoe which pres-
cribes  the  requirements and  the
methods of test for the wheel hand hoe
with its working tools.

The wheel hand hoe is used for
interculturing  purposes in  bebtween
rows of crops. It has a light wheel
attached to two handles to which a
working tool of the implement is at-
tuched. The wheel assists in guiding
the implement, improving the manoeu-
vrability and in maintaining the proper
depth.

HIUMAN ASHECT

or work it out for the population for
which we propose to cvolve the vardstick.
If the dispersion is large, we shall have
to make allowance for deviatioms beyond
- osigma. This will enable us to wet the
hest from ecach according to his ability.

Biochemical Approach

Having  done  this much. to make
extraorganic adjustment possible. we have
to have a fairly correct measire of  the

intraorganic  enviromment of workmen
to back wup the extraorganic  adjust-
ment.  lere quite a few factors connt,

age being one of them. The approach has
to be biochemical, that is. we must find
out the functioning of he Dload cireula-
tion. its composition and the nature of
fvmph and tissues, 1o this recurd. statisties
can he of some help to @ point

Although the lymph and blood, which
constitute the organic medium. are conti-
nually modified by the waste product of
cell nutrition, their composition s main-
tained by the lungs. kidneys, liver, ete.
VWork Hygiene and Work Study sections
huve to see that the working condition,
physical and operational. does not result
in the cumulative accumulation  of  cell
wastes in a degree as to result in damag-
ing the function of lungs. kidnevs, liver
ete.  Statisties applied to medicine  gives
indications of danger points when waste
material rises bevond the limits of tole-
rance. That this aspeet is sadly neglected
in some units of textile mille is patent
from the fact that among the admissions
to a T.B. Clinic for Inbounr o Kanpur.
T4 of the patients were weavers, their
ages ranging from 20 to 69, the Targest fre-
quency heing in the age aroap 1049 as
the following would shosc:

Age groups Freguency of
evidence of
T.B.
20-2i 12
30-34 22
4049 24
30-59 15
R-R% 1
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Human Aspect

[t is at about the age of 45 that the
human  organista starts  aceing  and  this
means decreased power of resistance to in-
fection from bacteria, virus, ete. The {re-
aquency ligure for age groups 20-29 and
30-39 are an indication of the fact that
even before 450 the  intraorganic environ-
ment of some weavers cannot stand up to
the stresses of extraorganic environment. The
demand is too heavy, A measure of immu-
nity is attained in the case of age group
30-39, though not without a decline in
power and speed in most, if not all, cases.
Not oonly that, the infection contracted at
the work place affects the health of child-

257

tubereulosis.  True, there is a T.B. clinic
tor indnstrial workers, but T.B. is a dege-
nerative  disease and  here prevention s
better than enre. Work Study has to take
cognizance of these aspects of the work
situation.

Even when the regulatory mechanism
is not allowed to he impaired, very slow
changes come with ave. Thev are actually
detected by the variation in the growth
index of plasma and the regenerative acti-
vity' of the skin. That being so. the mea-
sure of relaxation allowance  will have to
be adjusted to the vear of age of work-
men; and this will be reflected in drawing

ven. . We came uacross the pitiable case of up a descending scale of production for
a girl of 14 suffering from pulmonary  certain age intervals, beginning with 43,
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Problems of Production
Planning & Control

The sim of this article i 1o acgueaint the reader with the most impertant

problems, functions,  opporiunities

and

oulstrnding  characteristics  of the

department of roductien Piarmng and Control in a factory,

PH()DL'(ITION Planning and Control are

ne substitntes for on-the-job training, but
it should make on-the-job  training more
meaningful by providing a framework  of
Hhroad concepts which can be added to and
claborated upon,

Tducion and understanding are now
reguired for almost every job and are there-
fore at a premium.  As industry hecomes
maore complex. the need for speeialization
grows. hut the need for (11-(:1'({i11uti0n and
feam work also  becomes  more  pressing,
Decisions made in one section affect all the
athers more direetle and vitally than ever
hefore. A basic knowledue of the needs

and problems of other sections helps people
make decisions more correctly and  intelli-
aenthy.  Tnother words, improved methods
of production and selling demand improved
syvnchronisation in every part of the system.

The  Production Control Department
regnlates and implements the flow of raw
materials to the manufacturing and finishing
departments and the fow of finished goods
tos the customer, 1t co-ordinates the activi-
tics of the various nnits of production and
determines the Jevel at swhich cach should
operate in order o satisty the demand, Tt
must decide how much and what should be
produced by anticipating demand and it
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must plan the asseanbhy of the necessary
rivw materials in the proper quantity at the
right time.

The schedules which  determine  the
operations of the nanufacturing unit must
he worked ont with exacting care by the
Production Control Department. The items
which are to be mannfactured in cach sche-
dule are decided upon by keeping close
check of the mventory of the stock required
for finishing. When an item gets below a
certain point it is put on the nest schedule
so that the supplyv can be replenished. Pro-
duction  Control  mmst  arrange  to keep
enongh stock to 11 almost all the orders
which the finishing department receives, but
it cannot aftord to do this by keeping too
targe an inventory. When the Production
Control Department huas drawn the manu-
facturing schedule in tentative form and
checked the ruw muaterial supply. the order
in which thev are to he made must he figu-
red out. The Product Enginecring hranch
and the Supervisors of the manufacturing
department study it and nake the chunges
they consider necessary.

Variations in Demand

The activities  of  the  finishing
departiment are segulated by Production
Control according to current demand. From
week to week the number of orders recci-
ved for cach item and the total demand mas
vary  considerably, These  variations in
demand have to be compensated for by the
following methods:

{a) Shifting workers from section to
seetion.

{h) Increasing or decrcasing the labour
force.

i) Inereasing or decreasing the number
of hours cach worker puts in.

To a certain cxtent it is possible for
Production Control to even out the fluctua-
tions in demand. During lean periods the
finished stock of some stanlard items which
are fairly sure to be sold eventuadly can be
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inercased bevond the point which corent
demand requires.  For the most part. Jiow-
ever, the orders received from  customers
must deterinine the weekly production of
the Finishing plant.  Unfortunately custo-
mers cannot be persnaded 1o plan their
orders a vear in advance lor our convenience,
We are at the merev of market fluctuations,
There are three types of orders received by
the Finishing Departiment: standard, rush
and emergency. Depending on the work
lead at the time and the type of conuno-
ditv. it takes the Finishing Department a
certain time to fill a standard order. A rush
order is filled somewhot  faster  than  the
standard.  Most emergeney orders are com-
pleted in a few davs. sometimes inoa fow
hours.

Production Control decides when it
snonld he possible tor the Finishing Depart-
ment to complete an order and sets o
schedule  for  completion on the hasis of
current backlog.

VWhen a plan is made out for the week
it is fmpassible to kuow how many cmer-
cency orders will have to be handled. The
emergency orders which must be completed!
during the weck often do not arrive until
that week,  This means that in preparving
the plan for the work to he done in the
Finishing Department a2 gicss must e
made as to the volume of emergeney orders
for the coming week. Emergency orders
make accurate planning of werk  difficult
and  are.  therefore. moere  expensive  to
process.

The amount of paperwork invohed in
keeping track of inventories is considerable,
but it must be done accurately so that in-
telligent plans can be made, Each vear o
physical count of all inventorics is made and
checked against the records to ensure ac-
ewvacy.  The Production Control Depart-
ment s not only concerned with planning
and  paper work; it also reccives raw
materials, stores them. delivers them to the
nroper places in the plant when needed and
ships them to customers.
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The depurtment has also the job of
processing those vital documents, the custo-
ers’ orders, hundreds of which come every
dav.  They are handled as espeditiously as
possible by the Order-processing  section
which keeps its fingers on the pulse-beat of
the business by recording daily the value
of the orders yeceived., Acknowledgements
must be sent out on all orders and promise
dates sct on the basis of the work load at
the time and availability of the commadite.

Speed is cssential, hut accuracy is vital
Even a typing error as to ¢uantity, deserip-
tiom. price. cte., could be very costly.

The installation of Production Control

methods  is  generally indicated Ty the
following svmptoms:

1. Inability to quote accurate delivery
dates
2. Arrcars in delivery

3. Inefliciency v the shops.

IHODLCTION PTANNING & CONTROL

The foreman or supervisor ol the
manufacturing  department  decides  upon
the exact methods of production when he
reeeives, in the shop., his order or schedule.
Because of the foreman’s experience it wonld
be unwise to tuke this work from him:
furthermore it would be impossible to decide
on the preeise methods of production at an
carlier stage without impairing the fexibi-
lity in methods which the foreman needs to
aet the best out of the machines and labowr
at his disposal.  On the other hand. for the
purpose of preparing quotations, it is neces-
sarv to have a general idea of the wanner in
whiclh the job sheukd be handied,

One might sav that it is the object ol
Production Control to find and follow the
narrow windine path whiclh runy boiween
instfficient supplics and excessive invenfory.
In a way it acts as a nerve emtre which
receives impulses from all parts of the plant.
It evaluates these impulses. co-ordinates the
movements of the limbs. and sends  the
required fuel to keep cach one going

Organisation Chart of Production Planning & Control

PRCDUCTION CONTROLLER

FROD. CONTROL. GROUP

STOUK & SHIFPING GROU

MANFT. ORDER
SCHEDULING PROCESSING FINISH. RAW STORES SHIPFIN
& STORES & INVENTORY SCHEDULING RECEIVING & FINISHED
CONTROL, UNIT & STOCK UNIT STORING UNIT UNITi
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Scope of Application of
PPC Techniques

PHOI)L‘CT[OA\ Plavming  wid  Control
techniques can be applicd to achieve
increased  productivity, elicctive cost con-
trol, optimum plant utilisation and efficient
organization.

The important point to note is that
the PPC (Production Plunming and Con-
trol) techniques should  not  be  blindlv
copicd: an intelligent and practical ap-
proach should be made, for applving them
in as manv wavs as possible and at as
many places in the Department/Factory/
Organivation as is feasible.

PPC  wmcthods  are not  necessarily
restricted to large units engaged in mass
production. They can also be profitably
applied to any tvpe of organised group

activity,  The  principles can all well be
applicd  tv manv of our industries by
suitable  udaptation.

Heonry Favol, considered to be the
futher of what we now eall Production
Planning, first evolved his Programme of
Action du 1908, In course of time his
principles have been developed, and the
scope enlarged. but the basic elements that
he considered important then, still remain
fundamental:  Unitv,  Continuity,  Flexibi-
litv and Precision. These have not lost their
significance. but many more have heen
added to the list, as detailed helow,

We must first clearhe understand  the
purpose of Production Planning and Con-
trol. A general survey is essential before
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PPC can bhe eHective.  Budgeting,  fore-
casting, sequencing ol operations and plant
lavout, methods to implement  these and
their  tmportunice and  cffcets, should  he
considered carefully.  Sindy of materials,
classifications, standurdisation und procure-
ment; cconomic lot size and its determina-
tion, correet machine loading and its effect
npon costs;  Preventive Maintenanee and
Countral of downtime cte. shonld then he
taken up. With these aids. @ complete
picture of the various forces. static and
dynamic, which operate upon  the  Talance
sheet of a company are availeble,  Prim-
anv steps to organize and control the ea-
penditure. by way of  scheduling, rout-
ing  and  despatehing  should  be  taken
up.  Correct routing will ge @ Jong wayv
in eftecting savings in all industries.  Thev
are particolarly of Ginportance in our coun-
try where there has bren a tradition of
surplus and  easily  available skilled  and
semi-skilled manpower. on account of un-
emplovinent in the past. Now that the
circumstances have changed, becanse of its
heing a sellers” market. stll. however. savings
i manhours, materials ete. can be sub-
stantial, if routing and scheduling are givey
due importance.  Despatching, that is the
varions wavs of deing follow-up. is neces:
sary. and ity importance cannot e over-
stated in our present dav ctreumstances
where much of the progress depends upon.
hesides other things, follow-up at the right
mement and in the right quarters,

[t is net necessary that PO be
applicd te only the final output of u fuc-
tory. Each section in a factory or cven
o smaller wnit than that can be taken up
for studv, and a thorough analvsis can be
made for planned and controlled output.

The four steps in  which this can he
achicved are;
1. Preliminary study., collection of

facts, analysis and formulation of the
line of approach.

Evolution of organization and the
inter-relationship of the various: fac-
tors /functions necessary to imple-

to

PPC TECTINIQUES

ment a changed und planned methed.
This implies theoretically the proce-
dure of working with an eve oun the
possible reactions, favourable and
unfavourahle,

3. The actual introduction of the new
process/method. plant, cte,

4. Medifications necessary ‘o overcome
the difficulties that arise. keeping in
mind the ultimate objectives which
arc to be achieved,

5. Correct evaluation.

In  our couniry  where traditions/
customs  are  vastly  different from  those
in the Western conntrics. it is neither pos-
sible nor  wise blindly  to  copy  without
proper adaptation the solutions that they
have evolved for their problems. Let us

Nobody Reads...

