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BLOCK 1 PLANNING PERSONNEL
FUNCTION

This block has four units dealing with personnel function and human resource
development.

The first unit on Human Resource Development (HRD) systems describes various
subsystemns of HRD and discusses the principles for establishing an effective HRD
system in an organisation.

The second unit discusses the personnel environment in India, and the environmental
factors affecting personnel function. The unit raises the question whether personnel is
a full-fledged profession or not. ’

The third unit describes the functions of personnel managers, and operations of a
personnel office. It further elaborates the linkages of personnel office with the rest of
the organtsation.

The fourth and the last unit in this biock describes Manpower Pianning—the process,
objectives and operations. It describes various techniques and methodologies for
manpower planning. Finatly it raises key concerns about manpower planning strategy.
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UNIT 1 HUMAN RESOURCE
DEVELOPMENT SYSTEMS

Ohjectives

After reading thisunit, you should be able to: o

» understand the concept of Integrated Human Resource Development (HRD)
Systems;

® appreciate the need for human resource development;

@ relate the contributions of varicus HRD) sub-systems to various development
dimensions; and .

# understand the principles in designing effective HRD systems.

Structure

! Introduction

2 The Concept of HRD

3 The Need for HRD

HRD Mechanisms

HRD a5 a Total System

i Principles in Designing HRD Systems
7 Summary

1.8 Further Readings
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1.1 INTRODUCTION

. that arc neededto do the
human resources is
ic and growth-oriented.

Development is acquisition of capabifitics—capabilig
present job or the future expected job weil. Develop
essential for any organisation that would like
Unlike other resources, human resources he
The potential can be used only by creating
bring to surfacé, nurture and use the gé
Devclopmenl Systems aim ot creating $ @ climate.

For convenience management scientists have categorised the competency
requircments in organisational life into four categories—Technical, Managerial,
Human and Conceptual. Educational psychologists further differentiate knowledge.
attitudes and skill components in each of these categories. Of these, knowledge
components are developed with relative ease in classroom settings and with good
reading habits. Attitudes and skills can be developed and strengthened mostly on the
job. Mechanisms like performance appraisal, interpersonal feedback, counselling,
potential development, career planning and development, organisational
development, autonomous work groups, job-enrichment and training aim at
devcloping such competencies in the employees.

In the past. organisations were content with “training” as a mechanism of developing
competencies. As organisations started realising the limitations of training in
developing skill-based competencies, and the need for creating a “development
‘climate” that can develop and harness the human resources, they began exploring
other mechanisms. In fact it is this necd for paying attention to other mechanisms of
development that led many organisations to set up new departments of Human

. Resource Development.

Human Resource Development (HRD) has gained increasing attention in the last
decade from human resource specialists, training and development professionals,
chief executives, and line managers. Many dimensions of HRD have been integrated
into research, training, and organisational design and change. Others are still being
explored. In the next decade, there is likely to be a krowledge explosion in HRD. 1f
trainers, researchers, and consultants are to utilise this knowledge effectively, they
must undersiand the concepts behind HRD and how HRD systems work in and
contribute to organisations. They must also understand the different mechanisms for



developing human resources and the links between themn. This paper isan attempt to
provide such understanding and also to present some considerations foy designing
HRD systems for organisations, -

1.2 THE CONCEPT OF HRD

Humau resource development in the arganisation context is a process by which the

employees of an organisation are helped, in a continucus and planned way, to:

1 Acquire or sharpen capabilities required to perform various fanctions aswcmted
with their present or expected future roles. _

2 Develop their peneral capabilities as individuals and discover and exploit their own
inner potentials for their own and/or organisational development purposes.

3 Develop an organisational culture in which supervisor-subordinate rglationships,
teamwork, and collaboration among sub-uuits are strong and contribute to the
professional well being, motivation, and pride of employces.

This definition of HRD is limited to the organisational context. In the context of a
“state of nation it would differ.

HRD i5 a process, not merely 2 set of mechanisms and techniques. The mechanisms
and techniques such as performance appraisal, counselling, training, and organisation
development interventions are used to initiate, facilitate, and promote this process in
‘& continuous way. Because the process has no limit, the mechanisms may need to be
¢xamined periodically to see whether they 3¢ promoiing or hindering the process.
Organisations can facilitate this procesigf deMglopment by planning forlit, by
alivcating organisational resources for th s, and by exernpiifying an HRD
philesophy that values human be u d promotes their development,

1.3 THE NEED F@H!) - |

HRP is needed by 3§ orghnisation that wants to be dynarnic and growth-criented ot
to succeed ingdast-changing environment. Qiganisations can become dynamic and
grow oaly @ Nhe cfforts and competencies of their human resources, Personnel
policies can k fhe morale and motivation of employees high, but thege efforts are
not enough to make the organisation dynamic and take it in new directions. Empioyee
capabilities must continuously be acquired, sharpened, and used. For this purpose, an
“enabling” organisational culture is essential. When employees use theit initiative,
take risks, experiment, innovate, and make things happen, the organisajion may be
said to have an “enabling™ culture.

Even an organisation that has reached its limit in terms of growth, needd to adapt o
the changing environment. No organisation is immune (o the need for pyocesses that
help to acquire and increase its capabilities for stability and repewal.

1.4 HRD MECHANISMS

Goals, Subsystems and Beliefs

The goal of HRD systems is to develop:

® The capabilities of each employee as an individual

¢ The capabilities of each individual in relation to his or her present rold

® The capabilities of each employee in relation to his or her expected fujure role(s)

© The dyadic relationship between each employee and his or her supervisor

& The team spirit and functioning in every organisational unit (department, group,
£ic)

® Collsboration ameng different units of the organisation

© The organisation's overall health and self-renewing capabilities which, in turn,

increase the enabling capabilities of indtviduals, dyads, teams, and thj entire

organisation




To achieve these objectives, HRD systems may include the following process

mechanisms or subsystems:

Performance appraisal

Potential appraisal and development

Fredback and performance coaching

Careger planning

Training _
rganmisation deveiopment (OD) or research and systems development

Rewards

Emplovee welfare and quality of work life

Human resources informatien

2 8 9 & 3 & &8 & B

Al these process mechanisms are linked with corporate plans, particularly with

human resources planning. These mechanisms are designed on the basis of the

tollowing beliefs: :

a) Human resources are the most important assets in the organisation.

b) Unlike other resources, human resources can be developed and increased io an
unlirited extent. '

¢) A healthy climaie, characterised by the values of openness, enthusiasm, trust,
mutuality, and coilaboration, is essential for developing human resources.

d) HRD can be planned and monitored in ways that are beneficial beth to the
individual and to the organisation.

¢} Employees feel committed to their work and organisation if the organisation
perpetuates a feeling of “belonging”.

f) Employees are likely to have this feeling if the organisation p viddy for their
basic nceds and for their higher needs through appropriate mahiggegient styles

and systems.
g) Employee commitment is increased with the opportu @ iscover and use
one's capabilities and potential in one’s work. '
h) Itisevery manager’s responsibility to ensure the ment and utilisation of
the capabilities of subordinates, to create a healthian motivating work climate,
and to set examples for subordinates to f#filo¥

attention should be paid to the
riess.
jimate and the development of its human
y organisation (especially the corporate

i) The maintenance of ahealthy wi
resources are the responsibilities o1'8
management).

L3

The HRD mechanisms or subsystems are defined as follows:

Performance Appraisal

Ferformance appraisal of some type is practiced in most organisations all over the
world. A written assessment to which the employee has no chance to respond is still
common in most countrics, particularly in the developing countries. Many studies
indicate that this type of appraisal serves no purpose. It is time that more
organisations began to utilise the performance appraisal interview between the
manager and the subordinate, during which the subordinate's strengths and
weaknesses are discussed, concerns are shared, and the subordinate is given the
opportunity to defend or improve any deficits in his or her performance.

An HRD-oriented performance appraisal is used as a mechanism for supervisors to:
& Undersiand the difficulties of their subordinates and try to remove these -

© difficulties _

Understand the strengths and weaknesses of their subordinates and help the
subordinates to realise these

Help the subordinates to become aware of their positive contributions
Encourage subordinates to accept more responsibilities and challenges

Help subordinates to acquire new capabilities

Plan for effective utilisation of the talents of suberdinates

fn HRD organisations, every supetvisor has the responsibility to ensure the
development of his or her subordinates in relatisn to the capabilities required to
perform their jobs effectively. Generally, the supervisor schedules individual

Human Resowrce Development
Systems
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meetings with each employee to discuss the employee's performance, communicate
the performance areas that need attention, and jointly establish areas Io be worked on
ot goals to be achieved by the next scheduled discussion.

Such performance appraisal interviews may be scheduled every three months or once
or twice a year. Goals and objectives that have been agreed upon in each meeting are
reviewed in the next meeting. During this review, the supervisor attempts to
understand the difficulties of the subordinate and to identify his or her developmental
needs.

Before each review, the employee is prepared for the discussion through
self-assessment, identifying factors that have contributed to his or her performance
and factors that have hindered it, as well as the types of support that he or she needs
from the supervisor or others in order to do better in the next period.

The supervisor also prepares for the meeting by listing observations, problems,
suggestions, and expectations. During the appraisal meciing, the supervisor and the
subordinate share their observations and concerns. Each responds to the subjects
raised by the other. Such discussions help to develop mutual understancing, and the
data generated are reported to the higher management and is used in making
decisions about individual employee development as well as developmental needs of
the work group or the entire organisation.

Potential Appraisal and Development

In organisations that subscribe to HRD, the poiential (career-cnhancement
possibilities) of every employee is asscssed geriodically. Such assessment is used {or
developmental planning as well as for placerBent. It is assumed under this system that
the company is growing continuously. It Wg expanding in scale, diversifying its
operations, introducing technologigabchan®, or entering new markets. A dynamic
and growing organisation needs @ ually review its structure and systems,
creating new roles and assigning Mgy ggbponsibilities. Capabilities to pc:form new
roles and responsibilities continually be developed among melo}(lms The
identification of employee al to ensure the availability of people to do different
jobs helps to motivg plogees in addition to serving organisational needs.

Every year or two, rvisor of a group of employees assesses the potential of
each of them erform different {usually higher level) functions on the|basis of the
supervisor’ tions and experiences during that period. Of course’ many

SUpPErvisors se ir subordinates doing only those jobs to which they are assigned.
The ideal way 10 judge a person’s potential would be to try the person on each job for
which his potential is being assessed. This is not feasible in most orzanisations, so
simnulation activitics are prepared to provide some informaltion aboul the potential of
employees in specific areas.

Any employee can request such assessment. It should be clear whether ar not there is
a position available ir: the company to which the employee could be transferred or
promoted.

Feedback and Performance Coachmg

Knowledge of one’s strengths helps one to become more effective, to choose
situations in which one’s strengths are required, and to avoid situations in which one's
weaknesses could create problems. This alsa increases the satisfaction of the |
individual. Often, people do not recognise their strengths. Supervisors in an HRD
system have the responsibility for ongoing observation and feedback to slubordinatcs
about their strengths and their weaknesses. as well as for guidance in improving

performance capabilities.

Career Planning

The HRD philosophy is that people perform better when they feel trusted and see
meaning in what they are doing. In the HRD system, corporate growth plans are not
kept secret. Long-range plans for the organisatioa are made known tc the employees
Employees are helped to prepare for change whenever such change is planned; in fact.
tite employees help to facilitate the change. Major changes arc discussed at all lew Is
to increase employee understanding and commitment,

Miest people want to know the possibilities for their own growth and career




opportunities. Because managers and supervisors have information about the growth
plans of the company, it is their responsibility to tratisnsit information to their
subordinates and to assist them in planning their careers within the organisation. Of
course, the plans may not become reality, but all are aware of the possibilities and are
prepared for them,

Training

Training is linked with performance appraisal and career development. Employees
generally are trained on the job or through special in-house 17aining programmes. For
some crtployees (including managers), outside training may be utilised to enhance,
update, or develop specific skills, This is especially valuable if the outside training can
provide expertise, equipment, or sharing of experiences that are not available within
the organisation. :

In-house training programmes are developed by in-house trainers or consultants hired
for the 1ask, and periodic assessments are made of the,training needs within the
organisation. The effects of all training programines are monitored and added to the
data concerning training needs. Managers and employees who attend in-house or
outside training events are also expected to submit proposals concerning any changes
they would like to suggest on the basis of their new knowledge, The training received
by employzes is thus utilised by the organistion.

Organisation Devélopment {OD)

This function includes research to ascertain the psychological health of the
organisation. This is generally accomplished by means of periodic employee surveys.
Efforts are made o improve organisational health through varioys melgs in order to

maintain a psychological climate that is conducive to productivity.§he or systems
experts also help any department or unit in the company thaghgs prodicms such as
abseriteeism, low production, interpersenal conflict, or res % to change. These
experts also revamp and develop various systems within thoQzga isation to improve
their functiontag.

Rewards

Rewarding employee performance and behe n important part of HRID.

Appropriate rewards not only recognisgg jvate eraployees, but also
communicate the organisation’s vaju «ﬁ he employees. in HRD systems,
innovations and use of capabilities are ¥ Q ded in order to encourage the acquisition
and application of positive attitude and sKills, Typical rewards include certificates of
appreciation, newsletter announcements, increase in salary bonuses, special
privileges, and desired training. Promotions arc generally not considered as rewards
because promotion decisions are based on appraisals of potential whereas most
rewards are based on performance. Rewards may be given to individuals as well as to
teams, departments, and other units within the organisation.

Employee Welfare and Quality of Work Life

Employees at lower levels in the organisation usualiy perform relatively monotonous
tasks and have fewer oppertunities for promoticn or change. This is particularly true
in developing countries, In most countries, many employees belong to trade unions.
In order to maintain their work commitment and motivation, the organisation must
provide some welfare benefits such as medical insurance, disability insurance, and
holidays and vacations. :

Quality-of-work-life programmes generally focus on the environment within the
organisation and include: basic physical concerns such as heating and air conditioning,
lighting, and safety precautions; additional physical amenities such as food and
beverage facilities, recreation, and aesthetics; and psychological and motivational
factors such as flexible work hours, freedom to suggest changes or improvements,
chailenging work, and varying degrees of autonomy.

HRD systems focus on employee welfare and guality of work life by continually
examining employee needs and meeting them to the extent feasible. Job-enrichment
programmes, educational subsidies, recreationa activities, heaith and medical

benefits. and the like generate a sense of betonging that benefits the organisation in
the long run. '

?
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Human Resources Information

All appropriate information about empioyees should be stored in a central human
resources data baok (usually by means of computer). This includes all basic
information about each employee, training programmes attended, performance
records, potential appraisais, accomplishments, ete. This data is utilised whenever
there is a need to identify employees for consideration for special projects, additional
training, or higher-levei jobs. '

‘The Contributions of Subsystems to HRD Goals

Each of the subsystems or mechanisms just defined comntributes to the achievement of
overall HRD goals. o ' :

Performance appraisal focuses primarily on helping the individual to develop his or
her present role. Potential appraisal focuses primarily on identifying the employee’s
likely future roles within the organisation. Training is a means of developing the
individual’s personal effectiveness (e.g., through communication-skills faboratories)
or developing the individual’s ability to perform his or her present job rete or future
job roles. Training can also strengthen interpersonal relationships (through training in
communications, conflict resolution, problem solving, transactional analysis, etc.} and
increase teamwork and collaboration (through management and leadership training,
team-building programmes, etc.}.

Feedback and performance coaching helps the development.of the individual as well
as relationships, Organisation development is the mechanism for developing team
collaborationrand self-renewing skills. Efforts to promote employee welfare and
easure the quality of work life, along with r&ards, promote a general climate of
development and motivation among e yecl. The contribution of these HRD
subsystems to different development dimeMwidhns is indicated in Table 1.

Table 1

The butio of HRD Subsystems 1o Development Dimension

Development
Dimensions .

Training Career
_ ’ planning

Individual Feedback and Rewards

HRID Subsystems

Potential appraisal
and developrent

Coaching
performance
Individual in Petformance Training Feedback and
the present role appraisal Rewards petformance
. coaching
individual in Potential Training, Performance
regard to likely appraisal appraisal
future role and development Feedbuck and
pecforance
" coaching
Dvadic . Féedback and Performance "[_‘tainiﬁg
relationships performance appraisal
coaching
Teams and Organisation Training Team rewards
teamwork development
Collaboraiion Organisation Training
among different devetopment :
units/teams -
Self-renewing Performance Organisation Training
capacity and health appraisal developmeit

of organisation




Activity A -

Consider the development dlmenslons in Table I and HRD subsystems like training,
career planning, and potential appraisal and development in your organisation. How
do these HRD subsystems perform in your orgamsatlon and how are they linked to
~ the development dimensions? - :

Development HRD Subsystens
dimensions : _ :
' Training’ Career. planning Potential
’ ; _ appraisal and
development

.............................................................................................................

1.5 HRD AS A TOTAL SYSTEM

The HRD subsystems or mechanisms discussed so far should nog be Wought of in
isolation. They are designed to work together in an integrated systemhalth@ugh any of
them may exist in-an organisation that does not have anewgrall D plan. In
isolation, these mechanisms do not afford the synerglst'ﬁls of integrated
subsystems For example, outcomes of performance appraiggls/provide inputs for

coaching. The links between the HRD subsystems

training needs, assessments, rewards, career plannmg,%dback and perfomancc )

ica_ted in Table II.

Activity B ' ' , o
Study Table I and develop a similar table for yoWf organisation showing linkages of

various HRD subsystems.

1.6 PRINCIPLES IN DESIGNING HRD SYSTEMS

Of course, HRD systems must be designed differently for different organisations.
Although the basic principles may remain the same, the specific components, their
relationships, the processes involved in each, the phas:ng, and so on, may differ from
orgamsauon to organisation. : : :

Dcsngnmg an integrated HRD systems requires a thorough understandmg of the
principles and models of huthan resource development arid a diagnosis of the
organisation culture, existing HRID practices in the organisation, employee
perceptions of these practices, and the developmental climate withinthe organisation.
The following principles related to focus, structure, and functioning should be
considered when designing integrated HRD systems:

Focus of the System

a) Focus on enabling capabilities; The primary purpon of HRD is to help the
organisation to increase its “enabling” capabilities. Thiese include development of
human resources, development of organisational heaith, improvement of problem
solving capabilities, development of diagnostic ability (so that problems can be
kacated quickiy and effectwely), and increased employee productl\nty and
commitment.

b) Balancing adaptation and change in the orgunisltional colture: Although HRD
systems are designed to suit the organisational culture, the role of HRD may be to
modify that culture to increase the effectiveness of the organisation. There always has
been a controversy between those who belleve that HRD should be designed to suit

1n



Tabiz It _
Links Between the Sebeysiems of HRD

Perfor- Potential Feedback Training Career Emiptoyee | Rewards OD and Human
mance Appraisal | and Perfor- Planning Weltare & Systems Resources
Appraisal { and Deve- | mance’ quality of Develop Infoi-
lopment Coaching Work Life -ment mation
1 2 3 4 5 ' 7 8 9 10
Perfor- PA dimten- | PAdala - PAindica- | PA data . PAdaza PA data PA datz
flance sions dev- | are the tes the are form the can be are used
Appraisal elop the basis for job trai- used basisfor .| used
. (PA) — potential teedback ning needs _ decisions
of emplo- and coun- of each
yees for sefling individual
tigher -
level jobs
Potential PAD data . | Training PAD is oD PAD data
Appraiss) shouldbe | maybe based on & programmes| are used
and Deve- used for provided | career can be
lopmemt {eedback todevelop | plans, and under-
(PAD) — _ and coun- | candidates | career takem if po-
i selling withpote- | plans - - tential is
: | ntial. are not availa-
prepared ble within
using. PAD the organi-
data sation.
Feedback Training Career Verbal FPCdata | FPCdaix
and reeds can counselling reward can be used | canbe
Perfor- be iden- can be part can be for - used to
mance — - — tified. of this part of improving | monitor
Coaching feedback | thedeve- | individual
(FPC) lopment | dovelop-
. climate ment
- Training Teaining Traiming Training Training Data are.
' magbe can be can be can be used for
unde part of - used as part of promotion
onthe | QWL pro- | areward oD decisions
— — — —_ ases of prammes ‘ S
carecr
deve-
lopment
plans
(‘angr Research CP data are
Fianning oapromo- | used for
(CP) - Lion pat- human
: terns can TESQUTLES
- - - - - - ha be conduc- | audits ang
ted for OD | carcer
pro- planning
£rammes .
Group WL Welare
Welfare efforts can|  improve- benefits
and Quality be rewar- | mentscan | require
Of_ Work - - - - - - ded bs part of data
Life (EW through OD acti-
and QWL) QWL vities
TASUTES
Rewaids Data are
used for ve-
— - — _ —_ — — wards and
- reward
data are £o-
tered
?D ard HRican be
Déwv:m used for
T oD — — o — — — —_ — systems da-
:'3‘;{) velopnent
D) and GD
purposes
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the culture and those who believe that HRID should be able to changé the culture. - Humen Rensarce Develagnntd
Both positions seem to be extreme. HRD should take the organisation forward, and . : Systemm
this can be done only if its design anticipates change and evolution in the future. '

¢} Attention to contexiual factors: What is to be included in the HRD systems, howis it
10 be subdivided, what designations and titles will be used, and similar issues should

be settled after consideration of the various contextual factors of the organisation——its
culture and tradition, size, technotogy, levels of existing skills, available support for . .
the function, availability of ouiside help and so on. : -

d) Building linkages with other functions: Human resource development systems.
should be designed to strengthen other functions in the company such as long-range
corporate planning, budgeting and finance, marketing, production, and other similar
. functions. These linkages are exiremely important. ' '

¢) Balancing specialisation and diffusion of the function: Although HRD involves
specialised functions, fine people should be involved in various aspects of HRD.
Action is the sole responsibility of the line people, and HRD sheuld strengthen theis
roles. T ' '

Structure of the System' o : C _

a) Establishing the identity of HRD: It is imporiant that the distinct identity of HRD
be recognised. The person in charge of HRD should have responsibility for this
function exciusively and should not be expected to do it-in addition to any other
function. Multiple responsibilities produce several kinds of conflict, This person .
should report directly to the chief executive of the organisation. . -

b) Ensuring respectability for the function: In many compantes, the persqanel
function does not have much credibility because it is not perceived majpr function
within the organisation. Tt is necessary that HRD he instituted at.a veryNigh level in
the organisation and that the head of the HRD department b clas§ified as a senior
manager, Both the credibil’  wd usefulness of HRD dependypn ' '

¢} Batancing differentiation w4 integration: The humee development

function often includes personnel administration, hum 5 _tjrce development and.
training, and industrial relations. These three jons ihve distinct identities and
requirements and should be differentiated wit RD department. One person
may be responsible for O, another for tzgining, Wgother for potential appraisal and
assessment, eic. At the same time, the @ awhould be integrated through a variety
of mechanisms. For example, inputs fro @ power planning should be available to
line managers for career planning and HRIDVunits for potential appraisal and
development. Data from recruitment should be fed into the human resources
information system. If salary administration and placement are handled separately,
they should be linked to performance appraisals. Differentiation as well as integration
mechanisms are essential if the HRD system is to function well.

@) Establishing linkage mechanisms: HRD has linkages with outside systems as well as
with internal subsystems, It is wise 10 establish specific linkages to be used to manage
the system. Standing committees for various purposes (with membership from various .
parts and levels of the organisation), task groups, and ad hoc committees for specific
tasks are useful mechanisms, : ' : '

¢} Developing monitoring mechsnisms: The HRD function is always evolving. It
therefore requires systematic monitoring to review the progress and level of
effectiveness of the system and to plan for its next step. A thorough annual review
reappraisal every three years will be invaluable in reviewing and planning the system. -
it may be helpful to include persons from other functions in the organisation in the
HRD assessment effort. '

Furctioning of the System o o _ .

a) Building feedback and reinforcing mechanisms: The various subsystems within
HRD should provide feedback to one another. Systematic feedback loops should be-
designed for this purpose. For example, performance and potential appraisals provide
necessary informatisn for training and OD, and OD programmies provide information
for work redesign. )

b) Balancirg quantitative and qualitative decisicns: Many aspects of HRD, such as . ‘
performance and potential appraisals, are difficult to quantify. Of course attempis , 13
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should be made to quantify many variables and to design computer st:urag_e of various
types of information, but qualitative and insightful decisions are also necessary and
desirable. For example, in considering people for prosnotions, quantitative data are
necessary.inputs, but other factors must also be taken into consideration. ‘Thus a
batance between the mechanical and the human factors is DECEssary.

) Balancing internal and externat expertise: A buman resource development system
requires the development of internal expertise and resources, specifically in content
areas that are used frequently within the organisation. For expertise that isrequired
oely occasionally, the use of external resonrces or consultants may be the most
feasible. It is necessary to plan for an economical and workable balance between the
two, It is preferable to use internal personnel to conduct training; however, an
organisation that uses only in-house expertise may not benefit from new thinking in
the field. On the other hand, a company that relies solely on external HRD help does
not develop the internal resources that are necessary for effective funciioning.

d) Planning for the evolution of HRD: Various aspects of HRD can bejintreduced into
the organisation in stages, depending on its needs, size and level of sophistication.
Some aspects may require a great deal of preparation. Rushing the introduction of an
aspect of HRD may limit its effectiveness, Each stage should be planned carefully,
with sequenced phases built one over the other. This may include:

i) Geographical phasing: introducing the system in a few parts of the organisation and
slowly spreading it to other parts. This may be necessary in a large or widely located
organisation. ’ ‘

ii) Vertical phasing: introducing the system at one or 2 few levels in the organisation
and expanding up or down gradually,

iit) Functional phasing: introducing ofg funcYon or subsystem, followsd by other
functions. For example, introducin g job icdtions (identification df critical
attributes of jobs) before introd M complete potential-appraisal system,

i) Sophistication phasing: intr simple forms of subsystems, followed after
some time by mose sophisticated Yowfhs.

1.7 SUMM@L

Successful ations pay adequate attention to their human resource deveiopment
e il

Al benefits of HRD are o be experienced, it must be introduced-as a
total system within the organisation. In addition, the comsitment of tile top
management to the HRD systems and its willingness to invest time an{lﬂother [es0Uces
is crucial; top management must make it obvious that the humasn resources of the
organisation are its most important resources. The values of Openness, frust,
mutuality, collaboration, and enthusiasm wichin the system should be r-}:cogniscd_ by
every member of the organisation, If implemented properly, integrated HRD systems
can contribute significantly to positive cultural changes, increased productivity, and
excellence in organisations. '
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UNIT 2 PERSONNEL MANAGEMENT
~ 7 ENVIRONMENT IN INDIA

* Objectives

The objectives of this unit are to:

® examine the changing role of personne] management

¢ understand the external environment and organisational context in which
personncl management operates :

o understand the dynamics of human resource systems in an organisation

Structure -

2.1 Changing Role of Personnel Management in India

2.2 Is Personnet a Profession?

2.3 External Environment for Personnel |

2.4 Organisational Context

2.5 Summary .

2.6 Self-assessment Test T : -
2.7 Key Words

2.8 Further Readings

2.1 CHANGING ROLE OF PERSONNEL \)

- MANAGEMENT IN INDIA -
In India the origins of personnél management could lracQw concern about . |

factory welfare work since the 1920s, following state ition in the difficult
conditions in the aftermath of World War I, angddhe enfgrgence of trade unions. In
1931 the Royai Commission on Labour recod c@ d the appointment of labour/
welfare officers to deal with the recruitment olNgbour and to settle their grievances.
This designation, as experience reveame imes regarded as a misnomer and
the role often misunderstood. The Factg Act, 1948 laid down qualifications and
duties of welfare officers and made it manw#tory for companies employing 500 ot
“more workers to appoint welfare officers with requisite qualifications and training.

Social work education which was started in the country in 1936, soon realised the .
relevance and significance of social work practice to personnel functions. '

Soon two professional bodies emerged: The Indian Institute of Personnel _
Management (1IPM) with Caicutta as the headquarters and the National Institute of
Labour Management (NILM) with Bombay as the headgquarters. These two places
were the premier centres of traditional industry (jute and cotton respectively) in
pre-independent India. Corporate power was sought avowedly as-a means of
performing the welfare work more effectively rather than in the self-interest of the
profession as such. In the years immediately after the Second World War and
Independence, the welfare needs of the working class grew along with rising
expectations. . ’ T

During the 1960 in India. the personnel function began to grow beyond the welfare
aspect, with the following three major areas of practice i.c., Labour Welfare (LW),:
Industriat Relations (IR) dnd Personnel Administration (PA) developing as
constituent parts of the emerging profession of Personnel Management (PM).

* Simultaneously, the massive thrust given to heavy industry in the context of planned
economic development, particularly since the Second Five Year Plan (1956-61), and
the accelerated growth of the public sector in the national economy resulted in a shift

in focus toward professionalisation of management. - L BRAGY Ace, No¥ (1 S eare
. ' N s LIBEATD : - M-—Gf“'fg

By the 1970 a shift in personne] professional values was discernible, bﬁactilrs}ﬁly : C]a_ss No § S

respanse to changes in environment. It was a change from a concern for welfare toa : % N

concentration on efficiency. In 1980s, professionals began to talk about new . L,
technologies, Hurman Resource Management (HRM) Challenges, and Human i



. Resource Development (HRD). The two professional bodies, I1PM anc;l NH.M,. .
-merged in 1980 to form National Institute of Personnel Management (NIPM).

There is growing awareness about the importance of the humian side of organisations
to overall progress. There is a realisation now that even in the sphere of technology, it
is the automation in the minds of people that wprries most than the automation of -
machines, There are no two opinions on the fact that people, not science and
technology, will determine our future, as also that of organisations, andithe world we
live in and the way we live. In that sense, as seen in Chart I, the personnegl function,
which had an inauspicious beginning in thé 1920s will blossom into a profession, when

_its outlook becomes phalosophlcal and the focus rests on upholding human values.

Chart 1 .
Evclution of Personnel Fumction in India
Period Development Outtook . Emphasis . suu
1920s & 19305 ) Begirmihg Pragmatism u_:ff Statutory Welfare! EC!ericaI .
) ) o Capitalists Paternalism ]
- 1940¢ to 19605 Struggling for Technical; - Introduction of - Administrative
IR ~ recognition Legalistic . techniques o .
1970s & 19605 Impressing with Professional - Regulatory ‘Manageriat
" sophistication ° Legalistic; Conformance; : .
Impersonal Imposition of
stapdards or: other
' . : functions
Late 19805 & 19908~ Promising Philosophjcal ~ Human values; ‘Executive
: : " Technology & - :
Productivity through
people

2.2 IS PERSONNE.PROFESSION?

\S

What makes a proi What distinguishes professionals from other resﬁected
oocupat:ons" On an, is, we can discern three distinct characteristics:

s, usually a specific body of knowledge
relentless drive for improvement through membershnp ofa
iation
® their standard of ethics which motivates and gu:des them towards demed goals

Academic Qualifications

Occupations pursuing professionalising strategles have sought the oooperauon and.

a legal backing of the State in their attempts to gain a momopoly of control over

training.

To qualify in other well cstabhshed professions such as mediclne and Iaw., members
must first meet definite academic requirements. In the sphere of managetnent, certain
specialisations like chartered accountancy and company secretaryship have grown to
be professions in the sense that members must first acquire the formal qualifications

~ specified for entry into respeciive proféssions. The hegemony of professions has been

chalienged by increased pressures on them and by state intervention. Barefoot
doctors, untrained nurses and untrained teachers attempted to break the hegemony of
the respective professions, But the trained elites resisted such intrusions through the
creation of a hierarchical ‘grade’ system of trained and untrained personnel with
better pay and accelerated promotional opportunities for the former. The state, in its
use of the power to license practice, has generally endeavoured to keep open a

plenuful supply of cheap labour. For instance, though company secretaries succeeded

in obtaining a charter for their profession through legislation in Parliament only
recently, firms with paid up capital of less than Rs, 25 lakhs are permnted by law to
have ordinary commerce graduates as company secretaries.

There are no definite academic requlremems for entry irito Personnel function in
India or in most other countries. The exception, however, is with régard to the

'leglslauon regulatmg employment of welfare mspectors under the Factories Act.




Formal qualifications and cntena for recognition exist mere!y for the posts of welfare
inspectors inder the Factories Act, but not for others in personnel fusction. Although
there are many courses of study available to personnel managers, it is not necessary to
compiete even one of these in ‘order to hold responsible positions in personnel
function. Persoonel management has been considered more.a process of osmosis and-
rote than specialised preparation for & profession. Education, tram:ng facilities, and
practices have been highly fragmented.

Personne! specialists expanded their sphere of influence by cashing in on the
“inadequacies” and “irained incapacities” of engineers in line management. Most

of the funrciions now performed by personnel were once the forts of line managers.
The growth of unionism, state intervention through a spate of legislation and code of
practices, the siress on statutory welfare, and concern for broader and consistent
policies in targe, complex organisations made it easy for personnel specialists to
expand their role and enhance their status. The increased incidence of conflict with a
better organised workforce and the threat of legal prosecution have enabled the
personnel to acquire additional clout in the organisational power structure, Still, the
human relations and.social skills which are part of the profession’s stock-in-trade are
too indeterminate to form a sufficiently exclusive and distinctive basis on which to
claim a monopoly. In personnel selection, psychological testing has become a separate
specialisation. With HRD becoming the recent fad, training and development is
burgeoning into an autonomous dlSClplll'le unmindful of the disillusionment and
disinterest of line management over the stripping of thelr role in dcvelopmg people.

In the designing and evaluation of _]ObS and in providing incentives to motivate people,
the refinements in technology and skills require expert knowledge of Mgustrial and
‘human engineering. The wheel seems 10 have taken a full circle sifige Ta§lor and at
least part of the work that personnel usurped from engineers jp line gement is
going back to engineers now, in staff function. '

The maze of labour legislation virtually made legal qualificaienéimperative to handle
the industrial relations function. A critique of perso ucation in the country
referred to the students of personnel as the children offhe Industrial Disputes Act and
called for deemphasising the legal aspects of jfcubtrial Pelations in the function. A
similar view was endorsed at the National on Industrial Relations Teaching
\ astitute at Delhi in February, 1982.

flog¥, the personnel specialists are now
mcreasmgly using Computers. Going far ®eyond traditional payroll preparation,
computers are being used for human resource inventories, facilitating collective
bargaining, thus becoming a vital input for strategic human resource planning and
management. ' ) '

Thus the expanding role of personnel in organisations is accompanied by
corresponding developments in virtually every subfunction to blossom or burgeon into
relatively more exclusive, autonomous disciplines, with some of them striving 10
achieve the status of a prefession within a profession which all along eluded the
personnel function itself. '

Professional Association

Personnel specialists and practmoners formcd into associations decades ago. In the
recent past, two such major professional bodies merged to form a single professional
body, National Institute of Personnel Management (NIPM) at the national level. But,
the sphere of influence of NIPM over aspects concerning the personnel function is
rather limited. Unlike other professions, particularly chartered accountancy and
company secretaryship, personnei could not obtain 4 charter for what the !atter claim
tobea professnon

NIPM conducts pre-entry and post-gxperience training programmes and OTpanises
seminars and conferences to update members on current issues and techniques. Butit,
has virtuaily no say in the accreditation of academic courses in personnei. The
government does not consult NIPM on this. The Indian #edical Association, the Bar
Council, the Institute of Chartered Accountants and the like haye jurisdiction in
Emiting the entry of people into respective professions, but NIPM or any other

- persoanel professional body does not have similar junsdlcuon in personnel education.

Environment in lodia
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NIPM’s record of contribution to relévant policy-making, representation in tripartite
forums, and authority to morally bind its members to certain basic professional values
is extremely limited. Even expulsion from NIPM membership does not disqualify the
person from continuing in the profession. - o B
'I‘lit_ls,wl_':ile it uiay be unfair to underestimate the pdsitive contribulions;mﬁde by -
NIPM to the cause of personnel, it is equally hard to concede that it meets the
requirements expected of a professional association, as yet.

* To bein a profession means to piofess, to take a vow of service, to live one's career by

a higher standard than is expected of others. The medicos have their Hippocratic
oath, but personnel has none. A certificate or a degree can at best serve-as a label or

identification and professional conduct.

as a professional identification, but there is a marked difference between professional .

" The central theme of any profession is unselfish service to mankind, notiservice to
self. Personnet can and should seek to achieve professionalisation through )
performance marked by better outlook, aftitude and practice. At a recent convention
. on excellence in personnel, some senior personnel managers admitted to the need, in
“the first instance, for setting out minimatly desirable stanidards of performance and
. attaining them before one could talk about excelience. : '
Activity A o o - : .
Collect the professional codes of ethics which doctors, lawyers, and chaitered

accountants have. Study them. On the basis of your study; can you develop a code of

ethics for personnel professionals?




2.3 EXTERNAL ENVIRONMENT FOR PERSONNEL  kirossent b o

Organisations are becoming large and compiex, with the progressive industrialisation
and advent of new technologies, Over the years, government intervention in )
regulating organisational purposes ard performance has increased. Social obligations,
legal aspects and trade union pressures are actively shaping the enviropment. Here we
shall consider some of the environmental trends in terms of five principal
environmental aspects:

8 Fconomic

o Demographic

# Socio-cultural

# Political

» Technological

Economic :

Low growth (3.5% long-term average), high rate of inflation (8.5%), and spreading
unemployment have been principal souzces of concern on the economic scene. To
 achieve full employment at a 2.4% growth in population, the number of jobs should
rise by 3.9%. The International Labour Organisation estimated that US $ 6250 is
needed to create a new job in developing countries like ours. Capital-employment and
capital-output ratios have declined progressively during the plan period. Inequities in
income and wealth distribution have increased over the years, despite governinent
initiatives to counter the same. Affirmative actions for the disadvanta ed groups have
brought in their wake new pressures for reservations in education and loyment
based on heredity, nativity, sex, caste and creed. Employmentiss t apd created in
bulk of public sector units for its own sake. Together these fagiqus and'¥8rces have put
the nation on a reverse gear. The resnit has been the pursuiwardness.

‘Demographic . ' o ' '
Over a period of time, the profile of empltyees, indus%%rkers in particular, has
been changing. Labour is not restricted to cert steswnd communities. Social
mobility accounts for the emergence of a mi ial workforce. While in
traditional industries this change is slow, Qe cafgotice it in relatively sophisticated
industries such as engineering, oil vefi distribation, chemicals and
petro-chemicals, machine-tools, etc. ground of the intermediate and lower
cadres in the Jatter industries is overwhelmingly urban; their level of education s
higher; they come from middle or lower middie classes. Moreover the old social
barriers are breaking down. The old distaste among certain groups for manual work is
gradually wearing off because the groups themselves have not retained theis separate
identity as of old and also because jobs are not wholly manual.

Higher skills and educational requirements expected of workers in modern factories
and better wage levels have tended to biur further the traditional distinction between
manual and non-manual workers. Employees are seeking and demanding parity in
employee benefits among different categories and levels. The evolving social and
political climate in the country also has its impact in shaping and expediting these
changes in the composition of warkforce and their disposition towards work place.

The sex composition of the workers has also been changing. Earlier, women were
recruited mainty as labour i agriculture and related traditional industries like -
plantations, etc. Now they are increasingly occupying white collar and managerial
positions. Working women, especiaily in developing countries like ours, are beginning
to resist discrimination against them by employers and sexual harassment ai work
place. : : '

Socio-cultural. ' ' |

Hindu religion and culture doés not teach people to be idle. It is enjoined that one

should do one’s duty not in return or expectation of its fruit but because it is one’s

dharma. High quality work without supervision over long hours, almost unrelated to

its fruits in monetary terms, is done by the self-employed persons, e.g., crafismen,

fishermen, housewives, and employees of small unorganised units, in townsand -

villages. Cn the other hand, the question of lack of work culture or ethics is discussed 1
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largely in the context of large scale organised industry primarily in urban areas. Some
questions arise in this context. Does the joint Hindu family system encourage
dependency in work culture? Are people looking for security in modern industry that
is comparable to the one found in the joint Hindu family system? What are people
interested in? In money or what money buys? In being-or in having? What importance
do people give to the more fulfilling aspecis of work like job enrichment? To what
extent are our socio-cultural traditions compatible with the modern organisational
structure? There is need to comprehend these and other related aspects,

Activity B _
Consider the above questions related to socio-cultural factors affecting work culture
and staté your thinking on them. '

Political

Political indepefidence and democratic forces have raised the expectations of our

* people. Compared to most other developing countries in Asia and Africa, the

democratic institutions in India are more developed, strong and active. There is an
increasing demand from our people for a greater degree of invelvement and
participation in matters that concern and affect them. '

Government intervention to regulate employment relationships. and organisational
performance kas been on the increase in pursuit of the ideals enshrined in our
Constitution and the objectives of Five-year Plans. ' '

We have had much progressive legistation since independence to regulate working
conditions and employment relations, abolish bonded labour, check contract labour,
ensure equal pay for equal work, guaraniee minimum wages, provide social security,
etc. We also have some stringent legistations like Essential Services Maintenance Act
(ESMA)} and Maintenance of Internal Security Act (MISA), which trade unions and
civil liberty organisations abhor. : _ '

Employers and unions are critical about much of the legislative fi ramework because it
does not enable them to function the way they want to, but seeks 8 tontrol.
Non-compliance of legislation is fairly widespread because ‘stateways’ alone cannot
change ‘folkways’; besides, weaknesses in administering the laws and loophoies in the
provisions have aggravated the situation. While legisiation did play a positive role in
bringing about desired changes in the direction of social and natural justice, it has also
made employers and employees themselves legalistic. Over 1.5 lakh labour dispuies
are pending in courts. In the organised manufacturing sector alone, over 3,000

man days per every 1000 persons employed are lost eve;y\ year it the industirial
disputes where both the parties seek to assert their respegtive rights. Litigation kas
grown due 1o increase in number of disputes and delays in adjudication.

/



Technological

Technological imperatives are limiting the options available. However, more number
of jobs are lost due to sickness than due to modernisation and automation. Delays in
absorpticn, failures in adaptation, absence of economies of scale; high costs and
cost-push tendencies due to the nature of competition have restrained the positive
features of technology. '

Nevertheless, technologic@;l changes have reduced the dependence on muscle power
in manual jobs, and manual labour in clerical and other white collar occupations. The
advent of modetn technotogy has rendered work on the shop-floor and the office '
more alike. Job content and methods of production are changing. Modifications occur
in the size and composition of work groups. The network of social relations among
employees is also affected, Secular shifts in consumption patterns and technological
developments have displaced attisans such as weavers, potters, fishermen,
washermen, etc. Technical training institutions began to impart training in skills such
as carpentry and weaving which once used to be the exclusive domain of people
belonging to certain castes. In retrospect, these changes had the following effects on
the individuals: the link betweén caste and occupation was broken, the skill of artisans
which was more personal and manual was replaced with the skill of technicians which
is more impersonal and mechanical; job performance depended more on dexterity in
handling machines than exercising one’s skill or craft and thus individual’s pride in his
contribution to final output, for which Indian artisans were renowned, was reduced.

2.4 ORGANISATIONAL CONTEXT \
Managing in turbulent times requires organisations to rais . 'c}ﬂ?ms as to their

nature and purpose. Strategic management involves cons @ _
aspects: ' ' _ S

e Mission and Strategy

e Forma) Structure

& Human Resource Systems.

These three aspects are discussed here from thg personnel management point of view.

" . Mission and Strategy

An organisation needs a reason for beinl.e. mission, and a sense of direction as to
how to carry it out i.e. strategy. Most of our organisations, particularly in the public
sector, have multiple objectives. The loose definition of objectives and their plurality
often provides an excuse to dilute accountability. The paucity of data on human
resources often makes it difficult to include it in the process of strategy formulation.

The macro-objective of Gross National Product (GNP) and the standard of living and
the micro-abjective of Return on Investment (ROI) and quality of work life provide
enormous opportunities for the personnel function to make significant contributions,
Personnel shouid adopt the language of business and relate its effectiveness in relation
to the business objectives concernirig output, profit, and contribution to society. Peers
in other functions focus on income, assefs, liabilities, sales, costs and profits while
personnel continue to tatk about feelings. The traits wheh characterise personnel
function today are: ' ' : :

® itis largely a reactive service : o

- o employees are viewed as adversaries, not as partners of stakeholders
e employees constitute an element of cost, not an asset
There is need for a change in personnel perspectives to devélop common intefests and
common language. _ o S
Peter F. Drucker observes that few factors are as important to the performance of an
organisation as measurement. And, especially in personnel, measurement isthe
weakest area. Personnel should know how to objectively measure their activities, to
get over the subjectivity myth and overcome the values conflict. Until this happens,.
personnel would mean many things to many people and respect for and recognition of
personne] would remain a far cry. Petsonnel should use information about their
performance to gain recognition and acceptance. Numbers ace important because

Environment in Tndin



Planning Personet Fanction words are imprecise. The role of personnel in strategic planning would be substantial
. if a personnel manager’s results guide has some of the following exaemples as
' ’ performance standards:
¢ Employee costs per unit of production service shail be held at.......... {base year)
: ' and indexed to.......... as a percentage of fixed and semi-variable expenses.

o At least 66.6% of increased cost of improvements in the Long-term Agreement
shail be met through improvement in employee productivity. .

o During the next....... yeurs, there shall be a reduction of ... % in-down time of
ptani and machinery........... % in the avoidable waste of materials and. ... .. Yo tn
absenteeism beyond authorised leave.

@ Ensure that 33.3% of saving arising out of the three factors above will be

-distributed te ensure improvement in the individual employee’s earnings.

# Anindividual employee must move up.......... grades in his work span
of ... years through careful manpower and succession planning.

¢ Atleast 25% of vacancies in the managerial cadre shall be filled from amongst the
lower job holders through appropriate training and development programmes.

Formal Structure

People and tasks are organised to implement the organisation’s strategy. The
organisation’s formal structure includes its systems of financial and operating control
systems. The number of levels between the operator at the lowest rung and the chief
executive at the highest rung in the hierarchy has increased from 5 to 15.in the last
fifteen years or so. We have more people at the middle level to supervise and get work
done than those who do the work. Manage¥gby themselves do not produce.
Promotion policies designed to make imividi¥y] aspirations are causing more
problems in achieving organisational pur;

ing, managerial and strategic. At the
ement of th&@organisation.ds carried out: The

Urganisations need three tevels:
operativnal level, the day-to-day Wau

! ' managerial level focuses o rocesses by which the organisation obtains and
altocates the resources nee sarry out its strategy and objectives. The strategic
| level deals with poligtprmulgtion and overall goal setting; its objective is to position

possible way to deai effectively with its environment. The
ate in a top-down system, but provide feedback loops for

] the organisation i
B three levels-do not o

As mentione €, in most Indian organisations the tevels of mana«renal actmty
have been increased largely 10 accommodate the aspirations for promotions that -
individual employees have. In the process, employees are promoted, jobs are
downgraded and responsibility is blurred.

Organisations operate in an ever changing environmen:. Hence there is need for
changing assumptions ahout organisation structures also. Modern organisations
involving kigh technoiogy and educated workforce tequire relatively flat and not
pyramidical structures. There is need for evolving rew approaches and strategies in
manpower and career planning systems and building them into orgamsation planning.
This is a major challenge and opportanity for personne! in the changing organisational
contexi,

Human Resource Systems

. People are recruited and developed to do jobs defined by the organisation's formal
! structure; their performance must be momtorcd and rcwardc; a]located to maintain
pmductw:ty

An analysis of the human resource system ot large companies shouid vield
information about what assumptions the designers of these systems hold about
people. Are they people of McGregor's Theory X type or Maslow's self-motivators
seeking self-actualisation? There may be probiems in articulating an individual
manager’s beliefs, but one can deduce the real beliefs from the contto) systems they
use. And since they are usually designed on an ad koc piece-meal basis, one can find-
many Incongruities and incompatibitities: If an organisation has got systems to punish
but not to reward people, the former too become defunci over a period of time
because a manager who does not have the powcr to reward forfeits his right te punish,
20 at least in course of time.




Peters and Waterman point out that “excellent” companies have clearly articulated Personmcd Masagenion
their management philosophy and its relationship to the specific policies of the Envirsament [ Indie
organisation, Some of the dimensions that management might consider in the design

of the human resources systermns include the following: S

Naturc of emplovment = : Job or career

Depree of participation in : Top-down or bottom-up
decision-making

Labour Markets : Outside recruitment for higher posts or

promotions from within

Incentives ' : Individuat or group

Organisations vary in regard 1o the degree to which they provide careers to their
employees, encourage participation, promote from within and orient their systems
toward coltective. group based performance. Many will have a mixture of the two
choices mentioned above. 1n some cases, the system is a matter of choice and is meant
1o support a cultural orientation towards a cooperative rather than competitive
climaie. But most organisations covered by Peter and Waterman (included in Fortune
USA 500 companies) seem to stress on “challenging and meaningful work™ with stress
on participation, upward mobility and group performance. In the Indian context,
social compatibility becomes a relevant issue. We should also be careful in
generalising and in being prescriptive. For example, the concept of life-long
employment and preference to employees’ children in employment which seem Lo
work well in the case of Tata Stecl proved to be disastrous in those of some other
companies. Hence the need to be wary about the organisational contesg regarding
strategic choices in human resource systems,

2.5 SUMMARY

onnd} and the shift in concern from
ersonnel is a profession and
ic trdWging, professional association and

We have briefly examined the changing role of
welfare to efficicncy. We have also examine

meets the requirements of rigorous acaden

standard of ethics. We have also notedgfiaBig the turbulent envirenment in which our
organisations operate, economic, deme @ , socio-cultural, politicaj and
technological forces affect personnel polici¥s and practices. Within the organisation
context, three aspects are important. They are: the mission and strategy, formal
structure and systems. While highly successful companies articulate their management
philosophy which bears a close relationship with the specific policies of the

organisation. it is difficult to make any generalisation and be prescriptive about it.

2.6 SELF-ASSESSMENT TEST

] What is a profession? Is personnel a profession in India? Discuss.

2 Examine the changing role of personngl in India.

3 Gutline the factors influencing personnci environment in India and discuss their
implications. g '

4 Discuss the present status of personnel function in the organisation context with
particular reference to the strategy, stracture and systems.

2.7 KEY WORDS .

Environment: Aspects, conditions or objects surrounding an organisation
Missiop: Task to be performed '
Strategy: Plan to achieve a certain task

Structure: Framework of an organisation - 23




Planaing Pyysonnel Function

2.8. FURTHER -READ[NGS |

: S:kula Andrew F. and John F. McKenna, 1984. TheManagementofHuman

Resources, John Wiley: New York.

Fombrun.Charles, Noel M., Tichy and Mary Anne Devanna, 1984 Strategic Human
Resource Management, John Wiley: New York. '

Peters, T. and R.H. Waterman, Jr., 1982. In Search of Exceﬂcnce Lessons from
Anmerica’s Best-run Compames, Harper and Row: New York.

Scheer, Wilbert E., 1985. The Dartnelf Personnel Admm:srmtmn Handbook
Dartnell Chlcago




UNIT3 FUNCTIONS AND OPERATIONS

OF A PERSONNEL OFFICE

Objectives

The objectives of the unit are to: _

® explain what personnel management is;

¢ describe the characteristics of personnel management

 identify the objectives of personnel management and the vatious pre-requisites for
the fulfilment of objectives : . :

& list various functions and operations of personnel management

» understand how a personnel office is organised C

e realise the various roles played by a personnel manager and the qualities of a
successful personnel manager S

® understand the position of a personnei department in the organisation.

Structure

3.1 Introduction o

3.2 Characteristics of Personnel Management

3.3 Obijectives of Personnel Management

3.4 Functions and Operations of Personnel Managemen
3.5 Organisation of a Personne] Office _ .

3.6 The Personnel Manager ' '

3.7 Position of Personnel Department in the Organisation -

3.8 Conclusions N B '

3.9 Self-assessment Test . _ \
3.10 Further Readings ' .

3.1 INTRODUCTION Q 2 |

An organisation is formed for the fulfilmeni of certain objectives like earning a
desired rate of profit on investment, exploitation of certain natural resousces,
development of a given geographical area,and stpplying to the public some essential
‘goods or services. Machines, materials, money and all other non-human resources are
the tools and aids that man uses to achieve his tasks. Thus, 2 proper selection of men,
their tactful handling and proper management is the essence of good overall

management of an organisation. . :
.\

However this is the most difficult of all the management tasks ia an organisatiop.
Some people also say that ‘management’ means ‘managing men tactfully’. One often
comes into contact with the personnel department of one’s office, for example, for
selection, placement, training, discipline, grievance handiing, wage administration,
dismissal, etc. However, there are certain aspects of the work of a personnel
department which may not be very obvious. - o

3.2 CHARACTERISTICS OF PERSONNEL
MANAGEMENT :

Personnel Management is known by various names. These are Personnel
Administration, Labour Management, Industrial Relations, Employee Relations,
Manpower Management, cic. The manager who performs this function is alzo;
likewise, calied by varicus names, like Personnel Manager, Employee Relations
Manager, Industrial Relations Manager, Labour Relations Manager, Labour Officer,
Labout Weifare Officer, Welfare Officer, Personnel Officer, Emgicyee Relstions
Officer, Industrial Relations Officer. :

25



The following are the basic facts and characteristics of Personnel Management:

It is concerned with employees: Personnet Management is concerned with employees
both as individuals and also as a group. Personnel Mznagement is a function or
aetivity aiding and directing workmen in maximising their personal antnbunon and

satisfaction in employment, bringing them an eqmtable just and humgne treatment,

and adequate security from employment.

It covers all tevels of persennel: It refers not only to labour or, what you may cail ‘blue
collared’ employees, like craftsmen, foremen, operatives and labourers, but also the
‘white collared’ employees, like professional and technical workers nianagers,
officials, clerical workem‘ sales workers, ete.

* The concera for the employees is to belp them: The employeés are helﬁed to develop

their potentialities and capacities to the full so that they can derive the greatest
satisfaction from their work :

It is inherent in ull organisaﬂcms It is as usefui and effectwe in gmrem ent
departments and non-profit organisations as in a business organisatiog. Moreove_r, it
covers all types of functional management such s production management, financial
management, marketing management etc. |

- Itis of & continuocos nzture: Personnel management requires constant Llertness and

awareness of human relations and their importance in everyday operanons

It siterapis si getting the willing cooperation of the people for ibe attainment of the
desired goels: This is necessary because work cannot be effectively petformed in

isolation without the promction and devd%mem of an esprit de corps. -

3.3 OBJECTIVES O@SONNEL MANAGEMENT

‘The objectives of Perso anagement are given below:
1 To achieve an effectivigftilisation of human resources for the achi¢vement of
organisation

2 To ectabhsh intain an adequate organisational structure and a desirable

rk ip among all the members of an organisation by dividinig the
ngl tasks into functions, positions, jobs and by defining|the
tlity, accountability, authority for each job and its relation with other
;obdperso inel in the organisation. - '
3 To secure the integration of the individuals and groups with the orgamsauon by
- reconciling individual/group goals with those of an organisation in such a manner
that the employees feel a sense of involvement, commitment and loyalty towards
it. The absense of this integration will allow development of frictidns, personal
jealousies and rivalries, prejudices, personnel conflicts, cliques, factions,
favouritism and nepotism. These will produce inefficiency and result in failure of
the organisation.
4 To generate maximum development of individuals/groups within d organisation
by providing opportunities for advancement to employees through training and
job education or by offering transfers or by providing retraining facilities.

53 To recognise and satisfy individual needs and group goals by offering an adequate
and equitable remuneration, economic and social security in the form of monetary
compeisation, and protection against such hazards of life as iliness, old age,
disability, death, unemployment etc. With adequate compensation and security,
employees work willingly and cooperate to achieve an organixa%: goals.

k

6 To maintain high morale and better human relations inside an organisation by
sustaining and improving the condmons 50 that emiployees may to their job
~ for alonger period. :




Activity A . . _ Functions and Opovationn of »
Think of the extent to which, according to your estimate, these objectives are being * - Prseiael Offlca
falfilled by the personnel office in your organisation and write below the extent of '

such fulfilment, choosing one of the following for each objective: =~ "+

(i) Adequately (i) Tosomeextent (iii} Not atall. - -

Objectives : ' _ .Extent |

Write below against each objective what more you would like to have done in your
organisation: . '

Objective ' ' : ‘Suggestions

PRI 40 VI N
Considering these objectives, you will perhaps agreeghiat the OBjectives are in the best

interests of all those to whom management is respon . owners of enterprise, the

community, the consumers of its goods and sepeiges, members of the organisation -
itself, including groups who may belong to ;@

For enabling the Personnel Manager tguifil th¥c objectives the top management has

to create some conditions as the pre- . These are described below.

1 Existence of capable people in the sation picked up on the basis of their
merits and not on other considerations. If people are sclected on other
considerations they will be misfits, creating all sorts of problems for the
organisation and other employees. : :

" 2 Plans for effective utilisation of efforts and potentialities of individuals and groups
for appreciation of work well done and for future advancement and training. If

 people are left on their own, nothing will be achieved. They have to be provided
with necessary opportunities and means, and given encouragement. '

3 Considering employees as co-workers rather than as subordinates. If this is not’
done employees will not consider it their responsibility or duty to fulfit the
objectives of the organisation. : . ' . :

4 A proper division of tasks of an organisation in accordance with a sound plan into,
functions and positions, each indicating a clear-cut authority, responsibility and
duties as also relationship of one position with another. In the absence of such a
division, chaotic conditions will prevail and no work will be done properly or even
doneatall, . . . - . .. Lo ot oL

5 The presence of clearly defined and comprehensive objectives and proper.

_communication to all concerned. If objectives are not clear and if people, whoare
expected to work for achieving these, do not know about these, they cannot
expected to achieve them. . .. . . . . . . o

6 The formulation of objectives in consultation with senior personsinthe :
organisation and common understanding among managers at afl levelsof the -
objectives. If the senior staff or personnel have not participated in the formulation
of objectives they may not feel any real responsibility for achieving these. If
managers at any level do not understand the objectives, they will not know why
they are doing a given work what is expected of them and as's result may not evea
doit properly. I o e
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- d) Do you have a clear understandige of t

If yes, how are these

Activity B | | R
a) On what basis are employees selected in your organisation and what weightage is
given to each one of these bases?

b) What is the prevailing attitude of superiors towards the employees in your
organisation: '
Employees work for them _ Employees work with them

c) Assess the division of tasks in your organisation and write below if the authority,
responsibility and duties of various funegons and positions are clearly indicated:

Forall [} Formostofthem [} me of them [ Fornone [ ]
Jectives of your Organisation?

Yes [] No [] _ : S o
e} Do yoil_ have 4 clear understan f the ebjective of your Divisidnch_partmemf
Section? Yes [ N '

smmuRicated to vou?

e T

3.4 FUNCTIONS AND OPERATIONS OF PERSONNEL

_ MANAGEMENT

Personnel functions are generally divided into two categories, i.e. Managertal and
Operational. In fact, these are two levels at which each function is to be performed.
Each function is part of a management plan and has to be given practical shape at the
operational level. This will be clear from the following chart, which shows various
functions classified under the broad functions of management, viz.. Planning,
Organising, Staffing, Motivating; Controlling. It also gives objectives in relation to
cach, what may be called managerial function. Under each objective are given
operations performed for achieving the objective concerned. '



Functions of Personnel Management

{A) PLANNING MANPOWER REQUIREMENT-

Function: Anticipating Vacancies
Objective: To anticipate and pravide for future openings.
Operations: 1. Anticipating deaths, dismissals, retirements, and resignations -
: 2 Anticipating future promotions :
3 Anticipating future transfers
4 Estimating future vacancies froen the above causes
5 Estinating addizional future positions

Function: Recruitasent
Objective: To seck and attract qualified appllcants to fill vacancies
Operations: 1 Preparing job analysis

2 Preparing man specifications

3 ‘Analysing the sources of potential employecs

4 Attracting potennal employees

iB) ORGANISING THE MANPOWER RESOURCES -
Function: Orgatisstional Plassbag

Objective: To determine the organisational structure and manpower needed to efieactwely meet the
company objectives.
Operalions: t Analysing organisational structure

2 Forecasting manpower requirements
3 Recommending organisational changes
4" Analysing key position requirements

Function: Selection .
Ohjective: ‘f'o analyse applicants’ qualifications for determining their amtab:lny
Operations: 1 Preparing questionnaires
? Weeding out undesirables through analysis or qucstlonnaln:s
3 Interviewing the applicants
4 Testing the applicants psychologicatly, where necessary
5 Investigating their references )
6 Arranging medical examination, if necessary
7 Evaluating the applicants and making the final selectio
Function; Classificatine of Employees

Objective: T assign officiatiy each employes to an appropsi ition clearly defined regerding its
responsibilities. . - : :
Operations: 1 Prepating the job descriptions
2 Assigning of proper title to each pos .
) 3 Reviewing periodically the correcmesS job descriptions
{CY STAFFING

Function: Induction

Objective: To ensure that new recruits are p d with appropriate training and informaticn to

enable them to perform their duties effectively.
Qperations: { Orienting new employees into their jobs
2 Ascertaining training requirements of such employecs to make them motre
competent for their jobs :
3 Providing facilities for their future education and development

Funciion: Transfer and Promotion
Objective: To provide for increasing the ut1|lsanon of the cmp]oyee s capablhtles
Operations: 1 Continuously analysing job descriptions :

2 Evaluating employee qualification

3 Determining training requirements ..

4 Promotion according to employee's developmem

Function: Manpower Developoent
Ohbjective: To provide for the individual employec 3 deve!opment
Operations: ! Developing performance standards

1 Appraising performance

3 Planning individual development programmes

Function: 'l'nlnhg i :
Objective: To arrange programmes as rcqu:red for developmg exmmg personncl
Operations: 1 Planning and preparing training programmes
: . 2 Providing training staff and facalty resources .
3 Conducting the training programmes
4 Evaluating thie traiging results

() MOTIVATING .
Function: Rate Determinstion

Objcctive: To set rupee values on ;ob posmons that are fmr and equltable whin compared wﬂh the

other positions in the company as well as what prevails outside
CQperations: . . 1 Analysing jobs and giving job descriptions :
: ' 2 Evaluating such jobs
3 Developing wage scales

I‘uuclinﬂﬂﬂunﬁﬂdl
Perscaser Olfice



Plannipe Personne) Fum‘hon

Function: Recreation |

Objective: To provide fucilities for employee’s enjoyment of the job and make the cckmpany more
attractive and satislying as a work place, )
Ovperations; ! Conducting social activitics

2 Conducting athletic activities !
3 Providing recreational facilities for employees : |

Function: Communications )
Objective: Ta provide the needed exchange of information throughout the organisaﬁnn
Operations: 1 Deveioping channels and media for tnformation presentation to employees
2 Introducing and administering suggestion scheme - I
3 Conducting opinion surveys
4 Developing grievance procedures - |

Function: Collective Bargaining : B

Objective: To build up rapport with officially recognised and iegally eslablshed employee
ofganisations in the best interests of both the company and uts employees |
Operations: i Negotiating agreements i

2 Interpreting and administcring such agreements
Function: Employee Discipline i ) I
Objective; - To develop effective work regulations and harmonious working refationships
Operations: 1 Establishing rules for conduct

2 Administering disciplinary measures, where necessary

Function: Performance Evaluation

. I
Objective; To appraise objectivety each employee's performance in relation to the dyties and
_ responsibilitics assigned
Operations: I Developirg performance evaluation

2 Cenducting performance evaluation interviews
3 Analysing performance evaluation fesults '

Fugction: Employee Counselling

Objective: To help employees solve their pe lems
Ogperations; 1 Selecting and training counseBors '
2 Arranging counsélling j - |
3 Assessing extent of he rendered
Function: Safety : '
Objective; To develop facili rocedures for prevention of on-the-job accidenis
Ogperations:; 1 Establishing safi le
2 Investi accidgnts : I

ety inspections I

Function: Medical#
Objective;

S |
nt diseases and physica) ailiments as weil as care for discases, ailments, and
ngfsustained by employees on the job |
Operations: I D¥veloping and administering prevention programnies
2 Examining employees and job applicants
3 Providing medical treaiment
4 Educating in health matters
Function: Protection and Security |
Objective; To provide precautionary measures for safeguarding the company and its Fmpcrty from
theft, fire, etc.
Operations: 1 Developing and administering security regalations’
2 Organising fire fighting services [
3 Providing guard or watchman service : I
Function: Personnel Research .
Objective: To develop impeoved emplayee attitudes and conditions of work ]
Gperations: 1 Analysing personnel problems T
2 Recommending improved practices ' |

The chart above gives one way of classification of functions. Different experts of
Personnel Management, and Iustitutions like the Indian ‘Institute of Personrie)
Management, have classified these functions differently.

Some of the operations mentioned in the schedule are self-explanatory. z’:. few of these
may perhaps require further explanation, which is given below:— :
Job Analysis is the determination of the tasks which comprise the job and the skiils,
knowledge, abilities and responsibilities required of the worker for 2 successful
performance and which differentiate one job from alt others, '

Job Description is a statement describing the job in such terms as jts title,llocation,
duties, working conditions and hazards. |




Job Evaluation is the evaluation or rating of jobs to determine their position in the job - Functions sad Operations of a
hierarchy. It is a measure of demand a job rakes on the worker as compared to other Personael Office
jobs. It is the quantitative measurement of relative job worth for the purpose of

establishing consistent wage rate differentials by objcctive means.

Job Specification is a statement of the minimum acceptable human quahtlcs necessary
for the preper performance of a job,

Standard is 2 measure of performance which management will like an employee to
achieve with some degree of deliberate effort.

Performance Appraisal is a systematic evaluation of s worker’s performance ona }ob
in terms of its requiremnents and his potential for development.

Grievance is any discontent or dissatisfaction brought to the notice of the management
whether exposed or not, whether valid or not, arising out of anything connected with
the organisation which an employee thinks, believes or feels to be unfair, unjust or
inequitable, the complaint about which has been ignored, over-ridden, or in the
employee’s opinion, dismissed without consideration and the employee thinks that an
injustice has been done to him.

Activity C

a) Of the various functions given in the chart, which ones, according to you are
carried out by the personnel department of your orgamsauon and what opcrallons
are carried out under each of these?

Functions

b} What other activities would you like the personnel department of your
organisation 1o engage in and why?

3




'3.5 ORGANISATION OF A PERSONNEL OFFICE

"The first step in the organisation of a person'r'lel office is to list all the activities that are -
'to be undertaken by it, looking not only (6the present requnrements of the
orgamsanon but also to futurc requ:rements . |

It may be noticed that not all the pcrsonncl functions. are, equaily tmpo ant to all
organisations at all times. Their relative importance would differ from ¢ach other
depending upon various factors. Some of these factors are the size, the nature, its
social, economic, cultural, political and legal environment, the mental Lnake-up of
personnel officers, and the overall philosophy of business. S

) The léss important of these factors may be sultably combined w1th the closely related

important ones. The activities should then be grouped function-wise and put under :
the conéernied functions. A group of related functions should be put under a particular
Section and the various Sections under the Personne! Manager. Dependmg uponthe .
aumber of Sections and functions, the Personnel Manager can have one or more o
Deputy Managers or Assistant Managers Much will depend upon the size of the
organisation, the management philosophy and management apprec:atl'on of personnel
functions. Personnel Manager can also depute some persons to advise \um '

|
| Adwiser
- . — Tadustrial
“ : Relations
o
Manager " Manager I
Welfare
and ' Law
Commwnity | Officer
Developstient |
Deputy |
Deputy Personnel Dreputy
Personnel Maeager . Personpel [
(Common Services) Excavator sad {Awso} —_— )
General Engg. Divs | SR N | |
|
- Assistant Personset Assiizant Assistant | |- - NE
Asmiitant Persomael Munnges Perscanel Peronmel Central Wetare | Community
e — Masager [Escovatn Maaager ‘Msaager " Estate - Ome :n, || | pevetopmens
. Manager (Fowndey o Em At Officet T Ofticer
' N (Auto) (Empioyment) . .
_ Div) | |Geaenl Engg : '
| Dwj
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“You wilt notice beﬂ: that for some functions lhe Personncl Manager |¢| helped by the
Deputy Personnet Manager but for others by an Assistant Personnel l‘blanager or uk
Officer. This depends on the relative amount of work in, or impartance of a function.
. |
e




In a smaller organisation the Organisation Chértis simpier a5 gieen in Figure I1. This
- Is the Organisation Chart of Personnel Department of National Machinery
Manufacturers Ltd (NMM)

: p@ﬂ'wowﬁtmuﬂm' -

Personne]l Manager, -

Manager ’ i . : . M,nnge. r
{Industrial : : : ) : {Trrining)
Relations) . : - . 1 ;
Welfare Jr. Officer |~} Jr. Officer Ot Seuu'ity: -
Officer - o (Personnel (Time Office) ' - Officer
Department) : S S
Clerical Staff Qlerical Statf | . | @atch & Ward
Activity D

Study the orgamsatwn chart of the Personnel Deparlmenl of "rgamsatinn, T
discuss it with the persons who can explain to you what facto @ considered to’

make it what it is now and wrlle the factors below

3.6 THE PERSONNEL M.&En

A personnel manager plays a variety of ro!es in accordance with the need of the
situation. These are gwen below: : :

The Conscience Role : ' '
Under this role the personnel manager remmds the management of thetr moral and
ethical ebligations towards employees. -

The Counsellor Role

Under this role he encourages the employees to meet him frequentiy for oonsultatlon
and discussion of their mental, physu:al and career problems and at times even their
family problems. . :

The Mediator Role '

Under this role, he tries to settle chsputes between labour and management as also
those between an individual and a group. He is not only a peace- maker but also serves
as a Haison man and a communicating link. :

The Spokesman Role : :
Under this role he works as a spokesman fororasa representatwe of his orgamsatwon
This he is able to do as he deals intimately with many key orgamsanonal activities and
functions and has a better over-all picture of his company’s operations. :

The Problem Sclver’s Role

He is a problem solver in respect of i issues mvolvmg human resource managemem and
over-all long-range orgamsatlonal planning. S
The Change-Agent Role

He serves as a change-agent in respect of introduction and the implementation of
major institutionad changes. .

wmo,mon
Perssonel Office
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38 CONCLUSION  \_

“and what qualit

3.7 POSITION OF PERSONNEL DEIPARTMENT IN THE
' ORGANISATION

Production and Marketmg Depanmems of a concern are the ones where the main
activities of a business organisation are concentrated. They produce and market things
and services in which the organisation deals. The Finance Department helps these.
Departments by providing the required finance at the required time;{The Personnel
Department helps by providing the required type of people with required training,
required attitudes and the required fabric of inter-relationships. The Departments
that provide the supportive services are called ‘staff’ departments, while preduction
and marketing departments are called the ‘Line’ departments. ‘Line’|functions are
those which have direct responsibility for accomplishing the objectives of the
organisation. ‘Staff’ functions are elements of the orgamsatlon that he]p the line
functions to work most effeutwely in accomplishing the primary objective of the
enterprise. |

|
The Personnel Department has ‘staff” relationship with other departments. 1t acts in

an advisory capacity. The staff people should not behave as if they were experts.and
they only knew what was best for the line people. Suchan overbednﬂg attitude capnot
induce cooperation or acceptance. If an attitude of patience is adopted and the right
atmosphere created the line manager will look forward to assistance, help; advice

from the personnel manager and his department.
|

Mnnel management 18, wlhat its bLOpE: is )

and what its characteristics are A helped you to understand the various objectives
of Personnel Managemem and\h -requisites for fu!fllmcnt of the objectives. Tt
has given you a detailed gdga of the funu]om and operativns of perseneel
management. It has help to know the process of organisation of a personnel
office. You have cpmge to Rgow the various roles that a personnel manager has to play
i «e equired for becoming a successful personnel manager. Lastly,
it has helped you tunderstand the position of personnel management in the

Qrganisati !
|

This unit has attempted to explaj

3.9 SELF-ASSESSMENT '][‘EST

— |
Take ¢ach of the ob;ectwes hsted in the begmmng of the unit and regard it as a

question. Working from memory, write, not more than half a page on each, so thai

you Mav assess whether. you can recall the main points contained in this unit.-
. . Lo

'
L
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UNIT 4 MANPOWER PLANNING

Objectives

Ma.npower strategies affect corporate strategies and vice versa, Manpower planning is
an integral part of corporate planning. The objective of this unit is to:

¢ cxamine the purpose and process of manpower planning

@ study the methods and techniques for projecting manpower supply and demand

© review the key concerns in developing a manpower strategy

Structure

4.1 Whatis Manpower Planning?

4.2 Objectives of Manpower Planning

4.3  Why Current Interest?

4.4 Planning for Future

4.5 The Manpower Planning Process

4.6 Projecting Manpower Supply and Demand at Organisation Level
4.7 Developing Manpower Strategy: Key Concerns
4.8 Summary

4.9 Self-assessment Test

4.0 Key Words

4.11 Further Readings

\
4.1 WHAT IS MANPOWER PLANNING? \ >

Manpower pianning may be defined as a strategy for the @ jon, utilisation,
improvement and preservation of the human resources OTRLEN erprise, Itis the
activity of the management which is aimed at co-0 ing the requirements for and
the availability of different types of employees. Thisygfvolves ensuring that the firm

has enough of the right kind of people at th t tin¥ and atso adjusting the
requirements to the available supply.

The major activities of manpower plgfifling include:

Forecasting future manpower require either in térms of mathematical
projections of trends in the economy and developments in the industry or of
judgemental estimates based upon specific future plans of the company.

Inventorying present manpower resources and analysing the degree to which these
resources are emploved optimally. RN

Anticipating manpower problems by projecting present resources into the future and
comparing them with the forecast of requirements to determine their adequacy, both
quantitatively and qualitatively. C

Planning the necessary programmes of recruitment, selection, training, development,
motivation and compensation so that future manpower requiremients will be met.

Activity A

As part of this activity you are required to identify and tabulate the number of
personnel at various levels and departments in your organisation. Compare your
tabulation with the levels of personnel mentioned in the manpower plan of your
organisation. Are there any major differences? Please find the reasons.

......................................................................................................
................................................................................................................
...................................................................................................
..............................................................................................................

...................................................
.......................................................



Plansing Personnel Function

4.2 OBJECTIVES OF MANPOWER PLANNING

The objectives of manpower pianning are mainly: |

a} To ensure optimum use of hurnan regources currently employed

b) To assess or forecast future skill requirements

c Ta provide controt measures 1o ensure that pecessary resources are aTailah]e as
and when required o '

d} A number of S[)BlelC reasons for attaching lli"pOl’ldnC(’ to manpower ]Flanmng and
forecasting exercise are:

10 link manpower planning with orgdmsatmna] planniag

to determine recruitment levels .

to anticipate redundancics . -

to determine optimum training levels T | -

te provide a basis for management development programmes
to cost the manpower in new projects |
to assist productivity bargaining
to assess future accommodation requirements
- 10 study the cost of overheads and value of service funetions
“ta decide whether cortain activities need to be subcontracted, etc. |

& » 4 & & 5 0 2 &

4.3 WHY CURRENT INTERES{?

hemg on manpower planning include:

Employment-Unerployment Situs @ hiough in generul the number oh'educaled
unemployed i3 on the rise, there is 2% shortage for a variety of skills. This
emphasises the need for mo

tive recruitment and retaining people.

Major reasons for the present emp

rriad changes in production technblogies! marketing
chnitgues have been extensive and rapid. Their effect has
been profound on jobNpntents and job contexts. These changes cause ptoblems
relating to re#fMancics? retraining and redeployment. All these sugges? the need to
cils intensively and systematically. |

Technological Changegad he

mcthods and mana

Organisational Clanges: In the turbulent environment marked by cyclical fluctuations
and discontinuities, the nature and pace of changes in organi‘;dtiondl environment,
activities amd structures affect manpower requ1rcmeme and 1equ1re *;traiueglc
considerations,

Demographic Changes: The changing profile of the work farce in terms of “gC, SEX.
literacy, technical inputs and social backgmund have lmpllcatrons for manpower
plansing. : .

Skill Shortages: Unemployment does not mean that the labour mariet i¥ a buyer's
market. Organisations have generally become more compiex and requ:re a wide range
ot specialist skills that are rare and scarce. Problems arise when such employees Jeave.

Governmental Infivences: Goverament control snd changes in legislation with regard
to affirmative action for disadvantaged groups, working conditions und hours of work,
restrictions on women.and child cmployment, casual and contract labour, etc, have

stimulated the organisations to become involved in systematic manpower planning.

Legislative Controls: The days of executive fiat and ‘hire and fire’ policiés are gone.
Now legislation makes it difficult to reduce the size of an organisation quickly and
cheaply. Tt is easy (0 increase but difficult to shed the fat in terms of the humbers
-employed because of recent changes in labour law relating te lav-offs and closures.
Those responsible for managing manpower must look far ahesd and thas diwcmpt to
foresee manpower problems.

Impact of Pressure Groups: Pressure groups such as unions, politicians a|r1d persons
displaced from lznd by location of giant enterprises have been rasing coparadictory
pressures on enterprise menagement such ac internal recruitment and promotions,
preference to employees’ children, displaced persons. sons of the soil etc.

Systems Concept: The spread of sysiems thinking and thie adveut of tire |



micro-computer as part of the on-going revolution in information technglogy which _ Munpower Plaasicg
emphasises planning and newer ways of handling voluminous personnel records.

Lead Time: The long lcad time is necessary in the selection process and for training
and development of the employee 1o handle new knowledge and skills successtully.

4.4 PLANNING FOR FUTURE

The Manpower plan is a part of the corparate plan. Without a corporate plan, there
can be no manpower plan. If there are several imponderables and unpredictables in
the corporate plan, there will be difficulties in manpower planning. Whether or not
the manpower plan meets the requirements and is in tunc with reality depends on -
clarity in goals and validity of the stated assumptions. The other important point is the
time frame indefining the *future’. JA manpower planning, the future can be classified
‘into theee periods: {a) the short-range or immediate future; (b) the mid-range; and {c)
the long-range future. :

None of these three can be spelt out in terms of set number of days, months or years.

The “immediate future” may refer to the current situation and experiences and even

concern issues such as overtime and replacements. If there has been previous planning

for manpower, the plans may serve as a guide in the immediate future. Ifnot. a

beginning should be made at once. ' |

The mid-range future has a different time span in various companies. It can be as short
as a few months or as long as several vears. Perhaps, most would agige that 2-3 years
period as a mid-range.

. The long-range could be 5 years, while 10 to 15 years span cg uld be fora
perspective plan. Long range plans must be made on the i various trends in the
cconomy and in the labour market, and on long-term treugs of P oduction in the
company. Long-range plans are general rather tha ecific MExible rather than rigid.

Nevertheless, a plan can be extremely uscful in ident§tng factors and trends that
need to be reckoned with for early warning gf p§ssibl@problems. The long lead time
provides the opportunity and resilience ton Meencies and make necessary
adjustments. More complete plans capdie had%s time slowly brings the long-range
into short-range.

4.5 THE MANPOWER PLANNING PROCESS

The manpower plan influences the corporate strategy and is in turn influenced by it..
The manpower planning process may incorporate all the stages shown in Figure 1. The
planning process may not always give exact forecasts. To be effective it should be a
continuous process with provision for control and review.

The first step in the manpower planning process is the establishment of a planning
horizon. One should know the period for which the manpower plan will apply. Then,
the specific corpurate abjectives and strategies should be clear. Based on these,
estimates of projections for demand and supply manpower can be made using the
approach and methods suggested in the next unit. The difference between the
estimates of demand for and supply of manpower is often referred to as the
‘manpower gap’ and onc of the main components of the manpower strategy is to-
{ormulate plans for closing it—perhaps by recruitment and training (if the demand is
positive, i.e., demand exceeds supply) os by planned redusmdancy (if the gap is
negative). Certain strategic considerations i MaRPower planning are discussed in
section 4.7, :

4.6 PROJECTING MANPOWER SUPPLY AND DEMAND
AT ORGANISATION LEVEL o _

The paradox in manpowert projections is that while the technigues are easy and
simple, applying them successful'y is enormously complex and difficult. Manpower 37



Figare §| The Manpower Planning Freoes

|
Company Objectives and Strategic Plsns ‘ .
o
Market Production Capital/ o]
Forceasts Objectives/Processes Finance Plans &
”: mlc g
(Current Manpower Forecasts
- Sitation) {Future Bitvation) |
* [nventory _
* Employment Owerall Uit Budget Managsmeni
® Productivity Manpower Manpower Agreement Manpower
* Organisaticn ~ Forecast Forecast lEstimatcs
Top Management Manpower. Objectivis |,
| Approval and Policies
|
Manpower Plans afd Frogrammes = |
# Recruitmengand jon ' K
& Carcer Pian | E‘
® Appraisa ment &
* Trai |
* Effi eagigation !
& RetizBmpt Replocement
undancics
! | =
' 7
Control and ) . <
Evaluation | E

projections are not an academic exercise or an end unto themselves. Their value lies in
extending the range of other phases of manpower planwing and, indeed of planning
for other company functions.

Forecasts of manpower supplies and demands are of two types, estimates and
projections. Estimates are educated guesses based on experience while projections
are mathematical extensions of data on manpower into the future. Most [forecasts
involve both projections and estimates. :

Forecasting Techniques

We shall now attempt to look at the aspect of forecasting future requirements. This
can be done throngh various techniques.

The process of estimating manpower demand consists of four sieps:

% an approack
® a basic factor
¢ ameihod
@ atechnique

Appoecch

There are eight possible approaches:

1 Subjective

3 Giobal

5 Techno-econonic
7 Deterministic

2 Obiective |
4 Componeny

& Mon-economic

3 Probabilistic



The order in which they are menticned suggests the formation of four groups, each of
which comprises two mutually exclusive approaches ¢.g. (i) Subjective or Objective,
{ii) Global or Component ctc. '

The gtoups, between themselves, are not quite mutually exclusive.

A subjective approach 1o manpower demand estimation uses intuition, impression or
judgement. Opposed to this, the objective approach trics to justify the estimate of
derpand on the basis of certain factors or legical explazations.

A giobal approach would try 1o estimate manpower demand as an cverall figure,
directly for the entire problem under consideration, whereas a component approach
would first estimate the demand for segments of the problem and then aggregate it.

The techno-economic approach combines the technological, cconomic and
organisational considerations mentioned earlier, whereas the non-economic approach
utifises onty socio-political and other considerations.

Basic Factor

A basic factor means a variable 1o which manpower demand can be related. The
choice depends upon the number of considerations which together constitute the
multi-dimensional framework of the particular problem facing us.

Methods '
According to Gareth Steiner, statements about the future can be made in two senses:
What will occur?

What should occur?
According to Steiner, what is more significant than the time efement is t yin
which the change in one phenomenon i.€. manpower, is 45501 ith change in

another (basic factor, which was mentioned earlier)

The rate at which the change takes place exerts an influe 11 the frequency of
measarement and forcecasting required and affects the neciifor Uifferent kinds of
feedback. In practice, what managers see as desig B will Be influenced by past
experiences. All these assessments involvé maki tions about managerial
capacity, manpower utilisation or the rate gighang i manpower.

According to Stetner, the major advantag npower forecasting are:

a) 1t corresponds to the way managers comiihly think and talk about manpower.

b) It encourages the recognition that, even where output is not readily measurable,
we can still make good forecasts of manpower, provided we can quantify work
done in some way.

¢} It highlights the way in which we have to contro} the effect by other inputs such as
capital on mManpower requiremens

Techniques :
In this context therefore, one can outline a few specific technigques of manpower
demand forecasting.

Subjective

The forecast here is made on the basis of estimaies by experienced people whose
experience has taught them what types of changes are important and the rates of
change involved, Implicitly however, subjective techriques involve subjective
estimation of workload and manpower utitisation and their rate of change.

The advantags lics in that the data coliection is required and intangibie factors like
social opinion, fashion, etc. can be built in, However, the disadvantage lies in the
errors of the human mind which can be perpetuated while carrying out the exercise of
demand of estimation for manpower. Forecasts based entirely on subjective.
assessment are unlikely to give very good resulis. However, supplementing objective
techniques with subjective estimates can be useful .g. through using subjective
provabilities.