Writing in the Seturday Review, Mr
Reynolds Girdler has referred to the
Vice-president for Public Relations
and Advertising of Sinclair Ol lament-
ing the futility of some “. .. %9.000,600,
countless hours of gruelling and exas-
perating . ..” that are involved in the
delivery of 18,000,000 copics of corpo-
rate annual reports to the stockholders
of 6,000 public-held companies in the
USA,

Mr Girdler has cited studies by the
Opinion Research Corporation and the
Controllers Institute to show the low
readership of annual reports.  Sugges-
ticns advanced by him to improve the
situation  include: (1) acceptance of
competent readership studies; (2) rejec-
tion of the traditional {orm and lan-
guage of today’s report; {3) designation
ol writers. journalists; and communi-
cation experts as iudges of what should
be included; and {4) engagement of
successful magazine writers,
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take an example. We have in our indus-
tries  a system of  Privilege/Casual/Sick
leave, which will be iwimical to the fiva-
tion of jobs for cacl: one of the office
clerks. Al of a sudden and without inti-
mation 2 man disappears on leave, and
all his work remains in arrcars,  This pro-
blem is not there in the Western conntries
because they have the svdtem of anmual
holiday when the plunts are shint down for
2-3 wecks and  this  ensures  continuous
attendunce of people throughout the vear
The health standards also are high there,
so that verv few people would go on sick
leave as compared to the frequency of
absence due to sickness in India.

This is one example to illustrate that
we lave to evolve our own methods to
tackle our problem of low preductiviny by
keeping in mind both  the Dbasic PPC
techniques  and  the  choumstances  that
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exist here,  Also, since we are only imple-
menting these advanced teelmiques now, it
may be necessury to go on muking modifi-
cations and improvements by continuous
studies, tll the plant or factory reaches an
optimum working stage. Fven in thiy ves-
peet, we camot afford to leave things as
they are; we have to keep them under
continious  observation  for  harmonious
working and for farther possible maodifica-
dons, which may beeome useful aftter a
while, due to changed circumstanees.

The PPC techniques are not new. The
housewite has been practising them in dayv-
to-day affairs of the house. from time im-
memorial. Each individual. be he an
execntive, administrator, industrialist or a
mazdoor (labourer), has to plan his work
for least exertion and to ensure continuity
of a favourable future, It is for tomorrow
that things need planning today,
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THE WIIOLE  process of

George I'ry & Assuciates, Ine.
Manila

Industrial Budgets and
Their Preparation

budgetary

control is dependent on two important
features which should be kept in mind.

1

The budget is not the result of an
exact mathematical  computation,
It is the aggregate of many opi-
nfons or judgments and frequently
these arc compromises of conflict-
ing opinions. prejudices, ambitions
and experiences of fallible human
beings. All opinions expressed in
the budget are the forccast of what
will happen under stated cireum-
stances. At best, these opinions
exist because the responsible per-
sons have become experts in the
area involved, and this by virtue of
heing well informed of perform-
ance  during  the recent past,
Henee, all budgeted amounts are
the expressions of well informed

to

and competent persons o whose
opinions reliance is placed.

Budgets  and  budgetery  conliol
lias, ws ity essence, the art of  com-
munication.  This is a  two-way
process. The synthesis of budget-
ary detadl dnto an effective whole
involves the art of acarately com-
municating  all the basic budget
data, from those who know, to
those  who decide policies and
plans.  This is followed by the
need  coffectively to commmunicate
the adopted  policies. [rom  those
who decided, to all the operating
personne] who are responsible for
producing the desired resuit. The
importance  of  this  process  of
communication iy o prevent or

correct  misunderstundings,  false
premiscs.  inadequate  lmowledge.
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prejudics.  inattention, or apathy
(any of which  would weaken the
effectivencss of the budget.

tn the following illustrations there are
no inferenees regarding  the  relative  im-
portance of functions.

The selection of two for illustration wis
made simply because the principles to be
discussed e casily illustrated with those
functions.  Tn actual practice, cach of the
two used as iHustrations. as well as these
not iMustrated. would be wmneh expanded
in both the amount of detail and e treat-
moent of the detail.

Preparation of Budget

The following notes are related o
Chart Number One, which is attached.
NOTE A

Chart number une is inlended o be
an illustration of the wav v which an in-

dustrial “flexible”™ operating budget may
be put together.  Amounts are inserted

but have no siguificance execpt to assist in
tracing data from one record to another.
For the purpose of use in this discussion
these amounts may be considered as ave-
rage monthly amounts althoongh in practice
the budget is  usually prepared ftor enc
vear.

It is often a  practice, in preparing
such a budget, to have a Budget Com-
mittce. composed of “second tier” execu-
tives and the Budget Director who may
bhe the Chief Accountant, Such a commit-
tee wonld be responsible to the President
or the Exceutive Committec for the vali-
dity and relevance of the budget.

All budget data will be prepared by
the Budget Director in collaborution with
the individual who is  responsible  for
the expenses  and  who  will
with the wmounts  adopted  or  report his
disagreement to the commiitee,

Al budget data will be wmrmanged to

conetr
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contora with the eaisting uccounting schietne
{or to uareed changes)  in order to make
possible perivdic compurison of actual per-
formances to plamed  capenditures.

In this illustration. it is assumned that a
“standard” cost svstem s in use and, fo
the sake of simplicity It presentation no
inventory changes veour,

It is also assumed  that  the  Budget
Committec has  agreed  that the hudget
should represent Ahe operating plan tor - w
vear  based  on the sales deparlinent’s
forecast of the quantitics they can sell at
the agreed prices.

Selling prices are usuallv st with
reference to competition, market conditions,
promotions, profit margins or other factors.
Here the prices arce assumed tlo have been
established and in current nse,

Since there are no inventory (-lmngvs
plamed, the production programme  coin-
cides with the units of sales.

Obviouslv an actual industrial hudget
would have much more detail than is shown
here. And, in many industries, there is the
seasonal variation of sales. Such variations
as  seasomality  are omitted  from  this
illustration.

NOTE B
The sales forceast is reviewed with the
productivn department to e sure that the

guantitics adepted can be more with the
existing manufacturing facilities, In actual

practice.  this review will  include  consi-
deration  of such  operating matters  as
number  of  shifts. overtime.  and -

PoveT.,

The determination of operating ratio or
refutive wse of facilities may he in terms of
machine-hours or some other function.

Modification of the Sales Forecast might
he made it production problems indicated
the wisdom of changes. In this case the
Sules Forecust is considered to be aceeptable.
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NOTE C
Adter the  Sales Forecast has  boen
reviewed to deterinine its aceeptability, from
the production point of view, it is submitted

to the Budget Committee for approval andd
fsakance.

NOTE D
consider

The Budget Committee  will
and jnelnde. in its hudoet instructions, sub-
jects such as  impending  regulatory. eeo-
nomic, financial or soctal changes and in-
ternal operating matters such as increases
or decreases in inventories, proposed ehanges
in fadlities, methods, organization, person-
nel, pav rates, and prices.
NOTE ¥

The Budget Committee  will issue the
basic budget and any related instrrictions
to cach division hrad who will collabovate
with Iis staff and the Budget Director  u
preparing a budget for the expenses neeess-
ary  to operate  related  instructions  in
conformanee with the basic budget,

Since this budget is a “Tlexible” budget
of which  the purpoese is to determine the
amount which should be spent at what-
ever cireumstances of manufacture or sales
exist, the budgeted  expenses are divided
into:

L. Those expenses  which mav be ex-
pected to be of  about  the  same
amount regardless of how much s
produced or sold. and

2. Those expenses which will inereasce,
or decrease as production or sale

increascs or (It'Cl’t‘ ASES.

These two types of cxpenses are called
“Fixed” and “Variable” respectively and the
amounts of each ware separatelv  stated.
Some expenses do appear to be not wholly
fived or directly variable with respect to a
hase. Budgeting techniques have boeen
developed to resolve the problems which
arise frum such expenses as are seasonal or
so-called  semisvariable  or step variable.

INTYUSTTEAT.

BUDGHTS

These do not need  consideration in this

brief discussion.
NOTE F

The expense to be incurred for marketing
effort is determined in relation ta the results
expected. Commissions should he a fune-
tion of sales value.  Travel may well  he
also.  Salaries may be the same regardless
ot moderate variations of activity,  Adver-
tising expense may be a planned or even an
appropriate amount. T all, some expenses
will he expected to vary  with  sales
volume,  dvarfabler and others he
constant (fixed.

to

The Setling Fapense  budget will be
nseful. not to determine how mvach should
he spent it the twehve months  to  come,
regardless of - performance,  but  rather to
determine how much shonld be spent inany
month in the next vear. whether the sales

voluiie is more or less  than the average
menthlhy wnount planned. The  wav in
which  this  is  wsed  iv explained  in
subseguent notes,

NOTE G

The: budget for the Manufacturing Cost
is soincwhat more complex in its preparation,
The form shown is illustrative of a procedure
aned not intended as the actual rentine.

Associated with the  budget are  the
Product Cost Sheets.  Manufacturing costs
are enstomarily separated inte Direet Costs
and Overhead Costs which  are deseribed
a5 follows:

Direct Costs  ure those which  can
be quantitatively determined for a unit of
cach separate product.  They are. by nature,
“variuble” since the wnount iy determinable
for a unit of product.  Usually. but not al-
wavs, thev are of two types: Material and
Fahour. Direct Material may include Raw
Material (from which the product is made?
or certain production supplies as containers
or packing supplies. Dircct Labour will in-
clude any kind of labour it it is determinable.
without proration, tor a unit of product.
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Overhead Costs will include all the
manufacturing cost elements which are not
directlv determinable per unit of product
and which theretore must be prorated  to
the prodoets by some acceptable deviee

Here we have used the deviee of
prorating the amounts of expeuses to o
ductive departinents on three buses,  For
example, supervision muy he prorated oo
the amouut of Dircet Labour in each de.
partment while depreciation on buildings
may be prorated i the amount ol Hoor
space each departient ocoapies.

The total amount of overhead is deter-
mined by departments und then the amount
applicable to each product is hased on the
machine-hours used in cachh departinent. by
a unit of product,  Other devices  and
rontines for distribating overhead are com-
monly adopted.

In practice, the amounts of Direct
Material and Divect Labour are computed
far a unit of product and so stated on a
Product Cost Sheet,  For these. the amount
in the basic budget is computed by multi-
plying the unit cost by the number of units
in the basic budget.

Overhead Costs are determined in the
opposite sequence since  the amonnts ave
determined in the budget schedule first and
the cost per unit computed v dividing the
total hudgeted costs by the quantity  of
machine-hours  (or  other denominator} in
the basic budget.

Thus the basic budget and the Product
Cost Shects (standard product  costs) be-
come inseparably tied together.

NOTE 1

To avoid the  distraction of too much
detail, other functional hudgets are omitted,
These will include Administrative, General
and Capital costs and there can be as many
or as {ew of these separately stated functions
as the nceds for control justify. Whatever
they are, the treatment is similar to that
shown for Selling and Production.

297
NOTE

After all  functional budgets  are
prepared they are reviewed by the Budget
Connnittee. changed or approved and used
tv determine the operating profic resulting

from the operating plan for the ensuing
VEAr.

It may be wise to rellect on the
purpose of the budget at this stage. Here
for the first time, is disclosed the expected
results in terms of profit for the operation
as planned.  This is a much-to-be-desired
moment when management may ask itself:

1. Are the resnlts satisfactory and shall
we proceed on this plan?

2. Are the results not satisfactory and
what shall we do to alter our plans
now hefore it is too late, so that we
can produce satisfactory resnlis?

Then. here is the golden opportunity to
revise our programme and  avoid unsatis-
factory results—a smarter course of action
than to see in history the poor results of
inadequate planning.

NOTE |

The basic budget. as prepared. does
not represent the anthorized amount of ex-
penditure since it wonld be quite unlikelv
for the exact conditioms of the hasic budget
to be met. This basic budget serves a more
valuable purpose since it hecomes the -
foundation for planning the proper expendi-
tures in the immediate  future under am
proluible conditions and the  measure for
imdyuing past parformance wnder whatever
conditions did exist.

Uses of Budgets

It should be observed, initially, that
responsible exeeutives do not have to ex-
amine all such figures as are shown on the
attached charts and schedule to receive the
benefits of budgeting. Those figures are set
forth to illustrate a procedure which may he
fallowed by the clerical staff. The man
who uses budgetary control  would  have
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aiven ta him. in a condensed form. the in-
formation which he feels is beneficial and
helpful in making management decisions or
in oxplaining the condition, affecting profit
which needs corrective action,

A well established  device  used  in
measaring industrial — performance is the
concept of “variance™.  While this term has
some very specific meanings in mathemati-
cal and statistical studies, “variance™ as used
to interpret indastrial operations is simphy
the differenee hetween i planned result and
actual performance,

One very important  characteristic  of
variances as used here is that of plis and
minus quantities. Favourable variances are
plus quantities and increase profits.  Un-
favourable variances are  minus qguantities
and decrease profits.

Hence., the amount of a svariance
between the planned result and actual per-
formanece may be analvsed by cause, favour-
able and/or unfavourable, which mayv be

added, to account  for the total.  For
coxample:

Planned Profit 100,000

Actual Profit ’.-)ﬂ.ﬂﬂ(l

Variance 1000

(Unfavourable!
ANALYSIS OF VARIANCE
Puc to higher selling

prices 25.000 plas gquantity
Due to reduced
production (30,000 a4 minus
quantity
Due to product mix (3,000 2 minus
aquantity
Total Variance 0,000 a nat minns
cuantity
There is another concept  useful  in
accounting for a variance in profits. It s
the idea that we, as a manufacturer, pass

along to our customers our mannfacturing

BUDGETS

costs,  In effect those people. to whom we
sefl, will pav our mannfacturing costs. This
is especially meaningtul  with yespect to
Fived Costs.

I our total Fixed Fapense is P 30000
and we plan to make 100,000 units. we plan
tor pass along T 050 per  unit and if  we
sell 100000 units we do pass along P 50.000.

However, if we make and sell 120.000
units.  we pass alone P3O of Fived
Fapenmse, Tt we actually  spend PSO.0G0O
as we should since this is a Fised Ex-
pense  {eliminating any complications  of
spending too much or too littlel. we pass
along to our custormers 17 16,000 more than
we spent or we have a gain of P 10000 be-
canse of the eatre amount of Production and
Sales.  This wain 1s known sometimes as a
“variance due to velume and assortment”,

Industrial — budgets and associated
standard  product costs  may be used for
control by men in various capacities, with
respect  to varions responsibilitics and  in
different ways. Here. two important uses
will be illustrated.  Top mancgement s
interested  in how mueh profit is being
made and what contributes to the increase
or decrease in profits, He mav note the
following information:

=

-

AE

g2 3

T2 gz 2L

v S 3% S8

= =X ot gz=

& i < -
(Tesos)  tPeaos) (Pesos)

Cost of Goods Sold 209.000 202600 (64000
Grorss Profit 133.500 137.900 (2400)
Selling Expenze 73.500 64,700 18,800
Net Profit 7,100 7.641 (541)
GH.100 37.039 9,341

Here it s shown that we made P 9,341 less
profit than we planned and  we want to
Lnow why. for corrective action to he taken,
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The analvsis of this unfavourable variance is
as fallows:
EXPLANATION OF VARIANCYE
IN PROFIY

Variances
favourable
{Unfavourahle)
TPesu=)
CAUSED BY SALES
Increase in volume of Sales
(from 110,000 units ta
116.000 units) 2.470
Decreaze in Selling Prices 112,700)
tProduct ' from
2.00 10 1.80
{(Product D from
1.50 to 1.45)
Tatal caused by Sales (10,2300

CAUSED BY MANUFACTURING,
ADMINISTRATIVE AND
GENERAL EXPENSE

Increase in Quantity
Produced*

Excess Spending :
Uszed too much
Raw Materia)

Paid tuo high
rates for Direct
Labour

Spent too much
for Selling Expense

Saving in Spending :
Used lcss Direct
Labour Hours
Spent [ess for
Qverhead
(This could be
detailed)

11,200

(372}

(171}

1,322

1,170

Total caused by Mfg.
Adm. & Gen'l

Expense 380 8389

Total Vuriance (9,341)

* This really was the resull of increased

sales and may be considered asz a reduc-
tion of variance due to sules.
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In actual practice, the form of presentation
and the content wonld be changed to suit
the needs of  the  individuals  using  the
report.

In addition to this more or less general
anabyvsis of the factors which  have an in-
fluence on profit, there are uses of budgetary
control of more detailed nature. For exam-
ple usually overhead costs must be cons-
tantly under scrutiny to avoid excessive
spending.  Analysing the above saving in
overhead. P 1.170. the following comes to
light:

0

©E

L~2 = =

S e s ¥=a

T g - E ‘E i

=g =2 f£e=

= -2 =

£& T4 Sav

Pesos Peso: Pesos

Supervision 6.500 6,900 (400)

Mize. Indirect

Labour 8.200 7.400 800

Factory Supplies 3,100 2,500 600

Power 2,220 2.050 170

Repairs 6,000 3.700 300

Material Handling 7.150 T7.9¢0 1750)
Depreciation 8.500 8,500 —

Engineering 4,000 3.700 300

Miscellaneous 2.000 1,850 150

47,670 46500 1,170

The Factory Sapcrintendent may report that
he added a man to supervision with the
result that they were able  to reduce the
Miscellaneons Indirect Labour and Factory
Supplics which effected a0 net saving  of
P 1000, Tlowever a conveyor hroke and
material had to be moved by hand, costing
P 750 in excess of the standard amount.
The foregoing illustrations show some of
ti:e uses of hudgetary control in providing
munagement with  information  necessary
for control.  Obviously these illustrations do
not include the presentation of all kinds of
budgets nor the whole  storv of operations
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covered by this partienlar tvpe of budgets,

To describe and discuss adequately the
philosophics  techniques and  routines  of
budgeting requires serions  study oud the
use ol vne of the many excellent texthbooks
on the subject,

However, {or the reader interested in
the  mathematical  process  of  computing
the variunces in the analvsis of profit, there
are included. as Chart Number Two and
Schedule Ithe data and the computations
which explain the procedures. The corpu.
tations may  appear complex to the non-
accountunt.  However, in actusl  practice
the routine s casily feamed  and  readibs
carried ont by anv one trained in the subject.
In computing  the arances  there s
often some dithienlty for the beginner to he
sure of the natwee of the variance—-ie.,
whether it is a plus or a minus guantity,
The following table will help to follow the
computations of variauees,  Tlowever, the
student of Budeetary Control shonld  he
able to visualize the nature of the varianee
and also bhe fumiliar enouch  with  the
subject to derive sieh tables rather than
to depend on them.

SCHEDULE I

1Hustrative
Code Amount

Basic Budget: [ s

Standard Amount: 5 S ]

Monthlv Budget: M P13

tfor actual condition?

Actual Amount; A PP
In the cuse of sales tsince “Sales” is o plus
amount

Tolal Variance (from planneds: A-—B

Due tn prices: A--B

Due to Volume; 5—B

In the cave of Expenses {since "Expenses” are
minus amounts)
Totul variance (fronm: Monthly

Budget): S—-A
Due to spending:
if Fixed Expenzes are involved M—-A

if Fixed Exner:es are not involved S-A
Due to Volume a__M
For Example:

Using the illustrative amounts {(above)

BUDCLITTS

the variance for Expenses will he:

Due to spending
ue to volume
Totul Varisnce

M--A or 18—15 equals =3
S—M or 16—1¢ equals —2
S5—A or 16-—-1% eguals +1

In the following Vurienee  caleulations,
code Tetters are used  to assist in relating

each  calculation to the  equations  given
abuve.
Increase in Volume of Sales,

Pesos (‘ode
Acinal quantities zold (com-
puted ot standard prices) 215,300 S

Planned Sales

tBasic Budget) minus 208,000 B
Increaze in Sales — 8,300
This increase in Sules was accompanied
by collateral increases as follows:

——in standard Cost of Sules 1.460

-—in standard Selling Expense 350
Total Increases in Cest which
reduce profit 13,830)
Making a net increase due to
volume of sales  which s &

Favourable Vartance 2,470
Decrease in Selling Prices

Actual guantities =old ot aectual
selling prices 202,600
Actual guantities  ar  standard

prices minus 2135300

Decrease in Sales value be-
cuusc selling price iz less

than planned (which iz an

Unfaveurable Vorviance) (12,700}
Increase in Quantity Produced

Standard Fixed Overhead,

the standard cost of Fixed

Overhead for ocital pro-

duction 27740 S

Budge: Fixed Overheud minus 27,000 M

Fixed Cverhead abzorbed

in costs in excess of plann-

ed amount which iz a Favour-

uble Varicnce 740
Lxcess Spending, loo mueh Raw Material

Standard quantity of Raw

Material for actual produc- g

tion at standard price 63,200 M
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invested would continue to eam a low
return,  In other words, the time and ener-
gy of a Management Engineer whose scr-
vices are specially employed with  the
objective of reducing costs and improving
methods would be wasted, Is not imple-
mentation, therefore, as important as, if
not more than, the study itself?

Once a decision to implement is taken.
the next immediate question is "Who is to
initiate and carry out impleanentation?”
Under practical circumstances, this can be
as bothersome as ‘belling the cat. The
answer to it is: the responsibility of imple-
mentation is  Line Manager’s. A Line
Manager must not only initiate action, but
also—and this is more important—actively
and wholeheartedly  participate in the im-
plementation programme to ensure that the
objectives of the study are achieved. In
fact, the moment a study of a department
is undertaken, the departmental Line Mana-
ger antomatically, as it were, assumes the
responsibility of implementation.

How to Proceed?—Ten Commandments

A Linc Manager need not be frightened
of this additional responsibility heeause
implementation can be a lot easy if he fol-
lows the ten commandments given below:

(i1 Study the Management Engineer's
report thoroughly.

List the peints needing clarification
or modification, prints of dis-
arreement and points where the
Line Manager could himself suggest
further improvements,

Discuss these with the Manage-
men: Engineer at an early oppor-
tunity.

tii}

(iii)

{iv) usefulness of

taking them up

Ascertain the
propesals befcre
fcr implemention.

{v) Prepare the departmental staff for
the changes that would be brought
about by implementation.

(vi) Follaw the plan of implementation
prerared by the Management

Engineer,

30:

(vii) Review the progress of implemen-

tation periodically,

(viii) Apprise the immediate superior ot

the progress.
(ix) Even after implementation is com-
pleled, review the working
from time to time {o ensure effec-
tiveness of preposals.
(x) Be ready to solve problems, if any,
resulting from imglementation, and
seek the DManagement Engineer's
assistance only when necessary.

These aphorisms may now be analysed
in some detail.

Study of the Report

A Management Engineer should write
his report in simple language so that it is
easily understood by a Line Manager. The
Line Manager should study the report ob-
jectivebv.  Even if the working of his de-
partment is criticised in the report, he
should take the criticism in its true spirit
and remember that the proposals are aimed
at  bringing about improvement in his
department’s working, on account of which
he too stands to gain in the end.

The study of the report should be
thorough and eritical. The Line Manager
should understand the implications of each
proposal and equip himself for anv gueries
(from the staff) that mav arise during or
after implementation. He sheuld examina
the practicability of the proposals and be
able to visualize their effects, Any diffieul-
ties regarding implementation or modifica-
tions to simplify implementation or rcasons
why proposals are not acceptable ar asnee:s
needing clarification or further study sheuld
he noted down for discussion with
the Management Engineer.

Discussion with Management Engineer

The discussion with the Management
Enaineer should be threadbare. All points
sheuld be clarified and the implications
understood to smoothen implementation.
Study of the report and discussions should
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be completed as quickly as possible to ex-
pedite implementation and to derive the
bencfits of proposals at the earliest. Early
discussion will leave enough time for re-
examining, if necessary, any particular as-
pect. At the end of the discussion the Line
Manager must feel confident and convinced
about the practicability and utility ot pro-
posals before taking them up for imple-
mentation. Remember, a correction made
at the ‘blue-print’ stage itself yields richer
dividends than at the ‘ercetion” stage.

Preparing Department Staff

Man resists change. If it comes to him
unawares he reacts violently. Some changes
naturally accompany  implementation;
hence it pays to take into econfidence the
people concerned with the changes and to
explain to them the resulting benefits. This
creates a favourable atmosphere for receiv-
ing the changes. Cooperation comes forth
and brings about in them a sense of parti-
cipation. This is a very important factor

in an implementation project, for no
system works by itself; man makes it
work!

Changes may be communicated by

(i) addressing all concerned collectively
where aspects of common interest
could be dealt with and/or

(ii) talking individually to such persons
as would be particularly affected by
the changes.

At such meetings suggestions from
participants should be invited and doubts
clarified. It paves the way to successful
implementation.

Plan for Implementation

Whether a study is short or long,
simple or complex, a definite plan for im-
plementation is a prerequisite. Depending
upon the complexitv of the studv, the num-
ber of proposals and their interdependency,
the plan could be on the lines of a simple
‘Gantt Chart’ or a 'PERT Network’., In

A Parkinsonian
Observation
on Journals...

“If medical progress is to be measured
solely in terms of published work, the
number of journals in existence will be
a source of satisfuction and pride”, says
FB Schick writing on ‘Internal Law in
Cuter Space’ in the Bulletin of the
Atomic Scientists,

He adds: “It must be remembered,
however, that cach journal provides
work for a council, an editorial staff and
board, several editors and sub-editors,
numerous  reviciweers, and writers, no
doubt, of additional dialogue, The time
spent in research is actually reduced by
the manhours devoted to ccademic
fournalism. And if all concerned were
to read each others’ journals (as would
scem essential, to prevent duplication)
they would clearly hace time for nothing
else. It is interesting to reflect, finally,
that the few people who do research of
any significance ustially keep each other
informed by private  correspondence.
This being so, we can scarcely avoid the
conclusion that actual progress must
vary inversely with the number of jour-
nals published. I know of one univer-
sity library which receives some 33,000
fournals each year, and can scarcely
find the staff to get them all entered and
catalogued.  That is, to me, a sobering
thought.”
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any case, the Management Engineer would
be the person competent to prepare it in
consultation with the Line Manager. While
doing so, each proposal should be listed, the
target date set for its completion and the
person responsible for executing it named.
This will simplify follow-up and enable
pinpointing of responsibilities.