Time Serics Anaiysis
The time series extrapolation is 2 good method where it is sometizmes 20t possible to

39



Planning Personnel Function take an overall view of a group of staff, to base a forecast on cstimates for workload
' and manpower utilisation, . |

There are four elements of the time series method:
Trend (T,) _
Cyclical effect (C,) ' |
Seasonal effect (S,) '
Random effect (R,) .
These being multiplicative, we can get |

Vi=T, X C, x§ xR,

Projections or extrapolations can be done én the basis of moving averages or
exponential smoothing. |

Work Study Method

~ The work study techmquc uses time and motion studies to analyse thc work being
done. This method is useful for repetitivc jobs which have a high dcgree of manual
content and where job methods do not chinge frequently. |

* + Accuracy of Techniques

No methed of forecasting can be entirely without error. Some chariges are unique
(such as new legislation or a decision to close downan Cbtabh%hmcm) and hence are
more or less unpredictable as to timing. Such errors as are due to these unigue
changes are unavoidable, There are also errors that are partly avoigdable since they
stem from inaccurate information or inappropriate techniques. Even where errors.are
theoretically avoidable, it is unrealistiqgo expect more than a proportion of error to be
actually avoidable. |

Jting Sy€ctive, must be modified as soon as i_t seems
t likely occurrence. Unfortunately, the people
gfecasts. We must remember, however, that errors

Taking the above factofgnta consideration, a corporate approachlto manpower

However, a forecast, or any re
that it no ionger represents t
become emotionally attached
have a cumulative effegt over t1

planning is to by eloped. In doing 3o certain key. considerations such as the
following eme _
a) What pesitionSand individuals are to be included in the plannirlg effort? A simple

b is to include all positions which are critical to Corporate performame
and p: nd/or pose recruitment problems.

b} What is the appropriate manpower planning horizon? Expehcrfce shows that it can
extend upto 4 or 5 years. Beyond 3 years, technical manpowdr forecasts have
doubtful value due to pervasive imponderables and unpredlctables in the
environment. Within the planning pericd, there should be a fotmal method of
review and assessment at least once EVery year. |

¢) With what business factors will manpower needs be related? For 4 company
producing fertiliser, it couid be tons of fertiliser, for an automobile unit, it could be
the number of cars and trucks. For a retailer, it could be the rupee value of sales.
To be useful, the predictor should meet at least iwo requitesnents: (a) it should be
directly related to the essential nature of the business; (b) changes in the selected
factor be proportional to changes in the manpower required.

Selecting a Proper Predictor |

For instance, while relating manpower needs with rupee value of turnover,

! appropriate indexation for inflation is called for. Multi-product fmins need to evolve
appropriate conversion factors to have a common base. Alternatively, they can have
separate forecasts for each of the products, particularly if the products differ not only
in terms of numbers required, but also in the types of skills needed, Some firms find it

. mecessary to select several factors, one for each of different segmerits of the work
force, In a refinery, for instance, production workers may be relateéd to one factor, the
sales force to another management to a third, and the profecswnai work force to still

l afourth. - _

| : Firms which build up complete sets of historical records on various related aspects can
make quite accurate projections against those which tack adequate|data base. Now

- 40 . firms rely on the existing norms in the industry and make adjustment for the unique

| ' _ “ |




features of the firms vis-a-vis the other firms in the industry on guch aspects as
technologies, management culture, compensation, etc.

Simple arithmetical projections based on historical data may lead to disastrous
consequences. While using historical data for projections due regard should be given
to change in pians and programmes, technology, environment, etc. The staff '
specialists in manpower planning would do weil to seek the assistance of experienced
ogcrating managers to interpret reasons for past changes or anticipating future
changes. :

Projections for Particular Groups of Employees

As already mentioned, tota) manpower needs of an organisation can be built up from
projections made for specific segments of their work force. Different work groups
relate differently to various predictors and thus have different productivity ratios. In
each case the following process is followed: find the appropriate business factor, draw
up the historical record of that factor in relation to manpower employed, compute the
productivity ratios, determine the trend, make the necessary adjustments in the trend,
past and future, and project to the target year,

Organisations may adopt a functional framework by viewing positions according to
functional activities than by grouping them into separate organisational units. The
purpose of grouping positions similar in content, regardless of their location in the
organisational structure is to recognise that each of these difterent groups of jobs
reguire different knowledge, skills and characteristics and are involved in different
career ladders. Such knowledge about different groups in itself is useful. Experience
shows that in any organisation 6 to 12 job or skill groups would meet the m \OF
activities in ail functional areas. :

Some tirms develop the total projection for the work force at t§€ op¥gating level and
work out the projections at various responsibility levels in eacht
means of ratios. Firms may discover a stable relationshi
workmen and foremen. Depending upon the number of
varies from 5 to 15—and assumptions about span g

technology and historical data, projections are g

e total number of
hierarchy—it usually

Prajecting Labour Costs

Manpower projections emplhasise the nun employees. But firms are interested
in the lahour costs also. Tite share of Jabour Msts to total costs range from about two
pes cent in process industries to around 60 per cent in the nationalised coal industry.
The labour costs can be projected by examining the trends in labour productivity,
proposed changes in work technology, union wage agreements, inflation, government
rules, etc. Some companies have been able to maintain the Jabour cost component in

" total cost static over a period of say, five years, even though in the intervening period
the average emoluments of the employees have gone up by one-third. Companies like
ITC Ltd. and Premier Automobiles Ltd. could do-this through productivity bargaining
as part of wage negotiations whereby workers will not only get more than what they
were carning before, but also turn out higher jevels of performance. In such
companies, it becomes possible to prodice more output than before with the existing
Manpower.

Projecting the Sources of Supply

Projecting the number, type and level of employees telts only half the story in
marpower planning. Every organisation will have two major sources of supply:
internal and external. In unioniscd firms, upto a level, agreements determine the ratio
of external and internal sources of supply. ' '

Tnternal Sosrces: Proper manpower planning and informatton system enables the
organisation to know the profile of the employees-—age, sex, education, training,
experience, job level, perforimance, and poteniial. ' :

Manpower requirements arise out of growth-or diversification or because of (he
movement of the employees on account of transfer, promotion; job rotation,
voluntary retirement, resignation, retirement, dismissal, discharge or death. In either’
case. as and when vacancies arise, organisations can match the skili and level _
requirements with the profile of the employees and meet the requiremnents. While

a
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some of the internal changes and external supply could be predictel:l such as growth
opportunities, transfer and promotions, retirements, etc., others are not so easy to

_ predict. But, as elsewhere, past experience and historical data may be of some help.

The companies which have systematised personnel records and inf?rmatici_n systems
and which have well established career and succession plans find it easier {o project

internal sources.of Supply relatively accurately. ‘

External Sources: When the company grows rapidly, diversifies into newer areas of
operations or when it is not able 1o find the people internally to fill the vacancies, it
has to resort to outside recruitment. To the extent a firm is able to anticipate its
outside recruitment needs and scans the possible sources of supply with a feel for the
labour market conditions, its problems in recruiting the right numl}ter with right skills
in the right.time would become easier. ' o

If both supply and demand projections are made in time or if there are any problems
such as shortage of skills, appropriate steps can be taken to overco'Fle them. For
example, several companies started apprentice training programmes when they
predicted a shortage for certain types of skills. When major manuffa’cturing projects
are planned to be located in hitherto backward areas, such problems are felt more
acutely. For instance, there is the case of a paper mill in the easterf region not being
able to reach even 10 per cent capacity utilisation, several years after it was’
commissioned, because of shortage of people with appropriate skills to run the paper

mill. ' |

Accuracy of Projections _

The accuracy of the projections is based\gn the following factors: | '

a) The predictatiility of the industryN, e. Swhether the business conditions are

" generally stable or not. ' '

b) The degree of integratiof @ power planning with other co&npany planning
efforts, and the amount oNegpérience that the company has with all types of -
planning. If a com lanis very far into the future, it mady be Isacriﬁcing accuracy
and flexibility ? - _ : :

¢) Historical utmanpower levels and about the selected business factors with
which man j€ctions are related, Even the experience ?f operating
managers is nO§useful in making projections and estimates in the absence of good
ma ecords. The projections, at best, can be as good as the data base.

d) The dge, experience and outlock of the operating managers. When
manpower projections are made as part of the total planning lepcess, even when
the forecasts are not accurate, they atleast succeed in providing warnings of
possible problems. :

¢) The framework for manpower utilisation for the forecast perit)ﬁl.

4.7 DEVELOPING MANPOWER STRATEGY: KEY
CONCERNS ' |

In this section certain key concerns in developing manpower strathics are briefly
considered. . ‘ '

Approach

‘While assessing future requirements, the estimates depend mostly upon the nature of
manpower assumptions in the organisation, Corporate strategy can influence
manpower strategy and vice versa. Here we may consider three approaches: the zero
budgeting approach, the ideal and the realistic. ' PF '

Zero budgeting, as the name implies, is an approach in _which one fprces‘ unit/division
managers to justify their total operation from zero. The objective is to encourage
managers to seriously think about their current activities. Given the restrictions posed

. by law-arid unions, the practicability of this approach for ongoing organisations in

It is only new units that can start thinking about manpower plannig in terms of what
might constitute an ‘ideal’ approach. Any decisions on sub-contracting, off-loading

manpower planning is doubtfui.. .. . ..




some functions like maintenance production-technology, etc. may depend on the
perceived notions of what constitutes an ideal for the organisation.

Organisations can proceed on a realistic approach using existing information. A
company which operates on a three-year planning cycle may record manpower levels
in subunits or divisions in such a way that it is easy to monitor.and hold managers -
responsible (see Fig. IT). Organisations which choose to supplement manpower plans.
with different business paramefers and manpower ratios, (for example, gross value -
added per employee, capital employed per employee, gross value added per
employce) have to be wary about the fact that the future may not follow the past and
adjustments may have to be made for variations. o

Fi_gu'rz II Monitoring Manpower I.Mds .

Item ' Currznt year Forecast ~ Forecast
Yearl Year2

Stack as on 1 January

Manpower increases
@ Business Activity
& Capitz| Expenditure
#* Takeover/merger

Manpower decreases

® Business activity

‘. Capital expenditure

& Divestment .

® Productivity improvement

Personnel-Policiés Affecting Manpower Supply . |
n icies ranging from

Manpower supply in an undertaking is affected by the perso

“recruitment to retirement. As shown in Fig. III, man flows in and out of an
organisation due to a variety of reasons. Policies affectifig/€ath of these aspects need
to be reviewed regularly to assess their possible omymanpower supplies to meét.
the gap between supply and demand. : ; o

Figure ITI Forces of Manpower Flow
Promations out

1

Transfersin . |—» Transtersout

___, Retirement
— Voluntaq Renmnent

' Termination
 Recnuitsin. ol : | Resignations
|, Redundancy/Retrenchment
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Strategic Decisions Affecting Manpower Demand

Organisations operate in a changing environment. Therefore, they do not remam
static. Manpower structures also do not remain static. Questions on the activities and
roles of persons at different levels and studies on organisation and methods of work
may provide useful insights and opportunities to revise manpower structures that
change the estimates about manpower required. ' C

Changes in production methods, union agreements on pros:luctiv‘rity, off-loading
" maintenance, sub-contracting, etc. are some of the strategic decisions that help

- organisations 1o significantly alter their manpower needs without afféctiqg the volume -

of business.
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Planning Personnel Function

Personnel Information Systems - |
Most organisations do not have adequate records and information on manpower.
Several of those do not have proper retrieval systems. There arc understandabie .
difficulties in resolving the issues and complexities in design, definition and creation of
computerised personnel information systems for effective manpower planning and
utilisation. Even the current technologies and knowledge in this Tespert is not put to
use optimally. This isa strategic disadvantage. _ '

| .
Activity B '

Visit an organisation with which you are familiar and study whether and how they go
about manpower planning. Prepare a brief report. Examine whether any of their

* personnel problems can be traced to shortcomings in manpower planﬁling.

4.8 SUMMARY

| \} | |
Manpower planning affects orggfiishgon strategies and vice versa. We have reviewed ’
the concept of manpower plan & studied the objectives and reasons for current
interest in the subject. There are e stages in manpower planning pracess. We
examined the technigues cial problems of manpower supply dnd demand at

organisation fevel. Einally¥ve have considered certain key concerns 1'{11 developing
manpower stratgg :

4.9 SE@SSESSMENT TEST | |
| |

1 What is the purposc of manpower planning? Explain the process.
2 Examine the reasons for the current interest in manpower planniné_f.
3 Briefly review the forecasting techniques. '

4.10 KEY WORDS |
I

Basic Factor: Means a variable to which manpower demand is related,

Estimate: Quantity assigned by approximate judgement.
Forecast: Predict; conjectural cstimate of something in future. |

Manpower Planning: It is a strategy for the acquisition, utilisation, ir]nprovemcm and
preservation of an enterprise’s human resources.

Project: Extrapolate results to futurée time.

4.11 FURTHER READINGS.
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Bennison, Malcotm and Jonathan Casson, 1983, The Manpower Planning
Handbook, McGraw-Hill: London. '

‘Wilbert and Schnider, 1985, The Dartnell Personne! Administra tioanaﬂdb()()k

Dartnelt: Chicago:




BLOCK 2 EMPLOYEE SELECTION,
' DEVELOPMENT AND
' GROWTH R

This Block has three units dealing with employee recruitment, selection, induction,
training, development and career planning, -

Unit 5 explains the process of recruitment, selection and induction. Beginning with
job specifications, various recruitment sources are identified. Various methods of
recruitment, initial screening, application scrutiny and psychological tests are
described. Then, different types of interviews, and the methodology of conducting
them is explained. Finally, the Unit explains the process and methodology of
inducting the employees in the organisation. :

Unit 6 then takes on from Unit 5 and explains the process, proce;iure and

. methodology of conducting training and development programmes for employees. ‘
Philosophy, content, advantages and disadvantages of various training and

development programmes are examined.

Unit 7 deals with various aspects of career planning, \ijhat itis, and how it is
different from manpower and succession planning. Finally, the process, advantages

and disadvantages of career planning are examined. 0

?\O
>°
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UNIT 5 RECRUITMENT, SELECTION
AND INDUCTION

Objectives

After going through this Umt, you should be able to:
¢ explain the need for spelling out job specification as the startmg point for the'
process of selection;

_® name various sources which can be used for anractmg the dcmred types of
manpower;
® state, explain and evaluate various methods of recuitment; -
s explain the need for and the process of initial screemng,
® describe the process of application scrutiny; '

e explain the need for, types of, and the uses of varlous psycholognca] tests in the
evaluation of candidates;

¢ explain the purpose and types of i mtemews, their hrmtahons and the need for
care in using them; and .

® explain the purpose of induction and how itis camed out,
Structure '

5.1 Introduction . . .
5.2 Some Definitions :
5.3 The Process of Recraitment _ .
5.4 Selection _ _ ) e ;
- 5.5 SelectionTests : 4
5.6 Interview . N o
57 Physical Examination R
5.8 Reference Checks : : C | .
5.9 Final Decision '
5.10 Placement ' - : . S

5.11 Induction : -
5.12 Conclasion” = _
5.13 Self-assessment Test : o

5.14 Further Readings.

5.1 INTRODUCTION

You might recall that under the headmg “Prerequisites for ﬂﬂﬁhncnt of the
'Objectives of Personne! Management” in Unit 3 on ‘Functions and Operations ofa
Personnel Office’, it was emphasised that people in the organisation who are not
selected on merit but on other considerations would be misfits thus creaung all sorts
of problems for the organisation and the other employees. .

You might have wondered what is meant by selectmg people on. thelr merit and how
this is done. This will be the sub]ect matter of this unit. . o

Tlu'1 unit will enable you to:

® know the various stages of selechng people all they are asmgned to parucular )obs,
¢ understand the importance and needs of each of these stages;

. oomprehend the work involved at each of these stages;

¢ realise that care and caution-are reqmred for oompleung each stage suoowsfuﬂy‘
and

. ® note the pltfallsmthcsestagessothatwrongpersons do mtgetselectedand
placed.

Y
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_ 5 2 SOME DEFINITIONS

- primary purpose of induction is to ‘sell’

[
Recrultment T R

Recruitment is the process of 1dent1fymg the prospectwe employees stimulating and
encouraging them to apply fora particular job or jobs in an organisation. Itis a
positive action as it involves inviting people to apply. The purpose is to have an -
inventory of eligible persons from amongst whom proper selchon offthe most '

suitable person can be made Co o |

Selection
Selection is the process of exammmg the apphca.nts with regard to thelr smtabﬂlty

- for the given job or jobs, and choosing the best from the suitable candldateo and

rejecting the others. Thus, you will notice that this process 1s negatlve in nature in
the sense that’ rejection of candidates is mvolved ‘ o

Placement l-

Placement is the determmatlon of the job for which a selected candldate is best o
suited and assigning that job to him. The ideal situation is ‘the right for the nght
job'. A proper placement of a worker reduces employee turnover, abs ntee:sm
accident rates, etc., and improves morale, motlvatlon, work etc. | :

Induction

Induction is introducing an employee theJgb and to the orgamsatmn The _

panyto the new employee so that he
may feel proud of his associaﬁo@the company, This is called orrematlon or
‘indoctrination’. :

Their Inter-relations . ' . A |
The above are the fgus en in the order gwen before a persori starts ms

training for the j ] he is assigned. First he is recruited, thatis, his-attention

is drawn to the existSgce of a possible opening for him and he is invited to apply for
it. In the ne @ ge of selection all the applicants are screened to find their suitability
for the job al @ best one is selected. The third step of placement follows selection
and a particuld¥job is assigned to the selected person. After that he is introduced to
his job and to his orgamsauon so0 thathe may understand the environment in which

o he hastowork. |

Having defined these four processee we shall descnbe them in: some detall in the o
following paragraphs. _ _ _ _ | '

53 THE PROCESS OF RECRUI'I’MENT !f.

Pl'ertlonforRecrulunent U ‘

Before you think of inviting people to apply for a job you have to decide what types-
of persons are to be invited and what their characteristics should be, Thls calls for -

 fixing the ‘jjob specifications’ which may also be called ‘man specificati

Job specnﬁcatlons are based on job description which is dependent ubon the nature
and requirements of a job. Thus, job specification will be different for each ]ob

- We shall explam below the various elements of job’ spec:ﬁcauon

' Forcemm jobs some special physical features maybe
reqmred.Forexample forassemblyofaTVsetor some other el

equipment good vision is required, for a typing job you need ﬁnger ty, fora

.henVyLiOb-)'POU'needastrong,hgavyandﬂﬁck,wbody_.mel wticular physical

abilities and skills necessary for 2 given job have to be specified. These may refer to
height, weight, vision, finger dexterity, voice, poise, hand and foot coordmauon, .
motor coordmatlon, colour d:scnnnnauon, age-range, etc. ,




Mental Specifications: These include intelligence, memory, judgement, ability to * Retruitment, Selecthon
plan, ability to estimate, to read, to write, to think and concentrate, scjentific: and Indaction

faculties, arithmetical abilities, etc. Different jobs require different degrees of such
abilities and the more important ones should be specified. : S
Emotional and Social Specifications: These include characteristics which will -
affect his working with others, like personal appearance, manners, emotional
stability, aggressiveness or submissiveness, extroversion or intreversion, leadership,
cooperativeness, initiative and drive, skill in dealing with others, social adaptability,
elc. ’ .o

_Behavioural Specifications; Certain management personnel at higher levels of
“management are expected to behave in a particular manner. These are not formally.
listed but have to be kept in mind during the process of recruitment, selection and
placement. : o Co -

 Activity A R o
Please describe below your job as carefully and precisely as you can.

T I e e I IR

evaluate yourself in respect of each element ang writelgainst it whether you meet it
(2) fully, (b) substantially, (¢} to some extent,

Element _ ~ Extént of meeting -
o @n). ), (©), @ __
L i N rierreresennere i e

Please give below the ten most important elements o%g'ob specification. Also

not Bt all.

Sources of Manpewer _
There are two categories of sources of supply of manpower—Internal and External.
Internal Sources: These include personnel already on the pay-roll of the .
organisation as also those who werg once on the pay-roll of the company but who -
plan to return, or whom the company would like to rehire. These include those who -
quit voluntarily or those on production lay-offs. S _
External Sources: These scurces lie outside the organisation, like the new entrants
10 the labour force without experience. These include college students, the-
unemployed with a wider range of skills and abilities, the retired experienced

~ persons, and others not in thedabour force, like married women.
A policy of preferring people from within is advantageous as it improves the morale 49
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of the employees and promotes loyalty among them towards the orgaﬂjsation. This
also helps employers as they are in a better position to evatuate those already with -~
them and as these people require no induction. . I '-

The policy of preferring internal :c'ahdidates, however, suffers from sorfné '
disadvantages. It may lead to inbreeding, discouraging new blood from entering an
organisation. If promotion is based on seniority, the real capable handk may be left

Cout o | o |

Likewise, there are good and bad points about external sources. These sources o
provide a wide market and the best selection considering skill, training and AR
education. It also helps to bring new ideas into the organisation, Moreover, this |

- source never ‘dries up”. In respect of people selected under this systerh!,-however, R

one has to take chances with the selected persons regarding their loyalty and desire -
to continue. The organisation has to make larger investments in their training and
induction. EEE ' o _

You will realise now that depfer_;dencé on just one of the sources is not in the interest
of an organisation. It must depend on both in a ratio to be fixed c'onsidk,ring various
factors. : : C ' : . _ .

Some of these factors are described below, \ |

1 Effect of the policy on the attitude and actions of all employees S
Employees, no doubt, feel more secute and identify their own long-term interest
with that of the organisation when they can anticipate first charge at job
opportunities. The general application of the ‘promotion from within’ olicy may
.encourage mediocre performance. The poifiyto be considered here bylthe

- organisation is, how important is the loyhjty ofhe employees to it, balancing the risk

of mediocre performance.

| - |
2 The level of specialisation req f employees : '

The principal source in anisations may be the ranks of the présent
employees who have rec‘_ziaj.f%ialised trainjing. o

3 The degree of e is onparticipation by empioyees at all levels

New employees froi e, with no experience in the firm, may not know enough
about its servigar proSiuct.or processes to participate effectively, for s|'omc- time at
least. { b el . -
4 The need for 8d availability of originality and initiative within the erganisation
If the organisation feels that it is fraining its people for these qualities it may prefer
its own people; if not, new people with different ideas may be taken from outside.

5 Acceptance of seniority principle . - - o o
The policy or promotion from within will succeed only if management Lmd :
employees accept the senicrity principle with or without suitable modi cations for -
promotion. If it is not accepted, selection may better be done on an open basis. -
Methods of Recruitment

All methods of recruitment can be put into three categories: (a) Direct Methods,
(b) Indirect Methods, and (¢) Third-Party Methods. ' c T

‘8) Direct Methods include sending recruiters to educational and progessional

institutions, employee. contacts with public, manned exhibits and waiting lists.

 Schools and Colleges: For clerical, labour and apprenticeship help, high schools can

be extensively used. For technical, managerial and professional jobs, colBleges,
university departments and specialised institates, like the ITs and IIMS, are used:
These institutions usually have a placement officer-or a teacher-in-charge of -
placement, who normally provides help in attracting employers ing -
interviews, furnishing space and other facilities and providing student resumes. Th
companies maintain a list of such institutions, keep in touch with them, send their -
brochures indicating job openings, future prospects, etc. On the basis of these )
students who want to be considered for the given job(s) are referred to the company -
Employees’ Contact with the Public: The employees of ﬂie._organ.iaatioJx are told




about the existence of paftit:ular vacancies and they bring this to the notice of their
relatives, friends and acquaintances. o '

Manned Exhibits: The organisations sénd recruiters to cdnvpnﬁom"md Seminars,
setting up exhibits at fairs, and using mobile offices to go to the desired centres.

Waiting Lists: Many firms lean heavily on their own applicatidn files. These records

fist individuals who have indicated their interest in jobs, either after visiting the
organisation’s employment office or making enquiries by mail or phone. Such
records prove a very useful source if they are kept up-to-date. - :

b) Indirect Methods cover advertising in newspapers, on the radio, in_tradé and
professional journals, technical journals and brochures. .

When qualified and experienced persons are not available through other sources,

advertising in newspapers and professional and technical journals is made. Whereas

all types of advertisements can be made in newspapers and magazines, only
 particular types of posts should be advertised in the professional and technical
journals; for example, only engineering jobs should be inserted in journals of . -
engineering, - .
A well thought-out and planned advertisement for an appointment reduces the
possibility of unqualified people applying. If the advertisement is clear and to the
point, candidates can assess their abilities and suitability for the position and only
those who possess the requisite qualifications will apply.

¢) Third-Party Methods: Various agencies are used for recruitment under these
methods. These include commiercial and private employment agencieg, state
agencies, placement offices of schools, colleges and professional ass ions,
recruiting firms, management consulting firms, indoctriration se r college

p‘ml’essors, friends and relatives. '
Private Employment Agencies specialisé in specific Occupaeneral office
help, salesmen, technical workers, accountants, compgter stalipefiginecrs and

executives, etc. These agencies bring together the em g and suitable persons
available for a job. Because of their specialisatiog, th n interpret the needs of

their clients and seek out particular types of pgft

State or Public Employment Agencies, also knoWg ds Employment or Labour
Exchanges, are the main agencies for g @ gmployment. They also provide a wide
range of services, like counselling, assist ‘.@ getting jobs, information about the
labour market, labour and wage rates, etc. :

Executive Search Agencies maintain complete information records about employed
executives and recommend persons of high calibre for managerial, marketing and
-production engineers’ posts. These agencies are looked upon as ‘head hunters’,
‘raiders’, and ‘pirates’. : ' .

Indoctrination Seminars for College Professors: These are arranged to discuss the
‘problems of companies to which professors are invited. Visits and banquets are
arranged so that professors may be favourably impressed and later speak well of the
company and help in getting required personnel. .

Friends and Relatives of Present Employees constitute a good source from which
employees may be drawn. This, however, is likely to encourage nepotism, i.e.
persons of one’s own community or caste may only be employed. This may create
problems for the organisation. o o

Trade Unions are often called on by the employers to "supplj} ﬁha_té\ier additional
employees may be needed. Unions may be asked for recommendations largely as a
matter of courtesy and an evidence of good will and cooperation.

Professional Societies may provide leads and clues in providing promising
candidates for engineering, technical and management positions. Sore of these
maintain mail order placement services. S

Temporary Help Agencies employ their own'lébqu: force, both full-time and
part-time and make them available io their client organisations for temporary needs.

Casual Labour Source is one which presents itself daily at the factory gate or

Recrul
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employment office. Most industrial units rely to some exteni on this source, This
source, you will realise, is the most uncertain of all sources. |

Deputation: Persons possessing certain abilities useful to another Organisation are
sometimes deputed to it for a specified duration. Ready expertise is available but, as
you can guess, such employees do not easily become part of the crganisation.

Activity B . ' . _ | .
a) Recall your first appointment to the present organisation and write below which _
of the above mentioned sources of recruitment was used by the drganisation.

.........................................................................

for your Section/De tand write below in order of importance the first

five, I
1 ... - < ‘ - OSSO Lo

b) Think of the variousggrcgs tapped by your organisation in getting cmployees

5.4 SELECTION

Selection, as you have seen earlier, is the process of securing relevaht information
about an applicant to evaluate his qualifications, experience and other qualities with
& view to matching these with the requirements of a job. It is essenﬁ!&lly a process of
picking out the man or men best suited for the organisation’s requirements,

The Selection Process |

You would recall that selection process invoives rejection of unsuitable or less
suitable applicants. This may be done at any of the successive hurdles which an
applicant must cross. These hurdles act as screens designed to eliminate an
unqualified applicant at any point in the process. This technique is Known as the
‘successive hurdies technique’. Figure | gives these hurdles.

Yoder calls these hurdies ‘go, no-go’ gauges. Those who qualify a huedle go to the
next ong; those who do not qualify are dropped out. Not all selection processes,
however, include these hurdles. The complexity of the ptocess usually increases with
the level and responsibility of the position to be filled. Morcover, these hurdles need
rot necessarily be placed in the same order. Their arrangement may differ from
organisation ta organisation.
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Figure I: Successive Hurdles in jon Process .

Initial Screening or Preliminary Interview

This is a sorting process in which prospective applicants are given the necessary
information about the nature of the job and also, necessary information is elicited
from the candidatées about their education, experience, skill, salary expected, etc. If
the candidate is found to be suitable, he is selected for further process and, if not, he
is eliminated. This is a crude screening and can be done across the counter in the
organisation’s employment offices. This is done by a junior executive in the
personnel department. Due care should be taken so that suitable candidates are not

- turned down in a hurry. Since this provides personal contact for an individual with the
company, the interviewer should be courteous, kind, receptive and informal.

L
e
—

When a candidate is found sitable, an application form is given to him to fill in and
submit.

Application Scrutiny

You might have seen that sometimes applications are asked on a plain sheet. This is
done where no application forms are designed. The applicant is asked to give details
about age, marital status, educational qualifications, work experience and
references. Different types of application forms may be used by the same
organisation for different types of employees, ¢.g., one for managers, the other for
supervisors and a third for other employees. Some forms are simple, general and
easily answerable, while others may require elaborate, complex and detailed
information. Reference to nationality, race, caste, religion and place of birthhas
been regarded as evidence of discriminatory attitudes and should be aviided. An
application form should be designed to serve as a highly effective preliminary:
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screening device, particularly, when applications are received in direlct response o
an advertisement and without any preliminary interview.

The application can be used in two ways: (i) to find out on the basis of information.
contained therein as to the chances of success of the candidate in the job for which
he is applying, and (ii) to provide a starfing point for the interview,

It is often possible to reject candidates on the basis of scrutmy of thc' application as
they are found to be lacking in educational standards, experience or ¢ rsome other
relevant eligibility and traits.

5.5 SELECTION TESTS |
|

A test is a sample of an aspect of an individual’s behaviour, performance or attitude,
It can also be a systematic procedure for comparing the behavicur of twa or more
persons.

Purpose of Tests: The basic agsunmption underlying the use of tests |in personnel
selection is that individuals are different in their job-related abilides jnd skills and
that these skills can be adequately and accurately measured.

Tesis seek to eliminate the possibility of prejudice on the part of the interviewer or
supervisor. Potential ability only will govern selection decisions. |

The other major advantage is that the tests may uncover gualifications aad talents
that would not be detected by interviewségr by listing of education ahd job
experience, |

Types of Tests: The various tegfed in selection can be put into four categoeries:
{a) Achievement or Intelligend @ , (b) Aptitude or Potential Ability Tests,
(¢} Personality Tests. and (d) In Tests. |

telligence Tests |

ficiency tests”. These measure the skill or knowledge which
is acquired gaa resulof a training programme and on the job experience. These
NEASUre applicant can do., These are of two types: |

These tests and what the re are described below.

Test for MeaWfing job Knowledge: These are known as “Trade Tests”, These are
administered to determine knowledge of typing, shorthand and in olaerdtmg
calculators, addmg machines, dictating and iranscribing machines or simple
mechanical equipment. Thc&f: are primanly oral tests convist:ng of a sertes of
questions which arc believed to be satisfactorily answered only by those who know
and thoroughly understand the trade or cccupation. Oral iests may be.
supplemented by written, picture or performance types, |

Work Sample Tests: These measure the p oficiency with which eq mp.nent can be
handled by the candidate. This is done by giving hin: a piece of work to judge how
efficiently he does it. For exaraple, a typing test would provide the material to be
typed and note the time taken and mistakes committed.

b) Aptitude or Potential Ability Tests : |

These tests measure the Jatent ability of 2 candidate to learn a new job or skill,
Through these tests you can detect pecuhaniy or defectsina pefson"s SENSOTY OF
inieliectual capacity. These focus attention on particular types of talent such as
learning, reasoning and mechanical or musical aptitude. ‘Instruments’ used are
vanc‘usly descnbed as tests of ‘intelligence’, ‘mental ability’, ‘mental a]erm ess’, or

simpiy as ‘personnel bests”. These are of threc types:

Mental Tests: These measure theoverall intellectual ability or the inle elligence
quotient (1.Q.) of a person and enable us to know whether he has the mental
capacity. to deal with new problems. These determine an employee’s fluency in
language, memory, induction, reasoning, speed of perception, and 3pat1<d
wsuahsanon

Mechanical Aprz’mde Tests: These measure the capacity of a pcrson' to learn a
I



particular type of mechanical work, These are useful when apprentices, machinists,
mechanics, maintenance workess, and mechanical techuicians #re to be selected.
Psychomotor or Skill Tests: These measure a person’s ability to do a specific job.
These are administered to determine mental dexterity or motor ability and similar
attributes involving muscular movement, control and coordination. Theseare
primarily used in the selection of workers who have to perform semi-skilled and -
repetitive jobs, like assembly work, packing, testing, inspection and so oin. '

¢y Personality Tesis

These discover clues to an individual's value system, his emotional reactions,
maturity and his characteristic mood. The tests help in assessing a person’s
motivation, his ability to adjust himself to the stresses of everyday life and his
capacity for inter-personal relations and for projecting an impressive image of
himself. They are expressed in terms of the relative significance of such traits of a
person as self-confidence, ambition, tact, emotional control, optimism, decisiveness,
sociability, conformity, objectivity, patience, fear, distrust, initiative, judgement,
dominance, impulsiveness, sympathy, integrity, and stability. These tests are given to
predict potential performance and success for supervisory or manageriat jobs.

The personality tests are basically of three types: _
Objeciive Tests: These measure neurotic tendencies, self-sufficiency, dominance,
submission and self-confidence. . :

Projective Tests: In these tests, a candidate is asked to project his own interpretation
onto certain standard stimuli, The way in which he responds to these sgimuli
depends on his own values, motives and personality. : § '

Situation Tests: These measure an applicant’s reaction when hgis pladedin a
peculiar situation, his ability to undergo stréss and his demg '

under pressure. These tests usually relate to a leaderless grogp sigs
some problems are posed to a group and its merber asked to reach some
conchisions without the help of aleader. v '

&) Interest Tests : .
These tests are designed-to discover a »& on’s areas of interest and to identify the
kind of work that will satisfy him. The @

and are assessed in the form of answers {0y

ell-prepared questionnaire.

Limitations of Selection Tests: From the basic description of tests deseribed
. above, one should not conclude that a hundred per cent prediction of an individual’s
on-the-job success can be made through these tests. These tests, at best, reveal that

candidates who have scored above the predetermined cut-off poinis are likely tobe

more successful than those who have scored below the cut-off point.

Tests are useful when the number of applicants is large. Mp're_:over, tests will serve
no useful purpose if they are not properly constructed or selected or adninistered.

Precautions in using Selection Tests: Test resuits can help in selecting the best _
candidates if the following precautions are taken: '

i) Noims should be deveioped as a source of reference on all tests used in
selection and on a representative sample of people on a given job in the same,
organisation. This is niecessary even though ‘standard’ tests are available now

. under each of the above categories. Norms developed elsewhere shouid not be
blindly used because companies differ in their requirernents, culture,
organisation structure and philosophy. .

i) Some “Warm up’ should be provided to ca_n'didates either by giving samples of -
test, and/or answering queries before the test begins. ' .

fif) Tests should first be validated for a given organisation and then administered for
selection of personnel to the organisation. : -

iv) Each test used should be assigned a weightage in the selection.

v} Test scoting, administration and interpﬁ‘etaﬁon should be done by persons
having technical competence and training in testing,

tests are used for vocational guidance, -

' sad Induction

55



Employee Selection,
Development and Growth

56

5.6 INTERVIEW \>

Activity C . _ _
a) Was any psychological test administered to you for selection or promotion?

|
Yes [ No [] _ _
b) If yes, can you recall at what stage of your career was it given and what were you
required to do? |

¢} Can you fit it into one of the above mentioned categories?
Stage - Required to do - Category of Test
First Selectionas ., ..., e e e I IO

We shall now discuss the post apgfficatiyn form interview and not the preliminary
interview. .

Personal interview is the m iversally used tool in any selection prc':cess.

Meaning and Purp v@,«; inferview is a conversation with 2 purpose between one
person on one side alg another person or persons on the other. An emiployment
interview shoylthserve three purposes, viz., (i) obtdining information, (%i) giving
information,; ) motivation. It should provide an appraisal of personality by
obtaining rel@formation about the prospective employee’s background,
training work history, education and interests. The candidate should be given
information about the company, the specific job and the personnel policies. It
should also help in establishing a friendly relationship between the em;!Jloycr and the
applicant and motivate the satisfactory applicant to want to work for t}}e company
or organisation.

In practice, however, it may turn out to be a one-sided affair. It helps or':ly in
obtaining information about the candidate. The other two purposes are generally
not served.

Types of Interviews:

Informal Interview: This may take place anywhere. The employer or a manager in
the personnel department, may ask a few questions, like name, place of birth,
previous experience, etc. It is not planned and is used widely when the labour
market is tight and you need workers very badly. A friend or a relative of the
employer may take a candidate to the house of the employer or manager where this

type of interview may be conducted. |

Formal Inferview: This is held in a more formal atmosphere in the ernployment

 office by the employment officer with the help of well-structured questions. The

time and place of the interview are stipulated by the employment office,

Planned Interview: This is a formal interview carefully planned. The interviewer hrs
a plan of action worked out in relation to time to be devoted to each candidate, *.ype
of information to be sought, information to be given, the modality of infervic  and
so on. He may use the plan with some amount of flexibility. !

Paunerned Interview: This is also a planned interview but planned toa h'jgh.er degree




of accuracy, precision and exactitude. A list of questions and areas is carefully
prepared. The interviewer goes down the list of questions, asking them one after
another. : - I

Non-directive Interview: This is designed fo let the interviewee speak his mind
freely. The interviewer is a careful and patient listenter, prodding whenever the
candidate is silent. The idea is to give the candidate complete freedom to ‘sell’
himself without encumberances of the interviewer’s questions.

Depth Interview: This is designed to intensively examine the candidate’s o
background and thinking and 10 go into considerable detail on a particular subject
of special interest to the candidate. The theory behind it 1s that if the candidate is
found good in his area of special interest, the chances are high that if given a job he
would take serious interest in it. . :

Stress Interview: This is designed to test the candidate and his conduct and
behaviour by putting him under conditions of stress and strain. This is very useful to
test the behaviour of individuals under disagreeable and trying situations.

Group Interview: This is designed to see how the candidates react to and against
each other. All the candigates may be brought together in the office and they may be
interviewed. The candidates may, aliernatively, be given a topic for discussion and -
be observed as to who will lead the discussion, how they will participate in the
discussion, how each wiil make his presentation and how they will react to each
other’s views and presentation. - '

committee. This is doné usually for supervisory and managerial positidgs. It pools
the collective judgemerit and wisdom of members of the panel. Thigandidate may
be asked to meet the panel individually for a fairly lengthy @:

ised under the

Panel Interview: ‘This is done by members of the interview board or : selection

Interview Rating: Importam aspects of personality can be
following seven main headings: . ' :
Physical Make-up: Health, physique, age, appearang bearing, speech.

Attainments: Education, occupational traigi d eXperience.
Intelligence: Basic and ‘effective’. ' . '
Special Aptitudes: Written and oraj%qr-o bxpression, numeracy,
organisational ability, administrative -

Interests: Intellectual, practical, physi active, social, artistic

 Disposition: Self-reliance, nature, motivation, acceptability.
¢ Circumstances: Domestic, social background and experience, future prospects.

This is called ‘The Seven Point Plan’. The importance of each of these points will
vary from organisation to organisation and from job to job, Hence, these should be
assigned weightage according to their degree of importance for the job.

On the basis of information gathered through an interview, each candidate should

be rated in respect of each point given above as (i) outstanding, (ii) good,

(iii) above average, (iv) below average or (v) unsatisfactory. Marks should be allotted

" to each of these, and the score for each point is arrived at by multiplying it by weights
and the total of all these will determine the final position of a candidate at the

" interview. o

Limitations of Interviews: Interviews have their own limitations in matters.of

selection. Some of these are mentioned below: :

® Subjective judgement of the interviewer may be based on his prejudices; likes,
diskikes, biases, etc. _ ,

¢ One prominent characteristic of a candidate may be allowed to dominate -
appraisal of the entire personality. o '

* The interviewer's experience may have created a close association between some
particular trait and a distinctive type of personality.

* Some managers believe that they are good at character analysis based on some
pseudo-scientific methods and are guided by their own abilities atit.
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Developmentand Growth  * gyglities: . o o . _
® Knowledge of the job or other things with which interviews are coxlcémed. e
® Emotional maturity and a stable personality. - | '
* Sensitivity to the interviewee’s feelirigs and a sympathetic attitude.
* Extrovert behaviour and considerablé physical and mental stamina.

Guidelines for Improving Interviews: Not all intervizws arc effective, Their
 effectiveness can be improved if the following points are Kept in Imﬂd| byan

‘Interviewer: _ N ' g ' . .

¢ Aninterview should have 2 definite time schedule with ample time for interview.
1t should not be hurried. ' o :

* Theimpersonal approach should be avoided. | _

¢ Interview should have the necessary element of privacy. :

* The interviewer should listen carefully to what the applicant says and the
information collected should be carefully recorded eithér while the|interview is
going on or immediately thereafter. - S

* Attention shouid be paid not just to the words spoken; but also to the facial -
expressions.and mannerisms of the interviewee. e s

¢ The interview should end when sufficient information has been gadlered. :

* The interviewee should be told where he stands—whether he will b¢ contacted

- later, whether he is to visit another person, or it appears that the organisation wilf

not be able to use his abilities. :

- Pseudo-Scientific Methods of Seleéﬁc@: past, and to some extent even now,
stereotyped impressions of personality an acteristics were used as a basis of
selection. These impressions werf gatfred through pseudo-scientificmethods, like

_ phrenology, physiognomy and grighojbgy. - B -
i We shall briefly describe b?&ese methods for your background knowledge.

only: .

| _ Phrenology: Here iti€Believ that the strength of each faculty is indi!::ated by

‘prominent bumps parts of the skull |
Physiognomy: Mdere it believed that there is a definite correlation beEveen facial

features ani logical functions and behaviour, for example, thin ips indicate

-determination d jaws signify tenacity and so on. - .

Graphology: Here it is believed that there is a cloge relationship between

handwriting and personality. . . _ ' - |

. Please find out from your Personal Department which of the above mentioned types
of interviews they use for the purpose of selection. What do they aim to judge
through each of these interviews and for selection of what level of employees are
these used? Write below the information you collect. O o

Types ofinterviews  Points to be judged | ‘Level of emﬂloyees
1 ........... [ SR
2 e e e
D
T L [
S e e [

‘8.7 PHYSICAL EXAMINATION | |

Applications who get over one or more of the preliminary hurdles are sent for a

physical examination either to the organisation’s physician or to a medical officer

approved for the purpose. : :
R |

_f' 53|I




Purposes: A physical examination serves the following purposes:
1) It gives an indication regarding fitness of a candidate for the job concerned,
i} It discovers existing disabilities and obtains a record thereof, which may be

helpful later in deciding the company’s responsibility in the event of a
workman'’s compensation claim.

iii) It helps in preventing employment of those suffering from some type of
contagious diseases. : _ _

iv) It helps in placing those who ate otherwise employable but whose physical
handicaps may necessitate assignment only to specified jobs.

Contents of Physical Examination: Physical examination covers the fol-lo(#ing:

 The applicant’s medical history.

His physical measurements—height, weight, etc.

General examination—skin, musculature and joints.

Special senses—visual and auditory activity.

Clinical examination—eyes, ears, nose, throat and tecth.

Examination of chest and lungs, '

Check-up of blood pressure and heart.

Pathological tests of urine, blood etc.

X-ray exarmination of chest and other parts of the body.

e Neuro-psychiatric examination, particularly when medical history or a physician’s
abservations indieate an adjustment problem.,

* ¢ ¢ & & & &

You would realise that the importance of these characteristics vaggs frog job to job
and, therefore, different weightages have to be given to each for an 1

evaluation. O
5.8 REFERENCE CHECKS ;
licaz

The applicant is asked to'mention in his n the names and addresses of,
usually, three such persons who kno 1. These may be his previous
employers, friends, or professional colld .'They are approached by mail or
telephone and requested to furnish their frink opinion, without incurring any
fiability, about the candidate either on specified points or in general. They are
assured that all information supplied would be kept confidential. Yet, often either
no response is received or it is generally a favourable response.

5.9 FINAL DECISION

Applicants who cross al} the hurdies are finally considered. If there are'more
persons than the number required for a job the best ones, L.e., those with the highest
scores are finally selected.

5.10 PLACEMENT

Sometimes a particutar person is selected for a given job. Often more than one
person may be sefected for the jobs of simitar nature. In the second case, individual
employees have to be put under individua! supervisors with the approvai of the
latter. In the first case also his approval is also necessary but it should be doac carly
in thé selection process. .

A proper placement reduces employee turnover, absenteeism and accident riies
and improves morale.

Recruitment, Selection
and Induction
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5.11 INDUCTION, ORIENTATION OR
INDOCTRINATION o

] B B | - . ‘
This is the last activity in relation to a newly émployed person before he is trained
for his job. B

Meaning : - N

As explained earlier, it is introduction of an employez to the job and the -
organisation. The primary purpose is to ‘sell’ the company to the new employee so
that he may feel proud of his association with the company. '

Purpose and Need o o o

An employee has to work with fellow employees and his supervisor, For thishe -
must know them, the way they work and also the policies and practices of the )
organisation so that he may integrate himself with the enterprise. Any neglect in the
area of induction and orientation may lead to high labour turnover, confusion,
wasted time and expenditure, A E '

Induction Programme |

A good induction programme should cover the foltowing: o | '

®. The company, its history and produggs, prgess of production and major
operations involved in his job: :

* The significance of the job wi ecessary information about it i]ncluding job
training and job hazards. .
an

o Structure of the organisgation ¢ functions of various dcpartrnél:nls‘

* Employec’s own deparr.%md job, and how he fits into the organisation.

® Personnel policy sourges of information. - . - :

» Company poﬁthices, objectives and regulations. |

¢ Terms and gondindgs of servicz, ameniites and welfare facilifies. :

e Rules an%ﬁons governing hours of work and over-time, safety and accident
prevention, ays and vacations; methods of reporting, tardiness and '
absenteeism. S ' o

® Grievances procedure and discipling handling,

® Social benefits and recreation services, ' _ _ o

» Opportunities, promotions, iransfer, suggestion schémes and job satisfaction.

An induction programme consists primarily of three steps: |

General orientation by the staff: Ii gives necessary general information about the
history and the operations of the firm. The purpose is io help an employee to biuld
up some pride and interest in the organisation, | i
Specific orientation by the job supervisor: The employee is shown t"he department
and his place of work, the location of facilities and is told abous the organisation’s
specific practices and customs. The purpose is to enable the employee to adjust with
his work and environment.

Foliow-up orientation by cither the personnel department or the subewisor: This
is conducted within one week to six months of the initial induction an|d by a foreman

Of a specialist. .
The purpose is to find out whether the employee is reasonably well sdtistied with
him. Through personal talks, guidance-and counselling efforts are made to remove
the difficulties experienced by the newcomer. S : o

|

This unit has helped you to follow the process of selection in an organisation right

5.12 CONCLUSION -




e

from the conception of an idea that a suitable person is to be put on a given job to Recrulment, Selectlon
the point of ultimately selecting the most suitable person for it, putting him at ease eten
and making him feel at home with his fellow employees, his supervisor and the .

organisation as a whole. It has helped you to understand the various activities ‘
involved in the process and the order in which these are carried out. It has given you

insight into the various alternatives and methods of various activities and under

what circumstances each is advisable. It has also helped you to realise the various

precautions to be taken so that your efforts under each activity bring desired results. ‘

5.13 SELF-ASSESSMENT TEST

Take each of the objectives stated at the begimning of the Unit and regard it as a
question, Working from memory, write not more than half a page on each so that
you may assess whether you can recall the main points contained in the sessior.
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UNIT 6 STAFF TRAINING AND
'DEVELOPMENT

Objectives _ -
After going through this Unit, you should be able to: .

 explain what ‘training’ and ‘development’ are and how these are different from
each other; ' : : :

* explain need for training employees, both new and old;

¢ explain various methods of determining needs for training;

® describe various objectives of training; _

e explain principles of training programme and the pitfalls to be avoided;

® state and explain various training programmes;

 mention the parties that are responsible for training and in what respects;
L

explain why it is necessary for an organisation to have a development programme
for its managers; '

explain various concepts of management development;

state various objectives of management development at various levels;

explain organisational climate that is conducive o management development;
state and explain the various technigues of management developmegt,

explain what retraining means and when and forwhom it is n :

explain need for and the techniques for evaluation of traim'nf pro; es.

Structure

6.1 Introduction
6.2 Defining Training and Development ?\
6.3 Training o -
6.4 Management Development _

6.5 Retraining — '

6.6 Evaluation of Training Progr.

6.7 Conclusion

6.8 Self-assessment Test

5.9 Further Readings

6.1 INTRODUCTION

In Unit 5, you have seen that under ‘induction’, a newly employed person is
introduced to his fellow workers, his supervisors, the work of his department, its
relations 1o other departments and its place in the whole organisation 10 the
organisation’s objectives, philosophy, practices and so on. He or she has then to
Jearn how the work assigned to hitn or her is to be done most efficiently and
effectively. This is through a well thought-out and planned training programine.
Training is required at every stage and when a person is moved from one assignment
to another of a different nature. Some training programmes are called ‘development’
programmes. S S C :

Training and Development Programmes will be the subject ;nat'ter_o!'thi# unit.

&

6.2 DEFINING TRAINING AND DEVELOPMENT/

improving the quality of work of the employees at all levels, particularly in/ world
of fast changing technology, changing values, and environment. - . ;

Thepurposeofbothissinﬁlar.memaindiﬁcrencebctweenﬂwtwoi;sinmpectto 63

Training and development programmes are necessary in any or'ganisétibn/fz/



Employee Selection.
Developaent and Growth

64|

.-\'\

the levels of employees for whom these are meant, and the contents and techniques
employed.
Training _ : _ . . :
Training is a short- term-process unhsmg a systemaltlc and orgamsed procedure by
which non-managerial personnel acqulre technical knowledge and skills for a
definite purpose. It refers to instructions in technical and mechanical operanons

like operation of some machine. It is designed primarily for non- managers, itisfora
. short duration, and it is for a SpeClﬁC job-related purpose '

Development

Development is 2 long- term educational process utilising a sySternanc and orgamsed_
procedure by which managerial personnel get conceptual and theoretical
knowledge. In other words it refers not to technical knowledge or skills in operation
but to philosophical and theoretical educational concepts. It mvolvc'zs broader '
education and its purpose is long-term develc)pment

Activity A

Recall various programmes attended by you at dlfferent stages of your career and
mention in reSpect of each whether it was a training programme of a development
programme.

Stage of Career_ : ngrajn_me Aueaded. ' Training or De\{elophlent

L e s e e
2 e e, h TP e
3 _ 0 ............. e
& N e Lo,
5 s NG

...........................

Both trammg ent programmes are necessary for any organisation, But.

not all orgamsa ow awareness of the need for development (though =

almost all are a e need for training). This is perhaps due tcLlhe fact that the
pr

- fruits of ammes are more apparent and can be obtain, |,d more qulckly

6.3 TRA]NING i \

Need for and Benefits of Training

" You have seen earlier that training is necessary for i mprovmg the quallty of work of
-employees. There are some other reasons also for which this training becomes
necessary. Explmned below are various factors, giving rise to the need for training:
e Employment of inexperienced and new labour requires detailed 7nstructions for
effective performance on the job. '
. People have not on]y to work, but work effecnveﬂy with the minimum of
supemsmn minimum of cost, waste, and spoﬂage, and to produge quality goods
- and services.
* Increasing use of fast changmg techruques in producticn and other operatlons .
requires training into newer metliods for the operatives. :

\ ® Old employees need refresher training to enable them to keep abreast of changmg

-techniques and the use of sophisticated tools and equipment.

Tratning is necessary when a person has to move from one job to another because
Q\f transfer, promotion or demouon :

A weh—planned and well-executed trammg programme should result in:

. reductronmwnsteandspoﬂage :
. mpmvememinmethodsofwmk,




reduction in Jearhing time;’

reduction in supervisory burden;

reduction in machine breakage and maintenance cost;

reduction in accident rate; ' C

improvement in quality of products;

improvement in production rate;

improvement of morale and reduction in grjievanccs; _

improvement of efficiency and productivity; .

reduction in manpower obsolescence;. : . : o
enabling the organisation to provide increased financial incentives, opportunity
for internal promotion and raising of pay rates; o

o wider awareness among participants, enlarged skill; and

* personal growth. : ' :

e ® & @& & @ & 3 & >

Methods of Determining Training Needs

Put in a simplistic manner, these would mean: Job requirements, .Emplbyees’
Present Job Skills and Training Needs. Thus, the total need can be determined by
analysing the situation in respect of each skill and each member of the work force.

This can be done in the following ways: o '
Analysis of an Activity: List in a logical sequence, the activities in fypduding a
product or service or part thereof, and determine what new knowl skillis

called for or which aspects of present knowledge or skill negl modified.
Analysis of Problems: To analyse ‘problems’ and determincghagadditional skills,

knowledge or insights are required to handle it. - .

Analysis of Behaviour: To analyse typical behaviour %dua]s_or groups and

determine the corrective action involving trainj - :

Analysis of an Organisation: To analyse org% weaknesses to produce clues
- toboth individual and group training negg ' ' -

Appraisal of Performance: To analys ance and determine if someone

should get something, be if additional kn ge, skill or understanding. _
Brainstorming: To bring together a homogenous group and to ask individuals in the

group to call out any ideas they have for answering a ‘how to’ question and identify

items which call for additional knowledge, skill or attitude. _
Buzzing: To ask an audience of supervisors, managers, professionat, personnel or
others (as long as it is homogenous), as to what the desirable next steps are in the
organisation’s training programme or ‘what additional areas of knowledge (or skill
or understanding), do we need to handle our work better’. R
Card Sort: To write statements or potential training needs on cards, hard them over
to the persons whose ideas are sought, to arrange these cards in what they feel is o
their order of importance for various trainirig needs. = '
Checklist: To break down a job, process, programime, activity, or area of )
responsibility into a list of detailed parts or steps arranged in logical sequence. Then
to have checked off by each employee the items about which he feels he would like
te have more skill or knowledge. :
Commiltee: 'To constitute an advisory committee composed of persons responsible
for or with a direct interest in an activity to identify training needs. _
Comparison: To compare what an individual is doing (or contemplates doing) with
what others are doing or have done to learn about new ways to handle old problems,
 keep up-to-date on new techniques and procedures, and fight his own obsolescence.
Conference: To identify training needs and make decisions on ways these needs
shall be met. S '
Consultants: To employ outside consuliants to determine training needs and
develop ways to meet them. o
Counselling: To discuss between a training practitioner and a person seeking:
guidance regarding ways he can improve his on-the-job performance or prepare for
advancement. :

Saff Trakting snd
Development
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In-basker: To measure o1 west 4 manager's ability to handle-soﬁle-oﬂ'the day to day
challenges which come to him in writing in his ‘in-box’ from various sources.
Incident Pattern: To note in terms of success or failure, the responses to special |
situations and to study the pattern of deviation. :
informal Taiks: To meet and talk informally with people for finding clues to training
needs.

{nterviews: To arrange a formal meeting with the person or group concerned
employing the interview techniques. o ' |

Observation: To observe such things as may have value as indicators of training
needs, especially needs which are just under-the-surface or emerging. '
Problem Clinic: To arrange mectings of a homogenous group to disr:uss a common
problem aitd develop a solution. e

Research: To identify implications for training and development as a result of
research. : ' S

Role Playing: To get clues to his training needs in a skill, an area of knowledge, or in
understanding or attitude by observing how each role player acts in a role playing
situation. |

Self-analysis: o self-evaluate and know what is needed in theory, additional
knowledge, s«ilt or insight. _

Simulation: To analyse performance in simulated exercise to reveal individual
and/or group train'ng needs. :

Skill Inventory: To establish and annually update an inventory of the skills of their
employees and to identify gaps or blind spgis in reserve or stand-by-skills.

Siip Writing: To wiite on a slip the typ® ining needed and analyse the
information on these slips. : S
Studies: Toundertake studies an turn up training needs which wili have to

be met if the plans were ted. |

Surveys: To undertake suffeys that can be used to take invemory of pperations,
employee attitudg plications of advanced planning, etc. |

Tests: To perform¥gsts to measure skill, knowledge or attitude-and to identify gaps.

Task Fo nstitute a task force which, in anal ysing the _pr-oblelin miay unearth
framning nee ich must be met before their recommended solution 10 the. :
problem can be implemented. o |

Questionnaire: To develop a questionnaire to elicit information which can beused to
determine training needs, delimit the scope of the training, identify course contents,
etc.

Workshop: Toidentify in a workshop, the need for further understanding or insight
about organisation goals or gperatians I

ActiviyB | | |
You may be aware of how training needs are determined in your organisation. If not,
you may contact your Personnel Department for the purpose. Write below the ten
most commonly used methods for identifying training needs. |
S P



Training Objectives - ' : ' Staff Trainieg and
- Development

As you have seen earlicr, the first ob]ectwe of training is to prepare employees for

the job meant for them while on first appointment, on transfer, or on promotion,

and impart to them the required skill and knowledge. The second objective is to

assist the eraployees to function more effectively in their present positions by

exposing them to the latest concepts, information, techmques and developing the

skills that would be required in their particular fields. The third gbjective is to build

a second lirie of competent officers and prepare them to occupy more responsible

positions. : ﬁ

Formulation of Training Policy

Even though training is primarily the responsibility of the Personnel Department, a
suitabie training policy has to be evolved by the top management. It should refle<t
the primary and secondary objectives mentioned above. A training policy shouid be
able to provide answers to the following questions:

1 What do you want and hope to accomplish through training?
2 Who s responsible for the training function?
3 Should the training be formal or informal?
4 What are the training priorities?
5 What types of training is needed? _
% When and where should training be given?
7 Should training be coniinuous or casual? :
8 How niuch shouid the employees be patd during training?
9 Which outside agencies should be associated with training?
10 How should training be related to labour policy?

Principles of an Effective Training Programme O

A successful training programme should be based on owing principles:

1 The objectives and scope of a training plan should b&Cefined before its
devclopment is begun, in order to provide gbagis for Common agreement and

co-operalive action. :

2 The techniques and processes of a trajmiag pr

_ to the needs and objectives of an o on, .

3 To be effective, the training must use ¢ principtes of learning.

4 Training should be conducted in the actual job eaviconment to the maximum
possible extent. : :

famme shauld be related directly

ﬁning Methods.

Various metheds of training have been evolved and any-one method, or a
combination of any two or morc of these can be used, depending upon the
training requirements and the level of people 1o be trained.

AT raining for Diflerent Employecs

The employccs who are to be trained can be of different types and each typ(.
would require a different type of training. :

Unskilled workers are given training in improved methods of handling machines
and matérials: The objecti've here is to sceure reduction in cost of production and
waste. Training is given on the jOb itself, by 1mm:.dmlt supcrior officers.

Semi-skilled workers require training to cope with requirements arising out of
adoption of mechanisation, rationalisation and technical processes. Traming is -
given by more proficient workers, bosses or inspectors. It may be given either in
the section or department of the worker or in segregated training shops.

Skilled workers are given trammg through apprcntlccshlp in tratning ¢entres or in
the industry itself.

Salesmen are trained in the art of salesmanship. in handhng CUstomers, planmng
their work, and facmg challenges of market place, o : . 67 -
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-~ higher levels of management.

Supervisory staff constitute a very important link in the chain of administration.
They have to cope with the increasing demands of the enterprisc in which

‘they are employed and to develop team spirit among people under their charge.
A training programme for ther should aim at helping the supervisors 10 improve
their performance, and to prepare them for assuming greater responsibiiities at

Principles of Learning

Certain principles are followed for developing effective fraining programmes.
Some of these are described below:
1 Every buman being is capable of learning. |
2 An adequate interest in and motive for learning is essentiz) because peaple are
goal-onented. |

3 Learning is active, and not passive, _

4 People learn more and faster when they are informed of their achievements.

5 People learn more by doing than by hearing alone. '

6 Time must be provided to practisc what has been learnt, _

7 A knowledge of the standards of performance makes learning effective.

8 Learning is a cumulative process. An individual's reaction to any|lesson is
conditioned and modificd by what has been learned by him in earlier lessons
and by previous experience.

9 Early success increases an individual’s chances for effective learning,

10 Effective learning results when initial
"~ application. :
11 The rate of learning decreases when lex skitls are involved.
12 Learning is closely related tg icn and concentration. | _
13 Learning is more effective @ sheds one’s half-knowledge, prejudices,
biases, likes and disli : :

14 Learming to be successighsMBuld be related to a learner's experiences in life.
I'5 Traineces leamn r wikn they learn at their own pace, _ |

carning is followed immcﬁiatciy by _ |

. |
s can be brogdly classifed as (4) on-the-job methods, and
thods. |

(b) off-the-jok;

. a)/gn—the-jnb Methods

- Under these methods the principle of fearning by doing is used. These methods are

/" briefly described below:

1 On-the-job Training: An’cmpl_uycc is placed in a new job and is told how itis to be
performed. It aims at developing skills and habits consistent with the existing
practices of an arganisation and by orienting hirmn to his immediate probiems.
Coaching and instructing is done by skilled workers, by supcrvisorL, or by special
training instructors. A variety of training aids and techniques are used such as
procedure charts, lecture manuals, sample problems, demonstrations, oral and
written explanations, tape recorders, etc.

2 Vestibule Training or Training-Centre Trainin g: Itinvolves classropm training
imparted with the ielpof equipmentand machines identical to those in use at the
place of work. Theoretical training is given-in the classroom, while practical work
is conducted on the production line. It is often used to train clerks, bank teilers,
inspectors, machine operators, typists, ete. )

3 Simulation: It is ar extension of vestibyle training. The trainee works in closely
"duplicated’ real job conditions. This is essential in cases in which actual
on-the-job practice is expensive, might result in serious injury, a cojtly error or
the destruction of valuable material or resources, ¢.g. in acronautical industry.

4 Demonstration and Exampies: Here the trainer describes and demanstrates how

{{o'do a certam work. He performs the activity himse!f, going through a
step-by-step explanation of the ‘why’, ‘how’ and ‘what’ of what he is doing.
Dermonstrations are often used in combination with lectures, pictur!es, text
material, discussion, etc. The emphasis under this method is on know-how, The
principles and theory of 2 job must be taught by some other methods.

i o o



5 Apprenticeship: A major part of trainjng time is spent on the on-the-job ' Stafl Training and
prodiletive work. Each apprentice is given a programme of assignments according Development
toa predetenmned schedule which prowdes for efficient training in trade skills.

This method is appropriate for training  crafts, trades and technical areas,

specially when proficiency in a job is the result of a relatively long training or

apprenticeship period, ¢.g., job of a craftsman, a machinist, a pnnter, atool

maker, a pattern designer, 2 mechanic, etc

b} Oit-the-job or Classroom Methods

'Tralmng on the job is not a part.of every day activity under these methods. Location
of this training may be a company classroom, an outside place owned by the
organisation, an education institution or association, which is not a part of the
company.

These methods are:

1 Lectures: These are formally organised talks by an instructor on specific topics.
This method is useful when philosophy, concepts, attitudes, theories and problem
solving have to be discussed. The lectures can be used for a very large group to be
trained in a short time. These are essential when technical or special information

. of a complex nature is to be imparted. The lectures are supplemented with
discussions, film shows, case studies, role-playmg, etc.

2 The Conference Method: Under this method, a conference is held in accordance _'
with an organised pla.n Mutual problems are discussed and participants pool

their ideas and experience in.attempting to arrive at better met%fdea]mg
h

with these problems. The members of the group come te teach er and to
learn together. Conferences may include Buzz sesstons which di onferences
into small groups of four or five for intensive discussiongf/Tt

' report back to the whole group with their conclusions ofg
is ideally suited for analysing problems and issues and e ling r.hem from
different viewpoints. It helps in developing conce owledge reducing
dogmatism and modifying attitudes.

However, it is suitable only for a small gr 20-30 persons, becanse a
larger group often discourages active participgtion of all the conferees. Under this
-method the conferees should have owledge of the subject tohe discussed.
They should be good stimulating le ho can adopt a flexible attitude and
encourage members to express themseMes without fear. They should also control
the more verbosc menibers while bringing out the more reserved. They can develop
sensitivity to the thoughts and feelings of individuals, surmmarise material at |
appropriate times during a discussion, and ensure a general consensus on points - -
without forcing agreement or side-stepping dlsagreements

be on a statement ‘made by the person in charge of the seminar ot on a document ‘
prepared by an expert. The material to be analysed is distributed in advance in
the form of required reading. -

4 Case Discussion: Under this method, a real (or hypothetical) business problem or
sttaativmdemanding solution, is presented to the group and members are trained
toidentify the problems present, they must suggest various alternatives for
tackling them, analyse each one of these, find out their comparative suitability,
and decide for themselves the best solution. The trainer only guides the
discussion and in the process ensures that no relevant aspect is left out of
discussion, and adequate time is spent on each aspect. This method promotes
analytical thinking and problem-solving ability. It encourages open-mindedness,
patient listening, respecting others’ views and integrating the knowledge obtained
from different basic disciplines. Incidentally, it enables trainees to become
increasingly aware of obscurities, contradictions and uncertainties encountered in
a business, This method is extensively used in professional schools of law and
management, and in supervisory and executive training programmes in industry.

5 Rale-Playing: This method is alsc called ‘role-reversal’ ‘socio-drama’ or ' o .
‘psycho-drama’, Here trainees act out a given role as they would in a stage play. 169
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Two or more trainees are assigned roles in a given situation, which is explained to
the group. There are no written lines to be said and, naturally, nojrehearsals. The
role players have to quickly respond to the situation that is ever changing and to
react to it as they would in the real one. It is a method of human mteraction which
involves realistic behaviour in an imaginary or hypothetical situation.

Role playing primarily involves employee-employer relationships, hiring, firing,
discussing a grievance problem, conducting a post appraisal intcr|view,
disciplining a subordinate, or a salesman making presentation to a customer.

6 Programmed Instruction: This involves two essential elements: (a} a step-by-step
series of bits of knowledge, each building upon what has gone before, and (b)a
mechanism for presenting the series and checking on the trainee’s knowledgc.
Questions are asked in proper sequence and indication given prorlnptly whether

the answers are correct, /

This programme may be carried out with a book, a manaal or a teaching machine,
It is primarily used for teaching factual knowledge such as Mathernatics, Physics,
etc. ' .

Activity C

Find out about the various training programmes used in your organisation, as also
the types of employees for whom each is uséd and what it secks to adcomplish.
Write these below: _ : : _ |

_.Programme' Employcesior . Whatitseeks to
whom uged accomplish

................................................

..............................................

10

L T T Y

If you have realised that training is quite a stupendous task, which cannot be done by
one single department, you are right in your thinking. .
In fact, total responsibility for training has to be shared among; |

¢ The top management who should frame and authorise the basic training policies,
review and approve the broad outlines of training plans and programmes, and
approve training budgets. .

® The personnel department, which should plan, establish and evaluat
instructional programines. - l

® The supervisor who should implement and supply the various devc!(‘Tpmental
plans, '

* Employees, who shouid provide feedback, revision and suggesiions ﬁor
imtprovement in the programme.

6.4 MANAGEMENT DEVELOPMENT |

Manggement Development is a systematic process of training and growf'h by which
marnagerial personnel gain and supply skils, knowledge, attitudes und insights to
manage the work in their organisations effectively and efficiently. :

|




Need for Management Development

A business organisation has to develop the potential of all thmc whoarein
management positions or who are fresh from management institutions and have the
potential for development. This development is necessary because of the following
[CASONS:

e Society is facing a rapid rate of technological and social change. Management
pf*r‘.'mnd need to be developed as they have to tackle problems arising out of
introduction of astomation, intense market competition, growth of new markets,
enlarged labour participation in management and greater interest heing taken by
the public and the government in various activities of business.

¢ Business and industrial teaders are increasingly recognising their social and public

responsibilitics which call for a much broader outlook on the part of management.

° Managers have to be developed for handling problems arising out ufmc,n,a-amg
size and complexity of the organisations.

* Management labour relations are becoming increasingly complex.

& To understand and adjust o changes in socio-cconomic forees, including changes
in public policy and concepts of social justice, industrial democracy, problems of
ecology (smog or pollution), ckistics {the problem of human settlements),
ergonomics {the problem of working cnwr(mm(.m) and cultural anthropology (the
problem of fiiting mdLhIIth to men). :

Management Dcvclopmens Conccpts

A sound programme of management development has to be hascdgn th

development of concepts evolved in the past. The more important o > are given
below:
& Management development is not a *one shot” affair but co s throughout an

executive’s whole professional career,

# There always exists some gap hetween actua) perforRgnct and capacity, which
provides considerable opportunity for impy cnt. _

¢ Increased understanding of others, their be and attitude, and of onesclf
definitely aids in managing, and contripaging 1Opersonal development.

)

& There are certain forees which may rther growth, for example, age, habits

reduced motivation.

¢ Devclopment seldom takes place in 4 completely peaceful and relaxed
atmosphere. Growth involves stresses and strains,

e Development requiresclear-cut objectives and goals which are to be achieved or
attained, and the ways and methods of achieving these. '

e Participation is essential for growth. Spoon feeding qc]dum brings significant or
lasting improvement.

e Feedback from a superior to a subordingte and ffom a group to an individual is
necessary for the recognition of short comings and for keeping oneself in touch
with the progress that has been achieved.

€ An important responsibility of the personnel departmenm is that of dcvclopment

Objectives of Management Development

Any programeme of management developriaent must aim at achieving the follnwmg

objectives:

o To assure the erganisation of avallablilty of required nurnbcrs of managers with
the requited skills to meet the present and anticipated future needs of the '
business.

e To encourage managers to grow as persons and in their capacity to handle gn,amr :

responsibility.
& Toimprove the performance of managers at all levels in the jobs that they hold
. ROW, :
& To sustain good performance of managers throughout their carecrs.

Management development must relate to all managers in the organisation. It must
lead 0 growih and self-development of the organisation. Its focus should be on

Stall Tealning and
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future tequirements rather than those of today. Mmagemmt-devélophlent must be
dynamic and qualitative, rather than static replacement based on mechanical -
Totation. ' ' C _ . o ‘ .' _
A.Dasgupta has given-objectives of development of managerial personnel for
various levels of management. These are given below: : :

) Top Management : o ’ -
- 1 To improve thought processes and analytical ability in order .to'un%ovcr and
~ examine problenis and take decisions in the best interesis of the country an
organisation; o . : ‘ o
2 Tobroaden the outlook of the executive in regard to his role, position and
responsibilities in the organisation and outside; } -
3 To think through problems which may confront the organisatior now or in the
future; - | S : ' .
4 To understand economic, technical and institutional forces in ordeJ;.' 10 solve
business problems; and : S - :
5 To acquire knowledge about the problems of human relations. . ‘

b) Middle Line Management: o S _
1 To establish a clear picture of executive functions and responsibilities; _
2 To bring about an awareness of the broad aspects of management problems, and
an acquaintance with, and appreciation of, inter-departmental relations;
3 To develop the ability to analyse problesgs and to take appropriate action;
4 To develop famikiarity with the mmﬁes of financial awouhﬁng, :
. psychology, business law and business Matigtics; - - . o
-5 Toinculcate knowledge of hungi™Motivation and hurnan relationsl!lips; and
6 To develop responsible Iead _ - 3 : o
¢) Middle Functional Ex d Specialists S
1 To increase kno of Business functions and operations in spe#i_ﬁc fieldsin
marketing, prod ¥nance, personnel, - g _
2 To'increasepgoficidhey in Irmnégemcnt techniques such as work sn.‘dy‘, inventory.
* control, s research, quality control; - : [ I
3 To sﬁmui;a@:jw: thinking in,

order to improve methods and procedures;

- 4 To understand the functions pérformed in a company;,

5 To understand human relations problems; and

- 6 To develop the ability to analyse problems in one’s area or function%.

Organisational Climate for Management Devel_op_ment ‘
Organisational climate means the circumstances or conditicns in which the

management guides the dévelopment and growth of people at all lévels by training,
. counselling, delegation and communication: This refers to. the manner in which
things are managed, the way people are treated, the extent of delegation of authority,
system of encouraging ideas, initiative and enterprise, opportunity for . '
- experimenting and testing new concepts, tools and techniques for projéction of a .
eompany’s goals, policies and philosophy. : . - o

Management development is not possible unless a favourable climate f:f)r itis.
created in the organisation. ' ' o .

There must be definite, compreh'ehﬁve and coordinated plan for the develc;pment

- -of managers. It should be drawn after consultation with the people concerned and
* communicated to all those who have to administer and function undcr.‘it. Itmust

begin with the top so that management at that level imav set an example

Activity D

. 8} Do you feel that yburmgaﬁisaﬁdn has a definite plan of developing )Liu for

‘assuming a higher position? “Yes [ - No []




b) Do you know what the planis? Yes [] No - [:]
¢} Ifyes, please describe it below:

...........................................................................
...........................................................................

E

d) What do'you think are the aspects of your development that are being
-emphasised and those which you would, in addition, fike to be emphasised?

. " Aspects Being Emphastsed . Additional Aspecis Des:red

S 7
3 e 3 e e i
A I S
P S
G e N DU
O 7
. e

Technigues of Management Development

shali now describe various methods of management ent. You will notice

You have carlicr studied various methods of traininggugrkers and supervisors. We
| that emphasis is not on skills but on handling @;Q people, and managenial

problems.

These techniques are explained below: ' : :
Planned Progression: Under this me@ path cf promotion that lies before

the manager who occupies a given positiods blue-printed. The path may be through

the successive levels of organisation structure within one department. The path may
also be traced through 3 or 4 dcpartmentq ‘providing broad experience and wide
opportunities.

Jok Rotstion: As the individual moves from ]ob to job hc receives diversified
| training. This rotation can be of different types: :

Rotation in non-supervisory work situations: Here the individual is assigned to
predetermined jobs within a list of departments for a given period of time and he -
acquaints himself with a range of activities underiaken by the firm.

Rotation in observation assignments: Opportunities are created for individuals to
observe a group of department managers and to acquaint themselves with various
managerial problems and their solutions. This gives them an opportunity to ‘sell’
themselves and to learn the type of work they would like to do.

Rotation among managerial training positions: Certain managerial positions are
designated as training stations which are successfully occupied by trainees. The
purpose is to give actual supemsory experience in a vanety of positions in sevcral
depariments,

Middle-level roration in assssmnt position: The mdmdual are shuffled as assistant
managers in several depamnenta to broaden their expencnct: ata lugh level in each
department. .

Unspecified rotdtion among managena! positions: This is aimed et giving managers
responsible expen*ncc in a variety of positions.

Creation of ‘Assistant-io” Position: Here the supenor can act effectively as the
teacher and he can judge the assistani’s ﬁucnsmn-makmg and leadership ability.

Stall Tralning sed
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Wo_rkiﬁg in'this position, the individual broadens his vieWpoint by exposure to many
aregsofmanagerialpracticg. o . S
Under-study: An under-study is a person selected for an being traL\J_ned fo assume at
a future time the full duties and responsibilities of the position presently held by his

superior. A fully trained person would through this system be available to replacea

manager during his long absence orillness or on his retirement, t'rﬁn}sfe'r or
promotion. He is generally assigned a project which is closely related to the work in

his section. He is deputed to attend executive meetings as a representative of his

superior.

Coaching-counselling: It involves discussiont between an emp_loyec‘ and his
superior on matters concerning the employée’s personal hopes, fears, emotions and
aspirations. It is an effective way to get a new subordinate oriented in his job. It -
involves continucus analysis of the subordinate’s performance by the superior, This
enables the candidate to understand clearly how the superior operates in matters of
inter-departmental relationships and personalities. Counselling _camﬁot be
standardised. It is personal in nature. Every executive can coach his men, even if no _
management development programme exists. - ‘

. Temjporary Promotions: The candidate. may be moved uﬁ to the next njn’g of

managerial hierarchy and tested for his performance and made accountable during
that period of temporary tenure, K C | S

- Committees and Junior Boards of Management: These are compcsed of middie

level managers, selected on the basis of merit-rating who meet regularly and sct as

idea men. Their proposals are considered by responsible gener&l_.exeiécutive and may
be referred to the Board of Directors, if fi o

d suitable. This broadens the
perspective of the members and insti thegn a sense of responsibility. h

" Syndicate: Under this method ##team of persons of mature judgement and proven
‘ability is set up with different @ _ _
of ideas and experiences. The syhdiehte is given a task properly spelt out in terms of

gal representation so that therelis an exchange

briefs anid background p? rge groups are split into smaller ones of 8-10
persons each and disucssidgs are supplemented by short lectures. The teacher acts
as a ‘resource’ pe theBthan as a fecturer. This method enables an executive to.

acquire a proper ive: on his job in relation to the activities in‘-areas other - .

than his o _ _
Case Disc (This has begn described earlier) - ‘

Incident Procs: This is a variant of case discussion, Here only a brief description

of an incident is given: Participants have to determine what other relevant

- information to seek from the instructor, which he gives if he has i,
Role Playing: (This has been described earlier) . . |

Sensitivity Training: Members are brought together in a free and open
environment in which participants discuss themselves and their interactive . -

 processes. The discussion is lightly directed by a behavioural expert, who creates the

opportunity for participants to express their ideals, beliefs and attitudes. The _
objective of this method is to provide managers with increased awaréness of their
own behaviour and of how others perceive them, greater sensitivity to the behaviour
of others and increased understanding of group processed. Specifically, it aims at
increased ability to emphathise with others, improved listening skills; greater

openness, increased tolerance for differences and improved contflict-resolution skills,

Management or Business Games: These are class room simulation|exercises in
which teams of individuals compete with each other in order to achieve a given
objective. An atmosphere is created in: which the participants play a #lynami'c role
and enrich their skills through involvemerit and simulated experience. Usuglly,

several teams are formed which represent competing units. Teams take decisions on

specified mattess for each period. Based on these decisions the position of each

~company and the industry as a whole is given by tite umpire and then decisions are .

taken again for the next petiod: The game continues tor 6 to 12 pericds. Business. -

- games are designed to teach trainees how to take management decisibns in 4n

integrated manner and in a comparatively shot time. Patticipants letirn by analysing
problems and by making decisions By a trial-and-error process, » _I P

o




In-basket Exercise: This is a variant of simulation. The trainee is provided witha Staft Tui!ﬁnswi
desk and a variety of immediate problems in his n’ basket. His reactions and Developmen
decisions become the basis for critical evaluation and discussion.

Transactional Analysis (T.A.): In this practice it is assumed that pcople have three
basic ‘states of being'—Parent, Child and Adult. These states or traits arc manifest in
their transactions {dealings) with others—through words, manner, appearance and
gestures. If the Parent trait is strong the person has a tendency to approach
transactions as a regulator and evaluator of others. Persons influenced by the Child
trait tend to feel inferior and dominated. Those with the Adult trait view life as it s '
experienced in reality—one figures it out by oneself—not as one was taught (Parent)
or how one wished or fancied it to be (Child).

Twno persons with the Adult trait will conduct a transaction with thoughts and
recognition of mutual worth. T.A. training can lead to medified behaviour by
providing personal insights. - '

Activity E _
What management development programmes have you attended so far? State in
respect of each how you hav= benefited as a manager?

Programme ~ Benefits

.....................................

6.5 RETRAINING N
Retraining prdgram-mes'are designed a eaznf a'\zdiding_pcrsonal obsolescence.

m
It is the tendency of the individual w become outdated in terms of job
requirements. This is true of employee ery level in the organisation.

However, retraining is focused on rank-and-file workers. This is so becausc their
number is large and technological change makes its immedaite impact on those who
work closer to technological resources. Besides they are less cquipped to foresec
their personal needs and because they requirc more assistance in advance planning -
than do others. -

Workers require refresher courses to help them recall what they have forgotten and
to overcome some practices they have come to accept as satisfactory. They also
need to bring them with respect to relevant new knowledge and skill. The need for
retraining also arises as a result of technological changes resulting in changes in
equipment, tools, and work methods. -

6.6 EVALUATION OF TRAINING PROGRAMMES

Each training programme should have provision for-evaluation as part of planning;
otherwise you cannot be sure that you are doing the right thing and that you are not
wasting the valuable time and money of the organisation on these programines.

Any evaluation begins with the criterfa which depend on the ob].b@;i\ggs@pmq-?f the
criteria could be: : ) ‘v‘ e, s #rCM-0 ’ ~f g-
> . |

o

58 Mosd o
58 Moy [oo
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reactiod o trainees, i.e., whether the participants liked or disliked the prgéréme;

o U

learning, i.c., whether the concepts, ideas and principles of the training were SO
intellectually assimilated by the participants; _ 75
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behavioural changes, i.c.,, whether the training caused people to ajteﬂ[ their
behaviour on the job; and !

impact on organisation effectiveness, i.c.,, whether the modified behaviour caused
positive results, such as an increased output, improved quality and l(wkver costs.

These criteria can be viewed as either subjective or objective.

Subjective criteria call for opinions of participants who are asked about their
impressions of training effectiveness. This can be done during training at its close or

at some period after the training has ended. Similar evaluation may be made by
irainers and management. : ' .

Objective criteria relate to effects of training by measuring specific 01Ltcomes. For
exaruple, review is made of performance appraisals of trainees following the training
programaine, . :

After the evaluation is made, the situation should be analysed to find !the probable
causes for a difference between expected outcome and actual outcome.
Consequently necessary precautions should be taken for designing and
implementing future programmes to avoid these. The causes may lie in the designing
of a programme and/or its implementation. The organisation’s investment in verms
of energy, time and money, made in these programnes rust be justified by the
related outcome in terms of the increased efficiency and effectiveness of working of
the participants, :

AN

6.7 CONCLUSION _ N\.) |

This unit should have helped yo@ why it is necessary to train new
employees for their jobs eﬁ the oldemployees for the new jobs assigrfed to them. It

would also have helped yo erstand how to set up suitable training

- programinies and excgite thdgn so that their objectives are achieved.

Thids unit bas also u to understand why it is necessary to develop managers

inan orgam'%éan ow this can be done successiully.

6.8 SELF-ASSESSMENT TEST

Take each of these obiectives listed in the beginning of the Unit and reéard itasa
question. Working from memory, write not more than half a page on each so that
you can assess whether you can recall the main points covered i this Unit.
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UNIT 7 CAREER PLANNING
-Objectives

After going through this Unit, you should be able to:

» explain what career planning is and how it differs from manpower and succession - : : |
~ planning; : o ' o o : .

» understand the needs, purposes, objectives, advantages and limitations of career : |

planning; . o :
» describe the process of career planning and development, etc.; and

e delineate the conditions under which career planning can succeed in an
_organisation. '

Structure

7.1 Introduction . :

7.2 Whatis Career Planning?

7.3 Why Career Planning? : .

7.4 Responsibility for Career Planning S

7.5 Process of Career Planning and Development '
7.6 Advantages of Career Planning

7.7 Limitations of Career Planning

7.8 What makes Career Planning a Success? |
7.9 Conclusion Lo Y

7.10 Self-assessment Test ‘o o N
7.11 Further Readings : . |
7.12 Appendix . ' _

71 INTRODUCTION /) E |

management technigue of career planfiglp, #hd why such a planning is considered an
essential aspect of managing men for obtAfling optimum performance from them.
Achievement of organisational development, increased productivity and fulfilment of
corporate objectives can be possible only if the employees of the organisation geta’
feeling of satisfaction and achievement, and feel part of that organisation. Normally
employees have aspirations to advance and grow in their organisation, and aiso a
desire to achieve a sense of fulfilment. Unless these aspirations and desires of
employees are taken care of, the organisation cannot be taken to higher levels of
efficiency and productivity. An organisation will gain strength and vitality only when
its employees are convinced that they will also stand to gain thereby, not only in
financial and other tangible terms but also emotionally and mentally—that they will
ascend the so-called Maslow’s scale. One way to achieve all this is a-well thought-out
system of career planning. . ' o '

This unit has been prepared with the explaining the concept and

7.2 WHAT IS CAREER PLANNING?

Career Planning essentially means helping the employees to plan their career in

terms of their capacities within the context of organisational needs. It is described as

devising and organisational system of career movement and growth opportunities

from the point of entry of an individual in employment to the point of his retirement.

It is generally understood to be a management technique for mapping out the entire .

career of young employees in higher skilled, supervisory, and managerial positions.

Thus, it is the discovery and development of talents, and planned deploymentand -

redepioyment of these talents, Some writers on organisational matters have

described it as the regulation of “blue eyed” jobs. It is also described as a process-of . - i
synthesising and harmonising the needs of the ofganisation with the innate 177
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aspirations of the employees, so that while the latter realise seii-fulfilment, the
organisational effectiveness is improved. ‘

Literally, a career can be defined as a sequence of separate but related work
activities that provide continuity, order and meaning to a person’s life. It is not merely
a series of work-related experience.s, but consists of a series of properly sequenced
role experiences, leading to an increasing level of respon.ibility, status, power, and
rewards, It represents an organised path taken by an individual across time and
space. In the case of an employez, career planning provides an answer to his
question as to where he will be in the organisaticn after five years or fen years or
what the prospecis of advancing or growing are in the organisation or building the
scope for his career there. Career pisnning is rot an event or an endjin itself, but
a process of development of human resources. In short, it is an essen‘lial aspect of
managing people to obtain optimai results. :

Difference between Career and Manpower Planging

The two expressions, that is, Career Planning and Manpower Planning, should not
be treated as synonymons. The latter enables the personnel depertment of an
organisation to report on the inventory of skills and potentiais available in the
organisation. The former enables it to say who on the basis of performance and
potentials appraised and evaluated, could be groomed for or fitted in higher level
assignments, and where, when, and how (i.e. after what kind of rraining by way of
job rotation, job enlargement, informal and formal training or learning process).
Again manpower planning provides higher management the data on "rvhat, by way of
human resources, is immediately availablewithin the organisation if certain
conditions change such as expansion of theWgisting plant, a technological
innovation, a new plant construction, a ch apening, a new line of
production, etc. Career planning gixgs onlpicture of the succession plan and of
the potentials for the developmg e persons already in position for the future
manpower needs caused by retirfigeg#t and other casualties, and future

developments. It has to bugld theoretical career ladders for all key and important
d

employces. If such impo loyees have to be retained, their aspirations for
growth have to be sah

0.

t be effective manpower planning if there is ineffective career

However, there |

planning in rganisation. In other words, career planning is an integral part of
the manpo ing which in tumn is an important part of the business or coporite
planning. On thgMasis of manpower planning the organisation will have the following

information which also facilitates career planning:

* Aninventory of manpower resources. :
® Manpower needs in terms of number, types, skills, levels and time dimensions.