It is advantageous to give priority to
non personal’ proposals (i.e. those which
do not affect or involve persons, e.g. inven-
tory control, filing system} for implementa-
tion. Benefits resulting from the help
establish confidence of the staff in the utility
of proposals and ensure smooth implementa-
tion of other propesals involving stail,

Reviewing of Progress

It is essential that the Line Manager
periodically reviews the progress of imple-
mentation, both during and after imple-
mentation. Such reviews will help him to

(a) take suitable timely action for con-
trolling work and

(b) apprise his immediate superior of

the achievements of implementation
as the latter would be interested in
knowing the benefit derived from the
study as against the expenditure
incurred on it.

The post-implementation review can be
done by exercising checks regularly or at
random. Such reviews will enable him to
control in time the tendency among the
staff of slipping back into former less
efficient methods of work.

Keeping himself informed of ‘what’ is
happening in his department and ‘how’ it
happens can considerably strengthen a Line
Manager's self-confidence.

Problems of an administrative nature
arising during or after implementation
should be solved by the Line Manager him-
self. No reference should be made to the
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Management Engincer, as the latter fune-
tions only in an advisory capacity and has
no administrative or executive anthority.
Allowing a Management Engineer to inter-
fere with the department’s ‘internal’ pro-
blems can give rise to very undesirable
situations, and as such should always be
avoided. However, on technical problems
or clarifications, the line manager should
consult the Management Lingineer,

Depending upon the nature of study
and the volume of work involved, the Line
Manager could associate the Management
Engineer either on full time or part-time

basis to provide assistance in implemen-
tation. 1t is advisable to associate the
Management Engineer with  implemen-

tation work to the extent necessary, Being
the person most conversant with the pro-
posals evolved, the Management Engineer
can provide valuable guidance.

If the services of external managzcmeoent
consultants {and not those of a Manage-
ment Engineer from within the organisa-
tion} are employed for the study, it is
advisable to settle in advance the question
regarding implementation also. In order
to get the best results, it is desirable to
associate during implementation the con-
sultant that conducted the study. His ser-
vices could be hired either on full or
part-time basis depending upon the nature
and volume of work. Bringing in a fresh
consultant will mean additional cost, time
and labour,

So far we have discussed mainly the
Line Manager’s role.  What then is the
Management Engineer’s role in implemen-
tation?

Management Engineer has an equally
important role to play. He can, by virhie
of his knowledge and study, guide the Line
Manager effectively and solve all his queries
pertaining to technical aspects of the study.
He can, by his tactful approach, smoothen
implementation and by his intellectual
ability coupled with humility, win the con-
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fidence of the people with whon he has to
work.,  All said and done, he must remem-
ber well not to misuse his liherty of access

to the department under a study and
interfere with its ‘domestic affairs’.
Trade Union Participation

A preper understanding between the

Line Manager (Management), labour, staft
{Union)y and the Manageiient Iingimecr
and an objective approach on the part of
all can lead to remarkable achicvements.
Implementation  is  comparatively  casier
where  Management' is Sstronger’  than
‘Union’ or where Management-Labour rela-
tions are harmonious,  But if it is the other
way round, it can often create vexing situa-
tions. In such cases ‘hargaining power iy
the material factor, [ implementation i
desired to be smootly, it is gencrally advis-
able to assoclate "Union’ to o suituble extent
depending upen the particular aspect ot
implementation and little progress. On the
other hand, their association is hikely to in-
stil a ‘sense of participation” and create an
atmosphere of mutual  confidence,  The
Management, Union and the Management
Fugineer could thus march hand in hand
towards the common goal of prosperity
through higher productivity.

Last but  wnot  the least. it an
iinplementation project is to suceced. it has
to be timed carefully, taking into considera-
tion some of the following factors.

Introduction of Changes

People  resent frequent  changes  in
working methods, workplaces, work alloca-
tions, w vhich not onlv upset morale but also
adversely affect efficiency. Changes should.
therefore, be introduced only when thev
have a decided overall advantage. consi-
dered from all angles. They shomld pre-
ferably be tried out on a small scale prior
to their full scale introduction.

It is advisable to avoid itroduction of
changes in working methods or reduction
in staff strength nearabout the end of a
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financial year.  Training of staff in new
methods usually  takes time and depleted
staff finds aun initial difficulty in  coping
with \\m k. This mayv delay or upset the
vear-clusing work, the blame for which mav
cenveniently be cast uther upcn the ‘pro-
posals” or their ‘proposer’, the Muanagement

Frcincer, However, proposals introduced
during “slack”™ time will show desired

) >
rosteits,

Severe sunmmer can make pe()plos life
miscrable. and if Il]l]_)l(‘[ll(‘nl"ltllﬂ'l is done
undder such conditions, it is likelv to meet
with less success, unless some  steps  are
tehen to improve working eonditions.

If the staff Unjon has already a list of
unscttled demands, it might be rather ‘ad-
venturous’ to tuke up implementation with-
ot proper negotiations or consideration of
their demands.

Some Typical Experiences

It would wol bhe out of place to
gencralise some of the important points
frenn my own expesience of implementation.

It staff is not well prepared to receive
changes. i communication is not clear and
il there is lack of confidence, an implemen-
tution project, despite its brilliant proposals,
nay not be suecessful. Proposed  changes
alfecting stalt should, therefore, he cxplam-
ol pmperl_\ and ade’luate training in the
proposed methods should be given to them.
In spite of this, if complaints of bigh work-
load arise later, the working metheds and
actual work volumes should be re-cxamined.
A re-examination may reveal that the staff
do uot fellow the proposed methads or their
work volumes are based on their own ‘im-
pressions’ and not on statistical facts. A
Line Manager, who is not carried away by
such ‘iinpressious’ but bases his decisions on
facts’, will be able to tackle such situations
successfully.  This approach will not only
win him confidence of the staff but also
help in curbing recurrence of complaints
hased on ‘impressions’,
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These are also commonly met with durin::
an implementation programme.  However,
they could be tackled better through sincere
discussions, objective negotiations.  and
even practical demonstrations, if necessary,
of the proposed methods by the Manage-
ment Engincer. Disciplinary  action may
have to be taken only as a last resort when
all other alternatives fail. Suitable incentive
schemes could be a good inducement to staft,
provided they are worked out scientifically.

Behaviour of Line Managers

One comes across a variety of  Line
Managers: the ‘unconcerned” type, the ‘semi-
enthusiastic’  type, the ‘over-enthusiastic’
tvpe. the ‘'impatient’ tvpe and so on. A
AManagement Engincer must tackle all of
them tactfully.
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The ‘unconcerned’ tvpe least bothers
whether 2 study or implementation is done
or not, Such a Line Manager comes to grief
only at the end of a financial year when he
finds that the performance of his depart-
ment was of a very unsatisfactory level.

The response of the ‘semi-enthusiastic’
tvpe to implementation is lukewarm.  He
dces not  take  enough interest in it, but

partivipates only half-heartedly.

The “over-enthusiastic’ type can also be
detrimental so far as implementation is con-
cerncd, e tries to transfer his executive
authority to the Management Engineer for
iimplementation, probably with the honest
intention  of  expediting work, bnt  least
realising that such an attitude can create
staff problems.

Fire Safety of Jute Mills

The Indiun Standavds Institttion has prepared a draft Indian Standard
Cuode of Practice for Fire Safety of Indusirial Buildings, which covers the
essential requirements for the fire safety of jute spiming and weaving mills,
and jute rope carpet-making faciovies.

Fire breaks out frequently in jutc mills manufacturing and preeessing
seciions, a3 the jute fibre is Tnghly combusiible.
paily due to frictional sparks, hot bearings, or failure of electrical equipment,
Altlouch all sections of the il huildings are cqually susceptible, the incidents
of fire maost often take place in halching, carding, and sack-sewing sections.

Urequency of fire bresk-outs in jule mills and jute godowns will be
appreciably minimised, if pre-defermined safety measures are adopted in the
construction of mill buil:ling, installation of machinery, and in storage-godowns.

The draft standard is Deing circulaicd for eliciting technical comments
which will be considered before finalising the draft as an Indian Standard.

The fire may be caused princi-
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The ‘impatient’” type wants results
immediately. He pesters the Management
Engineer without appreciating that propo-
sals dealing with workloads, staff strength
and training staff in improved methods are
time-consuming.

One way of correcting these defects in
Line Managers—particularly the first and
the second type—is to offer them some sort
of an incentive to induce them to take
interest in and shoulder the responsibility
of implementation and ensure its successful
completion. The third and the fourth type
need some counselling for change  of
attitude.

Need for Human Touch

If asked to choose between Line Mana-
gers—the one who locks himself up in his
cabin from 10 am. to 3 p.m. and the one
who frequently darts in and out, smilingly
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chats with or gives a deserving pat to his
men—I for one would any way prefer to
have the latter as my boss. And it is tiue.
I believe, of people at all levels. A Line
Manager should know his men well, under-
stand and solve their difficultes in respect
of work and treat them as ‘individuals’. He
should judiciously appreciate or ecriticize
their performance as the occasion may de-
mand. In other words a Line Manager who
is at once a puide, friend and philosopher
to his staff, will certainly lead his team well.
If this holds good for ‘routine’ work, so
should it for ‘implementation’ work.

From what has been said so far, it will
be appreciated that if “implementation with-
out tears’ is to he achieved, the project must
he planned properly, manned suitably and
timed correctly. And to accomplish this
goal, the Line Manager, the Management
Fngineer and the ‘Trade Union’ must all
play their respective roles.

A New Publication

supervisory, and managerial.

DEVELOPMENT OF TRAINING
EXECUTIVES

This Manual, prepared by Dr M Yoga and Mr Wilbur
G Eklund, is intended as an aid to persons engaged in
organising and conducting various types of training pro-
grammes for different levels of personnel such as technical,

NATIONAL PRoODUCTIVITY COUNCIL
38 Golf Links, New Delhi-3

Price Rs. 7.50
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Use Hamam — the toilet soap that lasts. . .and lasts.

"-"'-t’o-o-ao,,,",’ll,””"

SMTH=3

A TATA PRODUCT

o W W, W Wy N W

¥
)
Y
\)
N
)
)
4
z
\
Y
¥
N
\)

\
\)
v
\)
N
v
N
\)
\
z
v
N
\
N
)
v
)
»
\)
\
¥
v
\
)
\
)
v
\
\
\
\
\
\
\
\
\

\

L)

L)

\



Seldom has one cigarette
combined the virtues of the
finest tobaccos with the S
efficiency of a modern filter w“ ﬂ‘-‘“—"

so exquisitely as Wills Navy cuT :
Filter Tipped. Millions eER TimREe |
have found new satisfaction |——- — —
init. Why don’t you? Rs.1.20 for 20, 60 Paise for 10

{iocal taxes extra;

INDIA’S LARGEST-SELLING FILTER CIGARETTE BY FAR

'
WELL OVER A MILLION

—
CIGARETTES ARE ENIOYED

EVERY DAY. WHY ! /%

In this :irt rich, / S/
- goldes-brawn s
‘tobacees. Expertly S

WILLS FILTER TIPPED

] "\Udedror tasee , %
riflavzar g
4=re Swhere
yedgerthe
satisaction

i
yirom.

i

r'g..u And in hen

K the filter that |

preserves |he

'* 1aste. reieases xhe

d Navour while it

2 —' rrakes the smoke

uficammonly
imooth. J

I'WTWE2977-1 A




IT1 is the ploneer Public Sector Undertaking-in India thal manufactures a wide range
of modern telecommunication equipment, from telephones to highly complex muiti-
channel systems. 0 Today equipment supplied by ITl works to satisfaction in Ceyion,
Nepal, Sudan, Malaysia, Kuwait, New Zealand, Greece, U.A.R., South Vietnam, Thailand,
Singapoere and the Somali Repubilic.

ITI designs conform to International Standards

INDIAN TELEPHONE INDUSTRIES LIMITED BANGALORE-16, INDIA
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A
radio

a minute

Increasing productivity over the years has
transformed National-EKCO.

It was a small pioneering company manu-
facturing the first Indian radio...and it had
only a rented workshop in a flat. Now it
has the largest radio factory in India with
the most modern equipment and many faci-
lities for the workers.

A radio a minute is the result of up-to-date
work methods...maximum efficiency of oper-

ations .. .a good product designed specially
for owr difficult climate,

A huge internal and export market waits
to be exploited—but future productivity
af National EKCO’s new factory will meet
all demands substantially.

Why not increase your Priductivity also
by providing music to your workers with
a National-kEKCQ Radio while they work
or relax.

THE NATIONAL EKCO RADIO & ENGINEERING CO. LTD.
Ewart House, Bruce Street, Fort, Bombay 1.
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Tata Steel goes abroad

Several times a year, ships carrying, among other things,
angles and channels, bars and joists,and other steel products
made in Jamshedpur sail away from the Calcutta pott...
bound for East Africa, the Middle East and Far East, These
steel products are of utmost importance to the importing
countries for their economic development.

During the last two years, Tata Steel has exported through
Commercial and Industrial Exports Ltd. (CIEL), the
Government-recognised export house of the Tata group,
over 30,000 tonnes of steel products and earned over
Rs. 1.15 crores of foreign exchange for the country. The
exports, which are steadily increasing, indicate Tata Steel’s
concern to do its bit to augment the country’s foreign
exchange earnings, so vital to

the success of our national goal

~f planned industrialization. FATA STEEL

The Tata Iron and Steel Company Limited JWTTHN 28387
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INSTRUMENTS
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ARE UNEQUALLED
iN
PERFORMANCE

CONTACT:

GCCcP



HIVELM 132 KY B0O Amps lsolator mounted in underhung position

sl

HIGH VOLTAGE EQUIPHENT & RATINGS UP TO 1200 AMPS

LINE MATERIAL e Mechanical Interiocks e Electrical Interlocks
A e Motor Operation e Auxiliary Switches

ISOLATORS & : :'?etg\rfl;)(l:)kft?f g;zg:giggn?ilggt?rs and Clamps, etc.
AIR BREAK Manufactured by :

SWITGHES HIVELM INDUSTRIES PRIVATE LTD.

Works : A-5/6, Industrial Estate, Guindy, Madras-32
Phone : 80504 ; 80339 Grams: 'HIVELM'

HDBUST DES!GN Fﬂﬂ &dr{\inéstir;;tive OﬂA%e:S.&sldMaigoRoad.
asturbai Nagar, ar, Madras-
ENDURING SERVIGE Phone: 74461 Grams " HIVELM *

EP-HI1.9




safest for evervthing in
electric power control.

ME! METALCLAD
SWITCHGEAR for use in
systems up to 11000 V.
Tested & Proved
Rupturing Capacity .

350 MVA

Ill‘mtfuon of a typical
installation in

Western Railway

atamgacred ty: THE MYSORE ELECTRICAL INDUSTRIES LTD. eangaore

Eiviinworing Fabrication Licence d. G. Statter Ltd.,

Sales & Service
Branch ot : "K"” Block, Chawdhary Bidg., Connaught Circus, Naw Deshii.
PN Associated Offices:
L.A.E.C. (Madras) P, Ltd., ‘Dinroze Estate’, 2011-G, Mount Rosd, Madras 2.
(BOMBAY) PYF.LTD. UAEC. (Mysore) Put. Lid., 54.55, Siiver Jubilee Park Road, Bangaiore City.
.A.E.C. (Hyderabad} Pvt. Lid., Barman Bldg., Gunfoundry, Hyderabad.
£, Forbes Street, Bombay 1. (A€ C. (Calcutta) Prt Lid., 19, Rajendranaih Mukherjes Roed, Calcufta 3.
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keeentiterature on productivity

Economic Development

FOREIGN TRADE AND ECONO-
MIC DEVELOPMENT OF UNDER-
DPEVELOPED COUNTRIES: Ignacy
Sachs, Asia Publishing House, Bom-
bayv, 1965, pp. 136, Rs. 15.00.

The author who had earlier published
a book on the Patterms of Public Sector in
Underdeveloped Economies, is the Direc-
tor of the Centre of Research on Under-
developed  Economies,  Warsaw, Poland.
This book (which is a prize winner) studies
representative economic models with a
view to identify the role and significance
of foreign trade in the economic growth of
underdeveloped countries.  The author is
a high academician, and the book he has
produced is remarkable for its penetrating
and progressive analysis. Nevertheless,
the recader is throughout conscious of poli-
tical overtones; and the author has taken
upon himself the task of filling up a gap:
“ ..the task seems worth taking up since

onlv a few works are available which
analvse the present crisis in the inter-
national capitalistic division of labour from
the Marxist standpoint. This colours the
entire  presentation and  analysis, though
one mav say that in the broader conclu-
sions, the true academician stands out
rather remarkably well, but the broad
framework  within which  discussion  takes
place is conditioned by the author’s con-
sciousness of “the network of international
trade as a triangle with the socialist, capi-
talist and underdeveloped countries at each
of its respective apexes...” and the
author’s broad conclusion that the sal-
vation of underdeveloped countries lies in

developing trade hetween  themsclves,
as also with the socialist countries.
With regard to the capitalist coun-

tries, the approach must be to keep clear
of their politics, but nevertheless to
exploit them fully through obtaining the
maximum economic aid and using the con-
sequent enhanced import potential to
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bolster up the overall rate of economic
growth. This, in common sense terms, is
the strategy suggested by the author for
underdeveloped countrics, to make the
best of both the worlds, though in actual
point of fact, reading between the lines,
the author’s analysis is somewhat pessi-
mistic in the sense of leaving a feeling
that the underdeveloped countries are
most unlikely to get the better of both
the worlds; they may actually get the worst
of it unless they are politically prepared,
for “the international division of labour will
in some measure be determined by the
changing balance of political power...in
the world. In fact the substance of the
author’s thesis is that politics is the deter-
mining factor in economic affairs; and
“ ..only social and political changes can
provide the means of decreasing the gap
between the potentialities of mankind and
its present situation when at least a hillion
people starve, another hillion people eat
too little and armaments absorh the equi-
valent of the total national incomes of
all underdeveloped countries...”

Impact on Agriculture

Reading between the lines again, in
the author’s opinion it is most unlikely that
there is going to be anv radical change
in this state of affairs in the coming
future “. .. Considering that the impact of
technical progress on agriculture is likely
to be rather slow, technical progress and
creation of modern industries will, in all
probability, not revolutionize the existing
division of labour hetween industrial
countries and primary producers. . .”

This hook has been written in a
manner as though it was specially intended
for us. Tt begins with a quotation drawn
from Sri Morarji Desai (the then Finance
Minister} who had at that time made a
strong statement regarding the imperative
need for the Western Powers to liberalise
their foreign trade policies; and there is a
preface that the author has specially wri-
tten for the Indian edition: “I believe that
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it might be interesting for the Indian reader
to learn how  these problems  are
approached in a socialist country like
Poland.”

In discussing the external obstacles to
growth also, the reference is to India:
“...Actually, the worse the prospects for
the foreign trade of a given country, the
more urgently it needs—even though it
suffers from lack of foreign exchange—to
import large amounts of machinery and
cquipment in order to create a basic in-
dustry of its own...Quite frequently they
are  so anxious to ensure an adequate
volume of imports of capital goods ~that
they fall into the trap of accepting direct
investments of private foreign capital...”
Obviously this is quite a bit of advice
given to us in the context of the present
siluation.

Then the author proceeds to the choice
of a proper development strategy, A
rather promising vista is opened out to us:
“...we have to stregs once again the con-
trast between the present poverty of the
Middle World and the potential affluence
it could enjov. once certain conditions are
fulfilled ...”  The actual detailed analysis,
however, leads on to a somewhat pessi-
mistic conclusion in sharp contrast to the
opening  statement quoted above,

In the theoretical exposition which
follows, the author makes a verv power-
ful onslaught on the theory of comparative
costs, which has so far (and successfully?
sought to freeze the traditional pattern of
international trade. The analvsis is, how-

ever, somewhat unacademic in its con-
tempt for the theories of international
trade. The author is particularl harsh on

the theories of the Western cconomists
which consider foreign trade as an ‘engine
of growth”. Actually in substance the
whole book supports this thesis and the
author, in no uncertain terms. comes to
the conclusion that forcign trade can be-
come a really powerful engine of growth,
providled we know how to play
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the game. It is true that foreign
trade in some underdeveloped coun-
tries has led to a marked increase in

‘conspicuous consumption’ and that the
profits of business have hecome “so large
that they do not try to foster productivity
by means of productive investment”, but
this is only part of the truth and it is
possible by a planned direction of invest.
ment and a control of foreign trade, such
as we have, to achieve a higher rate of
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economic growth, All that the author’s ad-
vice amounts to is that we should pursue
these policies with greater earnestness and
thoroughness and close the gaps that
antisocial forces have created for their
own advantage.

The theoretical analysis is followed by
a statistical appraisal in which the author
has divided the various underdeveloped
countries into five groups; and we are the

Writing in a recent issue of

“In my own country, experience

production.
experience.
private sector,
industrial plants.

“Yet the Eublic sector has
assisting more t

Public vs. Private Sector

According to the US Ambassador in India, Mr Chester Bowles, both
the public and private sectors have a place in every modern economy “each
doing what it is best qualified to do...”
the American Reporter, Mr Bowles adds:
has taught us that there are certain
spheres of our economic life in which the public interest requires govern-
ment to play an active role. For instance, our Federal, State and Municipal
governments own and operate many public utilities,
electric power, communications and transportation, provide low-interest loans
to help farmers, businessmen and builders,
ing and quality standards, guarantee the
establish minimum wages and working conditions.
Government is providing funds for the construction of millions of private
homes. . .and directing stabilising, and insuring most of our vast agricultural

“Our economic programmes in India have grown out of this practical
Most of our loans and grants have been directed not to the
but to government-owned and operated electric power plants
and railroads, educational amd medical facilities,

its limitations.
an 80 new governments of Asia, Africa, and Latin America
to secure more rapid economic development has underscored the equally
essential role of a dynamic private sector.”

set prices and rates for

assure honest labelling, advertis-
bargaiming rights of labour, and
Right now the US

and to publicly-owned

Our own experience in
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first in the last category, with "a continuous
fall of the country’s share in the world
exports” (in company with Brazil, Argentina,
Egypt and Chile). This chapter on statis-
tical appraisal is  probably the best
throughout the whole hook.

BReferring to import substitution, the
author says: “It is not the case of starting
import substitution in some branches of
industry, but that of adapting the whole
national economy to unfavourable condi-
tions on the world markets by means of a
raclical transformation of agriculture, tapp-
ing the natural resources, and, finally, buil-
ding a large-scale manufacturing industry.
Thus, the matter at stake is the choice of
such 2 development strategy which would
make the underdeveloped countries less
vulnerable to the influences of foreign
trade.”

Right Policy

The author’s opinion is that there is
not much that the developing countries can
do to improve the sitnation in  foreign
trade; and, therefore, the only right policy is
a determined internal mobilization of re-
sources. iransformation of agriculture. and
industrialization. “The speed and the ulti-
mate eflects of such measures will depend
on the boldness of institutional and social
solutions adopted.”

On the foreign trade account, the
author’s conclusions in this chapter on the
prospects of international trade up to 1980
are rather pessimistic,  “All the factors which
account for such a poor performance are
of a rather permanent character.” In order
to have a sizable impact on the growth
rate, the assistance from foreign countries
would have to he increased 17 times over
the present level of aid. “This points to
the need for a considerable expansion of
trade with the socialist countries as well
as the intra-trade between developing
countries.”

Of course the developed countries of
the West can help, for what they give
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would in any case “constitute a very small
proportion of the income of developed
countries . .. armaments absorb 120 billion
dollars every year, and 5 per cent of this
sum could give a very effective assistance
to the underdeveloped countrics. 1f this
sum were made available, it would increase
their capacity to import by almost 20 per
cent, The programme of Development
Decade adopted by the United Nations
postulates the attaining of net transfer of
capital amounting to one per cent of their
national incomes. Such a sum would
double the underdeveloped eountries’
capacity to invest.”

The only hope the author holds out is
that the competition hetween the two social
systems—the capitalist and the socialist—
might lead to policies of increased assis-
tance to the underdeveloped world, but
only universal disammament could magnify
the volume eof such assistance.

The author then proceeds to discuss
seriously the development strategy for an
import-sensitive cconomy  such as  ours.
He does admit very clearly the transform-
ation function Fulfilled by foreign trade.
This transformation function can be maxi-
mised by a concentrated utilisation of the
additional import capacity dircetly or in-
directly for development purposes. The
author here makes a diversion to the neced
for a proper regional allocation of scarce
reSOUrces.

Foreign Trade

In discussing the strategy regarding
foreign trade the author expresses himself
against any policy based on autarchy:
“... the developing country should not lose
any opportunity to expand exports or to
take advantage, in the most ratonal way
possible, of the international division of
labour. .. the strategvy under consideration
aims at expanding foreign trade to the
utmost limit (making it reach the ‘ceiling’
set by exogenous factors}...” The author’s
formula works on to the maximization of
the capacity to import and its most profit-
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able and rational utilisation and on the
other. the maximization of the rate of
growth with a given capacity to import—
and he rapidly comes to the same basic
policics which we have in fact heen pur-
suing for a long time. “The only way to ex-
pand the capacity to import is by stepping
up the cxports, which can be ensured either
by increasing the traditional exports or by
promoting the sales of new products.” In
both the cases, to increase the volume of
exports, the underdeveloped country has
to seck new markets, “In practical terms,
however, the real issne is that of increasing
the volume of trade with the socialist
countries and intensifying the intra-trade
between developing  countries themselves.”
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Regarding new markets and new
commodities, the author makes an interest-
ing suggestion of embarking on export-
oriented, capital-intensive mining projects
with a high import-component, only when
no alternative exists for more rewarding
import-substituting investments. We have
already been doing this. particularly in
respect of iron ore.