. ® Changes in functious and activities two, five, or ten years hence, if not for a longer

petiod. :
® Natuse and extent of behavicural changes required to meet manpower needs.

¢ Availability of human resources within and without the organisation, training
Opportunities, training resources and training time. ' T

On the basis of the above information, an effective organisational carecr planning
process should include the following:

° Assessment of occupational and career choice,
¢ Personnel assessment. '
¢ Annual appraisal and development programme. ' ‘

Career Planning and Succession Planning

These two expressions are not synonymous, but they are similar. Succession -
planning is generally required for higher level execuiives, while career planning
covers executives at all levels including highly skilled employees and operatives.
Both have the same requirements and implications as Management Development
Programmes for the executives. Generally, career planning in an orgasisation means
that it has a succession plan for thé higher level executives. The succession plan



invelves identification of vacancies tliat are likely to occur in the higher echelons,

and 1o locate the proba.ble or likely successors. In career planning we may have .-
charts showing the career paths of different categoncs of workers showing how they
can. advance up in the organisation, but the succession plan is generally reduced to a
‘runner up chart’ or succession chart in rcspcct ofa partlcu}ar posmon which may
take the followmg form: -

Hiustration 1 : Succession Plan in Company X for Managing Director -

{Due fo retire at the age of 60, a year hence) -

Current Designation - : Age . . - - Colour Code

1Mr.A - Director (Production) 56 ' Blue -
2MsB  Director (Marketing) - 53 .. Red
3Me.C Director (Planning) . 54 . Green -
4Mr.D  Director (Personnel) . -8 : - White
SMLE Director (Finanee) -] White -

Code : Green : Ready now
Blue : Ready in three to five years -
Red  : Ready in three to five years
White : Not likely to be qualified, but would be the best available if others do not' make even the
white grade. .

Note : The chairman of the Board of Directors wilt have some such document in hls personal r:ustody,
as it might help him 1o identify a successot 1o fil} the post of Managing Director when the latter
retires.

Tustration 2 : Succession Plan for General Manager (Personne])

(Retiring after two years)
© Current Designation_ Age. .. -
Mr. X Manager (Personnel) 54
MrY Chief Industrial .~ 58
Relations Officer '
Mt.Z Chief Organisation -

Developmcm Officer

Nawe ; Z wil be the obvious choice, but in order to a\rold 3
resori to opc:n market recruitment.

- Illustration 3: Career or ¥
2) Unskilled (worker) ~ Semi skilled — Skilted ~ skilled + Foreman,
b) Junier Clerk —~ Senior Clerk — Assistant ~ Secti er - Under/Deputy Sécretary

¢} Superviser — Assistant Manager — Deputy Manger ~ Manager + General Manager

d) Labour Welfare Officer ~ Persennel Officer — Chief Personnel Officer + Assaslant Personnel
Manager — Personnel Manager —~ Director (Personnel)

e) Lecturer — Assistani Professor — Assoctate Professor — meessnr —- Deaanead of
the Faculty ~ Pro-Vice-Chancellor )

Advancement on the above careef paths may be time bound, as and when vncsncy anses, based on
seniority, merit, semorlly-cum-menl, mznl-cum-semonly, ete.

7.3 WHY CAREER PLANNING"

The need to plan for an cmployee s career is caused by both economic and social -
forces. If the organisation is to survive and prosper- in an ever changing -
‘environment, its human rescurces must be in a constant state of development, A
planned programme of internal uman resource development pays greater dividends’
than relying upon chance or frantic outside recruitment when needs seem to arise
suddenly. Moreover, too many employees retire on the job when there is no. '
managena] concern for proper career progression. Further,.-work is josing its -
premiex position as the sole value to be sought in life by most employees. The.
employees are beginning to insist that the work demands should be effectwely
integrated with human need for personal growth, expectations of one’s family, and
ethical requirements of society. As observed by John Leach, it is ironic that what is
‘most precious to the individual in so far as work is concerned, that is, the career, is .
given the least attention by the organisation. L :

Cureer Planning
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Considering the changing social and economic environment, the growing work
expectations, and aspirations of employees, career plannirig is now regarded asan
essential prerequisite for effective man-management, orgauu’sationalI growth and
optimum productivity. Usually, when a person applies for any job, he does so after
making necessary enquiries about the prospects of the job, and soon after taking
the job he starts enquiring about the position he is likely to hold after three, -

five, or ten years. If he does not get satisfactory answers, he feels demotivated or
frustrated, and starts looking outside for some other job, This is'pa.rﬁcularly the case
with persons in senior supervisory, executive and managerial positions. Various
persons holding such positions are keen to know where they can ris¢ in the
organisation from their present positions, and when. For attracting competent
persons for senior positions and retaining them in the organisation; it is essential
that they are assured progressive careers. Career planning has thus become a must
at least for manning an organisation'with efficient supervisors, higher technical and

managerial personnel and for preventing their leaving the organisagilbn forlack of -

romotional avenues. Good employees wish to seek careers rather than shm_-t
duration jobs, ' ' S
Other advantages of career planning are:
* increasing utilisation of managerial reserves within the organisation;

* ensuring performance of e'mploy:efs at satisfactory levels by'meeti:jfn‘g their needs
and aspirations for growth; : o

® reducing employee tumnover for lack of promotional avenues; and

e maintaining and irripr_oving motivation Md morale of employees. | _.
All these needs are met by matching in8igid#ial abilities and needs tc the demands
and rewards of the job through ptépgr career planning and designing Accordingly,
suitable career development p mes which enable employees to achieve
persoral fulfilment and also e at the organisation places the r;ight peoplein

the right place at the i have to be sponsored.
Purposes and Qhjecti{es of Career Planning

Career plans, if congeived and executed properly kéeping in view th_é: needs of the
organisatiogsapd the®mployees, benefit both of them by promoting their growth

and devel and harmonising their interests. The purposes andjobjectives
~ that career g serves are listed below in specific and summary form (at the
cost of some repetition): : S _

1 Attraction and retention of the right type of persons in the organisation.

2 Mapping of careers of employees in the organisation suitable to theéir ability and
skill, and their willingness to be trained and developed for higher positions.

3 Better use of human resources, more satisfied and productive employees, and -
more fulfilling careers. -~ - ' R :

4 Reducing employee turnover and absenteeism, and thus having a r{i_lore stable and
satisfied workforce. : ; :

5 Increasing utilisation of managerial reserves available at afl levels within the
organisation. - : 5

- 6 Improvemerit of morale and motivation of erployees by matchmg ifheir individual

abilities and needs to the demand and reward of the job ensuring them adequate
opportunities for pr.motion and growth in the organisation. : '

7 Qverall achievement of organisational development, higher produétivity and .

fulfilment of corporate objectives. : P

8 Ensure that men and women of promise are given a sequence of ex erience that
will equip them for whatever responsibility they have the ability to reach. .

9 Provide individuals with the guidance and encouragement they maﬁ' need if they
- are to fulfil their potentials and remain with the organisation, P

7.4 RESPONSIBILITY FOR CAREER PLANNING

A basic question regarding Career Planning arises as to whose responsibility it is for

such a planning, Is it of the employee or of the management? Basically career



planning is an individual’s resposibility. However, in the brganisational context, it is

the organisation’s responsibility to guide and direct the employees to develop and
utilise their knowledge, abilities and resources towards organisational development
and effectivgness. Employees’ goals have to be integrated with organisational goals.

In fact till recently the individual career was decided by the organisation. The
success of ong’s career was often indicated by the number of moves that were made,
since these moves were generally rewarded by promotons t¢ more important and
better paying jobs. The organisation was rarely concerned whether the new job was
really what the individual wamed and the individual bad very limited control over
his career.

Of late, thinking in regard to career planning has been changing. Organisations are-
becoming concerned about whether an individual’s abilities and needs are really
matched to the job. They are also now concerned with matching an employee’s
needs to the rewards of the jobs, and have started accepting the fact that not all
people want to be promoted or can be pramoted. Such people should better be left
10 themselves to plan their own future in the organisation, and develop and train
themselves for meeting the needs of the organisation and thus justifying their
retention in the positions that they hold. Many organisations consider it the
responsibility of the employees themselves to plan their own careers and train and
develop themselves to acquire necessary merits for advancing to higher positions in
the organisation. The organisation may provide them some gnidance or counselling
for planning their careers.

| N\

7.5 PROCESS OF CAREER PLANNING
DEVELOPMENT

® Carcer Development Programme

There are two components of career planning and dc\w'.nt:
 Career Planning Actmtles

Career Development 1nvo]ves three activities:

a) Assisting employees in assessing thepOp internal career needs,

b) Developing and publishing available g @ opportunities in the organisation. .
¢) Aligning employee needs and abilities with career opportunities.

a) Internal Career Assessment

Since a person’s career is a highly personal and exiremcly important element of life,
each person is to make his or her decision in this regard. However, the personnel
manager may assist an employee’s decision-making process by providing as much
information as possible to the employee showing what type of work would suit him
the most, considering his intesest, skill, aptitude, and performance in the work that
he is alrcady doing. For rendering such help some big organisations provide formal
assessment cenire/workshops where small groups of employees are subjected to
psychological lcsung, simulation exercises and depth interviewing, The objective.of
such programmes is not that of selecting future promotees, but rather to help
individuals to-do their cwn planning.

b} Career Opportunities

Knowing that employees have definite career needs, there naturaliy follows the
obtigation of specifically charting career paths through the organisation and of
informing the employees. For identifying the career paths the technique of job
analysis may help in discovering multiple lines of advancement to several jobs in
different areas,

¢) Employce’s Needs and Cpportunities

When employees have assessed their needs and have become aware of
organisatichal career opportunities, the remaining problem is one of alignment. For
aligning or matching the career needs of employees to opportunities offered by the
organisation, special training and development techniques such as special
assignment, planned position rotation, and supervisory coaching, are used. The

Career Planming
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personnel department of some organisations have also some syslem lof recorchng
and tracking moves through the organisation, and maintain an organjsation chart
that hlghhghts age, seniority and promonon status. S '

Career Planning Precess and Activities

The process of career planning involves a number of acmrmes or steps o be
undertaken as mentioned below:

. ® Preparation of personnel inventory of the organisation.

* Building career paths or ladders for various categoriés of employees.

® Locating or identifying employees with necessary potential for carger planning.

* Formulation and implementation of suitable plans for training and|development
of persons for different steps of the career ladder or paths,

o Maintaining age balance while taking employees up the career path.

® Review of career development plan in action. '

Organisation’s Personnel Inventory

Such an inveniory is an essential prerequisite for any successful careér plamming
within the organisation. This mventory should be so prepared as to p?owde the
following mfonnahon '

4 Orgamsanonal set up and its different levels. :
¢ The existing number of persons m the organisation. For thlsL manmng

tables are prepared showing the natyre olgositions at different levels of the
organisation and the number of. pers g those jobs. Sometimeés the age of

persons holding the jobs are a entlonu:l in the table to show wben they are
likely to retire and when the  thus caused may be required 1o be filled.
¢ Types of existing employces, tarus duties, qualifications, age, aptitude,
ability to shoulder add onsibility and their acceptability to their colleagues.
¢ Whether the existing maggower is short or in surplus to requirements. If there is'a
shortage, how mordpersons are required, and for what positions. :
* Number of pe ired in the near future, say in the next one to five years, to
meet the ngeds arljng from expansion or diversification of work or natural
wastag ower. The latter includes death, permanent disablity,
superann and retirement, discharge, dismissal, voluntary resignation, or _
abandonmeit of the jobs. Collections of all the above information inay amount
" to manpower planning, and involve preparation of maspowes budget showmg
present and unmedlate future needs. T

Employees Potential for Career Planhing

After determining the career path, the next logical step is to find out the suitable
employees who may have the necessary ability and poténtial for climbing up the
ladder and are willing to be promoted and to take up higher responsibilities. For this
we have to utilise the management control technique of Perfonnance:}pprmsal and -
Merit Rating. Periodical evaluation and merit rating of employees is also necessary
for proper planning of manpower.and career of employees in the organisation, as
this could be possible only by knowing how much and what type of manpower is
available, and the potential of employees whose career is to be planned.

Performance appraisal and merit rating may result in the following ﬁndmgS' :

a) Theidentification of a group of employees who are already ﬁt and ready of
further training to accept now or will be ready with the minimuwm of further
training to accept the challéenges and respons1b1htles in the future as pér the ]ob
description and other required factors.

b) The identification of a group of employees who have the potential o take up
added responsibilities if they gain further specialised experience, tr%mmg and
exposure, and are willing to get such training, experience or exposure

¢) The identification of a group of employees who may have the capacity but lack
interest or desire to accept added responsibilities. To this group y also be
‘added those who would like to play newer roles, but are not expect d o ac:qulre
the capacity to fill'the role.



The above three ﬁndmgs show that the employees in-group () can be promotcd to

fill the vacancies in the higher position as they are capable of taking added =
responsibilities and the employees in'group (b) can fill the vacancies thus caused
though they may require some more experience and training toshold the higher -
posts. The employees in group (c) may have’the capability to take added '
responsibilities but they lack the will to do so. They, therefore, require not only
more training and experience for climbing up the career ladder, but also some
counse]]mg and motivation, as they Iack the will to take added responsibilities.

Formulatlon and Implementatlon of Trammg and Development
Plans and Programmes : _

The above three findings thréwn up by pcrfoﬁnaﬂce appraisal and merit rating .
emphasise the importance of the next step in the.process of career planning, that is,
training and development. For making the career planning a success it is essential
that the training and development programmes should be so planned and designed
that they meet the needs of both the management and employees, and the .
participants of these programmes should be the employees who are willing to be -
trained and developed further to make their career in the organisation. Methods of
training and nature of skill and knowledge to be imparted may be different for
different classes of employees. The emphasis may be on improving technical skill of
skilled workers for handling machines, technicians and also shopfloor supervisors,
and on acquiring and improving leadership qualities, human and conceptual skills
for senior supervisors, execlitives and managers. A statement showing different .
categories of employees who may need training, knowledge and skill tQ be imparted
to them, and the methods of training that could be followed in theip castyis enclosed
as Appendtx for yout mformatton :

Age Balance and Career Paths o _

 One mdespread dlfﬁculty in career planning may aris ntheneedto .
accommodate men in the same level of supervisory an igerial hierarchy, some
m

of whom are young direct recruits and others omac¥ees who are almost always
considerably older. The latter, because of the b education or formal
professional qualification, cannot expect {o movegyp very high; the former as théy
are better educated and trained have a @ gns for rapid vertical mobility. -
Promotion-and direct recruitment at eve® leyel must, therefore, be so planned asto
ensure a fair share to either group. Intense [€alousies, rivalries, groupism may - -
develop if this aspect of peréqnnel' administration is.neglected: Very quick - -
promotions which create promotion blocks should also be avoided if the employees
‘are not to feel stagnated or demotivated at early stages of their careers; and think of
leaving the organisation for better prospects Such a sttuatton can be- avo:ded if
promotions are properly spaced R -

"Review of Career DeveIOpment Plans in Actton

Career planning is a continous activity. In fact itis a process For effecnve career
planmng, a periodical review process should be followed so-that the employee may
know in which direction the organisation is moving, what changes are likely to take
place and what resources dnd skills he needs to adapt to the changing organisational
requirements. Even for the organisation, annual evaluation is desirable to know'an
employee’s performance ]mntattons goals and asptmttons, and to know whether -
the career plan in action is serving the corporate objective i.e. effective utilisation of
" human resources by matching employee abilities to the demands of the job and his
.-needs to the rewards of the job. Somc of the qucsuons that. could be askecl while .
‘evaluating. the career plan rmghtbe o . e

& Was the classification of the exlsung emplnyees oom:ct‘?
& Are the job descriptions propeér? - : :
* @ I5 there any employee unsuited to hts job?
# Are the fiture manpower pm]ecuous still vahd" _
® Is the team pulling on well 45 a whole? .-~
- Are the training and development programmes adequately demed o enable the
employee’ to climbup the career ladder and t'it mto htgher posmom? - "

~ Career Planning
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Answers to all these and other questions can be found either by hokdmg a :
~ brainstorming sessions or by undertaking a survey of career planmng activities and
their impact on the working of the orgamsauon ' ‘

Career Counselling:

Career planning may also involve counselling mdwldua]s on their 1|>osq1bin carecr
paths, and what they must do to achieve promotions. The need fo risuch counselling -
arises when employees to plan their own careers, and develop or themselves
for career progression in the organisation. This does not mean revealmg the number
of determined steps in along range plan of the organisation. :

Even if it were possible, it would be inappropriate to raise expectat'nons which mlght
notbe fulfilled or induce complacency about the future. In counsel]hng, the wisest
approach is to provide a scenario of the opportunities that might become available.
The main aim should be to help the individual concerned to develop himself by

giving him some idea of the direction in which he ought to be headmg Some other
objecﬁves of career counselling are as follows:. ‘

. Enabhng individuals to smdy the mlmedlate and personal world‘m which they
live.

* Providing a normal mature person with gmdelmes to help him understand hlmself
more clearly and develop his thinking and outlook, '

® Achieving and enjoying greater personal satisfaction, p]easurc arrd happmess

. Understandmg the forces and d)marmcs operating in a system

7.6 ADVANTAGES“Of CAREER PLANNING

As already obsepyed, if pYpperly designed and unplementod caree fi})launmg
benefits the n ts as well as the empioyees Its important fail-outs and -
advantages are Hows:

a) - Wi \planning, a person comes to know m advance the level to which he
- can has the ability and aptitude for it. This gives him impetus to avail of
the traininig and development facilities provided by the management, and develop
himself in a direction that would improve his ability to handle nﬂw
responsibilities as planned by the organisation. The very fact that the

- organisation provides opportunity for growth and promotion increases the
loyalty of the employee as well as his retentivity. |

b) The fact that career planning is participative and that ]ob assw,rnment does not
come by luck or through cotinections, but. by qualification or merit alone is
bound to irsprove the morale in the organisation, and with this the organisaticonat
effectiveness and productivity.

<) Future recruitment will be more systematic for these will be on the basis of ]Ob
~ descriptions and according to present and future requirements.

d) The new entrant will know and understand that he has not entered into jast
another job butinto a career wn;h an organisation that cares for !ﬁm, his talents
and his aspirations. |

¢€) Workforce will become more stable, as turnover is bound to be low and with it
the cost of hiring new people. Moreover, as people will grow mmde the organisation,.
aunique corporate culture could arise thrive and prosper. :

) Asall employees are surveyed for their abilities aptitude, temperament, etc., it will
be possible to group together people talking on a similar wave-length and placo
them under supervisors who themselves are responsive to that wiﬂve-length . The
result is a more homogeneous team ded:catod to the achlcvcment of the :
corporate objective.

8) An orgenisation with well-designed career plans s able to have a better i unage in
the employment market, and it will attract and retain competent people.

h) Bemganmtegmlpanofthemanpowerplanmngandoorporateplmnmg,careor
planning contributes towards individual development and uuhsaqon as well as to
orgamsauoml development and effocmre achievement of corporate goal,
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7.7 LIMITATIONS OF CAREER PLANNING

With all its plus points career planning is not easy to imp_]em'ent..lt has its own
difficulties and probleins, such as the following: S -

- @ Tt doesnot suit a very small organisation. There should be opportunities for

. vertical mobility if career planning has to become a reality. S
-e Career planning is not an effective management technique for a large number of -

men who work on the shopfloor, particularly for those who are illiterates, less : A
educated, and perform jobs for which labour supply is abundant. . . : -

* Growth expectations of the members of the family in a family concern in India. .
Since, the members of a family expect to move faster than their professional 2
colleagues in the career ladder they upset the career planning exercise.: /

® Career planning may not be so effective if it is attempted for a period exceeding a
decade. This is because in every developing country, environmental factors like
political philosophy, new concepts of social justice, new fiscal and monetary
policies, state entrepreneurship on a large scale, intensification of social control of
business, development of backward areas, state intervention in the working and
employment conditions, etc. affect the growth of industrial enterprises and other

_ organisations. SR '

¢ Political intervention, favounitism and nepotism in promotion, and reservation of

seats for backward classes and scheduled castes may make it difficult to have

systematic career planning, : .
. ® Other constraints or obatacles that may hamper career planning are practical
problems of maintaining a balance between the promotees and rec and the

absence of integrated personnel policy and plans which is quite cOgmog in Indian
enterprises. Difficulties in identifying suitable persons for. cgrggr pl g, fack of
suitable manpower and rational wage structure, lack of suff opportunities for
vertical mobility, opposition of trade unions to promotion g merit, difficulties in
forecasting replacement needs, assessment of long- otenhals and absense of
a clearly matched system of performance reporﬁng% of the administration

to manipulate changes, difficulties in writing jglsdescriptions and conducting
attitudina} surveys, and lack of employee surveys. :

7.8 WHAT MAKES CARERRAPLANNING
ASUCCESS? S

What is most needed to make career planning a reality and success is strong and
unflinching conviction of the top management in career planning and their ability to
permeate their enthusiasm down below. The path may be trying, butonce
determined steps have been taken, the success will be seen lying ahead making the
management effective and its human resources most productive, benefiting all in the
organisation. Some of the other factors and measures which can contribute towards
the success of career planning are:

a) Business Entexprise should be expanding if carcer planning is to be feasible, as
in such organisations long-term projection of the requirements of the technical,
manageriat and personnel can be made, and it can provide ample opportunities
for vertical mobility or promotion. '

b) Anorganisation must have clear corporate goals for the ensuing five, ten and
fifteen years, and on the basis of its corporate plans it should conduct analysis
periodically to determine the types of changes, its functions, activities, -
procedures, technology and materials; if this is not done, an organisation cannot
develop the manpower development system, thus reducing the need for career
planning, _ : .

¢) Interested, goal-directed, motivated and hard werking employees are 2ssential
for making a career planning programme effective. An organisation can create an
environment and show genuine concern for the development of the employees,
but the employees must be willing to make use of the resources and opportunities
available. There are instances when employees are not interested either in further
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developing themselves, or in making use of the training and d_eve<0p'ing facilities
provided by the organisation. As they are contented with what they are, the
question of planning their career further help them to plan does not arise.

d) Selection of right man for the right job: This is an essential prcraqmsue for
career planning. The right man should not only be qualified and have necessary
experience for the job applied for, but he should alse have enough potential axnd
urge to develop himself and grow further in the orgamsauon '

€) Maintenance of proper age balance in career planning is also ne! essary to avo1d
rapid promotions and promotion biocks caused by an age structure which is ever :
balanced either on the side of age or that of the youth. Such blocks will not only
create problems and difficulties for the smooth working of career plan; but may
also affect the growth and effective functioning of the organisation. The latter
must have both the process of continuity and renewal in the management
function and personnel. Career planning work can be made effective by
harmeonising the needs of the organisational growth with the normal growth and
aspiration: of individual employees. |

f) Management of career stress: Many employees experience stréss at work which
is as damaging to an individual career as it is to an organisation. Such a stress may
manifest itself in the form of apathy, withdrawal, clissatisfaction, dbsenteeism,
increased accident proneness, hypertension and heart disease. This tension is
genera.lly caused either by blockage of career or lack of control when one feels
that he is on the way out, either because of impending retirement, or because he
is out-paced by younger employees. The management can help the employee to
get over this stress either by offering ogreer stress management programmes for
getting back in control, and clarifying ulgertainties. The managerment can also
help him by increasing the-level of icipation in decisions that clearly affect
how and when one does his jolwgr by faking hira aware to what pther jobs he

~ can switch over, and how gdinfulig he can keep himself occupied after reticement.
g Career planning will be mad®efi€ctive when it takes the form of Fair Prometion
Policy supported by ?fﬂic training for those Who are trainabie, and willing

and eager to leam 2 hi; skill. _|
h) Internal publidityA cafeer plan should be given wide publicity ifit is tobe a
success. The emgloydes for whom this plan is intended should know what it is

and w the Sareer paths they can follow and what training and development
faciliti ailable within and outside the organisation for preparing them for
highero responsibilities. Here the personal department of the -

organisation can play an important role giving publicity to the p!an and de.,:gmng
suitabie need-based training and development programmes for grooming
employees for climbing up the career ladder.

7.9 CONCLUSION

Individual employee careers must be of concern 1o organisations amk maragement,
in order that human resources may be developed to meet constanily changing
environmentat conditions. A career is a sequence of separate but related work
activities that provides continuity, oider and meaning to a person’s ke, It is shaped
by many factors, including heredity, cuiture, parents, age level und actual
experiences in one or more organisations.

Although carcer plamnng, manpower plansing and sucesssion p ng are not
synonymous, they are complementary and are inter~dependent for their effective
working and implementation. All the three are essential for the organisational
growth and development, effective utilisation of available buman resources, and
optitaum productivity, Manpower planning promdes and inventory of the skill and
potential available within an orgamsamn and the career plan provides a picture of

- the succession plan.

From the %eedc pUrpsses, objm:twﬂs and advantages of career planitiing as
explained in this Unit, i appears to-be a good mans 1Rge ment techaigus for promoting
srgnnizations] ga’mm and gevelopment, and effeciive udlisation of human
reaorses, ts increasing both industrial snd labour produsdvity. Carser plusning




or the development process is not so simple as it may seem. It involves many Carcer Planning
measures to be taken, such as preparation ¢. personnel inventory, career paths or

ladders and it also involves identification of fit and willing employees for career

planning, the designing and implementing suitable training and developing

programmes, career counselling, review and evaluation of career plans. It also has its

fimitations as it may not suit small organisations and may have little utility and

practicability for « large number of shepfioor workers, particutarly for unskilled .

and semi-skilled workers. In spite of these limitations and other economic, political

and social constraints, as already discussed in this Unit, it i still considered useful
for making man-management effective as it helps management in developing and

fully utilising available managerial and supervisory talents. Career development

does requiré proper recognition of employees’ increase in experience, seniority, skill

and abilites. :

In India, long-term career planning may not be feasible due to rapid changes in ‘
environmental factors, but carecr planning for up to a decade is certainly possible. : ‘

| The young management trainees would like-to know their prospects 5 6r 10 years

afiter recruitment.

A number of factors can make career planning a success, and among them, the

most important is that of maintaining an age balance. This has to be done in all types

of career plans to avoid promotion blocks. There should be fair balance between

direct recruits and elder promotees to the same level. The problem of senior persons

making a lateral entry from another company may also pose a problem of ‘
adjustment. A satisfactory solution of all these problems will have to be found if ' |
career planning is to operate successfully and not to be frustrated.

1 ‘What is career planning? Is it the same as Manp P

Planming? If not, what are the basic differences? S ?\
‘ 2 Discuss the needs for a Career Pian, its pugpages ohjectives. List out its
: advantages for both employees and manz _ :

3 “The process of Career Planning is not so siigple as it looks”. Please comment.
Explain important steps and meas@j it involves.

4 Are there any Hmitations and cons n Career Planning? If so, please
explain the same and how they can ercome or minimised.

5 Discuss essential prerequisites for making Career Planning a success.

‘ 7.10 -SELF-ASSESSMENT TEST Q
Lo

g or Succession

1

Answer the above guestions from your memory, each covering not more than two
pages, so that you may know that you have understood the points contained in the
Unit. ' .
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7.12 APPENDIX

Types and Methods of Teaining and Development’ |

Categories of Employees Objectives of Tralning Types & Methods of Training
! Unskitled, Semi-skilled Improving their existing skill, ~ Training mostly on the job,
and Skilied ) and new skills for new Training in the institute within

2 Typist, Steno-typists, and
Stenographeis

3 Clericat and non-supervisory
staff .

4 Private Secretaries and
Secretaries

5 Supervisors

i Executives, Middle, Senior
dnd Top level Managers

processes, methods and
machinery.

Acquiring skill, speed and
ACCUrACY, Of acquiring some
higher skill for promotion. -
Proper and expeditious
handling of correspondence.

Improving their usefuiness for
the boss, or for playing an
effective role in the
organisation, or for grooming
for higher job,

rdinates or acquiring
ship qualities or for
proving their human skitl

for managing men, particularly
acquiring knowledge and tact
in-handling grievances, -
implementation of standing
orders and labour laws and
making their subordinates
work to achieve organisaiional-
cbiectives.
Acquiring and improving
human skills, sharpening
manzgerial skiil, particularly
in regard to decision-making,
capability for tzking
responsibility and making
their subordinates work
effectively and in an integrated
manner, mainaining discipling,
and understanding themselves
and others.

the undertaking, or from some
outside training institute, both
theoretical and practical training,
Practical training from an outside
institute, or on the job and in
course of service.

Training on the job, positive
supervision, linking promotion
with acquisition land experience
and efficiency. Takinga-

co rrespondencq' course
organised by the organisation, or
by any outside institute.

Taking P.A. and secretariat
course organised within the
undertaking or from an outside
organisation like YMCA, or by
attending P.A. and Secretary
shott training courses organised
by management consultants.

- Supervisory training and

development colirses organised
within the undertaking, or
deputing theim t¢ attend such
courses, seminars and
programmes organised by
outside training And
munagement grganisations, or
by using reading materials.
Other methods that can be used

.are lectures, talks, group

discussions, case study, role
piay, job rotatioril and
programmed learming,

Methods generally used for
training such personael are
lectures, talks, discussion, role
play, case study, exercises, '
application pmjéct, in-basket
training, business games, and
sensitivity training.




'BLOCK 3 MOTIVATION, JOB DESIGN
AND APPRAISAL

In accomplishing the goals of any organisation, the manager is not working alone. He
is working as a member of a team, the other members of the team being his staff. As
manager of this team, he is responsible for its efficiency and effectiveness. Such
management of staff involves creating conditions and motivation for staff to work
effectively. : -

This block focuses on employee motivation, job content and the measurement of
performance output. To comprehend these themes, it is necessary to study the:
underlying behavioural concepts as well as the physical processes and methods used in
motivating and appraising employees. ' :

The first unit in this block covers various behavioural dimensions of an individual
particularly how they affect the behaviour in relation 0 a job. The second unit
describes the alternative ways of analysing a job followed by a descriptive
presentation on evaluating the job content and its refation to the employee’s
compensation package. The third unit presents various theories linking the

- behavioural patterns of an individual and his role in performing a job. Ways have
been suggested, as to how an employee may be made more interested in his job by
way of job enrichment, The fourth unit looks into the output dimension of an
employee ifi tHe context of his job. ' :

Several methods have been described to review the performance ahg hgh to use such
appraisal for improving productivity of the organisation. O

v
Q)Q*
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UNIT8 MOTIVATION AND

PRODUCTIVITY

Objectives S

When you have completed this unit, you should be able to: _

® list eleven importafit motives that influence employee behaviour .
® given a list of human needs, arrange them in hierarchical fashion

» correctly evaluate siatements about motivation to work

Structure S

8.1 Introduction :

8.2 Issues in Managing People

8.3 Maslow's Need Hierarchy

8.4 Social Needs and Productivity

8.5 Analysis of (Motivation) Self-test

8.6 Hygienes and Motivators

8.7 Creating Proper Motivational Climate
8.8 Summary C

8.9 Key Words

8.10 Further Readings

‘8.1 INTRODUCTION

Productivity of any organisation or department or work unit depends upon the _people'
who work in that unit. Given the same inputs, people can produce more if they work
more thus increasing the productivity of the organisation, department or work unit.
“How to make people work more or work better?”" is an issue that requires an
understanding of what motivates people to work {or work more or work better).
Similarly it may be possible 10 get people to work more or work better in higher -
proportions with marginal increases in some inputs. This requires an understanding
of ‘motivation’ which you will leam with the help of a few activities and concepts

in this Unit. . o L :

9
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Moeotivation—Self-test

Activity A _ _ |
Please complete this self-test before youproceed. - |

A number of activities are presénted below. You may like some of 1 hcxe and you may
not like others. Please go through each item and mark those activities in whu,h you
like te be involved, _

Setting difficult goals for myself ' .

Competing with other colieagues for better pe rformance

‘Doing semething difficult 1o prove that I can do it

Doing things that would help me stand ous uniquely |

Takmg up things with determination and working towards accompluhmg thcm
Meeting a lot of people '
Joining a social club or group |

Inviting people home for tea-parties and get- mguha 43

Having a ot of friends _ .

Attending parties and social activities - ' |

Getting what I deserve evenif L have tofight forit -~ |

=]

I

12 Doing something that might provoke criticism

13 Arguing with a superior or subordinate

14, Teasing some one who is conceited _ |
15  Annoying people I don't like

16 Helping someone in trouble even if § have to go out of my way I
17 Taking personal care of workers 2nd theijr problems

18  Fighting for national goals . ,
19 Sacrificing things for the sake ofoth !
20 " Consoling someone who is dista |
21 Doing tasks my SUpPETIOr etodo

22 Pleasing my superiors 0 |
23 Observing the rules and tons cutlined for me very strictly
24 ° Checking things riors before [ make dccmom ,
25 Consulting people f§fmost of the decisions - |
26 Having wo who¥lo whatever | ask them to do |
27 Getting p cept my potnt of view

28 Framjgg ruledgnd regulations

29 Degfon ting my knowledge and sharing it with others |
30 Con g workers through various techniques

Directions for scoring and interpretation of your responses to this self-test are
prowded later in this Unit.

i
8.2 ISSUES IN MANAGING PEOPLE |

|

A manager by definition is one who isinvolved in planming, orgamising, coordinating
and executing the various activities of the organisation to achieve its goals and goal
states. A manager is involved in managing workers, materials, procgsses, and their
interactions. while managing materialsis a function of knowledge oftthnlq uessuch as
planning, financial budgeting, resource allacation, PERT, CPM, etc.. management of
human resources requires a knowledge of the nature of human beings.

A manager or administrator is constantly interacting with people. Als an‘administrator
he 1s interacting with his subordinate staff in the office, allocating ar1d stpervising
their work, helping them in planning work, providing guidance and counselling, and
appraising their work. As-an administrator he is also subordinate to some higher *
authority. This authority may be a board of management, a governnpcm officer, a
number of officers, a school principal, a hospital superintendent, et. Being a
subordinate he is accepting the decisions of his superiors, feeding them back his

- problems, helping them make decisions, participating in planning, c|arrymg on the

tasks given to them and seeking their guidance from time to time. Az a professional

" person. he is also interacting with fellow managers, specialists, scientists, ete. Thus all

his interactions with different groups of people influence his admmultratwe hehaviour.
In orflé¥ to be an effective manager he needs to undersiand the dynamics of himan

behdvmur . |



He will be able to perform his tasks better if he has some insights into questionssuch- - Motivation e Productivity
as the following: : Co : . _ : . : .

& Why do people behave the way they do? : C - ' .
® What are some of the significant things peopie look for in their jobs?. '
8 How could work be designed or human interactions be monitored to provide.
maximum satisfaction to people and their needs?. :
® How can one understand the motives or needs of a particular employee?
o How can a climate be created where the maximum utilisation of human talents is
possible? : ' '
® How can the staff be helped to perform to their maximum? )
® How to gain the commitment of an employee? : _ =

15 order 1o be able to manage human resourees, insights into the causes of behaviour
ardgequired. A manager may come across highly devoted, involved and hard working
staff, or lazy, evasive and superficial workers. He may wonder what to do about-the
generally less motivated staff. If he does not de anything to reward the weli-motivated

" staff he may lose them. He may want to help and counsel staff who are having

problems. Psychologists have worked out some theories to increase our understanding
of human behaviour. The following are some of these observations:

Hierarchy of Human Needs _
All behaviour is goal-directed. People behave the way they do because of their need
to achieve certain things. These goals may deal with physiological needs,

© psychological needs or high order social needs.

Research has shown that human beings want things in a certain order of pN
of all, human beings must satisfy their physiclogical needs like food,
Untit they have enough of these, all their activities will be directed towa
them. ' :

, a second order
¢ are safety and
ilf continue to have their -
rotection from any

Once they have their physiological needs safisfied to an optima
of needs comes to the surface and directs their behaviou
security needs. Human beings want to make sure that the
physiological needs satisfied. They require job s v an
physical dangers.

Gnge they have an optimal leve!l of secuird order needs come into operation

and direct behavious. These are needs for ghd belongingness. Human beings
want affection from fellow-beings, often a seWted few, and those in their immediate
environment. Community organisations, worker organisations, professional bodies,
ete. satisfy thisneed for belongingness. ' E '
Once the needs for love and belongingness are alse satisficd, another set of needs
which may be called *high order social needs’ comes to the surtace and directs the
behaviour of people. These neéds inchide the needs for achievement, recogn itina.
status, power, and influence over others. Theze are also ealied ‘ego needs’ or ‘estesiy
needs’. ' '

When these social needs are also satisfied, then comc the ncds for understandiig

one’s owa abilities and potentials and using them 1 the maxymum. This is called the .
‘self-actualising need’. Most people are struggling with one or more of the needs below
this order, and very few attain this highest motivational level of sel-discovery '
and the need to exploirone’s own potential.

8.3 MASLOW’S NEED HIERARCHY

Thus human motives can be organised in the form of a pyramid as shown in Figure I.

The five categories of needs shown in the figure may be somewhat oversimplified.

This need hierarchy theary was first developed by Abraham Maslow. Hence it is

called Maslow's Need Hierarchy. Actually, human behaviour is directed by several - ' 93
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needs and need combinations at any given time. While it is difficult to quantify and
separate each of them, understanding them in categories like those shown in Figure I,
greatly helps our conceptualisation of human needs.

Figure 1. Maslow's Hierarchy of Human Needs |

/-St‘if

actualization
_ needs

Power Prestige and
ather higher social needs.
also called epo needs
or esteern ngeds

Love and belongingness

Saferty and securigy needs

Physinlogical @ id ather basic needs

L

We caninfg#Motivesbr needs from consistencies in behaviour. If a person is all the
time looki portunities to make friends, looking for love and affection and
does not roissNgfopportunity to attend parties, get-togethers, etc. and|cnj0ys
warmth and affection cxpressed by others, we may infer that he has ‘affiliation need’
or has a high need for affection or love and helongingness. If a person is locking

- constantly for opportunities where he can get a positiod or gain prominence, then we
can infer that he has a power need or status ne¢d. Thus we make inferences on the

basis of the goals the individust attempts to achieve,

However our observations about the motivation or needs of othar ind:!viduals may not
always be accurate as some of the motives are changing. and somctimﬂes the poal the
individual is trying to achieve may he due to more than one motive. For examplé a
person may want to earn money not for satisfying his physiolngical necds but for
gaining more power or recognition. Similarly a person striving for a political positicn
may be motivated by power or by the necd to serve others, Thus behgviouris
complex and motives cannot be inferred with complete accuracy by observation alone.
Self-assessment made by individuals helps us understand the motives or causes
underlying their bahaviour. _

Most of the working peaple in our country {employed or self-employed, workers or '
managers) normatly have their lower order needs (phusiological. secuyity and
befongingness) satisfied. Their behaviour is mostly directed by the fouLth order
{power, prestige, status, cte.) needs. These are called ‘ego needs’. Sometimes these
are also called ‘esteem needs’ or ‘social motives’, These needs are several in

number. Since an understanding of these social necds helps us to understand the
reasons behind motivation to work, let us deal with these social needs or motives. 4
few of these fourth order needs that have been found ro influence work behavicur of
people I different work settings is presented below in Table | The table also presents
brief explanations of these moitves, followed by some indicators of the matives in
humanbehaviour. Please go through the table carefully. and then complete Activity B.



Tatde

Some Important Motives Relevant to Employec Behaviour, and the Motive lndicltl.)_rs.

Motive

Meaning Behaviour indicators of the metive

1 Achievement

2 Adiiliation

3 Power

4 Extension

5 Aggression

4 Dependence

7 Independence

8 Security

@ Stetus and
Prewige

It Recognition

I Activity

" others:

" Persons dominated by this motive are gencrally
active, work hard, set high goals, take
challenging tasks, detive pleasure from doing
difficulr things and jcok for quality. They may
have 2 standard in mind with which they keep
comparing themselves. They dream about
accomplishing tasks.

A concern for excellence, a desire on the
part of the person to do things to meei a
particular standard of excellence

Persons with dominance of this motive want to
have close relationships with people and
establish emotional relationships with others.
They join groups, invite people, develop
attachments, feel depressed o case of separation
of dear ones. Ciub membership, frequent social
parties, and organised friendship circles are
indicators of this.

A concern for estabiishing or maintaining
warm and affectionate relations with
others

People with high Jevels of this need like to be in
positions where they can lead, influence or
control others. They seek opportunities for
leadership. Argumentativeness, always wanting
to be first, enjoying, giving directions to othérs,
etc. are indicators of this need.

A desire to influence others and gain
control over others or 10 be superior ta

Peopie dominated by this motive are good social
workers. They enjoy helping others and they
look for opportunitieg where they can be of

fce organtsanons and
erpersonal relations.

A desire 10 be helpful to others, or to
provide one's services to the
organisation, nation or any external
agent ‘ help. They join social
probably maintaiggood

A need to dominaie others and 1o e argumentative, talk
demonstrate one'’s own strength, 2t times

even physically

Peaple having this n

A need 0 consult others before making
any decision. This may arise oul of

feelings of insecurity e
somfone and lack initiative.

Opposite of dependence. a desire 1o People dominated by this need like to make
things individualty and to be one's o cisions an their own without seeking any one’s
sell approval, they prefer to have freedom and
' dislike interference from outsiders including
superiors, They may consult others, but do not
seek approval.

People dominated by this need generally express
it by their frustration at lack of job

sEcurity, economic securily, ete. They may
grumble about the job, may save money tor the
future, etc. This is a very important need and if
many employges have this as a high need, the
organisation policies may be worth looking at.

A need 1o be secure about one's wn
hiving and to be sure one continues 1o
have it .

People high in this need would not violate sociai.
narms of would do o only when they get
recoghition positively. They run for offices, they
like to show aathoritarian tendencies when they
work with others. They may be categorising
peaple into status groups and interacting with
them selectively and differentialiy.

People with this need work hard but Jose their
motivation completely if theit work is not
recognised immediately. They try to make

their presence felt and strive to ger attention.
This is another basic need in ali of us.

This kind of person is alweys active, g hard
worker snd iz comantly engaged in same -
activity, The opposits of this i passivity which
is also @ rieed to relex and not be disturbed,

A desire 1o be respected and treated with
deference specially by othars in the social
environment

A nced 1o be recognised {or one's
secomplishments

A desire ta be constenily dotrg things

Of the eleven needs mentioned above, the"sccurity’ need {nio. 8) and the 'aftiiiation’ need
{no. 2} falt in the second and third order of Maslow's hierarchy of needs, The rest are
higher order sacial needs.
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8.4 SOCIAL NEEDS AND PRODUCTIVITY

The social needs influence the work behaviour of people. If the security need is not met,
the individual attempts to do things that meet his security needs. In some cases -
security is attempted to bé achieved by working hard or working bettér. In other

- cases, it is attempted by efforts to make fast money. In some other cases itis -
attempied by forming unions and associations. The activity which leads to the
satisfaction of ‘security need” will depend on the kind of environment (social, political,
industrial, etc.) existing in that organisation, city or country. Normally, attempts to work
better out of need for security is a short-lived hard work. Once the person gets security
he may tend to relax or may become less hard working. Hence it is desirable to get
people to work hard or work better through higher order social needs which are more -
- lasting or by letting them enjoy the work itself. .~ -

The same rationale holds good for affiliation. People having a high need for affiliation
work th[l if such work satisfies their desire to get love and affection from others they
value. The moment their affiliation need is satisfied or changes, their work pattern
may change. It is not desirable to have too many employees in an organisation who
work hard for fulfilling mainly their affiliative needs. However, affiliation needs as
driving forces behind hard work or quality work cannot be completely ignored. Itis
possible to design a warm and affiliative work environment which may stimulate
people to work and there is nothing wrong in doing such a thing. In fact every work
place should fuifil affiliative needs to some minima! degree. _ o o
A need for achievement is desirable for every employee. -Organi@'«at promote
‘achievement motivation in employees tend to do well. Such achiev needs can be
satisfied by giving autonomy to employees to some degreeffecdgnising and rewarding

. employee accomplishments. People dominated by this ne ’-& to be entrepreneurs.
A high need for activity is also desirable for a highegproductiviy in organisations.

High need for ‘extension’ in employees helps social c2organisations, government
departients and voluntary organisations to ) re uctive. A high need for
power and influence combined with extensiog nior managers and chief
executives to be more effective. A highpeed fOgjrdependence heips a person to be an
- entrepreneur. Needs of dependence gl, status, etc. do not help a person to grow
or may tend to channelise the energieNf aff employee in less productive directions.
The usefulness of ‘motive combinations’ Yepends on the nature of the task, the
 climate of the organisation and a variety of other variables. The analysis given above .
is only indicative of the way in which different motives tend to operate. Human
. behaviour and productivity of work units are much more complex phenomena and
cannot easily be explained by a few principles of motivation. However, some minimal -
- understanding may help individuals and organisations to control, influence and direct’
human behaviour in more productive directions. - : '

8.5 ANALYSIS OF (MOTIVATION) SELF-TEST _

In the self-test you took at the beginning of this unit {Activity A), six motives were .
inciuded: achievement, power, affiliation, dependence, extension and aggression.
Each group of five items measures one motive. The first five items (1to 5) deal with
. achievement, the next five jtems (6 To 10) with affitiation, followed by aggression
(items 11 16.15), extension (items 16 to 20), dependence (items 21 to 25) and control
_ (items 26 to 30). The number of items you checked out of five gives your scors.on that
" motive. For example, if you have checked 21l the items from 1'to § you get 2 scorefof 5
~ jindicating that you have a high achievement need. If you have checked cnly one or -
_ two items, then you get scores of 1 or 2, indicating a low level of achievemes! e N
Similar interpretations may be given 1o other motives. You may like to plot your
" motive profile below on the basis of your self-test. '

7
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Interpret Your Motive Profile

_ You may like to reflect upon the implicatigns o h|s motive proﬁle foryouasa
manager. A few comments are made belo lp you reflect on your motive

profﬂe

on are desirable for your own effectiveness
igh score on extension is a welcome thing if you

High scores on Achlevement and -
and the good of your orgamsalion. A.

are in any service departme ur work mvolves serviing others. The achlevement
motive is good if you mangger or executive.
A moderate degree IMtion may be good but too, much of it may indicate your -

elatiOaships more than tasks or work.

tendéncy 1o va ’
A high depend ‘@ eed or control need may be indicative of your preference for
rules. regulations¥nd control. These can have both positive and negative|effects. You'

‘may. reflect on these,

Your scores on the self-test are only crude indicators of your motives, The self-test
was meant to be used as a stimulant for your reflection and understanding about human -

motivation. You are not to take the scores as conclusive, Motivesare conJ:p]ex and

cannot be measured accurately with short instruments like the self-test given earller

The test is meant only to give you a feel of how different motives operate
8.6 HYGIENES AND MOTIVATORS |

* Some people argue that productivity of an employee depends on his job-satisfaction

and productivity of organisations or their work units can be raised by improving the-
job-satisfaction of employees. Unifortunately the relationship between job-satisfaction .
and productivity is not that simple. It is possible to have highly satisfied workers not
giving their best to an organisation. This happens when they are not hig]‘:% motivated

to work. Absence of dissatisfaction or presence of job-satisfaction does not mean
presence of work motivation. A behavioural sc1er|llst by name Herzberg

.dlfferennated these factors. ' . : '
he

Both work motwatlon and jOb -satisfaction are dimensions that mﬂl.cnce
productivity of any employee. Some factors.in. the work enwronment that contribute
to job- sausfactlon do not necessarily ensure motwanon

_ Research has shown that adequate salary, good workmg condmons ]ob cecunty

physmaJ facilities, good human relasinns and tie quality of supemsnon all contribute




to the job-satisfaction of employees. Factors such as recognition of work done, status, Modivation and Productivity
opportunity for growth, nature of work, responsnblluy and challenge of the task have
‘been found to play an important role in creating a motivation to work on the part of
employees. The first set of factors that prevent job dissatisfaction have been called
‘Hygzienes'. The second set of factors are calied ‘Motivators'. Both sets ‘need to be
considered in order to 1mprove employee productivity.

‘Hygiene’ factors are essential for peaple to wqu but “motivators’ play an important
role in helping péople to work more and better. The top managers in organisations as
well as personnel and Human Resource Development {HRD) departments should
understand the distinction between the two. Every supervisor in all types of
organisations should understand this distinction. This will help them 1o creats:
conditions for work-motivation.

8.7 CREATING PROPER MOTIVATIONAL CLIMATE

While it may be too ambitious for a manager to aim at creating conditions that help
people reach ‘self-actualisation tevel’, a manager will do well in creating conditions
that keep people away from frustrating experiences and keep them constantly striving
to put forth their best. '

The following are some dimensions on which the managers can work:

Create conditions where workers’ energies are not expended totally in meeting their
basic needs. :

If workers are worried about their salaries, housing, safety with th
doing, job-security, etc., much énergy witl be wasted in theip gfforts [
things. If they do not have job-security, they may be trving nise themselves to
ensure security. 1f they-cannot organise, their mental energlg - be spentin
thinking about the poor conditions in which they are § . If the manager cannot
help in these matters, at Jeast he can be sympathetict rs and do the little he can
in his capacity. There are examples of manage 0 k in extremely frustrating
conditions but make their workers feel happ ome.

Create a climate for inter-dependent woplgatherthan dependency

Some managers are so creative and s t every worker looks up to them for
advice and constant guidance. Such ma s may not be allowing their workers to do
anything on their own. If the manager expects every worker to check with him and get
his approval before doing anything, then he is creating a climate of dependency. In
such z climate, workers do only what they are asked to do by their boss, and will not
do anything on their own initiative. When problems arise, they look to their boss to
solve them. When something goes wrong, workers may not accept responsibility and
will refuse to learn from experience, because they have not acted on their own but on
the advice of their boss. Thus, the manager is burdened with responsibilities and
constant problem-solving. He is wasting not only his own energies but also those of his
subordinates. Paternalistic behaviour creates dependency in subordinates and stifles
their creativity and sense of responsibility.

An effective manager encourages people to work independently or in a team
interdependentty. He does not interfere unless it becomes very necessary. He trusts
workers and gives them freedom to plan out their own strategies for doing things.
He lets them solve the problems they face on their own. He only provides guidance
when needed. By creating a climate of interdependence and team work he also helps
them satisfy their social needs for belonging, affection and security.

Create & competitive climate through recognition of good work

Watkers look to be rewarded for good and innovative work. Rewards may not always
be in financial terms. Even a word of appreciation has great motivating value,
although indiscriminate appreciation is valueless.

The manager should acknowledge the contributions of workers in many ways. Many
managerslimit their appreciation to annual appraisal reports, but there are manyother
possible ways. Praising before other workers. giving increased responsibilities etc. are 99
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some of the mechanisms that can be used. Such recognition and public |
acknowledgements help workers to value their work, deriving a sense of satisfaction

-and feeling of importance from it. This goes a long way in motivating them 10 work

harder, and creates a sense of competition in them,

Create s productive climate throvgh personal example
Managers themselves need to be motivated and hard-working. Wurkers are constantly

" looking to their boss to set an example. They tend to inntate him, and his style may

percolate down the hierarchy. If he is authoritarian and non-trusting, his next-level
workers may atiempt 10 be like him too, ultiunately creating & climate of suspicion in
the organisation. |

Create a climate of appreach and problem-solviag rather than avoidancy

Managers can be divided into two types: approaching managers and avoiding
managers. The approaching manager is one wiio approaches problems with
confidence, faces them, and works out ways to overcome them with the help of
others. His operating style is to face issues and constanily struggle 10 overcome thermn.
Satisfaction is derived from the struggle itself even if the outcomes are not always
positive. The avoiding manager sees everyvthing as a headache. His Si},’ifi is 10 postpone
problems or to delegate them to somebody else. Workers ure guick in irpitating thas
style. Approach-oriented managers do weli because their workers also develop this
style of facing problems. Managers shouid atlzmpt o encourage teir workers to be
problem-solvers rather than avoiders. A manzger who caanot take resp?nsibi[ity
himself also cannot let his subordinates iake responsibility. Unfortunaigly, no work
gets done uniess people accept responsibilimgand do it. !

Miotivate individually through puidance
The above discussion points out son

manager aeeds 1o be a counsclior$y kers. He has (o interact with different
workers who have differenggeed paticrns. He may encounter very cfﬁciiem workers,
poor workers, problem-cre “and afl kinds of individuals. He has to be sensitive o

these individual diffeggaces ald work accordingly with them.

8.8 SUMBMR

The productive obtput of an individuat in reiation 10 & job is primarily determined by
his motivational structure. This stracture itself is based on various types of aeads

which are constantly changing. Therefore the key to highex productivity Yies in creating
4 proper motivational climate, wherein the employee seems to be denying satisfaction
by daing a job.

8.9 KEY WORDS

Motivate: To ensure that people carry out eifectively and willingly the tasks assigned
to them by providing them with reasois for behavi ng in certain ways.

Needs: The positive driving forces which impe! a person towards certain (libjecrivcs or
conditions., .
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When you have completed thls unit, you shou]d be able to

& define the concepts of job ‘analys:s, job descnpnon and job evah:auon
o identify the process of job analysis

& identify the steps of job description

& yse the techniques of job e;valua!:ion

Struciure '

4.1 Introduction
9.2 The Meaning of Job- Descnpnon, Job Analys:s and Evaluatlon
9.3 The Process of Job Analysus

9.4 Job Description

9.5 Job Evaluation ;

9.6 Sumrmary i

9.7 Self-assessment Test
9.8 Key Words

9.9 Further Readings

9.1.1NTR.ODUCTIO€N_ — Q

; _ . \
We presume that you are doing this course primarily to ve your knowledge
about modern management concepts and technigues. understanding should,
undoubtedly, improve your skills as a manager @ siglly as a manager of men. You
‘will also agree with us that an'effective manager ifigne who i is able to kandle his people

efficiently. In order to be a gdod manag% , it 18 necessary that one should have

him. In this unit, we shall be dealing
w1th the oonccpts and techmques of job analis, job description and job evaluation.

9.2 THE MEANING OF JOB DESCRIPTION, ANALYSIS _

AND EVALUATION_‘ .

The three terms of job descnptlon job analysns and job evaluatlon, are closely
related to each other, '

Job Description

Job description is a broad statement of the purpose, duties and responsibilities of a ]ob _

or position. A job description should be based on a detailed job analysis.
Job Anslysis

Job analysis refers to the process of examining a job to identify its component parts
and circurmnstances in which it is performed. The central concern for you as a job
analyst should be to treat jobs as units of organisation. Job analysis viewed thus wilt:

- gct as a tool which provides the informational base for 2 wide range of orgamsatmnal
and managerial funictions. Job analyms in this sense, should be purposeful and
performed professionally as an ongoing organisational activity. The purpose is to

_gather, analyse and utilise information about jobs. This information is extremely

- valuable to make decisions relatmg to-organisational planning and design, recruitment
and selection of personnel, their training, appraisal and development and other
managerial functions. Job analysis is the foundation for job evaluation.
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~Job Evaluation

Job evaluation is a comparative process, It allows you to compare jobs by using
common criteria to define the relationship of one job 1o another. This comparative
relationship enables you to grade the jobs in a hierarchy for the purpose of developing
appropriate organisation designs and adequate pay structures. We shall come back to
job evaluation after we have developed familiarity with job description and job
analysis. . . . .

9.3 THE PROCESS OF JOBANALYSIS = |
[

We are looking at job analysis as having potential for sewi'ng the information needs of
a wide range of managerial functions.

Scope of Job Anaiysis

Itis important to decide the scape of job analysis in your own organésati(im‘ The first
aspect of this task is to decide as to which jobs are to be included in the analysis. Given
the standpoint we have taken here, all jobs should be included and constantly
examined. At the manual or unskilled worker’s levet, the job analysis consists of a
simple description of actions taken in order to complete the job. In this CFSC, a plain
narrative statement would serve the purpose of job analysis. But, as one moves up in
the hierarchy of the organisation, and as theSgmplexity of the jobs increases, your

Job ceases to be self-explanatory. The rofgof th clerk, for example, his place in the

organisation and the implications of his wo td its effects on others, both alongside,
above and below his are not self-eic All this requires to be clearly pui down. At a
higher or managerial level, the isse me more complex and hence the need for

job analysis is definitely gregter.

A Second and perhaps more plex aspect of this task is to decide the types of
information to be ga d by¥ou as a job analyst. As traditionally practised, job
analysis has focuse rmal, the rational and the prescribed behzwiiours and
outcomes. However, Wg know that formai arrangements are only one'as;imci of the
organisationg jes. Your own experience as a manager would corroborate the
fact that work W€ts gone through a dynamic process of interaction between formal and
inforinal behavid¥rs, customs, norms and practices. Moreover, the actual results
obtained may not always conform to official plans and expectations. Thus, for

example, it Is customary in many organisations for secretarics to serve coffee. This

" practice is an expectation which may not be méntioned ia the formal kst of duties.

Workers very often develop personalised ways of operating machines. Official riles
are sometimes ignored, thus changing the “real” job.

Kindly undertake an activity at this stage to-take two or three situations you are
familiar with, in your experience and list the formally stated duties and the actually
performed ones,

Activity A

As you have ciearly learnt from the exercise undertaken by you, a blind rsf:pofting of

the formal and the expected leads to the danger of providing incomplete and at times
misleading pictures of the reality. Extending job analysis to include the informal, the
unanticipated and the hidden (latent) would vield two benefits. First, it adds 1o the




validity of the resuiting descriptions. Second, it should elevate your role as an analyst. Job Duscription, Anciyie
Instead of being a passive recorder of official intents, you as a job analyst can 04 Evsisation
collaborate with the industrial engineers, the OD agent, and the other personnel

professionals in tracking down the realities and bringing about changes.

You as a Job Analyst

As a job analyst, you are going to study the jobs which are found within organisations.
Heuace, you shouid have a good grasp of the nature and functions of modern
organisations. You should be able to study the interaction among cultural,
technological, and behavioural variables that shape jobs and their outcomes within
organisational situatiens. Usually, you would be required to do this at a very short
notice.

As an analyst, you would need to relate to persons at all levels, from the assembly line
operator 10 the senior professionals. In order to be able to gather data and interpret

" them systematically, you should have the knowiedge of the existing data coltection
methods and statistical tools. .

Collection of Information

A variety of methods are available to you for gathering job information. The method
that was historically linked to the concepi of job analysis was observation
supplemented by the interview. In recent years, questionnaires, diaries, self~reports
bty employees and check-lists have been experimented with different dggrees of
SUCCESS.

i) Gbservation A
By observing the actual working situation, you should desc i routines,
procedures or approaches used by the job holder. Identificd f the input,

_processing and the output involving relationships witlpgther individuals or _
departments will reveal overlaps and grey areas. To cOjlgt™ata by the method of
observation, you will need to develop a specialJeigd of #pility to identify paths of
activity and the purposes for which they have @ govided. Very often the person
doing the job may not be familiar with the reasdgs. You have to be more skilful in
collecting data about jobs with a high @‘ of discretion or decision content,
because in such cases there is a near {0 $nce of routine and each situation hasits
own special aspects.

While usmg the method of obscrvanon you should take the help of a check- hst which

should contain the following items: job title, number of people. involved, the input of
work. its source and its form, the process for distinguishing between routine and,
occasional tasks, points of decistons and considerations available, responsibility for
and to others, lines of communication and reasons for using them, equipment and
facilities available and their utilisation, the output of wark, its form, destination and
standards. It will be important to distinguish between factors of the work which,, 1f
unsatisfactory, would lead 1o extreme dissatisfaction, and factors of the work which if
improved, would lead to extreme satisfaction. :

This process of observing and inquiring will produce much mformatmn and it will
additionally indicate areas for further inquiry or analysis in greater depth, perhaps by
different methods or different people. Observation however, as you may have
discovered, is a very time comummg methed, and perhaps that is its greatest
handicap. :

i) Interviewing

To know the full extent of a job you, as a job analyst, will find it necessary to interview
job holders, and to check the findings with their superiors. Through the intervicw you
should aim to obiain alt the relevant facts about the job. You should take special care
to cover the following areas:

& the ijtie of the job holder

s the title of the job hotder's superior

" @ the job titles and numbers of staff reporting to the jOb hotder o
{This information can best be recorded by means of an organisation chari ) ’ e e

® a brief description of the overall role or purpose of a job _ 103
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This deals straightaway with the guestion of why the job exisis at s}, Itis 8 _
fundamental question and is not always clearly understood by the joh ho%:.‘_ You witl
find that it is not.casy to separate purpose from a description of activities, but itis .
important for you to do so as a job analyst. T :

The intermediate line manager in a production unit, for example, might be described

as supervising a group of foremen. It would be wrong on your part to describe this as’

the purpose of his job, The purpose should show the necessity for this \i\rork, for _ |
example, 10 act as an intermediate and co-ordinating link in the management chain, so |
that the works manager can adequately control the whole operation of thc‘ factory

‘through a ieam of a manageable size.

~ The examination of purpose is especially important in the “assistant” and $deputy”

category. It should be clear to you as a job analyst whether the job is there|to provide
a niche for a successor, to help out an overworked chief or to provide that a primus
inter pares (first among equals) of his subordinates is available to depittise in the
chief’s absence. R : o

. The next item should coﬂtain a li_;c.l'of the main tasks or duties that fhe job holder has

1o carry out. It should be a brief description of thie responsibilities under broad
headings. In the long run, accountability which is the main factor in an andlysis stenis
from the broad field of responsibility. At this stage you should also estab]iléh the place
- of the job holder in the hierarchy. A brief reference to the roles of his lateral and
subordinate colleagues can help to establish overtap, points of contiguity and
management span. You should also attempt to get information on the folidwing
aspects: - : _ o . ‘T
® the amount of supervision received and the¥egree of discretion allowed in making
decisions g : A" 2 |
¢ the typical problems to be solved and the
solving the problems
® the relative difficulty of the tasks%g be performed .
& the qualifications and skill uired 1o carry out the work

gfint of guidance available fvheh

To achieve the maximum, the fgffowing guidelines will help you as a job analyst:

& Work out a logical @g f questions which will help the interviewee to arrange
his thoughts about " . . o o :

* Pin people doyg on what they actually do. Answers to questions are often vague -
and inform; iven by means of untypical instances. o '

¢ Ensure that th holder is not allowed to get away with vague or inflated
descriptions of bis work. He will know that the interview is a part of the job

- —-evaluation exercise. o . I : i o

¢ Sort put the actual facts and information from the irrelevant data. - _

® Obtain a clear statément from the job holder about his anthority to make decisions
and the amount of guidance he receives from his superior. This is not easy. If asked
what decisions they are authorised to make most people look blank because they
think about their jobs in terms of duties and tasks rather than abstract decisions.

® Avoid asking leading questions which make the expected answer obvious.

¢ Allow the job holder ample opportunity to talk by creating an atmosphere of trust -
and confidence. . : o :

~ This method is desirable especially in two situations.

First, where several people are doing the same type of job and to interview them al] -

- may be impracticable, but it may be necessary to seek different interpretations or

tonfirmations which can be accomplished by asking different people the same
question in writing. Second, it may be desirable to explore special aspects of a task
more carefully with enouth time to think or then respond in writing, - L

The questionnaire should atiempt 10 obtain all the relevant facts about the iob;

_coveringaiithe areas listed above in the section oninterviews. - .

‘ R BEb A




Activity B

Prepare a questionnaire to andlvee a clerical job. Refer back to the section while
structuring your questions, °

4 Sources of Information
Various sources are ava:lable to call out the correct and complete mformanm on jobs.:

i) Director or Depanmental Head
He will be more concerned with the total situation than the elements in it. A p'clure of
the total situation is, however, very desirable and you should have thigin mind when™
framing your questions and your approach to the detailed investiggtion N situations
for example, where delegation is either misunderstood or rejected. tunities to
introduce and discuss.it can be developed.

Many of you who undertdke job analysis will find yourselvéidisgllssing jobs and as a
consequence, discussing your organisation for the firghgjme. The departmental head
concerned may find it necessary to analyse his own joRb#Wre he can discuss the total
situation. In the process some surprising inforgagion nigy be revealed.

It wiil be useless to atiempt to analyse jobs w disorganised or out of control
unless the operation is intended to reveghgr illusbeate such a state of affairs.
Nevertheless, situations which are th be organised and controlied will soon be
exposed if they are not, and the uninten by-product of the exercise will be
worthwhile. | :

#) The Supervisor

The supervisor who is also a member of the management team is closer to the
mechanics of jobs and systems than the line manager. 1 is reasonable to expect him to
know what the people in his section are doing. To involve the supervisor in seeking
information about jobs will be a real help to both himself and you as an analyst in
precisely understanding what is being done and how it is being done.

iif) The Joh-Holder . '

The person doing the job is the most important source of information aboult the job.
However, it witl be extremely important for you to establish understanding and
appreciation of the reasons for undertaking the exercise of job analysts. You should
be able to explain to him the purpose and benefits of job analvsis before you begin to
ask him guestions about the job.

The amount of infermation 1o be gained from a cooperative employee is tremendous
and he will often reveal things that were never previously known, problem areas that
never rise 10 the surface and human relationships that cannot be allowed to develop or
continye o exist. Very often you may be mrpnsed to find how litde resembiance
there is betwesn the job as it is being done and hedw they thiak it is being done.

v} The Leaving Interview | ' /'
This i a much neglacted source of nformation It is a siteation ful of promise as a fact
reveaier and should be treated as an Gppomlmny not to be missed. If bandied
properiy, you can fearn a great deal from a p@f;'soﬂ jeaving the job. His views gbout
what a jo‘oi what is going on, what arc the personal relationships, what is the
waorkers’ view of the management and what sort of improvement would be useful to
nnpmve ard clarity jobs wouid be very us&ful ta you.

Job Description, Analysis
and Exalusiion
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9.4 JOB DESCRIPTION | |
| |

A primary output or result of job analysis is a job description. In fact it must be clear

10 you by now that the primary focus of job analysis was the description of the job

itself. The underlying concern here should be with describing the job as A unit wlthm
latger'networks of activities, processes, statuses and roles.

A complete job description should rightly contain three categories of information: job
missions and location; the work performed; and the context in which the action takes
place. While writing a job description you should be as brief, factual and precise as
possible, It will be helpful to you to follow some guidelines while writing a job
description. The headings under which job description should be written and notes for.
guidance on completing each section are given below:

Job Title: The existing or proposed job title should indicate as clearly as possible the
function in which the job is carried out and the level of the job within that function.
The use of terms such as “manager”, “assistant manager™ or “senior” to%escnbc job
levels should be reasonably consistent between functions with regard to gradings of
the job. However, this does not mean that all posts described, say, as manager, should
be in the same grade. It is quite possible for someone described as a manager in one
function to have a less responmble job than a manager in another function,

Reportmg To: The job title of the manager or supervisor to whom the job holder s
directly responsible should be given under this heading. No attempt sholld be made

to indicate here any functmnal relationships the job holder mrght have tﬁl) other

‘man agers

Reporting To Him: The job' titlesof all t ost difcct_ly repo'rting to the job holder
should be given under this heading, Again, W attempt should be made here to
indicate any functional relations th ght exist between the job holder'and other
staff. : : v

overall purpose of the job im should be to convey in no more than two or three
sentences a broad i of te job which will clearly identify it from other jobs and
establish the role ¢ older, and the contribution he should make towards.
ach™~ing the ghjective®of the company and his own function or anit.

Overall Responsibilities: Ti?vn should describe as concisely as posstble the
a

No attempt s ¢ made to describe the activities carried cut under this heading;
however, the ov#fall summary should lead naturally to the analysis of adtivities in the
next section. When preparing the job description, it is always better to aiafer writing
down the definition of averall respons;blhues untll the activities have been analysed

and described.

|
Ma.m Tasks: It will be useful for you to follow the steps glven below wh1 e deﬁmng the

main tasks of the job: -

1 Identify and list the tasks that have to be carried out. No attempt should be made to
describe how they are carried out; but some indication should be gwen of the purpose
or abjectives of each task.

2 Analyse the initial list of tasks and, as far as pgssible, 51mp11fy the list by grouping
related tasks together so that no more than about seven or eight main adtivity areas
remain. : '

3 Decide on the order in which tasks should be desc.ribed The alternatives include:

* frequency with which they are carried out (oontmually, hourly, daily, weekly,
monthly, intermittently)

® chronological order

® order of importance ' '

¢ the main processes of management\that are camcd out; for example setting
objectives, planning, organising, cod)rdmanng, directing and motivating staff and
controlling :

4 Describe each main task separately in short numbered paragraphs. No more than
one or two sentences should be used for the description, but, if necessagy, any .

i

| . 5
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separate tasks carried out within the task should be tabulated under the overali

description of the activity. A typical sentence describing a task should:

® Start with an active verb to eliminate all unnecessary wording. Use verbs which
express the actual responsibility: to recommend, to do. to'ensure, to collaborate
with someone, to prepare, complete, recommend, to supervise, to liaise.

@ State what is done as succincily as possible. ) o

@ State why it is done; this indicates the purpose of the job and gives a lead to setting
targets or performance standards.

5 Amplify with appropriate examples and details of any quantitative measures of the
amount of work involved. The frequency with which the work is carried out, the point
 of time at which it can be estimated and the proportion of time involved should also be

stated whenever possible.

6 Group related tasks should come under prescriptive headings to enable a quick
appreciation of the range of activities. For example, ail the work a manager doesin
connection with manpower and facilities planning could be placed under the heading
“planning™

Factor Analysis

The final step is to analyse the job in terms of the factors that will be used to evaluate
it. For example, in an analytical scheme, the factors and the points to be covered
under each heading may be any of those listed below:

total number of staff analysed into managerial, higher grade and other staff
annual budget

value of assets

floor space

turnover
throughput : _
Decisions: The job should be analysed and described i%lowing terms:

1 The amount of aushority the job holder has fopegakingdecisions.

@ @ 6 4 8D

2 The importance of decisions with regard to ¢t on the results achieved by
the company and function or unit.

3 The difficulty in making decisions ta account:
@ the amount of guidance received fro eriors

- » the exisience of clearly defined procedures or precedents
@ the problems in obtaining the information required in making decisions
#* the problems in forecasting the outcome of decisions

4 The extent to which originality or creativity is required in solving problems or
making decisions.

5 The time-span over which the decisions are made, i.e. the length of time that will
elapse between making a decision and obtaining information about the results
achieved. o :

Complexity: The complexity of the job should be analysed in the following terms:

1 The number of uniss, functions, or separate management positions, directly
controlied by the job holder.
2 The variety of tasks that have to be carried out or problems that have to be solved.

As far as possible, supporting details shouid be given to indicate the degree of.
complexity. : :

" Knowledge and Skills: The knowledge and skills required by the job holder should be
analysed as: ' :

professional or technical aspects of the work

man management

administration-

commercial activities

contacts with other pecple

communications, written or spoken

the analytical requirements of the work

IR EE KN

107



Mollvation, Job Design Where appropriate you should indicate the level of professional or -tecl!mical skill.
and Appralsal required or the type of experience or training needed o meet the demands of the job,

You should be aware of the danger of the subjective element in the excreise of job
- analysis and description. Unless carefully watched, Job descriptions can casily boil
o ..+ down towhat is supposed to be happening or what people think is h'am'acni_ng rather
e " than what really is happening. An anatysis based on doubiful facts cannot be reliable.

A carefully completed job description should serve as an inventory of s'rystematically
gathered information about a job._ It is 1o be used for deriving a number of outputs
atmed at the users of job information. A properly undertaken job analysis and '
carefully compieted job description will give you job specifications. They are by
nature prescripiive. The specialists will eventually be interested in specifics. Thus,
recruiters need to know in fairly precise terms the educational expetience znd skill
requirements of the job when making hiring decisions. Supervisors need to have
clearly defined standards in order to appraise performance. Career counsellors need
precise descriptions of mobility paths in order to guide people in thejr inbs. Job
analysis is also the fundamental prerequisite of job evaluation. :

Agtivity C | .
Write out a job description of yout present job, with the help of the guidelines
provided in this section. ' ' ' '
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9.5 JOB EVALUATION

. Job evaluation is the process of establishing the value of jobs in a job hierarchy. Job
values may be determined by negotiation or fixed on the basis of broad ;llssumptions
about market ratés and internal refativities. Job evaluation is 2 comparaltive process.
Through the process of job evaluation you will be able 10 compare jobs by using
common criteria to define the relationship of one job to another. This gives vs the basis
for grading jubs and developing a pay structurc.- At the same time we must remember
that job evaluation is about relationships, and not absolutes. Therzfore, job

108 evaluation cannot be the sole determining factor for deciding pay structures. Jobs




have intrinsic value—the labourer is worthy of his hire. Stll, it is not possible for us to
determine what that value is in monetary terms unless we take ino account the
pressure of supply and demand, and internal differentials and feelings about eguity,
in‘that order: ' ' :

Factors Affecting job Values

The main factors affecting job values are, market rates, negotiated pay scalesand
internal reiativities and feelings about equity in that order. '

i} Market raies

It can be said that a job is worth what the market says 1t is worth. You will have
difficulty in obtaining or retaining people if their rates of pay are riot kept in line with
those prevailing in the local and national labour markets from which you recruit your
employees. '

It may not be possible to compare the rates for specialised jobs within the company
with those paid elsewhere. In thése cases the rates will be governed more by internal
than external comparisons. Market rates provide data on differentiais between joos as
well as actual level of pay. '

ii) Negotiated pay scales o

Clearly, many pay structures are built around pay scales negotiated either at plant
level or national level. The negotiated rates will be influcnced by market rates, the
relative strength of employers and unicns, the economic situation, legistation, and
government anti-inflationary pay regulations. You will often pay more than the local
or nationally negotiated minimum just to keep ahead of market rates or in response to
union pressures. '

§ii) Internal relagivities and equity

Pay structures are expected to reflect differences in the relatipggkill responsibility
of jobs. They should aim to achieve equity in the sense th 2 fuals should feel
that their rewards are in balance both with their own outpu shape ofeffort; skill

and contribution, and with the rewards recéived by s in relation to thtir output.
Equity, in other words, is the feeling that justice and are only achieveq wheri
equal pay is received for equal work, when pay@iffererjials can be related to finite

differences in degrees of responsibility, and

matches individual capacity-and
the level of work carried out. '

In generai terms job evalzation is usef te two dimensions of relationships. The
first is the vertical relationship within a of an organisation where the basic skiil
is similar. Here the order of seniority may be obvious, but the spacing of the rungs on
the seniority laddes needs to be established. How much more, for example, should the
no. 1 accountant be paid than'the no. 27 The second dimensionis the Jateral

retationship between jobs of a different nature. For example, how should one relate
the values of similar jobs between the personnel and finance departments? '

Job evaluation is therefore basically the attempt to find a measure by which the
relative payments made to different jobs are internaily consistent.

Methods of Job Evaluation
Several techniques are available for job evaluation.

i} Ranking

Thesimplest formof jobevatuationis job ranking. While using thistechnique your aim
should be tc judge-each job as a whole and determine is relative place in a hierarchy
by comparing one job with another. You can do this by arranging them in order of
importance. The jobs may be compared by referringtoasingle ceiterion. This could be a
responsibility which may be defined as the particular obligations that have to be
assumed by any person who carries out the job; or skili which may be defined as what
the worker is requited to do in terms of applying knowledge and experience to the
completion of asks. - '

In using the rapking method, you may also consider several facets of the job, for example:

@ decisions—difficulty, judgment required _

& complexity—range of tasks io be carried out or skills to be used -
» knowledge and skills —what the job hoider is required to know and be able to d
® physical effort required to carry out the job :

Job Description, Analyss
apd . Evaluation
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While applying this technique you may foliow the procedure given below:
1 Analyse and describe the jobs. bringing out those aspects which are to be used for
purposes of comparison,

2 Identify key or bench-mark jobs: the most and least irhponant jobs| a job midway
between the two extremes, and others at the higher or lower intermediate points.

3 Rank the other jobs around the bench-mark Jobs until all jobs arc placed in their
rank order of importance. |

4 Divide the ranked jobs into grades by grouping jobs together with common features
such as similar duties, skills or training requirements, In effect, this means that the
grades are now defined by the jobs that have been placed in them. In future, new
Jobs can be graded or existing jobs regraded with referenceé to the esitablished
gradings on a job-to-job basis. !

It is advisable to use the statistical technique of paired comparisons. The assumption is
that it is always easier to compare one job with another than to consider a number of.
jobs and attempt to build up a rank order by multiple comparisons. While using the
technigue of paired comparison you must compare each job separately with every
other job. If a job is considered to be more important than the one with which it is
being compared, it receives two poiats; if it is thought to be equally important, it
receives one point; and if it is regarded as less important, it receives na point. A
matrix can be bailt shiowing the scores for each job against all other jobs being ranked.
You can then total the scores as shown below: :

Total Score

Joh
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ompared with Jobs B to E. It is considered to be less

In this example,
importantthan JobS and Candreceived no peintsinboth cases; equally Fmponam to

JYobDandr edon€’point; and more important than Job E and received two points.
The total ree. The same procedure is adopted for Jobs B to E. The higher
the score the cr the rank,

The main disadvantage of the ranking method is that there are no definite standards of
judgment and there is no way of measuring the differences between jobs.

Activiy D ' -

Take five non-executive jobs in vour organisation and rank them using bllhe techanique

of paired compatisons. '

ii) Job Classification

Inthe jobclassification system youmuststartoff with a definition of the numberand
characteristics of the grades into which the jobs will be placed. Given below are the
steps you must follow to introduce a job classification scheme: :

1 Select a representative sample of bench-mark jobs ccvefing all the oalcupations to
be included in the scheme, -

2 Analyse the jobs and prepare job descriptions,

3 Decide on the number of grades required. This will depend on the ranle of
responsibility or skills in the jobs to be covered by the scheme. For manual workers it

1s not lileély to be moze than six to eight, and the clerical staff in most firms can be grouped




Joh Description. Anslysh

into four 1o six grades. The number of managerial grades will vary according to the 3
and Eviluation

size of the firm and the level of salaries at the top. There could be any number of
grades depending on a number of considerations including the width of the salary
brackets, which are discussed in the unit on Salary Administration.

4 Define each grade in terms of discernible differences in skill and responsibility. The
lowest grade, for example, may cover simple work done under close supervision, and
_each succeeding grade will recognize a higher level of difficuity, complexity or the
amount of discretion allowed to make independent decisions. '

5 Slot each bench-mark job into a grade with reference to the job and grade
descriptions.

6 Grade the other jobs with reference to the bench-mark jobs and grade descriptions.

Alternatively. you may start a job classification exercise from a pre-determined
grading scheme. In this case, it is necessary to prepare job descriptions and place the
jobsinto the grade. :

The main problem with job classification systems is that they cannot deal with
complex jobs which will not fit neatly into one grade. They are less useful for more
senior jobs where the job descriptions are so generalised that they do not provide
much help in evaluating borderline cases.

Activity E

Take the same five non-executive jobs you have referred to in your previous Activity
and apply the job classification scheme to evaluate them.

iif} Points rating

The points rating scheme is based on an analysis of separately defined characteristics or
factors which are assumed to be common to all the jobs. You have to further assume
that differences in the extent to which the characteristics are found in the jobs will
measure differences between the ievels of the job. Therefore, when you select the
factors in the points schemes you should ensure that they are considered the most
important in determining the relative degrees of difficulty or responsibility. Typical
factors include knowledge and skills, decisions, comptexity, responsibility for the

work of others, resources controlied (managerial and supeivisory jobs). contacts
{managerial and clerical jobs), and physical effort {manual jobs}.

Each factor has a range of points allocated to it so that a maximum number of points is
available. The relative ieportance or “weighting” of a factor can be determined by

the maximum number of points given to it. For each factor, you must divide the total .-
range of points into degrees according to the level at which the factor is present io the
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You can evaluate the jobs by comparing job descriptions containing analyses of the
extent to which the factor is present in the job with the factor degree definitions. You
must grade the jobs for each factor and give a factor score in accordance with the
points value attached to each factor degree. Then add up the scores for each factor to
produce a total score and allocate them into job grades according 1o the points range

determined for each grade. : |

The follo@ing steps should be followed to develep a points-rating scheme. '
1 Select a representative sample of bench-mark jobs. This should cover all the major

occupations and levels of respansibility to be covered by the schemel,

2 Decide on the factors to be used in analysing and evaluating the jobs. The aim
should be to restrict the number to no more than eight or so. The use of too many
factors results in an over-complex scheme with overlap and duplication between -
factors. :

~ 3 Prepare a preliminary definition of each factor and dividé it into degrees of levels

each of which is also defined. It is useful to restrict the number ofle\[els to five or

Six. _ _ K o

4 Analyse each bench-mark job in terms of the factors and decide on the degree to
which each factor is present by reference to the preliminary d{:finirid|ns of the factor
degrees, i

5 Decide on the weights to be attacked to the factors {the total points value}. Thisis a
critical decision and should always be made in accordance with company
circumstances. It is dangerous to accept weightages given in 2 packaged scheme as
these may produce resulis which are quite misleading.

6 Redefine the factor definitions and pgints Nores in the light of the results of steps 4
and 5 to produce the finai schemc. :

Activity F !
Evaluate the executive jobs in@ganisation with the help of the Points-rating

Scheme. l . ‘

" The golden ruie in choosing a scheme is to go for the simplest approach first and reject

it only if the complexity of the situation or the need to mpress everyone demands a
more complicated method.-All jobevaluation is largely subjective when it comes ta
making final judgements. The main value of any of the methods describedin this Unit

lies in the detailed anaiysis of the jobs prior to making comparisons between them.

Conversion of Job Evaluation inte Salary Value

A job has been ranked, classified, or point rated. The next step is to convert this-
measuzementinto asalary bracket. Inessence, thisis simplyamatterof bracketing

up the total salary range into sub-divisions corresponding to the number of classes of
jobs arrived a1, However, you will need 1o look into several other. factors before you
can evolve a right salary policy, which will be dealt with in a separate unit.

9.6 SUMMARY

This Unit was meant to help youto improve your ability to manage more eftectively.
Through this Unityour understanding ofyourjobaswell as those of others bught to

have been enhanced. Your enriched job understanding should improve your ability 1o
manage men much more effectively. : ' ' '




Wehave attempted to clarify and distinguish the corcepis of job description, job © Job Deserigeion, Amaiysic
analysis and jobevaluation and how they are closely related toeach other. ond Evabuation

We have also tiied to explain the benefits of job analysis, job description and job
evaluation.

$.7 SELF-ASSESSMENT TEST

¢ State very briefly the distinguishing features of job.analysis, job description and job
cvaluation.

¢ Describe the major stepsof jobdescription.

¢ Construct a questionnaire for collecting information for job analysis in your own
organisation. '

9.8 KEY WORDS

Job: The vanious tasks expected of an employee in the context of social and physical
environment in which he carries them out. :

JobDescription: Itisadescription of the duties, scope andresponsibilities associated
withthejob.

Job Analysis: A process of examining the various components of a job and the
circumstances in which it is performed.

Job Evaluation: A technique used toestablish the relative worthof jobgina)8b

hierarchy. : :
Factor Analysis: An analytical evaluation technique used t4 @ are jobs and assess
them in terms of certain common factors.

Job Requirement; A characteristic required of a worl rform a particular job
successfully. ' _ :
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UNIT 10 EMPLOYEE MOTIVATION AND
JOB ENRICHMENT

Objectives

Aftergoing through this unit, youshould be able to:

® appreciate the concepts related to employee motivation and job satisfaction

® understand the techniques that can be used for motivating employees

& comprehend alternative methods by which jobs can be made more interesting

Structure

10.1 Introduction

10.2  What is Motivation ?

10.3  Some Common Assumptions about Motivation

10.4 Types of Motivation

10.3  Indications of Motivation and Demotivation

10.5 Theories of Motivation

10.7 Motivation and Morale

10.8 Motivation of Employees in Actual Practice

10.9 Job Enrichment-—~Meaning, Nature and Objectives
10.10 Characteristics Underlying Jeb Enrichment

© 10.11 How to Enrich Jobs?
10.12 Summary 0
10.13 Self-test Questions
123.14 Key Words
10.15 Further Readings . O

10.1 INTRODUCTION % ,

Employee motivation and job enrichment are described as iwo management
techniques used to improve human behaviour and attitude towards work. with a view
to utilise available human resources more efficiently and thus make
man-management more effective. Just as the employee has certain wants that the
organisation is expected to satisfy, the organisation too expects certain types of
behaviour usually termed as “Direction” or “Motivation”. Obviously this
managerial function is not so easy, as it involves many problems, and it is these
problems and their possible solutions that we are concerned with in this unit.