The author then discusses whether it
is possible for underdeveloped countries
to copy Japan's performance in the inter-
war period, namely to dump cheap quality
goods on a mass scale in practically any
market that happened to be available. The

He said:

it was 20 vears ago.”

priorities.

resu

added.

Need for Exploitation of Basic
Metallic Mineral Resources

A grim and realistic picture of cur mineral industry was drawn by
Dr Dara P Antia, President, Mining, Geological and Metallurgical Institute,
speaking recently at the Diamond Jubilee Dinner of the Institute.

“Almost after two decades of Independence, the problems of
our mineral industry has increased instead of diminishing, and the solution
of many problems has either not been found, or in trying to find out solutions
more problems have been created to the detriment of the industry. Inter-
nationally our mineral position may be considered more vulnerable today than

He put the blame for this situation primarily on our lopsided ideas of
During the last 20 years great emphasis had been placed on the
exploitation of iron ore, manganese, mica, titanium, bauxite, etc., but very
little had been done to exploit whatever resources we had of basic metallic
minerals, such as copper, lead, zinc, and tin, on which all the engineering,
power generation, defence, and other vital industries depended. The known
and available deposits were being neglected. The folly of such a policy was
clearly demonstrated during the last emergency when the country found itself
comfx etely deprived of imported sources of these metallic minerals.

ted in the complete stoppage of many vital industries, causing a serious
threat to our economy and security. The danger of such a calamity repeating
itself remajned, as we were still dependent on the import of these metals, he

This
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prospects for this. of course, appear to be
rather dim.

The author’s couclusion may now be
summarised in his own words:  “... a
marked increase of exports of industrial
consumer goods from the developing to
developed countries would be possible only
if the latter decided, for political reasons,
to help the underdeveloped economies by
opening  markets  for  their  exports. ..
... Neither can the Middle World count
on a considerable expansion of industrial
consumer goods to socialist countries . . .
...the only prospective market for rapidly
expanding sales of industrial goods is that
of the developing countries themselves . . .
...2t is neither technical factors nor the
uncompetitive prices that curb expansion
of trade, but obstacles of a political
nature ...”

So we come back again to the same
old political and economic terms: a very
rigid diseipline of foreign trade, developing
trade with socialist countries to the extent
possible, getting the maximum concession
from Western developed countries and
trying to develop the intra_regional trade
among the underdeveloped countries
themselves.

Summing up, this book reaches an
unusual height of acute analvsis in its
purely theoretical exposition. In terms of
its statistical analysis also., the book is of
high quality. In terms of political and
economic advice, however, it does not offer
the underdeveloped countries anything
that is really verv original. It all really
amounts to sharp political bargaining; and
if so, we shall do the best we can... In
the context of Devaluation, the book ac-
quires a certain topical importance, for
a certain strategy must he adopted, if we
are to get the best of Devaluation; and in
terms of strategy, the book is a good one.
It is particularly valuable for making the
economy really productive over a long
period: hence this long review in this
journal.

BOOK REVIEWS

Analysis of Social Processes

THE ART OF JUDGMENT: Sir Geof-
frey Vickers, Chapman & Hall, Lon-
don, 1965, pp. 242, 255 net.

As an essay in the analysis of social
processes this is about the profoundest study
published in recent years. The main title
—The Art of Judgment—is, of course,
somewhat misleading, for while the reader
will feel greatly intrigued and enlightened
by Sir Geoftrey’'s comments on the art of
policv-making--—which should have been
the main title-—he may not find his art of
judgment very greatly enhanced. This is
not in anv wayv to defract from the value
of the publication which is marked by un-
usual depth and perspicacity. Few in fact
would be better qualified than the author
in writing the type of hook that he has.
“1 have spent my life in practising the law,
and helping to administer public and private
affairs; and T bave thus had opportunity to
observe and take part in the making of
policy ...” Xo wonder, Sir Geoffrey has
acquired a rather unusual understanding of
modern social processes, and a stll more
unusual capacity for philosophising in a
somewhat Platonic sense,

The book, again, is marked by an
unusual balance and conscientiousness such
as only come to a man of great maturity.
“Su it may be inevitable that we should
sometimes expect far more of our governors
and even of ourselves than is in fact open
to them or to us, and suffer, in consequence,
unnecessary agonies of fury or guilt; and
should sometimes expect far too little and
thus allow a high human function to be
ahdicated ...”

One thing for which we ought to be
particularly grateful to the author is in what,
in his opinion, is the historic rele of the
intellect as a powerful social force, even
a possible conditioner of human nature
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iself. .. .it is clearly true that both
science and philosophy, by the concepts of
human nature which ‘they use and propa-
gate, can powerfully affect men’s views of
themselves, their possibilities, and  their
limitations and may thus alter what human
nature effectively is... A too restricted
view of human nature, ... even though only
briefly ascendant, can significantly alter the
expectations, and hence the behaviour of
men and societies, and may thus provide
its owa bogus validation. This is always
a danger, not least today: and this book is
a contribution to what, I hope, will be a
never-ending resistance movement .. .”

Apart from this, the book provides au
extremely rich intellectual fare in itself,
particularly in the realm of public affairs.
In terms of analysis again. the manner in
which the author has almost succeeded in
incorporating the element of time in politi-
cal and social analysis is really a unique
achievement:  “...Few would denyv today
that time is a dimension of the space in
;vhich _we objectively and subjectively
ive. ..

Really Charming

The book may be a little difficult for
the busy policy-maker to read. But it is
very interestingly written, and some of the
obiter dicta are really charming: “. .. Rats,
it is true, maintain their metabolic balance
... by a series of excursions after food, each
ot which is a goal-sceking: and some humans
similarly maintain their solvency by perio-
dic excursions after money . ... Throughout
most of its domain, the civil service has,
for good and ill, developed a climate which
might prove even dangerously chilling to
empire-builders...” A public corporation
struggling to make ends meet becomes just
as preoccupied with its profit and loss
account as an insolvent shopkeeper... We
not onlv grow old and die: we no longer
learn fast enough... the levers of power
can he handled only by those who sit in
the appropriate seats; even those seated
above them in the hierarchv are as impo-
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tent as outsiders or subordinates to displace
the operator’s hands by their own ... Public
bodies seldom have the experience of feeling
rich and irresponsible; their designers are
at pains to protect them from so dangerous
a stimulus ... It has been said that acade-
mic minds argue to a conclusion, business
minds to a decision; in fact, both types of
mind, if they are competent, argue to both
and know the difference...”

Productivity Analysis

INDUSTRIAL PRODUCTIVITY
AND ECONOMIC GROWTH: Dr
BB Lal, Chaitanyva Publishing House,
Allahabad, 1965, pp. 391, Rs. 20.

This is a rather ambitious book, and a
little difficult for s to review because the
author has drawn extensively upon NPC
publications, particularly the Productivity
Journal which has been quoted on many
pages, and in the context of many arguments.
Further, he has devoted a number of pa%?s
to the NPC itself, and its involvement in the
processes of economic growth.

In his Forcword, Dr  Agarwala
pinpointed Dr Lal's principal thesis:
industrialisation per se may not be a mean-
ingful quantity unless it is associated with
rising productivity or reduced cost per unit
of output ... The great merit of Dr Lals
book is that he not merely talks of these
things in a general way, but goes into the
technology of rising industrial productivity
and explains how productivity can be
measured, and how it can actually be
augmented .. .7

has

"

The reading of the book justifies what
Dr Agarwala has said. In fact, it is really
a whole treatise on Indian Economics writ-
ten from the productivity standpoint. The
Introduction indicates the broad coverage
of the book: “... The wasteful character of
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our agricultural, industrial, institutional and
commercial production, the defective organi-
sation of our market mechanism suffering
from inadequate and expensive facilities of
credit, transport, communications and power,
and the very large absolute size of our
population with a poor percentage of
adequately productive working population
obliged to satisfy ever-increasing wants in
the wake of Independence, Five-year Plans,
and ‘demonstration effects’ are the bhasic
productivity-retarding  difficnlties  of  our
economy ...

Apparently,  this hardly  excludes
anything from the author’s analvsis, and he
has also brought in planning and monetary
management: ... Rational emplovment of
production factors necessitates coordinated
macro-micro economic plauning via a res-
ponsive monetary management in association
with awareness of the need to cut down
both social and monetarv costs .. .7

What productivity would ultimately
mean to the social economy is also clearly
indicated; “. . . Productivity-geared industria-
lisation alone can lead to creation of a
healthy investment climate, fuller employ-
ment conditions, and a progressive socio-
economic order . ..”

Quoting again, nobody would differ
from the author in his judgement of our
comparative lack of productivity: “...The
enormity of the productivity problems in the
Indian economy can be realised from the
fact that practically all the classes of our
population are verv wasteful at their work-
place when compared with their couuter-
parts in the industrially advanced West...”

The major defect of the book is that it
is overloaded with facts and figures. There
is a rather curious mixture of economic
analysis and productivity techniques, but
while that does enhance the value of the
publication from the point of view of an
inter-disciplinarian, it does, in the overall
impact, create a somewhat  confusing
picture.

BOOX REVIEWS

This is not to underrate the real value
of the book to intellectuals, industrial mana-
gements, and policy-makers. For the first
time, it must be said that many facts and
figures relevant to productivity analysis and
cconomic growth have been brought within
a single conspectus. The reading of the
author is enormous: probably e has left
nothing untouched. In fact, the feeling
reallv is that the author has spread himself
over too large a canvas. However, it must
he said to his credit that he has hrought the
traditional productivity techmiques within
the general framework of economic analysis,
particularly Growth Fconomies.

Considering the modern pricing of
books, the price of this publication is really
modest. The printing, however, is not high
class, and one really does not understand
why for a publication of this character and
value, such awfully ponr paper has been

used.
Working of AIR
BROADCASTING IN INDIA: GC

Awasthy, Allied Publishers Pvt. Ltd.,
Bombav, 1963, pp. 269, Rs. 18.00.

In view of the current controversy
reearding  AIR. this is a very timely
pnblication in which the author gives his
own  personal  experiences  of AIR for
over 15 vears. It is, however, a little diffi-
cult to review this bhook, because, both in
forin and substance. the subjective element
is preponderant and colours the entire pre-
sentation of practically all the issues (big as
also small) regarding the history of broad-
casting in India. The writer rightly says:
“Tt is a personal testament—a testimony of
my own experience and an assessment of the
working of AIR” Having worked in that
organisation from 1943 to 1960, the author
left it “in deep despair ... The completion
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of this book has been for me a kind of
catharsis.”

The book, despite its extreme subjec-
tivity, does fill in a vacuum. The author is.
however, conscious of the unavoidable defi-
ciencies in his presentation on account ol
lack of access to official records, There is,
therefore, no question of comparison to such
works as those of Prof. Asa Briggs on the
BBC. Prof. Briggs had at his disposal not
only all the official documents of BBC,
hut also Lord Reith's own personal diaries!

Utilisation of
Laboratory
Research

(Contined from page 172)

offered, however well put in practical
shape, but a complete association. 1 know
that this can he done only in some selected
cascs but that is the way in which deeper
conviction can be carried, and should be
carried, particularly in those cases in which
the stakes are high or the multiplier effect
would be the largest.

The questions are:

1. Are we really personally and
emotionally interested in rapid
utilisation of research?

2. Are our marketing techniques
suitable?

3. Is there persistence enough?

4. 1s the ofter made at a suitable

stage, in suitable form and de-
tail, to appropriate concerned
people—the chosen few?
5. What is being offered—
food to the hungry, medicine
to the sick, or an overcoat in
tropical weather?
Who is the researcher?
Who sets research in motion?
Why particular research?
Is the product good?

LoD
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In spite of these deficiencies Mr GC
Awasthy has made an outstanding contribu-
tion to the Kterature on AIR. It is, of
course, as he says, a critical narrative of the
development of AIR, its programmes, poli-
cies and ambitions and faijures.  In making
this claim, Mr Awasthy is more than justi-
fied. The book is extremely readable but
for certain avoidable printing crrors. In the
very preface itsclf the word ‘verities” has be-
come ‘varieties: “the hook makes no claim
to have established any eternal varieties
about broadcasting in India.” The author
means eternal verities. Despite these mis-
takes, however, it would pay the reader to
go through this highly informative publica-
tion: and the policy-maker (on Broadcasting)
would henefit enormously.,

INDUSTRIAL TIMES (Special Num-
ber on Productivity), Vol. VIIL, No. 11,
1966, Bombay.

This is a arateful review, for, by the
publication of this special number on Pro-
ductivity, the Industrial Times has placed
us under an obligation. The publication
is also timely as it comes in the wake of
the IPY. The Editor deserves to be com-
plimented both on the selection of the
articles as also of the authors. The NPC,
with its distinguished Chairman and Exe-
cutive Director, figures a good deal—-
with Dr PS Lokanathan's article, “Accent
on Productivity”, and Brig. K Pennathur’s
picce, “Work Study as a Tool of Increas-
ing Productivity”. Both these articles
would adorm anv journal, and should not
be missed by any reader. This, however,
is not all, bhecausc the issuc contains a
large volume of rcadable material on Mo-
tivation, Organisational Efficiency. Mana-
gement Control.  Materials  Management,
Value Analysis, Job Evaluation. cte. All this
is an cxtremely rich material, and worth
reading in the context of the dictum of the
Industrial Times —“In o shortage-ridden
cconomy Productivity  should  he  the
watchword.”
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Israeli Example

... I wish to thank vou for the great
honour vou did me by publishing my
letter i the Special Issue on Agricultural

Productivity ... Our  Agricultwal  Section
is by now part of the new Institute
of  Engincering and  Productivity in
Agriculture, which, after some ‘run-in’
difficultics, has started to function cquite
well.  These  difficulties  were  overcome

mainly Dby dividing our activitv into five
different fields, viz., 1. All jobs up to har-
vesting time: 2. Harvesting. mainly fruits
and vegetables; 3. Preparation for mar-
keting {sorting, grading. packing, etc.);
4. Marketing; and 3. Processing. These
are looked after by five departments,
though there is also a section for the test-
ing of machines and equipment.

As tor myself, T am a member of the

staft of the harvesting department, and go
on dealing with similar jobs as in the Pro-
ductivity Institute...— 1 wory, Institute
of Engineering & Productivity in Agricul-
ture, Israel,

June 14, 1966

Course Material

... It has been an established practice
that the study notes refeased in the course
of management development  programmes,
seminars. symposii, cte., organised by the
Productivity  Councils, Management Asso-
clations, ete.. are made available only to
participants of such programmes or semi-
nars.  As o normal  procedwre  to he
followed in this regard, this practice is per-
tectly in order. but. as a part of obser-
vance of Indin Troductivity Year-1966, the
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matter deserves to he considered from the
following aspects:

(1) Is not the percentuge of participants
actually availing of the study notes
by attending the programmes oOT
seminars tur compared with such
personnel who desire to avail of
these nutes but cannot participate
in the programme) meagre?

fiiv If our plonncd objective is to incul-
cate productivity consciousness in
the maximum number of people
throughout the counttry, will not the
nicazre dissemination of knowledge,
g shown in item 1), be too inade-
quate to serve the desired objective?
(iiiy If these study notes are made
available ugoinst some reasonable
payment to interested personnel,
who, for scme reason or other. are
unable to avail of actual participa-
tion in the programmes or scminars,
will it not contribute to greater
dissemination of knowledge regard-
ing productivity  techniques to
facilitate atlaimment of the cherished
objective”
iiy) 1as the publication. and conseguent
availability on sule. of books, guides.
notes. on acudemic subjecty taught
at the schools und colleges rusulied
in reducing the number of students
attending these inslitutions? I not,
hovw can the availability of the
managerent course material, against
pavmen!, affect the number o
participants attending such courses?

I the above views are acceptable, and
the course material is made  available  to
those interested, against reasonable  pay-
ment, it will positively  contribute to a
wider dissemination of productivity cons-
ciousness thronghout the country, for which
IPY-14966 is being celebrated——np KULKARNL

Chicef  Accountant, Kopargaon Sahakari
Sakhar Xarkhana Ltd., Gautammnagar,
Almednagar.

Tunc 15, 1966.

[
s
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Human Relations

...Logon Ke Sath Kuoise  Nibluyen
marks an important addition to the field
of Hindi publications.

Human relations s the  backbone  of
social existence. and 1 hope this publica-
tion, dealing with this important aspect,
would contrbute towards better relutions,
[ compliment the NPC for this  useful
elfort. 1 shall cortainly do alb that T can
to popularise this publication. and recom-
mend it to the various  organisations—-
sy Biiaskan, President, Delhi Productivity
Council, New Delhi.

June 135, 1966

IFC Centre

I am pleased to inferm you that a
Centre for Iuter-Firnm Comparison has been
established here in collaboration with  the
Almedabad Management Association.

I find that vou had brought out a
special issne of PRODUCTIVITY on Inter-
Firm Comparison. In it you have given some
inteeesting features about Inter-Firm Com-
parison together with articles on the subject
from authoritics like Mr Ingham. This issuc
has rather scrved mie as a reference hook.

In  vour
mentioned:

commoents. had  also

you

{1+ Some studv groups had been set up by
the National Productivity Council for 5
major industrics — cement,  bieycles,
clectric motors and transformers, jute
and rayon. T shall be pleased to know,
if vou could help me in getting a broad
picture of the methodology and ap-
proach adopted in making Inter-Firm
Comparisons. Please let me know if the
reports published by these groups are
available.

(2% You had = programmce to Dmvile Mr
Ingham to India to give talks on the



subject. I am intercsted in knowing if
the idea is still alive.

I would like to contact the British
Centre for Inter-Firm Comparison too,
to seek their cooperation, know about
their experience and obtain case studies
or study reports they may have
published.

The work done by OECD in  this
direction will also be of interest to us.
It would bLe of interest to us to know
the ficlds of study they lave touched
upon, and reports ete., published by
them——xk  1ax. Group for Opera-
Honal Studies, Ahmedabad Textile
Industries Research Association,

(3)

(4

EDITOR'S REPLY

The Reports on Cement and Jute have
been published. A few copies are
available at Rs. 5 und Rs. 10 per copy
respectively.

—
f—

The idea of inviting Mr Ingham is still
om the cards. It is difficult to say when
it would materialise.

The address of the British Centre of
IFC is Inter-Firm Comparison Ltd..
Management House, 80 Fitter Lane,

London, E.C.-4.

-

OLECD  (Organisation  for  Economic
Cooperation and Development) publi-
shes a regular journal called Productivity
Megsurement Revicw, which contains a
numbcer of interesting articles on IFC
theory as well as case studies,

Farm Management

... I am swre vou will be pleased to
hear that the Kerala State  Productivity
Council has started an intensive application
programme on Fann Management at Pal-
ghat.  The participants consist of the pro-
gressive farmiers of Palghat Distriet. About
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85 farmers of the District and Government
Officers attended the inaugural function.

This, to my knowledge, is the fst
whole-time intensive training programme on
Agricultural Productivity and in particular
paddy cultivation, organised in fndia. The
programme envisages intensive theoretical
discussions on cffective padds cultivation
including selection of sceds. firtiliser and
use of pesticides as also applicatibn  of
productivity and management principles to
farming. Being the first programme of its
kind, T am sure vou would give this activity
the importance and publicity it deserves.
—-A DprvARATAN, Keralu State Productivity
Council, Emakulam.

IPY-1966

...t is heartening to note  that the
current year is being celebrated as the
India Productivity Ycar throughout the
country and accordingly various courses,
programmes, seminars and conferences in

larger  numbers.  are  being  organised
by the Productivity Councils, Manage-
ment  Associations.  Chambers of Com-
meree,  ete,  at  the  national as  also

regional levels, to develop productivity cons-
ciousness amongst the citizens ol India. It
need not be stressed liere that the above
objective of developing productivity cons-
ciousness in the cowntry can be taken to
have heen really fulfilled, onlv if it is cfec-
tively impressed on the minds of the majo-
rity of the Indian population which lives in
rural areas. It is true that such gigantic
work cannot be achieved within the course
of a short span of one year. What is impor-
tant to note, in this connection, is that it
requires to be carcfully watched and pur-
sued, that seeds of lhis idea are scattered,
multiplied and properly  sown in all the
nooks and comers of India, by all possible
modes of publicity-.

It the celebrations of the ‘TPY-1966" are
to serve their desired purpose offectively, a
nation-wide educational campaign will have
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to be launched right from the national level
downwards, ut all rungs of the ladder,
bringing Lome to all the rural and urban
population the dire necessity and  urgeney
of developing productivity  consciousness,
which, while serving their own interest. will
ultimately  contribute to the national weal
and welfare.  In addition to this general
campaign to be Jaunched as above, all sorts

Owing to heavy rush ol malerial, the
feature on what the Radio and Electri-
cal Manufacturing Co. Ltd., of Banga-
love, had been able to achieve in the
field of import substituiion has been
held over for the next issue.—-Ed.
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of encouragement and help require to be
given to all those who are ieen to study the
advanced productivity and  management
techniques which will ultimately be used by
them for a national cause.

Will these modest views be approved
by all concerned with the celebrations of
TPY-1966" and by brother-readers of the jour-
nal? — R KULKARMI, Chief Accountant,
Kopargaon Sahakari Sakhar Karkhana Ltd.,
P.O. Kolpewadi, Dist.  Ahmednagar
(Maharashtra).

March 30, 1966,

Leadership

. I would like to congratulate you on
the IPY-1966 Issuc of Producticity (Vol.
VI, No. 1}, and specially on the way in
which you reproduced “Leadership”™ T think
it is very well done...——a1k RUSTOM]E,
Tata Enginecring and Locomotive Co. Ltd,,
Jamshedpur.

Questions from A Reader

1) What are the difficulties experienced in developing
productivity  consciousness at different levels of the
Indian  Economy, and how can they he effectively
overcome?

[&F)
~

What are the various means that are adopted in India

for exploiting the material and manpower resources to

the optimum?

The propositions
demaonstrated by reference to facts.

may preferably  he

-~RD Kulkarni, Ahmednagar

BReaders  of PRODUCTIVITY are
inviteel to answer lhese rather cxciting

guestions——IEDITOR



“...the rat in the maze and the judge
on the bench display differences (as well
as similarities) of bebaviour which caunot

at present be contained within a single
conceptual  framework. No  doubt. even
judges might sometimes behave in every

way like rals; but rats never hchave in
every respeclt like judges...”—sm crorrpey
VICKuRS in 1o Art of Judvement.

Vo Nattonalisme is lareely bogus. i
the siew naliony of our Hme innumerable
peesants and labourers must have  found
themscloes being cut down from fice square
meals u week to three in order 1o procide
unnecessery airlines, military forees that cen
only he used againsg them and nobody clse,
arcat conference Talls, and  official yachis
and the rest ... "8 vrigsTLEY ju the Neow
Statesman,

had occasion to read files
in India which go bhack to Lord Curzon,
British Viceroy in India (1899-1903), and
in the same cormexion I have read cwrrent
files on governmental subjects. The lan-
guage, style, format, the absence of any
urgency, the Olympian detachment of the

“... I have

bureaucratic  writers — separated by six
decades — all  are  charmingly identical.

Charming—if the Indian case were not
so desperate...” —LELAND nazarp in the
Indian Express.

“oo By and large, tle acerage people
of India are su zood thal they urve ecasily
salisfied merely with kind treatment ., "=
aonarp pesal, Chairman,  Administrative
Reforms Conunissivn {at Bangalore).

“..the purpose of appointing
conmnittees in India has traditionally been
not te initiate action, but to produce re-
ports that zather dust and serve as orna-
mentation  for secretariat  shelves..."—-
The Capital {Ditcher's Diary),

Winston (Churchifl} said 10 me, “You
see. old cock, you can covk the Budgct, but
you can't cook the balance of payments...”
—-1.060 BUTLEL {quoted in The Stafesman).

Y ..Nearlv Rs. 10-lakh worth of
imported equipment meant for the Sabari-
giri Hydro-electric project in Kerala has
been rendered useless because of the
authorities’ failure to store them properly
.. —Report in The Statesnuan,

“... Dairy furming is afmosi a neglected
industry in India ... In Orissa once, sceing
cows that were extremely small in size, 1
inguired about their milk yicld, and the cil-
lagers said it waes about a pound per duy.
On my expressing surprise at this low yleld
they told me that cattle was kept only for
the dung which wus used as manwre, or for
breeding  calves ... "—=xEN KaTiv {in  an
article in The Statesman?,
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Institution of Work Study

KASHMIR HOUSE, NEW DELHI-11

PUBLICATIONS :

Management & Work Study
{Pennathir and Selby) Rs, 12.00 for organisations

Rs, 9.00 f{for students of
Work Studv

Elements of Ergonomics {1966)
(Penmathur and Goshal) Rs. 12.50

A Manual of Method Study
{Pennathur) Rs. 25.00

Critical Examination Techniques
{Pennathur) Y1 Edition Rs, 5.00

WORK STUDY PRACTITIONERS’ COURSE

A full-time ten-week Practitioners” Course commencing Sept. 5, 1966 at
New Delhi.  Tuition fee Rs. 950 per participant.  Arrangements for
boarding and lodging to be made by participants at their cost.
For application form, please write to Hony. Secretary of the Institution,

INSTITUTION GRADUATESHIP EXAMINATIONS

Sept. 8-13. 1966. Centres: DELHI, KANPUR, CALCUTTA, MADRAS,
BANGALORE, HYDERABAD, BOMBAY., LUDHIANA. Yor full

particulars, please write to Tlony, Secretary of the Institution.