Job enrichment is also a motivational problem created by the alienation of employees
from their work . or by lack of their interest in their work. Here the problem is how to
make the work more interesting. purposeful and acceptable to employees so that they
may perform it more enthusiastically and with a greater serse of responsibility. Like
motivation this is also a problem of human behaviour and work attitude. In fact both
employee motivation and job enrichment are the problems which every supervisor
and manager has to face while working and making their subordinates work.

10.2 WHAT IS MOTIVATION?

Literally motivation means incitement or inducement to act or move. In an industrial
setting it means t0 make asubordinate actin a desired manner. Obviously “desired”
implies as desired in the interests of the organisation or employer. It implies not only 115
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- that the subordinate should act in a disciplined manner, but also that e should act in
-an efficient and productive manner. To motivaie, therefore, is to induce, persuade,

stimulate, even compel {as when fear becomes the mativator) an employee to act in a
manner which may help in attaining an organisational objective. This may be a limited
view. Motivation really comprises all the interal urges which are described as desires,
wishes, drives, etc. which make a person strive for domg a thing. Motivation is what
makes people do things. In the USA it is commonly described as “making John Run™,
Webster defines the term “Motivate” as meaning to provide with a motive to impel o
Incite one to action. It may be a need, idea, emotion or organic state that may prompt
one to action or work. It is not a matter of manipulation. '

Motivation and Incentives

Motivation may not be the same as incentive. In incentives we generally expect
greateroutput with the same inputs, while motivation mayinvolvesome mereinputs |
considered necessary for changing the work, attitude and behaviour. lgain. financial
incentives may not motivate all, particularly those employees whose pHysical needs
are already satisfied. Persons with higher earnings may remain dissatislied and
frustrated because their employment and working conditicas may not be ronducive (o
make a person work whoieheartedly and give his best. To motivate means realiv to

- produce a goal-oriented behaviour, which may not be made possible by mere

provision of incentives with the object of higher carnings and higher output.

. Need and Importance

Need and importance of motivation are to&gbvious to need any détailed discussion.
Survival and growth of an undertaking gepe considerably on the performance of its
employees and the performance of an e € depends on two factors. that is (i) his
ubility 1o work and (ii) his will 1o Mg The first is dercrmined by the quality of
education, training and experis @ t hie has acquired. Even if there is any
deficiency in the same, it can be Magefnod by arranging further training and
developing facibities for hi second factor, i.e. willingness lo work, ismore
difficult to manage as it invalfes change in behaviour and attitude of a person towards
wark, or mativatin to werk in a desired manner and give overall better
performance. Mot rkforce s essential for efficient working and optimum-
productivity, and thigfor attaining organisational objective. The impertance of.
motivation § nne! management can hardly be better seen than from the fact that
after ptannin rganising, motivation is the third important function of a
personnel manager. In order io make any managerial decision really meaningful. it is
necessary 1o convert it into an effective action which the manager can ag complish by
motivating his subordinates. Almast every human problem the manager faces
throughout the organisation has motivational elements. In fact every aspaect of the
personnel function is pervasively endowed with motivational attributss) The
personnel manager therefore should incorporate the principles and con sept of
motivation into his own philosophy of management. By understanding and applying
them himseli, he can influence others in attaining a betier or positive motivation.

10.3 SOME COMMON ASSUMPTIONS ABGUT |
' MOTIVATION ]
|

i} Itis commonly stated that, it is the subordinates or rank and file ampng the
workers or non-supervisory staff in an organisation who need to be motivated and
not the supervisory and managerial staff. The fact is %at the latter need 1o be
motivated first and it is then that they will be able to mativate their subordinates
and other workers a¢ the shopfloor levél, How can a demotivated ranager of
supervisor fotivate persons working under him? '

=,

i1) Motivation and higher productivity go together. This may be true by and large.
but individual motivation at the workpiace or group motivation as in the case of
trade unions may nbi have such a correlation with productivity.




i) Ail motivational techniques are designcc!l and applied by the personnel, and  *
managers and other line executives, who directly contral and take work from -
those uander them. i fact, the latter are more concerned as it is their pnmary
function to see the persohs under them work most efficiently. As they arein closer
touch with their workers they can understand their problems better and also know
their needs. If necessary they can take the advice of the personnel man or-
mdusmal psychologist or 2ny consultant '

iv) Standard theories of motivation developcd by psycholog:sts w1l| also apply to
industrial situation. Most of these concepts and theories have been developed by
' the study of human material other than industrial personnel, and so their
application to the Jatter may not be fruitfui or provide dependable results.

- 10.4 TYPES OF MOTIVATION

In the industrial set-up motivation may be intrinsic as well as extrinsic. intrinsie
motivation is related 1o the job one is doing. When a skilled operative performs a job
well, he derives a sense of sat:sfacnon This is intrinsic motivation which satisfies the
creative mstmct in man. :

Extrinsic motivation is external to the job or task. For exampie, fin@cemi\{cs
for doing a job well or 'giving higher production may motivate the wo - Other

"'erformance by the compan) in the form of public cﬁatlon i
fellow workers, and improved working condmons an

Determinants of Mativation

The traditional approach that man could be rk by monetary rewards has
been gradually giving place to a more complete Plgralistic explanation which
recognises that man works to fulfil'a va ' af needs. It is recognised that the
motivation is the result of the following @ roups of factors:

i) lndmduals- To know what can motivate employees we e must know their aims,
‘objectives and values. Human needs are both numerous and complex and often it is -
difficult to identify them. Motivation is not an easily observed phenomenon. We have
first to observe individual action and behaviour at work and interpret the same in
terms of underlying motivation. Our interpretation may not necessarily reveal the
individual’s true motivation, as some of the- human needs may be difficult to describe
and identify. - )

ii) Organisational Components' Organisation structure, technologlcal system,
_ physical facilities which constitute internat environment of an organisation affect
. motivation.'Some machines are more interesting to work with than others; or certain
- kinds of work may be boring to many persons. As shown by the Hawthorne experiments,
job-connected experience of a worker is a factor determining his motivation.

iii) External or Exogenous Variables: A worker’s life outside the factory isalsoan -
important factor affecting his motivation or willingness to work inside the factory. Life
 atwork and life outside the work are bound together. Troubles and joys of off-job life
cannot be put aside when reporting for work, nor can the factory matters be dropped
“when returning home after work. A strong motivational role is also played by cutture,
‘customs and norms, images and attributes conferred by society on particular jobs. An
individual for example may find that his work commands a substantial degree of
respect and social acceptance quite apart from holding a position in a particular
organisation, and so he may be more w1ll|ng or motwated 0 perform such a work.

Characteristics of Motwatlon

Some unportant ch.aractensncs of motivation Wthh 'may be nonccd from the above
discussion of its determmants are: :
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i) Individuals differ in their motivation: There is no single economic drive which
determines behaviour. As the desires and goals of individuais differ, so do their
motivations, One may do a job because it is remunerative, the second may do it
because it gives a sense of achievement, and a third may do it because jt enables him
to serve a cause which is dear te him.

i) Motivation is highly situational: A person may work very well in one organisation
ard poorly in another in the same position or type of the job. The performance may
vary with warking conditions and type of supervision.

iii) Motivation change: Motivation of each individual changes from time to time even
if he may continue 10 behave in the same way, For example, a temporary worker may
produce more in the beginning to become permanent. After he has been made
permanent, he may contineé to produce more to gain promotion and so on.

iv) Motivation is expressed differently: Ne¢ds and the way in which they are translated
mnto action may vary considerably between one individuat and anotheri. Different
persons may also react differently to successful or unsuccessful fulfitment of their
needs. One may feel frustrated if his need has not been met, but the other may be
raotivated by his failure and redouble his effort to get his need met (say by writing and
publishing additional scholarly articles or books). Again one individual with strong
security need may aveid accepting responsibility for fear of failure and [dismissal

and the other with a similar need may seek out responsibility for fear of being fired
for tow performance. '

v} Sometimes the individual himself is not aware of his motivation: This can be better
explained by an example drawn from the famous Hawthorne expertment. One girl
worker complained to her counsellor aboutMer foreman. Later on. it was found that
the reison why she disliked her forema at she had a step-father|whom she
feared and whose physical appeaggnce wiW¥ery much like her foreman. The resuit was
that she had unconsciousty trang ONto her foreman the unfavourable

characteristics of her step-futher®

vil Motivation is complex:

itficult to explain and predict the behai'v'iour of
workers. Use of ene moti

ona} device may not produce the desired'result if it brings

&N opposing motiv, play. In a factory when a blue-green device was introduced to
reduce eye strain$ ut of men workers increased while that of female workers
decreased. It gas folgd that the latter disitked this change as the new }ype of light
falling on de them look simply ghastly in appearance.

10.5 lNDICATIONS OF MOTIVATION AND
DEMOTIVATION '

4) Who can be considered a motivated worker? ' ‘
a) One who wants to come to work and works willingly. '
b) When at work he gives his best, _ i
c} He has a definite sense of belonging and pride in the organisalim'r and in the
improvement of management effectiveness.
1i) Seme commor indications of demativation:
a) Increasing absenteeism among employees and excessive labour tarn-over.
b} Low output and productivity
<) An increasing rate of accidents and wastage of raw material.
d} Rank indiscipline :
€) Frustration and unrest in the workforce, :
f) Defiant and violent behaviour of workers at or outside the workplace. and frequent
confrontation ar urgument with supervisors and managers. -
g) Non-cooperation, strikes, gheraos, abusive and vielent demonstration.

Frustration which is the most common manifestation of demotivation may be cansed
by erosion of real wages due to rising prices and unsatisfactory personne!
administration. But whenever it develops, a worker will either seek a better job
elsewhere if ke can, or will develop a sense of apathy towards the organisation and his
work so that he would do as litile as possible. Gther demativating consequences of
frustration may be as illustrated below;




Figure |
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10.6 THEORIES GF MOTIVATION

Although o area of personnel management has been morg d than motivation,
the latter has been and stili is an important area, where con ple rescarch is being
conducted by psychologists, behavioural scientisis a anagement writers, Based on
on this research many theories of motivation have be alated. Some of the

important theories which try to provide explanasigns ofghe bahaviour outcome are as

below:

ioning or Behavigur Modification Theory:
According to this theory people behiav y they do because in past circumstances
they learned that certain behaviour was a%0ciated with pleasant outcomes, while
certain winer behaviour was associated with unplcasant outcomes. In the simplest
language this is a theory of learning, i.¢. how to make an animal or human being learn
what is positive or desirable behaviour. Skinner did not make any research in the
tield of industries, but he conducied his researches to study learning process among
rats, and also experimentcd with school children and found that stimulus for deéstrabie
behaviour could be strengthened by rewarding it at the earliest. In the industrial
situation. the relevance of this theory may be fourd in the installation of financial and
non-financial incentives. More immediate is the reward and the stimulation or the -
motivation it creates. Withdrawal of reward in case of substandard work may also
produce the desired result. However, researches show that it is generally more
effective-to reward desired behaviour than to punish undesired behaviour.

i) B.F. Skinner’s Theory of Operant

ii} McClelland’s Need for A¢hievemend T BEG}

This theory has particular reference to industrial enterpiises, as the achievement motive
naturally has much to do with the success and failure of an enterpris. In the USA
maximum research has been conducted on the achievement motive. According 1o
McClelland the three human heeds are need for affiiution, rieed for power and need
for achievement. His theory postulates that some people are much mare achievement
minded than others and they attain job satisfaction, and derive a special kind of joy in
attaining an objective successfully or accomgplish a chailenging job rather than
receiving a monetary or oiher reward. According to him need for achievement or
self-actualisation is the strongest and lasting motivating factor, particularly in case of
persons whose power needs are satisfied. Unfortunately we do not see this type of
motivation in most of the Indian organisations. This type of motivation may be seen
more among pwple with higher technical skill and professionat knowledge, than in
labour intensive traditional organisations.
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. The crux of Maslow's thedry is that human needs are arranged in a hierhr'chy

: Physitl'.llogicul' ' I e O

- i) Abraham H. Masiow’s Need Hierarchy or Deficient Theory of Mo{ijalion:'

The inteilectual basis for most of the motivation thinking has been provided by the
behavioural scientists, A.H. Maslow and Frederick Herzberg, whose published
works are the bible of motivation. Although Maslow himself did not apply his theory
to industrial situation, it has a wide impact far beyond academic circles. Douglous
MacGregor has used Maslow's theory 10 interpret specific probléms in personnel
administration and industrial relations.. : " : - '

composed of five categories, The lowest level needs are physiological apd the highest
level are the self-actualisation needs. Maslow starts with the formulation that man is a
wanting animal with a hierarchy of needs. of which some are lower in scale and some.
are in a higher scale or systein of values. As the lower needs are satisl?ed, higher needs
emerge. Higher needs cannot be satisfied unless lower needs are fulfilied. A satisfied

-need is not a motivator, This resembles thé standard economic theory of'diminishing

returns. The hierarchy of needs at work in the individual, is today a routine tool of the
personnel trade. and when these needs are active they act as powerful conditioners of’

. behaviour—as motivators.

Hierarchy of Needs: The main needs of men are five i.e. physiological néeds;_safety
needs, social needs. ego needs and self-realisation or self-actualisation :ileeds. as
- shown in order of their importance and working in the following two Models.
' Model |

SclfllAc[uulismiun'

‘Esteem

" Safery

Ego Needs

. Social Needs

Suf_ct,v- Needs

?hysiulhgiéul Needs

* The above five basic needs 5r: regarded as striving néeds which make a faersbri do -

things. The first modelindicates the ranking of the different needs. The second is
more helpful in indicating how the satisfiction of the higher needs is based on the
satisfaction of the lower needs. It also shows how the. number of persons whe have
experienced the fulfilment of higher needs gradually 1apers off. .

Physiblogical or Body Needs: Tﬁé indivi&ual moves I.;p the laddef_re_s.ponc ing first to -

“the physiological needs for nourishment, clothing and shelter. These physical needs
- must be equated with pay rate, pay practices and to an extent with the physical

conditions of the job. Do not the flower children call money “bread™ To the
hungry man food is God. as observed by Mahatma Gandhi. - RS

Safety: The next in order of needs is saféty néed, the need to be free fr danger, either
from other peopie or from environment. The individual wants to be assu ed, once his -
bodily needs are satisfied, that they are secure and will continue to be satisfied for the
foreseeable future. The safety needs may take the form of job security, security

against disease, misfortune, old age, etc. as also against industrial injury. |Such needs

-are generally met by safety laws, measures of socia} security, protective ldbourlaws

and collective agreements.




Social Needs: Going up the scale of needs, the individual fzels the desire to work ina. Employee Motivation
cokesive group and develop a sense of belenging and identification with a group. He - a0d Job Enrichement
feels the need to love and be loved and the need to belong and be identified with a '
_gtoup. In a large organisation it is not easy to build up social relations. However close
reiations can be built up with at least some fellow workers. Every employee wants to
feel that he is wanted or accepted and that he is not an alien facing a hostile group.

Hgo or Estesa Netds: These neads are reflected in onr desizs for status and -
recognition, respect and prestige in the workgroup or workplace, such as is conferred
by tlie recognition of one’s merit by promotion, by participation in management and
by the fulfilment of a worker’s urge for selt-expression. Some of the needs relate to
one’s self-esteem, e.g. need for achievement, self-confidence, knowledge,
competence, etc. On the job, this means praise for a job well done. But more
importani, it means a feeling by the employee that at all times he has the respect of his
supervisor as a persor and as a contributor to the orgamsanon goal.

Self-reslisation or Self-actualisation Needs: This upper level need is one which when
satisfied makes the employee give up dependence on others or on the environment.
He becomes growth-oriented, self-directed, detached and creative. This need reflects
a state defined in terms of the extent to which an individual attains his personal goal.
This is the nead which totally lies within oneself and there is no demand from any
external situation or person. To quote Masiow, *“ A musician must make music, an
artist must paint, a poet must write, if he is to be ultimately happy. What a man can be
he must be. This need we may call self-actualisation”. He has “the desire to be morc
and more what one is, to-become everything what one is capable of begoming™.
practical terms, in an organisation one seldom achieves self-realisation.
creativity of a man in producing new and practical ideas, in bringin
productivity, innovation and reducing costs might satisfy someaf thes

By and large Maslow’s analysis is significant, and be m,
saturated basic needs act as disincentives. but his rea ot free from flaws, For
the majority of industrial workers or executives gygn basic needs are never satisfied
fully. These needs are recurrent and some of th€m dre faitly constant. They may vaty,
_say from a smal! flat to a bigger flat, or from a sth@ll car to a bigger car, byt all the
same they are there. Morzover, as obse earlieP, the industrial scene is hardly
conducive to satisfying higher needs, p ly the one of seH-actualisation. A-
highly dedicated and committed executiv have a highly developed sense of
responsibility, but may not have the need for self-actualisation.

alzo rrect in saying that

iv) Herzherg’s Two Factor or Hygiene or Maintenance Theory of Motivation:
According 1o Herzberg, man has two different categories of needs which are

- esgentialiy independent of each other and affect his behaviour in different ways. When
people are dissatisfied about their jobs, they are concerned about the environment in
which they are working. On the other hand, when people fe¢l geod about their job,
this has to do with the work itself, Herzberg calls the first category of needs hygiene
factors because they describe man's environment and serve the primary purpose of
presenting job dissatisfaction. He calls the second category of needs as motivators since
they seem to be effective in motivating people to superior performance. Hygiene
factors include company policies, administration, supervision, working conditions,
 interpersonal relations, wages and allowances, status and security. Motivators or job
content factors include achievement, recognition, increased responsibility,
challenging work, growth and deveiopment. According to Herzberg both the sets of
factors work in one direction only. Absence of hygiene factors may dissatisfy the
workers but will not demotivate them. Similarly, in the presence of demotivators,
workers may be motivated, but their absence does not make them dissatisfied.

‘Herzberg's theory and cbservations are based on the informatica coliccted by him and

his colleagues by interviewing 200 engineers and accountants in the late fifties at

Pittsburg in order to assess what motivated thera in their work, Obviously this was a

group of emplovees whese Jower needs, i.€. physiological, safety and even social

needs by and large were satisfied and so they could be motivaied by the remaining two

highet needs, i.e, esteern and self-actualisation. Herzberg's theory may, therefore, be

relevant for better paid executives in developed economies, Under Indian

conclitions, as already stated, the research evidence poiats in a different direction, _ 21

-
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Hardly any organisation can offer unbounded opportunities for persom|tl growth to ns

_ executives. Soa mlddle way has to be found.

v) Alderfer’s ERG Theory of Motivation: J

Taking Maslow’s theory as the starting point, Clayton Alderfer hds buift up a lheor)f
which he claims has realistic application to a work organtsatlon According to him,
Maslow’s five levels of needs can be amalgamated inio three, i.e. “existence,
relatedness and growth” resulting in his approach being termed “ERG’] Theory. His
“Existence Needs” include ali forms of physiological and safety needs or Maslow’s
first two level needs, “Related Needs™ include relationship with other people {Social
Needs of Maslow's third levelyand that part of Maslow’s fourth level (Esteem Needs)
which are derived from other people. “Growth Needs”, like Maslow’s notion of
self-actualisation, are concerned with the desire to be creative and to achieve full
potential in the existing environment.

Naovelty of Alderfer’s theory lies not in the regrouping of needs but in I\*lasiow’s
hierarchy of human needs. He conceives of ERG needs along a continuum thus, )
avoiding the implication that the higher up an individual is in the hierarchy the better
it is. According to him different types of needs can operate simulianeously, and if a
particular path towards the satisfaction is blocked, the individual will both persist |
along that path and at the same time regress towards more easily satisfied needs. In
this way, he distinguishes between chronic needs which persist over a period and the
cpisode needs which are situational and can change according to the environment.

vi) J.S. Adam’s Equity Theory: : _
The essence of this theory is that emplaye ke comparison of their ¢fforts and

rewards with those of others in siy ork situations. Inequity exists when these
ratios are not equivalent. The ext

of perceived inequity creates tension, and
greater the inequity greategthe tenSt0 is. Such a tension may motlvate|the worker to
increase or decrease their r input to attain equity. The importance of this
theary to managemepglies ifthe area of determining appropriate levels of rewards.

vii) V.H. Vargam's EXgectancy Theory: _

According ' agm, an individual’s level of performance is determined by his
petference {o @ ular goals. He calls level of performance as the first level outcome
and preference 181 a goal as second level outcome. An individual's preference for a
particular goal which Varoom calls Valence can be positive or negativel, or zero,
depending on whether the individual prefers to attain the goal or not, or it.can be
zero, if he is indifferent towards the outcome. :

The degree to which the individual believes that his first leve] outcome ﬂ:pcrformdnce)
leads to the second level outcome (preferred goal) is a subjective probability estimate
which Varoom calls Instrumentality. The Combination of Valence of the Goal ard
the Instrumentality determines the importance of level of performance.; Another
major variable in the Varoom's motivational scheme is Expectancy whigh like
Instrumentality is also a probability estimate. The former differs from the latter as it
relates efforts io the level of performance, whereas the latter relates performance to
the preferred goal. Expectancy will depend on the requisite skill and abilities of the
individual, as also on his perception of the most approprlate way of obtaining his
objectives. :

Thus, what the individuai does will depend on a three step thought process (i) How
important are the various second-level outcomes (prefered goal)? (ii) Will the first _
level outcome (levél of performance) lead to second level outcome or preferred goal
(instrumentality) ? (iii} Will existing effort in fact achieve high performance
(Expectancy)? Although Varoom’s theory daes not direr‘t!y contribute (o the
techniques of motivating personnel in an organisation, it is of value in arllalysmg
organisational behaviour. :

It also points out that people can differ greatly in how they size up their chances for
success in different jobs, Therefore, to motivate people, it is just not enough to offer
them some rewards. They must also feel reasonably convinced that they have the -
ability to obtain the reward.




10,7 MOTIVATION ANDMORALE = - - - R © wadJob Earlchamnt
These two expressions are not synonymous or interchangeabie as may be clear from
the definition and nature of motivation explained in para 2 of this unit. But the fact -
_remains that a motivated group of workers generally have a high degre¢ of morale.
Morale is 2 composite attitude of various individuals employed by a company. Itis
generated by the group and may be considered as a by-product of the group. It is not
an average of individual attitudes, M.5. Viteles defines moralé as “an attitude of : - g
satisfaction, with a desire to continue in, and willingness to strive for, the goalsof a: o
particular group o7 organisation”. Milton Blum describes morale as “the possession of
feeling of being accepted by and the belonging to a group of employees through
adherence to a common goal and confidence in the desirability of these goals™". Put
simply, morale is a group concept, while motivation is largely an individual concept.
Morale is the summation of feeling of employees as.a group towards various aspects of
their work job, the _'company, working conditions, fellow workers, supervisors and so :
on. If the attitude of employees towards all these aspecls is more positive than
‘negative, the morale of the group can be said to be high, otherwise it is low.

~ Studies in India show that high morale améng workers may not be an indication of
“high productivity. Higher morale of union members may enable them to continue to
strike and fight out the issue. L o

Important components and determinants of morale are (a) a feeling of togetherness, -
(b) need for a clear goal or objective to be achieved, (c) expectation of shgcess
“towards the attainment of thé goal, (d) feeling of each member withig the Broup that
he has a meaningful task to perform for achieving the goal and hat he matters
whatever may be the job assigned to him, and (e} supportive ymulative.
teadership. All these determinants of morale are equivalent bf job satisfaction
which is a precursor of morale. However, the two diffeggs the t€¥in job satisfaction i§
used for individual and morale for groups. ' ' S

An enlightened management should be consc the Meed for assessing the morale

of its employees by opinion poll or attitude sur time to time. Low morale can
be caused by factors beyond the control gjébe org isation. However, workers

moraie can be boosted up by (a) better of working in which workers or thelr.
représentatives may have a bigger say, (b ation of incentive schemes with the
widest possible coverage, and (c) consuitative and participative style of management.

‘What Demotivates or Demoralises the Employees? _
" There are some management practices which affect the morale and motivation of
willingness of workmen to give their best or work in the desired manner. Some of -

these practices are:

"a) Under assignment: If a skilled man is assign'ed an unskilled or routine job, it may
cause frustration or job dissatisfaction and thus demotivation.

b) Over assignment: If a good worker is overloaded to the point where he.feels being
_exploited, this may make him lose interest in work. In big organisations, it is rather
a commen practice to pick up good warkers as others cannot be trusted or depended

tpon. - ' L o '

¢) Buckmastership: An expression coined by Pakinson can also be-a demotivater.

Superiors ot leaders avoiding hard work themsélves and passing on the same to theis - w
subordinates, and then finding fault with them is a common management practice

which may erode employee motivation. s . '

. d) Coercive types of control or supervision which may give a worker a feeling that he
is not beigg trusted may alse demotivate him or erode his interest in the work. Some -
control no doubt is essential but if it is too coercive resulting in frequent warnings or
punishments, or withdrawal of facilities to chasten the employee, morale and
metivation of the employee may go down. R B

€) ‘Manipulative behaviour of the man'ageménl which ma'y take the form of divide )
- and rule policy or tactics, making promises which are not fulfilled, encouraging -,
' groupism and appealing to the patriotic sens¢ in times of national crisis; may also have : o 123
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. i} A weil-defined humanistic personnel
* the valuable asset of the arganisation, an

* transfér policies. weli- -planne
‘grooming employees, i

© 1) Fair wages gmg sala

. a demotwatmg eﬂ’ect When employees percmve such beha\rmur they ina_tural!y' cease
‘1o work and Iose interest.in the same. .

10 8 MOTIVATIO_N OF EMPLOYEES INAC TUA;L
PRACTECE L _ 1

Monvatmn isa Western word whnch has come:{o our cuhure anu] it has many shades
.of meaning. For the Western mind which belleveﬁ that a human being inherently avoids
. - work, motivation.comes 1o the forefront and removes the mental block and obstinacy.
" If we look from the Eastern point of view, we fave the word “Karma™ or “Dharma™,

which approkimately have the same meaning as motivation. As a blend ¢f Eastern and
Western cultures, motivation has something to do with our way of life and thmkmg
Baswally motwahon means how to coavert a negative into’a pos:tl\-e attitude. .

* There is no single magnc wand to motivate employees.as thur needs and pr:ormes of

satisfaction differ, What may motivate one may not motivate the other. However, 35
Taylor has observed, itis for the employer to find out the right way that coutd make *
workers more productive. According to him an employee is a bundle of untapped
energy, ready 1o work if he is properly trained and fairly freated, In managing an
organisation, sore of the important factors which could improve motivation and
morate of its employees are as follows:

wherein the workforce is regarded as
fent care is taken to maiTtain and
develop it, not only 10 attain organiggtion o tiv::s bu_t-also to satisfy th]i: normal
aspirations of employees. '

i) A long-term employment policy cung image of fairness in 1ccru:tlmem and
selection, placement of th 1 person in the right job, sound and ta1r|pmmonun and
¢cd-based training and d{:\elqpmenl programmes for
;obs or bu:ldmg thels career in the ofgdmsatmn and

suitable manpower

administzation ensunng equnable wage alruc!urc free from
infernal and mequalltses : :

) Good ﬁer_for ce should be rewarded adequ—tteh at the earliest and also gwen _
deserving publicity. : o] o

v) A constructive and objective sys:cm of pc.rformance appraisal and merit ranng of
employees aiming at servicing and improving them and not so much for pumshmg

- them.

vi) Prompt handling of workers grievances b} hawng a Short nme hound pmccdure '

well-known to employees. In handling grievances, the attitude of persons managing

grievances should be cooperative and positive and not negative., and the worker
should have the feeling that he will be properly heard and justice w;]] be (llone

vit) In handling dlscuplmary cases the. hmanagement should not only be fair but also
seem to be fair. Disciplinary procedure should conform to'the principles of natural -
justice. A corrective and not punitive appma«,h in this respect may be more-

'motwatmg

vm) Partlcapauve and comu]ta!we style of management and supervision and
ircreastng autonomy in work may create necea‘;ary conditions for momahng workers
to give their best,

ix} Job enrichment and enlargement, or making the job more cha!lengrrg are also
essential for makmg the workers give their best, as these will not only reduce job’
boredom and frustration, but also i increase job satisfaction, and satisfy th? estesim of
ego and seif-actualisation needs of employees, which are perpetual motivators.

x) Self-mofivation by top management, sesior and middle’ managers aitd supervisors is

essential if the persons working under them are to be motivated, The dictum “before
you motivate others, you must first motivate - yourseli” sliouid not be lost sight of.
Seniors are expected to provide their juniors effcctwe Ieaudershnp and setan exdmple .
of dedication and" supenor skril : :

i
i
v




- 10.9 JOB ENRICHMENT——MEANING NATURE AND
____OBJECTIVES |

_ Job.énrichn‘rent is '3_ term uSe’d often for the prooeSs of aehieving and lmprovmg the -
“‘quality of work life”. Herzberg describes job enrichment as that type of mprovemcnt
in the context of the job which may give a worker more of a challenge, mose ofa.

o complete task, more responsibility, more opportumty for growth, and more chance to

. contribute his ideas. The need for siich an improvement in the job content is being
-stressed by the social and behavnoural scientists. This is because excessive job -
.- spectalisation iniroduced by scientific managesment and advancing modern technology.
" - have been dehumanising the work by naking the workefs™ job meaningless and

. routine, repetitive, removing all challenges from it and making the worker a part of the L

machine culture. As human cipabilities are not being fuily utilised under such
conditions it is creating fruﬂtrauon among the workers and alignating ther from their.
_jobs. The increasing alrenanon of workers from their jobs is creating a serious human
relation problem. Some organisations have been trying to solve the: problem of .
excessive job specialisation by periodic job rotation to prov:de varlety but thlS has not '
proved adequate to reduce work boredom and monotony v :

" In recent years, considerable research has. been undertaken wrth respet.t 10 ‘mare
unusual and seemingly risky changes in job content. Among these-are ]ob
enlargement, job ennchmem :and semi- dutonomous groups

Job Enrichment and Job Enlargement LT e L
‘Both these. changes involve redeSIgnmg of the job and have the ob] 'o B -
humanising work by lntroducmg more variety in work, increasing res lities, and

making work more interesting, challengmg and motivating. Jgtf cigrgement tmphes
additions of more functions and increasing the variety of the. @ t the additional
responsibilities involved are of a horizontal nature. Job; nrlch impliesan
improvement in the quality and variety of work. and th ional responsibilities are’
of a critical nature encompassmg selfcontrol. Again thdfob enlargemént merely

‘makes a job structurally bigger, while job enrj t prdvides the opportunity for the. .
employees’ psychological growth. The job enridighen approach to ]Ob demgnmg is

- therefore more oflen recommended byt havi : '

10 10 CHARACTERISTICS UNDERLYING JOB
ENRICHMENT

e Accordmg to Ha:.kman and (Dldham the followmg are the :mportant ]ob

* * ‘characteristics underlylng ]Ob ennchment

a) Skill Variety: This provndes opportunities for emp]oyees to perform awide range
of operations in their work and use a wide variety of equipment and procedures.

' b) Task Identity: This allows employees to do an entire or who]e plece of work 50 that
employees can c!early |dent|fy the result of their effort. :

c) Task Significance: This makes erhployees feel that the jobl has a substantlal lmpact
* on'others. The impact can belon others in the organisation, as when the worker. "

performs a key step in the waork process,, ot it may be on-others outside the

organisation, as when the worker helps to make a life- -saving instrument.

‘d) Autonomy: This makes employees feel that the work is their own and they are’

- responsible for whatever success or failure ensumg from theirwork. Autonomy _

- méasures the extent to which’ employees have a say in scheduhng their work, selecting
the equipment they will use, and deciding on procedure to be. followed. The aulonomy

. is created through.a process of “vertical Ioadmg that is. the worker is given

. self—management rlghts in multlple areas. -

g e} Feedback: The worker musl recewe useful and hehevable |nformat|on regardmg
the job performance Feedback may come from the job itself or from the ! supervisaror’
from olher persons ' R
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10.11 HOW TO ENRICH JOBS?

Usually job enrichment is undertaken at the management initiative, often with the
assistance of behavioural scientists as consuitants for analysing the content of the job
and designing a new job-structure. The management’s initiative is aroused by its .
perception of workers’ apathy and indifferent perforingnce, high rate of absenteeisia.
and other symptoms which indicate that workers do not like the jobs they are doing.

There i's,no one way of enriching a job. The technology and the circumistances dictate
which techniques or combination of technigues could be appropriate. According to
Tripathi, some of the important techniques followed are: S :

i) Rotation of tasks, broadening of qualifications of skidls and respansibilities;,
enhancement of the intrinsic interest of the job and removing or lessening
supervision. . ' :

i) Increasing responsibilities of individuals for their own work. o .
iii) Giving employees more scope to vary the methods, sequence and pace of their
work. - :
v} Giving a person or a work group a complete natural unit of work i.¢. reducing
task specialisation, _ : _ _ o
v) Removing some controis from above while ensuring that individual or groups
. are clearly accountable for achieving targets or standards. '
vi) Allowing more say or influence in setting targets and the standard of performance.
vii) Giving employees the control information that they need to monitor their own
performance., o ' .
viii) Encouraging the participation of efyploydes in planning work, innovating new
techniques and reviewing resufts. R ' ’
ix) Introducing new and more gftficuly tasks not previously handled.

x) Assigning individuals or gr pecific projects which give them mare

responsibility and helgghem to Increass their expertise, -
xi) Making crisis decision lem situations rather than retying on the boss,

As observed by E
that of job autonomgf!
and job enlargement.

% [ is given seif-management rights in multiple areas. In various
programmes¥ additional responsibilities include setting one’s own work schedule and
work break, in &stablishing work merhods, making onie’s own quality checks, varying
the work place, changing duties with others, setting priorities as o work performed,
making crisis decision in'problem situations rather thaz relying on the bess and
training less experienced workers. :

. FliBpo the most critical core dimension of job enrichment is
Certainly the critical difference between job enrichment - -
he autonomy is created through a process of “vertica} loading™

Flippo outlines the theory of job enrichment in the followi'r_tg figure or model prepared
by J. Richard Hackman and Greg R, Oldham. - . - : '

Modet of Job Enrickment

- Core Job ) Critical Personal and work
Dimensions Psychological States outenmes
Skill Variety = Experieticed Meaning- - High interest
Task Identity . fulness of work’ work performance
Task Significance :
Autonomy - Expericiced ' High quality
. ' Responsibility : work peclormance
for cutcomes of the . : :
wark '
Feedback - _ : ' K;mwl.edge of the High motivition with
actual work activities = - the work
Emplayee Growih - Low absentscism and
mecd sivengih . turnover,




Some Expértmenté of Job Enrichment and their Succeéé 0

_ Rei;iésigning of jobs which job enrichment involves._'is acomplete proée_ss and needs

expert advice and guidance and a detailed study of the existing socio-technical system,
even a long period of frial with new forms of t}perations. However, numerous job
enrichment experimental programmes have been reported in'the literature on this
subject, At the Olivetti plant in Itaty, where assembly methed hes been given

up. each worker is now given the responsibility for a'large job like an entire key -

board, the final assembly of an electronic calculator, a print system etc. Af the
Kremafactory in Reims in France, workers aze specially trained so that they can

-operate without supervisors. The workers prefer this system and now the plant

requires 20% fewer employees and so the workers can earn more in the process, A
dye casting p]am near Stockholm was suffering from high labour turn-over and poor
productivity, In 1971 the management decided, on the basis of expert advice, to take
major steps: (i) to transfer part of the responsibility from the supervisors to groups of
workers and (ii) to introduce a flexible wage system based on group achievements.
The results were: (i) productivity rose by 40% over a two-year pertod, (i1) labour turn-
over droppéd from 60% to 18% and spoilage dropped from 4.3% 10 3%. The
experiments of the Institute of Human Relations. London, in British Coal Mines
proved that a small self-managed team doing a variety of jobs was more productive
than each man working alone even when seml-automdnc equlpmem had been
introduced.

A mo:fe famous experimient was that carried out in a new plani at Pocs-Grunn by the
Norsk Hydre Co., producing chemicals and fertilisers. Work in the plant had been

cne particular area of work, including mainienance and clearing
quality control. A special action committee consisting of an @ ‘researcher, the plant
manager, the representatives of the local union, of supervisgrs 2 d of the personnel
department, met weekly to watch and guide and ex ent in the early stages. Later
on this work was taken over by the ‘Department Com which had been setupin a
Norwegian industry under a coliective agreem ith the union in 1967. The findings
in quite a few establishments where such exp ere conducted, were that
productivity increased 20% or more with less sifiervision and the workers had high

job satistactien. This attracted the att f industrialists all over Europe.

In the Traveller’s Insurance Company, bof a key 6perator was enriched to
include: (a) working for one-particular department; () communicating directly with

user-clients; (c) chebking one's own guality; (d) establishing a personal work schedule;

and (e) correcting one’s errors. This resulted in an increase in the quantity of cutpui by
31%, decrease in the error rate by 8.5%, and a decrease of 3% in the rate of
absenteeism.

A recent survey of 58 companies with job enrichment brogrammes has revealed that
two-thirds fen ihai product quality had improved and balf said that employee turn-over

* was down to an average of 18%. Over ope-third reported decrease in absenteeism by

16%. and one-third indicated that emp]oyee salmfacllon had improved with
grievances droppmg by 16%.

Despite the well-developed theory and many reports of programme succe_ss, one can
say that job enrichment is not a panacea. When a large insurance company attempted
to introduce job enrichment, 82% of the affected employees reported liking the jobs,
byt almost as many as 68% stated that the employees’ morale was lower because they -
were not being paid in proportion to increased duties. Success of job enrichment
process is influenced by employees’ growth need. Those bigh in the need for
achigvement are more likely to respond to job enrichment opportunities, and
employees with low achievement needs are often unaffected by these changes. A
person with high achievement needs is one who feels a need 10 accomplish semething
important, to compete against a challenging standard of excellence and prefers to

Jeceive a clear feedback of results. Again, employees who are younger and more

educated arc more responsive to job enrichment. The fact that all employees are not |
alike in their growth needs is further indicated by another survey of some 1500 cmp.oyees
which reveals that white collar employees ranked “interesting work™ as most
important. On the other hand, blue coller employess ranked “interesting work’ in the

Empioyees Motlvation
and Job Enrichmend’
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. wul] be'a success wllh all employees

1’0.12-SUMMARY_-. N ._ L L

: .:]lcnatron of warkers from thi
j .:dvancmg modern te
" the jobs horizontatly!

. rewarded adeq?
* techniques used are
* qualifications or skills and responsibilities, increasing job autonomy by Iesfenmg or
-, femaving supérvision, enhancement of the intrinsic interest of the job. ete.

. 13 SELF TEST QUESTIONS

) sevenlh posmon after such items as security, pay. helpful co-workers, arj: clearly

defined responsibilities. Hence management should not assume that jOb nnchmem

E

Willingness to work is as important a comiponent of one's performance as his ability to - -

- wark. if not more. Motivation means not only wiltingness to work but also wilhngness
“to-'work in a desired manner which may help to attain organisational ob|euwe The -
_incentive can be meant to motivate employees to better performance. Ifnportance of

.- motivation as a management function is obvieus from the fact that it is anj.:SSentlal _
. pre- requisite for the survival and growth.of an orgamsauon .which largelv deperids on .
-+ the efféctive utilisation of the workforce. And it is not possible unless the workforce is
. motivated adequately. Every human problein has a motivational element. Apart frorn
-other characteristics. motivation is a situational and’ complex problem as :‘Lrelaies to
- -human behaviour and attitude towards work \\hlch is qub]ect to change and'sa
. _'dnfflcult to pred:ct - : : :

: Employee molwanon i§ intrinsic as s well as extrmsu: because itis affecled by elements
present both within and outside the job. This is confirmed by motivation theories

formulated by social'and behavioural scientists. Some of these theories indicate the

_-factors inciuding human needs. which influence emplovee motivation. p icularly
 Maslow’s and Herzberg's theories of motivation which have been discussed in this -
N Umt Ho“e\ er.in pr.tctlce emplovees attitu

and behaviour at work are influenced

t§working and quality of work life. They

are aIso mﬂuenced by personnel pr ¥ lems ’recruitment, selection, promotion andi
N handlmg of oonﬂlcts gnevances and - .

job’ ennchment has arisen from the mcneasmg
ob monotony and boredom created by |
ogy drid specialisation. The management tries to tmprove -
irgement) or vertically (job enrichment) on perceiving
workers’ apathy'r indi rent performance, highi rate of absenteeism, and other
symptoms ind @* githat the workers do not like their jobs even when they are -

fﬁ' for the same. Important job enjargement. and ennchmem
: additional job functions, rotation of job tasks, broadéning of

The need forjob enlargeme

Experiments have been made in India and other countries to improve the guality of
work life by enriching or enlarging the jobs with such good results as increased output,

: decreased absenteeism. dropping grievances, and increased employee satisfaction.

However, the response of blue-collar employees and employecs with low growth necds
Wd‘\ ﬂl“ CI‘ICOUIngﬂg

1 Def ine motwat:on Descnbe 1tscharacten§t|cs

2 D:stmgunsh between motivation and moraie What can mottvate and de; 'notivate"

‘workmen? -

3 Explain Maslow's and Herzberg s theories of mollvatlon and their relevanoe o
'labour conditions in India.

4 Whit do-you understand by job enrichment? How does it dlffer from]ob

enlargement? Can these techniques i nmprove employee motivation? How?

5 Discuss the need for and techniques ofjob ennchmem Have they been tried
anywhere" Ifso with what results" : :

Answer the above quesuons from your memor)r each answer covermg nol‘morﬂ

thian two pages. .




"10.1_4 KEY WORDS?_ -

meate Processes b\r whlch a subordinate is.encou raged to actina manner wh ich’
belps in attaining orgamqauona] objectives. - : -

- Joh Enrichinent: Itis a process of achesmg and L2 prov,nb rhe derwed SdtledCtl(]l‘l

Cfoma job.

- Jeb Enla;-g,e;mm A pragess of redestgnmg the ]ob to mcrease the respm‘ ,oﬂm{a

_and makmg the }ob more chal]engmg
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UNIT 11 PERFORMANCE, MONITORING
 AND APPRAISAL

Objectives

Once you have completed Unit, you should be able to:

® appreciate the role of performance appraisal in the achievement of organisational
objectives .

* cautinn yourself about the serious problems that may make the PA system unrefiable
and mvaltd

e devise methods that will ensure objectivity in the PA system

o use performance appraisal as a Jevelopmental tool

Structure

11.1 Introduction

1.2 What is Performance Appraisal?

11.3 Job Performance and Performance Measurement
i 1.4 The Problems of Validity and Reliability

11.3 Methods of Appraisal

1.6 Making Performance Appraisals More Effective
11.7 Summsary

11.8 Self-assessmet Test

11.9 Key Words

1110 Further Readings

11.1 INTRODUCTION Q

24

A major concern of every manager shouldbe to chgtribute positively towards the
achievernent of the orpanisational objeg Organisational effectiveness is often
equated with managerial efficiency. As a¥gapdger, you can ensitre organisational
effectiveness anly by guaranteeing the full Milisation of the human resources available
through the individual employees under your guidance. Hence, the need for
monitoring and measuring the performance of employees. In this Unit, our attempt
shall be to understand the meaning and relevance of performance appraisal systems.
We shall also examise the popular methods of appraisal, the common problems of
these methods, and look at the possibilities of overcoming these problems.

11.2 WHAT IS PERFORMANCE APPRAISAL?

Performance Appraisal (PA) is the process through which an individual employee’s
behaviour and accomplishments for a fixed time period are measured and evaluated.
The major purpose of measuring and evaluating is to assess the worth or value.
Performance appraisal is a systernatic and objective way of judging the relative worth
or ability of an employee in performing his task. Performance appraisa helps to
identify those who are performing their assigned tasks well and those who are not and
the reasons for such performance. Performance appraisal is thus the process of
reviewing an individual’s performance and progress in a job and assessing his potential
for future improvement. It is a systematic method of obtaining, analysing and
recording information about a person that is needed: '
e for the efficient management of business/organisation
® by the manager to help him to improve the job holder’s performance and plan his |
career :
© by the job holder to assist him to evaluate his own performance and develop

himsetf.
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Performance Appraisal from an Organisational Perspective

The PA process for organisations is typically led by the perscnnel fenction,
Pertormance Appraisal can be viewed as a six-step sequence as shown in Figure . The
sequence is significant because it begins and ends with the personpel function and is
ultimately justified by the value of PA in helping to make several administrative

decisions,

PA from a Manager’s Viewpoint

Much of the responsibility for doing the PA lies directly on your shoulders as the
manager. You will be usually asked to define the desmands of the employee’s position

and translate these into some expectations for the employee, such as

Wl

JLexpect you ta

reduce absenteeism by 20%” or “I expect you to respond prompily io customenry’
requests for service”. How the employee actually performs is observed by you over a
fixed time period, resulting in 2 final evaluation that is documented on a form. These
evaluations should be shared with the subordinate. The process ends with
recommendations from-you 1o the higher management for one or mare administrative
decisions regarding the employee, such as his promaiion, a salary incréase, training or

any other,

Figure I. The PA Scemario as an Orgarisationzl Eveni

7 Step 1 i
Personne! distri-
butes PA form o

Step £ i

Formisused for |
cmployment
decisions

O

Step 5
Completed form
is returned (g

Step 4

Information on
\ the form s

\ shared by the
manager

Step 2
Manager completes
form on employec

Completed form is
reviewed by seconed-
level manager

P —

|
(Source: Dewries, D.L. et al.: Performance Appraisal on the Line. John Wiley & Saps, 1981

11.3 JOB PERFORMANCE AND PERFORMANCE

MEASUREMENT

Most PA systems are designed 1o measuze individual job performance. Defining job
perfonmance in an organisation at the individuai level is often & difficult process. This

attempt, however, is based on the following assumptions:

1 X production can be measured, there is less need for cinployee appraisal, because
each person can be judged according to the amount produced. But, if ttfne.wo:rk :
performed canpot be measured, the personnel characteristics which lead to increased
productivity and contribute to employee performance must be determined.

It is assumed here that there are traits and characteristics which lead to iarodu.ctivity.
These traits and characteristics can be perceived, isolated, messuved and evaluated.
The foitowing characteristics are generalty accepted as meritorious bases for _
appraisal: work quality, reliability, cooperation, job knowledge, initiative, attitudg,
safety consciousness, attendance, learning ability, health and physical candition,

adaptability, judgment and responsibility.




2 A secand assumption is that objective ratings or ranki:igs of employees’ productive

contribution can be made on the basis of their performance characteristics. Itis -
further assumed that these can be correlated with specific characteristics of job. .
perfonnance to'show a causé and effect rclat:onshsp between employee characteristics
and productivity on the job., . :

Therefore the suceess of PA measuretnent rests on the extent to which job
performance criteria can be specified. Howéver, it is extremely important that you -
should select the performance criteria only after defining the job content with the help
of a formal job analysis procedure discussed in the previous unit. Thus, ]Ob
performance involves defmmg what criteria are to be measured.

. Although job performance involves indentifying appropriate criteria, performance:

measuremert involves how performance criteria, once defined, wilt actually be
measured. Most organisations, in fact, depend on judgmental indices of job

~ performance for performance measurement. When you depend on judgmental

indices, the PA measurement is suscepnble to numerous problems of rater accuracy
and dependability. :

Activity A i
List the performance cnterla of your own }oh

11.4 THE PROBLEMS OF VALIDITY AND RELIABILITY |

It is important that you should be aware of the problems that can affect the validity .

_ and dependability of the PA systems.

The Validity Problems :

Performance appraisals are mtended 1o evaluate the performance and potentlal of
emgloyees. Still, they may not be valid indicators of what they are intended to assess
because of & variety of limitations on their use.

l) The halo effect: The tendency of the evaluators to base assessments of all individual
characteristics on the rater’s overall impression of the person being evaluated is
termed ‘the halo effect’. The individual characteristics are presumed tobe
independent of each other and in effect, the halo effect is the tendency to generalise
from a predetermined overall impression for the appralsal of specific traits and
characteristics.

§i) Bias: Very often, your appransal may become mvahdated because of your own
biases as an appraiser. You'may be biased for several reasons such as regional or
religious backgrounds, social or interpersonal conflicts. It may also happen that you,

as an evaluator, do not like the person you are evaluating. Bias may alsobe a factor of .

time. Recent experiences are more likely to impress, wh;le there is-a tendency to -
forget or overlook more distant events.

ili) lnllaﬁon of ratings: There is a tendency to inflate ratings, which at times, happens
over time, or it may even happen at all times with some raters.

d Apprs
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iv) Central tendency: This is the tendency to avoid using the extremes !nf rating scales
and to cluster the ratings around the midpoint, :

v} Lemiency error: Leniency error occurs. when the rater artificially assigns all ora
certain group of employees high performance ratings and all or certuin|scorcs chuster
at top levels of the management scales. |

vi) Strictness error: Strictness error occurs when the rater artificially assigns all or
ceriain groups of émployees low performance ratings. and all or certain scores cluster
at the botiom levels of the measurement scales.

Activity B _ ' .
Prepare a list of crrors anid biases that you think are present in PA syst'

m used in.vour
OWwn Organisation. . |

Reliability ensures ity affd consistency in the measurement results. Instability
over time and incoiMgentes among raters can considerably reduce thefreliability of
the PA. Mor I, reitability may be reduced dus to inconsistent use oflmeasuring
standards, | aining jn appraisal techniques, and inconsistency between
different rate

11.5 METHODS OF APPRATSAL

Unfortunately, there are no accepted standards to determine which method of
evaluation produces the best results. There is a range of techniques that are used by
organisations; here again, there are no commonly accepted and utilised norms. Let us
look at some of them and examine their utility forus. .

Global Essays and Ratings

In a typical global rating approach, the rater is asked to provide an overdll'l estimate of
performance without making distincrions among performance dimensions. In the
essay format, the rater is asked to respond narratively to a question such as “What is

your overall evaluation of this individual's performance for the past year™? |

Without specific performance criteria derived from a job analysis pmcch.\re‘ neither
the global rating nor the generat narrative can be considered job-related. Therefore,
both these techniques have serious limitations. '

Trait-rating Scales

Graphic or trait-rating scales usually comprise a list of ﬁersonality traits. You

- as a rater will be required to indicte on a numerical scale the degree to which the

individual being appraised possesses these traits. The trait-rating approach is
mulii-dimensional o the extent that some informal analysis is usually conducted to
generate 2 limited number of traits appearing on the PA form, .
| \
- . '\ : B
v' [




However, since they lack specific job-related definitsons, wrait-rating scales are
extremely vuinerable to errors such as halo, strictness, Jeniency, and central tendency
that severely uffect the validity and reliahility of the ratings.

Ranking ProcedureS / I

In such @ procedure, you aré required to provide - overall evaluation of performance
either by checking one of the following categories: Top 1%, Top 3%, Top 5%, Top
104, Top 30%, Top 50% (Typical), Bottem 347, Margingl, and Unsatisfactory.
Ahcmdtwclv you can distribute your empioyees along a scale on the basis of
performance or simply fist mel()yues names in order of effectivens i oo particular
dimensions.

Atthough ranking procedures often show reasofable inter-rater reliability and
eliminate ather rating errors such as central rendency, they are typically not based on
specifically defined measures of job-relevant performance.

Critical Incident Methods

While using it critical incident method, you must document the positive and negative
behavioural events that have occurred during a given performance period. The
obiective is that you can use this information to review performance as a series of
positive/negative behaviours related to a job.

This approach requires a grea( deal of inference on your part as a ratet to determine
which incidents are critical 1o job performance, and hence subject fo a]l the problems
relating to subjective judgments.

Behaviourally based Scales and BARS .

Behavioura! Anchored Rating Scales (BARS) are descripti rious degrees of
behaviour with regard to a specific performance dimension. chaviours,
spcc:flcally defined, provide you the anchors for ratin

Although these scales rcprcsem job-refevant dj
pose probiems for you in determining which : served behaviours match with
specificully anchored performauce scales, Despitg this difficulty, BARS are a
signifigant improvement, since ey re ss infefence on your part as a rater than
traditional trait-rating approaches.

sion ofpcrformance they stili

The BARS proceduse typically involves five steps:

1 Critical incidents

Individuals who are knowledgeable of the job in question {incumbcnts and
supervisors} describe specrﬁc examples of both effective and ineffective jeb
behaviours. ;

2 Perforinance dimensions
The behavicural incidents are clustered into a sm aller set of performance dimensions
{usually five to ten).

3 Retransiation

Another group of job-knowledgeable participants assigns each incident to the
dimension that best describes it. Those incidents meeting some predetermined
percentage of agreement with the group in step 2 regarding placement (typically
50—80%) are cansidered to be retransiated.

4 Scaling incidents

The same group as in step 3 rates the behaviour described in each incident in terms of
effectiveness or ineifectiveness on the appropriate dimension by typically using seven
or ine-point scales. Average effectiveness ratings for each incident are then
determined and a standard deviation criterion is set for determining which incidents
will be included in ihe final anchored scales.

§ Final instrument

- A subset of the incidents that meets both the reiransiation and standard deviation
criterion is used as a behavioural anchor for the final performance dirnensions. A firal
BARS instrument typically comprises a series of vertical scales (one scale per
dimension) that are anchored by the included incidents. Each incident is placed on the
scales based on the rating determined in step 4.

Performance, Mouitoriag
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| ‘& Tiien Scde from BARS Procedure

» L shows understanding. sensitivity. <
sappuet. covriesy, tact and couperation in
iltéracticn with ditiers ‘ tould be eiﬁettéﬂ i ckﬁl!in Jo patient that
: the st 1§ suppased io tol ilji the bed ahd
show paltiétt Hiow to call the Rirse.
& » coihd bie expeeted io temdin calitt aitd potite
- whieh éoitfioiited by afi abitspl Visitof:
gl offerinig assistafice to help wqh the probl»m
T ® could be expected to feel for~wekei™ :
L subotditiates occasiondily dnd taue Kiet cuny
tusks for theif tdhe difficuli gres:
Usuatly shows understanding, sensitivity. iy T
suppuort. couttesy, tact and conperatmn m
interaction with Gihers . 3 . .
¢ could b cxpeeted to becotts frustéated i
- some staff dealings
¢ could be expectcd 1o resenit dssistéirice tffered
3 - by co-worker or supervisor
Seldoi shows biiderstanding sensivivivy, . i et
sufipoit, courtesy. tact and cooperatwn in
iriteraction with others :
@ could be céxpected to be concerned with otvi
[ problems and not to help others,
. could he expected to speak abiapity abd”
- discouricously when @nswering a custdiher's
1] inquiry ebout an entire dish that wa?. new to
the reguliar menu.
{Sonirce: Hammer, W.C. & Schmidt, ] 5.) Contempaorary Problems in Personnel {Rev. ¢d.).
"Chicago: 1977). _ i . .
Ohjective and Goal-setiing Procedures -

baseq scales focus on job behaviours, objectivel and
cus on outcomes. An employee is assessed on the basis of
esult of job performance. In these approaches, goals and

While the behavioura
goal-setting proced
what hie produces as 3

~ standards sh be set Bither by you alone as the manager or jointly by you and your

subordinat you ate tequired to appralse Evaluation then will be based on
whether the golgBbjectives have been met in relation to the predetermined
standards. in this method, you as a rater determine not only which aspects of
performance to measure, but also, which standards to use in determlmng poal
achievement.

|
Activity C J
Review the methods of Petformance Appraisal used in your organisation and evaluate
their- advant_agcls and limitations seen in the context of your own organisation.
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11.6 MAKING PERFORMANCE APPKAISALSMORE T et Ay,

EFFECTIVE |
1 performance appraisals afe to be successfal, they should

i) bebased on performance standards '

i} result in a face-to-face performance review, and

iii) be based npon multiple assessments.

Resull-oriented Schemim .

Result-oriented schemes embody the principles developed by Doiglas McGregor and
the management by objectives (MBO) philosophy based on Peter Drucker’s writings.

‘McGregor suggested that the emphasis should be shifted from appraisal to analysis.

This, according to him, implies a more positive approach, The subordinzte is no.
longer being examined by the superior to determine the former’s weaknesses; rather
the subordinate is examining himself in order to define not only his weaknesses, but
also his strengths and potentials. He becomes an active agent, not a passive object.
The aim is to relate assessments to a review of performance against specific targets
and standards of performance agreed joirtly by the superior and the subordinate. This
procedure has the following advantages: o

i) The subordinate is giveh the opportunity to make his own evaluation of the results

he obtains. When the subordinate is discussing results and the actions that

produced these results iwith you, he is-actually appraising himself and gaining
insight on how he can improve his own methods and behaviour. :
i) Your job as a manager shifts from that of criticisirig the subordigate, that of
helping him to improve his own performance. . _
iity Mt is consistent with lheibciief that people work better @ ey have definite
goals which they must meet in specified periods. '
Performance Reviews |

The purpose of performanée review is to an: hat a'person has done and is doing
in his job in order to help him to do better by dgeloping his strengths or by
overcoming his weaknesses. The phr riormince review supgests a deliberate
stocktaking exercise, This stocktakin alysis of the actual performance based
on the predetermined goal?‘and standardy/ -

Counselling ; S : N
Counselling is a vital part of performance reviews if they are to achicve their prime
“purpose of helping people o improve and develop. Unless carefully and sensitively
handled, your subordinaies become more dissatisfied after your counselling than they

were before. In a well-conducted periormance review session, you should ensure that -
the employee discusses wofk problems and he should be encouraged 1o bring out his

. own solutions to them. Thi';s will provide the intrinsic motivation thal can be derived

“from work itself and the process of tackling work problems.

However, it is jmportant t¢ remember that effective counselling requires the use of -
skills witich few managers are likely to acquire in the normal course of the work, Itis
essential, therefore, that you should acquire the necessary skills through proper
training and practice under guidance. ' _— =

Potential Reviews

A meaningful exeicise in performance appraisal should include a review and appraisal
of potential. The review of potential is concerned with forecasting the direction in
which the subordinate's carcer can and should go and the rate at which he is expecied

to develop.

The assessment of potenti{gl requires an analysis of existing skills, qualities and how
they can be developed to the _muiual advantage of the company and the employee. .
There is also an imponaml;counselling aspect to the review of potential which consisis’

of discussions with the individual about his aspirations and how these can best be
matched 1o the future foresecn for kim. These discussions are a vital part ofthe
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~ manifold probiems that beset the PA sysi@gns ail methods,

procedure because they can provide you with information about your employees’
feelings on the subject, which may have a direct impact on plans for development,
including training and job rotation. They can also provide employees with additional
motivation and encouragement which they need to remain with the company.

| Using Multiple Appraisals

To reduce problems of validity and refiability, it may be more useful to use multiple
ratings rather than single evaluations. While the rating of oie supervisor may not be
valid, the overall pattern of several ratings do provide an indication of overall
performance and potential for development. Peer ratings, self-ratings and
subordinate-ratings are various attempts that have been made recently to improve the
PA systems. More positively, self-ratings may be useful to include, because employee
participation can improwe the quality of the PA process. In fact, the more objective
methods like MBO and goal-oriented procedures necessarily include self-rating as an
important part of the overall appraisal of performance and potential.

11.7 SUMMARY

This unit was meant to shatpen your understanding of performance appraisal system
as a managerial tosl. Appraisal has been dealt with in this unit, primarily as a
fundamental process of communication, and also as a technique of organisational’
intervention.

It has attempied to increase your sensitivity aWgn appraiser by bringing into fucus the

Finally, it ought to have increased kill in evaluating the performange of others
more systematically and objectiv

.. |
11.8 SELF-ASSESS T TEST |

® Explain briefly the paoblems of validity in the PA system.

- ® Briefly ex vantages of MBO for evolving a more objective PA system,

s Construct a for evaluating the performance of your subordinates,

11.9 KEY WORDS

Performance Appraisal: A systematic assessment of an individual performance in
order to assess the changing needs, potential for promotion ar salary review, etc.

Behavioural Anchored Rating Skiils (BARS): These are descriptions of various degrees -
of the behaviour with regard to a specific performance dimension.

Performance Review: A formal process of assessing the actual performance of a

worker as compared to pre-determined goals and standards,

Counselling: Personnel function concerned with giving practical help to emptoyees on
personal problems, both at work and in their private lives.
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BLOCK 4 COMPENSATION PLANNING

It is extremely important that |lhe employees should be adequately paid for their
services. You as a manager, should be able to plan, develop and administer an-
_efficient system of compensation. Compensatlon planning has as its primary objeciive
 the creation of a system of remuneration which is equitable from the viewpoint of both
the employer and the employec. The determination of a rational wage policy is
dependent upon not only the mtcmal issues of equity and jOb worth, but also on the
larger issues of economy and soc1ety

The first unit tn this block on “Economic Background and Staff Compensation™ will
take you through an examination of the need for evolving a wage policy, the major
components of the pay structure of the Indian Industrial Worker, the various methods
of wage payment and wage fl)liauon It is often difficult to adequately compensate the
employees.merely by fmancnal payment. In fact, monetary wages paid for the services
- are grossly inadequate for the employee to support and maintain himse!f and his

_ family, especially in the event of crises of various kinds.

- The second unit on “Laws and Rules Governing Employees’ Welfare and Bencfits”

' will discuss the various statutory and non-statutory schemes of social welfare measures
and social security benefits. A compensation system should be able to attract and
retain good talents. In other words COmpematlon has a motivational aspect as well.
The prifnary function of a compensation is to integrate job worth, individual job
performance and the external market forces. Your compensation systeffghould be
internally equitable and externaily competitive. '

.The third unit on “Compensa|t10n and Salary Admlmstratlon gatiemptio
 familiarise you with the systems and procedures of designing @ inistering salary
'svstems. :

| .
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UNIT 12 ECONOMIC BACKGROUND AND.
'EMPLOYEE COMPENSATION

i
1
i

| Objectives {_
‘ After studying this unit, you should be able to:
define the rationale of a wage policy
identify the major components of pay packet
identify the methods of wage payment
tdentify the methods of wage fixation
design wage incentive schemes
develop productivity-linked bonus schemes.

h

. Structure

12.1- Introduction :
12.2 Need for a Rational Wage Policy
12,3 Components of Industrial Pay Structure. -
12.4 Methods of Payment | _ _ ' .
‘ 12.5 Methods of Wage Fixation ' ' _ - |

12.6 Summary _ _
12.7 Self-assessment Test | ' .
12.8 KeyWords - | . « N\
12.9 Further Readings 3 2

12.1 INTRODUCTION
| i

You as a manager would proﬁably give en .@ Le compensation the first place in your
priority list, and rightly so. Employee comp®hsation is an extremely important issue
for every manager, and over the years compensation has become a complicated issue.
. Not only are the issues of intérnal equity and justice important; but also the larger = .
issues of the wider economy a’;nd society impinge immediately on the problem of
dompensation. In this unit we shall attempt to unravel the complexities of employee
‘ compensation, and examine the important dimensions of the rationale of wage policy,
the components of pay pac_ke"t, meéthods of payment and wage fixation. '
’ . i .

_ | |
12.2 NEEDFOR A I;'{ATIO_NAL WAGE POLICY

Formulation of rational wage policy has always been one of the most significant social
demands. Initially as an economic issue it was mainly the concern of the employer.
But, with the industrial progress and subsequent industrial balance between
employers and employees, wage bargain has become a matter for the three-fold
_concern of the employer, employee, and the state.
|

Any rational wage policy has;to be woven into the socio-economic texture reflecting

the objectives and aspirations of the people of a particular country. it cannot be deatt
with on purely economic considerations in isolation from the social policy and political
culture of that particular community. ' '

Problems of wage policy sholld be of great concern to employees, management and

the government alike. The presstires of rising prices encroach on the living standards

of employees; the demand for higher wages and better working conditions creatgs

price, market and production problems for the management; and the final burden of _ _
finding a solution to the pro slems of wage policy ultimately falls on the government. .. : - 141
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Economiic Objectives of Wage l’c_:llic';;pr

An important objective of any society is the achievement of maximum economic
welfare. This requires first, that the national income shall be maximised, secondly that
the national income should be divided equally among all the members of the
economy, and thirdly there should be a fair amount of stability in the national income.

In general, economic welfare will be maximised if the highest and most stable

standard of livi :g possible for each section of the community is attained. In order to

secure this, it is necessary 1o achieve: (1) the full employment and op#imum allocation
of all resources; (2) the highest degree of economic stability consistent with an -

‘optimum rate of economic progress; and (3) maximum income security for all sections

of the community, The major objectives of wage policy must be aimed at attaining
these conditions. ' : | .

The Social Objectives

A given wage policy must be instrumental in achieving: _
i) the elimination of exceptionally low wages,

ii) the establishment of “fair” labour standards;,

iii) the protection of wage earners from the effects of rising prices, and

iv) the incentive for workers to improve their productive performance.

The social and economic objectives, no doubt, are closely inter-rejated. Measures
inspired by social considerations inevitably have economic effects, and those desigried
to achieve specific economic results have social tenplications. For exﬁ!mpie, the raising
of wages through fixing a statutory minifgum wage will normally affect production and
employment in your organisation; angd if yy take measures to keep costs of
production at a competitive level it maW rate the aspirations of your employees,

Keeping the above facts in mi @ essential that wage policy should be necessarily
inter-related with broader ecorfggi@’decisions on the one hand, and with the goals set
for social policy on the Wages, being a price for labour, lrave to be in harmony
with other prices in the%hlence it becomes necessary to maintain a balance
between the obje s of dconomic development and the principles of a2 democratic
of a wage policy. As we shall see in the course of this unit -
it a complex exercise. '

these demands nia

Activit : o o
Try to anal¥€e the wage policy in your organisation by exantining the rationale behind
the existing practice. :



173 COMPONENTS OF INDUSTRIAL PAY STRUCTURE ~ fupiee Companein

As you know, an industrial pay packet in India consists of several elements: basic
‘wage, dearness allowance; house rent allowance, city compensatory allowance,
annual statutory bonus, and incentive bonus. The basic wage, dearness allowance and
the annual bonus make up the bulk of average worker compensation. A wide range of
statutory and non-statutory institutions influence the determination of basic wage, .
dearness allowance and the annual bonus. Governmental machineries such as the

_ industrial tribunals, labour covrts and national tribunals have profoundly infleenced
the course of pay structure. Therefore, an understanding of the pay structure itself
should give us an insight into wage determination..

Basic Wage _ : _ o - .
Basic pay is a stable wage paid over a period of time. This could be ona monthly,
weekly or daily basis. This pay is the normal rate for a given level of output. It is the
price to be paid to get a given job done. It usually progresses over time. '

Basic wage is built upon the statutory minimum wage, the awards of the industrial
tribunals and the directives of the pay commissions at the national and state levels and
by collective bargaining. This minimum wage, according to the recommendations of
the 1949 Report of the Fair Wages Committee appointed by the Government of India,
_ should provide not merely tor the bare sustenance of life but for the preservation of
the efficiency of the worker by providing some measure of education, medical
requirements and amenities. :

It was after the end of the Second World War that industrial tribynals% d courts have
set the pattern of the basic wage in industries through awards giveyjn gfitlement of
industria? disputes. Basic wage of an industrial worker bage@eg a “standard budget”
concept for a family of four, should include food, clothinng and fuel. An
underlying assumption behind the basic wage legisiation is'tha he industry does not

.have the right to exist uniess the minimum needs o rker are met. We shall
discuss more of this in a later section on ‘Methods of§vage Fixation’.

Dearness Allowance

The system of dearness allowance ( s instituted after the First World War as a
result of steep rise in prices of essenti modities. The DA was to protect the wage
earners’ real income by neutralising the Thereased cost of living. The DA, therefore,
was to give relief to the worker in inflationary conditions, by trying to offset the cost of

* living with an additional allowance. However, wide variations exist in the fixation of
DA. Nevertheless, we shall attempt to identify some methods of payment of DA "
primarily by examining some. important questions. The first question that may be .
asked is, should the payment of DA be made automatic upon the movement in the
cost of living? A related problem would be, should the industry’s ability be a relevant
factor? Another important question is, at what Jevel should the price increases be
compensated: should the neutralisation be 100 pex cent?

In general, there are two systems of DA payment: one is a flat rate system of

neuftralisation, and the other linking the payment of DA to the consumer price index.

The Aat rate system provides a lump-sum payment o the employees over a period of

time to adjust for the growth in inflation. The system is simple and easy to administer.

The consumer price-linked system, on the other hand, attempts to neutralise the -

actual increase in the cost of living. This method, as you can see, is more realistic .

because it regulates the payment of allowance on the basis of actual price movement

in a given region. There are two variations of DA tied to the consumer price index.

First, a specified rate of DA is fixed for every point rise in the price index, regardiess

of the income groups. In this system, all employees receive the same amount of _ |
allowance, but the Jower paid would then get a higher proportion of their basic as DA. |

The second form is based on income groups and cost of living brackets or “slabs” . In

. this method, the absolute amount of allowance increases with each higher income
group related to changes in the brackets of price index as opposed to each point; at the _
sume time, the magnitude of relief as a proportion of basic pay is steadily reduced with 143
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‘'the textife industry in the country did not show profits. -

€ach higher income group. The advantage of the DA-income slabs is that it introduces °
an element of stability, because the allowance does not change with evety point in the
tost of living index. S ' : :

Employer’s Ability to Pay

An important issue of dispute between labour, management and industrial tribunals
has been whether the employer's ability is relevant to the payment of DA. Industrial
tribunals have consistently heid the view that the employer's paying ability is a major
factor in the payment of DA and thus the Indian adjudicators of the DA question
have favoured the position of the employer, . : '

The Problem of Neutralisation

How much of the price increase should be neutralised has been a matter of _ _

controversy in India since the Second World War, Industrial tribunals have supported

full neutralisation in principle for low-wage workers; but the range of recommended

neutralisation has been 50-90 per cent of the price increase. The tribunals have been

governed by the following considerations: o -

1 The recognition that the industry’s paying capacity does not permit full .
neutralisation. C : : i

2 Fult neutralisation is feared to lead to more inflation.

3 Employees, like other groups in society, should sharc_‘in the hardshipsi caused by
inflation. : . S ;

© Activity 3 :

Take the DA component of the p_éy packet Ofghe non-executive emplby%:es in your
orginisation and work out the degree {0§hichYhe DA is related (neutralisesj to'the
consumer price-index. o - . o

Mf-SMﬁng_Bonm : :
Payment of bonus is an annual issue which every employee eagrly looks férward to.
The payment of annual bonus is a constant source of friction every year i India. It has
some unique features. From an ex-gratia payment, it has become obligatory. There

are statutory minimum and maxinium limits.on the amouat of bonuses to be paid to
the employees. : : : '

During the First World War employers (of textile industries in Bombay and
Ahmedabad) paid up to 15% of the basic wage as bonus to the workers, and the
practice to compensate workers for the rise in the cost of living continued, However.
in 1923 the employers anniounced that they would not be able tu pay bonusibecause of

deteriorating trade conditionis. This case was referred to the Bonus Dispites

Committee appointed by the Government of Bombay. The Comrmittee came to the

conclusion that the-workers’ claiim for bonus could not be upheld in a Court of Law as’



‘Immediately after the Second World War, enterprises began to show large profits Ecenomic Backgronnd and
while the prices of essential commodities rose rapidty. Bonus disputes increased in " Employee Compensation
large nunibers. The Government of India appointed a Committee on Profit-Sharing '

(1948) under Rule §1-A of the Defence of India Rules for compulsory adjudication of
disputes. The Committee could not arrive at 4 unanimous recommendation. Under

the provisions of the Industrial Disputes Act, in 1950 the Labour Appellate Tribunal
was set up for the settlentent of alf bonus disputes. The tribunal developed the “full
bench formula® as a basis for payment of bonus and was approved by the Supreme
Court. The formula suggested that the surplus available after deducting five items
{like national depreciation, income-tax, return on paid-up capial, return on reserves
and amount for rehabilitation) from the gross profits wilk be distributed as bonus
the workers. :

The Bonus Commission appointed by the Government of India in 1961 recommended
that a minimum 4% of basic plus DA and a maximum of 20% to be paid as bonus.
Based on the recommendations of the Bonus Commission, the Payment of Bonus
Act, 1965, was promulgated for the payment of bonus to employees with a safary upto
Rs.1600 p.m. ‘This imit has been raised to Rs.2500 through an Ordinance in 1985. The
objective of the Payment of Bonus Act, 1965, was to introduce a new formula for
calculating bonus with limits of minimum and maximum and a principle of “set-on and
set-off” to smoothen the inequalities of psyment over a number of years (see
Appendix 1 for cateutation of bonus under the Payment of Bonus Act, 1965).
According to the principles of set-on and set-off tﬁe deficit of one year could be set-off
against the surplus of the subsequent years and the surplus over the maximum amount
payable, i.e. 20% of the wages, would be carried over to the next year. This process
couid continue for a cycle of four years. : ' '

The cutstanding feature of the Bonius Act, 1965 is that the paymen imum .
bonus was made obligatory on the part of the employer, w bg his organisation
made a profit or not. In the same process, bonus became aof right for the
empioyees. The Act applies to factories, and ali other privaféwae public sector
establishments which employ more than 20 persons.

The Payment of Bonus Act, 1965 was amendeghig 1963 1972, 1975, 1977 and 1980.

According to the 1969 amendment the tax r poct of the bonus paid or
payable in an accounting year was to be jncle inshe available surplius of the
succeeding accounting year, which wi shared between the employers and
employees. The 1972 amendment rais inimum bonus to 8.33% regatdless of

profits ur losses. The 1975 amendments roduced a new character to the concept of
bonus. Bonus was no longer to be considered as a deferred wage but was to be linked
to profits. Bonus payment was to be based on productivity. Among the other
important features of this amendment included: '

1 Minimum bonus was reduced to 4%. If the company made no profit, it had no
compulsion to pay the minimum honus.
2 Negotiations to get bonus in excess of 20% were sought to be positively
discouraged. : ' .
3 Employees in Banks, LIC, Ports and Docks, and non-competitive public sector
_undertakings could receive an ex-gratia payment up to a maximum of 10% in lieu
of bonus. : T B S
“The 1977 amendment once again declared bonus as deferred wage, although at the -
samne time it put emphasis on promoting bonus agreements based on increases in
productivity. It also fixed the minimum bonus at £.33% of salary eamned during the
. relevant year and the maximum at 20%. Employees of Banks, LIC, Ports and Docks
and non-competitive public establishments wese to be paid ex-gratia amount not
restricted to 10% but beiween8.33% and 20% based on bargainiag.

The 1980 amendment sought to make §.33% bonus as a,permanent feature and made -
the banking compa'nies and the Industrial Reconstruction ‘Corporation of India bound
to pay bonus. In March 1980, a national seminar dciib;rated on linking bonusto
productivity, and came o the conclusion that it was difficult to evolve a oorpmoq _
formula for productivity-linked boous: The major reason behind L_E\zis view is the fact
that productivity depends on many factors other than workers’ contribution.
However, many industries, bath in the private and public sector, have been

‘attempting 10 work out bonus schemes based on productivity/production. 14.5.
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Let me explain here what is meant by productivity and f; ...in. According to the
Report of the “Study Group on Productivity and Incentives” (1969), productivity i is
the process of optimising/maximising the economic utilisation of alf available _
resources. It also includes the process of investigating and utlllsmg the bestknown -
resources, and creating ) NEW respurces for different activities, for industrial,
commercial, agricultural services or any activity. In this sense, productmty is the net
result of a combination of inputs, including men, machines and capital, in the best
possible manner. Productivity exclusively related to men or labour is catled labour
productivity. Labour productivity i i measured as  outpu! per man hour. '

Production is the number of physical units produced by an organisationfora
particular year. Anhual productivity can be evaluated in terms of the apgregate
performance of each department or unit. Then the allocable surplus is divided
between different units in ratio of- their relative performance Inthe caseof =~
continuous process industries, the, productmty is measured in terms.of per capita

production.

You may follow the followmg steps for developing 4 productwlty lmked to a bonus
Step 1: Develop a measure of production/productivity.

Step 2: Fix the production or output base over which bonus is paid.

Step 3 Determme the relat:on between productlonfproductmty and bonus

Acﬁvnyc :
Developa producuon!productmty lmked bonus sche:rne for your ergamsatlon usmg
the formula for calculat:on of available sufplus. .

L B T R R L L L T LT e

Other Contponents of Pay Packet

. By virtue of being the member of an organisation, an employee receives a number of

other bénefits, some in cash and some in kind. These are generall v referred to as
perquisites or fripge benefits. Many of these have no direct link to the work or qutput
of a worker. Over rhe years, somie of these have become statutory. These mclude

. eompensatory c:ty allowance -

® house rent allowance
¢ leave travel concession

® provident fund
& pratuity

- @ growp-linked insurance scheme

®. pension fund

& medical benefits

® ESIS . ' '

* accident and death eompensatlon whlle on duty in addition to other schemes
thirough the company’s own insurance plan

- ® leave with pay

# educational allowances.



These perquisites are provided to enhance the employees” motivation and loyalty to Economic Background and
‘theit organisation. In many cases these may be the result of a collective agreement at : Esnploges Compensation
the initiative of trade unions. We shall deal with these benefits in greater detail in the

unit on “Laws and Rules Governing Employee Benefits and Welfare™.

12.4 METHODS OF PAYMENT

You may compensate your employees on the basis of time rate system, payment by
results or measured day work. Let us look at each of these systems.

Time Rate System

Under this systern the employees are simply paid a predetermined rate per week, or
hour for the actual time they have worked. The basic rate for the job can be fixed by
negotiation, by reference to local rates, or by job evaluation. This system is prevalent
in the engineering and processing industries and among cletical, supervisory and
managerial personnel where there is no rigid standardisation of work, and a certain
amount of skitl is involved, Within the time paid for, a minimum standard of
performance is expected,

From the point of view of employees, the advantage of time rates are that garnings are
predictabie and steady. Morcover, they need not argue with supervisicén and
rate-fixers about piece rate or time allowances.

The disadvantage of time rates is that they do not provide the motivatig of a direct
incentive relating the reward to the effort. You cart overcome this pygblemy of
incentive by adopting a system of measured day work, which we shal isefiss a little

- later. Alternatively, you may also use some formi of mierit aw derit awards may be
in the form of additians to the base rate of so much per hour ﬁw with an upper
limit. They may be awarded on the basis of the purely subjecti®® dgmentof a
superior, or determined by reference to systematic me’ sment procedurées which
will review the workers’ performance in terms of utpudskilt, versatility or time
keeping.

Payment by Resuits System

Under this system the pay or part of the elated to the number of items a worker
produces or the time he takes to do a certaMamount of work. It is applicable to simple
manual operations, where the effort of an individual can be measured in térms of
quantity or quality. This may be through a straight piece-work or a differential
piece-work system.

Straight Piece-work is payment of a uniform price per unit of production. This is most
appropriate where production is repetitive in character and ran easily be divided into
similar units, In this sysiem, you can pay a worker a flat money price for each piece or
operation completed (money piece-work), or you can pay him for the time atlowed to
complete a task(time piece-work).In the latter case, if the worker completes the job in
{ess than allowed time he gains the advantage of time saved.

Differential Piece-work Systems allow you to adjust wage cost per unitin relation to
output. In this system the wages cost per unit of production falls as cutput increases.
Al the same time the hourly rate of workers’ earnings still increases, although not in
proeportion to the increased output. This system is possible whére itis easy to relate
effort to production and the work is standardised, repetitive and measureable. You
should keep quality in find while adopting the piece rate syster.

Measured Day Work

In this system the pay of the employee is fixed on the understanding that he will
maintain a specified level of performance. The pay does not fluctuate in the
short-term with performance. You can define the required level of performance and
‘monitor the actual level with the help of work measurement rmé¢thods. What
distinguishes this system from the time rate system is the concept of an incentive level
. of performance. You are putting the employee under an obligation to perform at the
effort icvel required by the guarantecing the incentive payment in advance. 147
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quantity or standard, Yo

suted day-work offers enhanced earnings.in.exchange for an incentivelevel pf .
performancc "The fol]owmg criteria may. be. usefui for its successive ()pf:frd ion.. -

* ‘total comimitriient of manawemem emp!oyu:s and: heir unicns. Thigcanbe
achleved by caréful p]annmg joint consultation’ training, and a phased o
introduction of the system

® arréffective work meastrément system;.and. efﬁc;cm pmducuon p]annmg and

- -control and inventory cantrol procedures .

®  the establishment of 2 logical pay structure with appropnau dlffercnnals from the
beginning of the-scheme’s operation, The structure should be due!opcd by the: use
of job evatuation.and in consultation with the cmpluyees . TR

¢ the maintenance of good controt systems to ensure that com,ctm dC[lOI’l is taken
quickiy if there is any shortfall on targets. R0 Y

Yet another method of payment 18 mcemwe schemes We sh lll bave a hﬂef look at
-wageinuenllve Lo A P T PR . . : Coe

Incent!ve Schemes e . RTINS R :
While wage incentives’ increase the eammgs of wor!fcrs they cany dt the | *;ame time-

improve the efficieriéy of your organisation.. Improving efficiency:will naturaily lowgr:
your costs. The Study Group of the National Commission on Labour recommendrd:
that wage incentives should be used for effective utilisation of L manpower, whichiis the
cheapest, gu est and’ nearns of increasing prod‘u' tivity. It furt'wr staied Ihat
the only practicable and'self-sustammg means of rnprovmg _ anpower unhsanon is to

_.mtroduce incentive schemes and stimulate human effort in order to provlde a posntwe

motivation:tg. grealel outpul

WhatnsaWage Incentwe" N

; twation A wage :ncemlve bcheme IS the
alny producecl over and above a spemﬁed :
: ply an centive scheme 10.an mdmdua! a group ar,
to all employees in your ¢ fniSation, :

Wage incentives are extra fma
payment for work of an accr:pt_ b,

It 15 impottant to,
better standard of
‘standard’, TS€, You must use your discretion i mtroducmp an incentive
the standards of performance; But while. doing this 3 you must also..

ensure the a ability of vour. schemc by the. workers and their unions; .,

Kixing the St.andard

You thay fix the standard by taking the average perfm mancs of the pr(.vlou's yedrs and
adding to it the percentage you comsider ‘pecessary fo.bring it to 2n acceptabie level.
There are also scientific methods: avallable to you for this purpo. Let us have a lpok
at some of them below. _— S :

Time Study mvoﬂves the followmg SIEPs:

© Break down the operation into dlstm::t umts : SRTE
® Calculate the production time when the workcr is actudlly wor kmg )
* Rate the level of performance of an ernpleyee in compansan 10 thal of a normal -

worker or group involved in the same process 0f pmduct:on L
® Arrive at the normalised effective time for the, operation. '_ ' 'f o
® Evolve the standard time by making al]owmcex for fatlgue eu,

Work Measurement includes the time study misthod: Other work' mégsurement
technigues are:

Synthetic data: You may be in possession of data from prewous stud ies of operatmna
similar to those for whiich you are intending to ia i i '

data and maklng same adjustments and synthes:smg dvallabie fa'rts_}ou__{_:an_:d__raw upd

new’ mcentwe scheme

Anzlytical estimation is a process in wh1ch you canestimate a re.honable standard
time for each job by comparing it with previous data denved by work measurement -
techmques “This is more applicable to non-repetitive jobs. : n



Activity sampling: Percentige of working t_imc-is‘determine‘d_b.y.m:iking'a large- -
numberof observations of the production process; the worker etc:at random. .
intervals. P S e e

) Economic. Background .aond
Employee Compensation

A scientifically designed and systematicalty admihistered fncentive schéme ¢an be

effective method 16 stimulate workers to greater productivity. ' Workers get motivited
o perform efficiently. They also fect satistied that they are being rewarded for the
extraz effort and efficiency. ST T e

Activity D, S
Identify an area of operation in'your orgar

idently an of oper _ tion where wage incéntives can be'’
1mr0d__u_§:ed'and de!?]gn an appropiate incentivé schéme. T T

12.5 METHODS OF WAGE FIXATION \_) _

When we talk-about wage fixation, éspegially with refergice to India, we must
consider the'concepss of a mminimum wage and €1 wagk. As you are aware, inIndia
several methods are used in fixing the Workers Wfgcs® Different bodies like the pay -
coTMmissions, wage boards) dustrial tripmgals aiN labour courts are enigaged inthis’
exercise. Wagesare also fixed tirotigh ‘@’ pe bargaining and job-evaluation. . -

There are a variety of ways through whichyOu can-arrive at an agrecment about wage
‘rates-and other related perquisites. In order to artive at a realistic wage.sate, You must
look at the labour: market to gather information on the current rate at-the vadous -
levels of skills that you wish to.employ people. You should also have:the knowledge of
the comparative wage rates in similar organisations for sirilar skills. Of cOurse, your:

_ organisation’s ability/capability to pay will be:an important criterion while fixing the .
wages. Let us look at some of the methods used for wage fixation.