INSTITUTION LAPEL PINS Rs. 22.00 each
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IS ESSENTIAL FOR FOOD

Protecting and preserving food is vital to our country. Each
year India Foils packaging prolects 200million ditres of milk,

500 million biscuits, 45million .

India
lbs. packaged teaand hundreds Foils
oftons ol processed fonds and Limited
exported agricultural products, {incarporated
Aluminium Foil preserves the in ?rgal
Nation's produce. Britain)

Eranch : Bombay Mutual Buitdings, Parliament Streec, Now Delhi
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THE SYSTEM
THAT SAVES YOU

HANDLING GOSTS

—you can group binstaks
in the assembly department
around a worker.

FLOOR SPAGE

—because binstak is seli-stacking
and even gces easily on tall racks.
1t can hold hundreds of stores
items, neat and orderly.

VALUABLE TIME
AND MONEY

binstak travels fast and easily
—by dozens —on trollies, conveyor
systems or fark lift trucks,

—Hatlmark of a
new high in
steel furniture

CHANDAN METAL PRODUGTS.PRIVATE LIMITED, BARODA 3

Authorised Dealers at all Important Cenires

everestf3seBICme
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Anal-purpose, Tow.cost wire, ALIND ALVINYL ,,,ar Idsal cholce for
faciorles, worksrops ard Rormes | Against tre conventional VIR for
congu’t or casing anc capplng wiring It otfers superior advanrtages,
Here's haw |

tncorparating high conductivity atu=lalur  wits palyvinyi-chlorige (pve)
Trsutatlon, ALIND AL.VINYL ali.pu-scse wire is made to appropriate
British and indian stardards specificatizrs,

Again, durlngmanufacture, thecabiels subjectedto continuous spark testing
at voilages ranging from 6000 to 12,000 depending upon the size of
the core,

Yet, sgain, pve—tihe Insulation material of ALIND &L-VINYL—has certain
outstanding characteristics such as, far instance, high electrizal resistivity
good dietectric strength .. excelleat mechanizal toughness,

Re~mermber that pvc aiso shows superior resistance lo oxygen, orzone,
maost corroslve azlds, alkalles and other chemrizals ., that it s fiexinle and
fiame:retardant,

Costwise, componentwise and gualitywise ALIND AL-VINYL is, therefore,

rard to Beat

Approved by the Flre Sectional Committes, tasurance Astacialion of Indio, Bembay end
D, G. 5. & D, e

Ce-ries 151 Certifiiation Mark -

THE ALUMIHIUM INDUSTRIES LTD,
R AL srrof
3 Ok s Kunzarn (Xeoala)
Flants: Kundars o Hirsked o Hyderabad

)

.whete farword - :_J'ria-kmg
5 0 Farce of hobit ! SESHATATEE BNO5. (TEAY.) PAIYATE LIMITED

Manzpi-r Agearyy




Thanks to

el ires

inenciw whispensilen? airconditioner
Heto humid, subine?

the perfect sirconditioner for any hind of summer
has bheen specially designed  for

Hot dry, dusty? Belaire s

heat, Belaire
India’s climatic needs.

Belaire meoan< eool a'r. clean arr, re:h air. Belaire
coonli fliers. and circulates

Jelvarmidifes, exhavsts
the air —cdiists from diffused cocling 1o spot

SO0

W cooling inow
;::—‘T‘?' , . . .
B N O %
‘e Clectronics Limited
ity 9-A,Connaught Place, New Delhi-l.
Sole Distributors : SFENCER & CO. LTD.
£stan Bombay Calcutta Delhi Madras




ANOTHER FIRST IN INDIA

ROLLED BY THE INDIAN IRON & STEEL CO. LTD.
AT THEIR BURNPUR WORKS

INDIAN STANDARD

PILING SECTION

ISPS 1021 ZTO 1S 2314-1963
L

|

.
N
N
.

far supparting earth during
extavicrans = praventing the
ingress of water, the building
of rataining wall and for many
sther applications 1n marine
a

.

N

It's structural steel shapes we are talking about...and THIS “Z'" TYPE PILING SECTION HAS THE
how they matter to a developing €conomy. In the short FOLLOWING CHARACTERISTICS
tme sis.wce Bl.‘urnpur started rolling a centre sifl section Blstancebetwesnmhacsies oFmslotks  A0msin
for Indian Railways’ BOX, BCX and BOBX wagons — Deapth of the section 2 185 mm
about Rs. 1} crores have been saved in foreign exchange Web thickness . . - 7.5 mm
Now once again we have developed a section in high &i?grf[t:;ﬂ:‘s; N . 2952";'29
demand in India but hitherto imported... a steel sheet Weight per square metre of wall : 123.92 kg
sing st witvan itegratsd it o o3 ot SIS Ml ooy et s, v i en
locking —used on coastal protection, harbour develop-  Sectional area per metre of wail 157 cm?
mcent, hydio-elactric. barrage and irrigation projecis. Perimeter per metre of wall i@ - 283¢m

An assuring picture overall—of IISCO’s participation in the national
drive towards sell-sufficiency through import substitution.

'ISCE THE INDIAN IRON & STEEL CO. LTD,

QMNE OF THE MARTIN BURN GRQUP

ng-1e




Accurately finished, uniformty strong, 1o any profile...

METSEG"

COLD ROLL-FORMED METAL SECTIONS

for the first time in India

You can naws have readymade, pre-formed stee!
scctions to the profle you require. Tl Letal
Sectiors nowe ofier cold rcii-formed meta! sec-
tions manufactured for the first time in India, o
meet the needs cf rolling sicck, autemolile,
electrical, building, reiling shuiters, furmture
and -efrigeration among mary other inducinics

Advantages of Metsec.

Metsec offers many advantages that place if ia:
and above ihe currenily available “press
formzd™ substitutes:

1. Light, "strong and uniform in shape and
quality (with tolerances as close as 0.012")

2. Can ba supplicd to any desired length. 3. Has
crectlent surface finssh, 40 MNon-siirinting, non-
warping and dimensionally azcurate. 5. Can be
pre-fabricated for immuadiate use. 6. Highly
cttantable and casy to handle.

Backed by experience and know-how

Tl Metal Seclionsis the resuif of effective coila-
boration between Tube Investmerts of India
Limited and Netal Seclions Limiizd, Eirming.
ham, U. K. Every cperatien in 1is modarn, weil-
couipped factory in Madras incorporatzs ihe

inlensive experience and tihe accuruiatad

technical bnow-how of tihe associalzs in UK.

Madein Indiaby T| METAL SECTIONS Avadi, Madras-54¢

Proprietors: Tube Investments of India Ltd., Madras-1, Regd.

Users of METSEC Trade Mark

& Registered trade mark of Metal Sections Limited, Birmingham, UK.

L1 2o (b5 X9 17
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In Leathers

Bata Ambassador is masculine,

modern and in unmistakable good taste. It is correct in
colour, pattern and model. Built over exclusive

lasts to ensure perfect fit—in lighter leathers

of India’s finest tannage.

Bata
Ambassador



WE WELCOME
A GLOSE
SCRUTINY

i
lll“mll
The MINDUSTAN

Pre-Selector TURRET LATHE

Electrically Controiled MILLING MACHINES
{Universal, Horizonta; and Verticai —3 models and 2 sizes)

hnalk QUALITY MACHINE TOOLS CONFORM TO
HIGHEST INTERNATIONAL STANDARDS

Pardon our enthusiasm if we sound too eager to
demonstraie the dependable performance of HMT
machines. Inspect them closely, tast them rigor-
cusly, and you will find they can hold their own
against similar machines.

Manufactured by the Hindustan Machine Tools
Ltd., these machines were originally built in
collzboration with well-known Swiss and Garman

firms, The present models are even more sophl-
sticated and incorporate the latest technical
advances in machine toof manufacture.

These precision versatile machine tools meet the
exacting regquirements for faster machining of
materials of increasing toughness and within
cioser limits of talerance.

Also available: RADIAL DRILLS + HYDRAULIC CYLINDRICAL GRINDERS * SINGLE SPINDLE AUTQMATICS -

FINE BORING MACHINES » FACING & CENTERING MA

GEAR SHAPER

CHINES - SPECIAL PURPOSE MACHINES * MIGH SPEED

ek HINDUSTAN MACHINE TOOLS LTD. eanarrone a1,

FACTORISS AT: | & il BANGALCRE (Mysore) 11l PINJORE {Punjab) IV KALAMASSERY (Kerala)
¥ HYDERABAD tAndhra Predesh)

¥ EN L T

|



THE ROLLING STOCK & COMPONENTS & POINTS &
CROSSINGS ¢ STRUCTURAL STEELWORK e PRESSED
STEEL TANKS e STEEL, SPHERQIDAL GRAPHITE &

THINGS GREY IRON CASTINGS » MACHINE PARTS,
COMPONENTS & GEARS @ FORGINGS,

WE MAKE STAMPINGS & PRESSINGS e SLUICE VALVES &

sas TWIST DRILLS @ CRANES & PULLEY BLOCKS

BURNG COLID

H OWRAH W O R

Managing Agents : MARTIN BURN LIMITED
MARTIN BURN HOUSE, 12 Mission Row, Calcutta i
Branches : NEW DELHI BOMBAY KANPUR PATNA
SHIC 44 Agents in Sauth Ingia : The South Indian Expore Co. Ltd., Madras 1

o 575 A




no pasting problem...

with COPROCO adhesive

Yes! Whether you manufacture books or
biscuits, soap or sandals, you'll find a CO¥
adhesive that is just perfect for your needs
Choose COPROCO—the versatile adhesy
that take care of any pasting job

For further informario
please contact

CORN PRODUCTS CG. «
PRIVATE LIMITED

Post Box 994, Bomba

SUDDEN

DARKNESS ? 1.7 §-280%
Coodbye 2 INSTALITE |2

;,.' 5 LIGHTING FOR EMERGENCY

In factories. public places, hospitals, Banks, offices, etc,Power fatlures are common,
Wﬁksa&u # INSTALITE is automatically on when your power fails -~ automatlcally off,
the moment current i on! A boonand a cheap insurance for industrialists! For details, contact :

@ INDIAN ENGINEERING COMPANY

Worli Nake, Post Box 16551, Bombay-18 Also at: Calcutta-New Dathi-Madras.



Have you renewed
your subscription of
“PRODUCTIVITY”’?

If not, please write to

Natioral Productivity Council
38 Golf Links, New Delhi 3

WITH THE COMPLIMENTS OF
THE MOGUL LINE LIMITED
BOMBAY
{A Government of India Undertaking)
OPERATES

Regular Cargo-cum-passenger services between Bombay and Red Sea ports (Mukalla,
Aden, Djibouti, Berbera, Hodeidah, Assab. Massawa. Port Sudan, Jeddah. Aquaba etc.)

Also HAJ PILGRIM SERVICES
BETWEEN

BOMBAY AND JEDDAH

TRAVEL IN COMFORT AND SHIP YOUR CARGC WITH CONFIDENCE
IN MOGUL LINE VESSELS

Head Office : Telegrams : “MOGUL"™ BOMBAY
16, Bank Street. .
Fort, Bombay-1. Teiephone ; 38022 (4 lines)

SHIPPING 1S AN INDUSTRY
WHICH SERVES OTHER INDUSTRIES

SUPPORT THE NATIONAL SHIPPING
AND STRENGTHEN THE MERCHANT NAVY




e P FM ’ ’_.the dependable name for

FOUNDRY EQUIPMENT

+ CUPGLAS - SKLENAR FURNACES - LAOLES
= SAND MIXERS & MULLERS -« SAND RIDOLES
= VIBRATING SCREENS + MOCULDING BOXES

* HAND MOULDING MACHINES - KNOCK-OUTS

+ TUMBUNG BARRELS -+ GRINDERS, Etc,
AND
for sound castings

always insist on popular

FLUXES (under M license)

OF PROYEN PERFORMAE_C_E

1 Esplanade East.  36-B, Nimmuddin Wew. 20, Aeyapetiah Migh Alosd.
Cateutsan | Ground Fioer, New Deihi-13, Madras -14

Let us cdvice you on all your Foundry problems !
w\PIONEER EQUIPMENT CO0., PVT.LTD.

H.0: 139. MEDOWS STREET, P.O. BOX 1109, BOMBAY.),

INTER-INDUSTRY WAGE STRUCTURE IN INDIA, 1950-61
An Analysis
C. K. Johri & N. C. Agarwal

This study analyses the trends in the inter-industry wage structure during
1950-1961 and tests some hypotheses pertaining to it. The authors find that
the wage structure has gradually widened over the period and shown
flexibility in both the upward and downward directions. They have
appraised the hypothesis that in a growing economy, characterised by wage
Hexibility, the wage structure will widen in response to shifts in the composi-
tion of demand. In addition, they have tested the hypothesis that the
variables measuring the expected ability to pay are significant determinants
of the inter-industry wage structure. On the basis of this analysis, certain
policy conclusions are drawn.

Price Rs. 7.50/$3.00

Shri Ram Centre for Industrial Relations
5, Pusa Road, New Delhi-5,