Legislation
. The Industrial Policy Resolution distinguished between “sweated” industriesand -

“organised” (Unionised) industries. The Resolution recommended that the sweated
inqustries should be protected by a minimum wage legislatic jch was enacted in”
'1948. The Resolution recommended promotion of faif wage agregments between ™
‘employers and emplayess through tripartite boards',.-fl"he-Goverriment.’o_f; India.. ..: 7

appointed a Tripartite Comnittee on Fair Wages representing labour, employers and
government. In its repors submitted in 1949 the Committee distinguished inirnom,;:
wage, living wage, and faif wage. o o D s et

A minimum wage was to provide not merely for bare sustenance of life bat for
preservation of the gfficiéncy of the worker: It-must also provide for some. measure of
‘education, medical requiremients and-other-amemtics. =~ BRI

A living wage should enable the male wage earner to provide himself and his family
not merely the bare essentials of food, clothing and shelter, but the minimiim comfoft
inctiding education for thé children, protection against ill;healt-h;._-rcquiremc_ms_.o_i i
essential social needs, and insurance against the more important misfortunes.including

oldage: - "~ ] 49
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A fair wage was to decide the lower flooring of the wage nof less-than the minimum
wage, and the upper ceiling was to be set by the capacity of the industry to pay.
Between these two limits, the actual wage should depend on:

1 the productivity of labour;

- 2 the prevailing rates of wages in the same or smulalr occupataon in the same or

neighbouring localities;
3 the level of national income and its dlsmbut:on and
4 the place of the industry in the economy of the country.

However, it was only in. 1957 that the Indian Labour. Conference (ILC), a tripartite
national body representing government, labour, and management, decided to use the
“need” criterion for defining a minimum wage. This was need-based ensuring

the minimum hurman needs of the industrial worker, irrespective of any other

considerations. To calculate the minimum wage, the Conference recommended the

followiing norms:

I The need-based minimum wage must be calculated for a worlking class family
- consisting of three adults, supported by a single worker—a total of four
consumption units; '

2 Minimum food requirements should be calculated on the basis of a daily intake of
2,700 calories per adult engaged in moderate activity;

3 Clothing reguirements shoultd be estimated on the basis of per capita annual
consumption of 18 yards of cloth, amounting to 72 yards for an average famaly;

4 Housing needs should be calculated on the basis of house-rents charged by the
government for houses that it provides to its employees under the subsidised
industrial housmg schemes for low-incOgue groups; and

5 Expenseson light, fuel. and other cous items should approximate 20 per

cent of the total minimum wage. :

One of the abvious difficulties % bmenting a need-based norm originates _i:i giving
monetary content (o physicai uf he successive Pay Commissions have been
providing money éstima need-based wages. The Boothalingam Commitiee on
Fair Wage observed in 19§# that the real minimum wages could only be the absolute
national minimu espedtive of sectors, regions or states below which ne
employment wo' rmiited, The national minimum wage was 1o be fixed after
considering {1) its 2ffect on the generation of empioyment, (2) the existing wage
earnings i all-scale sectors, and (3) the effect on the unorpanised sector. The
wages fixe r the Minimum Wages Act were also {0 be revised every three years.
The fixation 3 (he need-baséd minimum wages was meant only to set a “minimum®’
standard. It would not affect ary higher wages already prevalent, deter an organised
effort for higher wages, or prevent the supply-demand factors from segulating wages.
On the other hand, the Payment of Wages Act ensures that the worker receives

his wages for the month he has worked within a ceriait date of the next month and
that no unauthotisd deductions are made without his sanctions.

Wage Boards

The setting up of tripartite wage boards for fixing wages was recommended by the
First Five Year Plan. The first wage boards was setup in 1957 fnt the cotton ‘exllle
industry, and graduaily tripartite wage boards became thc prmupal *nac*vnery for
wage fixation in the orgamscd sector in India,

The National Commission on Labour {1969) had constituted a Committee to study the
functioning of the' wage boards. The Committee sug, ~sted that the wage boards
should (i) create a climate for harmonious industrial relations; (i) safeguard the
interests of the community and to represent consumer’s interests; and (iii) derive .
standardised wage structure for the concerned indusiry.

A wage board is a non-statutory body consisting of representatives of employers and
employees headed by an independent chairman. An equal number of representatives
of employers and employees are appointed by the government. The chaimman .
nominated by the government is usually a serving or retired Judge. '

The procedure: A duiy constitwted wage board first issues a detailed questionnaire to

~ coilect information from the concerned parties. The board assesses the views of the

parties and makes its recommendations regarding wage structure. ‘The wage structure



recommended by a board is in operation for five years, However, the management is
not statuterily bound to implement the recommendations. '

Job Evaluation ' o )

Job evaluation is a systematic method of appraising the value of each job in relation to
other jobs in your organisation. Job evaluation based on a job analysis and description
helps to identify with precision the key tasks and responsibilities of the job. We have
diseussed in detail the technigues and processes of job anatysis and job evaluation in
your unit on “Job Description, Analysis and Evaluation”, :

The objective of a job evaluation as you have learnt from the above mentioned unit,

is to establish the relative degree of skill complexity of each job. This is achieved by
using any of the methods discussed in the lesson on job evaluation. By this process you
are able to grade all the jobs and then translate the data on the jobs graded into a pay
structure, with grades and rates of pay. The techniques and processes of planning and
administering the wage and salary systems are discussed in detail in your unit on
“Compensation and Salary Administration”. ' '

12.6 SUMMARY

This unit has attempted to explain the rationale of a wage policy. An effective wage
policy should be one which is based on properly defined socio-economic objectives. It -
has also tried.to explain to you the various components of an industrial pay structure,
the methods of payment and incentive schemes and the methods of wage fixation.

It has attempted to familiarise you with the various statutory requi s of the

Indian wage fixation and wage payment, and the processes igning incentive
schemes and calculating productivity-linked bonus. - '

v

12.7 SELF-ASSESSMENT TES~ &

worker, :
e Examine the unique features of the aiMual bonus in Indian industry.
® Briefly explain the various methods of wage fixation.
# Examine the steps involved in designing a wage incentive scheme.

@ Briefly explain the major compon%he pay packet of an Indian industrial

12.8 KEY WORDS

Wage Policy: principles acting as giidelines for determining a wage structure.

Labour Court: an adjudicating authority dealing with disputcs relating to standing
orders, discharge, dismissal, strike and lockout.

Industrial Tribunal: an adjudicating authority dealing with disputes relating to wages,
atlowances, hours of work and holidays, discipline, retrenchment, closure of
establishment, bonus, provident fund and gratuity.

National Tribunai: an adjudicating authority dealing with the same issues as industrial
tribunal but have a national importance affecting industrial establishments in more
than one state.

Adjudication: A judicial process by which the presiding officer of a labour court,’
industrial tribunal or a natiznal tribunal, after hearing the parties involved,
prorounces his award.

~ Job Evaluation: the process through which the relative worth/value of a jobis

determined.

Minimum Wage: wage sufficient to sustain and preserve the efficiency of the worker

Economie Beckground and
Employes Compensation
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and to provide-him the-basic amemues such:as cducatton medical.care aid.othe
needs fe i vt Sy P -

Living Wage: wage sufficient for a male worker to support himself and h'E family.b
pmwdmg the basic necessmes of hfe N ‘

Armstrong M S Heler Mutlis '1980°
London. _ _ -
Pay Commission Reports of the Government of India (various years).

Calcu’lation of Bonus

Calculauon ol' gmss prof ts"

Capnal rec‘:elpts and prof:ls ¥ profl #
income of business outside of Indi

Calculation of available surplu ‘
(Out of which bonus
From Gross Profits,
(a) depreciati ax ': rebate; (c)income tak payable; (d)return.on-paid: up capital;::;

{e) return op »» used on workmg capital= Avajlable Surplus {AS)} 60% of the
available surplus WAilocable Surplus which will beidistributed-as bonusfor am Indian »
concern. In the case of a foreign concern situated.in: Ind!a it is: 6?% of the d\'al!able -
surplus SR WO ety H

'.' oy

In the calculation of available surplus, the first three items (‘a’ to ‘") to beldeducted
are.common to.all the five categories of employers, namely, banking companies, o
companies other than banking, corporations, cooperative so ieties .othgr ;
companies not falling under the abpve four. The percentage of. pald up share. ‘capital,. ..
and reserves (1tems ‘d’ and ¢ ) dlffer accordmg to the Payment of Bonus A(.t 1965




3 LAWS AND RULES GOVERNING -
| EMPLOYEE BENEFITS AN

'Ohce yowhave completed this unit;, you should be able to:
e:identify the. objeerwes and ietits of labourwelfare measures and socral secunty
benefits R e L

. ldenufy the laws.and rules that prescrlbe_ \yelfare measures and seeunty beneﬁts

Structure :
131 Imroductron :

9 'Key Words ™
13 10 Further Readm

As apractising. manager, you are fuI]y aware of the strgins and stresses. of the modern.
jtdns.otautomated officés: He is, + -

and mental-stress-and aecldents

isate h1m adequate!y He needs an

' conslam]y exposed to tremendOus amou'nt"o
of vanous kmds No amount of wages ]

farnily. Labour welfare l'I'IBdSlll'CS and s0gial
divection of supplementing the' wages of the: mdusmal worker bv prOwdmg hlm extra
facilities and benefits. We shall éxaming thie’ 1mp0rtam welfaté measutes and benefits
available to th@."‘_"?ﬂ??! b__oth statutority and on,a voluntary basis - Sk

137 THE CONCEPT OF FRINGE BENEFITSAND, . . |

LABOUR WELFARE

There is.no: conceptual cianly in'so far asa prec:se deflmtlon of the terms of frmge 24
" benefits and labour welfdre is éoncerned: Tn fact'alarge number ofitems, 1rrespectwe
of their nature, are lumped under fringe benefits and welfare programmes. However;
the Oxford drctlonary defines labour welfare as “efforts to make life worth living for
workman”. The TLO Regional Conference described welfare tamean “such serv:ees
facilities and aménitiés, w niay be established outside or.ini. thé vicinityof & .
Gndértakings to enablé the pérsotis émployed therein to work in healthy and congemal
surroundmgs and to provide them with amenities conducive 1o good health and high _
morale :

The Report of the Comrmtlee on Libout Welfarev._( 969} includes under.it “sughir

-services, facilities, samtary and medical facititics, arrangements for travel :and from
work and for the accommadation of workers employed at a distance from.theit &» b2z
homes, and such other seryices, amenities and facilities, including social secunty
measures as contribute to’ 1mprove the coditions under which workersdre:
employed™. .. .. ... POES O . : -

In other words, Iabour welfare sel iﬁélude all"'e'x'tr'a-m‘ti'ral ."irid i-ntra-"-'rn'r.iral GESRER

- 153



Compensation Planaing ‘welfare work, statutory and non-statutory welfare facilitiés undertaken'by the
employers, government, trade unions or.voluntary agencies. They also include social
security measures which contribute to workers welfare such as industrial health,
insurance, prowdent fund, gratulty, matérnity benefits, workmen s compensanons,
retirement benefits, etc.

Labour welfare work can be (i) statutory or (ii) non-statutory (voluntary). Statutory
welfare measures, as the term itself indicates, are those services whose implementation
depend on the coercive power of the government. This the government ensures by the
enactment of certain rules to entorce the minimuin standards of health and safety of
workers. You, as a manager,  would be obllged to fulfil these reqmrements as they are

" statutorily enforced on you.

Non- slatutory welfare measures mclude all those activities whlch you may undertake
for the welfare of your employees ona voluntary basis. :

A Commlttee of Experts on Welfare Fagilities for Industrial Workers was constituted
by the ILO in 1963: The Committee divided welfare services into two groups:

(i) welfare amenities within the precincts of the establishment (intra-mural) such as:
latrines and urinals; washing and bathing facitities; creches, rest shelters and canteens,
arrangements for dnnkmg water, arrangements for preventron of fatigue, health
services including accupation safety, administrative arrangements to look after
uniform, and protective clothing and shift allowances. {ii) Welfare amenities. outside
-the establlshment (extra-mural): such as maternity benefits, social insurance measures
inchiding gratuity, pension, provident fund and rehabilitation, benevolent funds;
medical facilities including programmes for physscal fitness and efficiency; family
planning and child welfare; education faciftes including adult education; housing
facilities; recreational facilities includingsports, cultural activities, library and
‘reading room, holiday homes and leave t facilities; workers’ cooperative stores,
fair price shops and cooperative and credit societies; vocational training for
dependants of workers; welfare. % mes for welfare of women, youth and
children; and transport to and frofwie place of work.

13.3 OBJECPIYE OF LABOUR WELFARE

rious objectives for having a labour welfare programme. It could be.
to enable your workers to en]oy a fuller and richer life, and partly
economic to impfove their efficiency, and partly civic to develop among them a sensc
of responsibility.and dignity as noble citizens of the nation.

. We can ideg

The humanitarian approach has been gradually dominated by a more utilitarian
approach. The latter views welfare through an economic framework. The possible’
cost benefit to the organisation gains greater concern through lmproved or qmcker
output from the employees. :

Through well-thought out welfare measures, you can free your employees from the
worries of taking care of the basics of living and thereby to devote better attention to
the tasks assigried to them. In this process you are enhancing his effi iciericy and output.
‘Moreover, through an attractive package of welfare measares you can undoubtedly
attract and retain better people.

13.4 STATUTORY WELFARE PROVISIONS

These are amenities that are necessarily to be provided to the employees under
different labour legislations. The important legistations which call for these welfare
provisions include The Factories Act, 1948, The Plantatiop Labour Act, 1951, Mines
Act, 1952, Motor Transport Workers Act, 1961, and the Contract. Labour (Regulation
and Abolition) Act, 1970.

The Factones Act, 1948

_ _ The Act covers areas including health welfare safety; working hours, annual Ieave
154 with wages and employment oﬂwomen and children.



The Act is applicable to premises including precincts theteof whete ten or more
workers are employed with tie aid of power, or where 20 or more workers are.
employed without power.

The welfare amenities prowdcd under the act 1nt.lude
1 Washing facilities
. Facilities for storing and dry clothing
3 Sitting facilities for occastonal rest for workers who are obliged to work standing
-4 First-aid boxes for cup-boards—one for every 150 workers, and ambulance
facilities if there are more than 500 workers

5 Canteens if employing more than 250 workers

6 Shelters, rest rooms and lunch rooms, if employing over 150 workers

7 Creche, if employing more than 30 women

8 Welfare officer, if employing more than 500 workers.

,The Mines Act, 1952

The mine owners should make provisions for:

1 Maintenance of creches where 50 or more women workers are employed
2 Shelters for talsng food and rest it 150 or more workers are employed
3 A canteen in mines emploving 250 or more workers
4 Maintenance of first-aid boxes and first-aid roiims tn mines employing more
thag 150 workers .
50 pit-head baths vquipped with shower baths. (ii) sanitary latrineg, and .
(iil) lockers, separately for men-and women workers
6 Appointment of a welfare officer in mines employing more than
* after the matters relating to the welfare of the workers. '
The Plantation Labour Act, 1951 . . O
The following welfare measures are to be provided to tation workers:
1 A canteen in plantations employing 150 or my ’ '
2 Creche in plantations £mpioying 50 or mor
3 Recreational facilities for the workers and th _ _
4 Educational #rrangements in the es @ baghe children of workers, where there are
25 workers’ children between the age @ di2
5, Housing facilities for every worker and his family residing on the plantation. The
standards and specifications of the accommodation, procedure for allotrment and
rent chargeable from workers etc. are {o be prescribed in the rules by the Stat{,
Governmen. =
6 Medical aid to workers and their families. The workers are aiso entitled, subject to
any rules framed by the State Govcrnmenh to sickness allowancc and maternity
allowance :
7 The $State Government may make rules requiring every. plantation employer to
provide the workers with such number and type of umbrellas, blankets, raincoats,
or other such amenities for the protection of workers from rain or cold as may be

presciibed
8 Appointment of a We!fare Officer 1 plantations emp!oymg 300 or more workers.

The Motor Transport Workers Act, 1961

The motor transport undertakmgs afe required to make the followmg provisions in

the areas of health and welfare:

1 Canteens of prescrlbed standard, if employing 100 or more workers

2 Clean, ventitated, well- lighted and comfortable rest rooms at every place where
motor transport workers are required to halt at night :

3 Uniforms, raincoats to drivers, conductors and line checkers for prolectlon against
rain and cold. A’ prescribed amount of washing allowance is to be given to the -

. above-mentioned categories of staff.

4.Medical facilities are to be provided to the motor transport workers at the operating
cenires and at halting stations as may be prescnbed by the State Goveraments

5 First-aid facilities equipped with the prewrlbcd Lontents are to be provided in.cvery
transport vehicle.

Laws and Ruies ‘Governing
Employee Benelits snd Welfare
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The Contract Labour (Regulation and Abolition) Act, 1979

The contractor is required to prowde the following welfare and health measurcs to the

contract workers:

1 A canteen in every establishment employing 100 or more workers

2 Rest rooms or other suitabie alternative accommodation where the contract labour .
is required to halt at night in connection with work of an establishment

3 Provision for washing facilities

4 Provision for first-aid box equipped with the prescrlbed contents.

You may note that the Act imposes liability on the principal employer to provide the
above amenities to the contract labour employed in his establishment, if the
contractor fails to do so.

Activity A

List the major welfare measures provided in your organisation under statuory
conditions.

Let us o6k &t somie of the welfare amenities required under statutory conditions.

Canteen _ .
The Royal Commission on Labour anfighe Dibour Investigation Committee have Laid
considerable emphasis on the provision anteen inside the workplace. The ILO, tn

its Recommendation 102, meng0ne®his facility and fett that o competent zuthority in
each country should guide estdl pents with regard to nutrition, hygiene, finance,
etc. In India the Factorigs Act p™€s the responsibility on State Governments of
making rules to ensure p s of a canteen in any specified factory with more than
250 workers. Workers shofld be provided representation in the management of
canteens. The C sion on Labour Welfure has suggested that canieens should be
run on cooperativi@basis and that legisiation should be amended to empower Staie
Governme o make rules 10 meet the ob;ecuve of nutrition.

Creches

The need for setting up creches in industriat establishments was sturessed by the Royal
Commission on Labour in its report way back in 1931. The Factories Act lays down
that in any factory with more than 50 women workers a creche should be provided and
maintained for children under 6 years in clean and sanitary conditions. The creche
should be under the care of women trained in child care. The creche should have
adequate accommodation, should be property lighted and ventilated.

You must note that the State Geovernment is empowcered to make rules in respect of -
standards, equipment and facilities. Mothers c,hould also be given time to feed their
children at necessary intervals. :

Labour Officer

The Factories Act, 1948, provides for the statutory appointment of a weifare officer in
a factory in which 500 or more workers are employed. The Statc Government may
prescribe the duties, qualifications and conditions of service of officers employed. The
functions of a welfare officer include the broad areas of (i) labour wetfare (welfare
function), (i) labour administration (personnel function), and {iii} labour relations

- (conciliation function).

‘The sabour welfare function includes advice and assistance in implementing legistative
and non-legislative provisions.relating to health safety and weltare hours of work,
leave, formation of welfare comrnittees, etc.

The: tabour administration covers organisational discipline, safety and medical
admipistration, Jiaison, wage and salary administration, education of workers, etc.
The labour relation consists of settlement of disputes, promotion of harmonious
labour-management relations, etc.




13.5 VOLUNTARY WELFARE AMENITIES  sesis e vt

There are employers who have taken the lead and provided 2 wide variety of
welfare amenities to theiremployees '

:Educational Facilities

Economic and social progress is dependent on the quality of work force. Education
plays a crucial role in motivating and preparing the workers for constant change and
development that should necessarily happen in industry. The need for imparting -
necessary education to workers in India had been emphasised by the Indian Industrial
Commission (1918) and the Royal Commission on Labour (1931). The éducated
worker is naturally more receptive and responsible.

Educating the workers’ family, especially his children, is essential. It is an investment. -
in training your future workforce. The Central Workers Education Board conduets
classes for industrial workers. The National Commission on Labaur and the’
Committee on Labour Welfare recommended that trade unions should take an active
interest in educating workers and running schools for workers’ children. However -
there is no statutory obligation on any industry to impart education to workers®
children except in plantations.

Housing Facilities

Both the Indian Industrial Commission (1918) and the Royal Commission realised the

importance and necessity of improving housing conditions of industrifijgvorkers and

suggested various measures. In 1948, the Government of India pusforththe Industrial

Housing scheme. The Committee on Labour Welfare emphasised tigjgpportance of |

the role of the State Government in acquiring Jand near ind @ areas and renting |
LH)

houses at reasonable rates. The National Commission on lecommended that
the government should take the major responsibility for houstwg” The government
should also use all the help that employers can provi at fiscal and monetary
incentives should be provided to.employers 10 g ke it § viable proposition for them.
Transport Facilities _ ' |
The growth and expansion of industﬁ%ﬁo Mereased the distance for the worker

from his place of residence to his plac . Transport facilities for workers -
residing far from the workplace is essent relieve strain and anxiety. Such
facilities will, no doubt, also provide greater opportunity for relaxation and reduce
the rate of absenteeism. :

The Commitiee on Labour Welfare recommended the provision of adequate
transport facilities to workers to enable them to reach their workplace without Joss of
fuch time and without fatigue. The Committee also recommended that in industrial
undertakings where transport services are not provided, some conveyance allowance
mutually agreed upon between the ¢mployer and the employees, should be paid to the
employées, To encourage the employees to have their own conveyance the - )
Committee recommended that the employer should advance loans for purchase of
_bicycles, scooters, etc. . Lo .

Recreational Facilities

Recreation in the form of music, art, theatre, sports and games can play an important
role in thie mental and physical development of your employees. The importance of
recteation in creating a healthy climate for industrial peace and progress has been
-emphagised by several stud~ ~ms, committees and COMmMissions.

Thé ILO Recommendation on Welfare Facilities adopted in 1956 urged uponthe’

member countries to take appropriate measures to eacourage the provisionof

recreational facilities for the workers in or near the undertaking in which they are , ‘
-employed. These measures should, preferably, be taken in such a way as to stimulate

and support action by the public authorities so that the community is able to meet the.

demand for recreational facilities. ' . ' :

In India, provision of recreational facilities has been made obligatory on employers in -

plantations. The Committee on Laoour Welfare recommended that small units could. 157
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be lent a helping hand by the State in organising recreational facilities for its workers’
tir industrial housing colonies. Trade unions could also take the initiative and different
agencies could combine their efforts to provide a mintmum number of sports and
recrcational activities to keep the labour force fit and heaithy. Excursions can be
orgamsed, youth clubs can be formed and holiday homes can be provided for your
employees. ' |

Censumer Cooperative Socicties :
Thé importance of opening Consumer Cooperative Societies/Fair Price [Shops for the
workers was first realised during the Second World War. Daring this petiod a large
-naumber of Consumer Cooperative Societies were organised by the Government for
the distribution of controlled commodities. A Commitiee was set upin 1961 by the
National Cooperative Development and Warchousing Board to suggest measures for

the development of the cooperative movement.

The Committee felt that it should be made obligatory for employers and industrial
undertakings to introduce consumer cooperative activities in their labour welfare
programmes. The Indian Labour Conference in 1962 adopted a scheme for setting up
£onswmer cooperative stores in all indusirial establishments including plantations and
mines employing 300 or more workers. The employer was to give assistance in the
form of share capital, working capital, loan, free accommodation and oth ar amenitics,
The Industrial Truce Resolution, 1962, aimed 1o keep prices of essential commodities
low by opening a sufficieni number of fair price shops and cooperative stores so thai
_Wworkers were assured of a fegular supply of essential items.
Activity B ' .
Examine the welfare programmes available in Ygur organisation. in the light of the
points discussed above. identify gaps, if anWin the welfare measures and supgest ways
to remedy the gaps, '

Apart from t}
and voluntary

of social security.

. |
ifare measures provided under vanous schemes— both statutory
e are other benefits the exiployee is ¢ntitled to under the scheme

13.6 SOCIAL SECURITY: CONCEPT AND EVOLUTION

The concept of social security is essentially related to the high ideals of hiiman dignity
and social justice: 1t is in a way one of the pillars of the Welfare State. Social Security -
measures have introduced an element of stability and proteciion in the midst of the
stresses and strains of modern life, |

Soctal security programmes are increasingly being accepted as useful and necessary -
instruments for the protection and stability of the labour force. It is primarily an
instrument of social and economic Justice. It is a dynamic concept, [ts conient changes
with the social and economic system obtaining in  given time and space. The [LO
defines social security as “the protection which society provides for its members

- through a series of public measures, against the economic and social distress that

otherwise would be caused by the stoppage or substantial reduction of earnings
resulting from sickness, maternity, emplovment injury, unemployment, invalidity, old
age, and death, the provision of medical care; and the provision of subsidies for
farnilies with children” : '

I
The term social security came into popularity after the US Government pfasscd the
Social Security Act in 1935, introducing the old age pension system. The formation of
ILO in 1919 to promote social justice through (1) internationai standards;
(ii) providing information; (iii) technical assistance and guidance; and (iv)
cooperation with other international organisations, provided the impetusland
direction needed by most countries. '
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In India over the years a number of 1egislati§e measures havé been adopted 1o ensure Lows and Reles Goveruing
berefits 10 employees of industrial undertakings under the scheme of social security. Employes' Benefits od Welfare
Let us have a look at some of these important rules and regulations.

The Workmen’s Compensation Act, 1923

India’s first social security legislation was passed in 1923. The Workmen’s
Compensation Act was to provide injury compensation to industrial workers. The Act
imposes oiligation on the employer to pay compensation for accidents arising out of
and i course of aimplaymeni. The Act was amended in 1962 raising the wage limit to
Rs. 40 per month, acd the 1976 amendment raised the wage limit to Rs. 1,000 per
month, and a later amendment raised it to Rs. 1,600 per month.

The compensation limits in case. of death were raised from Rs. 10,000 to 30, 000 and
for permanent and total disablement from Rs. 14,000 to 40,000 by the same
amendment. The terin “workmen” in the Act refers to those empioyed in factories,
mines, plantations, construction work and other hazardous occupations, except those
covered by Employee State Insurance Act, 1948, and clerical employees.

The compensation is réfated to the extent of the injury or circumstances of death.
However. the employee cannot claim any compensation if he sustains injuries under
the influence of drugs, alcohol, etc. The Act provides for half-monthty payment for
temporary disablement. The compensation cannot exceed half the monthly wages.
The Act is adiministered by a Commissioner appointed by the Government. The
employer is required io file annual return giving delails of the compensation paid,
nember of injuries and other pamculam

If the workman cortacts any occupational disease due to the employm t in that
pariicular job, it would be deemed to be an injury by accident arisi

months.

If the employer does not pay the compensation within
“due, the Commissioner may'order recovery of not enl
asimple interest at the rate of six per cent per ang
justification for the delay in the vpinion of th
exceeding 50 per cent of such amount may be 1
penalty. * : _ '
The Employees’ State Insurance A 43

This is a pioneering attempt to provide medical facilities and unemployment insurance
during illness to industrial workers. The subject of health insurance for industrial
workers was first discussed in 1927 by the Indian Legislature when the applicability of
the convention adopted by the International Conference was considered by the
Government of India. The Royal Commission on Labour in its Report {1931) stressed
the need for health insurance for workers in India. :

aligissioner, an additional sum nat
Wvered from the employer by way of

The Act covers smaller factories using power and empioying 10 or more persons and
those not using power but employing 20 or more peopie. The Act has also been
cxtended to the new classes of establishments, shops hotels, restaurants., cinemas,
theatres, motor tranport, building construction, and newspaper establishments
cmploving 20 or more persons. It covers all employees, manual, clerical and
supervisory and employecs engaged by or through coniractors, whose remuneration
does not exceed Rs. 1600 per month. The definition of “employee” includes

. administrative staff and persons engaged in connection with purchase of raw materials
or sale or distribution of products and related functions. The State Government is
empowered to extend the Act to cover other establishments or class of establishments.

The scheme is administered by an autonomous corporation with the Minister of
Labour at the Centre as its Chairman, the Unien Health Minister as the
Vice-Chairman, and representatives of State Governments, employers and the
medical pro[ewon nominated by the Central Government.

The scheme 15 financed by contribution from employers and employees, with the State

Governments sharing one-eighth of the cost of medical care. The employer pays 4.7%

of the wage bill, a maximum of Rs. 7.50 per week on the highest wage scale, and the

insared person pays about 2.3% of his wage. around Rs. 4 per week. The maximum

corresponding daily benefit rate {or the insured person is Rs. 15. The State 159
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Government which impiements the scheme is reimbursed to the extent of 7/8 of the
expenses incurred on workers’ families and 3/4 of the expenses incurred in the case of
workers. In order to qualify for the benefit the worker should have L‘on_t:%ibutcd to the
scheme for a minimum period of 12 weeks.

The benefits provided under the scheme include: {i) Sickness and extended sickness
benefit; (ii) Maternity benefit; (iii) Disablement benefit; (iv) Dependent’s benefit,
(v} Funeral benefit; and (vi) Medical benefit.

Sickness and extended sickness benefit: For ‘nckne%s occurring during any benefit

period, an insured person is entitied to receive sickness cash benefits at the standard
benefit rate for a period of 91 days in any two consecutive benefit periods. Cash

benefits are subject to contributory conditions. An insured person suffering from long
term ailments like tuberculosis, leprosy, mental diseases, is eligible for extended
sickness benefit at a rate of 25 per cent more than the sickness benefit rate rounded ¢o
the next higher multiple of 5 paise, for a geriod of 124/309 days. Contributions are
calculated with reference to average daily wages, and wages have been classified into 9
groups for the purpose of fixing the contribution.

Maternity benefit: An insured woman is entitled to maternity benefit at double the
standard benefit rate. This is practically equal to full wages for a period of 12 weeks.

Disablement benefit: If 2 member of the scheme suffers an injury in the course of his
employment, he will receive free medical treatment and temporary disablement
benefit in cash. The temporary disablement benefit is about 70 per cent of the wages
as long as+the temporary disablement Jasis, provided that it lasted for not less than 3
days, excluding the day of accident. In case of permanent disablement, the insured
person will be given life pension at full rate N\g. about 70 per cent of his wages.

Dependants’ benefits: This provides tim8ly help to the eligible dependants of an
insured person who dies as a resulLof an ent or an occupational disease arising
out of and in the course of emplo Pension at the rate of 40 per cent more than
the standard rate will be paid per to widows and children in accordance with
the prescribed share. The fgpefit alS0 accrues to parents and grandparcots and any

other dependant up to the 18 where the deceased has no surviving widow or
child. '
Funeral henefit: t was introduced in 1968. An amount of not exceeding

Rs. 100 is paya

ble as fgeral benefit to the eldest surviving member of the family of the
deceased ing

dagerson. If the insured person did not have a tamily or was not tiving
with his fam e time of death, it i$ payable to the person who actually incurs the
expenditure on the funeral of the deceased insured person.

Medical benefit: The major attraction of the ESI scheme is medical benefit. Medical
benefit has been divided into three parts:

{a) Restricted Medical Care: 1t consists of out-paticnt medical cate at dispensaries or
panel clinics. Facilities of consultation with medical officers, supply of drugs,
pre-natal and post-natal care, family planning and immunisation services are -
available in these institutions. The beneficiaries are also entitled to call a doctor to
their house to see a serious case.

{b) Expanded Medical Care: This consists of consultation with specialisfs and supply
of $pecial medicines and drugs as may be prescribed by them. Facilities for special
laboratory tests and X-ray examinations are also available under this scheme.

{¢} Full Medical Care: Hospitalisatian facilities, services of specialists and drugs and
diet as are required for in-patients are available under this scheme.

When a persen is entitled to any of the benefits provided by the ESI Act, he shall not

be enfitled to receive any similar benefit under any other enactment.

An insured person will not be entitled to receive for the same period (a) both sickness

benefit and maternity benefit; or (b) both sigkness benefit and disablement benefit for

temperary disablement; or (¢} both maternity benefit and disablement benefit for
temporary disablement. When a person is entitled to more than one benefit, he has an
option to select any one of them. :

A dispute urising under the provisions of the ES1 Act has te be settled by the

Employees’ Insurance Court, not by a civil Court,

The Employees’ Provident Funds and Miscellaneous Act, 1952

The Act was passed in 1952 with the objective of making some provisions for the future



of the industrial worker after he retires, for the dependants in case of his early death, Laws and Rubes Governing
and to cultivate a spirit of saving among the workers. ' : Employee Benefles and Welfare
The Act applies to all factories and other establishments falling under any notified '

industry and employing 20 or more workers. Once the Act is applied, it does not cease

1o be applicable even if the number of employees falls below 20 The Act extends to

the whole of India except Jammu and Kashmir and the Assam Tea Plantations both of

which had a separate Act and Scheme. :

The Central Government is empowered to apply the provisions of the Act to any
establishment employing less than 20 persons after giving not less than two months’
notice of its intention to do so by a notification in the Official Gazette. However,
please note that the At does not apply to cooperative societies employing less than 50
persons and units working without the aid of power. '

Workers in establishments cmploying 20-50 persons pay 6.23 per cent of their “
earnings and those with a larger strength pay 8 per cent. Employers make an equal
_contribution. The Provident Fund is refunded with interest in the event of death,
permanent disability, superannuation, retrenchment, migration or on leaving service.
On retirement. or after 15 years of service a worker receives his own share and the
employer’s contribution. For shorter petiods of membership, the proportion of
employer's contribution varies according to the length of service.

“mployees’ Family Pension Scheme, 1971

A Scheme of Family Pension-cum-Life Assurance was instituted in 1971 with the
objective of providing long-term recurfing financia! benefit to the family of the.
member in the event of his premature death while in service. Underghe Act, the

word “family” means (i) wife in the case of a male member of thg famMy pension fund,;
(ii) husband in the case of a female member of the family Aiii) mi

1/6 per cent of pay
ernment, The Central

Under the scheme, a family pension fund Is created by dive
and an equal amount each from the employer and theState Gov
Government pays the administrative cost.of the sch

k Scifeme, 1976

? onts'to which the Employees’
Provident Funds Act applies. Wherg @ aonthly pay of an employee exceeds Rs.1600
per month the conteibution payable i ofct of him by the employer and the State
Government will be limited to the amouRt payable on a monthly pay of Rs.1600. The
special feature of the scheme is that only the employer and the government make
contributions to the scheme and not the employee himself, The employer is required
to contribute to the Insurance Fund at the rate of 0.5 per cent of the pay of the
‘employees who are provident fund subscribers. The Central Government also
contributes to the Insurance Fund an amount representing one half of the amount
contributed by the employer.

The above three schemes, namely, the Employees’ Provident Funds Scheme, the
Employees' Family Pension Scheme, and the Employees’ Deposit-linked Insurance
Scheme are administered by the Employees’ Provident Fund Organisation. The
administration of these schemes is in the hands of the Central Board of Trustees, a
tripartite body consisting of a Chairman, nominees of the Central and State
Governments and employers’ and employees’ organisations.

The Maternity Benefit Act, 1961

The Act is applicable to all establishments not covered under 1he ESI Scheme. The
Act was amended in 1976 to extend the benefits to all women workers earning more
than Rs, 1600 per month in establishments covered by the ES] Act. :

Under the Act, a woman can get maternity leave upto 12 weeks. Of this, b weeks must

be taken prior to the delivery of the child and 6 weeks immediately following that

date. During the period of leave the employee is entitled to full wages/salary. The

employee is alse entitled to a medical bonus of Rs. 25 if no pre-natal confinement and

post-natal care has been provided by the employer free of charge. To avail of the leave

and benefits, the employee should have put in160 working days of service in the 12

months immediately preceding the date of expected delivery. : 161
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(especially of manual workers)

The Payment of Gratuity Act, 1972 ‘

Gratuity is an additional retirement benefit. The Act is applicable to all factories,
mines, oil-fields, plantations, ports, railways, shops or establishments in which 10 or
more workers are employed. The Central Government can bring in any establishment
by notification under the provisions of the Act. )

According to the Act, an employee is entitled to 15 days wages for every year’s
continuance in service. Seasonal workers should be paid gratuity at the rate of 7 days
wages per season. The total gratuity payable shall not exceed more than 20

months wages. The Act applies to workers who do not have any managerial or
administrative capacity or are employed under the government and do not draw
wages of more than Rs. 1600 per month. Gratuity is payable on terminatiion of
employment after the completion of at icast five years of continuous service. This is
refaxable in the case of death or disablement, :

13.7 SUMMARY

In this unit we have attempted to underline the importance of labour welfare
measures and social security benefits. It has also tried to familiarise you with the
important Laws and Rules governing worker welface programmes and employee
benefit schemes. It has highlighted the need of these benefits and welfare measures
from the viewpoint of the worker and the advantages that they may bring to enhance
worker efficiency, morale and productivity. : j

4«

13.8 SELF-ASSESSMENT T{?@)

* Examine the objectives of we[frammes. ‘ :

* Name the impoertant legislation @ which statutory weifare measures are
prescribed. _ :

® Examine the welfare mea e employer is required to provide for under the
Factories Act, 1948 4and th Contract Labour (Regulation and Abolition) Act,
1974). ' S o o

® Briefly explain the Mgctions of the welfare officer. S .

® Briefly ex ¢ legislative measures adopted in India to ensure social security
benefits to strial worker. . : _—

13.9 KEY WORDS = | -

Social Security Measures: measures that will ensure protection by society to its
members against economic and social distress

Intra-mural: within the boundaries of the establishment (factory/organisation)

Social Welfare Acﬁvities:-activities;whichwill improve the living conditions of pedple

Extra-mural: Qutside the establishment’
Statutory: required under law o ;

Indian Labour Conference: An apex body at the national level consisting 'iLJf
representatives of employees, employers and the government to discqss and
recommend decisions relating to labour : : ‘ :
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"UNIT 14 COMPENSATION AND SALARY
ADMINISTRATION

Objectives

Once you have completed thls unit, you should be able to define and understand:
. ® aims of salary administration :

& principles of salary formulation

& design of salary structures:

@ steps involved in salary progresswn and the procedures of administering salary
systems.

Structure :

14.1 Introduction i

14.2  Aims of Salary Admlmstratlon

14.3 Principles of Salary Formulation

14.4 Component of Salary Administration
145 Salary Structures ; '
14.6 Salary Progression

14.7 Salary Administration Proceduree
14.8 Other Allowances

149 Summary P '
14.10 Self-assessment Test ; :

14.11 Key Words ! :
. 14.12 Further Readings .
14.1 INTRODUCTION - E o

Planned and administered salary system bf the most important aspects of
modem management. Deciding how and people should be paid is what is

‘covered under satary &dministration. In this unit we shall attempt to understand the
basic factors affecting salary administration. We shall pay special attention to the
process of fixing salary levels,-and designing salary structures. More dynamic aspects
such as salary progression policies and procedures will also be examined.

It is extremely important to ﬁavc a well mpensation system A properly

14.2 AIMS OF SALARY ADMINISTRATION

The atm of salary administration is to develop and maintain a salary system of policies

and procedures. A well-developed salary system will enable your organisation to

attract, retain and motivate people of the required calibre and qualifications Sucha .

system should also be able to-control your payroll costs. These aims and objectives

have to be seen in greater depth from the point of view of thc organisation, its

individual staff, and coliectively.

Organisatmnal Aims

The salary systermn should be tallored to meet the- orgamsatmn s special needs and o

should be easily capable of modification in response to’ change. In particular the aim

of the system should be: I

® Ensure that the orgamsatlon can recruit the quanuty and qua\lit)r of staff it requires

& Encourage suitable staff to remain with the organisation

® Provide rewards for good performanoe and incentives for further improvements in
performance . . _ _ _

® Achieve equity in pay for s:rmlar jobs o . 163
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o Create appropriate differentials between different levels of jobsin decordance with
their relative value - - ' J o

» Operate fiexibly enough to accommodate organisational changes and relations in
the relative maiket rates for different skills I

@ Be simple to explain, understand, opcrate and control :

* Be cost-effective in the sense that the benefits of the system arc obtained without
undue expense

Individual Aims

The individeal wants to feel that he is being ireated fairly, and he expects to be paid
according to his own evalution of his worth. His assessment will be based on
comparisons with market rates for similar jobs elsewhare and with ths pay received by
other staff in the organisation.

Collective Aims

| .
The objective of trade unions and staff associations must be to obtain the maximum
benefits for their mombers. They will want their members’ pay to keeplahcad of
infiation, to match or exceed market rates and to reflect any increase in the prosperity
of the company. Moreover, they will also want an equitable system anc may object i
merit review schemes based on management disczetion, becanse they ase thought to
be arbitrary and unfair, .

14.3 PRINCIPLES OF SALARY FORMULATION
!

The main factors affecting salary within ar crganisation are:

Extersnel relativitles: market rate ected by supply and demand and gensrsl
movements in pay levels. .

Internal relativitles: salary YiitiVities between jobs within the osganisation
depending on the vgyews attadhed to different jobs. : '

Individual werth: e of the individual’s performance to the organization,
External ities

Asalaryisa dicating, like any other price, the value of the service to the buyer
and seller; the employer and the employsd. The going raie for a job is its market rate,
and many will claim that a job is worth what the market says it is worth. [External
equity is a fundamentai aim of any satary system. If insufficient ar:temio%l is given to
market rates your organisation may not be abie 10 attract and retain good quatity
personnel. Although internal salary structure is not directly and instantaneousty
responsive to market forces at al] points, the general structure musi reflect the
changing pressures of the market. ' ' :
Internal Relativities

‘The value of a job within an organisation is relative. Within your cwn nganisation,
pay levels will be affected by real or perceived differences between the value of jobs,
Lt this sense, the value of a job is comparative. The ideal salary structure should
establish and maintain appropriate differentials based on an objective system of
measuring relative internal valves. As we have seen in an easlior unit, we must take
recoarse to job evaluation to arrive at this internal relative values of jobs. However,
when you design such an ideal structure you must also take account of external as weli .
as internal pressures. ‘

Individusi Worth .- . |

Aldthough the value of a job is relative to other jobs inside and outside the
orgenisation, the value of a persoil in the job is semething very speific to that
ivdividual. Henee, his salary shonld be infloenced by his périormance. The salary
system shouid, es far as possible, enable the individuals 10 be rewarded according to
e coniribution and pot restricted by the artificial basriers contsined in 5 rigid salary
steuctore, '




~ The wage/salary of an emplgyee in the orgamsed sector in. Indla is determmed by a - . cwm and Salary
variety of factors, as can be seen from. Flgure L SN . : | Adwiaistration

n.m I Wage M v:ﬁﬁu-_

Stage 1 ) o o Siagez

tndividual workmcn Collective bargaining  Localares
' P S ' going Tates
; wageboamd counts
Mutually decide Pricefor | W i l - R 2 \J« Employces’
—_— . - AN ;
on the wege the job 1\ ' A F - wage amxd
for the job . : ' components
i Phitoscphy Capacity
of management to pay
towards
. wages
' .
Emp!oyef- ) Region-cum-
iqdnstry
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res'ultsinthe'wa'gestmdme'
in & particular plant.

| Stage-1: Self contained mode] where external influence is marginat.
| Stage-2: Depicting the interplay of external and internal influence.

Source: Arun Morappa, Industrial Relations, Tata McGraw-Hill Ltd., 1985,

The salary stracture of an enterprise is built on the premise that each job has its own
price. This is deterinined by the scientific job evaluation method and/or by the going
rate in the area. Besides this, there are many region-cum-industry settlements like the
agreement between the manage'ment and the union of an industry in-a particular
geographlc region, which may form the basis for wage fixation, '

The wages that an employcr is witling to pay depends on his philosophy, Ius capacity
to pay, his competitive pos:tmn arid his ability to attract and retain a workforce by
factors other than wages. | : :

The government has always played a 51gn1f1cant roie in the delcnmnatlon of wages in
the organised sector. You are probably aware that there are a number of laws to
ensure payment of a minimum wage and payment on time. Moreover, given the
imbalanced positions of the employer and the employec the government has had
often to appoint wage boards to determine the wages in particular industries. You are
also perhags aware of the labour courts and industrial tribunals set up by the
governmeitt to settle wage dlsputes by adjudication.

- In unionised mdustnesforgamsanons wages/salaries can be determined through the
bilateral process of collective bargammg However, when such processes break down
or reach a deadlock, recourse is taken to government machineties of labout tribunals _
and law courts. . : ' o 165
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14.4 COMPONENTS OF SALARY ADMINISTRATION

- The starting point of satary administration is the determination of salafy fevels, Salary

tevels are determined by the process of job evaluation. Job evaluation, as we have

- seen in an earlier unit, is a systematic method of appraising the value‘of each job in

relation to other jobs in the organisation. This is done by identifying the key tasks
and the various dimensions of the jobs and thereby enabling you to-arrange themina
hierarchy of grading. You may refer huck to the unit on Job Description, Analysis and
Evaluation, fot the various methods and 1echniques used.

Once you have arrived at the salary levels with the help of job evaluation, you should
be concerned with: ' '

® the design and maintenance of salary structures

¢ the operation of salary progression systems

¢ the administration and controf of salary reviews

® 1he design and operation of other allowances

14.5 SALARY STRUCTURES

The salary structure consists of your company’s salary grades or ranges and its salary
levels for single jobs or groups-of jobs. One of the major aims of a job evaluation
exercise, as seen earlier, is to design a salagy structure into which jobs can be correctly
graded on the basis of an assessment of theifglative value to the organisation. It is, of
course, imperative to ensure that salari line with market rates. While
-designing a salary structure you agesagiempiing to provide for internal equity in
grading and paying staff and to competitive rates of pay. This, naturally,
cannot be achieved if a chaotic sdhgfpites and systems of payment exist in your
organisation. You can c&w?ﬁlary structure which may be any one of the following

or a combination of them:
Graded salary stru S

Salary progressio
Graded S Striictures _
A typical saj cture is one with a sequence of salaryranges or grades, each of

‘which has a deffied minimum and maximum. In this process you are assurning that all
the jobs allocated into a grade are broadly of the same value. However, you must
ensure that actual salaries earned by the individuals are based on their performance or
length of service. You may cover all the jobs in your organisation by the same
structure of salary ranges or you may design different structures for different levets or
categories of jobs. A properly designed salary structure should have the following
features: : ' : -

® All jobs are allocated into 4 salary grade within the structure. This aliucation, of
course, has to be done on the basis of assessment of their internal and external
value to your organisation. : -

® Each salary grade should consist of a salary range or grade. No one holding a jobin
the grade can go beyond the maximum of the salary grade unless he/she is
promoted, .

® Jobs can be regarded within the structure when it is decided that their value has
altered, This may be due to a change in responsibilities or a pronounced movement
in market rates. _

® General increases in the cost of living or in market rates are taken care of by
proportionate increases in the minimum and maximum salary levels.

& The salary grades should be wide é’ﬁough to provide room to recognise that people
graded at the same level ean perform differently and should therefore be rewarded
according to their performance.

¢ A differential should be maintained between the mid-points of 2ach salary grade.
This is to-provide adequate scope for rewarding increased responsibility on
promotion to the next higher grade. At the same time the gap between adjacent
grades should not be too wide as 10 reduce the amount of flexibility available for

- grading jobs.




® The mid-point of each grade s the target salary for the grade. You must assume Compensetion and Selary

that if there is a fairly steady movement of staff through the grade, the average o Adminkirution _

- salary of the staff in the grade will correspond with the target salary.

. @ There can be an overlap between salary grades which acknowledge that an
experienced person doing a good job can be of greater value to the organisation

. than a newcomer to a job in the grade above, ' '

# All jobs allocated into a salary grade should be broadly of the same level.
Therefore, they normally have the same minimum and maximum rates which
correspond with the grade boundaries. '

.® Progression within a prade depends on the performance of the individual. It would
generally be assumed that all fully competent individuals in any jobs in a grade
would eventually reach the normal maximum for a grade, if they are not promoted
out of it. In some circumstances, you may make provisions for exceptional
individuals to receive more than the grade maximum. This is desirable when there
are no immediate opportunities for promotion, and your organisation wishes to
retain their services without damaging their motivation.

¢ The number of salary grades or ranges will depend on, (i) the number of distinct
levels of jobs in the hierarchy, (ii) the width of each salary grade, (iii) the extent of
the overlap, if any, between grades, and {iv) the salary levels appropriate for the
most senior and most junior jobs—this will give you the overall range of salaries
within which you may fit the individual salary grades.

Make.up of a salary grade: A basic principle of a salary structure is that individuals
should advance through the structure either by progressing within thegsalary grade for
the job as they improve their performance, or by prometion. In i
people should move more or less steadily from the entry point of ¢
upper limit, unless they move to a higher grade. However, wesagn distifiguish three
stages into which this progression is divided. It would help can divide the

grade into three zones which correspond to these three stag

The learning zone: This covers the period when a pe his learning curve,
familiarising himself with the knowledge and skills reqijgred for becoming fully
competent. Of course, the length of time to h this zone will vary according to
the individual’s experience, competence and ablity to learn.

The qualified zone: This covers the n the job holder continues to increase
his capacity to do the woik and to imp performance. The minimum sajary in
this zone should be the market rate for the yob in so far as this can be determined.
Here, we are assuming that the market rate is the required salary level which will be
able to attract a competent person from another job tG join yoiir ofganisation. The

mid-point of the grade, i the salary level which all competent employees would be ' e

expected to achieve, This has to be above the market rate in order that you are ablets: ——
retain these individuals. ' . '

The premium zone: This is reserved for those employees who achieve exceptional
results but suitable promotion opportunities do not exist for them. This enables you to
. reward and encourage outstanding employees. ..~~~ 777 o oo

Designing thie Salary Structure L

The simplest way for you to design a salary structure would be to follow the following

‘steps: o 3 .

Step 1; Establish by market rate surveys and studies of existing structures and
differentials of the mest senior and most junjor jobs to be covered b the
structure. - '

Step 2: Draw up salary grade structure between the upper and lower limits, as
 established in Step 1, according to policies for differentials, the width of salary
grades and the size of overlap between grades.

Step 3: Conduct a job evaluation exercise, preferably by means of 2 sir}'iple ranking
scheme, although this could be refined by using paired comparisons.

Step 4: Obtain market rate data, bearing in mind that there is likely tobe arange of

market rates rather than a precise figure. 167
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‘Salary Progression Curves

. I, .
Step 5: Slot the jobs into the grade structure in accordance with the reﬁts of both the
job evaluations and the market rate surveys. It is here that judgrment is
required. While some decisionis on grades will be obvious, others will be more.

difficult. If in doubt, re-evalisate the borderline cases to help make the final
marginal decision. One advantage of an overlapping structure m‘that such
decisions are less critical. ,

Activity A ' : :
Design a graded salary structure for the executives in your org'mlsatlon

e R T I T S S AR
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Salary progression curves are also # as maturity curves or career curves. They.
aim to link increases in salary over a Yifly long period to increased maturity or
experience. They are best u rofessional, scientific or other highly'[?ualiﬁed
staff. Their contributiggjs almipst entirely related to their professional capacity rather
than to a imore or le d set of dutles that enable their ]jOb to be ﬁrmly placedina
rigid hierarchy. :

Progressién re mostly used fOr professional/scientific staff whose starting
salary is linke market rate for their degree or to a professional qualification.
This system assurfies that they will develop w1th1n their discipline at some standard

. Tate as a result of thelr experience. . : ‘ :

You may provide more than one rate of progresmon where you feel that there should

~ be some scope for rewardmg and encouraging individuals dccordmg to their

performance and potential. The aim of the progression curve system is to allow plenty
of scope far advancmg peuple accordmg to their conmbutmn o

1is SA' ' RY-“RGGRESSION

Salary pl"()gl‘t.bblo!‘l procedures relate increases in s: alary to merit. It sho 1d be aimed

at relating salary compensation 1o performance consistently and equitably while

retaining an adequate degree of control over salary costs. The esse nua! features of. a
systematic procedure for salary progression should be:
® The salary ranges are divided into defined areas or zones, as dlscussed
_individual will pass through these zones as he progresses. :
® There should be incremental systems which will indicate the rates at which
individuals can progress.according to merit or experience. :
Lalary

earller The

There must be guidelines for determining ment increéments and planmng
progression.

Incremental Systems

There are different kinds of incremigntal systems which vary in their nglduy and
flexibility, At one end you have extremely ngld proccdures with fixed and



predetermined movements through a scale related to age, service in the organisation Compensation pud Salary
or experience in the job, while at the other end therg are'flexible systems in which . Adminlsiration
management exercises complete discretion over the award and size of increments,

without any guidelines. Between the two extremes there are middle- -ranged,

semi-flexible systems. :

The choice of approach will naturally depend on'the organmdtlon climate and
managerial style of the organisation. A bureaucratic organisation is likely to believe in
strict coptrol aver managerial judgments by using a rigid system of salary
admenisteacion, while a less_autocratic organisation which atlows the managers to
exeicise discretion would adopt a more flexible system. While there is no doubt about
the advantages of a fiexible system, we must at the same time be aware of the need to
_exercise control over the salary system (which we will discuss a little later).

It js extremely i 1mportam tq.ensure that mdwlduals are, correctly placed in their range
in relation to their performance and also that they move through and between salary
grades at a rate appropriate to their progress and potential. Most salary planning
decisions 4re short-feem ones which are concerned with deciding on the next
increment ic be paid because of merit or promotion, Long term salary plans are
closely linked with career planning procedures.

Shiort-term satary planning can be carried out by means of a variable incremental
‘system with guidelines which will indicate the various rates at which people can
progress through a zoned salary vange. :

14.7 SALARY ADMINISTRATION PROCEDBREY

In this section we will be concerned with the implementation ontrol of satary -
polivies and with the control of salary costs against bu s, Control is an essential
element of saiary administration. We will also examincgfe [0llowing procedures:

® salary budgets

» cost of living or generat reviews of satary I¢

% individual satary reviews

# fixing salary levels on joining or on jon

Salary Controf

In order 1o have effective contro} the salary administration proccdurc should have the
following features: .

i) Defined ranges with the minimum and the maximum to which all jobs are
aliocated on the basis of their valae, ali empioyees are paid within the ranges
for the jobs performed. - :

i) Defined methods of progress within the range based on specific criteria.

i} A detailed salary budget based on the number of staff required to carry cut the
forecast volume of work; forecast salary and Jevels taking into account the effects
of general and incremental increases; forecasis of promotions and premotional
increases and numbers joining and leaving the orpasnisation; and forecasts of the
likely effect on salary costs of changes in the Aumbers employed and of differences
hetween the salary levels of those joining or leaving,.

1) Clear statemeats of the degree of authority at each managemental Jevel to award
ot to confirm increments with arrangement for antherising proposed sa!ary
changes and checking their consisiency with pniicy

(¥) Clear salary review guidelines defining the limit to whld‘l the pay-rell cosis of
each department can increase as a result of merit awards. Together with this it
shouid contain otlicr instructions on the maximum swards that can be given and
the distribution of awards according to performarice and salary grades.

vi} Procedures for auditing increases and salary levels to ensure that they are in
accordance with na!ﬁry poitcies, and for monitoring actua! saiary cOsLs agamst

badpeted costs. 6%



{'ompensution Planning

11701

- review. The increase should be meaningfu

Salary Budget

A salary budget is a statement in quantitative/financial terms of the planned-allocation
and use of resources to meet the operational needs of the compaay. In a salary budget,,
you should forecast the levels of activity which will indicate the number crf different
categories of staff that are needed for the budget period. When you prepare the salary
budget you must take account of the financial resources available to the company.

This will, as you can see, affect the ability to pay general or individual merit increases, .
ot the numbers employed, or both. ' . ‘

Salary Reviews

General salary reviews take place when it is necessary to increase all or most salaries
as a result of an increase in the cost of living or in market rates, or as a result of
settlements. It is equally important to keep individuals informed of how they stand in

the salary structure and the rewards they are getting or can obtain: _
Individual salary reviews: The purpose of an individual salary review is to ljecide on the
merit increments that should be given to staff. You can have one annual rdview for ail
staff or you may phase increases through the year on the anniversary of the staff
joining the organisation. The later enables you to give more individual ttention to
the staff and removes the emotional atmosphere that surrounds the annijljal review.’

Fixing Salaries on Appointment or Promotion
Control over starting salaries should be exercised by providing guidelines', on the

policies to be followed and by defining who Bgs the authority to approve salaries.
Promotions should be dealt with as they agise righer than being left to the annual

e starting point in the new grade
should provide adequate scope to @performance- in the new job,

Activity B

Indicate the steps and state t ils of procedures that you will require l:to take in’
controlling salary costs in the séiry structure you have designed in the earlier
Activity, :

.............................................................................................................

..............................................................................................................

14.8 OTHER ALLOWANCES

Employees are given various forms of additional cash Femuneration to encourage
commitment to and participation in the syccess of the organisation. Paym?m other
than the basic salary is also meant to compensate the employees for the spfcial _

demands imposed on them by working for the organisation.

Bonus Schemes

You can devise various bonus schemes usually in the form of a iump—sum Aaymcnt.
This is of course in addition to the basic salary and should be related in some way to




the performance of the individual or group of individuals receiving the bonus. The - " Compensation and Salary
principal aim of a bonus  scheme should be to provide an incentive and a reward for Aduwinistration
effort and achievement. You may use the following criteria as a base while designing a
bonus scheme.
® The amount of reward received should be sufficiently high to encourage staff 1o
accept exacting targets and standards of performance.
@ The incentive should be related to quantitative criteria over which ths., individuat
has a substantial measure of control.
# The scheme should be sensitive enough to ensure that rewards are proporttonate to
achievements.
© The individual should be able to calculate the reward he can get for a given level of
achievement.
& The formula for calculating the bonus and the condmons under which it is paid
should be clearly defined.
@ Constraints should be built into the scheme 10 ensure that staff cannot reccive
inflated bonus which may not reflect their own efforts.
¢ The scheme should contain provisions for a regular review which could result in its
being changed or discontinued.
® The scheme should be easy to admlmstcr and understand, and it should be tailored
to meet the requirements of yous organisation. .

Apart from the bonus, there are various other benefits like holidays, si - pay,
pensions, housing and medical benefits which wiil ultimately supplement the salary of
your staff. The details of these benefits are discussed in the unit on “Rules and Laws
on Empioyee Benetits and Welfare™

14.9 SUMMARY

This unit has attempted to tamiiiarise you with the sys and procedures of salary
administration. Salary administration shoutd be approdghied’as a management tool to
attract, retain and develop the required quanti d qudlity of human resources
within your own organisation. A well-design petly administered salary

system shouid, as you will agree with me be onc\gpat will not only reward your
empicyees with the material remunera ey think they deserve, but will also act as
amotivating factor. :

This unit has also tried to help you in developing your skills in formulating and
designing salary structures. 1t has explained the raticnale of salary administration, the
need for satary reviews and the steps to ensure control over salary administration.

14.10 SELF-ASSESSMENT TEST

@ Bricfly explain the main factors that affect the salary levels within an organisation.

@ What are the steps that you wili take to ensure control over the salary
administration?

& State the need for salary reviews.

® What is bonus? What are the principal criteria which wil be used as a base while
designing a bonus scheme?

14.11 KEY WORDS

Salary Administration: systems and procedures designed for purposes of efficiently
managing the compensation of organisatiotal members.

Job Evaluation: the process by whu:h the relative worth/value of a job is determined.

Salary Structure: consists of the various salary grades and their different levels of
single jobs or groups of jobs.

Salary Progression: procedures and guidelines which w1l| help to relate increase in
salary to the performance of the employee. .
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Salary-lludgﬁ: a forecast of statement in ﬁnaﬁcial terms of the planﬁed allocations
and use of resources to adequately compensate members of the organisation,

Labour Court: an adjudicating authority dealing with r:h sputes relatmg to standmg
orders, discharge, dismissal, strike and lockout.

Industrial Tribunal: an adjudtcalmg authority dealing with dnsputes relalmg to wages,
allowances, hours of work and holidays, discipline, retrenchment, closurc of
establishment, bonus, prowdent fund and gratuity. '
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'BLOCK 5 MANAGING INDUSTRIAL
RELATIONS

Establishing' and maintaining a state of order at the warkplace is a crucial aspeét of -

management, No organisation, industry or enterprise can be managed in a state of
chaos and normlessness. But, it is a known fact that conflict is an intcgral part of
modem werk context due to the diversity of interests of the members of the
organisation, So, when we discuss managing of industrial relations, we consider the
ways and means of establishing a working order, a normative pattern of relatwns}nps
among the groups with ronflicting interests and values. The four units included in
this booklet wilt discuss the various aspects of the problem and the different

. mechanics of Managmg Industrml Relations.

The first unit on the Regulatory Mechamisms. Guiding Industrial Relatlods
discusses the concept of industrial relations and desciibes the various regulatory
procedures and machineries available for managing industrial relations. -1t will
mainly examine she imporiant provisions in the Factories Act, 1948, the Trade
Union Act, 1926, the industrial Disputes Act, 1947, etc.

. The second unit on Employee Discipline will discuss the concept of discipline, the
various aspects of employee discipline, and will examine how positive and .
constructive discipline can be achieved by you. It will also examine the judicial
process of maintaining discipline and discuss the mechanics of dealing with
indiscipline among employees. -

The third unit on Grievance Handling will discuss the nature an {
problems associated with grievances. It will also examine how grieva can be
solved promptly and effectively and how this will improve i ®

-The last unit in this block on Suspension, Dismissal and Re

permanent separation of the employee, temporary profiiition from performing the
assigned duties by the employee as a punishm; nd termination of services due
to reasons extrancous to the management an ker. The unit will explain
under what conditions vou should take h declyjons; and what procedures you
should follow. ' .

examine and describe the various dimensions of man?“jcclsmns leading to
t







'UNIT 15 REGULATORY MECHANISMS

"GUIDING INDUSTRIAL
RELATIONS

Objec*ive

The objective of this umt :s to briefly mtroduce you to the chan;mg rok of labour
tzgislation in the country and present an overview of a few. _among about 360 labour -
legislations (including amending acts) in the country. The purposc is to give an
insight into the complexity of the regulatory framework and then provide compreletitive
inputs about the detailed provisions. The purpose is lo crealc an appeme for Iéamlng
more about the subject !

‘Structure

i5.1
5.2
15.3
15.4
155
156
15.7
158
159
15.10
15.11
15.12
1513
i5.14
15:15
'15.16
15.17

Introduction’

‘The Trade Union Acl 1926

The Industrial Employment (Standing Orders) Acl l946
The Factories Act, 1948

The Industrial Disputes Act, 1947

The Payment of Wages Act, 1936

The Minimum Wages Act, 1948

The Payment of Bonus Act, 1965 _ ;
The Workmen's Compensation Act, 1923 - '

The Employees State Insurance Act, 1948 - !

The Employoes Provident Fund Act, 1952 _ .
The Payment of Gratuity Act, 1972 L o
Labour Admlmstrauon : . _ — o
Summary o ) . P

Self-stady Exerclses/Quesuons ' e N

Key Words, ' '

Further Readings ' . -
Appendices - - I
i) List of Important Labour Laws T :

i) Report of the Sanat Mchta Co 2)
iii} Summary of the Ma]or Rmmn\e of the Report of the Nlminal Commission on Labonr

(1%9)

15.1 INTROD_UCTION -

Tradn:;onally, Labour l_aws had a protective functmn tonsisting of established
standards both to protect workers in their workplace and to provide them a
basic minimum level of Iwmg conditions. Alongwith this function, there also existed
in most systems, a lega! framework for the regulation of industrial relations between
employers and workers. These functions had their impact on problems of
development. The cmphasns Wwas more on labour lcg1slatmn for its own sake, -
development being a separatc proposition. -

This mutual lack of concern was pcrhaps due to historical factors. The most

important aspect that strikes one is the fact that in developed countries of the Western

~world, labour legislation followed, the emergence of industrialisation and i in response
to a demand for economic ‘and social betterment of the- WOrkers, - whereas in - -0
dew:[opmg counznes the emergcnoe of labour laws preceded industrial growth,

. Anoihed agpect of labour Ieglslauon in developing countries relates to the process of
-enacting labour laws. In most of the developing countries, many of whem became |
indepenident only after the Second World War, the iegislatjve gattems were not
.- indigenous, suited to the réquirements of the country but were transplants from
abroad. Borrowing of forcign models, often those pravided by highly industrialised

" ceuntries, or adapting provisions ta the standards set by the International Labsur :
- Organisation, appears to have been the practice. This resulted in the labour )

* legislations being unrelated to the stage of economic growth, the plnsutmn of wage

75
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‘post-independence and the post-Ca

‘Act, 1976. Bonded

_ extent to which the aggrieved workmen directly move the Supreme C

earner within the total workforce, levels of sk:lis and the stagc of msututional
development in the countries in question. This also resulted i ina oonle;lcrable '
slippage in the |mplementat|on of the labour laws. This gap was also widened by the
lack of strong trad¢ union movements and effective labour administrations. If the
evolution of labour legislation in developing countries has by and large been
independent of the needs and the compulsions of the development prics;s, the

- reverse has also been true. 1t has only Iateiy been recognised that development does

not consist merely of an increase in the Gross National Product of the per capita .
income. Advocates of rapid industrialisation and steady increase in the Gross

- National Product have viewed labour legislation as a stumbling block in their path.

This is because as it not merely increases the cost and thus acts as a deterrent to N
investment, but also imposes undue restrictions on the powers of manalgcment to take
and implenient decisions. Such an attitude also results in investments pemg diverted .
towards capital inténsive techiiologies rather than labour intensive technologtes

which the sltualmn would have demanded.

" These extreme positions have given way i_ﬁ more recent years to a.mote balanced

understanding and analysis of the relationship between labour law and development,
The currently accepted concept of development rejects the purely economic view
earlier held. It recognises the ifiportance in the development process of strategies

and programmes for employment promotion, reduction of disparities in income,
satisfaction of minimum needs, improvement of thc'qualiiy of life, etc. Planners in
developing countries recognise that social objectwes ‘have an 1mportanl place in the
overall development.

Tn I;idia. the earlier pre-independence legisidions h.ad by and Iarge, been regulatory
and prescriptive in the matter of safety Bgd working conditions, on ttholher hand, the
8 period has not only W’]tn] ssed the -
blossoming of labour legislatio @ important areas of social security and welfare
but has also recognised the needNgr g€aiing with the problems of the relatively more
disorganised and disadvaanons of the workforce. This last is evidenced by the -

Contract Labour (Regulat) Abolition) Act, 1970, the' Equal Remuneration
Qour System (Abolition) Act,1976. The unique role assigned to
he High Courts under the Constitution through the power
aSytended to revolutionise the approaches and interpretations
adopted by the Governments and employers prior to the Constitution. .
3 h new industrial jurisprudence i i§, emerging with a dec151ve thrust
towards socia{Yfstice. Faith in the rule of law and constitutional Govérnment compel
us to understand the implications of constitutional law in labour relations and
industrial adjudication. The contribution made: by the higher judiciary|in our couniry
in this direction has been positive and severely in favour of the weaker of the two
parties, i.e. the workers, It has riot merely supplemented and strengthened the legal
provisions but in several cases has cnabled fresh ground to be broken(l'[he increasing
urt for getting
their grievances redressed is a symptom of sagging faith in recourse to hipartite
settiements and of the weakening of the Trade Union Movement as a politicai force.
Labour is a concurrent subject. Labour laws can be enacted by Central Government,
State Governments or both: Presently we have ncar]y 108 labour laws, their number
would be around 360, if all the amending acts are alsa. reckoned (See Appendix 1
for & list of the mponant Labour Acts). L ‘ -

the Supreme Co
of judicial review

There is.nted and scope for labour laws to be made simple and for the labour
administration to be vigilant: The large number of labour laws, each with its own
differing definitions and concepts has only confused the beneficiaries and the ~
im}kmenunn ‘authofities; perhaps the-only:ones who might have benehled -arc-the -
lawyers. It is high time that the plcthora of labour laws were locked into in a-
comprehensive manner so that these laws are consolidated in about three Acts under
major heads like Employmcm Conditions, Social Security and Industrial Reiations,
each with common definitions and. concepts. Opportumty must be avaliled of 1o f‘]]
the emsuug gaps in the laws and to avoid paraliel prows:ons i all-ed laws

. Articke 37 of our Const:tuuon stipulates that the Directive Principles of State Pohcy

shall not be- enformble in Ry court, becausc it is the duty of the State to apply _

_thrig pnnmplcs in making laws, labour kegislations or for that matter any other
" legislations reﬂcctang the Dlrectwe Prmmplcs of Sme Pollcy in its contem




In what follows, the salient fentures of a few important lcgnslanons have been brafly - Roguistory Mochanions
discassed. The discussion provides qnly a bird’s eye view and for a comprehensive study . Grlding Jodusirial Reladon; -
one should refer to the relevant legislations- and case laws, The report of the Sanat

"Mehta Committee (Appendix II } and sumary of the major recommendations of thc

National Commission on Labour (Appendlx lll) are appcnded

15.2 THE TRADE UNION ACT, 1926

Objects

The main object of the Act is to confer a legal and corporate stitus on regmered

trade unions. The Act pmwdes immunity from civil and criminal Ligbility to trade 7
union exccutives and mcmbers for bona fide trade union actmtnes The Act applies to

the entire Indian Union.

_ Main Provisions
The main provisions of the Act relatc to (i) reglst rauon of unions, {u) rights and
pnwleges, and (iif) obligations and llabllmes of registered trade unions.

Any seven members can form a union and apply to the Registrar, appointed under

_ the Act, for registration of the union, At least half the total number of office-bearers
of a registered union must be persons actually engaged in the industry to which the
union belongs. By an amending Act passed in 19564 and enforced since April 1965
persons convicted of offences involving moral turpitude are debarred fapm ‘becoming -
office-bearers or members of the executive of a registered trade unign. '
circumstances, the Registrar of Trade Unions is authorised to- wnhd
registration. Such action of the Registrar is, however, subje

Office-bearers of registered trade unions are immune from cf
respect of any agreement for the purpose of furtheran
union. They are also protected from civil suits arising

registered union counld be outslders

Unions are requlred to submit annual ron calendar year basis, to the
b

Registrar of Trade Unions and keep opeigbogks of accounts and list of methbers for .
verification by an office-bearer or member Of the union. Any changes in the name,
constitution, and rules of the union as well as the office-bearers have to be notified

ta the Registrar. Non-submission of annual returns leads to cancellation of
registration. .

Administration :
The Act is administered by the State Governments which are required to appomt

Registrars: of Trade Unions 1o look after the proper comphauce of the prowslons of
the Act.

Amessment R )
The following are some of the major limitations ‘of the Act: _ ’ |
1 That any seven members can form a union and register. It encourages multlpllmly _ . |
and mushroom growth of unions. Some organisations—ranging from Calcutia
Municipal Corpomuon to Indian Ra:lways—-have or have had at one time or
other over 100 unions each
2 The provisions concerning political fund and outsiders as office- bearers u pto 50
per cent of the total office-bearers led to politicisation.
3 The Acy provides for registration, ‘but not recognition, Employcrs need not
recognise any or all registered unions as bargaining agent(s). Certain state
legiskations such as Bombay Industrial Relations Act, 1946 however have statutory
provisions for recognition. Even so, as the 1982 Bombay textile strike and
‘numerous other incidents reveal, problems persist in regard te recognition. The
Nati'onal Commission on.Labour also left the matter open taking into account
“local peculiarities, in each case,

In 1978 and 1982 amendment bills were mtroduced in the Lok Sabha which

provided, among other matters, a machinery for resolution of inter-union and _
" intra-union disputes, streamlining of registration, reduction of outsiders in the - - : : 177



Managing Industrial
Re_l_athns_'

178.

15.3 THE INDUSTRIAL 'E‘MPLOYMENT_

executive of the trade unions, and certain other connected matters But tk much L
needed amendments contmue to be clusive, P

-There are restrictions-on the number of du‘ectorsh;ps a professmnal manager can . .
hold under the Indian Compames Act. The Trade Union Act, however, does not put
_ any.ceiling and it is not only a theoretical possibility, but also a fact thal quite a few

union leaders hold offlce-bearershlp in over 160 unions!

(STANDING ORDERS) ACT 1946

Objects and Scope

The Act came into force. in Apn] 1946 and extends to the ‘whiole ‘of India. The object

of the Act i is to regulate the conditions of recruitment, d:scharge, disciplinary action,

_ hohdays, etc., of the workers employed in industrial undertakings/ establishments

with 100 or more workers. Since 1982, the scope of the Act has been. exiended to the
mdustnal establishments employing 50 or more wc_rkers as agamst 100 workers in
the Central sphere. In the State sphiere, by virtue of an earlier améndment (in

1961}, the appropriate Government can extend the provisions .of this Act to
undertakings employing less than 100 after giving two months notice 1o the
employer. Under the Act, employers are required to define precisely the conditions of

employment in.industrial establishments-and. to. makc such conditions knpwn {o the -

workmen ernployed therem

MamPra\risions . : ]
The main provisions of the’ Act relatpabg (i) procedure for submission of draft -

Standlng Order, (ii) condition of v%< ion, (i) date of operaticn an dlsplay of
these Orders, (iv) Procedure for Mtgifig llons, and (v) machmery for

' implementaticn of the Act. o o B
The Act pr0v1ded Mode Sw&n B Orders covermg various a.spects of COIldlthl"lS of -

employment such as _
|

- 1) Working hours shift work and overume) - S
ii) ~Attendanc ] an regu]auons : ‘
iii) Holidays e

v} Deduction from wages
vi) Payment.of bonus . - .
vii) Increments and promonons '

iv) Payment of s o o ‘

" viii) Transfer

ix) Dlsmplme efc.

Prior to the enactment of lhe Act the emp!oyers ‘were undcr o obhgatmn to def’ne e

conditions of empioyment, Conseqnently there was much abuse, explmtanon and

‘uncertainty in regard to employment conditions of workmen. The Act clﬁanged the o

situation. There is provision for appeals against unjust conditions and well laid -

" procedure for-alteration in conditions that severely. abridged the earlier ri his of -

employets. Over the years, employment condttwns haw become sub_lect matter of :
collectwe bargaining. - : . S J- -

_ Administration.

The machinery for the 1mplemcntauon of the Act consists of the Cemfy:ng Ofﬁcer

- and the Appellate Authority. The Labour Commissioner, wherever appomted

or an officer appointed for the purpose by the appropriate Government, has

\'to discharge the functions of the Ccmfymg Offiger. The Appelmc Authonty is nn o
Industrial Court—wherever it exists—or in its absence, any authority appointed for

the purpose. by the appropnatc Governmerit. As regards the appl:catmn or _
interpretation of Standing Orders, cithér employer or cmployee may refer the matter

' to any of the Labour Couns whose.decision will be bmdlng on the pamLs

Several industrial cslabhshments havc been granted exemption: from any or all of the

provisions of the Act, condmonally or uncondntmnally They include, foriinsiance, -




major ports, Government of India Presses (excludmg Secunty Ptesses). Dcltu Road Regniatery Mochanbns
Transport Autlwnty, ew o Co _ Guiding Indusiriel Bolntions

15.4 THE FACTORIES ACT, 1948

. Objects .
The working of the Factories Act, 1934, which was in operation prior to 1948 was
found unsatisfactory and its provisions inadequate in the changed conditions of
growing industrial activities. Hence the comprehensive Factories Act was enacted in
1948 to ensure adequate safety measures and to promote the health and welfare of
the workers employed in factories. It also seeks to prevent haphazard growth of
factories through the provisions therein relating to the approval of plans by the Chief
Inspector of Factories before the erection of a factory building is started. The Act
extends to the whole of India and applies to all establishments employing 10 or more
workers where power is used and to establishments employing 20 or more workers
where power is not usad.

Main Provhlom

The main provisions of the Act inter alia relate to (i) health, safety and wellare;
(ii) hours of work; (iii) employment of young persons and women; (iv) annual leave
with wages; {v) occupational diseases; (vi) administration; (vii) enforcement; and
(vii) penalties for offences.. S '

The deiailed provisions on the above aspects are fairly exhaustive, Fabggries o
employing 500 or more workers are required to appoint Labour fare¥DAfficers to
look after the welfare of workers. The State Governments are empo 10
prescribe the duties, qualifications and service conditions of gheseNgfficers. 1t is also
empowered to order the management of any factory or cla & ories to associate
the representatives of employees in matters relating to_provisioWdl welfare’ facilities.

Undér the Act, the maximum hours of work for adult\w6rRecs have been fixed at 48
hours per week, and 8 hours per day spread ¢ 0t Mpurs in a day, inclusive of
intervals. Employment of women and childr 17 years) is prohibited during

the night (7 pm to 6 am).

- Administration % S
State Governments will administer the A rough their own Factory Inspectors.

The onus of compliance with the provisions of the Act wholly rests on the occupier
of the Fastory, though certain abligations are imposed on workers. The Directorate
General of Factory Advice Service and Labour Institutes coordinates the work of
enforcement of the Act throughout the country, frames Model Rules and suggests
amendments to the Act and the Rules in consultation with the State Chief Inspectors
of Factories. Penalties are prescribed for contravention of any of the provisiens of
the Act. o

Amsessment

This is a comprehensive legislation. In 1976, by an amendment of the Factories Act,
the definition of worker under Sec. 2(1) has been enlarged so as to include contract
labour also. And by a further amendment it was stated that the provisions of the
Factories Act would apply notwnhstandmg any provisions 1nconststent therewith in
any other enactment. :

15.5 THE INDUSTRIAL DISPUTES ACT, 1947 -

Objects

The Industrial Disputes Act, 1947 replaces the previous legisiation on the subject, -

viz., the Trade Disputes Act, 1929, The Act was amended cight times between 1956

and 1984. The Act provides a machinery for peaceful establishment of works

committecs to promote harmonious relations between the employers and workers. It -

introduced the principle of compulsory adjudication and prohibited strikes without . _

notice in public utilities, : _ o 179.
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Main Provisions _ o

The main provisions of the Act as amended up-to-date relate to {i) works
committees; (ii) coneiliation and adjudication machinery; (iii) strikes and lqck~0u1ls;
and (iv) lay-off, retrenchment. The important provisions af the Act relating to
these aspects are discussed here briefly. :

1) Works Commidtees

Appropriate Governments have heen empowered (o prescribe that works committees

- should be constituted in every industrial establishment in which 100 or more are

endeavour. The works committees, however, have generally not been I)cg]’)ular and
and preserving amity and good relations between the employers and [workmen anid,
1o that end, to comment upon matters of their common interest or concern and -
endeavour. The works committees, however, have generally been not popular and
effective and their fatture is widely acknowledged (for details, see the unit on
‘Industrial Democracy and Workers Participation’}. '

ji} Conciliation and Adfudication Machinery ‘

a) Conciliatior and Courts of Eaquiry : The appropriate Governments are
guthorised to appoint Conciliation Officers for any specified area or industry and to
constitute Boards of Conciliation or Courts of Enquiry for settling industrial disputes
The Act makes it compulsory far the Government to refer ail disputes relating to
public utility services for conciliation, but in case of other disputes, the Government
can exercise its discretion. A settlement arrived at in the course of conciliation
proceedings becemes binding on alf parti®§to the dispute. If no settlement is acrived
at, the Cenciliation Officer has to subygi

ether the dispute should be referred for
adjudication or not. Actual or gended disputes can be referred to the

Goavernment for adjudication.

b} Adjedication :
Labour Courts, In
be set up either
appoint National

Matters w jurisdiction -of Labour Courts and Industrial Tribunals are
specified in tMyfecond and third Schedules to the Act respectively. The Labour
Courts deal with day-to-day matters like the propriety or legality of an order passed
by an employer uader the Standing Orders; application and imt:rprctelltion thereof,
discharge or dismissal of workmen including reinstaternent of, or grant of relief to
workmen wrongfully dismissed; withdrawal of custesnary concession Or privilege;
illegality or atherwise of a strike or a lock-out, etc. as specified in the Second
Schedule to the Act. Matters relating to wages, allowances, bonus, gratuity,
provident fund, shift-working otherwise than in accordance with Standing Orders,
rules of discipline, raticnalisation, retrenchment of workmen, closurs of
establishments, etc., are covered by the. third Schedule. All matters within the
jurisdiction of Labour Courts and those specified in the Third Schedule of the Act
come within the junisdiction of Industria! Tribunals. These schedules can be amended
pr altered by the Central Government. The National Tribunals adjudicate such
disputes of nat'mnall importance or of such nature that industrial cstal’{alishments
situated in more than one State are likely to be interested or alfected by it.

. |
Normally the awards of the adjudication machinery become operative on expiry of
30 days from the date of publication-except when the appropriate Governmens
decides to modify or reject the same within 90 days of its publication

¢} Arbitration : The original Act of 1947 did not provide for voluntary arliteation. Under
the amended Act, the parties to a dispute can, by a writien agreement refer the dispute to
any arbitrator for arbitration, before it has been referred for adjudication.

€) Miscelluncous pravisions : An empioyer cannot charge service conditions withoug
giving 21 days notice to the workman concerned. Ap cmployer can proceed against
any workman in any maiter during the pendency of proveedings. He may do s¢ in



accordance with the provisions in the Stahding Orders and after paying prescribed ~ Regeistery Mecknabime
compensation as per the Act. The Act prescribes penalties for non-compliance of - Guiding Taductrial Retasions
settlements and awards and for other offencés such as illegal strikes, lock-outs, etc.

fil) Strikes and Lock-outs

The appropriate Governments are authotised to prehibit the continuance of any
strike or lack-out if the dispute has been referred to a Board or Tribunal. The Act
declares strikes and lock-puts in public utility services to be illegal, if they
commenced or were declared without giving notice in the prescribed manner, or during
the pendency of conciliation proceedings before a Conciliation Officer, and seven days
after the conclusion of such proceedings. All strikes and lock-outs, whether in public
utility services or not are deemed to be illegal if commenced or declared during
pendency of (a) conciliation proceedings before a Board and seven days after the )
conclusion of such proceedings; (b) proceedings before a Labour Court, Tribunaf or
Mational Tribunal and two months after the conclusion of such proceedings; and

{¢) during any period in which a settlement or award is in operation in respect of
any of the matters covered by the settlement or award. Continuation of strike or
lock-out is not illegal 1if it existed prior (0 the reference of the dispute to a Board or
Tribunal provided that such a strike or lock-out was notin contravention of the
provisions of the Act when it commenced or is continuance was not prohibited by
the Government concerned. A strike or a lock-out declared as a consequence of an
illegal lock-out or strike is also not deemed to be illegal. ' ' '

iv) Lay-off, Reirenchment and Closure

The provisions relating to lay-off and retrenchment have been discusse in detail in
the unit on “Suspension, Dismissal and Retienchment” which for art $f this
booklet. As such, mainly the provisions relating to closure are discus: ere.

The Industrial Disputes (Amendment} Act, 1976 makes, imtg ay off, .
retrenchment and closure illegal except with the prior permisSigued( the appropriate
Governinent. These provisions have been further ame in 1982 and 1984,
According to the recent amendments, a workman wo%mitled to 100 per cent:
wages where 2 Labeur Court or Tribunal reins a wokker cven if the employer
prefers proceeding against the award in the hi 15. During the period of
pendency of such proceeding, full wages last dra including maintenance allowance
as admissible will be paid 10 the wor in the provisions of closure, lay-off
‘and retrenchment wilt be applicable to a strial establishments employing 100 ar
_more workmen instead of 300 or more as a¥ present. An employer who intends to
close down an establishment shall'hav; to apply to the appropriate Government for
prior permission at least 90 days before the date on which the intended closure is to’
become effective. If the Government does not respond in 60 days, permission is '
deemed to have been granted. There is also a provision for appeal to the Industrial
Tribuna! against the decision and the Tribunal will give the award within 30 days
from the date of reference by the appropriate Government. Closing down of an
establishment when the permission has not been granted by the appropriate
Government is illegal and the workmee affected by such iliegal closure are entitied to
all the benefits under the law as if rio notice had been given 1o them. Where the
undertaking is permitted to close down, every workman is entitied to compensation
equivalent to |5 days' average pay for every completed -year of continuous SETViICE,
Similar provisions have been made for lay-off and retrenchment. Prior approval for
Jay-off may be relaxed in exceptionai cases like accident in the establishment or .
death of the employer or-the like. In such cases, lay-off could be effected, if
necessary, and post facto approval obtained.

The amended Act stipulates that Labour Courts or Tribynals would give orders and

awards within the time stipulated in the order of reference which will not exceed

three months in the case of individual disputes and in case of direct applications.

A Conciliation Officer will have power of civil courts for enforcing the attendance of

persons, for examining and tor compeliing the production of documents, *Unfair

labour practices’ on the part of employers, workers and trade unions have become

part of the amending Act of 1984 and no employer or workman or a trade unien .

whether registered or not shall comignit any unfair labour practice. Any person who

commits unfair iabour practices shall be punishabie with imprisonment which may

extend up 1o six months or fine which may extand up to Rs. 1,000 or both, =~ 181
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15.6 THE PAYMENT OF WAGES ACT, 1936

|
Objects !
The main purpose of the Act is to ensure regular and prompt payment of wages and
to prevent the exploitation of a wage-earner by prohibiting arbitrary fines and
deductions from his wages. Initially it was made applicable to persons drawing less
than Rs. 200 per month. But subsequently it was amended six times and
now made applicable to persons drawing upto Rs. 1,600 per month, covering all
establishments declared as factories under Section 85 of the Factories |Act, 1948 and a
host of other undertakings. '

Mazin Provisions

The main provisions of the Act relate 10.(i) the powers of the Staie Governments 1o
extend the application of the Act, (i) fixaticn of wage periods and time for payment
of wages, {iii) deductions from wages, and {iv} levy of fines.

The Act stipulates that (a) wage periods shonld net exceed a month, and

~ (b) undertakings employing less than 1,000 persons should pay wages before the

expiry of the seventh day and other undertakings before expiry of the tenth day, after
the last day of the wage period, in respect of which wages are paid.

The Act permits deductions from wages only of certain specificed kinds, such as those
relating to (a) fines; (b} absence from duty; (¢) damages and loss, etc.; (d4) housing
accommodation provided by the emplover, Government, etc.; {¢) suchf. ameniiics

and services as authorised by appropriategGoverament or authority; i

() recovery of advances and interest spect thereof or ad_iustnhent of
overpayments of wages; {g) income-ta le by the employed persons;

{h) recovery of loans for house-pmilding pBrposes and ioans from labour welfate
funds; (i) payments to coopera @ ietes approved by State Governments and to a
scheme of insurance maintainedNgg J#dian Post Qifice; (j) subscription to and

repayment of advances fl%nyvprovidem fund to which the Provident Fund Act,

1925 applies, or 2ny reco rovident fund as defined in the lndi:im Income Tax

Act, 1922 or any ident§fund approved, etc. |

The limit prescri or deduction from wages of a person in a wage jperiod is 50 per
cent of the es. BuPbwhere deductions are partially or wholly made for payment of
dues of e socicties the upper limit is upto 75 per cent of the wages. The
Act alsa lay n that the imposition of fires under Service Rules is not to be
taken as a deduction from wages for purpose of the Act. The Act probibits the
imposition of fines without the prior approval of the Government or the prescribed
authority and lays down the procedure according to which the fines may be imposed.

The Act provides for physical inspection of registers and other documents and lists
employer obligations in this regard. '

Administration _ _
Under Section 14(1) of the Act, Inspectors of Faciories are deemed tc be Inspectors
for purposes of this Act. i .
Limitations '

Thd_::ugh this_ is ane of the few legislations which have been working srncothly, the
major snag is that the inspecting authority does not have powers to recover dues
from the defaulting employers, '

15.7 THE MINIMUM WAGES ACT, 1948

Gbjects

The purpose of the Act is to stamterily determine the floar wage in in-dustry and
trade where labour organisations are either non-exisient or ineffective. The
empidyments covered are listed in the Schedule appended to the Act which is revised

_ from time lo time. The minimum wages can be prescribed by the appr%;priaie

Government, Ceniral or State as the case may be. i



Mauin Provisions - Regulatory Mechanisas
The Act provides for (a) the minimum time rates, (b} minimum piece rates; - Guiding Industrial Reintions
(c) gueranteed time rates, and (d) overtime rates for different occupations, localities,

or classes of work and for adults, adolesoents, children and apprentices.

The minimum rates of wages may consist of (z) basic rate of wage and cost of living
allowance or {b) basic rate of wage with or without the cost of living allowance and
the cost value of the concessions in respect of essential commedities supplied at
eoncessiona! rates orf () an all-inclusive rate. Wages should be paid in cash.

Procedurally, rates can be fixed in one or two ways either on the recommendations
of the advisory commitives appointed under Sec. 5(1)Xa) of the Act or by directly
publishing the proposed minimum rates of wages in the Gazette as required under
Sec. 5(1)(b). Both the procedures are in vogue, .

Administration

Advisory Committees or Boards appointed by the appropriate government fix and
tevise the minimum wapes and advise the Central or State Government as the case
may be, in the matter,

Assessment

The purpose of the Act is laudabie since it seeks to prevent undue exploitation of
labour by making a floor wage mandatory os ali employers. As the Supreme Court
said in one case, an empleyer who does not have the capacity to pay the minimum
wages has no right te exist. In the case of minimum wage the capacny to pay is
considered to be irrelevant.

The operation of the Act, however, suffers from several weakn .- INrstly, the
provisions ate not properly implemented, The National CommissiogogfLabour
observed that the inadequate inspectorate and administrat; achinery make the
eriforcement of the Act extremely difficult. Secondly, revi usually done at
longer intervals than the periods prescribed in the Act Thi he minimum wages

prescribed in some cases were lower than the pove wages The definition of
minimum wage itself is not precise enough.

15.8 THE PAYMENT OF_BON ACT, 1965

Objects

The purpose of the Act is to make payment of bonus to workmen in certain
categories a statutory obligation. It is applicable to ali facteries and certain
esiablishments like public utilities, etc.

Muain Frovisions :

The matn provisions of the Act, inter alis, relate to: (i} eligibility for bonus;

(i} payment of minimum and maximum benus; (iti) time limit for payment of
bonus; {iv) deductions from bonus; and (v) computation of gross profits-and
available allocable surplus, etc. The Act was amended several times. A brief
description of the recent pOSltan with regard to each of the above provisions is gwen
below:

Initially it was applicable to all“those drawing upto Rs. 750 per month in the
establishments covered by the Act. But now the wags limit is raised to Rs. 2,500 per
month. But bonus will be paid as if the wages drawn were Rs. 1,600 per month

The minimnm bonus payabic was raised, lowered and raised again. Now the
minimurm Hmit is 8.33 per ceni and maximurs is 20 per cent of the wages.
Minimum bonus is to be paid even if the.organisation incurs loss, ] e T

Bonus should be paid within cight months from the ¢lose of the accounting year.
Certain deductions like adjustment against interim bonus, etc. can be made by the
employer from the bonus payable to the workers. The Act contains detailed
provisions regarding compuation of gross profits and surplus aliocable for bonus.

Administration
The definition of appropriate Government for the purpose of bonus disputes is the .
same a5 defined under the Industrial Disputes Act, 1947. i83,
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Assessment _ _ .
The concept of bonus is still 'vague It is variously interpreted and undemtood by
different partics as a deferred wage, share in profits, eic. Allocable surphus '
determination is a vexed question. Collective bargaining often rendered the ceiling.
irrelevant. In 1979 the concept of productivity linked bonus was introduced in fndian

‘Railways and Posts & Telegraphs. There again the forces of competitive bargaiiing

than performance based productivity indices began to influence the quantum of.
bonus. Ex gratia payments continue in public service and most other employments ik
the organised sector not covered by the Bonus Act. Bonus Act could do precious little -
to avoid conflicting claims. : :

'15.9 THE WORKMEN'S COMPENSATION ACT, 1923

Objects _ :
The Act seeks to impose an obllgatlon upoen cmploycls to pay cornpensftmn to

" workers for accidents arising out of and in course of employment, resulting in death

or total or partial disablement for a period exceeding three days. Compensation
is also payable for some occupational discases contracted by workmen durmg the
course of their occupatlon _

Earlier, there used to be a wage hrmt for covefage under the Act. But this has been -
removed with effect from Ist July 1984 by an arnending Act of 1984. The alqicndmg Act
of 1984 also provides for higher rates of compensation and coverage of 34 occupauona_l
diseases (as against 22 earlier). The Actis notapplicable to (i) casual workers; (ii) those
employed in Armed forces, and (iii) warkcr overed by the Employees State
Insurance Act, 1948, - : . ' : -

Main Provisions
The main provisions under the ac g€ to (i) entitlement; (i) rates, (m) covcrage
of dependants; and (w] d ibution ol compensanon :

Compensation is payable by employer in case of injury caused by acc:dent arising,

‘out of and in the co employment, but not dug to the fault of the worker or his
wilful disobediencc er, etc. Compensation is also payable in case of workers
who coritract gertain upanonal discases as are mentioned in Scheduie 111 of the
Act.

The rates of colyfensation fixed vary depending upon whether the injury resuits in -

(i) death; (i) permanent total disablement; (iii) permanent partial dlsa?lernmt Lor.
(iv) temporary disablement, total or partial. The maximum payable ranges from

Rs. 24,000/~ in the case of death 1o one-half of month: ly wages of the wolrkman tobe

paid in accordance with the relevant provisions.

Where an employer disclaims the liability, the Commissicner for Workmen S
Compcnsauon may, afteér such-enquiry as: hc thmks ﬁt mform the denendants that it
is open to-them to prefer a claim. :

Administration '
The -Act is administered by the State Governments through Comm1351oners for
Workmen's Compensation appointed by them.

' Aueument
_The Industrial Revolutaon brought about the installation of heavy modern 1ndus(nes

which are hazardous to industrial life, and accidents have become inevitable; Pzrhaps
more number of mandays are lost due to accidents each year than due to industrial -
conflict. This is a welcome measure of statutory relief to the suffering workers. .

15 10 THE EMPLOYEES STATE INSURANCE ACT 19481

Olijects
The Act provides ceriain cash benefits to employees in case of sickness, maternity -

.and cmp!oyment injury-and to make prowswns\for ccrlam other n:iated matters. It is




applicable to employees irl a wide range of establishmeiis drawing monthly wages o Regulatory Mechiniais
upto Rs. 1,600 (as per 1985 amending Act). The dependants aliso are now covered for Gobllag Tndusirial m
medical benefits and they receive pension if a worker dies of an employment. injury, . '

Mzin Provisicns

The important benefits prov:ded under the Act are: (l) Sickness benefit;
(ii) Maternity benefis; (m) Disablement benefit; (iv) Dependams benefit; and
{v) Medical benefit.

-All emp}h\ e25 covered under the Act and drawmg wages of less than Rs. 6 per da)’ are
now cniiled to receive free medical care. In respect of others, contributions have to
be made by beth employee and employer. The employee's share in the contribution
is to be deducted from his.wages by the principal employer. The rates of -
_contribution are laid down in Schedule 1 of the Act and the Government can revise
them, if necessary. Similarly the standard benefit rates prescribed undér various
schemes alsc can be revised. Medical care is. provided through hospitals set up under.
the Act as also through res‘.crvatidn of beds in existing hospitals.

The Act also provided lor scttmg up special courts by lhe State Governmenls to
decide disputes and to adjudicate claims.

Adminis!ralion

The Employees State lnsurance Corporation i is created under the Act to admmlster
the various provisions, :

Assessment

At the end of March 1983, 88,950 employcrs and 62.72 lakh emplyyeegf were covered
under the Act. Asa peroentage of the labour force in the cgummgy, the coverage is
insignificant, pariicularly in view of the fact that it is in vog ce 1948,

N

There are a number of complaints and inadequacies jg the imBlementation of the
scheme, While the Supreme Court stated that for th of a day’s duration, an .
employer cannot insist on a sick certificate, the ES.J. rporation disaliows any
payment for two days as the waiting period. ' s '

15.12 THE EMPLOYEES VIDENT FUND AND
MISCELLANEOUS PKROVISIONS ACT, 1952

Object i

The purpose is to make some provision for-the future of the industrial worker after
he retires or for his dependants in case of his early death. It applies to all factories
and establishments of any notified industry (so far 173 industries/classes of -
establishments have been notified under the Act} if they employ 20 or more persons.
Newly started establishments employing less than 50 persons are exempted for the
initial five years, Certain cstabhshments like cooperatives, charitable institutions, etc,
are also exempted.

Main Provisions : : : :

The employees’ statutory contrlbutlon to the Fund is a minimum of 8.33 per cent of
the wages/salary. Employers will make equal contribution. The Act provides that the
amount standing to the credit of any member of the Fund shall not in any way be
liable 1o attachment under any decree or order of any coust in respect of any debt or
liability incurred by the member. Proper safeguards are provided ta ensure that the
empioyer does not reduce hss share of liability and responsibility for maintaining the

» fund. There are additional provisions in the Act for advances, refundable and non-
refundable. Certain advances made for payment of insurance prerma, house -
constmctwn, etc. are non~mfundable

Admimsttation . .
The administration of the Fund vests in the Central Board of Trustees, which is a -
tripartite body, consisting of representatives of employers, employees and persons,
nominated by the Central and State Governments. _ ; : 135
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Assessment

Nearly 1.51 lakh factories/establishments and 144 lakh employees are co ered under
the Act till the end of September 1984. Though the provisions on employer iability and
responsibility in regard to provident fund are elaborate, the wording of certain
sections was such that there is considerable litigation on disputes arising out of defaulis:
The problems in administering the Act are more procedural than substantial.

15.12 THE PAYMENT OF GRATUITY ACT, 1972

Object ' ' _ ‘

The origin of gratuity was in the nature of a gift. It was a gratuitous payment. The
concept of social justice altered the concept of gratuitous payment and the Act made
it a statutory social obligation of the employer. The coverage of the Act is extensive
as in the case of most other social security legislations.

Main Provisions

Gratuity is payable to all employees covered by the Att who have put in five years of
continuous service at the time of termination of service, be it due to death,
disablement, resignation, retirement or retrenchment. For every year of completed
service or part thereof in excess of six months, the employer will have to pay to an

‘émployee at the rate of fifteen days wages based on the wages last dra\jln. subject to

a maximum of 20 months wages. Payment of gratuity can be denied only in cases of
certain types of misconduct. :

Administration

The appropriate Government, Cegitihgr State, appoints a Controlling Authority to
‘administer the provisions of the @ conduct inquiry into any disputes or claims,

Assessment . o
. This is a welcome legislationyThe problems in administration of the Act relate to

denial ‘of gratuity o nds'%f interpretation of the circumstances of certain types
of misconduct whe ployer can zvoid his obligation. The Provident Fund

Act, 197§ omitted the provision relating to forfeiture of employer’s
imilar amendment is due in Gratuity Act aiso.

15.13 LABOUR ADMINISTRATION

In India, both Central and State Governments enact and adminisier labour laws. The
division of jurisdiction between Centre and States is laid down by the Constitution.
The Ministry of Labour and Employment of the Central ‘Government is the main
agency for policy formation and administration in all labour matters. Together with
the State Governments, the focal bodies and the Statutory Corporatiors/ Boards
{such as Employees State Insurance Corporation and Central Board of) Workers
Education) it coordinates and monitors the implementation of policies pnd decisions
of the tripartite committees.

the the Labour Secretary is overall in charge of both policy and admtmstratlon.

_the Commissioner of Labour in the states is the operative arm for the
- implementation of labour laws. He is also the Registrar of Trade Unions. In some

states, he has the functions of the Stats Director of the Nationa] Employment
Service or of the Chief Inspector pf Factories. In states where there is no separate
authority for labour welfare, the Commissiosier (Siate) looks after this function.

A number of directorates have been set up to look after spgeific aspects like
employment training (Directorate General of Employment and Tramm!g), advisory
service and research help to the factory inspectorates of different states (The
Directorate General of Factory Advice Service and Labour Institutes), ete.

Under the Industrial Disputes Act several authorities have been created 10 investigate
and setile disputes. They include: Works Committees, Conciliation Officers, Board of '
Conciliation, Court of Enquiry, Arbitrators/ Board of Arbntmtwn. Labpur Courts,
Industnal Tribunals and Nauona] Tribunals.




Besides, there are Wage Boards, Commissions, Committees of Enquiry, Tripariite Regulatory Mechanizms
forums tike the Standing Committee on Labour and indiann Labour Conference to Guiding Industridl Refatioas
provide direction and advice on matters that come under their jurisdiction.

{3 the whole, there are several institutions/ agencies administering a variety of
legiglative and other plovls:ons As in the case of legislation, in labonr
administration alse there is significast scope for mtcgratwg the numerous author-m:s
and having a unified cadre of labour judiciary service. This makes for a speedier,
coordinated and effective labour administration in the absence of which employees
and employers have to run around a host of institutions/agencies in regard to labour
matters,

15.14 SUMMARY

We have obscrved briefly the nature of the regulatory framework in setting standards
to protect and {urther the working and employment condition~ of workers, regulate
industrial. relations and provide for a measure of social security ia keeping with the
ideals set out in our Constitution. As in mort other developing countries, here alss
much of the regulatory framework preveded industial development. Over the years,
the regulaiory framework introduced far reaching changes in industrial relations. We
have briefly made an overview of thw salient provisions of a select l-gislations and
had a glimpse of the iabour administration machinery.

. - \
15.15 SELF-ASSESSMENT TEST N )

{ Obtain the texts of a few legislations, Prepare a table of ns of the
_ . . o S Moo

foltowing terms contained in different legislations and an
» Worker or Workman

o Industry
# Wages
2 Refer to a few Jabour Joumals books on labSyslegislation to study a few
_ judgmenis by Supreme Courl/ Hig 1its and see for yourself how, over the
years, there has been a change in. the ion of workman and industry.

3 Visit a factory (or look into your own ofganisation, if it is 2 factoyy or industrial
establishment}. Stedy the facilities/ provisions {or health, safety and other -
* working conditions. Analyse how they compare with the provisions and standards
set in the text of the Factories Act.

4 Visit the offices of Factories Inspector and Labour Commissioner in your area.
Look around and talk to them about how they operate, what records they
maintain, etc.

5 Study one incident of an industrial dispute in your organisation or some other
organisation to which you have access. Examine the contents of the relevant file
from the beginning to the end. Examine the way the machinery for resolving
industnal disputes -is workmg Prepare a brief report.

6 Umagine what would have been the situation today if we did not have the
legislations that were mentioned in this unit. Put your thoughts on paper.

7  What is the role of 2 regulating mechanism in industrial relations. [s it to enable or
to control industriaf relauons? :

g Ifa iegnslanon like the Payment of Bonus Act ¢id not help obviating conflict on
account of bonus payments and if Minimum Wages Act by itself did not ensure
_ payment of minimum wages,would you suggest that the relevant Acis be repealed
if not, how would you approach the problem.

9 Does the regulatory mechanism inindustrial relations help or _hinder'
organisational efficiency?

10 What is the effect of the regulatory mechanism on:
8. trade union growth and development, . IB.T
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b. employer attitudes, and ' ‘
c. collective bnrgammg. ' '

Examine these aspects in relation to your experience and what you learn from
your obscrvation, newspaper reports, discussions with friends and colleagues. .

15.16 KEY WORDS : _ o

: : _ | . o
Arbitration : Reference of industrial disputes for resolving by a third party/ person.
It could be done by an individual (arbitrator} or by a group of p;fcrsn:mj'i {Board of
Arbitration). The power to refer an industrial dispute to an arbitrator is derived
from the writen agreement made by the employers and workmen specifying the
names of the arbitrator(s).

Adjudiution : 1t is compuisory arbitration, an ultimate remedy provided in the

‘Industrial Disputes Act, 1947 for resolving industrial disputes. Unlike in arbitration,

the appropriate Government on its own decides whether or not to refer an industrial
dispute for adjudication by a labour court, industrial tribunal or national tribunal.

Eabour Court : This is one of the adjudicatory bodies provided by thelIndustrial
Disputes Act to resolve such dnsputes listed in the Second Schedule of the Act as are
referred to by the appropmte Government. Labour courts consist of one person only.
who is also called the Presiding Officer, and who is or has been a]udg of a High

Court, .
Industrizl Tribunal : This is also a onéﬂy (Presiding Officer) to resolve

matters listed in-the Third Schedule of t strial Disputes that are|referred 10 it
by the appropriate Government.

National Tribural : The third ad ‘ory body provided by the Act to deal with
industrial disputes involvingaguestions of nationat importance® where more than one
state is affected. '
Conciliation : Medj
dispute by a third phgh
appropriate TILTIE

gh a non-judicial process of consensus in an industrial
Pho is usually a conciliation officer appointed by the
under the Industrial Disputes Act.
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APPENDIX 1
LIST OF IMPORTANT LAB()FJR ALTS (AS BN 321550

FACTORIES

CENTRAL

! The Indian Boilers Act, 1923. Amended in 1925, 1937, 1939, 1042, 1943, 1947, 1949, 1953 snd £950.
2 The Cotton {inning and Pressing Factories Act, 1925, Amended in 1939, 1942, 1950 and 1951,

3 The Factories Aat, ms‘ Amended in 1949, 1954 and 1975. '

STATES

| The Cotton Ginning and Pre:mr.g Facterics (Bombay Amcodment) Act, 1936. Amendet in 1937
2 C.P. & Berar Cotton Giening and Pressing Faclories {Amendment) Act, 1936 and 19475,
3 The C.P & Berar Coiton Ginning & Pressing Faciories (Second Amendment) Act, [947%
4 The Cotton Ginamg & Pressing Factories (Madraz Amendment) Act, 1953, '

5 The Cotiop Ginnpg and Pressing Factories (Satmohira Ammdmmt} Act, 1958,

& The Rezjasthan Factorics (Amendment) Rules, 1978,

T The Kevsla Faciories {(Amendinent) Bules, 1978, 1979 and (980,

8 The Punjab Factory (Amendmen?) Rules, 1978 and 1980,

9 The Andhrs Fradsh Faclores Rulse, 1950 ( Amend mmenc).

i The Delhi Factories Rules, 1950, Amended in 1979 and 1983,

1i The Pondicherry Factories Rules, 1964, Amcnded in 980 and 1984,

12 The Punjad Factory (Ist Amcadment) Rules, 1980,

11 The Maharashtra Factores Rules, 1963, Amended in 1981 and 1984,

14 The Tamid Madu Facionizs Euoles, £950 : Amendments.

1% The Tamii Nadu Faclones {Welfare Officers) Rules. 1953 - Amendments.

16 The Orssa Factorics Rules, 1950, Amended in 1982,

{7 The Guiamai Fectories Rules, 196). Amended in 1979, 1983 and 1934,

{8 The Karnawka Factories Rules, 1968, Amended in [982. :

MINES

CENTRAL

1 The Mines Act, 1952 Amended in 1959 and 1983,

2 The Metalliferrous Mines Regulations, 1961, Amended in 1963 {Twice), 967 and 1977,
STATES '

i The Bengal Mining Sctdlement Ac! 1912

PLANTATIONS

CEMTRAL

}  The Tea District Erigrant Labour (Repeal) Act, i9H1.

2 ‘The Plantations Labour Act, 1951, Amended 1960 and 1951,
STATES

1 The Jalpaiguri Labour Act, §951.

2 The Himachal Pradesh Plantations Labour Rules, 1978,

3 The Kerala Planiation Labour { Amendment), Rules, 1979,

4 The Tamil Nadu Plantations Lahour Rules, 1955 : Amendments.

TRANSPORT

CENTRAL

i The indian Ruilways Act, 1980, Amcuded in 1945, 1950, 1551, 1954, 1955, 1936 pnd t937.

2 The Dock Workers (Regulations of Empleyment), Act, 1948 Améndee in 1951, (962 and 1970,
3 The Mercham Shipping Act, 1958, Amended in 1966, 19?6 and 1977, )
4 The Motor Trenspoit Woerkers Act, 1961,

5 The Bombay Fort Trust (Grani of ex-gratia penslm to relired employecs) Regulatmns. L97E.

STATES

t  The Motor Transport Waorkers {West Bergal Amendment) Act, 1979,

2 The Punjsb Motor Transport Workers {Amendment) Rules, (96 and !98[

1. The Tamil Nadu Moter Transport Waorkers (Amendment) Rules, 1965-and 1981

SHOFS ANE COMMERCIAL ESTABLISHMENTS
CENTRAL
| The Weekly Holidays Act, 1942, Anwnded in 195§,

STATES

1 The Andhira Pradash Shops & Establishments Act, 1966 Amended in 1969,

The Assani Shops & Establishments Act, 1948,

The West Bengal Shops & Establishments Act, 1963, Amended in [965 and 198i.

The Bihar Shops & Esmablishments Act, 1953. Amended in 1959,

The Bombuy Shops & Establishments Act, 1948, Amended in 1949 and 960,

The Detki Shops & Esublishments Act, 1954, Amendsd in 1960 and 1970,

The Jammu & Kashmir Shops & Establishments Act, 1966,

The Keeala Shope & Commercial Establishments Act, {965,

The Meadhyn Pradesh Shops & Commercial Establishments Aci, 1958, Amended in 1367
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10 The Madras Shops & Esuhllshrmnts Act, 1947 (Also apilied 10 Andhrn Pradish with ceriain
modifications.) |

11 The Madras Catering Eswablishments Act, 1958, Amended in 1961,

12 The Mysore Shops & Establishmenis Act, 196F, i

- 13 "The Orissa Shops & Esiablishments Act, 1956, Amended in 1958,

14 The Punjab Shops & Comemercial Establishments Act, 1958,

15 The Rajesthan Shops & Commeércia! Esteblishments A, 1958,

16 The Saurashira Shops & Establishments Act, 1955,

17 The Uttar Pradesh Dookan Aur Vanijva Adhisthan Adhm:ymm 1962,
18 The Pondicherry Shops & Establishments Act, 964,

19 The Himachal Pradesh Shops & Commercia) Establishmenis Act, 1949,
2 The H.P. Shops & Commercial Establishments Rules, 1972 and 1979,
21 The Maharashira Grocery Macket Shops Unprotected Workers [Reguiation o! Pmpmymcm and

welfare (i) Amendment Scheme 1973 (i) apphicstion ta certain scheduled vy 1
22 The AP. Factaries & Eswablishments ( Nal:onal Festivals & other Holideys) Ac 1974 and Rules,
1974,

23 The Goa Daman & Diu Shops & Establishments Act, 1973, Amended in 1984,

24 The Punjab Shops & Commercial Establishments {Haryana Amendment) Act, 'll o76.

25 The Punjab Indusicial Establiskments (National and Festivai Holidays and Casual and Sick lcave)
Haryana Amendmeni Act, 1976, |

26 The Karnataka Industria! Estabishmeiis (Metionai and Featival Hodidays} Amendment Act, 1975,

27 The Gujarat Shops & Establishsments { Amendment) Rules, 1979,

28 The Maharasktra Shops & Establishments (Amend rmeni) Rulkes, 1979,

29 The Gujarat Shops & Establishmenss (Nationzl Festivals and other Holidays) Amendment Act, 1950,

M The Gujarat Shops & Esablishments (Employees’ Life nsurance) Act, 1980

31 The Gujarat Shops & Establishments Emplovess Group Insurance Schorme, 1980

32 The Gujarat Shops & Esisblishments {Em ployees Life Insurance} Rules, 1980

33 "The Bombay Shops & Establishments (Gujarat Amendment) Act, 198D,

M The Karnataka Shops & Commercial Establishoeents ( Amendment Rules, 1982)

35 The Kerala Shops & Commercial Establish te [uies, 1961, Amerdat in 1'}‘3’

36 The Assam Shops & Esiablishments (A Rules, 1982, \ .

37 Tae Gujarat Shops & Commereinl Establ Employess’ Wages in Lind {Computation of Cash
Value) Rules, 1984, j '

WAGES AND BONUS

CENTRAL
1 The Payment of Wages Amended in 1937, 1940, 1948, 1957, 1054, 976, 1977 and 1987,
2 The Minimum Wages Act, ¥948. Amended in 1934, 1957, 1969] and 1934,
3  The Paymeni o s ActR965. Amended in 1969, 1872, [973, (974, 1275, 1976, 1978 and 1989,
4  The Equal Re : dinance, {975, i
5  The Equal Remun®gation Rules, 1973, ‘
—&  The Payff s (Amendment) Ordinanee, 1973, 1977, IS'?S and [98G,
7 The \er@uncration Act, (976,
& The Equa eneration (Central) Amendment Ruoles, 1976,

9 The Paymenit of Borus Rules, 1975,

i0 The Equal Remuneration Rules, 1976, Amended in 1983

Il The Payment of Wages {Mines) Rules, 1936, Amended in 1977 and 1982,

12 The Paymeni of Wages (Air Transport Services) Rulus, 1968, Amended i i 1983.

8T ATES

" The Payment of Wages {Bombay Armendment) Act, 1953

The Payment of Weges (Bombay Amendment and Validation} Act, 1950,
The Payment of Wages (Madres Amendmens and Validation) Act, 1959,
The Payment of Wages (Mysore Amendmeni) Act, 1952,

Thé Payment of Wages (Saurashtra Amendmeni}y Act, £955,

The Minimum Wages {Rajasthan Amendment and Validadon) Act, 1969,
The Payment of Wagess (Madhya Pradesh Amendment) Act 1964,

The Goa, Daman & Div Minimues Wages Ruoles, 1975

The Himacha) Pradesh Payment of Wages ( Procedurc} Rudes, 1677,

1} The Maharashtrs Payment of Wages {Amendment) Rules, 977, ‘
11 The Kzrnataka Minimum Wages { Amendment) Rodes, 1977 gnd 19079, !

12 The Himachal Pradesh Payment of Wages ( Amendment) ek, 1979,

13 The Karpataka Payment of Wages (Amendment) B ules, 1979 :
[4 The Karnataka Miniznum Wapes { Amendment) Roles, 1977 )

13 The Kzrale Mikimum Wages { Amendment) Rules, 1975,

16 The Maharashtra Minimum Wages {Amendmenty Rules, (981,

17 The Himacha! Pradesh Minimum Weges Rule:, 1978,

18 The Punjak Payment of Wages (15t Amerdment) Rides, (257

19 The Tamil Nadu Payment of Subsistence Allowance Act, 198

20 The Tamit Nadu Payment of Subsisicnce Allowancr Rudes, 1651,

2! The Paymeni of Wages {Wast Brigel Amendment) Act, 198,

22 'Fhe Assam Cozl Mings Borus {Amendment) Schems, 1977,

IKDUSTRIAL HOUSING

i The indian Back Labourees Act, i‘awd Amended in 1949, 1950, 7251, {083 ans '9
Y The Madhya Pradesh Houwsing Bozed Act, 1954
3 The Viter Pradesh Indistrnat Housing Act, 1955,




1]

The Andhia Pradesh Hougng Board Act, 1956 : Regulatory Mechanisms
The Punjab Industrial Housing Act, 1956, Guiding Indusirial Relations
The Mysore Housing Beard Act, 1962,

TFhe Assum State Housing Board Act, 1972,

The Assein State Housing Rules; 1976,

The Jammu & Kashmir Housing Board Act, 1976,

The Tamil Nadu State Housing Board (Amendment: Ast, 1977,

SAFETY AND WELFARE
CENTRAL

[ R
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!

2
K}
i4
i5
13
17

The Indian Dock Labourers Act. 1934, Amended in 1950 and 1951,

The Mica Mines Labour Welfare Fund Act, 1946, Amended in 1950, 1951 and 1980,
The Coal Mines Labour Wellare Fund Act, 1947, Amended in 1951, 1972 and 1981.
The Coa! Mings {Conscrvation & Safety) Act, 1952, Amended in 1961,

The Coal Mines Rescue Rules, 1959, Amended in 1979,

The Iron Ore Mines Labour Welfare Cess Act, 1961, Amended.in 1970,

The Lime Stone and Dotomite Mines Labour Welfare Fund Act, 1972,

Tue Beedi Woskers Wellare Act, 1976,

The Beedt Workers Weliare Cess Act, 1976, Amended in 1981,

The Iron Ore Mines and Manganese Ore Mines Labour Wellare Fund Act, 1976

" The Iran Ore Mm{‘s and Manganese Cre Mmes LabourWelfare Cess Acl 1976. Amendad in 1982 and

1983,

The Beedi Workers Welfare Cess Rules, 1977,

The Besdi Workers Welfare Fund Rutes, 1978,

The Cine Workers Welfare Fund Rules, 1981,

The Limestone and Dolomite Mines Labour Welfare Fund Rules, 1973, Amended in 1281 and 1983
The Iron Cre Mines and Manganese Ore Mines Labgur Welfase Fund Rules, 19?8 Amended in 1983,
The Cinc Workers Wetfare Cess {Amendment) Rules, 1984,

STATES
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9

{4
HH
12
i3
14
15
16
17
11

The Bombay Smoke Nuisance Act, 1912 Amended is 195,

The Bambay Labour Welfare Fund Act, 1953, Amanded in 1956, 1961, | nd 1970,

The U.P. Sugar and Power Alcohel industries Labour Welfare and Develo und Act, 1950
The U.P. Labour Welfare Fund Act, 1965, \ :

The Mysore Labour Welfare Fund Act, 1965,

The Punjab Latour Welfare Fuad Act, 1965, y

The Maharashtra Mathadi, Hamal and other [Manua! Wo Repulation of Employment and
Welfarz) Adt, 1969, Amended in 1973, '

The Tamii Nadu Labour Welfare Fund Act, 1972,
The Assam Tea Plantations Employess' Welfare
The West Benga! Labour Welare Fund Act, |
Jammu & Kashmir Forest Labowr Welfare and Co
The Karnpiaia Labour Wellars (Amend
The Kerala Toddy Workers Welfare Funis i, (Amendment) 1969,

The Kerala Toddy Workers Welfare Fund dment) Act, 1978, .

The Punjab Laboeur Wellzre Fusd, {Haryena Amendment) Act, 1978,

The Himachal Pradesh Weifare Officers Recruitment and Conditicns of Service Rulcs 1977,
The Tamit Nedu Eabour Welfare Fund Rules, 1973 0 Amendmems,

The Guarsl Cashew Workers Relief and Weifare Fund Act, 1979,

nded Yo £982.
50,

7 in 1980.
n Facitities Fund Rules, 1974,
Ordinance, 1976,

SQCIAL SECURITY
CENTRAL

1

[T R

i
I
12

1

14

} The Doal Al

The Workmen's Compeasation Act, 1923, Amended in 1924, 1925, §629, 1933, 1937 (Twice), 1938,
1539, 1942 1944, 1948, 1959, 1962, 1976 and 1977, ] ) '
The Employers’ Liability Act, 1938, Amended in 1951 and 1932,
‘The War Iajuries Ordinance, 194, Amanded in 1950, )
The War Injuries (Compensation Ensurancs) Act, 1943, Amended in 1950 .
The Employess® Stare Insurance Act, 1948, Amended in 1951, 1966 and 1575,
The Coal Minss Provident Fund, Family P‘fnsnor ard Bonus Sd:emes Act, 1948, Arnended in 1930,
1951, 1963, 19?1 1972 and 1973 =
The Empioyces” Provident Funds and Paim._,r Pension Fund A, 1253 Amended in 1933, 1956, 1958,
1960, 1962, 1963, 1965, 1971, 1973 and 1976,
The Materaity Benefit Act, 1960, Amended in 1972, 1973 and 1976,
The Personal Injuries {Emergency vai_-ian} Act, 1962, Amendsd in 1571,
Thc Persoaal Injurics (Compensation Instrnce) Act, IQ‘J Amended in 1571,
The Seamen's Provident Fund Act, 1366,
Tie Payment of Gratuily Act, 1972, Amended in 1954
The Labour Provident Fund Laws (Amendmentt Aoy, 1976,
The Emptovess’ Provident Funds and Miscellaneous Provisions Act, [952--Frocedure for Deposmng
the monthly contribusion of Provident Tunds,
The Workmen's Compsnsation {Amendment) Act, 1576 -
The Empleyess” Providert Fonds Scheme, 1952 Amended in $977, 1579, 1985, 1981, 1982 and 1983,
The Empioyees’ Family Pension Scheme, 1971, Amended in 1578, 1983, 1982 snd 1983,
The Empioyees’ Deposit Linked Insyrance Scheme, 1975, Amendd in 975, 1580 and 1982,
The Employscs’ State Jasitaace (Generall Regulations 1950, Amended in 1978 and 198
I Famity Fension { Arwndment} Schene, 198L, ' ' 191
The Lifr Inpussnre Cor ﬂoﬁ;.omhmendlm el M' 1931, -_—
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22 The Coal Mines Provident Fund Scheme, 98, Amendad in | 980 and 1893, |

23 The Employees State Inswrance Corporation (Steff and Condisions of Service} chuhtmm 1950,
. Amended in 1983, '

STATES

The Assam Maternily Benefit Act, 1944, Amended in 1951,

The Assam Tea Plantation Provident Fund Scheawe Aci, 1935,

The Bengal Rural end Unempioyment Relief Act, 1939, Amended in 1941,

The Bengal {West) Maternity Benefit (Tea Estate) Act, 1948, Am:*nded in |50 nad 1959,

The Uttar Pradesh Matermity Benefit Act, 1938,

The West Bengal Employecs’ Payment of Compulsory Gratuity Act. I9?l

The Ovissa Old Age Pension Rules, 1973,

The Tﬂpum Payment of Gratuity Rukes, 1975.

The West Bengal E S\ (Medical Benefits) Rules, i974.

The Kerala Agricultural Workers Provideat Fund Scheme, 1975, |

The Maharashtra Unemployment Aflowance Payinent to Wodimen in Factories (for temporary

period) Ordinance, 1975, Coniinuance theveof—Recovery and Penalty Provisions.

12 The Dadra & Nagar Haveli Workmen's Compensation Rules, 1977,

13 Plentations {Wellare Officers) Assam { Antendment} Rules, 1978, .

4. Rajasthan Coal Mines Provident Fund ( Amendment) Scheme, 1930, i

15 The Punjat Payment of Unemployment Allowance to Educated Unemployed Persons Rules, 1978,
and {Third & Fourth Amendments) in 1981, . | :
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16 The Payment of Gratuity (M aharashtra) Rules, 1972, Amended in 1982 and 984!

17 The Inter-State Migrant Workmen (Regulation of Employment and Conditions of .‘:»erw:-}
Karnaiska. -

{8 The Andhz Pradzsh Ceal Mines Provident Fund Scheme, 1656, Amended in §930 and 1983,

19 The Goa, Daman and Diu Employees’ State Insuranoe {Medicat Benefi) Rutes, 1975 Amended in
1982,

X The Azsam Tea Plantations Provident Fund asd Persmn Fund £ mﬁnc, 1968, Am=nded in 1982,

2% The Inter-State Migrant Workmen (Regulation of Employmen: 2rd Conditions of Service) {Tamil
Nadu) Rules, 1983,
22 The Maharashira Employment Guarantee Act, { Amendzd in 1983,

23 The Rajasthan Coal Mines Provideni Fund eodhent) Schemes, 1963,

24 The Utiar Pradesh Paymem of Gratyj ules, . Amended in [983.

INDUSTRIAL RELATIONS

CENTR&L :
The Trade Unjons Act, 1926 Amended tn 1928, 1942, 1947, 1960 and 1964,

2 The Industrial Employmen ing Oeders) Act, 1946, Amended in 1950, 1951, 1968, 1963, 1982
and 1983, ;

3  The Indusirial Dig Act, 7. Amcnded in 1948, 1040 1950, 1951 (Thrice), 1952, 1953, 1954,
1955, 1956, 19574 , 1971, 1972, 1976, 1982 and 1934,

The Industrial Displies (Bankmg Companies) Decison Act, 1953, Amended in 1957 and 1972,

{Banbing & Insurance Companies) Act, 1949, Amended inl 1952,

putes { Appellate Tribunal} Act, 1950, Amended in 1956,

putes {Amendment & Miscellancous Provisions) Act, 1956,

The Working Yournalists & other Newspaper Employeest! Conditions of Service) & Miscellanecus

Provisions Act, 1955, Amended in 1962, 1978, 1979 {Ordinance) and 1981

9  The Working Joumalisis (Fixntinn of Rates of Wages) Act, 1948, Amended in. 1952,

10" The Trade Unions (Recognition} Act, 1977,

11, Fhe Working Joumalists & other Newspaper Employees™ { Conditions of Service} & Miscellaneous
Provisions (Amendment) Rules, 1955

12 The Indusinal Dispates (Central) Rules, 1957, Amended in 1982 and 1544,

13 The Indusinal Employment (Standing Orders) Rules, 1946, Amended in 1984,

STATES

{  The Bengal (West) Indusiria) Disputes { Amendment) Aet, 1958 Amended in 19'71 1973 and 1974,

2 The Bihar Essential Services (Maintenance) Act, 1947,

3 The Industrial Disputes (Bihar Amendment) Act, 1959,

4  The Bombay Adjudication Proceedings {Transfer and Coniipuance} Act, 1947,

5 The Bombay Industrial Relations Act, 1946, Amended in 1948 (Thrice), 1949, 1953, 1955 and 1966,

& The Bombay lndu%mal Relationg (Gujarat Extension and Amendment) Act, 1961 |Amendcd in 1562
and 1964, |

T The Industrial Employment (Standing Ordr:rs) { Bombay Saumshtra Ameqdment) Act, LQ53.

&  The Industriai Employment (Standing Orders) { Bombay Amendment} Act, 1955 and 1947,

&  The C.P. and Berar Vahdauon of Awards & Continuance of Proceedings (Industrial D:spules) Act,
1947

10 The C.2. & Berar Industrial Dispotes Settlement Act, 1947, Amended in 1947, 1951 and 1955,

'l The Indian Trade Unions {Madhya Pradesh Amendment) Act, 1963,

12 The Trade Unions {Madhya Pradesh Amendment) Act, 1968,

13 The Madhya Pradwsh Endustrial Relations Act, 1960, Amended in 1565, |

14 The Madhya Pradesh Indusirial Employment (Standing Orders} Act, 196!, Amended in 1965,

13 The ngustral Disputes (Madras Amendment) Aci, 1959

16 The Indusinal Employment {Sianding Qrders) (Madras Amindment) Act, {960

17 The Mysore Essential Sefvices {Maintenance) Act, 1943,

18 The Industrial Disputes (Mysore Amendment) Act, 1953,

19 The Maharashira Recognition of Trade Unjon and Prevention of Unfair Labour Practiczs Acl 1971,

20 The Mysore Industrial Disputes (Amendmcnt & R.erwa!mo! "!yCl 1939,




e

21 The Mysore Labour {Administration) Act, 1952, ) ) Regulatory Mechanisms
22 The Endustsial Dispuies {Orissa Amendment) Act, 1953. : Guiding Industrial Relatines
23 The Endustriat Disputes {Punjab Amendment) Act, 1958.
24 The Indusiriat Disputes {Rajasthan Amendment) Act, 1970
25 The Industral Disputes (Rajasthan Amendment) Ordinance, 1969,
26 "The Industral Disputes {Saurashtrz Amendment) Act, 1963,

| 27 The U.P. Industrial Disputes Act, [947. Amended in 1950, 1955, [953 and 1983,

‘ 23 The U.P. 'ndustrial Disputes (Amendment & Miscellaneous Provisions) Act, 1956. Amended in 1957, |
19 The Maharashira Indusirial Relations {Validations of Certain Proceedings) Act, 1972,
3 The Bombay Industrial Relations (Gujeral Amendment) Act, 1972,
31 The Himachal Pradesh Trade Unions Regulutions, 1978,
31 7 = Bombay Industiial Relations & Industrizl Disputes (Gujarat Amendmcnt) Act, 1972,
13 The industrial Dispules (Maharashtra) Act, 1947, Amended in I9?3 and 1974,
3 The w!aharashtra Employment Guarantee Bill, [977,
35 The Industrial Disputes {Bombay) Rules, {957, Amended in 1977, 1983 and 1984,
36 The Gujarat Trade Unions (Amendment) Regulations, 1979,
37 The Industrial Disputes (Himachal Pradesh) { Amendment) Rules, 1974,
38 The Karnmaka Industrial Employment {Standing Orders) { Amendment) Rules, 1979,
39 The Industrial Disputes (West Bengal Amendment) Act, 1980.
40 The Kerala Industrial Employees” Paymeat of Gratuity (Amendment) Rules, 1980,
41 The Industrial Disputes and Maharashtra Unemployment Allswance Payment to Workers in

Factorics { for temporary period) (Amendment) Act, 1981,

42 The Industrial Establishments (Conferment of Permanent Swatus (o Workmen) Am, 1981.
41 The Industral Disputes (Tamil Nadu Amendment) Ac, 1982,
44 The U.P. Industrial Peace {Timely Payment of Wages} Rules, 1981,
45 The Industrial Disputes (Gujarat) Rubes, 1966, Amended in 1982 and 1984,
46 The Bombay Irdustrial Relations (Gujarat) Rules, 1961, Amended in 1982,
47 The Bombay Industrial Employment (Standing Orders) Rules, 1959, Amended in 1983,
48 The Industrial Disputes {Madhya Pradesh) Act, 1947, Amended in 983, .
4% The Industrial Employment (Sianding Oiders) Punjab Rules. 1978, Amended in 1%
3t The Andhra Pradesh Beedi & Cigar Workers (Conditions of Employmen) R 1968{ Amendment).
51 The U.P. Indusirial Rules, 1957, Amended in 983,

PROTECTION OF CHILDREN
CENTRAL

I The Children { Pledging of Laboury Aci, 1933
2 The Employment of Children Act, 1938. Amended in 1339, 1 1949, 1951 and 1978,

INDERTEDNESS

STATES

I The Assam Meoney Lenders” Act, 1934, A 1954,

2 The Bengal Workmen's Protection Ac, 1934, ded in 1940
3 The Bihar Workmen's Proteciion Act, 1948,

4  The Bombay Agricultural Debtors Rele! Act, 1947

5 The Bombay Money Lenders’ Act, 1946, Amended in 1948,

& The C.P. and Berar Adjustment and Liquidation of Industrial Workers Debr Act, 1936,
1 The C.P. and Berar Protection of Debters Act, 1937.

8 The Agricullunsts Loan (Coorg Amendment) Act, 1936

9 The Coorg Debt Conciliation Act, 1940,

10 The Coorg Money Lenders’ Act; 1939, Amended in 1946,

11 The Madr:s Debtors' Protection Act, 1934,

12 The Madras Workmen’s Protection Act, 1941

13 The Orissa Debt and Bondage Abolition Regulation, 1948,

14 The Punjub Regisiration of Accounts Act, 1930,

15 The Punjab Reliel of Indebtedness Act, 1934,

16 The Punjab Debiors’ Protection Act, 1936,

17 The Punjab Regulation of Money Lender Reliel Act, 1954,

{8 The Saurashtra Agricultural Debtors Relief Act, 1954,

19 The Karpataka Debt Relief Ordinance, 1975. :

20 The Kerala Agricultural Workers act, 1974,

21 The Kerala Agricvltural Workers Rules, 1975,

22 The Tripura Agricultural Warkers Debtors Relief Ordinance. [975.
23 The West Beugal Reliel of Rural Indebtedness Act, 1975,

24 The Tamil Nadu Debt Reliel Act, 1976.

25 The Tamu! Nadu Deh: Relief Rules, 1976,

26 - The Rajasthan Scheduled Debtors (Liguidation of Indebtedness) Act. 1975,
27 The Guiarat Rural Debtors Relicl Act, 1976,

MISCELLANEOUS
CENTRAL

The Cocon Industry (Statisucs) Act, 1926, Amended in 1950,

The Employmemt Exchanges (Compulsory Notification of Vacancies) Act, 1959

The Collecrinn of Statistics Act, 1953, 193
The C.P.W.D. Contractors” Labour Regulations, 1946

Pl i —



Muqll. Inhlrhl
Retations

194

The Apprentices Act, 1961, Amended in 1972,

5
6 The Beedi & Cigar Workers' {Conditions of Empioyment) Act, 1566,
7  The Contract Labour (Regulation & Abolition) Act, 1970,
8 The Central Labour Laws (Extension to Jammu & Kashmir) Act, 1970 |
9 The Contract Labour (Regulation & Abolition} Rules, 1971, Construction & Maintengzice of Cn:ches‘.
10 The Coniract Labour (Regulation & Abolition) Act, 1970. Prohibitivn of Coniract I.ahcur in czriain
" employments in Coal Mines.
Ii The Bonded Labour System {Aboltion) Act, 1876
I2 The Bonded Labour System (Abolition) Rules, 1976,
13 The Sales Promotion Employees {Conditions of Service) Act, 1576,
[4 ‘The Sales Promotion Employees (Conditions of Service) Rules, 1976, Ammdut in 1982,
I5 The Cocanut Act, 1977 (Bill}.
‘16 The Domestic Workers {Comditions of Service) Act, 1977 (Bill).
17 The Beedi Workers Welfars Fund Rules, 1978,
18 The Apprenticeship Rukes, 1962. Amended in 1979, 1981 amd 1981,
19 The Imcr-Su,tc Migrant Workmen {Regulanom of Bmployment znd Condmons of Strvice) Central
Rules, 1980,
20 The Paper and Paper Bodrd Cess Rules, 1981,
2l The Essential Services Maintenanee Act, 1981, _
27 The Cine Workers and Cinema Theatre Workers { Regulation of Employment) Act, 1981,
23 The lnter-State Migrant Workmen (Regulation of Employment and Conditions of Service) Act, 1979,
24 The Cine Waorkers and Cinema Theatre Workers (Regulation of Employment) Rules, 1984, ™ -
STATES
i The Bombay Tenancy and Agricultural Lands Act, 1948,
2 The C.P. & Berar Regulation of Manufacture of Bidis { Agricultural Purpose) Act, 1948,
3} The Hyderabad Public Cantractors' Labour Reguiatiens and Fair Wage Clauses, 1951.
4 The Jarnmu & Kashmir Collection of Statistics Act, 1962
5  The Kerzla Industrial Establishments (National & Festival Holidays) Act, 1938,
6 The Madras Compulsory Labour Act, 1958,
7  The Madras Industdal Establishments (Nation@l & FeSjival Holidays) Act, 1958, Amended in 1964,
8 The Madms Beedi Industrial Premises (Regulatidhg agll Conditions of Warks) Act, 1958,
9  The Orissa Compuisary Labour Act, 1548 .- S
10 The Kerala Cigar and Beedi Industria s (Regolations and Conditions of Woik} Act, 1361,
11 The Pondicherry Industrial Establishm Jitional and Festival Holidays) Act, I%-:!. Amended in
197i. :
{2 The Punjab Industrial Establis Jational and Festival Holidays and Casual and Sick Leave)
Ak, 19565,
13- The U.P. Industrial E hrnen® (National Holidays) Act, 136].
14 The Uttar Pradesh derraking (Special Provisions for Prevéntion of Ullcmpk)yment) Act.
1966,
15 The Bembay Act, 1989 a5 extended to the Provinee of Delhi. ‘
16 The West 3 ment of Subsistence Allowance Act, 1969,
17 The Himacha h Industrial Establishments (Narional & Festival Holidays & Casual & Sick
Lezave) Act, 19697 :
13 The Contracs Labour (Regulatmn. & Abalition) Jammu & Kashmir Ru]es, 1972, - '
19 The West Bengal Contract Labour {Regulation & Abolition) Rules, 1672, ‘
20 The Goa, Daman & Div Comract Labour (Regulation & Abolition) Rules, 1972,
21- The Andaman & Nicobar Islands Contmct Labour (Regulation and Abolition) Rulcs 1474,
.22 The Contract Labonr {Regulation & Abolition) Xarnataka Rules, 1974 and 1979,
23 The U.P. Prohibiticn of Bonded Labour Aci, 1973
24 The Haryana Contract Labour (Regulation & Abolition) Rules, 1975 and 1974, (Arm.-ndmem)
25 The Tamil Nadu Contract Labour (Rzpuiation & Abolition} Rules, 1975,
26 The Andhra Pradesh Muttah, Jattu, Hamal and other Manual Workers {Regulation of Employment
& Welfare) Ocdinance, 1976,
27 ~The West Bengal Rurzl Employment & Production Act, 1976,
38 The Contract Labour (Regulation & Abolition) Madhya Pradesh Rules, 1973, (Amendmenl)
26 The Himachal Pradesh Essntial Services (Maintenance) { Amendnment) Act, 1973,
30 The Punjab Contract Labour {Regulation & Abolition) {Amendment) Rules, 1986,
3t The Madhya Pradesh Labour Laws {Amendment) and Miscellaneous Provisions Act, {981
32 The Tamil Nadu Manua! Workers {Regulation of Employment and Conditions of Work} Aci, 1982
33 The {Gujarat) Safetry Officers Duties, Qualifications and Condilions of Service Rules, 1983,
34 The Xarnataka Khadi & Village Industries Act, 1956, Amended in 1983,
35

The Kerzla Headload Workers Rules, 1981, Amended in 1983, ' ‘

APPENDIX ll

REPORT GF THE COMMITTEE CONSTITUTEDR TO EXAMINE ITEM 4 GF THE AGENDA GF
THE NATIONAL LAROVR CONFERENCE (SEPTEMBER, 1941)

{(CHAIRMAN : MR. SANAT MEHTA)
Sub#cﬂ LAWS ON INDUSTRIAL DISPUTES AND TRADE UNIONS—OUTLINES GF

SUGGESTED CHANGES

INTRODUCTION ’
1 One of ibe ileow includ ed (or consideration at the National Labour Conference held on the 17h and
the 181h Scpteimber, 1982, related to important indusirial relations iepes— further amend ments 10 the



Indus&ial Disputes Act, 1947 and the Trade Unions Act, 1928. The Conference referred this item for Heguistory Mechaninme

detailed sxamination to a Commitice under the Chairmanship of Shr Sanat Mehta, Minister of Finance Gulding Indesirial Relations

and Labour, Gujarat, in which State Goveruments, Central Workers' and Employers’ Organisstions, who
perticipated at the conference were represented. The Commitiee gave cenain recommendations on the
issues veferred to it and these wers unanimously adopted at the Conference. The Government' convened a
sccand mceting of this Commitice on the 8tk October, 1982 to consider the various suggestions in‘ilerm 4 of
the Agenda, which werr rot cowered by the recommendations of the Committee. Tt was decided at that
meeting that the Convener of the Commitice wauld prepare a Note indicating a draft outiine of the
manner it which the recommendations atrezdy mads by the Committee could be wranslited in the form of
depmslation.

2 The Notz was prepared by the Convener at the request of the Costmitice which is not to be taken as
the views of the Minisiry of Labour oa the various issues. It also covered the left-aver items of the
relevant Memorandum of the N.L.C. This was considered at the subsequent mzetings of the Committee -
held on the [0th December and 20th December, 1982, In the light of the outceme of the discussions o
the various items covered in the Nowe the Committee agreed to recast the outline of the suggested changes
on the lines indicated below: ' :

A) INDUSTRIAL RELATIONS ACT N
Industrint Relptioms Commbrloss, Stamding Labour Cours and Procedure for Settlement of indlvideal
ned seflective disputes .

2.1.! The National Labour Confersnce had recommended setting ap of Indusirial Relations Commissions,
both at the Centz and the Stale levels as the machinery for resolutions of Indusirial disputes, in the same’
manner and with the same functions as recommended by the National Commission on Labour. The
MNationa! Commission had recommended (see Anpexurej that the Industrial Relations Commisions will be
an authority independent of the executive and the main funciions would be (a} conciliation. i
(b) adjudication in industrial disputes, anrd (c) cenification of unions as representative unions. The
President of the Commission would Rave judicia! qualifications and experience and there would be judiciat
and pon-judicial tembers to assist him. The non-judicial members would be persons o{eminencs in the

appointment asjudges of 2 High Court. The Conciliation Wing will consist of con
without judicial qualifications. - :

242 The Cummitlee_'ucommends thal the proposed new legislation shall
indepeadent Tndustrial Relations Commissions and the constitution, sei uyp
Members, Lhe supporting officers and staff chall be on the same lincs as gi :
the Wational Commission on Labour. The law has to reflect the ex ition and Govermment may work
ol the detatls in consulition with the Stale Gavernments. i

2.2 The proceduse tor settlentent of individual disputes woyh
pmcr'fsum with buill-in gricvance arbitration, In respect d
fatls, the normal means for seitlement would be by arbitratitlg Where arbitration is not acceptable to the
partiss ihey can approach the Conciliation Wing I.R.C.Which would mediate with a view to hdp
the twa parties (o arrive a1 a Birartiic setticmen wication Wing of the 1. R.C. wilt deal with
issues where the Canciliation Wing is not in 2 post 5071 themn out. The decision of the adjudicator
would bé final and binding on the parties. The CentifiCation Wing would deal with ail matters connected
with registration of unions and identification of a negotiating agent and other isswes spedfically referied
oM.

= by a$imple grievance redressal
g disputes, whee collective bargaining

1.3 Sanding Labour Courts would aiso function at the Centre and the States under the overall
supervision of Industrial Relations Commissions. Thess would deal with disputes relating Lo rights and
‘obligations, interpretation and implementation of awards and claims ansing out of rights and obligations
under the relevant provisions of law or agreements as wel] as disputes in regard to unfair i2bour pradtices
and the like, vide Recommendation No. 192 of the National Commission.on Labour.

2.4 The Labour Courls wouid have powers for execution of the decisions of the LR.Cs,, Arbitrators, )
Setilements and rights due under the stalules, directly, in the same manner a Collector is authorised 1o
collect revenues, The Courts would be provided with mamlatdaes; tahsildars, bailifls and other staff with
powers of Kevenue Recovery and power as available 10 Judicial courts for suction of pre rtics sa that
the money realised can be made available to the beneficiaries by the Courts directly.

Coleciive Bargrining Agsnt ) _
31 Statutory pm‘wiéion may be made for having a collective bargaining agent at the unit/ ind ustry Jevel -
and the question as 1o who wouldl be the agent would be devided by the check-off system. The check-off
sysem would opcrate on 1he basis of a writicn aythorisation which w?uld be valid for 2 penod of three
years given by every employee to the employer pnder intimation to the union concerned. The Trade
Unions have to abide by a mew Cede of Conduct For being eligible to compeic for check-oif and -
recoghition as 2 collective bargaining agent and no crafi/caiegory-wise union would be cligible te benefit
from check-off or recognition. There would be a sale colfective bergaining agent. whercvei feasible:
failing which a composite-bargaining council with proportional represeniation subject to a winimum )
membership. The percentages of membership for qualification as sok agent ot for inclusion in the c_ounca]
wotild be laid down by the L. R.Cs. keeping in view the conditions of 1he indusiry, 1he area of opcration,
inciuding the-extent of unionisatic. in that undertakingfindustry. The recognition once granied would be
valid for an initizl period of three years and this status will continwe tili it is suceessTully challenged by
athiers or when 1he recognised union violates the Code of Conduct. The disqualificalian arising out of *
viclation of tht Code would operate for 2 specified periad. .

92 The above recommendations can be given effect wbyheviru i new chagpeer in the ll‘ld‘lltln'.nl - : 195
Reiations Act on Cofllective Bargaining Agent’. 'Ihp&iurai'ﬁn scicction ns 8 soie dargaining agent-or a8



Managing Industrial a member of the collective bargaimng councii has to be on such Ines as indicated below:

Relations ) 1 Where there is only one cligible registered union in a unit/industry it shall be certified as the sole
bargatning agent, provided it has a minimum percemage of membership as the LR.C. may prescride.

it Where there are more than one registered unions in a unit/industry, the union with the maximum.
support, which shall pot be less than 48 .per cem {or a unitwise union, ar 25 per cent for an
industry-wise union, shali be certifiad as the sole bargaiaing agent.

i Where the conditions stipulated in (i) and (i) above are not satisfied, the registersd trade wnions in
the unit/industry with a mimimum membership as decided by the LR.C. depending on the extent of
unionisation in the unit/ industry, may constitute a composite bargaming council for the
unil/industry chesen from among the eligible regictered trade unicns in the unitf ind sy

iv. The Trade Unions certified as collective bargaining agent or as members of the collective bargaining
council may give a writter undentaking to abide by the prescribed oode of Qondltéi as a pre-condition
for being considered for certification and for continued funciioning as the agent/ member of the
council. -

| Method of Determinting the Representative Character of Trade Unions
4 The verification of membership of every registered trade unionf industry would be carried out by the

Certificating Wing of the | R.C. and for this purpose the LR.C. will rely on the check-off particulars
available with the employer. Initially for a petiod of six months from a spedfied date ¢very registered
trade union in the unit/ industry would have the facility of chedi—eff. Afier the results of verification are
known only the recognised nnion/unions will continue to have that facility. Every union/unions certified
as collective bargaining agent/ member of the Colkctive Bargaining Covnctl will contitue 1o have the

status till it iy sucessfully challenged, after an initial period of three years,

Rights of 2 Collkective Bargaining Agent and other Unions

3.) A recognised union, including members of the Council, should alone have, among other things, the
right 1o sok representation for entering into colective agreements on wages and other terms of
employment and conditions of service of workmen, right to call for a sirike in aceordance with the
procedure prescribed, right for continued availabilitNgf check-off, right for representation in all bipartie
and tripartite commitiees; councils, Fight 10 dis tters with the employer and (o inspect by prior,
agreernent the place of work of any of jts memb ¢ right to seek and receive information relevant
for collective bargaining purposes.

5.2 All registered trade unions will hay @ t to represent the cause of thar warkers on all matters
connected with individua) disputes. :

Chevk-oft 3 .
6.1 The recommendation is that employee will be free to indicate to the management, the union of
which he is a member a thon$e the management in writing to recover from his wages the union
subscription and remj unmn. The check-off authorisation by the employees would be vatid for a
period of three years. ) .
6.2 ThePa Wages® Acl, 1936 has already been amended 50 as to provide that deductions made,
with the wri isation of the employed persons, for payment of the fees payabie by him for the
membership of ¢ union registered under the Trade Unions Act, 1926 would constitute valid

. ) deducti ons. '

6.3 AH dispuies relating to check-off will be decided by the LR.C.

CODE OF CONDUCT

#) Trade Union Organisations .
7.1 The recommendation is that only such trade union arganisaiions shanld be eligible for recognition as
Collective Bargaining Agent, who qualily acconding 1o a fresk Code of Conduct to be jlaid down. )

| 7.2 A list of Unfair Labour Practices is pow given in the Fifth Schedule to the LD Act, 1947 (yet to be
i ' brought inte force). What is now reguired is to spell put certain positive attitudes the 1Eradr: umions should
i _zdopt 50 that the members and office- bearers of trade unions function with a sense of dedication in the
cause of the unit/ industry. Some of the aspects that could be brought in the proposed Code are:-
I

i Every employee in an industry or unil shall have the freedam and right to join a prion of his chaice.
No coercion shall be exercised in this matter. ' i
i There shali be unreserved acoeptance of and respect for, democratic functioning LJ\f trade unions. -
jii . There shall be regular and democratic elections of exeqtiive bodies and oflice-bearers of trade
unions. |
“ & Casteism, communalism and provincizlism shall be eschéwed by-all unions.
. §  The trade vnion shall make every member conscious of his duties and impress on them the need o
work with dedication and sincerity,
»i  The trade pnion shall net encourage its members to participate in sympathetic sirikes, bandhs, ete.
~ which haw nothing to de with any of workers’ grievances.
b) Empioyers
7.3 The Committee had also recommended that there shall be a Code of Conduct for employers. The
- followiog could form part of such a Code:
i The employer shall not declare any lockout, closure, or lay-<!f or retrenchment, except in
-accordance with the procedure faid down in the Act and prior consultation with the recognised
collective bargaining agent. .
il Al schemes of rmtionaksation, avtomation and the like shall in the first instance be discussed with
the collective bargaining agent/ bargaining council. i
196-' §ii . The employer shail not violate the terms and conditions of service of the workers.




i
iv. The employer shalt faithful Iy. implemeat the: provisians of all labour Jaws. - : - Reguiatory Mechamizms
v  The employer shall accept arbitration when unions offer settlement of disputes. Guiding Indwstrial Relations

74 Wherever the employer orvuni_‘nrl vioktes the Code the 1.R.C. shallimpose apprbpri_atc punishment
. inclwding suspension of cancellation of recognition in the case of trade union ard appropriate. deterrent .
fine in the case of employers. | S

Arbiteation - . : -
8.1 'the Commitiee had recommended that all individua) disputes shall be scitled by a simple gricvance
redressal procedure with built-in-gdevance arbitration. Government had already amended the 1.D. Act,
1947 to provide for'a system of grievance szitiement mackinery. This provision can be further augmented
by providing that wherever an ind:ividual remains still aggrieved by the award of the grievance machinery
_he wiil have an autematic right to invoke arbitration and cvery industrial establishment having 30 or moré
workmen will have 2 mutually acceptable grievance Arbitrater. In dealing with an individ wal dispute the
Arbitrator will have the same powers 25 are available under Section 11A of the 1.D. Act, 1947, and the
Arbitrator shal atso call for 1 mShz evidence for deciding an  issue in the interesi of securing the ends of
justice, He may also have powers far grant of interim relief by way of subsistence allowance to individual
worksmin. subject (o, conditions of nen-employment elsewhere during the pendency of 1he cdse in
atbitration. : . : S :
8.2 The Committee had recommended voluntary asbitration also in respest of collective disputes as thic
normal means of serling disputes wherever collective bargaining fails. Further the award of the Arbitrator -
inclading the gricvance arbitration award. shall'be a speaking award, and it shail be final and binding on
alj parties and shall not be calied in question in any court cxcept on grounds-of the Arbitrator having
acted without jurisdiction or on grounds of perversity. .

‘Strikes and Lockouts :
a) Procedure for strikes and lockouts

"9.] The N.L.C. had recommendedl that every strike whether in an industry classified 2s cssntial or not
shail be preceded by a strike bjllot in which all the workers in the establishment are allowed to

participate and resort to sirike may be made only if the tesults of the ballot show that net less then 60%%
of the workers support the strike: .

9.2 At present the only requirem:ent before going on strike, and that too in rclati
services, is serving of a notice, The law may provide that anly a certified colicctive
member of the composite bargaining council shall have a right to serve a_getige of strike.
notice will be served only in {urtRerance of a coflective demand and afte, 2k discussions had failed,
and arbitration has been refused by the employer prescribed and the resdy e ballot show that 60% of
the workmen of the unil;’industq:r support the sirike. The stike bgllot would™® supervised by the IRC.

9.3 No lack-out could be declare'd by an employer unless collecti ining has faikd and the wnior
has refused arhitration and it is dtherwise permissible undggthe la and this should be preceded 2y a
decision taken at the highest level of the establishment cr exdeption could be madz in cases of
extreme vinlence for purposes of  prosecting life and peo : : :

9.4 The Labour Courts would be the authority

doing so the court shall 1ake intd account the
. bargaining agent, the tmployer and the approp

collective bargaining agent, the cj_mpbyer and the

9.5 Every workman would be free to file an application before the courts for strike/ lock-out period wages

and the Labour Court cin decide the admissibility of wages as an incidental matter and thereafter proceed

to compute the same and order Paymcm,' ' ’

i} *Go-slow’ o : o

10 The present definition of the éterm -‘Slrik:‘l in the Industrial Disputes Act, 1947, docs not cover *go-

sow". The definition of the term! *strike’ shall include ‘go-show’ on the lines provided in Maharashtra Act.

cide whether a strike or lock-out is legal and while
nces which led to it znd the views of the callective
Fernment. For getting a decision on this, the
vernment can approach the Labour Court dircctly.

i) Public Ultility Services’ i

11 There is no need for a separate concept as Public Utility Services.

iii) Setilement and awards : _ : .
12.]1 When a scujement is arrived at as between employer and the colective bargaining agent/ council of
there exists a conciliation settlement, such scttlements may prescribe a period of validity, which may not
be kess than three years, and no union, workman or management shall challenze the scttlemerit during the
period of validity of the settlernent, . . :

4 .
122 All awards shall remain iniforce for a period of threc years or such Yonger period as indicated in the
awé\rd -or settlement and this may appiy also 1o arbitration awands. : .

tv) Section 25-M and 25-N Chapter VB—icy-off and retrenchment ) : -

13.1 The existing provisions onilay-off will continiue. As far as the procedure is concermed, no workman
shall be laid off by his employer except with the previous permission of the authority specified by the
.appropriate Govemment. : : ' :

112 Section 25-M and 25-N may also be restructurcd on the same lincs as the revised Section 250
incorporated in the Industrial Disputes (Amendment} Act, 1982, so that the sections provide for (i) giving
notices in writing, (ii) holding of enquiries, {iji} guidelines for the authoritics to Totlow before granting or
refusing to grant permission and {iv) a pravision for appeal aguinst the orders of the specificd ‘Authority.
v) Chapier ¥>A . _ _

14 Chapter Y-Aand Chapter VB may be integrated. Further the integrated chapter willapply toall activities.

intlpeél/ive of whether they are.faciories. mines or plantations, sa that the employes in cvery industfial

establishment employing 100 or'more workmen would have \o'obtain prior spprovatfor lay-off. refrenchmem- o (97
and closurs: ! : e :

3
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vi} Definition of the tevm “reseenchmens’

15 The term ‘retrenchoent” may be vedefined so that in addit_ion to what is siresdy pmvided i the Mt,

the term ey not include

a)  voluntary abandonment of service without inti metion .

b)  compublory retirement sccording to the provisions of Standing Grders or contract of employmens wy
giving nolice after the minimumm prescribed yéars of service, and not for reasons of discplinary
actioa, ’

The representatives of the Stace Governments did not want any chaoge in the existing definition. The
spresontatives of the employars had their own views on what is meant by retrenchment and the Chairmen
agreed (o incorporate thar views as such. No such views ave boen received. )

vii} Regubavion of Conditionsof Serviee by Guverrsnent under ¢ertatin civcumnsiances

16 Whenever there is an industrial dispute and the employer and workman zre unsbk 10 come Lo any
setilecnent on matters in dispute, be it in an incustey covered as an essential service under the Essential
Services Maigtensnce Act or otherwise, after the dispute is seized in coaciliztion, arbitmiion or
actjudication, the IR .C.may issue an order requiring the employers, wotkimen, or both to chserve, for such
_period as may be specified in accordance with that order certain terms atd conditions in yelation to their
workmen. This would be purely an interim measure and would cease to operte once there i 2 settement
of the edjudicator gives an internm or final award in the dispule,

vitij Protection of legitimate trade union activities

17 A.specific provision may be made in the law to the effect that e office-bearers of a enion or unicue
centified as bargaining agent/ member of council would have protection from acts such as dismissat,
termination of employment, changes in the conditions of service and connceted matters as Jong as they nre
office-beurers and for a further period of three vears immediately after relinquishing such officc. This
protection would, hawever, not be avaitable to an officc-bearer whers he commits & proved miscondysy,

ix) Definition of the term ‘empiover’

18 The term ‘employer’ may be redefimed as
“Employer inchudes, where the owner of any undertaking in the zourst of or, for the purposes of
conducting the undertaking. contracis with aty persgn for the excaution by or, under the contractor of
the whole or. any part of any work which i ordinatMgpart of the undertaking the owner of the
sodertaking.™

The Labour Secretary, Mahatashtra would make
indicaiing what the term “ordinarily’ au

i to the employers tle dewails of the case laws

x) Mader of Charg e—Section 94 )

19 The Act mey provide that every obj o & natice of change raised by the bargsining ageni/ council
and not sorted out would be an jloiat dispute and the procedur: acerpred for resolutien of colective
disputes would be foilowed,

xif} Unfaiy Lobour Practices : ) 5 ) ’

21 The list of Unfair Labowr Practices in the Schedule of the 1.0 Act hag to bi reviewad particulasiy in
the context of the Code of Canduct. All complainis of violations of the provisions of Chapter V! and the
Fifik Schedule to the Act may be treated a5 offerces which LR.Cs. may decide as Couvis and for this
-purpose the provisions of Section 30 of the Maharashira Recognition of Trade Unions and Prevention of
Unfair Lebour Practices Act shall be adopied. It wes also accepted that to check double procesd ngs the
provisions of Sex. 59 of the Maharashtrs Recogrition of Trade Unions and Prewention of Unfair Labour
Pmctices Act shall also be adopted.

B) TRADE UNIONS ACT ,
22 It was agresd that with the coming into force of a new 1R, Law with LR.Cs. as the authority, the
functions of 1he Registrars of Trade Unions would be done by the Certification Wing of the L.R.C.and the

" powers that are necessary have to be redefined in that context, The Committee raaee the following

recommendations on some aspects relating to amendments 1o the Teade Unions Act, 1926 as Jisted in/the
Memorand um. )

i) Provisions for delegation of poners from Centre 1o State

At present there is no provision for delegation of powsrs 1o Staw Governments or its officers by the
Centrzi Government in so far as (unctions of the Centrad Goveroment as appropriztt Governments, is
concerned. No uniform procedure is followed in rspea of registration of Trade Uniops whose chictts are
aprcad over more than one state. The Present arrangement which emanzates, from: powers detogaied 1o
‘Siate Govwemments under the Constitution needs 10 be speaficatly spelt out in the Act itsef, The )
Committee recommends thata provision on the same lines 2 in Section 39 of the Industrial Drisputes At I
be made in the Trade Untons Act, 1926, C C

ii} The L.R.Cs. while fealing with trade union matters will have POWCTHi0 review theirdecisions and what
shenld be the mature of this and other provisions could be lefl to the LR.Cs. to formiulale,

i} Mem (h) of Seaicn 6 of she j’radc Unions Act provides that. the Rules of the Trade Union rpplying fow
vegstention provide for the manner in which the members of the enccutive and the mher officederrer of
e Trade Union shall be appointed and removed. In Lhe absence of 4 stipalaticn for 3 minimn serurs
for office-bearership, cennin office-bearers continus 1o offica mdefinitely amd election 16 offtcerarership

- ke mrver held. The Commitsee recommends that ibe Rudes should pravide a limit of twe or tiree yeam.

[T mlzrm of berter management of funds of Trade Unions, auditing of the accounts of the Funds



of Trade Unions should be'tonducizd by outsiders where the 101a] membership of the Union is 300 or
sbove. In ather cases they may choost an auditor from among the persans inciuded in the Panel of
suditors maintained by LR .Cs. and Govemmeni would bear the expenses for audit.

¥} The mode, frequmcy. nieed, cik. connected with opcutwn of Section 28{4) of the Act for desiing with
Retures would be left 1o the IRCs discretion.

i) The Act does not provide fo_r penalty for failure to maintain accounts. In the absence of this, the
poiticr relating 1o mainténance and scrutiny of accounis &re not proving effective. The suggeston is 1o
make these punishable with finc (the fine being & maximum of Rs 2000 -).

vil) Repistration of Centrai Organisation gf Workers and Employers

The Certral Grganisations of Workers and Employers including Federation would also ge: themselyes
regigored as trade unions and the registration would be with reference te the number of unions affiliated

,totaem. The represeniative of the HMS(K) while agrecing to this mentioned thas he ie nos competent ta
be 4 signaiory to this recommendntion and his Note of dissent recorded.

CONCLUSION

23 The Committee concluded its pmcedmgs with an observatien that Government may take vrgent steps
1o give kegislative shape 10 the unanimous recommendations of the N.L.C. and the views of the Comm:ttce
on (e issoes referred (o it, which are putlined in the puaedzng paragraph.

APPENDIX iIE
RECOMMENDATIONS GF THE NATIONAL COMMISSION OF LABOUR

A} INDUSTRIAL RELATIONS COMMISSION

E75 The present arrangerent for appointing ad hoe industrial tribunals should be discontinued, An
fndustrial Relatiens Commission ({RC) on a permaneni basis should be sct up at the Centre and one
in each State for sertling “interest” disputes. The Industrial Redations Commission will be an authority
independent of the execttive. !

§76. The National Industriz! Relations Cnmmmmn should be appointed by the Central Government for
industries for which that Government is the appropriate autharty. The Mational Industrial Relations
Commission would dea! with such disputes whick involve questions of national importance o which

177 Each State should have an Industrial Relations Commission for selflement o
State Government is the appropniate authonily.

F76 The main functions of the National/ Stale Industnal Relaions Coffimissiohs will be (2} adjudication

" in industrial disputes, (b) conciliation and {¢} certification of unio®g as reresentative uniops,

I The Commission should be constituted with a person having prescritsildicial qualifications and
experionce as its President and an equal number of judicia n-judicial memhers; the
non-judicial members need not have gqualihcatiors to hald ju
in the fisid of industry, labour ar management. Judji@
Commission, incliding its President, shauld be g
appointment as judges of a High Court.

18 The Conciliation Wing of the Cotamissio
qualifications and statvs. There will be p@
conziliations. Those who have judicial qua
members of the Commission afier they acqui
aspire or membership in the on-judicial wing.

I8} Tie functions relating to cortification of unions will vest wilh a separate wing of the Nalional/ State
Industrial Relaiions Commission.

182 The Commission may provide arbitrators from amongst its members/ officers in case partics agec o
ivail of such services. The Commission may p2emnil its mesnbers to xerve as Chairmen of
Ceniralf Siatec Wage Boards,fCOmmzttecs if chosen by the appropniate Govwernment for such
appointment.

ol conciliation pfficers with the prescribed
ith or withaut judicial quatifications in the cadre of
s wonld be eligible for appointment as judiciat
he necessary experience and expertise. Others could

afier negotiations have failed and before notice of strike/lock-oit is served. the partics may agree 1o
volUntary avbitration and the Commission will help the parties in choosing a muiually acceptable
arbitrator. Adicmatively, either party may, during the period covered by Lhe said notice, approach the
Commission for naminy s conciliatot within the Commission to kelp them in arrving ai 2 settlement.

184 In essential industrics; services, when collective hargairing fails and when the parties to the dispute
do pot agree o arbitmtion,l r:ith_cr party shail notify the Industial Relations Commission with a copy
to the appropriate Government, of the failure of negotiziions where upon the Industrial Relations
Commission shall adjzdicate upen the dispute and its award shalibe {inal arsd binding upon the
parties.

*185 In the casc of nan-cssential indusiries! services following the fnluse of negotiniions and refuse! by the
parties to avail of valunlary arbiiraiion. the Industrial Relations Coemmision after the receipt of
notice of direct action {but during the notice periex!} may olfer to the parties sts good offices for
settiement. After the expiry of the notise period, o no settivsaent i3 rwackod, the parties will be free 1o
resort 1o direct action. If direct action contmues For 3 davs it will be incumbent on the Industrial
Relations Commission to intervene and arrange for setilement of the dispute.

"E86 When a strike or fock-out commences, the appropriate {iovernment may mave the COmMmission tey Lo,
for (ke terminating of the strike/lock-out on the grovund that its apntinuance may alfcet the sefuuy
of the Siste, national ceonomy or public arder and if alter hezring the Goverpment and the parties
oonceried, e Commission i 50 satisfied, it may, for reasons 1o be meonted, call on the parties to

" terminate the stike/lock-out and file their statements before it. Thereupon, the Commission shafl
agjudicate on the dispute. o

Subisct 1o minute of dissent by four worker-mentbers.

Reguistory Muchanisas
Guiding Industrinl R elations
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187 It ahcmld bc posible Lo amnge tnusfer of cases from the Natmnal fndusrisl Relations Commission

1o the State Industrial Relations Commission and vice-versa uinder certain conditions.

188 a) The Commission will have powers lo decide to pay or witkbold payments for the strikef
lock-out periad under certain circumstances.

b} - If during the pendency of the strike or thereafter, the employer dismisies or d:scharges an
_employce because he has wken paft in such strike, it would amount to unfair labour practice,
and on proof of such pr:cnuc the employce will be entitied to reinstatement with back wages.

189 Al collective agreements shordd be registered with the Industrial Relations Commission.
190 An award made by the Industrial Refations Commission in respect of a dispute maised by the
* recogniscd wnion should be binding on all workers in the establishments and the employers,

'8) LABOUR COURTS
191 a) Standing Labour Courts should be constituted in each State. The strength and locanon of such

courls will he decided by the appropriate Government.

b) Members of the Labour Court witl be appointed by Cioverniment on the recommendations of the . -
High Court. Generally, the Government should be able to choose from a panel given by the
High Court in the order in which the names are recommended,

192 8} Labour Courts wili deal with disputes relating to rights and obligations, interpretation and
implementation of awards and claims arising out of rights and obligations under the relevant
provisianis of law or agreements as well as disputes in regard to Unfaiv Labour Practices and the
tike,

b)  Labour Courts will ihus be the Courts where all disputes specified abovc ‘will be tried and their

decisions implemented. Proceedings instituted by parties-asking for thé enforczment of rights.

" falling under the aforesaid categories will be entertained in that behalf. Appmpnalt powers
enablmg them to execote such claims should be conferred on them.

193 Appeals over the decisions of the Iabour in ¢ertain clearly defined maters may lie with’ the High

- Court within whose jurisdiction/area the Court is located.



"UNIT 16 EMPLOYEE DISCIPLINE

Objectives

Once you have completed this unit, you should be able to:

® definc the concept of discipline

5 identifly the various dimensions of discipling

@ identify ihe type of po#crfauthority that is conducive for developing posntwc
discipline

® identify the factors icading to mdlsmp]mc

» explain the judicial process of dealing with mdlsctplme, and the various kinds of
punishment

Structure

16.1 Introduction

1.2 What is Discipline?

16,3 Compliance and Social Order
16.4 Indiscipline :

16.5 Dhsciplinary Action

16.6 Judicial Approach to Discipline -
[6.7 Summary

16.8 Selfassessment Test

16.9 Key Words :

16.10 Further Readings

Appendix . | | Q

16.1 INTRODUCTION A\

Employee discipline is the backbone of indug telations. In fact, the function of
management is to keep an enterprise poing orSmoothty, efficiently and profitably.
To do this, you need a workforce that to acclpt certain reasonable standards of
behaviour at the workplace. Effective 8 -@ ee performance depends on the
wiliingness on the part of your subordina¥f to carry ocut the orders of their
superiors, to abide by the rules and norms of your organisation.

The purpose of this unit is to discuss and examine what discipline is, what the
various aspects of employee discipline are, and how positive discipline can be
achicved by you from your subordinates. We shall also examine the judicial process
of maintaining industrial discipline, and how to deal with indiscipline among
industrial employees.

16.2 WHAT IS DISCIPLINE?

The first thing most people associate with the concept of discipline is the act of
punishment. This is se because discipline, in its narrowest sense, is used to refer to
the act of imposing penalties for "wrong™ behaviour, However, it is important to
remember that this negative exptession is only a part of the meaning of the word
discipline.

Discipline means orderliness, ohedience and maintenance of proper subordination
among employees and a check or restraint on the liberty of individual. it is at once a
training that corrects, moulds and strenpthens the individual behavicur. It is also a’
force which prompts an individual or group to observe certain rules, regulations and
procedures that are considered to be necessary for the attainment of an objective.

Discipline implies a state of order in an organisation. It means proper appreciation

of the hierarchical superior-subordinate-relationship. It is, in othes words, adhérenee -
to established norms and regulations. It corrects improper conduct and thus acts as a -

force leading to the observance of rules and regulations. It is, you may say,
essentially an attitude of the mind, a product of culture and environment. Therefore,

201
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dnsc:plme cannot be maintained merely with the help of legislative: sanctions. u
requires persuasion on a moral plane. :

In your own context of the work situation, the concept of discipline emerges from '
your interaction with your subordinates. And your interaction with your :
subordinates is governed by various formal and informal rules and regulations. Your

company's manual or standing orders prowde the formal rules and regulations,

including work-related behaviour mles. Bui, these formnal rules are not sufficient to
cover the wide range of interaction that you and your subordinates aré engaged in
the compkx context of industrial rélations.. A large part of your behaviour and:
interaction with your subordinates is governed by informal and unwritten rulcs and
norms, These informal rules and norms that support and lcgmm:se practice are
based on convention and culture: of the organisation. .

Let us now dis_tinguish the major aspects of discipline.

Negative Discipline

Negative dlsclplme involves foree or an outward influence. It is*the tradmonal aspect
of discipline and is identified with ensuring that subordinates adhere strictly to rules,
and punishment is meted out in the event of disobedience or indiscipline. As you can
sec, in this perspective strict penalties are levied for the violation of rules. It is, in
fact, the fear of punishment that works as a deterrent in the mind of the subordmatc.
Approaching dlsclphne from this kind of 2 perspecnw has bccn provmg mcrcasmgly
meffcctwc for various rcasons.

Positive Discipline

" In this type of discipline subordmates co ith the rules not from fear of

punishment, but from the desire tg serate in achieving the common goal of the’
organisation. In positive disciplinr_less to comply is most important. The
emphams here. is on.cooperative ¢f o secure compliance to organisational
norms. It promotes emotiol isfaction instead of emotional conflict; and the -
increased ¢soperation and cogfdination reduces the nted for formal authority. Thig

elp you to achieve both individual nezds of the _
nal goals for you. It would thercfore motivate your

. subordinates t ‘With zeal and fulfil their needs. Positive discipline, in other

alisation by your subordinates of the objectives and expected
in your organisation. The positive concept of dlscmhne assumes
a certain degree 6f self-dlscaphne . .

- Disciplme a5 Self-control” - .- | :

Discipline at one leve]l means training that corrects, moulds, strengthens, or pcrfccts
the behaviour. Discipline, in this sense, refers to the development of an individual;

. i.e.. one’s efforts at seif-control for the purpose of adjusting oneself to certain needs

and demands. This is nothing but what you would call self-discipline. You will agree
with us that it is extremely important to have this kind of self-d;sclphm both in you
and in your subordinates for effectively and efficiently achieving your érganisational
‘objectives. Here again the emphasis is on establishing and ensuring a minimum o
dcsree of orderliness. This orderliness. is obtained in the modern work context by
‘increasing the degree and exient of compl:anoe by subordmatcs ‘Let us: cxamme it-a
little more’ closely. : : :

-

16.3 COMPLIANCE AND SOCIAL ORDER

Compliance is a relationship between you as a superior/ manager who exercises
‘power and your subordinates who are subjected to your power and authority. It is 2
relationship which consists of the. power employed by the superior to control the
subordiznates on lhe one hand ;md (he onematmn of the subol;dmates to this power.
on the other:: T LR o '

Compliance, in thm ECNSE, combmes a structural aspect and a motivaticnal aspect
The structural aspect involves the kind })f power. possessed and the manner in which
it is used by.the superior. The motivational aspect is concerned with the different



kinds of orientations with whnch the subordmatcs respond to the power that is being- . "Emgployee Dhclp_liag_
exercised over them. : o I

Kind of Power

Here the word “power” is used to mean the ablhty of a person to influence the
behawour,-‘thmkmg of olher(s) Depending on how one derives this ability, we can
distinguish broadly three kinds of power The three major sources based -on which
people acquire power are: ?

i} Coercionor physacal means

ii) Economic assets or material means

iii) Normative values or symbolic means

Thus, power dlffers according to the means employed by the power holder to make
the subordmatcsj sibjects comply (obey)

Coercive power rests on the appllcatlon, or the threat of apphcauon, of physncal
sanctions, e.g., pain, deform:ty, ete. . .

Remunerative power is based on control over maternal resources through allumt:on
of salaries, wages, commissions, fnnge benefits, etc.

Nornative power rests on the allocation and mampulatton of symbollc rewards, ¢.g.,
esteem, presngc symbols, ete.; .

Types of lnvolvement

As there are three kinds of powcr, we can 2lso dlSlll‘lgl.uSh three kmds of orientation
from the subordinates who are subjected to power. The orientation may be partly

determined by the degree to whlch the power applied is considered legit
subordinates, and partly by the congruence with the line of action tAygubrdinates

desire, The different types of «orientation thus result in differe inds
involvement. ; . :
Alienative involvement des:gnatcs an inlense negative oriéntat n the part of the -

subordinate. People with such onentatlon tend to be a d from their superior

and lhelr organisation. g

Calculahve involvement designates either a neg @ or a positive orién_tation of tow..
intensity. Involvement in this sense is always will{very tangible benefits which the
subordinates clearly visualise: for. themse ' :

Morai mvolvement des:gnatcs a positive gation of h]gh mtclnsu'ty This is based
on mtemalmatson of norms by the subordim¥fes whereby they 1dennfy themselves _ _
wuh the goals/ needs of the groupf organisation. _ . . . _ |

Types of Compllance

The compliance relauonship as mcnuoned earller is established bv the combmauon
of the kind of power exercised on the subordinate and the type of involvement
devcloped by the subordinate in response to the powcr Combining the three kinds of
power with the three types of involvement, we get mne types of comphance
rclalmnshlp as shown in thc followmg table:

Kinds of Power . ) ) .  Kinds of Involvemnent

' L - . o _ Atieﬁagi;-_e__ _ Cateulative  Moral
Coztcive ' . B I @ .2 3
Remutierative o N © I

Of the ning posmble combmauons, 1 5 and 9 are, as you WI" notice, of a congruem

"nature and found more frequently than the other six which are mcongruent in theu- :

.pelationship, : :

You mll notice that the closer is the involvement of subordmatc towards the moral

pattern the easier it will be for you as a superior to enforce discipline among lhcm '

Similarly, the closer is the patlern of involvement towards the alnenatwe type the

_more problems you will havc in terms of dtsclplmc _ S _ : 203
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Activity A
Examine the predominant kind of power exemscd by you and .other managers in

' your organisation and the type of involvement by the subordinates. Combining the

two, try ard establish the compliance pattern prevalent in your own orgamsanon

16.4 INDISCIPLINE

. Indiscipling, therefore, means non-
regulations. We cannot afford
involvement and motivation of subordinates
eads to chaos, confusion, and reduces the

Indiscipline refers-to the absence of di
conformity to formal and inforrgalygules

indiscipline as it will affect the @
aiten

in the organisation. Indiscipline

efficiency. of the organisagieq. 1t ofien leads to strikes, go-slows, absenteeism,
resulting in loss of produ Wprofits and wages.
Factors Leadi discipline

Various qom seconomgic and cultural factors play a role in creatmg mdr.sc;plme in an-
wonder if you realise the fact that of*en indiscipline may arise

1 anagement on your part, Insensitive and thoughtless words and
deeds from a Manager are potent reasons for subordinates g resort to acts of
indiscipline. Defective communication by the superiors and ineffective feadership
devoid of tactful human redations approach can cause indiscipline among
subordinates, Indiscipline by your subordmatc may be an outcome of your
noR-Tesponse 1o his grievance. '

Your subordinates may indulge in acts of indiscipline becanse of unfair practices on
your part, like the wage differentials, unreasorable declaration of Jpayment of honus
or non-payment, wrong work assignments, defective grievance handling, etc, The
payment of low wages is perhaps another reason for indiscipline. When the worker is

“paid low wages and in addition you demand more and more work from him, he

becomes dissatisfied, dishonest and insubordinate. Poverty, frustration and
indebtedness, generally overshadow his mind which makes him agitated and
indisciplined. His mind and thought are more towards destruction than constructive
discipline, _ _
Low payment of wages also creates lack of motivation in your subordinates. After.
all, each individuai needs response, security, recognition and new experienge, A
workman joins your organisation and agrees 10 give a certain amount of work and
loyalty, whiie he expects at the same time, in return, an adequate economi reward,

“security,-fair human treatment and other kinds of support from you. If he does nof

get what he expected, he starts getting dissatisfied. He gradually begins to express his -
gricvance by way of absenting himself, coming late to the office, inefficiency and
insubordination,

Defective communication between you and your subordinate -also leads to conflict of
various kinds. Very often your subordinates get no opportunity to express their

_feelings and sentiments. Unless you adapt a humane and understanding approach
there is more likelihood that your subordinate may mke recourse to mdlscuplme



Forms of Indlsclphne s - BTN N : . S " Employne Discipling
-Absenteeism, msubordmanon violation of plant rules, gamblmg. mcompetenee. o
damage 10 machine and property, strikes, dishonesty and other forms of dlsloyalty
"lead to jndustrial indiscipline; These are all forms of misconduct against the
managemgnt, If an act of an employee is prejudicial or likely to beprejudlclal té the.-
interests of the employer or tp his reputation, it is a misconduct. The act of an
cmployee can become a mlsconduct in the following cases:
a) where the act of a workman is inconsistent with the- peaceful discharge of hls
duty towards his employer
b) ‘where the' act of the employee makes it unsafe for the employer to retaln him in-
_ service;
¢) where the act of the employee is w grossly immoral that all reasonable men
. would not trast that employee;
d) where the conduct of the, employee is such as to open before’ hnn ways for not.
discharging his duties properly;
e) where the conduct of the: employee is such that the employer cannot rely on hrs
faithfulness; : :

“f)  where the conduct of the‘ employee is insulting and insubordinate to such a
degree as to be uncomformble with the continuance of a supenor-subordmate
relationship;

g) where the workman is abuswe or he disturbs the peaoe at the place of h:s
employment; and ' E
k) where the cmployee is habltually negligent in respect of the duties for Whlcl'l he is

]
t

engaged . ) :

and md:scrpline Il would depend upon the examination of facts. SOge ofjthe acts of
misconduct are mentioned in; the Model Standing Orders as a_part of rules made
under the Industrial Em‘ployfnent (Standing Orders) Act of on-performande

of duty is a serious l'IlI.SCOndl.lCt because it is basically incons

obligations of employment. Under the act of neghgenYn employee fails to give
a

full care and attention on aceount of which.the work b defective, and
sconduct to cause disorder

ployees and use abusive

employees and movement of goods

production suffers both in quanuty and quarity
on the premises, intimidate, t_hreaten or assault
language. Preventing the entry and exit of willing

- to and from the factory, obst;ructing the being carried on, damaging the

property of the employer, indulging in .or other objccl.lonable activities,
occupymg the employer ] premlses or propafy, go-slow, eic. are forms of misconduct.

Insubordination, assault or threat to supenor officers, defamation, making false
complaint, are all acts of md:smplme Non-performanee of work during working
office hours, tampering with 'official records, misappropriation of accounts are acts
of indiscipline which are consldered ta be of serious gravity.

!

16.5 DISCIPLINARY ACTION.

'For every misconduct and ahfr of indiscipline, you as a manager will have to take a
disciplinary action against the concernéd worker. However, there is no hard and fast
rule to.deal with mdlsciplme\ The positive dpproach to discipline which we have
d:scussed in an earlier secu(’m calls for self-discipline. This approach assumes that
most of your subordinates, if not all, generaily behave reasonably following the given
norms and procedures. To msmute this kind. of d:sclplme, you must ensure that you
use your guthority and powers ‘in a manner that is easily acceptable to your

- subordinates. To establish this kind of posrtwe d:smplme among your subordmates
you must ensure that:

~Rules and regulations are reasonable legrtnmate and clear;
Subordinates arc mvolved in fmmmg rules and regu]anons so that they wllllngly
accept them;

- Prior and clear notice is gwen of the consequénces of breaking rules;
There is consistency and. ymformuy of punishment;
Human. personality is treated with dignity; and
.You as a manager should set high standards.

h'ﬂ
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" specified man
- you have to.fol

In addmon, YOu ¢an check mdnsclplme through counse}lmg and educating your
subordinates. Strategies like job enrichment to increase commitiment among your
sibordinates, effective and efficient grievance handling procedures, opportunities for
2velopment of subordinate’s potential are strategies that you may adcpt to prevent
indiscipline in your organisation. - . . .

In order to maintain the motivation and morale M your subordmates. it is necessary _
that you adopt a formal system for dealhig with md:scnpime The formal system:

often calls for a judicial approach.

16.6 JUDICIAL APPROACH TO DISCIPLINE

You will haveto-handle a variety of disciplinary issues in the present day industrial
context. Your right to hire and fir¢ is curbed to a'great extent, especially in a
unionised context. In order to ensure security of jobs, the Government has tried to
assure protection o the industrial worker from arbitrary managerial power to hire
and fire. This became necessary in the context of grave unemployment and the

weak position of the worker.:

The Industrial Employment (Standmg Orders) Act was passed in 1946 with tht
primary objective of improving the industrial relations climate. This was sought to be
achieved by standardising conditions of employment mcludmg the procedures for
disciplinary action. This Act is applicable to industriés all over India emiploying 100
or more workmen on any day of the preceding 12 months. Both the Central and the

than 100 workmen and may exem ionally or unconditionaily any L
establishment from any or all provisi the Act. Although the Actis a Central *

'State Governments may apply this ActNp any establishment employing even less
p\cona

' le_gi's]at'ion, it is administered h the Central and the State querr_aments in. their.

respective spheres.

The Act requires that all establi¥fiments must define the service rules and prepare
standing orders. These rules and standing orders must also ibe clarified by the
certifying officer gigpoint@d under the Act within the specified time limit and in the
your organisation does not have its own standing orders,
the medel standing ordets, It is also your duty to certify the
standing rs and make it known to the workmen. Thus it becomes obligatory
on the e workmen to comply with the provisions of the standing orders.

The areas to¥which the provisions of the model standing orders relate include:
iy © Classification of workmen into permanent, probationers, ‘badhs temporary,
casual and apprentices and the meaning of each.

ii) - Rules for publication of workmg time, holidays and pay days, Wage rates, shift

working, ete,

" iii} Notices of change in shift working,

iv). Provisions regarding attendance and late coming.
v}  Provisions for leave and various types of leave,
vi) Provision for payment of wages.

“vii) Provision for stoppage of work.

viiiy Termination of employment.

. ix} Provision for a certificate on termination of service,

x)  Disciplinary action for misconduct: Model Standing Orders specify certain acts as
" misconduct like wilful insubordination or disobedience to any lawful and
reasonable order of the superior, theft, fraud, or dishonesty in connection with
the employer’s business or propérty;:etc. Various forms of pumshment like
discharge, dismissal, etc. are also specified.
xi) Liability of manager,

xii} Provision for exhibition of stariding orders.

As you can see, the Model Standing Orders specify the terms and ccmdmons whuch
guvets day-to-day employer-employee refationships. The violation or. mfrmgcme:nt of
tiese terms and conditions may lead to misconduet and indiscipiine.

It shouid be remenibered here. that the stariding orders specify acts of misconduct in
a very broad fashaon They are only indicative and as such it should not be assumed
that what is not embodied in the standing orders is sot misconduct. At the sarhe

time, some others in the standing orders or service rules can cause confusion due to



the fact that they are subject to different interpretations. An example of this kind is Employee Discipliae
the concept of disobedience of & lawful order of the superior. An-incident of this ' '

kind was & case in which a workman while discussing the guestion of sales policy

put forward his \m:w-pomt in & slightly raised voice. The superior asked him to shut

up and “get out’. But the workman refused to do so. In this case the superior -

contended that the workman had wilfully disobeyed the lawful order of the superior

and deserved the punishinent of dismissal. However, such orders cannot be

considered either lawful and reasonable or relatmg to thc duty of the concerned

workman.

You, as a manager, have the right to take disciplinary action against your
subordinate for misconduct. But, according to the principles of natural justice the
subordinate should be given an opportunity to present his case. Therefore, a
domestic enquiry should be held before pumshment is awarded.

Domestic Enquiry |

" There is no statutory reguiatmn of dlsmp]mary actions or procedures. However, case

law has been developed by the various courts such as the Supreme Court, the High

" Courts, Labour Courts and Industrial Tribunals in India. Their various awards have

indicated a detailed procedure for taking disciplinary action and made it compulsory
on the part of the management to hold 2 domestic enquiry belore the worker is
punished for misconduct. The objective as mentioned earlier is to ensuve the
principle of natural justice. : :

Mr. Justice Wanchu of ihe Supreme Court held {in the Kesorem Chagton 'Mills_ Case
of 1961): “The purpose of the rules of natural justice is to safepyard he position of
the person agamst wham an cnqulry is bemg conductcd 50 able to meet the

relies; (ii) he has a rlght_ to cross-examine t anafement's evidence; (iii) the
evidence.-of the management should be ta presence; (iv) no material should
be used against him without giving him an Sgportunity to explain; (v) the enquiry

the’ principle of natural justice. This principle ensugeg that: (1) the workman charged
should be given an epportunity to prcscnt w;tnes%s own choice on whom he

against the employee should be fai ondilcted by an impartial person; and
{vi) the punishment awarded shou out of proportion to the misconduct
committed. :

" Fot holding the enqutry, Suﬂiclcnt ‘notice is given to the workman so that he may -

prepare his defence and, ‘make ready all documentary evidence that he may like to
tender. Normally. the standing orders of a company provide for the details of
holdmg a domestic cnqmry But in casc such details are not available, domestic
enquiry is conducted by's senier officer’ of the company. Even a lawyer or an
outsider may hold the enquiry if the management so decides. However, it is
necessary to ensure that the person who conducts the domestic enquiry should be
unbidsed. A person who has some bias in the matter is not a fit person to conduct
the enquiry.

Domestic enqulry has to be held in the presence of the accuied. The law daes not
permit a non-employee at the enquiry nor does it permit outside interference.
Examination and cross-examination should be fre¢ and proper and all documcnts are
open to be seen by the partlcs In case the accused does not turm up before the

: enqmry officer without any notice or reasonable cause. or refuses to participate in the

enquiry, then it could be conducted ex parte. The findings .of the enquiry officer then -

go to the management for proper action, The decision should be taken keeping in

view the gravity of misconduct. The order of the pumshme:m has to be conveyed to

the worker as expeditiously as possible. If the punishment is not convincing and

acceptabie to the workman, he appeals to.the labour court/ industriat tribunal. The,

basic issue that & labolr court/ tribunal will seek 1o establish when a case is being -

adjudicated by it is whether a proper domestic enquiry had been conducted or not.

In case a "domestic cnqulry was conducted whether the principle of natural Jusncc

was observed or not. The other two criteria to be fulfilled are: (a) whether the _

enquiry proceedings were unbiased and (b} whether the other party was heard in T . 207
good fa,lth In fact, the Supreme Court has set out the duties of a Labour Coun in . ' '
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-~ terms of its role in respect of the domestic enguiry. The first thing is to determine
the validity of a domestic enquiry. If no enquiry or a defective enquiry was held,
then the labour court itself cenducts the enquiry on its own. Both the management
and the workman will be'allowed to produce witnesses and adduce evidence. This
amounts to a fresh enquiry in the Labour Court. (The -PTOCESS of conducting

Domestlc Enquiry is given in the Appendix).

‘Punishment

The standing orders may spec:fy variovs forms of punishment for nnsconduct When
a punishment is awarded, care should be taken to make sure that it is appropnate to

the gravity of the misconduct and also the past record of the employee The various

forms of punishment are: . .

a) dismissal

" b) discharge )
¢} discharge simpliciter

@) suspension

¢) demotion to s lower gtade _
f) withholding of increments
g). fine . '

h) warning or censure.

. Of these, d:smnssal discharge and suspensmn may be categonsed as major

punishments while awarding of a fine, warning or censure are regarded as minor
punishments. In establishments where the Industrial Employment (Standing Orders)

Act is applicable, the punishments are speclf' ed in Model Standing Ordess or certified

standing orders. In this case, the managemeng cannot award punishments other than
those mentioned in the standing orders. o :

In short, the management has a variety of Is available in the form 'of minor or

major punishment to-ensure employ®®iscipline. The objective of minor punishment
should be to convey your concern @ mployee and his colleagues for maintaining

discipline. A fine ¢r a warning is a punishment, The fine hits the pay packet.
and the warning note goes in emnployee’s personal record. Similarly; stoppage of

.an increment is a monetary coiffro! in addition to the censure and shame) it carries

with it. To be demot a lower grade is extremely humiliating for an errant
employee, in additiotiNg/ 0ss of money. :

The major punj¢fipents Mke suspension, dismissal and discharge are awarded only
when it Mo%ﬂpanble to continue employer-employee relations. [t is also
awarded in casesNa#wilful insuberdination, riotous behaviour, theft, etc. This is dealit
in greater detail in the unit on “Suspension, Dismissal and Retrenchment™.

Dlschmge mmphcuer ‘means the termination of an employee’s services for loss of
confidence and does not necessarily lmply any act of misconduct. The concept of

‘simple- termination ar loss of confidence is to be seen in the job context. As
" termination due to loss of eonﬁdence is a sensitive area, the courts are generally

cautious in such cases and make sure that there is no posmb:hty of victimisation. In *
the case of a simple discharge, termination benef ts are given to an employes, while a

dismissed employee loses all of them.

-lntenrentmn by a Trlbunal__
The tribunal ¢an intervene only under the following circumstances .

® When theré is a want of good faith -

# When there is victimisation or when unfair labour practices are used ‘

» . When the fnanagement has been guilty of & basic error.or violation bf a principle.
of natural justice

®» When the findings are baseless and perverse

A workman can be considered to have been victimised if

® he is.innocent but has somehow displeased the employer

® the punishment awarded is qunte out ‘of proportion 1o the gravity of the oﬂ'ence
committed

You may be gullty of commmmg a basm error of facts if

® the findings of the enquiry are based on extraneous evidence
® the workman is punished fora charge other than that mentloned in thw
charge-sheet




The enquiry stands vitiated if the enquiry officer records perverse ﬁndmgs This
happens when the findings are not sipported by evidence as recorded in the
‘proceedings of enqulry ora concluswn cannot. be amved at from thc records of the
domestlc enqriiry. i : : -

Thc tribunal has the power w1th1n its Jurlsdlcuon to: (1} concur wnh the dcclswn of
management; (ii) disagreé and substitute: (a) reinstatement with full back wages, or
{b) reinstatement with part wages, or (c). reinstatement without wages or with

suspension within or beyond the pale of standing orders or withholding of mcrement

or any punishment other than the extreme onc of termination of service; or
{iii} award compensation in lieu of reinstatement on the ground that the employcr
has lost confidence in the charge-shecled employee

16.7 SUMMAR.Yi'

* in this unit we have examined the various aspects of discipline. We have seen that
discipline is by and large a result of the culture and the pattern of authority/ power

that are available in an organlsalion Youasa manager will have to create conditions

that will encourage posmve discipline among your subordmates

16.8 SELF-ASSESSMENT TEST

—

Exp!ain’the difference 'bemten the positive and negétﬁre. co : pts 8 discipline.
2 What is meant by compliance? Examine the dlfferent types of Pgwpf and the

 different kinds of involvement. . S
3 1dentify the different {orms of indiscipline and cxarm @ _ctors'lead_in_g_ to

-indigcipline.

the principles of natural justice.-

16.9 KEY WORDS ”~ 2

Standing Orders : Service rules and bth;tcrms of employment of an i.mdertakmg
duly certified by the competent local Government authority under the provision of
'Industrial Employment (Standing Orders) Act, 1946,

Compliance : The w:llmg aceeptance of the riles and norms of the orgamsanon by
the members.

-Power : The ability of a person to get olher( s} to act, accordmg to thc wnll of the
former.

Indiscipline : Non- conform:ty by the organmatlonal members to the formal and
informai tules and regulallons

4 Examine the meaning of natural _lusnce and cxp%w domestic enquiry ensures -

Misconduct : An act of an employee whnch is prejudicial-or likely to be prejudlcml .

1o the interests of the empioycr ]
. Domestic Enquiry : An opportunity provided to an accused person to defcnd
himself by presenting h1s own witnesses and other evidence.
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APPENDIX

THE PROCESS OF HOLDING DOMESTIC ENQUIRIES IN INDUSTRY

The first and primary step is to carry out a preliminary investigation before the employer holds a
disciplinary enquiry in order to find ot whether a prima facie case of misconduct is cvident. Thus the

" cniquiry should be the result of a. pre]lmmary mmngatmn and should not be adopted merely as B matter

of course.

 After the pre[lrmnary investigation is wmed out and a prima facie case. of mlsconducl is estabhshed the

following stages of d:s:lplmnry enqu:ry should be followed:

issue and service of a charge-sheet calling upon the employee to subruut an explaaa.uon.
consideration of the explanation,

giving notice of an enquiry into the charges in ¢ase of unsatisfactory explanation,
_suspension with or without pay, pending enguiry (if needed),

enquiry into the charge

* ' deciding as to who should conduct

* deciding as how to proceed .

® ' deciding about the order of CXRMIniNg. Witnesses.

6 recording of findings by the enquiry officer,,

7 punishmeni-decision, '

8 communication of pumshment

WA e B -

Let us examine each step in detail.

ssne nf 8 Charge-sheet
As soon as misconduct is observed and confirmed through prelu'n'm'lm'_',r investigation a manager should frame

_ a charge-shieel which contains charges or a desaription of misconduct, and an explanation should be asked for.

A manager has to be very careful in framing the charge-s! because if the punishment awarded is not in
consonance with the charges it would be invalidated. Tie folloWg pomlsshoukibcmnsldacd whnlefnuung
the charge-sheet.

I The charge-shest should be properly word edeand 1 nguage should not be used 50 2% to create
apprehension and confusion in the mindfo

2 Whik stating the offence, the date, time Al
should be given, p

3 Kin a firm, standing orders are
with the wording in the standing

4 The proposed punishme: ay be tioned.

$ It should call-upon the@@ o submit an explanation in writing within a specified tlme or dm

6 The charge-sheet should N issued under the signature of the dlsmplmnry authonty and nat of the

- enguiry officer.

7 The charge-st d be properly served and there should be strict proor of issue and dc]wl:ry 50
that later the wiiker giay not deny it. The following alternatives exist: (i) when the workman is
present, handover 3¢ obtam signature on duplicate copy; (i) if he refuses wo sign, then duplicate may
be signed by the manager and two witnesses; (iii) deliver it 10 hu'n by registered post; (iv) if the, '
registered charge-sheet is returned unserved, then it should be dlsplayed on the notice board witha
noting on it, as to when displayed, when Temoved, cte.; and (v) in approprinte cases, lhe charse-shcct ’
should be published in a local newspaper having sufficient circulation or cowerage. : . :

Considnuﬂun ol' the Explunltlon

The workman receiving the chargc-shect may .

1 submit his explanation admmmg the charge and ask for leniency. Even if such an adm:ssmn s
unqualified and unambigious, ‘the enquiry shouid be held befare awarding the pumshment Td such'ah
enquiry, the enquiry officer need not recard evidence but should record findings on thc basis of the )
admission of charges in the worker’s presence and his signature may be obtained.

2 submit his explanation fefusing the charge-sheet. Then it is to be carefully enmlmd W find out
whether the explanation is satisfactory or not. A further dectsuon ali)out pmcecdlng m the matier and B
detailed enquiry is to be taken on that basis.

3 apply for rn extension of time for submutmg an explanauon I3 swch an ext:nsmn is réasonable then

it shoudd be given, so as to avoid future controversy.
4 fail to submit his exp]anatmn, asa resutt. thie employer may follow further proocedmgs ‘of engquiry.

Notice of Enquiry’ ) . _
The ¢nquiry should be normally held within a reasonable time of receiving the cxhlamtion’ Proper and

-sufficient advame nonce should be given indicating the date, time and venue of the enquiry and name of

the enquiry ‘officer, 5o that the -workman can prepare his case. It should also be notificd that he should bc :
ready with oral and documentary evidence on the date of enguiry and bring witnesses 10 prove his case.’

In certaincases, the following sieps may be’ oburwd instead ol' lhosc prevlously mentioned:

s Issue of show-cause notice; . BRSNS

‘s Consideration of explanation; and

# Issue of charge-sheet and notice of ehqulr}

While framing the notice, care should be takep nol to make a statement whlch would indicate that the
workmans case has bcm prejudged, - e.g. statement that the explanation submitied was false, ct¢. should

not be made.




Sawpenelon with or without Pay Pending Enquiry if Needed Ewployee Discipline
“Where the nature of misconduct is grave and seriows, and if it is in the imcrest of security and aafctylnd
_mainterance of good order and discipline in the establishment, the worker may be suspended with or

."‘_'lhoui pay till disciplinary proceedings arc completed. A manager may suspend a2 worker even belore the.

sharge-sheet is ismed or an order of suspension may be given alongwith the chargesheet. In a case where-

nhndmg orders limit the penod of suspension, the enquiry must cithér be completed within the |xnod or

wapes should be paid for the time exceeded.

Conduct of the Encuiry
Who should hold the enquiry?

Eacqiry Mllicer

Standing orders may provide as to who should hold the enquiry. Otherwise, an assistant manager, or
administrative officer, or labour welfare officer may be nominated. Thus, he may be ¢ither a member of
the management, or n outsider, or an employer’s lawyer or the manager of another bugress, but not &
person who is a witness o who is himself involed in the incident. He has to collert information and
arrive a1t a conclusion. He shouid niot act as & yrosccutor or an inquisitor. There should be no personal
bins, otherwise the principle of natural justice s winlated. The enquiry officer has authority to give an
adjournment to the charge-shected workman.

Request for Adjosmmest : If the workman concerned requests for further time on reasonable grounds
then dnother enguiry date shouwld be fixed and conveyed.

Nominee of the Accused Workmen : [T the charge-shected employee would like another employee to
represent and assist him in the conduct of his defence, the enguiry officer should aliow this. However, it

beft w0 the discretion of the management to allow a non -employee union off'ual to act as a nominge of the
workman al ihe enquiry.

Intespreter : He may be needed when the warkman is not familiar with the language of the enquiry officer.

The enquiry officer should record preliminary statements pertaining to the date of holding the enquiry,
persons present, statement of charges, statement thal the enquiry procedure was explained to the
workman.

In'the presence of the accused workman, witness should be examined one by one 50 thA{prospective
witnesses do not know what the previous witpess has said. Each witness should b Le ned by the
party which has called him (examination in chicl) and then by the oppasite party {crofgesdtmination).

The evidence may preferably be recorded by the enquiry oliicer in 2 narragffe

Order of Examination of Witnesses : In the presence of the workman, first gAgement witnesses

shoutd be exaniined. Then fair opportunity should be given 10 the Zorkman (O cros-examine the

management witnesses, Docomentary evidence should also be pro. ugh witnesses and be made a :
part of the enguiry proceedings.

At the end of the reconding of evidence given by 2 witnesg

hould Be asked 1o sign and then the
enquiry officer should also sign the evidence, :

After the worker’s witnesses including the worker ggold be &

amined. They can be cross-cxamined, and
the records should be signed. .

Ex parte Enguiry : When the workman does not turi T the enguiry without notice or rezsonable
caus? or refusces to parlicisate or walks out then the enquiry officer may procesd to hold the enquiry
ex parte.

Fﬁndlngs of the Enquiry Officer

At the canclusion of the enquiry procecdings, by applving his mind to all the facts that cmerged at the
enguiry, the enquiry officer should decice as 1o whether the charges made are valid ornot alongwith
reasons for his findings. He may or may not recommend puaishment. As [ar as possible he should relmin
from awarding punishment and kave it to ihe decision of the appropriate authority.

Awarding of Penbhment
This is a management task and punishment awarded sthouid be based on the findings of the enquiry and
the past record of the employee. The gravity of misconduct should be taken inte account.

Communicstion of Punishment _
After a decision is taken regarding punishment, it should be communicated to the concerned workman as
expeditiously as possible. The letter communicating the punishment should contain :

Reference to the letter of charge izsued 1o the employce
Reference to the enquiry

Beference to the findings of the enquiry

Decision whether to punish or not

Date from which the punishment is 10 be eifective

® S & 9 O

Yhen it is pecessary to have the approval or prier permission af the conciliation pfficer, court or tribunal

for effccting the order of punishment as provided under Section 33 of the Industrial Disputes Act. a

slightly different procedure is to be followed. In such a case, the leiter communicaling punishment should

mention permission obtained or being obiained. This is so in case of prier permission. If the punishment

is dismissal or discharge and permission is yet to be obtained, then the letter should mention this and the

concerned workman should be placed under suspension. In cases where prior approval s neccssary the

order of punishment is effective at once because only an application ta the concerned authority lor’

‘approval’ is to be sent by the managenmsnt alongwith the payment of one month's wages to the L
corcerned workman, '






UNIT 17 SUSPENSION DISMISSAL AND
| RETRENCHMENT -

Objectiv'es "

After going through this umt you should be able to :

® appreciate the underlymg conceplis behmd suspension, dismissal and retrenchment
¢ handle the processes invoived in suspension, dismissal and retrenchment
* evolve policies for these actions in the context of your organisation

Structure _
17.1 Introduction e ' . .
17.2 Definitions. S B ' o '
17.3 Suspension

17.4 Dismissal !

17.5 Retrenchment i

17.6 Summary !

17.7 Self-assessment Test |
17.8 Key Words ;
17.9 Further Readings

17.1 INTRODUCTION | 5
This unit has been .prepared i,t'o'acquaint you Witl‘ll.tht‘.' naturefl ce job' changés,
that is, suspension, dismissal and retrenchment which an e @ is likely

io expenence in course of employment

“These changes, irrespective of their nature, have been -still the important
sources of industrial disputes and disturbed indystgial refations. Since these changes
have the effect of reducing income or loss of ivelihood, and one of these
changes (dismissal) carries such a stigma which Ray even disqualify the person
roncerned for further employment, the% only likely to be resented but also

challenged in Labour and other Courts, mes; changes have to be effected by

- the management to maintain discipline or rationalise the working of the
organisation. These stiould be managed and carried out in such a manner that the _
hardship involved may be mmlm15°d and they should not have any demotivating -
effect on other employees/ workmen This could be possible only when such changes
are hot only essential and falr, but they are made to look to be so. :

Again, since the enactment of industrial law the right of management to hire and fire
has been abridged considerably, the worker has acquired the right under the
Industrial Disputes Act, to question and challenge his suspension, dismissal and
retrenchment The Labour Courts, High Courts dnd Supreme Court are vested with
the powers to annul or modify such actions of the emplcyg;agd the latter has now to
exercise these rightsin a bona fide manner, or for a jusi cause. In.fact 2 big case law
has aiready been built up on; these changes. 1t is, therefore, essentia! for you, as a
manager or supervisor, to kn_ow how such actions should be taken if they have to be
taken, with the minimal effeét on the working of the organisation and employee and - -
management relations. As the structure of this unit shows we intend to examme the
three employment problems in all their aspects, legal as well as humar.

17.2 DEFINITIONS
" Suspension : This means prohibiting an employee from performing his duties
assigned to him, and wlthholdmg wages for so long as that prohibition contmues
During the period of such prohlbmon the contract of employment between an
employer and the employez is'said to bé under suspension, and the employee is saidto
have been suspended. In other words, suspension dues not mean termination of service ' ' 213
but only denial ‘'of work for some time, '
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173 SUSPENSION |

Dismissal : This means termination of service or contract ag a punishment for a
serious misconduct or ¢t of indiscipline. This is the sepreme punishment which an
employér can give for disciplining workmen as a last resort, It carries a stigma which
may prevent the dismissed person from getting another job. 1t is a permanent .
sepamnon from job.

Retrenchment : It is a termination of service for reasons of redundancy or surpius to
requirement. The Industrial Disputes Act defines retrenchment as the termination by
the employer of the service of a workman for any reason whatsoever, other than

as 2 punishment, but does not include voluntary retirement, retirement and
termination on the grounds of ill health. By a recent amendment, non- rcucwal

of contract is not to be regarded as retrenchment. In other words,

retrenchment is termination of service, but all terminations of service are not
retrénchment. According to the ruling of the Supreme Court “retrenchment™ as
defined in the Act is not to be given any wider meaning than the ordinarily accepted
connotation of the word and termination of service of a2 workman for any reason
other than that he was surplus would not constitute retrenchment.- (

Procedural Suspension

. Procedural suspension is not considered as a punishment. Such suspénsion is made

: misconduct ‘which may warrant any
* delinquent worker is suspended if his

when disciplinary action is initiated or :

nalty like discharge or dismissal. The

at work is not considéred desirable for
fear of his tampering with the regagds o other evidence or the enqulry by itself
The worker is also suspended i @ terest of discipline and good order in the
establishment and in all cases whergghe act of misconduct complained of is grave.

and serious. It is usual tgniggue the suspension order alongwith the lf:fller of .
charge, but if the manag%inks it necessary, the workman may be suspended

even before issuin chalige-sheet pending {urther disciplinary procecdings.
- Procedural suspe not considered as punishment, During the period of
suspension the workey is paid a subsistence allowarnce equal to one-half of the gross

- recently tha

wages for u@ ninety days and three-fourths of the wages beyond ninety days, Till
f tence allowance was being paid only in the Government and
public sector eStablishments, but in other establishments it was paid only if 1t was
provided in their standing orders, or- Model Standing Orders prescribed under the’
Industrial Employment (Standing Orders) Central Rules applicable to them. With
the recent amendment of the ruies passed under the Industrial Empioyment
(Standing Orders) Act, 1946, the offender can be placed under suspehsion pending
enquiry, and it has been made obligatory for all employers to pay toT;he workman
during his suspension, a subsistence allowance equal to ene-half of the basic wage,
dearness allowance and other compensatory allowances to which he would have been
entitled if he had not been suspended. Such subsistence aflowance is paid for ninety
days. If the enquiry is prolemged beyond ninety days, the allowanssisto il:eamcreased to

three-fourths of his norrhl emoluments. If, however, the responsibility of

. prolongation is that of the workmar, the allowance would be reduced to one-fourth

..-'

of his normal emoluments.

Suspenslon as Punishment

Like fine and warning, suspension is generally considered as a minor punlshment
which may be inflicted for such misconduct as unpunetuality or trregular attendance
provided they are not habitual or often repeated. As a rule, punishment should be
comtensurate with the gravity of the offence. In establishments covered by the -
Industrial Employment (Standing Orders) Act, 1946, the acts and onﬂissmns which

constitute majer and miner misconducts and for which various. -punishments may be

awarded, are usually specified in the standmg orders. In such cases, the punishment
awarded should only be that which is permissible under the standing orders. It is
within the discretion of the management fo award a lesser punishment than that
indicated in the . Standlng onders, but they cannot award a major punishment like
suspension for a minor misconduct as it will not bé legal under the standmg orders.

out to be initiated against a person for any

¥




The power to suspend an ;cmplojree and withhold payment of wages during the” _ Suspeasion, Dismisssl and |
period of suspension by way of pumshment like the pawer to make penal dedu-tions Retreactment |
from the remuneration of employees, is not an m'lplled term in ordinary contract - ' ' -
‘between master and servant. As such unless power is is réserved to the employer

specifically in the contract of employment itself, an employee cannot be pumnvely

suspended. Hence in cstabhshmenls where standing orders have been framed

govcrnmg the contract of emp!oym:nt between the mapagement and the workman,

_pravision is usually made for reserving powers in the management to punitively

suspend the workman, as ‘also prescribing maximum number of days of suspension

which are generally four, for which such punishment may be inflicted. If the punitive

suspension exceeds the numbcr of days mentioned in-the standing orders, it may be

regarded as a major pumshment and may be dealt with as such.

17.4 DISMISSAL

How it Differs from EI)i.siclim'ge )

Dismissal and discharge have the same result, that is, termination of the service of
the employee. It is on this account that these terms are often used indiscriminately
by employers and employees and even sometimes by the Labour Courts as though
they were inter-charigeable. But there is a distinct differrnce between the two
expressions, and it is desirable that this is clearly understood. The points that need .
to be noted in this connecuon are as follows:

a) While dismissal is a pumshmcm for some mlsconduct dlscharg i not always a
punishment. !

b) The acts and omissions for which the punishment of diseRarge tHay be inflicted
are generally the same for which the éxtreme punish @ dismissal would be
' warranted. However, on consideration of equity, expéy or extenuating

circumstances, it may. be deemed desirable by ployer to discharge an
employce instead of dismissing him. W

¢) Discharge is considered a less severe ent than that of dismissal, although .
" both result in the termination of servi gma that is attached to the
expression ‘dismissal’, may make il pra y impossible for the person
concerned to obtain zgnothcr e 1% t, which is ot the case with discharge.

d} The agreed or reasonable notice ave to be given in case of discharge, but
not so in case of dismissal which is usually summary, i.e., without notice.

-¢) In case of dismissal, the employer can withhold hls contribution to the provident.
fund, bonus and gratuity payable to the empioyee and also his other dues to -
make up the loss caused to the concern by his: misconduct, but in the case of

_ discharge the cmployee concerned would usuakly be entitled to these beneﬁts and
“his dues.

f)y For dlsmlssmg an cmployee the emp]oycr has to hold disciplinary proceedings.
He may or may not do so for discharging anemployee. The employer can
discharge an employee by giving an agreed or reasonable notice, as provided in
the standing orders or contract of service, without serving him with a
charge sheet, receiving explanation and holding an enquiry, as is usually done
for dismissing an employee However, the employer may be requircd to prove
the bona’ ﬁdes of both the dctions. : :

‘Misconrduct or Grounds for Dlsmlsssl

~ As already mentioned, the punishment of dismissal is inflicted for various oﬂ'enoes or
. misconducts which arc 1ncons:stent or incompatible with the faithful discharge of
.one’s dutics, or his incapacity preventing him from fulfiliing his contract of service
with the employer, or such immorality on his part as may bring the cmployer into

, disrepute. All these thres: grounds justify the dismissal under common Jaw. Wilful
insubordination, riotous and disorderily behaviour, dlshonesty. habitual absence .
without icave, habitual negligence or wilful neglect of work, etc. would be Jusufiable
gmunds for dismissal under common law.

For persons covered by industrial law, meh as Industrial Disputes Act, 1947 and

industrial Employment (Standing Onders) Act, 1946, the following items of 215



Minsagieg fadkestrial ' mmsconduct for which a workman may be dismissed are pmnbed under the mlu
Retations wamed under the latter Act ;'
' a) Wilful insubordination or disobedienis, whether alone or in combmatlon wlth
. others, to any lawful and reasonable order of a superior,
b) Theft, fmud or dishoneésty in ‘connection with employers’ business or property
c) . Wilful damage to or loss of empioyers’ goods or pmpeny
" . d) ‘Habitual late attendance.
¢) Taking or giving bribes or any ﬂlegn] gratlfiunon
f) Habitual absence without leave or absence without leave for more than ten daya :
. g) - Habitual breach of iaw applicable to the mabhshmem
h) Habitual negligence or neglect of work. : : '
i} Riotous and disorderly bchavmur during workmg hours at the cstahhshmems or.
any act subversive to discipline. |
j) . Frequent repetition of any act or omission for which a fine may be lmposed to a
maximurm of three per cent of the wages in a month.
k) Siriking work in contravennon of the provasmns ‘of any law or rule |hav1ng the
force of law.

The above list of misconducts warranting dismissal 'is oaly iﬂustraﬁive, and to this'
may be added scveral other scts and omissions, such as wilful siow down, or inciting
aothers to slow down, assault on manager or supervisors, and other offences under.

the Indian Penal Code involving moral turpitide, taking into cousldcrauon the
nature of the mdustry or. the eslabllshment - .

Right to Hire and Fire and its Abridgement

Employers have been claiming right to hire gnd fire from time immemoial. The
unfettered exercise of this right by the emplo was recognised in common law,
Under common law a person wrongly d regd or dismissed cannot bé reinstated,
_and can get-at the most some pres d mo ary compensation by way of relief. The
. industrial law which has replaced @ mon law for reguiating relations between
employer and employee also 'u'phight of the employer to menage and
discipline his employees. B js right has been abridged considerably with the
enactment of the Industﬁa;%s Act, 1947, Industrial Employmerit (Standing -
Orders) Act, 1946, a Payment of Wages Act, 1936 and with the emergence of
the principles of s tuiral justice, and their extensive use made by Labour
Court, Industrial Trib@gals, High Coutts and Supreme Tourt, in deciding °
disciplinary @ ad other industrial disputes. Under the common law the
authorities decie cdses only in terms of contractua) rights and obligations, but under .
. the industrial lawhe authorities have to take into consideration the principles of
social justice, and so théy can even urtfclr the reinstatement of the workman -
discharged or dismissed wrongly. The employers do retain their right to take disciplinary.
. action, but in a bona fide manner. Under the Industrial Disputes Act, the employees
have acquired the right to question the action taken against them, and appeal to
Labour and other higher Courts against it The latter can intervene if the dismissal or
discharge is mala fide, and smacks of wcutmsatlon or unfair labour practice, and
violates the principles of natural and social justice.

In view of these changed conditions under which employers’ actior can be challengecﬁ
and set asild:, the employers are now compelled to observe such pnnc1pi"cs and
procedures in takmg dlscmlmary action, including discharge or dismissal of their
workers, as 1o minimise the chances of their action being annulled or set aside. The
amendments of the Industrial Bisputes Act with the additions of Section 2A and
Section [1A have made them more cautious in taking disciplinary action.

Section [ A empowers Labour Courts and Tribunals to substitute their :
own judgment for that of the management, and set aside orders of discharge and ‘
dismissal, and direct reinstatement of workers, er grant any other selief even if there

is no technical or other flaw in the- domestic enquiry, but on grounds th:'lt the
principles of social or natural justice are violated, or the punishment gwen is
disproportionate to the offenae committed. The employers, therefore, are to follow
such a procedure which may conform to the principles of natural and social justice.

Procedure for Dlsmissal

- No desirable procedure which may comply waﬁh pnn-:lples of natural Just:cc has bccn
_ _ . laid down in any law for dismissal or dischar ge of 2n employee, nor has it been the subject of
216 o : any collective bargzining, or tripartite und_erstanding_. However, a model procedure



which should be followed has been evolved fror1 various awards and Judgmcnts of Labour

Courts, Industrial Tnbunals, High Courts-and the Supremc Coun Tl'llS procr:dure
stipulates the followmg steps :
i} Preliminary enquiry on receiving report of misconduct.

: n) Issuing of charge- sheei if thereis a pnma facie case for misconduct and if there
is some evidence for establlshmg the same and for obtaining explanation of the
delinquent employee.

iit} Holding fair.and unblascd domestic enquiry, (if cxplanatmn of the emp]ayee is

" found unsatisfactory), in conformity with the principles of natural justice, giving

fuil and real opportunity to delinguent employee to prove his innocence. The
Punishing authority is'to consider the report and decide the punishment o be
awarded if the employee s found guilty. In deciding the punishment it has to be
seen that it is in proportion to the offence committed. He has also to see that the
enquiry has been conducted properly (see Appendix to the unit on ‘Discipline’ in
this booklet) before communicating the decision to the employee concerned. If at
‘that. time, the employee is a party to any dispute pending before the Conciliation
Officer or Board of Conciliation or Labour Court or Tribunal, the punishing
authority should take the approval of the concerned authority before whom the
dispute is pending, bcf_ore conveying his decision to the employee. Even if the

decision is conveyed 10 the emplogee, before takinig necessary permission, he may be

informed that necessary permission is being obtained, and his dismissal will take
effect from the date thé permission is gwen, In lhe meanwhile, he will be
considered as suspended

Other Restrictions on,Dismml_
Under Section 33 of the Hdustriat Disputes Act, 1947, if an employee¥y
dismissed or discharged, and he is a party to a dispute which is pehgi
conciliation or arbitration .or adjudication authority, prior ppsgissiofi™or approval of
that authority has to be taken for passing any order of dn ot discharge. If the
"employee concerned is nolj party to the dispute, he can be NgsSed witk one month
notice or one month wages in lieu of the notice, and %jnghat month, the employer

“has to apply for pcrmissioﬁ for dismissal to the auth ncerned. In case of
“protected workmen”, prier permission for di al afd discharge is essential even
when they are not connected with the dispu protected workmen are trade
union office-bearers who arc declared as such, ¥g save them from being victimised
for raising or conducting the dispute, re nominated by the unions, and their.
number is not to exceed one per cent otal workforce, subject to the minimum

number of five. :i

How Dismissal is Managed in other Countrles '

This is one area where fomgn experience is not much relevant to Indm as most of
the other industrialised countrics are operating in a labour shoriage sitvation, There
the employers are still allowed to exercise their right to hire and fire as a dlsclphrmry
measure 1o some cxtent. However, collective bargaining is restnctmg this right.
In 1963, the 1.L.O. adopted a recommendation (No, 119) concerning
termination of employment at the initiativeof employers themselves, This
lays down cértain standards of general application concerning individual dismissals,
such as grounds for dlsrmssal remedies for unjustificd dismissals, period of notice,
reduction of workforce, etc It lays down that “termination of employment should
not take place unless there are valid reasons for such termination connected with the
capacity or conduct of the worker.or based on the operational requirement of
the undertaking”, and goes on to specify what should not constitute valid reason
for termination of employment. The recommendation aiso provides that an aggrieved
worker should be entitled 10 appeal against termination to a neutral body such as an
"arbitrator, a court or an afbltratnon commiites which should be empowered to .
examine the reasons for termination of employment, and the other circumstances
relating to the case and to rendér-a decision an the justification. of the termination.
The appellate authority should be cmpowcmd to order that the worker should,
unless reinstated, be pa1d adequaie compensation in vase of wrongful dlsmnssal

!Jnmd States : Herc it is consu!ered to be the management’s prerogative to discipline

and discharge a worler for a “just cause”. However, the procedure for discharge
‘requires the managemest to give prior notice of discharge detailing reasons for such
action. A hearing of the cise i to be attended by the empioyee as well as a union

Suspension, Dismissal and
Retrenchment -
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' ~ penalty on the employer in additior

representative. No dismissal pay is given to workers discharged for a Just cause. The
National Labour Relations Board (N.L.R.B.) is empowered to order reinstatement

with or without back wages of a worker discharged for a' cause which is not just. But
the cases going upto the N.L.R B. are rare. '

United Kingdom : In this country, the cmployer has the right o dismiss or discharge
an employee. The Contract of Employment Act, 1963 lays down a minimum period
of notice for discharge. The Common Law right of the employer is not curtailed.

~ Internal procedure has, however, been dcvcloped by firms for gonsideration of.

dlsmlssed cuses at a higher level. The Donovan Commission (1968) rccommended
statutnry proocdure and machmery for dealmg with dismissal cases. The main
departure in the Donovan Recommendation is that the Labour Tribunal should
award reinstatement if both parties agree. Compensation payab}e may be up to an
amount cqual to two yenrs wages of salary

France : Here dismissal can be effected with the prior approval of the State _
Manpower Service, but dismissal without the approval of (he service is not invalid; it
can make employer liable to a penalty. The employees get full protection under the
terms of collective agreements and the legal concept of “abuse of right”. The latter
when proved can be penalised by payment of compensation but the courts do not.
order reinstatement. French legislation provides for suspension and not dismissal, in
certain circumstances. Dismissal disputes are decided by Councils made. up of equal
number of elected representatives of employers and employees. They play a
conciliatory role, failing which they give their judgment, but the reward: being

- compensation and not remstatemcnt. In Sweden a variation of this arrangement

operates.

- Italy : Here arrangemems are the same as ablyye éxcept that the Court can order

reinstatement. If the employer refuses toNgnplefhent the order,. there is a special
0 com tion.

Australia : Here, the right to ‘hiré : e*, if properly exercised, is regarded as an
employer’s prerogative. The arbitraVtigp#wards lay down the notice peried for
discharge of an employee iving him due notice. Employer’s.motive generally
cannot be questmnod unlc:%schargc 15 prompted by anti-union reasons, in
which case it would legaBoffence -

West Germany : He e*Works Constitution Act, 1952, obligates empioyers to

- consult the W, Coulcils in staff matters, including dismissals. The Act prowdes'
that a dismi rmissible only for urgent and important reasons, such as
embezzlement bility to continue to work. An employee can appeal to a Labour .

Court against an unjustified and illegal disrnissal. In wrongful dismissal, the Court
can order reinstatement or compensanon up to a maximum of 12 months
remuneration at the request of either party.

US.S.R.: The Labour Code of this country provides for the termination of contract of

employment of a worker after giving a day’s notice in certain circumstances including
unfitness of an employee to work, persistent failure to fulfil his duties, etc. In case of
persistent peglect of duties, an employer in a State undertaking, co-operative or other

" public undertakings has to act in &ccordance with the decisions of an Assessment and

D:sputes Committee.

17.5 RETRENCHMENT

How does it differ from lay-off?

As already defined retrenchment is termination of service for redundancy, or when
workers become surplus to requirements either because of rationalisation; or due to
loss of market for the product, or for use of some labour saving devices. Termination
of services; on account of dnsc:plmary action, or prolonged illness, or retirement and
super-annuation, expiry of contract, termination of contract as pef the '
terms of the contract, unsat:sfacmry working during the probationary

period as provided in the standing orders or service contract and non-renewal of
contract, is not retrenchment. Lay-off is not termination of service. It is only

" temporary denial of employment due to circumstances beyond the controt of . '

employer, such as power shortage; mechanical breakdown, non-availability of raw
material, accumulation of stocks, shortage of coal, and natural calamity or - . '



. any other connected re_aso_n_f. In case of mines, workers can be laid-off on account .

of excess of inflammable. gas, fire, flood and explosion. Secondly, compensation is
payable both in lay-off &nd retrenchment, but in lay-off it is payable in case

. of factories, mines and piamauons if the establishment employs 50-or ‘more workers,

and the work is neither seasonal nor-intermittent. Agam. lay-off compensation is-
payable only to such workers who are on the muster-roll of the company, and are
neither casual, nor badli workers and if they are not offered alternative employment
within five miles of the establlshment where they are working on the same
remuncration and other terms of cmployment All these restrictions are applicable
for payment of compensation for retrenchment’ which is payable in all
establishments, irrespective'of their employment strength and alse to all classes of -
workers except apprentices; if they have completed one year of continuous service, or
have worked for 240 days on the surface or 190 days underground in 12 calendar
months. The condition of one year continuous service is also applicable to lay-off

' compensation. Lastly, in cdse of lay-off compensation payable is half of the wages

which would have been payablc to a workman, had he not been laid-off, and this he
can claim as a statutory right. In case of retrenchment. compensation payable is half
month’s salary for every completed year of service, besides one month notice in case

of undertakings employing lass than 100 persons and three months notice in case of
undertakings with 100 or more employees or wages in licu of notice. But
retrenchment compensation is not the statutery right of the retrenched worker. It is
only a pre-conditien of retrenchment, because if it is nol paid the workman wilt not
be considered as retrenched. The following table may clarify further the differences
between retrenchment and lay-off. :

Tuble—Dil'fmncﬁ between Retrenchment and l‘y-oﬂ'

Lay-oft ; Retrenchenent

i} Lay-off is the insbility of i i) Retrenchmenit is
the employer to provide : termination of
employment to warkmen dué to It is a termina
crcumstances beyond his : for reasons nthe
control, such as shortage :

of coal, power, breakdown of |
machinery, natural calamity, ste.
"It iz not a termination of

service. :

: : ' onged illness.

i) Compemtmn payable is : Retrenchment compensa-
half of the wages which would - tion payable is
have been received by the ) 15 days wages for cvery
Mid-off worker, if he completed year of
had not becn laid-off. This - * . service besides one
is puyable only by establish- - - ) month or three months
ments employing 50 or more . - ' notice or pay in liew
peesons, and if their work is of notice. This is
nol seasonal or inicrmittent. : payable by all )
Iiis not payable 1o establishments covered
workers who are not on the by the Act irmespective
pay-roll of the company, or if { . - of the number of
they are not casual or badli  : persons employed, and
or substitule workers. o ' to all workmen, with
. : 5 qualifying service, except apprentices.
i) Lay-off compensation can _ iii) Retrenchment compensation
| be claimed as & statutory i and notice for retrenchinent

right by the workman ifhe . . : are only preconditions
has completed one year of | : for retrenchment and
continupus service, or Zi _ not & right which &
has worked for 240 days i . retrenched worker can )
o the surface or 190 days : . claim. If notice and compensation are aot
underground in 12 calendar ¢ ’ given, the worker will not be considered to

" months. ; " have been retrenched. The quilifying conditions
: of one year continuous service will, of course,
_ have to be fulfilled in order to receive
compensation, )

l’mceu and an on Retrenchment

Process of retrenchment is regulated by Chapters V-A and V-B of the Industrial
Disputes Act, 1947, These Chapiers were not in the principal Act to start with.
Chapter V-A and Chapter V-B were introduced in 1953 and 1976 to check and

Suspession, Dismissa) sed
- Retrenchiment
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minimise retrenchment and lay-off which were causing a spate of industrial disputes
resulting in strikes and lock-outs. ChapterV-A regulates retrenchment in
establishments employing 100 or less workmen. According to Sec. 25 of this Chapier
no workman employed in any industry who has been in continuzous service for not
less than one year or who had worked for 240 days on the surface or ‘190 days
underground in 12 calendar months under an employer shall be retrenched by that -
cmployer unless (a) the workiman has been given one month notice in writing
indicating the reason for retrenchment and the period of notice has expired, or the
workman has been paid one month’s wages in lieu of notice; (b) the workman has
been paid, at the time of retrenchmerit, compensation equal to 15 days average pay
for-every completed year of service or any part thereof in excess of six months;

() notice in the prescribed manner is served on the appropriate: Government. No
such notice may be required if the retrenchment is under an agreement, which-
specifies date for the termination of service. The 240 and 190 days working period
which qualifies a workman for receiving compensation includes days for which he -
was on leave with wages, or laid-off under an agreement or is permitted by Standing
Orders, or absent due to temporary disablement caused by accident arising out of or
in course.of employment, and in case of a fermale emplpyee the days on which she
has been on maternity leave. ' : ' \

Transfer and Closure : The retrenchment compensation is also payabk!: to workmen in
case-of transfer and closure of undertakings. In case of closure the employer ha s to give
gixty days notice explaining the reason for closure to the workmen as well as to the
appropriate Government. In case of closures which are beyond the control of the -
empleyers or due to unavoidable circumstances, maximum compensation payable is
limited to three months average pay. Finatgial difficulties, accuraulation of
undisposed stocks, expiry of lease and dicencand exhaustion of minerals in case of
mines, are not considered as unavoidablNgirgmstances. Compensation is not '
payable for closure by the underjafings set up for the construction of the buildings,
bridges, roads, canals, dams anonst’ruction works if they are closed within
two years from the date they are : | _ '

Procedure for Retrénchme s¢ of workmen who are Indian natlionals, the
principle of ‘first comy s’ has to be followed for retrenchment. The authorities
can retrench any o «@ gikman afier recording the reasons for the same. For this
purpose, seniority is

p be considered in relation {0 the same category i workers,

Re-employ Retrenched Persons : Where any workmen are retrenched, and

the employer ses to reemploy any persons, he shall give an opportunity

to the retrenched workmen who are citizens of India to offer themselves

for re-employment, and such retrenched workmen who offer themselves. for
re-employment, shall have preference over other persons. For this, notice of vacancy
has to be put up on the notice board and the retrenched persons have to be informead
by registered post about this vacancy. '

Retrenchment in Establishments Employing more than 106 Persons : A different law
regulates retrenchment in these estabiishments and this is as provided in Chapter V-8~

* of the Industrial Disputes Act. To start with, this law was applied to ¢stablishments

employing 300 or more workers, and this limit was reduced to 100 by an amendment
madg in 1984. For retrenchment and closure, these esiablishments are required to
give three months notice  instead of one month and 60 days notice required to be

- given by smaller establishments. In case of closure, bigger establishmen'ts have to pay

compensation as in case of retrenchment and the maximum Limit of thlll'ec months
wages applicable to smaller establishments is no longer applicable to them. Still more
important restriction on retrenchment by the bigger establishments is that they are
required to apply to the Government for permission to effect retrenchment, and the

- latter will not be effective unless the permissien is granted. For closure and lay-off,

also they have to seck-permission. On receiving the application for perniission,

the Government gives opportunity to be heard to both the management and the
workmen and their organisations. Whatever may be the decision of the Government
it will remain in force for one year. The parties are parmitted to apply to the
Government for reviewing their own decisions. The Government has to take decision
within two months of receiving the application, and if the management: does not hear
anything from the Government, for two months, the permission will be|considered to
have been granted. The main objective of all the restrictions envisagediin chapter
V-B of the Industiial Disputes Act as amended upto 19%4 is to prevent the employers




from retrenching employeer%.’ either light-heartedly or for invalid reasons. Sufficient Sﬂnalh- Dismissal snd
data is not available to confirm- whether this objective hias been achieved. o . Rotrenciamest

Retrenchment Compensmon

Practices in other Countrles The statutory paymcnt of compensation for
retrenchment is not peculiar to India. In fact, payments for such a contingency are
widely prevalent both in developing and developed countries. Such payments are,
however, known differently, such as redundancy allowance, separation or severance
allowance. The last two allowances are payable even in case of discharge and
dismissal. Provisions for such payments are made either by legislation or by
collective agreements. For instance, in Great Britain, the Redundance Payment Act
of 1965 provides monetary compensation to persons becoming redundant or surplus
to requirement. A workman qualifies for this payment if he has worked for 21 hours a
week and continuously for two years before he is declared as redundant. The break
in continuous service is condoned if it is due to any accident in course of
employment, sickness and holidays. Persons entitled to gratvity and pension on
retirement before the age of 60 or 65 years are not entitled to this payment. The.
older persons are paid higher amounts as;they take longer time to find another
employment. In Italy also the law entitles every workman to some monetary
compensation for dismissal' and discharge in proportion to the length of his service,
In some other countries thére are statutory provisions for such payments only for
‘salaried employees. Such special legislations exist in Austria, Denmark, Greece,
Luxumberg and France. In Latin America, some African and Middle East countries
the practice of paying Separation and Severance allowance to discharged and

dismissed employees is quite common. Even international organisations like the ILO s
pay Severance allowance to their cmployces on termination of their term ' '
contract. Actual amount payablc varies with the length of servi d the amount of

salary drawn. -

Such payments are maialy Jusuﬁcd on thc ground that evef %
work and be compensated for involuntary unemployment dig tg
lay-off, even if it is due to circumstances beyond the@qptral of the employer or
management, The right to work is provided in the co on of several counw

It is therefore no wonder that most of the devgleged ntries have contributory or
non-contributory unemplojment benefit schy he working class, and in such
countries workmen are not.paid any compe n for redundancy or discharge or
dismissal. Even the Directive Principle r Constitution require the State to make
effective provisions within the limits o nomic capacity and development to
secure the workers their nght to work es ensuring them proper conditions of
work and living wages.

Payment of retrenchment and lay-off compensauon is also supported by the
principles of social justice and equity. An over-aged worker is not in a position to
provide for such contingencies as imr'oluntary unemployment, and therefore, he needs
financial help. In such difficulties, the company has to pay him something to
maintain himself and his family till he is re-employed or finds another employment.

Lastly, payment of such compensation is also considered essential to maintain
industriai peace. Hardship arising from unemployment must be avoided. In India, as
many as 25 per cent of the disputes resulting in strikes and lock-outs, etc. are caused by
reirenchment and personal factors. Provisions relating to retrenchment in the
Industrial Disputes Act, 1947, are primarily social secunty measures providing

relief for temporary mvoluntary unemployment.

17.6 SUMMARY éﬁ

In this unit we have discuslscd suspension, dismissal and retrenchment, the three
potential causas of industrial unrest and conflicts affecting management not only in
India, but the world over. These three terms have not only been defined formally,
but also distinguished from. one another, and also from such terms as discharge and
lay-off, which can equally disturb industrial peace. Just and fair management of all
‘these disturbing job changcs can minimise if not totally eliminate their impact on
employer and employee relatlons The laws reguiating them such as Industrial : _
Disputes Act, 1947 and the Industrial Employment (Standing Orders) Act, 1946, as _ 221
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ariended up to date, have also been discussed. How the right of management to
discipline their workers, to hire and fire them or close down their undertakings or {o
retrench their workers has been abridged by the above two laws has also been
explained. Procedure for dismissal, principles of natural justice; and practices in 2
few other countries have been discussed. Justification for restricting the right of

_employers to retrench their employees and payment of compensation to the’

retrenched workman in India and some other coun(nes, have also been dlscussad in
detail. . :

17.7 SELF—'ASSESSMENT TEST

Answer the following questmns m not more than one page ca.ch 50 that you may .

know how much you have undersiéod the subjects discussed in this unit:

I Distinguish between (a) procedural and punitive suspension; (b) dismissal and .-
discharge; and (c) retrenchment and lay-off. o

2 Discuss the relevant-provisions of the existing Industrial laws whrch restrict t_hl“
right of employers to dlsmlss or retrench their workers in India.

'3 Mention briefly the practice in a few: other countries regarding dismissal and

tetrenchment. Have the rights of employers in these two respccts been abridged -
. there as much as in India? _
4 Discuss the practice of paymg retrenchment compensauon and emmme thc
rationale for the same in Indla and ina few othcr countries,

oo .
17.8 KEY WORDS N\ )

Dismissal : T-crininatiop from ¢ . pent for any of the misconducts enumerated in
the Schedule to the Industrial Epiplosn 'ent'(Sta‘nd_in‘g Orders) Act, 1946, o

Discharge : Termination ?@tract of employment. It is not a pums'hment bt

may turn out to be a punisifnent in certain circumstances although thc order‘of
discharge may be ed in’innocuous language.

Lay-off : Lay-off

s the failure, refusal or inability of an employer on account of

- shertage of oweT, or raw materials or the accumulation of stocks or the _
breakdown inery or for any other reason to give empleyment to 2 workman

whose name 1 rne on the muster-rolls of his industrial cslabhshmem and who hms
not becn retrenched.

Closure : Closure means the closing of any p]aoe or part of a place of empioymenl
or the total or partial suspension of a work or total or partial refusal by an employer
to continue to employ persons already in employment whether such closing,
suspension or refusal is or is not in consequence of any industrial dispute. -

‘Lock-out : Temporary closure of business.

Retrenchment : Retrenchment means the termination by the cmployer of service of &
workman for any reason whatsoever, otherwise than aa‘; punishment, but does not
include voluntary retirement, retirement or termination for reasons of ill-heajth.

Retirement ; Termination of service on reaching the age of superannuation.

Suspension : Prohibiting an employee from performing his duties assigned lo hlm,
and withholding wages for so long as such prohibition continues. :
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UNIT 18 EMPLOYEE GRIEVANCE
HANDLING '

Objectives K .
The purpase of this unit is to cnable you to understand : \
‘e the nature and sources of employee grievances, and their effects
®  the significance of the ‘need for a machinery
o different approaches té grievance handling and possible outcomes. .

Struciure
-138.1 [Introduction -
18.2 What is & Grievance?
18.3 Why Grievances?
‘18.4  Effects of Gricvances
18.5 How to Handle Grievances
18.6 The Discovery of Grievances
18.7 The Processing of Grievances
8.8 Steps in Grievance Handling _
18.9 . Do's and Don’ts in Grievance Handling
-18.10 Grievances and Industnal Relations
18.11 Summary =
18.12 Self-assessment Test:

18.13 Key Words | '
18.14 Further Readings | . _
Appendix L .
i . :

18.1 INTRODUCTION . Q

In employment relationshi ;is both employer and emp ve mutual expectations.

When an employeze’s expectations are not fulfillgd he wi§l! have a grouse agdinst the -

employer because of the disagreement or dis tion it causes. Similarly when
Ififled, the employer will have a

employer’s expectations abgut an employee ardNfiot
of indiscipline.

grousc agsinst such employee. It may %ﬂable

18.2 WHAT IS A GRIEVANCE”

Brosadly, & grievance can bc defined as any discontent or dissatisfaction with any
aspect of the organisation. It can be reai or imaginary, legitimate or ridiculous,
stated or unvoiced, written or aral. It must, however, find cxpresswn in some form
or the other. |

Discontent or dlssatlsfacuoii per se is not a grievance. They initially find expression-
in the form of a complaint. When a complaint remains unatte‘hded and the employee
concerned feels a serse of lack of justice and fairplay, the dlssansta»non grows and
assumes the status of & gnr:'vancc -

Ususlly gricvances relate to problems of mlerpretatlon or percewed non -fulfilment
of one’s expectations from the organisation. Aggncved employees usuaily manifest
deviant behaviour. !

Individuai or Collective (Group) Grievances

The International Labour Organisation (YLO) defines & gricvance as a complaint of
one or more workers with respect to wages and allowances, conditions of work and
interpretation of service conditions covering such areas as overtime, leave, transfer,
promotion, sentority, job assignment and termination of service. The Mational
Commission on Labour observed thai “complaints affécting one or more individual
workers in respect of their wage payments, overtime, leave,_transfer; promotion,
seniority, work assignment ; and discharges would constitute grievances”. :

It is important to make & d;istinction between individual grievances and group
gricvances. If the issue involved relate {0 ope or 3 few individual employees, it
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needs to be handled through a grievance procedure, bui when general i n;nes with
- policy implications and wider interest are involved they become the sub_wct matter

for collective bargaining. ldeal]y in individual gricvance redressal, trade unions should
have less or no role while in grievances of a collective nature and wider ramiﬁcauom.

trade unions need to be involved. i

For our purpose, in this unit, gricvance has a narrow perspective; it is t.oncerncd
with the interpretation of a, contract or award as applicd to an. individual or a few -
cmployees. - S

18.3 WHY GRI‘EVA-NCES?

“Grievances may occur for a variety of reasons :
Economic : Wage fixation, wage computanon overtime, bonus. ete. Employccs fccl
they arc getting less than what they ought to get. _ .
Work Environment : Poor working conditions, defective equlpmcnt and machmery,
- tools, materials, etc. : i
Supervision : Disposition of the boss towards the empioyee Perceived notions of
favouritism, nepotism, bias, etc.
Work Group : Strained relations or mcompanbﬂny with peers, Feelmg of neg]cct
: ostracisation and victimisation.
Work Orgsnisation : Rigid and. unfalr rules too much or too less worlr
responsibility; lack of recognition, etc.

S. Chandra’s study on grievance pro practices revealed the f.ollowmg as
some of the main causes of employee g : S .
Amenities 9 Naiure of job C
Compensation 10 Payments .
Conditions of work " 1} Promotions _
Continuity of service . 12 Safety environment -
Disciplinary acti 13 Superannuation
Fines ; 14 Supersession
Leave . 15 . Transfers

[- IR - R N

Medical Mhefits | - 16 Victimisation
The list is in e and not comprehensive.

The apparent causes or sources of grievances may not always be the real-ones. There
is need for deeper analysis of the policies, procedures, practices, structures and -
personality dynamics in the organisation to arrive at the real causes of grievances,

Grievances stemn from management policies and practices, particularly when they lack
consistency, uniformity, fair play and the desired level of flexibility. Grievances also
may arise because of intra-personal problems of individual employees and union
practices aimed at reinforcing and consolidating their bargaining strength The
-absence of a proper two-way flow of commnmcahon can indeed be a fertile ground.
for breeding grievances.

18.4 EFFECTS OF GRIEVANCES

Gricvances can have several effects which are essentially adverse and
counterproductwe to organisational purposes. The adverse effects inclide:
a) Loss of interest in work and consequent lack of morale and comnmmcm
b) Poor guality of producuon

¢} Low productivity '

d) Increasc in wastage and costs

¢} Increase in employee tumover

f) Increase in absenteeism

£8) ‘Increase in the incidence of accldenss

h) Indiscipline

i) Unresi, ste.



18.5 HOW TO HANDLE GRIEVANCES

Employee grievances arc estentially human problems, real or imaginary. Whatever _
be the cause, the approachishould be humane. Sensitivity and empathy are required-
in handling grievances dlhgently So they need lo be handied with care the way you
handle glass.

Employee gricvances have to be handled promptly. An aggriéved employee suffers:
from & sense of injustice béing done to him. Recall the adage, ‘Justice delayed is
justice denied”. The need to handle grievances promptly cannot be over-emphasised.
In a good many cases, trivial issues concerning one ‘or a few employees become
collective issues and are blown out of proportion causing avoidable loss and
bitterness, because they wcg'e not dealt with properly and promptly.

Employee grievances will have 10 be settled at the level at which they occur in order
to avoid the feeling of injustice at the interacting group level. If a worker has a
grievance with or about a supervisor and if it is redressed not at the concerned
supervisor’s level but one or two levels above him, the employee continues fo be
dissatisfied about the supervisor because he has not been able 10 resolve it, someone
else had done it. So the loyalties change. In the process, supervisory authority gets
croded. Hence, it is lmportant to have the gne\ranoes settled, preferably at the Jevel
at which they occur. |

When grievances occur, it is important to make sure that they do not recur. If more
grievances occur over the same issue, time and again and more numbgr of employees
ar¢ found to have a similar: grievance, the focus should shift from persdg and
(grievance) procedure to policy and practices. An archaic rule may\gontifiue to be the
cause of much irritation among many employees. Then it is agparopriafe to take a
relook at the particular aspect of policy and altet or modiff @ me rather than

get bogged down with redressing each and every case. i so gievances are
recurring in nature, the strategy should prevent rathe%um them..

\

18.6 THE DISCOVERY OF GRIEVANCES

Knowledge about grievances is impo ndling them. Upward channels of
communication provide the dependable ces for discovery of grievances. One can
also come to know about grievances through gossip and grapevine or through
unions. It is always preferable to have first hand knowledge based on observation

and through direct communication from the employee concerned. Some of the
important ways of discovering grievances are briefly outlined here.

Direct Observation

- A good manager must know how s suberdinates behave in ordinary circumstanies.
When significant changes in that behaviour occur, it is sure to affect performance.
Absenteeism, lateness, indifference, ete. ate some of the forms in which
discontent and dissatisfaction find expression. A careful analysis of grievance rates,.
accident rates, requests for transfer, indiscipline, etc., may reveal general patterns
that are not easily dismmib}e in the first instance.

Grievance Procedure

The most important channe) through which discentent and dissatisfaction can be
communicated is through grievance procedure. A griévance procedure provides an
avenue and 2n opportunity to give vent to his grievances. The dilemma tmost
managers face is whether and how far they should encourage or discourage
grievances. If management does not induce employees to express their grievances,
unians will do so. Discouraging employees from expressing grievances means
ignaring grievances, When they simmer and burst, managemenis find it l;cyond their
capacily to deal with them adequately Thus, it is importani to have a gnevance
procedure to process grievances, This aspcct is. dlscusscd in detail, in a subsequent
seciion i this umit. : .

' Ewployee Grbévasce Haniling
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‘than one channel is desirable beca

Gripe Boxes

The gripe box is a facility to file anonymous complaints. about the: various causes of
discontent and dissatisfaction in the organisation. It is different from the suggestion
scheme system that may be in vogue in a company. In this case, anonymiity is
assured and there is no reward or punishment. The limited purpose is t¢ let the
management know what the employees feel without fear of victimisatior.

Open-door Pﬁlicjw R - :

‘Most organisations preach open-door policy, but do not pfar:ﬁce it. The policy is

good and democratic, but usually ineffective and at times cqunter-productivc:_
Organisations would do well to have a gricvance procedure. If a grievarice procedure
exists, open-door policy becoines redundant. : T

Exit Interview

Employees usually quit organisations due to dissatisfaction or better prospects
elsewhere. It requires certain skill to get to know the real reasons for leaving the job.
Exit interviews, if conducted effectively, can provide vital information to imprave
personnel policies, and identify the weaknesses and strengths of the organisation.
Some organisations mail an exit questionnaire threc months after an employee '
leaves so that he need not fear about a poor reference and give thie truth, withoui -
fear or favour. : ; T

Other Channels | - | | |
Group meetings, periodical interviews with Ygployees, collective bargaining sessions
are some of the other channels through yhichYpne can have information about

employee discontent and dissatisfaction b they become grievances :or disputes.-

Each channel referred to above § ne purpose in a different way. Using more
‘may not be possible to get information '
about all types of dissatisfgetign from one channel. For example, the type of
information one can get tl% grievance procedure would be perceptibly-

different from wha can et from a gripe box or an exit interview.’

187 T OUESSING OF GRIEVANCES

As already discussed, there are valid reasons to have the gricvances processed
through a machinery or procedure. A grievance procedure can be voluntarily
established by the management or installed as a result of a collective agreement to
that effect. Whether unionised or not, organisations should not wait for unions io
raise theiy voice and use the strength in establishing a grievance procedure.
The purpose of a griévance 'prodedure is to '

¢ let aggrieved employees know what to do if they have a grievance and where to
look for or appeal to ' -

® check on arbitrary managemént decision by providing for appeals in at least three
levels above the level at which such grievances occur. However, the less frequently
the higher levels are used, the more effective they become S

® promote fair and equitable treatment and. personnel practices having regard to the

- rights of the employee. The superiors will be more careful in their arbitrary. use of -

power and authority . s o :

¢ assist in minimising discontent and dissatisfaction that may have adverse eft-cts
upon cooperation and productivity. : '

The details of a grievance procedure/machinery may vary from organisation to
organisation. Here, a four stage model {see Fig. 1) is suggested. The first and the
last stages have universal relevance, irr2spective .gf-thi: differences in the procedures
at the intermediate stages. The four stages of the machinery are briefly discussed -
here: : R ' ' : -

The level at which grievance occurs : The best opportunity to redress a grievance is
to resolve it at the level at which it occurs. A worker's gricvance should be resolved
by his immediate boss, the first line supervisor. The higher the discontent rises



" through the hlerarchy, the ,more d:fﬁcult it is to resolve, Bypassmg the supcmsor © Esployse Grievanes Hanlieg |

would erode his authority. [When the process moves to a-higher stage, the aggnevcd
employee and the supervisor concerned may shift their fdcus to save face by provmg

. the-other wrorg. The substantive aspect of any of the grievances may thus be . :
relegated and dysfunctional aspects come to the fore thus makmg it.mare drﬂ“cult to '
settie the issue. I :

| . ' Figeee 1 : A Grievance Procedure |

Stages ) : : : . " Participants
i J . Concllintions
4 f = - Arbitaton/  —
" Adjudication '
i
3 Yop oy : ' ~ - - 1 Union President/
Management ™ : B | General Secretary
A . )
i
i
I .
3 Middie < _ o Sl Union .
Managericnt . B .. . _ - Office-bearers
A i L Lo . A
1 swgmr' <' o L > Umshog,'depmm--
i e representative
A @ - D N
i
. : . - Employee -

(A_dnptd from ; C. Peticler, El’r:gm Gricvance Administration, C-llfgrl_lh Musa gement Review, 12(i}, Winter 1970, p. 18).

In a unionised concern, lhe firsl stage of the procedure usually involves three poople _
the aggricved employee, his immediate boss and the union representaiive in the a
shop/department. It is poss:ble to involve the union in laying down the framework
of the gricvance procedure and thereafter restrain union involvement in the actual,

process, at least in the first 'two stages. The choice depends on the top management
attitude and orientation lomrds the dynamics of momwt relations.

Supcmsory role needs to be mengthemd with. appropriste trmun; in problem-
solving skill, grievance: handhn; and counselling so that he can do much in. rodmn;
thennmherofmmneesthntpl pamdtohlshermmlhemlnnery

" Unrealistic pollcies and expecutlons and lack of commitment for equity and furphy'
can cause problems in handiing gricvancss at the lower level. Inadequate delegation

" of authority may &lso mlnb:t B snpemsor‘b effectiveness in hnndlmg grizvances a! Ius Do RN ,
fevel. . L 2

|
1
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Intermediate Stage : If the dispute ic not redressed at the supervisor's level, it will
ususlly be referred to the head ‘of the concerned depariment. M is imaporiant thai
line management assume prime responsibility for the ssttlement of a grievance. Any
direct involverent by personnel department may vpset balance in limtmﬂ reiations,

At the intermediate level, gricvance can be setiled with oF withoui uniion -

involvement. Excessive reliance on supervisor at this stage can jeopardise the interests
of the employece and affect the credibility of the procedure. L
Organisation Level: If a grievance is not scttled at the intermediate ie\!r 1 also, it will
be referred to the top management. Usnally a person of a tevel pot less than General
Manager designated for the purposs will directly handie the issuc. By now, the
gricvance may acquire sorae political importance and the top leadership of the union
may also step in formally, if the procedure provides for it and informally, if the
procedure prohibits it. At this level it is very difficult to reconcile the divergent
interests, S i :

Third Party Mediation : If the gricvance has not been settled bi-lateraily within the
organisation, it gocs to a third party for mediation. Tt could be conciliation,
arbiiration or adjudication or the matter may aven be referred to & labour court. At this
stage, the parties concerned lose control over the way the grievance is ‘s_ettlcd. In

case of mediation {conciliation gr arbitration) the mediator has no authority to
decide, but in case of labour court or an adjudicator. the decision will be bindi ng on the

. parties, subject to statutory provisions for appeal to higher courts.

&

18.8 STEPS IN GRIEY ANGE JANDLING

At any stage of the grievance o ' » the dispute must be handiea by some
members of the management. Idgrigfance redressal, responsibility lies largely with'
the management. And, as dy discussed, grievances should be settled|promptly at
the first stage itself. The fi illg steps will provide a measure of guidance 1o the
manager dealing wi i \:Eces

Acknowledge _ tion : Managerial/supervisory attitude to grievances is
important. shouli focus attention on grievances, not turn away d‘om them.
Ignorance iss, it is the bane of industrial conflict, Condescending attitude-
on the part © rvisors and managers would aggravate the problem.

Define the Problem : Instead of trying to deal with a vague feeling of -disconte.nt, the

- problem should be defined properly. Somstime the wrong complaint is given. By

effective listening, one can make sure that a true complaint is voiced. .

Get the Facts : Facts should be separated from fiction, Though grievances result in hurt
feelings, the effort should be to get the facts behind the feelings. There is need fora proper
record of each grievance. ' -

Anelyse and Decide : Decisions on cach of the grievances will have a direeedcnt
effect. While no time should be lost in dealing with them it is no-excuse to be
slip-shod about it. Grievance settiements provide opportunities for managements to

correct themselves, and thereby come closer to the employees. Horse-trading in

. grievance redressal due to union pressuses may temporarily bring union leadership

tloser to the management, but it will surely alienate the workforce away from the
mapagement, o S :

Follow up : Deéfsions taken must be_folléwcd up carnestly. They s‘hou{d'be promptly
communicated to the employeé concerned. If a decision is favourable to the
employee, his immediate boss should have the privilege of oommuniadtfgng the same.

Some of the common pitfalls that managements commit in grievance’ hs!mdiing relate
to (a) stopping the search for facts too soon; (b) expressing = manageinent opinion
‘before gathering full facts; (c), failing to maintein proper records; (d) arbitrary eéxercise
of exccutive discretion; and (e} settling wrong grievances, '

The following Db’s and Don’ts also would hclp managers to know wﬁét care they

- need to e:_mrcisc in handling the delicate subject of grievances .




Employee Grievance Handing

18.9 DO’S AND DON'TS IN GRIEVANCE HANDLING

All these points are not apﬁliéable to evei-y case, but if the supervisor'is famitiar with
‘all of them and observe them in his handiing of grievances, he wil' be prepared for
almost any kird of case that may arise.

1 Investigate and han'dlc each and every case though it may eventually result in
an arbitration hearing. '
.2 Talk with the cmployoe about his prievance; give him a good and full
hearing.
3  Enforce the contmctual time limits. _
4 COI‘I‘IpI}' with contra.ctu_al time limits on the company for handling the
grievance, 5
Don't argue the merits of the grievance first |f the grievance is untimely.
Don’t make agreemcnts ‘with mdmduals that are inconsistent with the labour
agreement.
7 Don't hold back the remedy if the company is wrong
'8 Visit the work area of the aggrieved party. .
9  Deicrmine if there Were any witnesses.
10 Examine the relevant contract provisions.
11 Determine if the company has been consistent. '
12 Examine the total agreément and make interpretations based @hole.

13 Don't admit to the binding effect of a past practice.

o A

14 Examine prior grievance records. o
15 Produce all available evidence.. '

16 Permit a full hearing of the issues. '

17 Identify the relief the union is seeking: _

18 Treat the union representative as your eqfl
19 Don't relinguish your authority to the unio
20 Admit your errors and take corre, Gt
21 Deon't settle grievances on the basis
22 Bear burden of proof m discipline and discharge cases.

Treat unicn repnsentaﬁves and employees as people.

Don't argue gricvance iﬁsues off work premises.

Don’t give away your copy of the written grlevanoe

Don't discass grievances of striking employees durmg an 1llegal work stoppage.
Satisfy the union’s right to relevant mformanon :

28 Don't file management grievances. _

29 Don’t overlook the precedent value of prior gﬁevancc settiements.

30 Don’t give long-writien answers. _

31 Don't trade a grievance settlement for a grievance wnthdrawal

32 Handle cases involving discipline’ or discharge of union representatives with
extra caution and consideration-

33 Don't deny grievances on the premise that your hands have been tied by
management. : : )

34 Control your emotlons, your nemarks snd your bchawour

35 Don’t withhold gricvance information. _
Maintain records of matters relevant to your labour relations situations. -

37 Fully inform your own supervisor of grievance matters. ' B
Remember the union 15 the moving pariy.

39 Determine if there has been equal treatment of employccs.
" 40 Command respect from employees and union representatives,
41 Hoid your grievance dtscussnons privately.

IRRRE

42 Don’t make mutual-conscnt agreements regarding future managcment acuon. o ) 239
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2 gricvance moves in the organisation

43 Use the gﬁevahoe ieeting as another avenuc of- comniunioatio‘n. :
4 Know your employees as individuals, '
45 Demonstratc qualities of leaderslup to your subordmates

{From Bacr, 1985). :

18.10 '-GRIEVANCES -AND lNDUsmmL RELATI@NS

One of the pmblems in industrial relations scene in India i it the lack o

' approcmuon of the distinct boundaries ‘between grievance procedure aid collective

bargaining. Individual grievances often become the subject matter for alz:oiiccnve
bargaining and industrial disputes. The institution of Labour Welfare t;)fﬁoer under
Factories Act, 1948 and Works Committess under the Industrial Disputes Act, 1947
apparently have a positive role to play in grievance tedressal, The code of discipline,
which was a voluntary, scif-enforcing type of code formulated in 1958 sugpested 2
grievance procedure. The Industrial Disputes (Amendment) Act, 1982 provided for
compulsorily setiing up of Grievance Settiement Authorities in undertakings employing
50 or'more workers. This pamcu]ar aspect of the 1982 amending Act has not y‘*t :

. been enforced by the Government.

A discerning stident of industrial relations scenc in India would unders!aod the
reasons {or the increasing role of unions in dealing with individual employee

- grievances. An aggneved employee is concerned about protection of his interests.
- Unions have a role in protecting the interests of individual employees who are on their

rolls as members. To the extent managements fail'in deating eﬁeetively with
individual grievances at the first stage itself, W role of the union increases. The higher
er will be the mvolvement of the
iplications.

union and the largér the industrial gelation

18.11 SUMMAR

et or dissatisfactmn There are scveral reasons for

A gne\rance is'a i
|
od Teasons may . fiot bé the real FERsONS. Gnevances have

grievances. Often 1

- several ad effect®don the performance of the individual as also the organisation.

Grievanc be handled prompily at the stage at which they occur. The
higher the da ent rises through the hierarchy, the more difficult it is'to resolve.

- There are several channels for discovering grievances. They include dn'ect

observation, grisvance procedure, gripe boxes, open-door policy, exit mterview, cic.

' There should be a machinery cr procedure for tédressing grievances. }t-couid be
~ established voluntarily by the management or as a result of collective agreement

between management and union(s). A four step procedure is suggested The steps in
gricvance handling and the do's and don’ts for managers dealing with grievance
handling ere also discussed. Finally, we have consﬂe‘ed the indnstrial relatlons
implications of employee gﬂevanoes

18.12 SELF-ASSESSMENT TEST

! Discuss the causes and cffects of gricvences.

2 Bneﬂy cutline the features- of a gnevanoe procedum and the stéps in grlevance

3 Dem':be the role of thc lmmedmte SUpervisor in processing gnevances wrth
respect to the employee, union representative and the personnel department.

4 Study the grievance procedure and practices in an orgamsauon to 'wlnch you
have access and present a brief report. B |

- 5" Why should organisations have a formasl grievance procedure?
‘Discuss with the employecs .of an organisation which has a formal grievance

procedure and another which does not have a grievance procedurc. Presént a brief
report, if you notice any sngmﬁcant differences and consequences in gr'levame : '
handling. . . ‘



Complzgint : Ulterance of & go-. oo

Grievance : Real or foncied
Gripe Box : A box kept in & |
organisation where they can 1
Gissatisfaction.

MOARONYR

Open-door Policy : A poalicy whereby employees in the organisatin s7c given easy

access Lo managers at ali levels to share their concerns.

flaings abous their discontent or
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APPENDIX

Model Grievance Procedure _

At thé L6th seasion of Standing L', sur Committee, in October 1957, the Central Government was asked
to prepare 8 Model Gricvance Procedure. The draft produced by the Union Labour Minisiry in March
1938 was revised and subsequently adopted at 3 meeting of a sub-commitice of the Indian. Labour -
Conference (Sub-committee} on Worker's Participation in Management and Discigline in. indastry in
New Delhi on 19th Seprember, 1958. .

Gricvance Machinery

Gricvance machinery will be required 1o be set up in cach undertaking to administer the Gmwmcc
Procedure. The minimum requirements of such machinery would be as discussed in section B, except
where un established procedure is already working to the mutual stisfaction of hoth the partics. Even ia
the latier case, cvery effort will be made 1o bring the pmcedqre in conformity with the suggesied
procedure.

For the purpose of constituting a fresh Grievanée Muchtmry workers in cach departmem (ifa
depariment is too small, in a group of departments) and each shiift, shall clet, from amor\gs! themselves
and for a period of not less than onc year, departmental representatives and {orward the lrst of petsons so
ekected to the manapement. Where the union(s) in 1he undertaking are in a position to sub.mu an agreed
list of names, recourse to election may not b+ necessary. Similar is the case ‘where Works Commmm are
Tunctioning satisfactorily, since the Works Commitiee members of particular constituency shall act as the
departmenta) representatives, Cormrespondingly, the management shall designate for each department the
persons who shall be approached at the first stage, and the depariment heads nominated by the
management shall constitute the Grievance Commmee the compaosition of which is indicated in
Appendix. In the case of appeals against discharges or dismissals, the management shall dulgme the
authority te whom appeals could be made.

 Grievance Procedure

stances such as those obisining in the Defence
ings emplaying few workmen, the procedure
follows:

While adaptations have to be made to meet speciat ci
Undermkings. Railways, Plantations and also smaljund
normally envisaged in the handling of grievances shogid b

1 An aggrieved employee shall first p is gricVee verbally in person to the dofficer d esignated by
management for this purpose. An a. ! be given wiitlia 48 hours of the presentation of the
complaint. _ '

2 _' If the worker is not satisfied with the d&8¥on of his Officer or fails to receive an answer within the
stipulated period, he shall, ei rson or accompanicd by his departmental tepresentative,
present his grievances to the of the Department dasignated by the Management for the purpose .

of handling gricvan r thispurpose, a fixed time shall be specified during which on any
working dey, an a ker could mect the ocpartmenial head for presentation of grievances. -
The Departmental shall give his answer within 3 days of the mepresentation of ghicvances, If
1 thin that peried, the reason for delay should be recorded.
3 If the deciffion 9Pz Department Head it unsatisfaciory, the aggrieved worker may request the
s grievance to the Grievance Commitiee which shall make its recommendations to

the Munager within 7 days of the worker’s request. If the recommendations cannot br made within
this time-imit, the reason for such delay shalt be recorded. Unanimous recommendadons of the
Grievance Commitiee shall be implemented by the Management. In the cvent of a difference of
dpinion among the members of the Gricvance Committee, the views of the mémbers along with the
rekevant papers shall be placed before the Mapager for fimal decision. In either case, the final
decision of the Management shall be communicated to the workman concerned by the Personnel
Officer within 3 days from the receipt of the Grievance Cammittee’s recommendations.

‘4 Should the decision from the Management be not forthcoming within the stipulated period or should

it be umatsfactory, the worker shall have the right to appeal to Management for o revision. In
making thia appeal, e worker, if be 50 desires, shall have the right to take a union official
alongwith him to lacilitate discussions with the Management, Management shail communicats their
decision within & week of the workman's revision petition.

5 | oo agmement is still possible, the wnion and the management may refer the mevahce to voluntary
arbitmtion within 2 week of the receipt by the warker of Management's decision.

6  Where a worker has taken up & gricvance for redressal under this procedure the forral conciliation
machinery shall not intervene till all steps in the procedure are exhavsted. A gricvance shall be
presumed to take the form of a dispuie only where the final decision of the top management in
respect of the grievance is not acceptable to the worker,

7 I u gricvance arises out of an arder given by the Management, the siid order shall be complisd with .

" before the workman concerned takes recourse to ihe procedure lid down for the redressal of
grievance. Howcver, if there i3 & time lag boiween the issue of order and its compliance, the gricvance
precadure may immediately be invoked, but the order pevertheless must be compliod! with within the
di date, even if all the steps in the grievance procedure have mot been exhansted. It may, however,
be advisble for the management to await the findings of the grievance procaiure machinery.

B Workers mprescniatives on the Gricvance Committes shull have the right of socess 1D ARy document
connccted with ihe inquiry maintained in the depastment in order to understand the merit or
otherwise of the worker's grievance. The Management's representatives shall have the. right, however,
to refuse to show document or give any infonnation they consider 10 he confidential: Such
confidential document shall not be used, agrinst the workman in the cours of the gricvance
‘proceedings.

9 Them shall be a time Limit within wlnch an appeal ghall be taken from one mp to thz other. For this



10
it

purpose, the aggricved worker shall within 72 hours of tie receip: of the decision &t one stage (orif
no decision is received on the expiry of the stipulsted ‘period), file his-appeal with the authority at the
next higher stage. : . ) o ) .

In cakeulating the various time intetvels under the above clauses, holidays shall not be reckoned.
Management shall provide the nccessary clerical and other sssistance for the smooth functioning of
the grievance machinesy. . . )

If it is necessary for any wortker to leave the department duning working hours, or call from the
Labour/Personnel Officer, or any other Officer of 1he estzblished grievance machinery, previous
permission of the superior shadl necessarily be obtained. Subject to this condition. the werker shalt
ot suffer 2ny loss in wages Jor the work time lost in this manner.

i, however, there be any complaint against any individual member of the staff, who is nominzted by
the manegement Lo handie g:rievarux at the lowest level, the workman may take up his grievance at
the next higher stage i.e. at the level of Departmental Head.

In the case of any grievance rising out of discharge or dismissal of warkman, the above mentioned
procedure shall not apply. [ instead a discharged or dismissed workman shall have the right 10

appeal tither to the dismissing authority or 1o a senior auihority who shalt be specified by the
manegement within a week from the date of dismissal or discharge. At the time the appeal is heard,

the workman may, if he sa daires, be accompanied by either an official of the recognised union or a
feliow worker as the case may be.

Employre Grievince Handiing
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BLOCK 6 UNIONS AND MANAGEMENT

This Block contains five units. The first two units wiil intreduce you to the two
principal actors in the industrial relations scene: employees-unions and employers’
associations. The first unit focuses attention on trade unionism and provides a
perspective on the majoi weaknesses and problems facing the trade union
movement in the country. The second unit profiles the structurc znd role of
emplovers’ associations. The third unit discusses the concept of coilective bargaining
and describes the processes and skills required for effective collective bargaining.
The fourth vnit explains why conflict is inevitable and the forms in which it is
manifested. It also analyses the trends in industrial disputes anil evaluates the
machinery svailable for resolving industnal disputes. The unfair labour practices
and the principles of managing for good industrial relations have also been
discussed. The fifth and the final unit provides a perspective an the role of workers’
pariicipation in management as a vehicle of industrial democracy. The various
schemes of participative management introduced in the country during the last four
decades have been examined to understand their purpose, praogress and Emitations.
The prerequisites 1o make participative schemes work cffectively kave alsa been
considered.
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UNIT 19 TRADE UNIONISM

Objectives

Trade unions are unique organisations whose role is variously interpreted and -
understood by different interest groups in the society. The purpose of this unit is to
understand the role of trade unions; review the growth of unions in India and
understand their problems. The purpose is to provide a perspective on the trade
union scenana in the Indmn context. This know]edge hopeful]v, will help in dealing
with uniens.

Structure

19.1 The Role of Trade Unions
19.2 Trade‘Unions in India

19.3  Unionisation

19.4 Natioral Level Federations
19.5 Trade Unions Act, 1926 _
19.6  Goals and Objectives of Unions and Union Leadershlp
19.7° Weaknesses in Trade Unions

19.8 Union Leadership - :

19.9 Trade Union Organisation and Management
19.10 Trade Unions, Politics and Government
19.11 Managerial Unionism

1912 Summary

19.13 Self-assessmemnt Test

19.14 Further Readings

O

19.1 THE ROLE OF TRADE U 0&

Trade union, according to Webbs, “is gcontimgus association of wage earners for
the purpose of improving condition loyment™. This narrow conception of
the role of unions has often been criti here is considerable debate on the
purpeses and role of trade unions. The pfedominant view, however, is that the

concerns of trade unions extend bevond ‘bread 1nd butter® issues.

For Allen Flanders, the major function of trade unions is ‘reguiation’ — a
governmental role, whose essence lies in rule-making, The effects of union action
extend beyond the securing of materia] gains to the establishment of workers’ rights
in an industry. The constant inroads that unions have made into managerial role and
prerogatives bring about a dual power structure in the enterprise. As Flanders says,
“Unions restrain the exercise of managerial authority in deploying, organising and
disciplining the labour force after it has been hired’. Thus thie trade unions are
considered not merely as econoinic organisation, but also as political institutions
directed toward wresting control over managerial authority, The political character
of the unions has been exemplified by Marx and his followers who visualised trade

- unions as harbingers of social revolution to change the whole structare of class .
domination.

- Thus the political roles of union range from iob regulauon at workplace to brlnglng
about a social 1evolut10n

Trade unicns are also seen as moral mbtuutlons which will upllft the weak and
downtrodden and render tlvem the place, the dignity, and justice they deserve,

There is considerable debate on the economic, political, and moral functions of
unions. Trade unions through industrial action (such as protests and strikes} and

- pelitical action (influencing Government policy) established minimum economic and
legal conditions and restrained capitalist exploitation and abuse of labour wherever
the labour is organised. But, there is widespread pessimism about the revollitionary
potential of trade unions to overthrow the capitalist system as such, :
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In newly independcnt societies and low income countries, theve is a plea for
responsible trade unionism: “Unions should defer immediate wage gainsn the
larger interests of the socicty; they should help increase productmn and productivity
and be moderate in pushing the interests of their members”. The logic is that the
unions should cease to be mere advocates of sectional interests and be .respomible
for the larger interests of society. :

However the concept of responsibility to a wider cause does not generally find
favour with the rank and fite of unions. As Flanders pris ii: !

“The first and the overriding respons:b:hty of ail uiions is {or the wiifare of their
members. A union collects its members’ contributions and demands their loyalty
specificaily for the purpose of protecting their inter:sis o5 they sse them, not

their alleged ‘true’ or ‘best’ interests as defined by ot "

The arguments against rpsponmb]e unjons arc several. 1n a dernocracy, organised
pursuit of sectional interests is legitimate. Those whe argee for respoosible trade
unionism and are concerned about production, not dlbtr]hul'l)[l lgm;re the
inequitons distribution of wealth and opportuaities.

19.2 TRADE UNIONS IN INDIA

Until the middle of the nineteenth century, except coal mining, there was no
industrial activity in the country in the mofgrn sense. The seiting up of textiles and
jute mills and laying of the railways sineg 1858paved the way for the emergence of
iabour movement in India.

The origin of the movemeni cang ed to sporadic labour unrest dating back io
1877 when the workers of the E Miils at Nagpur struck work following a
wage cut. In 1884, Bomba@wggtile workers demanded improvement in wages nd
working conditions. It was §gfimited that there were 25 stikes butwean 1882 and

5 to be formed on the lines of modern trade Unions were:
ssociation at Ahmedabad (movement started in 1917 with a
, but the As.';ouatmn was formcd in ]920} led by Anasuyaben

The Mationalist Home Rule movement and the difticult conditions after World War 1
ted to the growth of union movement in early 1920s. The pelitical leaders of that
time, phl]anthroplatq and social workers tnoic the initiative in organising indusirial
workers at major centres either for political Teasons or because they vere moved by
the wretched conditious of the workers.

In 1920, the Ali India Trade Union Congress (AI'TUC) was forined because of the
need to have a national centre of labour to depute delegates to the International
Labour Organisation (ILO) formed in 1919. By 1924, there werz 167 tmde unions
with a quarter million members.

The conditions after the war, the growing interest in unionism and the spate of -
strikes led the Government to consider legal initiatives in 1920s. The Tndian
Factories Act, 1922 enforced a ¥)-hour work day. The Indian Trade Union Act of
1926 made it legal for workers to organise and protest, and exempted actions
flowing out of legitimute trade umion activity from the purview of civil and criminal
proceedings. This Act still continues to be the basic law governing :ra de unions in-
the country.

Ideological dlfferences within the AITUC led to a three-way spiit between
communists led by M.N.Roy and Dange; nationalists led by 'M'ahatm-«': Gandhi and
Nehiu, and moderates led by W.M.Joshi and V.V .Giri. While party tdealwy was
supreme for the communists, the main preocoupation of the nationaiists was
Independence. The moderates however wanted to pursue trade anonism in its own
right and not subjugate it comoletely to broader political aims or intetests, The
mocerates and the commumnists broke away form the AITUC in the 1920s and 19305

. put rejoined AITUC by 1940, In May-1947, however, the Indian National Trade




Union Congress: (INTUC) was formed by nat:onahsts and moderales since by then
the communists had dcqull'cd control over AITUC. The Congress socialists who
stayed in AITUC at the tire of the formation of INTUC subsequently formed the
Hind Mazdoor Sabha (HMS}. Years later, the HMS was split up with a faction of
socialists forming the Bhartiya Mazdoor Sabha (BMS). And again when there was
#plit among the communists the United Trade Union Congress (UTUC) and Centre
of Indian Trade Unions (CITU) were formed. Later a splinter group of UTUC
formed another federation; i.e. UTUC Lenin Sarani, With the birth of regional
paties since the 1960s, almost each regional party now has a trade union wing. -
Thus, the origin and growth of trade union mc-vernent m Indla is nddled with .
fragmented pohtlclsmon :

193 UN‘IONISATiON

The populatlon of the country as per 1981 census was 685 million. Of this 223
million representing 33.4 per cent of the populauon were conSIdered main
workers’.* - "

The labour force is distnbutcd in the following ratio:.

Agnculture B 62.2%_
Industry .t 17.2%

_ Services P 20.6% . -
The employment in orgamsed public and private sectors was 15. gn and 7.4
0

million respectively in 1981. The total claimed membership of 1 trade union
organisations (as shown in'Table IT) in 1984 was less than ion. Thus, while
the percentage of organised workers in the total labour fo & ks out to about 10
pet cent, the share of claimed membership of central organi®bns of trade unions
in the total labour force and workforce 'in the organi tar works out to about 7
per cent and two-third respectively. The degreg of uninism is fairly high in the
organised sector, with at least one-half, by 4 e, being members of one or
the other union. But in the agriculture and ufigfgaified sectors where the bulk of
the labour force is engageq the degreggef uniomeation is negligible. Majority of the
workers in agriculture and unorganis work on low wages, face erratic
employment and perform difficult tasks put up with harsh working and living
conditions. Majority live below the poverty line and in several employments even
the statutorily prescribed minimum wages tend to be lower than the poverty-level
wages. In the absence of strong trade union movement even the compliance of
minimum wage legislation in these sectors leaves much to be desired. In recent
years, the Government has initiated a number of measures to organise and educate
rural and unorganised workers, improve their wages and working condltlons .and
provide necessary Icgzslatwe and admmlstratwe support.

19.4 NATIONAL LEVEL FEDERATIONS

Of the 10 centrat trade union organisations listed in Table II, four major federations
have been in existence, for a long time and have established a national network-of
federated unions. They are:All India Trade Union Congress (AITUC), Indian.
National Trade Union Congress (INTUC), Hind Mazdoor Sabha (HMS),

. Centre of Indian Trade Unions (CITU).

ATTUL: The AITUC was cstabhshed in 1921, 1t is led by members of the
Communist Party of India (CPI} While the union does engage in plant and
industry-level bargmmng over economic issues, its major goal is political. The
guiding principle of union action has been the policy of the CPI. the CPI leaders |
Jhave slways.occupied top positions in the union. The policies of the CPI and thé

M‘I‘UC have been mﬂnmmed in considerable measure by international communism.

-

. l’uthclBBl Cwsus,Ma.inWortets wmdeﬁmdnthosewhowemmadmmyem
prod!mveacu\ntyforammmmofl&daysdmngmempreeedmgthedtmofmm
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The AITUC has alternated between violent opposition and total cooperation _
depending upon the disposition of Soviets tov\_rards thie Governmenit at/the Centre,

The org_anisa_tional set'up is as follows: (i) the affiliated union (unib’locéal levelj;

- (i) provincial bodies (state level); (iii) the general council including office-bearers

(which incorporates the working committee of the general council); an;d (iv) the
de\legates to the general or special session. The general council consists of the
president, seven vice-presidents, a general secretary, a treasurer and not more than
five secretaries and one member representing every 500 members.

The working committee consists of all office-bearers of the AITUC asiex officie
members and 35 members elected by the general council by a system of cumulative
voting. The general session of AITUC meets once in two years, the general council -
meets once a year, and the working committee at least twice a year. The day-to-day
operations are carried out by the secretariat at the National and State’levels. As on

" 30 August, 1984, the AITUC ciaimed a membership of 10.64 1akhs in 1366 unions.

The corresponding figures as per official verification were 3.45 lakh workers and
1080 unions. ' .

"INTUC: The INTUC was organised in 1947, with active support and encouragement

from Congress party leaders. The ideology of the INTUC is to pursue industrial
relations in Gandhian tradition, with its emphasis on truth and non-violence. Within
the INTUC, there have been two distinct traditions, One is exemplified by the
Ahmedabad Textile Labour Association which has a distinct trade union tradition
emphasising the resolution of disputes through voluntary arbitragion. The other
group is composed of unionists who were 8tive in AITUC and NTUF and is made
up of Congressmen and Congress Sccidjjsts. $hey stress the need to promote the

workers’ interests and to use the strike wi where necessary. It is commonly
argued that INTUC has been a gfajoNpeneficiary of the long stint of Congress rule.
But the relations in actual practige een the party and the union have been

complicated and the ties hgye not B¢€n an unmixed blessing. The basic pattern of
organisation in the INTU industry level federation. It has regional branches
and state level conngil, At the apex Ievel, it has a General Council, a Working '
Commniittee and a bly of Delegates. The apex body takes an overall view on
broader issues and Bifes directions to the regional branches. As on 30 August, 1984
it has a claig@®memBRrship of 35.09 lakhs (3457 unions). As per verification by the
Governme embership was 22.36 lakhs (1604 unions). :

HMS: This fede¥ation came into being in 1948. It espouses the socialist philosophy
and has linkages with socialist parties. The major elements that zonstitute the HMS
are the Congress Socialists who operated as a pressure groups within the Congress,
the Royists (who pursue M.N. Roy’s line of thinking) and a section of the Forward
Bloc. Though socialism ha_s been the ideology of the federation, the ¢xact brand of
sociafism to be advanced has been the subject of major controversy among the
constituent elements. Consequently there was a division within the socialist ranks
which resulted in the emergence of the Hind Mazdoor Panchayat. In terms of trade
union strategy, the HMS lies somewhere between the soft line of INTUC and the
‘radical stance of the communists. o

The general council of HMS is composed of the president, not more than five vice- -
. presidents, a general secretary, not more than two secretaries, a treasurer and other

members representing various industries. As on 30 August, 1984 the claimed
membership of HMS was 18.48 lakhs (1122 unions) and the verified snembership
was 7.63 lakhs (426 unions.) S

CITU: The CITU was established in 1971 as a result of the split in the AITUC
which in turn was a sequel to the split in the CPL The CITU owes its allegiance to
the CPI(M). It is animated by the goal of organising workers to further their
interests in-economic, social and political matters. ' o

The CITU has a general council which meets ence in two years. The day-to-day
operations and administration are carried out by the Secretariat at National and .
State levels. In the 1984 verification, CITU has claimed a membership of 10,33 -
lakhs (1737 unions) and verified membership of 1.27 lakhs (1474 unions). '



19 5 TRADE UNIONS ACT 1926

‘me Trade Unions Act, 1926 prowdes that any seven workexs may form a union and
"#eek registration with the Reglstrar of Trade Unions, The reg:stered trade unions

are protected from civil and criminal proceedings arising out of the conduct of trade
disputes. In return, the union must file annual returns of their membership and
finanices with the Registrarof Trade Unions. Registration and recognition are two -
different aspects and the Act does not contain any provision for statutory
reeogmuon of unions.. '

Labour bemg a concurrent sub;ect upon whiich both the Union and State -
Governments can legislate, some State Governments legislated for statutory
recognition. The Bombay Industrial Relations Act, 1946 provided for the
recognition of the largest trade union in an undertaking/region with a mem

of at least 25% of the workforce. Madhya Pradesh and Rajasthan followed suit

- while in the rest of the country there is 20 statutory provision for union reeognmoﬁ

Government’s efforts to sort out the recognition issue became abortive. This was
due to differences among oeutral trade union organisations belonging to different
politicat parties over the issue of secret ballot for membership verification. With the
result, the Act which is supposed to. regulate and sirengthen the trade union
movement, has eonmbuted greatly to weaken it.

Union recognition has Temained a grey area. Weak managements tended 0 slnft the

find a way out to overcome:the ticklish problem against several nples are
innumierable. The problems in union recognition did not stgpeganagements getting
industry-wide wage settiements in steel, metal, textiles,.co @ s, etc. The way
companies like Premier Automobiles in Private Sector and YL af Nainj in Public
Sector tackled the problem in recent times also servtvodels_.

blame on the Government for not helping them with a legal remedy 4 union _
- recognition while in a good many cases managements which hmleamt- to.

19.6 GOALS AND oBJECTmQEﬁNIONS'AND
UNION LEADERSI—IIPg

A study group of the Nat_ionial CommissioWbn Labour (1968) observed that the

‘main goal of the union leaders is to use the workers in achieving their material

goals. But workers are equally concerned about their self-interests and shift their -

- allegiance tirne and again, on the basis of percewed expectation as to a leader’s
ability to deliver goods. Thus, in a way, there is a kind of reciprocal relatlonsh:p in
-their instrumental behawour

The role of trade unions is percelved dlfferently by different parties. Some view it in

‘terms of cooperation with the management for increasing productivity, thereby
ccontributing to economic development. Others view trade unions as basically
.protest organisations designed to defend the workers against. capitalist explo:tahon.

These divergent wewpomts are refiected'in the way dlfférent unions operate in
India. .

In India, as elsewhere trade unions often faise demands mam.ly for hlgher wages,
better working conditions, fringe benefits, promotional opportunities, and _
safeguards. These and many other demands are directed against the management.
In the context of a multiplicity of unions with inter and intra-union rivalry, the

‘union leadership has often been under great pressure. This has led it to cohceive or
.concoct demands to justify their election or re-election and also direct the

dissatisfaction of their constituency (members) with the umon and-its leadership.
(not to speak of management) against the management.’

The unions vehemently argue that the orgamsatlon belnngs to their members; i.e.,

the employees. But, in general, unions had done precious little to reinforce this

feeling in- their members. On tne contrary the unions genérally found it expedlem to

create a wedge (‘we’ and ‘they” feeling) between employees and the management, -

But there is no point in accusing unions of rousing the expectations of the workers. o 4]
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_ attitudes and policies of the management.

-muttiplicity with a

The job of the union is to educate the workers about their rights. And,! it is the job

of the management o educate their employees about their duties. Manlagement
miust own responsibility for lack of commitment or decline of work ethic.

19.7 WEAKNESSES IN TRADE UNIONS

|

That the trade unions in India are on the whole still quite weak and inkffective is a
well-known fact. The multiplicity of unions with political affiliations has perpstuated
inter and intra-rivairy. This has affected the strength and security of the union and
its leadership. Consequently, the unions have been generally under gr:eat pressure
to obtain some rewards/benefits to their membership if the former were to retain.
the latter's loyaity. The mushroom growth of unions reduced the average strength of
membership per union and eroded their financial viability. As seen from Table I,
the number of registered unions had gone up from 11,416 in 1961 to 35,199 in 1980.
But the npumber of unions submitting returns declined. The average membership per
union increased upto mid-seventies, but thereafter showed a declining trend. The-
distribution of unions’ membership among different Central organisations of trade
unions is shown in Table II. i ! '

Their weaknesses can be traced to the excessive state intervention, complicated -
legal framework, dependence of the unions on political parties, illiteracy of the
rank-and-file membership in some industgjes, outside leadership and antagonistic .
cause they are weak, most of the
unions have little bargaining power of n,and |therefore, depend on the
Government or political parties fgrguppOM? There are, of course, ex¢eptions to this
rule. Employees in /ppl:ts and dg Ncel, mining, insurance and banks, for
example, are well-Organised and\gapgble of effective collective bargaining. In the
absence of an accepted pigilgsophy of industrial relations and the lack of strong
unionism, the union move India continues to face the problera of

lfsivg cons@quences.

19.8 U LEADERSHIP

Most of the prominent leaders in the Indian trade unions are ‘dutsid%rs’ i.e., they
are educated, middle class individuals who came into Union work from outside
rather than through the wage earning ranks, A recent study noted that in almost ail
the unions where the average education of the membership was low, education was
held by members as an important criterion for leadership. ‘Clearly then, formal
education which is respected in the larger society as a precondition for political,
social and economig participation is also an jmportant factor that _disfinguish_es
leaders and activists from members. Upbringing in terms of agricultural background
or otherwise is not a determinant of union leadership. Leaders, activists, and
merubers are similar in the extent of their agricultural background.
Sociv-economically weaker sections, however, participate less in union affairs in
compatrison with others. However, leaders and activists of unions dg not necessarily
have a more stable/safe economic status than the members. :

Union leaders are activists and politically more ‘active than the ordinary members.
Most leaders combine political interests with Union work and consequently they
cannot focus their attention on the internal functioning of the workplace. Further,
they hold a multiplicity of offices. '

Qutside leadership is inevitable, if not a necessary evil, In fact, eveﬁ in developed
countries which placed a premium on professional tr- de union lead¢rship, outsiders
play a decisively major role in organising unions and conducting 1nion-management
relations. Reindorp observed that the outside leaders’ ultimate loyalty remains with
the trade union movement while insiders are said to be guided by personal '
conviction and personal fulfilment as their prime motivation instead of by some
ideological conviction. :
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19.9 TRADE UNION ORGANISATION AND
MAMNAGEMENT

With the advent of large-scale modern industries, trade unions too have become’
large, complex and impersonal. Although union and management are two different
entities, they possess some similar characteristics in their structure and functioning.

Trade unions #lso require their members to identify their objectives with those of
the union. The individual’s interests are to be integrated to suit the larger interests
of the group to which he belongs. Depending upon the constituency, background
and backing, the unions may take a partisan stand. Alienation of the employee
today refers not merely to alienation from management, but alsc the union.
Mergers, acquisitions, takeovers, concentration and monopoly are peculiar not
merely to big business houses and industrial ;nanagements, but aiso to trade unions
and trade union leadership. Capturing trade unions has become the ‘in-thing’ for the
new breed of entrepreneurs in the trade union field. They need not go through the
rigours of starting from scraich but can capture a union at the ripe time. That such

' capturing has become easy and simple speaks volumes about the vulnerability of the
unions. Sonie union leaders ‘own’ and control the affairs of a couple of hundred
unions each and have virtual monopoly over labour markets in some industrial
centres. They resort to of encourage restrictive practices and wield vast muscle
power to paralyse civic life and throttle economic activity.

The unions ha'rp on freedom and participation. But, there is fittle ipternal

possible in most trade unions than most industrial enterpri
principal office-bearers of the same union there is often |
Workers' participation in the management of their union
participation of even the office-bearers of the uniogsJn their union matters is often
woefuily lacking. This is just as managements wail fact that they themselves
are not ordinarly involved in management,

o

19,16 TRADE UNIONS, @ymcs AND GOVERNMENT

In 4ll part of the world, overt and covert involvement of trade unions in politics is
‘ discernible. The nature, form and extent of involvemnet may, however, vary
I depending upon the econoraic system stage of development and socio-cultural and
other aspects. The Indian situation is rather peculiar. Ia India, unions are bound up
| in Government and politics much too glaringly and palpably.

Many of the union demands are also directed against the Government for several
‘reasons: first, the Government, being a Welfare State with commitment to a
socialist pattern of society, assumed a major role for the protection and welfare of
workers and enacted a plethora of legislation. The many loopheles in legislation and
persistent weaknesses and inadequacies of administration were responsible for the
growing dissatisfaction with Government. In the context of ever-increasing
expectations within a depeudent socic-cuitural framework, the unions often cxpect
and demand the Government to bridge the gap. At the same time, both the unions
and management oppose any initiative from the Government if they seem to
‘impinge upon their autonomy or affect their sectional interests. With the result,
today much of what unions do and want is determined by the Government.
Secondly, Indian trade unions were largely organised by nationalist leaders, many of
whom directed the workers against the British regime. Today in the federal set-up,
one finds INTUC union being more vocal in States where Congress-I is not in
power. AITUC, CITU and unions owing affiliations to other political parties turn
their members’ dissatisfaction against the Governmenis everywhere.

Thirdly, though the Government professes its commitiment to collective bargaining,
in practice the main thrust was decisively towards compulsory arbitration. Morris
argues that by increasingly taking away the wage-welfare functions from the trade - 243
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.responses provide the stimuli for

unions to enforce disciplined response to the requirements of the State) the trade
union movement has movad closer to the Soviet modei thiaa to the Ammcan mocﬂ
since 1934,

Fourthly, there has ajways been considerable discretion to ministers in matters:
concerning industriai relations which rendered them susceptible to trade union.
pressure. The union leaders therefore showed preference to run for public office
and improve their bargaining power. The Pradesh Congress (1) Lomm:ttec Chief of
Andhra Pradesh wanted to have at least one party ticket from cach disirict alloted
to INTUC leaders in the 1983 A P. Legislative Assembly elections. Acsording to a
recent (1983) survey by the Ministry of labour, Government of India, 28 ministers in
varicus States {including 16 in West Bengal} are actively associated w:tilh organising
trade unions. Unionised employees have been generally showing preference for
people with political clsut in choosing their leadership. The political leaders, in
turn, generally evinced a tefidency to cultivate trade ugion leaders who have
significant control over an important seciion of vote banks in their- consitituenaes
This paved the way for mutual cooperation wherein the pohncnan minisier and the
trade urionists functioned kand-in-glove. Morzis observéd in 1960 that. tom by
conilicts between the requirements of economic development and social harmony,
the State in India has perhaps conceded more to the labgur force than is es1rab]e in
the interests of ¢conomic development.

Fifthly, almost all national trade union fcderagiohs have been affitiated to one
potitical party or the other. And, the number of such national federations has been
increasing since the mid-70s, in tune with the increase in the so-called ﬂrmonal _
political parties. It is not an exaggeration t &y that almost each polm lparty has -
Hs own trade union wing.

trad®unions as béipg po]iticalis!md and not

t apolitical. In quite a few case’, managerial
to become politicised. Union shopping and

divide and rale policy may%a; times provided shost-term gains for the

it is nevertheless futile to considers
managements. Managements teg

managements, but in the io stch mandgcmems do suffer. With or withoet

_ politicisation, the ugiWyderives its strength partly, if pot mainly, from the

wenknesses of the ent in the power struggle between unien’ and
management. : i
|

19.11 MANAGERIAL UNIONISM |

Manager'al unions {euphemisticalty calied associations), a recent phenomenc, is
on the rise. The pUrpose ‘of manageriat unions is not very much different from that
of other trade unions for employees at different, but lower levels, in the. hierarchy.
The means and the strategies may differ in the sense that the.managerial unions are .
relatively soft in their wheelings and dealings than most of the blue oolllar trade
unions. The Managerial unionism is spreading rapidly and the urge to unionise is
beceming intense wheh the attitude and approach of the govemmertﬁmanagencnt Is
hostile and pre-emps, collectivisatior by managers.” The Mational Federation of
Officers’ Association i now- smvmg for statutory recognition ¢f managers’
association. The manatcnal umnions are refatively more assertive and aggressive in
nat:onallsc_d industrics like bank_mg, coal and refineries. Some of the factor®
responsibie for the growth of managerial unionism in-india are:-

1 Job security.

2 . Aspects of Govermnent policy and legal regulation which tavour uhionised

-warkforce;

Anomalies in pay.

Nationalisation and conscquem ratrcnahsanon of pay and perquisites.

5 Protection against growing viclence and intimidatory tactics of cerisin seciions of
workforce.,

& The growing influence olf blug and white collar unions on joint repu}atlon and
employee contrel at workplace and consequent sense of erosion of |p0‘wef and
infloence among the middle and j jumor managers.

o TR
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19.12 SUMMARY

+

“We have considered the economic, political and moral role of trade unions and
»xamined briefly the implications of the concept of responsible unionism. We have
made a cursory review of the growth of the trade union movement in India, and
observed that it is riddled by fragmented polxilmauon Uniocnisation is bbserved to
be low, and perhaps negligible in agriculture and in the unorganised sector. :

The Trade Unions Act, 1927 makes it possible for any seven members to register a

union and this has led to the mushroom growth of unions and the attendant evils of
inter and intra-union rivalry and declining average membership and poor finances.

There are some paraliels in union organisation and management crganisation.

Trade union role is woven into politics and Governmenat for a variety of reasons. It
is, however, futile to consider only irade unions as being pollt:mcd and not
management. A major issite of concern in trade union scenario in recent times is the
formation of managerial unions, eephemistically called associations. Fhese
managerial unions have been particniarly active in nationalised industries.

19.13 SELF-ASSESSMENT TEST

1 Get a copy each of the coustitution of any three central organisa
unicns and the respective political parties. Tabulate the objegives Bf each union
and juxtapose them with those of the objectives of the pagty to Wich they owe
their allegiance. Examine whether and how the partyf By is reflected in
trade union objectives., '

2 Talk to a tew unicn lehders/of_ﬁcc_—bca_rers in yo nisation, Ask them why
they are taking active role in union activity, Talk¥o a few union members in
your organisation. Ask them about thej n fedders’ goals. Compare and
contrast their responses. '

3 Visit a trade union office with a @ > following and the other with a small
foliowing. Observe the difference tﬁ structure, functioning and
effectiveness. Study the problems of¥arge versus small union.

4 Review the problems of trade unions in India and suggest what needs to be done.

5 Do vou feel that amending Trade Union Act will be of any avail? Present a case
for amending the Act and specify the nature of amendments and the rationale
thereof,
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L:nions and Management : ) Table I

Growtl of Trade Unions iv India 1951-1980

Year MNo. of regd. Mo, of unicns Membership of Average

urions stbmitting unjans raembership
_ returns . Q6d's) . perunion )
961 11,416 6,954 3,960 570
1966 14,370 7086 4369 600
1971 22,121 8,909 5,431 500
1972 21,677 7,652 4773 . 620
1973 25,316 8,349 5,871 681
1974 26,421 8,259 5,455 4
1975* 29,391 9,690 6,267 M2
1976 28,417 B, 719 6,022 i 707
1977 30,403 8,683 5,878 | 671
1978 31,721 8,239 6,022 o
1979 33,023 6,655 4,66 " 695
1980 35,199 4,392 2,653 - 602

* Data is incomplete and telates only 16 those unions which submut returns. Ever, the returns
submitted by unions to the Registrar of TradgUnicns usually contain’exaggerated claims, -

lec 1}
Membership o Trade Union Organisation

S.No.  Central No. s Membership Ne. of unions Membership
organisations cilimed {ir jakhs)} verified fir Fakhs)

1 INTUC 3457 . 35.09 1604 22.36

2 BMS 1925 18.80 1333 1211

3 HMS 1122 1848 426 7.63

4 UTUC 154 12.39 134 621

5 NLO 249 4:05 7 I 2.49

s UTUC. 518 6.08 175 166

7 TUCC : 182 272 65 L1

8 NFITU 166 527 86 084

5 AITUC - 1366 10.04 - 1080 3.45
10 CITU 1737 T 1033 1474 ; 1.27

I

Neie: Data as announted by Gavernment on 30 August 1984 after verification and perusal of
records of the Registrar ‘of Trade Unions.
INTUC: Indian Naticnal Trade Union Congress; AFTUC: All India Trade Umon
Congress; HMS: Hind Mazdoor Sabha; UTUC: United Trage Union Congress; CITU:
Centre of Indian Trade Wnions; BM3; Bharatiya Mazdoor Sabha; NFITU: National Freni,
©of Indian Trade Unions; TUCC: Trade Union Coordination Centre NL(: National
Labour Orgamsatmn
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UNIT 20 EMPLOYERS’ ASSOCIATIONS

'Ohjectlves

In India, as in most other industrialised countries, employers’ organisation
constitute an important segment in the industrial relations system. They influence
[abour policy, coordinate employer strategy, provide technical, economic and legal
services, and may even conduct collective bargaining negotiations.

The ob]ectlves of this unitare to:

® review the growth and development of employers’ organisation in India,’
& examine their objectives and functions, and

® analyse their role and limitations. :

Structure

20.1 Historical Background

20.2  Growth of Employeis’ Associations’

20.3, Present Position - ' -

20.4 Employers’ Associations as Trade Unions-

20.5 Funections and Role of Employers’ Associations
20.6 Observations of Natmnal Commission on Labour
207 Summary .

20.8 Self-assessment Test

20.9 Key Words o
20.10 Further Readings '

20.1 HISTORICAL BACKGROUND O

The first employers’ association in the form of the Ch¥r-of Commegce was
established in Marseilles in France in1599. Su mbets are voluntary
organisations of the business community eatab 1% promote the commercial,
industrial and civic interests of their me Ty also function as Central
Agencies of individual firms, compani and industrial associations for
protecting and prometing business intere evolving and pro;ectlng collective
thoughts. The utility of these chambers was quickly realised in practicalty all
important countries of the w_orld It is therefore not surprising, as disclosed by one
survey, that there are now nearly 10,000 chambers of commerce in all important

“countries together with the underlying membership of millions of business
organisations and firms: They have also formed a body at the international level
known as International Chamber of Commerce with headquarters in Paris. The
latter has National Committees in different countries.

Developments in India

With the withdrawal of the East India Company in 1833 the British business
interests as well as the interests of other individual businessmen had to be
represented to the Government of the day, and as such, the first Chamber of
Commerce was established by the British businessmen in Indla based in Calcutta in
1833 followed by Madras and Bombay in 1836. '

Indian businessmen did become members of these British Chambers, but in small
number. It is only after the 1880's that they started setting up an indeperdent
organisation and engaging in a struggle with British business interests. The first
Chamber of Commerce, the native Merchant Chamber of Commerce of Coconada,
subsequently known as Godavari Chamber of Commerce, was set up in 1885, the’

year of establishment of the Indian National Congress. In 1887, the Bengal National . - '

Chamber of Cornmeroe was eastablished in Calcutta.

Subszquently, dlfferent Chambers of Commerce functioning in the country felt the
need to have a central body, The British-oriented Chambers formed a federal

association titled Associated Chambers of Commerce for India, Burma and Ceylon in-

1920. In 1932, the Ceylon Chamber resigned from its membership, and thereafter

27
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|
|
the Burma Chamber, too. Since then it is known as the Aswmated Chambem of
Commerce and Industry of India (ASSO(‘HAM) : 1 '

In 1927, the Indian businessmen organised a Central body of the Chambers of
Commerce and Trade Associations of Indian business, known as Fedemluon of Indian
Chambers of Commerce and Industry. This Federation embraces all types, of trade
and industry interests, Compared with any other central body it has the largest”
membeiship — 1500 Chambers of Commerce and Industry and 1200 Associate
members. 4

|
ILO and Employers’ Associations

Following the formation of the Internationa! Labour Organisation (IL(D) in 1919,

which was mainly set up to-develop International Labour Standards, the employers
felt the need for a separate international orgamsatlom to exclusively deat with issues
covered by the ILO. The International Organisation of employers was therefore,
formed in 1920. This is riow the only world organisation representing the interesis of
employers in all social and labour matters at the international level. Tt js a
permanent body for the exchange of views and experiences among employers
throughout the world and is the recognised channel for commumcanoﬂ and
promotion of employers’ point of view in social and labour matters in ;111
international bodies: It has a permanent consultative status with the United Nations
and with the ILO and has close working relations with other in ;ematldlnal
Governmental and non-Governmental organisations concerned with matters faliing
within its sphere of activilies. Its membership is open to Central emplidyers’
organisations of different countries in tthorld. Tt is dedicated to preserving the
teipartite system of the ILO in accordfgce Wigh which Governments, gmployers and
workers are represented on an equal fo t all major meetings. It is also
dedicated to safeguard the estajfiSH8g principle of ihis system which i< that
employers and workers shall bé % b act and vote independently of their
Governments in the 11O at all titve#” It alsc provides for the secretariat of the
employers’ group at the I icnal Labour Conference and for the lmet_tmgs of
the vartous industrigl comrifittees and tnpartlte tcchmcal meetmgs |

Central Organ ions of Employers’ Assoc:altlons in Ind:a

Till 1927, jan employers’ delegate to the ILC was nominated by the
Governmen¥f Midia on the representation of the Federation of Indian Chambers
of Commerce dnd Industry (FICCT). It was in 1931 that the Government of India.
informed the FICCI that under the terms of the treaty of Versailles, the Chambers
of Commerce could not be treated as an organisation of industrial employers which
could be consulted by the member-governments in nominating empleyers’
delegates, It was to meet this situation that a separate central body uf the industrial
employers was organised in 1932 and this was called the All India Orgamsatlon of
Industrial Employers. This name was changed later on, and now it is known as All.
India Organisation of Employers {AIOE). In 1933, another central OJFgani:,ation of
employers known as Empioyers’ Federation of India (EFT) came into existence with
a predominant membership of British industrial interests. In 1941, the third Central
Organisation was sponsored by comparatively small sized cstabllshménts to fook
after their interests and this was known as All India Manufacturer’s Qrganisation -
(AIMO). The Government of India Act, 1935 made provision for representation of
employers and labour in fegislative bodies through special constituenties. The
Constituents of the AIOE and the EFT thus got an opportumty to be represented i in
the Central and Provincial Legislatures. Labour legislations in-the thirties in some
provinces made it necessary for employers’ associations to expand their services in
the labour field. The credtion of the Labour Department in the Central -
Government and the constitution of tripartite bodies like Indian Labour
Conference, Standing Labour Committee and Industrial Committees during the
years of Second World War, helped further these activities wnhm loc,al associations

and federations.
.

20.2 GROWTH OF EMPLOYERS’ ASSO'CIAT;'ONS
Shaintade

Even before.lndepende_nce., employers had been forming not oaly Chambeérs of '
I .
.



Commerce (largely to promote and protect their commescial and industrial
interest), but also associations. The purpose was to meet the challenge of increasing
Unionisation of workers and help their constituents to resolve industrial relations
problems created by increasing labour legislation and trade union ag;|tatlons at local,
industrial and regional levels. Associations like Indian Mills Association, and
Ahmedabad Mill Owners’ Association were formed- at industry level. Some
region-wise associations like Employers’ Associations of Northern India, Bengal
Miil Owners™ Association were also formed primarily to protect the commercial and
fndnstrial interests of their members, and to obtain concessions from the
Governmznt. Jt was not uniil the First World War that they started considering the
impertance of laboir problems also. The Indian Jute Mill Owners’ Association and
the Bombay Mill Owners” Association because of the conditions created by the first
wotld war started regulating working hours of member mills and introduced a
system of payment of standard remuneration to workers. The Ahmedabad Mill
Owners” Association also took such action, though somewhat later.

“Following the recommendations of the Royal Commission on Labour some
industrial associations like Indian Jute Mill Owners’ Association (IJMA) and
Bombay Mill Owners’ Association (BMOA), also set up labour departments with -
labour officers whose main finction was to look into the grievances of workers, The
accumulation of such cases often led to major disputes. This development was
further encouraged by the appointment of conciliation officers by the Central and
State Government labour departments and the employers. Later on with the
enactment of Industrial Dispuates Act 1947 defianing “Industry” as any business and
trade, even the chambers of commerce began paying more attention to labour
matters. Some of them also orgamsed their own labour departments teassist their
members,

matters. In some cases they have bmlt up their strength ton
organised labour.

28.3 PRESENT PGSITION

At present, employers’ associations orggited at different levels are of four types:

(i} Employers’ Associations operatin their local associations.

(ii} Tndustrial Associations which cut acrOyftate boundaries. (jif) Federations which
comprise representatives of both industries and regional centres, (iv) Assoc.auon
of public sector undertakings.

Local Associations of Employers

Such agsociations have been formed in most of the industriat cities and other
industrial areas of the country in the form of chambers of commerce or factory
owners’ associations. These area and local associations cover al! industries i their
respective arcas. Their field of activity is not confined to industrial and commercial
matters ontly, but also cxtends to lubour matters, Some of them maintain separate
cells or wings in their offices for dealing with labour problems. They engage
qualified persons who not only advise member employers in regard to their labour
problems, but also assist them in getting their labour disputes conciliated and
adjudicated with necessary legal assistance in such matters,

Industrial Assocmtlsms

The industriat association is the general pattern ofiorganisation of employers in
India. These associations are formed at the area/regional level as alsc at the all
India level. Regional/industrial associations are generally affiliated to the Central
Qrganisation at the apex level, The main reason for the development of
industry-wise associations is the common nature of the problemns confronting each
mdustry. Individual employers aie also admitted at the apex level. Growth of
indusiriai association has bezn comsiderably helped by the setting up of industrial
committees at the Central and Stute level. industry-wise wage boards, industry-wise
adjudication and conciliation, and collective bargaining at the industry fevel
certain regions and industries (like Fute, Cement, Cotton, Textiles, Engineering’

" Eniployers’ Associations’
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‘'ea, Sugar, Paper and Chemicals). In turri, most of these associations are affiliated -
to national federations. They have been instrumental in providing specialised labour
advisory services and developing training facilities for management personnel. In
some industries, there is more than one industrial association and this multiplicity
has at times hindered the progress of collective bargaining on an industry-wise, basis.
In some industries like coal, plantation and steel, this difficulty has been overcome -
o some extent by forming joint committees. These ensure a uniform approach by
employers in deéaling with industrial relations problems of the industry and in
making representation to the Government, : '

Federations : _
They comprise representatives of both industries and geographical centres. There -
are three such federations operating at the National level i.e. AllIndia Organisation
of Employers (AIOE}, Employers Federation of India (EFT) and Al India
Manufacturers’ Organisation (AIMO). They have representation on consultative
bodies in labour matters. The AIMO is an omnibus nultipurpose body which
represents the voice of small and medium sized employers, though its membership is
not necessarily restricted to them. Uhlike the AIOF and the EFL, the AIMO
combines in itself both the trade and labour interests of its members. The
membership of these three organisations is open to individual firm$ or joint stock -
companies engaged in any industry, and to any association/chamber oficommerce
representing any industry in the country. Among them, the three federations cover
almost all employers. Some employers’ associations are members of more than one

" national federation. As their-sphere-of influence vary from, area to area and from
industry to industry, their funetions becogne more inclusive and these Federations
develop a mutuality of interest, This gxplaigs the reason for'a firm being member of
more than one federation. ' e ' '

mmittees to deal with specific problems.

#gional commitices and maintain close lnks

merce as well. In many cases, labour
departments attached to ber of commerce and to a federation are common.

' The regional commigees Sgrve as a vital link between the federation and the
chambers as al Hliated industrial associations. The AIMO; activities centre
around the functt of 20 special committees, one of which is for industrial

~ relations. embedship is spread throughout India. The AIMO has nine State
Boards, ional Boards, and seven District Couneils. : '

The three federations have spegl
Besides, they.operate through?
with the respective cha

= Alms and jectives of the Federations

i) Employers Federation of India (EFT)

The principal objectives of the EFI as embodied in its Constitution are to:
& Promote and protect the legitimate interests of employers engaged in industry,
trade and commerce, L o o : :
& Maintain harmonious relations between management and labour and to initiate -
and support all well-considered schemes; that would increase productivity and at
the same time give labour a fair share of the increased returm. S _
# Coliect and disséminate information affecting employers and to advise members
" on employer-employee relations and other ancillary problems. ' :
These objects lie within the field of what nidy broadly be termed “industyial
relations”.” Although consideration of broad economic problems is not altogether
excluded, the EFI does not generally comment on commercial questions of customs,
taxation and the like which li¢ in the sphere of the Associated Chamber of
Commerce and Industry. The EFI was registered as a trade union in 1963 and:
carries out its activities through four regional committees and aicentrai board. It has
three types of members, namely, association members, ordinary members and
honorary members. : : . '

i) The All India Organisation of employers (AIOE) .
Tis ohjectives are to: -

L Tal:te' all steps which may be necessary for promoting, supporiing of opposing -
legislative and other measures affecting or likely to affect directly or indirectly,
industries in general or specific industries. - S : L

8



¢ Nominate delegates and advisors, etc. to represent the employers of India at the
international Labour Conference, United Nations Organisation, Intérnational
Charaber of Commerce, and other conferences and committees affecting the
interests of trade, commerce and industries, whether as empioyers or otherwise
promate and supportall well considered schemes for the geaeral uplift of labour
and to take allipossible steps to establish harmonious relations between capital
and labour. :

The AIOE was founded in 1953, as a labour wing of FICCI. It has two types of
members, individeals and associations.

iii) The All India Manufacturers’ Organisation (AIMO)

The objectives of AIMO are to:

© Bring about rapid industrialisation of the country through scund and progressive
policies.

& Help in incressing aggregate output in India.

® Raise the standard of living of the people of India by utilising to the-fullest
possible extent all the available national resources and talents in the country,

# Play a positive roke in relieving the pressure of population on land,

The indusirial relagions functions of the AIMC are similar to those of the EFT and -

the AJIOE,

© All these employers’ organisations function through their regional
have over the years developed departments well equippad to deal wi

matters. The two federations; AIOE and EFI operated severally
representation on consuliative bodies but joinely in their appggach (9roblems
connected with labour. With the coming together of Ihes ain bodies in the
Council of Indian Employers (CIB) in 1965, it has taken obgr b function of
choosing delegates o represent Indian employers ing

conferences/cominissions: This council has since bec

International Organisation of Employers (10Eat Britgsels in place of the AIOE
and EF1 which till then wese affiliated to th wsgparately. This joint approach
has resulted in ihe building up of not only adMgate advisory services in fabour
matgiers, but also in training of mana in? and personal officers at various levels.

Standing Conference of Public Endfprises (SCOPE)

There was some hesitation in earlier years in the public sector to join industry-wide
organisations primarily meant for employers in the private sector. The reluctance of
some undertakings to fall inline with the private sector may also have some
justification, but as empleyers there is an identity of interests between private and
public sectors. The Government of India had permitted public sector units to join
the respective industrial associations and some of them became members of the
Federation of Indian Chambers of Commerce and Industry (FICCI) but later on the
Government banned the membership of these associations for public sector
undertakings. : o

In 1970, a separate organisation of public sector undertakings known as SCOPE
(Standing Conference of Public Enterpriscs) was set up and registered as a socigty,
The SCOPE locks upon its task as being both internal and external to the public-
sector. Internally, it is to assist the public sector to improve its total performance
and externally to help improve iis tota boundary role in conveying sucl: information
and advice to the community and the Government, Besides improving the
performance of the public sector, its object is to participate in the policy-making
- process for public enterprises. Its main activities are to: ' : '

#® convene and hold conferences and organise seminars on maiters concerning
industry, business, trade, national economy, better management techniques,
public sector and matters incidental thereto '

® sponsor, initiate or arrange training programmes for promoting better
management techniques ‘

® initiate, sponsor or underiake research projects on matters connected with public
sector
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® prepare a code of practices to simplify and facilitate transactions of btlzsine!;s of -
public enterprises : |

® establish and maintain such advisory or consuitative cells or panels of jexperts °
who may. be of use to the society in general or to public enterprises o

® nominate delegates, advisers, etc. to represent public enterprises in national and
international conferences, conventions and meetings of employers, the ILOG
conference and othéer conferences, commissions and committees &ffecring the -

* interests of public sector, whether as employers or otherwise. :

The SCOPE has brought out several useful publications, including a pat[llph}et" on
industrial relations in the public sector. The Organisation has enormeous potential
for growth as an autonomaous body concerned with the operational effeétiveness,

* planning and poticy formulation for the public sector. The SCOPE should not keep

itself away from industrial assoctation in the private sector since industrial relations
problems of both the sectors are similar in many respects. !

20.4 EMPLOYERS’ ASSOCIATIONS AS TRADE [UNIONS

The term “Trade Union” is defined under the Trade Unions Act, 1926, as “any
combination, whether temporary or permanent formed primarily for the purpose of
regulating the relations between workmen and emgployers, or between workmen and
workmen or between employers and employers or for imposing restrictions on the

-conduct of any trade or business and inciudes any federation of two or more rade
’ o : . .

According to this definition, not only workign but also employers can k:ombi_ne
and get their unions.or associations regMigredunder this Act, and function as such.

unions.”

~In the U.K. and other industrialigfgunirics, combinations or unionisation of

warkers was followed by combirgtionsjor organisation of employers to resist
coliective bargdining or pr e Iwmf workers for improving their working and
ipeteenth century. This resistance on the part of

organisations Sgggfted their unfettered right to s¢ manage their undertakings as to
attain their organisational goals. The same thing happeéned in India, though with
less intensity. The employers associations were formed ot only 1o protect-and
promote the commercizl and industria] interssts of their members but also to help
the latter to manage their relations with their employces by arranging necessary
legal and other advice. Another aith was to assist the employess, in geiling their
labour disputes settled by conciliation, arbitration and adjudication. Fo#' this, many
associations have set up separate cells in their offices staffed with qualified persons
to deal with labour matters. Several employers’ associations particularty at local,
city, or regional levels are registered under the Trade Unions Act, 1926 and are

.functioning as such, An imporiant federation like the BFI is registered under this *

Act. As far back as 1969, the National Commission on Labour raportccﬁ that there
were as many as 163 employers’ pssociations which were registered under the Trade
Unions Act, 1926. However, employers’ associations can be registered under the
Trade Unions Act, because of the difference in the nature of their role and _
functions. But their office-bearers cannot claim, and perhaps do not reduire, the

Kiud of immunities. that the office-bearers of workers” unions _registeredl under the

Act become entitled to. Ascompared to.employees’ unions, associations and
organisations of employers are stable-and have fewer problems arising out of low

“membership and paucity of funds, mubiplicity and inter or intra-‘asso-:'iqtion rivalyy,

The employers’ associations, unlike employees’ unions sre not plagued by
ideotogical differencés so much. Whatever the other differences, their general
objective has been 10 make more out of their investraents.

At the central or naticnal level, multiplicity has not been a prablem with employers’
associasions. Lnited represeatation of employers interests at the tripariﬁte forums
has for all practical parposes been effectively secured by the main employers’

- associations coming together under the CIE. But the AIMO is kept o'a_at,lside the CIE



in view of definitional problems as'to what constitutes an em\ployers’ association
within the framework of the ILO for the purpose of representation on tripartite
forums. The CIE has, however, considered the SCOPE as representing employers

in public sector. As in the case of the IMO the SCOPE’s coverage is wider, than the -
“EFI and the AIOE which originally foundcd the CIE in 1965.

20 5 FUNCTIONS AND ROLE OF LMPLOYERS’
ASSOCIATIONS

Initially, the functions and role of employers’ associations were mainly that of
protecting and promoting the commercial and industrial interests of their members.

' They were performing these functions by supplying necessary infoxmation and data
required by members, by taking up their diificulties and problems with the
Government and obtaining for them as much relief as possible. They also represented
their affiliates at national and international conferences and exchanging views on
matters of common interest with other employers and communicated to their
members matters which required their consideration and necessary action. With the
emergence of trade unions and their growing collective bargaining strength, and the
intervention of the Government inindustrial relations by enacting legislation or
otherwise with considerable keaning towards workers, cmpioyers’ asssociations
found it necessary to help their members in dealing with their labour problems.
With the passing of time these problems have acquired such magnitude and
importance that there is now hardly any employers’ association at the local,
industrial and national levels which has not set up a separate labour:mg or cell in

its office to deal with them. The labour functions that the employgrs’ Mgociations
perform differ at ditferent levels, hut they are so wide that they in

considerably the shaping, structuring and even regulation mdustnal rclanons
system of the country. @

National Level Federations

At the national level, functions on the labour side are§omewhat limited. In the
existing industrial relations system, powers g ponsibilities are largely

_concentrated in the associations operating at W industry and regional levels or in
individual employers. In Sweden and , the Mational federations are negotiating
bodies as well but in India they neith ipate in any negotiations with unions,
nor do they deal directly with any industgaf relations problem of their constituents.
If at all they do espouse the cause of an individual employer in very few cases. The
general function that they perform are of four types, as explained below:

a) Communication: They keep their members informed of all new labour laws {even
at the formative stage), shifts and changes in labour policy, important court
decisions on labour matlers, obligations accepted at national level (Code of
Discipline, Industrial Trade Resolution, Rationalisation Agréement) and important
tripartite deliberations.

b) Advisory Fanctiens: They advise affiliates on complex legal provisions when such
advice is sought, Some associations like Bengal Chamber of Commerce, Employers
Federation of India, IIMA, Bombay Mill Owners’ Association; etc. have built up an -

expert labour adv1sory service for their members. ;
,r

c) Representahnnal Function: They are represented on variou;i committees, wage
boards, etc. set up by the Government from time to time and place before them the
employers’ point of view. Sometimes they themselves set up spemal committees to

study particular problems.

d) Educational: They organise seminars and conferences of their members and even

organise training programmes for executives so that all important mdustrgal
relations issues are widely under$tood. /

_ Iﬁdustry-wise Associations c -

They OCCUpY 4 key position in the industrial relations syqtem as they are placed in a
better. position to appreciate the problems of the industry concerned and pr0v1dc
guidance to their constituents. The focal/regional industrial associations are stillin a
better position to do this, as they can contact their members and reach unions
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Unions and Management “easily. Their function is as much to safeguard and promote the long-term henefits of
the industry as to look after the short-term interests of indivicual employérs. In the
Eastern and Western regions, particularly in industries such as tea, jute, coal,
englacering and cotton, the industrial associations have played roles, with varying
effectiveaess, in sponsoring standard practices in giving guidance to all mémbers in
all matters governing industrial relations. Although direct négotiations be'tween
indusirial associations and trade unions have not made much headway there are:
instances where an industrial association and trade unions have reaéhed
industry-cum-regionwise understanding i the meetings of industrial committees: ‘o1
conciliation. Industrial associations at the local/area level maintain mfom‘; al contacts
with trade union organisations. Labour departments of such. associations have
resolved disputes between workers and managements of their constituent units.
|
|
Some of the important functions which such organisations are performing may- be
summed up as follows:
° Study of labour rélations. within the industry and encouraging a umform approach.
to the solutions of the industry’s labour probiems.,
# Pravide expert labour advisory seérvice to their members..
@ Building up certain traditions of industry-wise negotiations, ! |
¢ Collection and dissemination of statistical inforination telating to trade, |
commerce and laboar.
® Dievelopment of training institutions and programmes for THANAZETS, sqpemsors
and personnel/weifare officers.
® Collective bargaining with unions by som&gssociations like Indian J ute Mills
Asgsociation, Ahmedabad Mill OwnersWasso8ation and Bombay Mill Qwners’
Association. | |

Functions of lndividunl!Cemml Organisaticn

- Raole in Industrial Relations | |

ubstariirve role in the industrial refations System in
vers’ right to manage and discipline their
iiderably by labour legislations and growing

Employers’ associations pla
India. In spite of the fact tha
workers has been abriggg

he formulauon of Gov..mment labiour policies, ermqtment of
er vital matters affectmg their-survival and growth,

20.6 OBSERVATIONS OF NATIONAJL C(}MMESSEON QN
LABQUR

National Labour Commission examined the working of employers associations and

made, certain observations and recommendations which deserve considenation:

1 Public Sector Undertakings and;Cooperatives shou d be. encouraged 10 join their
respective industrial associations. !

2 Registration of employeis associations should be made compulsory.

' Arrangements should be made through the Industrial Relations (‘ommlsswns for
certification of employers’ orgamsatlom at mdum} farea seve[ for pm’pose
collective bargaining.

3. Joint Committee to deal with problems of the mdus;try as & whole ar 1o negotiate
on behalf of the industry at that level.

4 Employers’ associations should eRCourage. collcctnﬂ’ bargaining and xloiumary
arbitration and avoui third party intervention as far as possible.

5 Regular and scintific arrangemem for training of supervisors and middle
management petlsonnel in the ait of handling labour shauld receive d;.ac attention
from employers’ associations, _

& Employers’ associations should build up their internal consultation S);atem in sach
a manner that all matter which have a far-reaching impact on members are
scrutinised by the constituents pricr-to any decision thaﬁ mght be tak;en at the |
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7 From the viewpoint of labour-management relations, employers’ associations

shoulid:

@ undertake promotion of collective bargzining at various ievels _

© encourage observance and implementation by their members of bipartite and
tripartite agreements in real spirit and form '

e cupedite implementation of wage awards by members

work towards elimination of unfair labour practices by employers

® enconrage adoption by members of personnel policies conducive to productivity
and industrial pcace '

@ promotz retionalisation of management or organisation to improve productivity

€ arrange employers’ education (a) in the concept of labour partnerskip in industry,
{b) for ensuring identity of interests of labour and management, (c) for
promoting harmony in the goals of industry and community '

® work towards collective welfare of its members thiough training research and
communication in the ficld of labour-management relations.

-]

20.7 SUMMARY

The history of employers’ associations can be traced to 1599, Till employees formed
their unions the main functions of the employers associations were to protect and
promote industrial and commercial interests, discuss their problems at%be national
and international conferences and meetings and take up their diffiogitics With the
Government concerned, With the growth of unionisation of employe Our
maiters also stated receiving their attention.

The employers associations in India have a three-tier structy re are local
associations, associations of industries and ali-India fedegations. 1n the private
sector thiee federations,- ASSOCHAM, the FICCI and SI1 from the

industrial wing. The CIE representing the EFT, thayAIOK and the SCOPE forms
the labour wing. These three are recognised a -@ grs’ orgamisations and
represented on the various tripartite bodies like ¥dian Labour Conference (ILC),
Standing Labour Committee (SLC), etc, & CTE rominates employers’
representatives for the annual ILO conffyg @» hnd js also member of the
Interpational Organisation of Employers. TWEFI, the AIOE and the SCOPE
share information with their members and advise them on legal and other labour
matters and procedures. Some have their own labour departments. They also make
efforts 1o educate their members through seminars, training programmes and -
conferences. They also represent their members on various bodies. Associations at
industrial and local levels are more helpful to their members in solving their labour
problems.

The employers™ agsociations in India do not take direet part in politics. However,
they are now beginning to participate in industry-wise collective bargaining, But
these associations have certain organisational weaknesses. They have little control
over their members and groupism in some associations is also affecting their
working. For etfective working they should manage to overcome these weaknesses.

On the whole, employers’ associations have come to stay as a reaction to the growth
of bargaining power and pressure tactics of workers’ unions and Government
intervention through legislation which together abridged the earlier rights of
management in regard to dealing with labour and their unions. Over the years, they
have made a perceptible contribution towards safeguarding employers interests.

6.8 SELF-ASSESSMENT TEST

Answer the following questions from your memory, in not more than two pages

each to assess whether you fave undevstood the subject matter of this unit.

1 Discuss briefly the growth and development of esnployeis’ associations and their
function. ' '
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' CIE: Council of Indian ‘Employers. It is a federation, at the national level,

2 Explain briefly:
© - a), Thedifference between employers’ associations znd chambers of commerce.

b) Whetlier employers® associations can register themselves as trade ynions, i
so, would they be treated similar to workers’ unions? |
¢) Can public sector undertakings become members of employers’
associations?
3 Comment on the observations and recommendations of the Naticnall
Commission on Labour on the rote of employers’ associations in Inda.

: _ |
20.9 KEY WORDS _ - '

AIOE: All India Organisation of Empioyers. _
|

comprising three employers organisations, the All India Qrganisation Jf Emplovers,
-the Employers Federation of India and the Standing Conference on Public

Enterprises. Its purpose is to choose delegates to represent Indian employers at
international seminars and conferences. . |

EFI: Employers Federation of India.

Employers Association: It.is distinct from a trade asscciation or a chamlber of
commerce and deals mainly with matters concerning labour and industrial refations
and represents employers interests in bipAagite and tripartite forums ativarious levels.

SCOPE: Standing Conference of PubitNgntefprises. An organisation of public
enterprises founded in 1970. Unlikeghe E and the EF1 , it is a multi-purpose
organisation that concerns itsel ly with labour and industrial relations but al} _
other aspects relating to membelggghisations. !
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UNIT 21 COLLECTIVE BARGAINING

Objec!ives

Collective bargammg isa ma]or institutional mechamsm for resolving conflict of

interest between labour and management ina free society. The purpose of this unit

is to explain the follomng

® concept, its functions and the process,

* prerequisites for collecttve bargaining,.

® prepacations and skills needed to make it effective, and :

& past, present and fature scenario of collective bargaining in India.

* Structure -

21.1 The Concept :

21.2  Functions and Characteristics of Collective Bargaining

. 21,3 The Process of Bargaining

21.4 Prerequisites of Collective Bargaining and Agreement
'21.5 Development of Collective Bargaining :

21.6 Position in India _
21.7 Recommendations of National Commlsmon on Labour
21.8 Summary :

-

219  Self-assessment Test o - '
21.10 ‘Further Readings I 0

21.1 THE CONCEPT

Collectlve bargaining is a proccdure by which the ter; . nditions of
emplcyment of workers are regulated by agreempeijts bekween their bargaining .
agents and the employers. Although discussi ks Courcils or Joint

Production Committees between representativeMof the management and the
workers in individual factories have son@w hich resemble collective

bargaining, the two processes are fund y different. In collective bargaining
the objective is to reach agreement on wag@and other conditions of employment
avout which the parties begin with divergent viewpoints but try to reacha
comprormise. When a bargain is reachcd the terms of the agreement are put into
effect. On the other hand, the main task of Works Council, is usuaily to exchange .
information and consider suggestlons for improving safety, health and welfare and

increase productive efficiency. Although differences and grle\rances may be usually -

on matters of common interest about which an exchange of views is mutually
advantageous, the outcome of the discussions frequently takes the form of
recommendations on which the final decision is left to the management. Even if
there is resemblance between such recommendations and parts of a collective
agreement in Works Councils, the emphasis is mainly on cooperation based on
common interest, whereas, in collective bargdining the emphasns is on-reconciliation
of divergent interests or. dernands .

The system of collective bargammg may vary a great deal between countries,
industries, points of time and-even individual plants. This variation may relate to.
the level at which the bargaining takes place, issues under negotiation, the nature
. and extent of third-party intervention and the legality of the contract.

The idea of collective bargammg onglnated in-the wntmgs of Sidney and Beairice
Webb towards the end of the nineteenth century. The Webbs regarded collective
bargalmng as a method by which trade nions protected and improved the
conditions of their members’ working lives, They viewed the process of coliective .
bazgaining as an extension {rom the individual undertakings of the employment
contact. Chamberlain took an’‘integrated view of the bargaining process and listed
three possible ways of looking at the bargaining process — the markctmg,
governmeriial and managerial theories. The marketing theory holds, in agreement
with the Webbs, that collcc.m-'e bargaining is 2 means of contracting for the sale of -
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labour. The governmental theory claims that while the bargaining process has a
coatractial character, it is more than a means of earning a higher price for laboue
and should be séen as the result of joint rule-making by the union and management.
The managerial theory holds that collective bargaining is a system of inldustrial-
management for the conduct of industrial relations. The union and the Imana,. ment

together reach decisions on matters concerning labout. |

The theoretical perspectives are not musually exclusive and represent three stages in
the development of the bargaining process itself. As Flanders puts it: ®ne might say
that, while the fivst theory draws attention to the trade union as a labour cartel in -
collective bargaining, the second sees it as introducing an antonomous lund agreed
rule of faw into employer-employee relations, and the third stresses itslcontribution
towards makitig management more democratic or furthering'industriail democracy.

. _ |
The underlying idea of collective bargaining is that the employer and employee
relations should not be determined unilateralty by either party, or with the
intervention of any third party. If these relations are to be lasting and acceptable 1o
both the parties they should be settled with their mutual agreement. In other words,
hoth should have equal say in determining their working relations, so that no one
may take advantage of the weakness or helplessness of the other and efxploit it n
faci the exploitation of workers by employers with the advent of industrial
revolution and factory system of production compelled workers to combine and
form their unions to bargain with their employers collectively instead of individually
for their wo: Ting, employment and living conditions. [n other words, workers found
their collective bargaining strength as the onty means of combating their
exploitation by employers and obtain fair %gms of working and empldyment
conditions from them. The pattern of JyowtiBof the trade union movement
ifluences the development of collgetive aining.

[
gyers also started combining and formed their
ve strength of workers.

Secing the workers unions, the'g
own associations to match the colle

Collective bargaining rule ¢ intervention of the third party. In ﬁl:oilective
bargaining the co ed parties get together voluntarily without the intervention ot
any third party f img disputes and finding solutions to their problems. A

eptableNyrrangement is obviously the best; it needs no enforcement
g be implemented willingly by the parties conzerned themselves.
M prgmote self-reliance, mutual good-will, trust, confidence and
cooperation amfong the parties. |
|

21.2 FUNCTIONS AND CHARACTERISTICS OF
COLLECTIVE BARGAINING S

|
Collective bargaining can be used for a number of purposes as illustr'?ted bélow.

The main purpose of collective bargaining is the settiement of industrial disputes or
conflicts relating to wages and working conditions. Gradually collective bargaining
has been encroaching upon and abridging the earticr prerogatives of !manageinent to
manage and discipline workers, and it has begun tc create new rights for the
employees. From recruitment to retirements or retrenchment, virtualiy all aspects
have become the subject matter for collective bargaining. Evens overtime and
promotion have become bargainable in many cases. Several collective agreements

- have even perpetuated the notion of jobs as property rights and legiﬁimatised :

restrictive practices. |

Collective bargaining has become an instrument of employee participation in
decision-making and issues of participation are now ~eing decided op whether and
‘how they infringe upon the trade union rights of collective bargaining. In several.
countries inchiding India schemes for employee participation have been effective-
only when the foundation for them has been laid by collective agreement rather
than by law or by administrative orders of the Governmient. '
Some of the important characteristics of collective bargsining are: !

e It is'a relation of give and take. “Take it or leave it” or “‘give it o# face trouble”.




are not the rules of the game, when parties are equal in bargaining power, When
either party is weak, it may turn out to be “giving in” or “giving away.”

It is a process of retreat without seeming to retreat. Workers genérally want {0
get the maximum and employers want to give minimum. If the parties want to
teach an agreement, they will have to retreat from the position first taken by
them and will have to accept less than what is demanded and give more than
what is offered. . o

It is a process of persuasion and reasoning which may enabie parties to arrive at
some amicable settlement or agreement.

It is a power relationship in which management tries to retain its right to manage

and unions to safeguard their interests 50 as to strengthen their hold over the
workers. i '

21.3 THE PROCESS OF BARGAINING

Collective bargaining is a process. Broadly it consists of three stages as indicated
below:

i)y Negotiation of Agreement.

i} Implementation of Agreement.

it} Renewal and Revision of Agreement,

Negotiation of Agreement .

After receiving the points in disputes or matters to be settled, partieggtart

negotiations and try to arrivé at an agreement. For this, both the partidg have to

make necessary preparations for justifying their respective stands. eginents,

when possible, reflect a sense of comprdmise in a give and taleespirit-and also
" manipuiation power equilibrium between the parties, The g

becomes a contract between the parties,

Arrangements are also to be made for imple tion nd for attending to

complaints arising out interpretation of the a t. In fact, the collective

agreement may specify the modus opergagi to réolve disputes or problems arising
out of or in the course. of the agreeme %

Normally agreements mention the period of their operation after which they can be
terminated, renewed or revised. Sometimes provision is made for revision of the

Ihlplementation of Agreement

Renewai and Revision of Agreement

agreement during the period of its operation o meet the contingencies arising from

changes in economic and other conditions. Managements, therefore, might have 1o
start imformal consultations for its revision during its operation, or when it is about
to expire. Unions generally start demanding the revision of the agreement before its
expiry. Thus, collective bargaining could well be a continuous process, and it does’
nat end with signing of the agreement as it has to be publicised, administered or
implemented, followed up and revised if need be, or as specified.

21.4 PREREQUISITES FOR COLLECTIVE

BARGAINING AND AGREEMENT

The following are prerequisites for the success of collective bargaining: :

i) Employees and employers'should have freedom of association and from their
unions or organisations. The question of collective bargaining does not obviously
arise without a union, particularly for employees. :

ii} The parties concerned should have mutual trust and confidence and respect for ™

each other, and also willingness to settle matters by negotiations. During negotiations

they must avoid unfair practices which may vitiate the atmosphere conducive for
bargaining. There should be greater emphasis on accommodation than on
conflict, and regard should be shown for the rights and responsibilities of one
ancther. :

Collective Bargaining
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Walous and Masgesent iif) There should be a semblance of parity in the strength of both the partiesi.e.the
' : employers and the union for real and effective bargaining to occur. o
iv) Right of émployees and employers to strike and lock out must be realg;nised
' ' ‘subject to national interest, as this alone can ensure freedom of ool]#ctive
| _ bargaining. Parties should have freedom to decide how to regulaie employment
relations. Even where the government provides a regulatory framework there
should be sufficient leeway for both the parties to negotiate and set norms or
regulations. ' ' '

v) Both the parties should sclect such representatives who are duly autherised to
give and take, and could observe proper rules of bargaining and.avoi
break down of dialogue as far as possible. The bargaining has to be factual and
discussion based on facts properly assessed by joint investigation, if possible.
vi) The government should actively encourage collective bargaining as a method of
settling not only industrial disputes but also overall employer and employee
relation. Possible steps that the Government can take in this directioﬁn are:

a) Announcing a policy at the Central and State level with sufficient clarity that
the Government is in favour of bipartite settlement of disputes at'plant,
industry, Tegional and nationat levels, and will minimise their interventionist
approach. . _ '

b) Making employers recognise unions as bargaining agents and frallie
snitable rules for such a recognition to be observed both by empk'ryers
and unions. . _ ' :

c) Encourage collective agreements by\onferring on them legi'timacb/ and
validity, provide the help of a ;@n machinery to parties to resolve

their difference when necessary an® ibit unfair labour practices:.

Preparations for Negoﬁaﬁao | S |

The success of collective b?g’ng is directly proporticnate to the thor}:vughness of
ds

the preparation. As collectN€ bargaining is a continuous process, it should be given

senions considerati d nedds careful advance planning. These preparations will
create confidence 9 ide of the bargaining table, expedite negotiations and
lead to mor¢ gqnstrudlive thinking. The preparation which unions and dmployers
should ma going to the negotiation table could be discussed aj‘ hereunder.

Unicns’ Preparation _

 Consider the implications, feasibility and financial capacity of the oréanis'a'li'on
while formulating demands. o

® Study the existing terms of employment and conditiofis of work and t!:ompare '
them with the comparable industry in the local area/region/conntry fn'rr preparing

" a statement of demands. . : .

» Consult shop represcnt'atives and discuss with the members of the union to assess
their requirements before formulating the demands. -

® Apalyse past or _cxisting agreements for preparation of new démandl, or change.

~ & Review grievances and arbitration decisions in order to build or moc%ify existing
agreements, L '

L] Compare'the current agreeménts with other agreements in that area or industry
negotiated by the same or sister unions, thereby sirengthening the brrgaining
position. '

e Obtain economic information on issues to be advanced in 'negotiation}'l along with

- data relating to the proposals and demands submitted. -

® The statement of 'demands should be ¢lear and self-explanatory 50 as not to give

rise to any misunderstanding. ' -

o Inform all members of the demands to be raised with the employer/émployer’s
organisation and their implications. . ' _
260 . & Advise members not {0 resort to anything which might jeopardise thF smooth
negotiations during collective bargaining. :



Employer’s Preparations : _ _ Coltective Bargaining

@ Anticipate statement of demands from the union once it has been
recognised as a collective bargaining agent.

& Study agreements in cother comparable units/industry/area and find out important
provisions agreed upon; analyse them and find out to what extent they could be:
accepted if the same or similar demands are raised.

¢ Analyse grievances and arbitration awards, in particular those grievances that
arise repeatedly under the same agreement and look for poor and unworkable
clauses which call for revision,

® Conduct meetings with supervisors and other lower echelons and record their

* experiences of working with existing or past agreements, thus providing
information for possible changes.

¢ Meet representatives of other companies for the purpose of exchanging

- view points regarding terms of employment and conditions of work apphcable
therein and the working of agreements.

@ Study provisions of various labour laws to ensure that the terms of agreement
when arrived at are in accordance with and not contrary to the faw.

¢ Study and obtain economic information of company, area and industry as well as ‘
the national policies before starting negotiations. |

¢ Examine the labour relations policy of the company and thie changes, if any, on
the anvil.

% Examine the attitude and assistance rendered by the union and the shop stewards
in the implementations of the existing or past agreements and varicus methods
adopied.

& Get full clarification of variods demand submitted for Collective gaining
'before actual negotiations start and take tentative decisions tfgeonvithout
being rigid. '

@ Select the right negotiator or a team of negotiators in .

Qualities of a Good Negetiator :

a} Top executives from either side commandj
be appointed as negotiators. Where it is ible adequate authority should
be given to the negotiator to discuss and t8ke prompt decision.

b) In case more than one negotiator eam of negotiaters is appointed, the chief
spokesman should also be named:

¢) The team of negotiators must be smM from each side, preferably within the
limit of 310 5,

d) The negotiators must enjoy the confidence and respect of both sides.

e} The negotiators should be those who have optimism, patience intelligence, tact,
stamina, capacity to listen, integrity, open mindedness and good manners.

f} They must be experts in human relations.

g) [If necessary, bring in supervisors and lower echelon officers for special issues
where techaical knowledge is involved to explain the issue fully to the opposite
side.

h) A negotiating committee should not air any internal disagreement in a JO][‘]I

' bargaining session, and if it is so, the bargaining session should be adjourned for
a short period to reconcile differences.

i) MNegotiators should not be too quick ta respond or to refuse propoaals or
positions of the other side without proper undcrstandmg and appremanon of the
viewpoint of the other side.

j} Negotiators should use the right type of words and adopt a reasonable attitude.
Use of “never”’ and “final” should be avoided unless one means it.

k) The other party must not be belittled.

1) Mutual respect should be observed at the bargaining table.

m) Punctuality at meeting should be observed and adjournment should be avoided
as far as possible.

n) No threat of a strike or Jockout should be given either before or durmg

" npegotiations, The atmosphere should be free from threats and be congenial for -

g autfprity to speak and act, should

~ negotiations.
-0) Parties should not expect spectactilar restsdt of complicated issues in a short time,
- The process should be gradual to achieve satisfactory result. Whenever there is a _ 261

deadlock in negotiations, the negotiators should adjourn the discussions..
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_%% learm to identify 1echniques w ive best results |
= quesiion the evidence offered ’ !

pa))] Stnkes and lockouts, even demonstraiions should be regarded as a remote

possibility in order to have free and frank discussions. I

q) The parties should not be adamant or stand on prestige, but concede demands if
relevant facts and agreements are advanced to justify them. !

r) Negotiators should also keep in-inind the proper timing of proposals as to when
a particular issue could find a ready- solution. For this they must:
o have flexibility : .
® know when to do what :
@ lnow what is acceptabie today, but may not be acceptable tomorgow, or may

be acceptablc tomorrow but not today !

* Rave intuition and experience |

- ® have good commuitication for the successful negotiations - !

For this they should keep lower echelons posted on negotiations through letters and

mectings as it would lessen chances of rumours, and add to their sense of
parificipation in the organisational matters. - . |

’!‘ev:hniques of Bargaining : |
No hard and fast ruie can be laid down with regard to the bargaining ﬁerhnla Tites,
but the following should be kept in view:

® fake up one issue at a time : : _

2 decide the total monetary increase and then ailocatmg it over i‘m fssues involved

© & make a tentative agreement on an issue and making finalisation dependent upon

the completion and signing of the entireqgontract |
8 leara the value of changing the subjegt whdg awkward siteation arises
% be a good listener : !

e use only venfied data and facts .
@ “sidetrack unrealistic de without ridicuie |
¢ be factual rather than em@fional
8 use proper langy hich%assists in bargaining o
® 1y tocreate an re of trust .-
& do not thregign o slike or lockout !

Drafting of ; ment |

Thae following prcc*mhons ay be taken in drafting the agreemem 30 ﬁhat it could

ke implemented without much difficalty.

a} Pefore commencing drafting 'of collectivsfagreemcnt the draftsznah should try to

~ conceive the whole design of it.

b} Care shouid be taken to see tha! nothing is omat ted or admitted af random.

¢} Technical or legal terms used should be precise and accurate. 1

d) The agreemeni should be readily inteitigible to laymen. There shcruld not be any
‘ambiguity.

¢). A well-drafied document should be clear 1o any person w“lo h.as a basiv

. knowledge of the subject matter,

f) A draftsman should batisfy himss1f as to what he mzans to say, what he does not
mean to say and what he need not say.

g} The choice of words should be appropriate 10 convey the n‘mmn\g of the writer.
Concrete words are preferred o the abstract words and the direct word to
circumlocution. The draftsman shouid use no more words than nigcessary to

- express his meaning. He should net use superfiucus acjectives anted adverbs or

round-about phrases. E{E should wse familtar words with precise medmng

h} The choice bf tight words is advantagesus both o the reader and writer anid 25 .
such the writer shomd be direcs, simple, brief, vigorous and Jucid.

1)  Words should always be used in the same sense and the active voice is prﬂ@amlaie '
1o the passive voice. |

1) Sentences should be clear and short. ' ' !
k) Before finally passing a draft, the draftsman should reconsider i i He nusi be
. satisfied that the draft means what he intends, ihat the terms. are clear, definite

and understandabie, and that the’ requirements of the law have been properly

endersiood. |



1) Before drafting an agreement, the parties should make a thorough study of the Collective Bargaining.
data on the subject to appreciate the consequences, implications, and effects in
diverse situations and reactions that may foliow. An understanding of the

SOCI0-8CONOMIC structure and labour theory will also help in the proper drafting
of the agreeme;;t

The draft agreement should contain:

@ nawmes of the representatives of parties, their designations and the organisation to
which they belong 1o

e reference of the union’s request for coilective bargalmng, preamble, and purpose
of the agreemant

e reference of ail demands irrespective of wﬂlzlether they have been dropped,
withdrawn or cancelled
® period of operation
& notice peried of termination of agreements
# dates of implementation of various items covered in the agreement
& provisions in conformity with the law.
m) Collective agreement as far as possible shouid be self-expianatory.

‘n}  Collective agreement dealing with a number of subjects could bagmade clearer
if the document is divided in & logical order in parts and paragraphg with the use
of numbers and letters for paragraphs and sub-clauses. Logicahgrrahgement

would also minimise the risk of comimission or repctitio

- Administration of Agreement

If anything is more important to collective bargaiging fan the contract itself, it is
how the parties apply the contract and live uy @ from day-to-day. Progress in:
colieciive bargaining is not measured by the siding of any agreement, but by the
fundamental human relationships whicj/®velop Quring its administration,
interpretstion and enforcement. The a
parts:

I T

a} The introduction of the contract after i is s;gncd by ihe pames, and training of
the foremen in-understanding the contract.

b} Contract alteration ard revision during its term including possibie re- opening of
negoiiations on specific issues may be done under the Follawmg conditions:

# circumstances may alter making changes i n. he contract necessary

@ some clauses are kept purposely vague to be taken care of later when the contract
is finalised

© the company may restrict isolated agrecmems and understandings arrived at
individuatly

® no contract yet devised is so comprehen‘swe as to cover all conceivable problems
which might arise.

c) Contract Adunuisiration
This involves two related types of proceduies;

© Pressure tactics and strategies during administration.

® Operation of the gricvance procecure.

263
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21.5 DEVELOPMENT OF COLLECTIVE BARGAINING

The story of the development of collective bargaining is the story of the 'rise and
growth of trade unionism itself. Like trade unionism, collective bargaini:ng too
developed at first in Great Britain in response to conditions created by the industrial
revolution. Early attempts at collective bargaining did not succeed, partly owing to
reluctance on the part of employers to negotiate with workers, but primarily due to
the legal restraints imposed on the formation of unions under the combjnation laws.

- After the repeal of these Acts in 1824, trade unions were relieved of the'stigma of

illegality, and so collective bargaining began to gain sirength and status. Another
factor which stimulated collective bargaining was the znactment of a series of Trade
Union Acts between 1871 and 1876 by which trade unions were grantec'l the right to
peaceful picketing in labour disputes, protection in respect of their funds, and were
permitted to acquire a definite civil status by registering themselves with the
Registrar of Friendly Societies. .

S ,
Initially collective bargaining cenued around the settlement ot wages aa|'1d other
questions at the upit or factory level. At the turn of the 19th century, collective-

bargaining shifted from the company to national level. !

After 1904 national agreements became the rulc in coltective bargaining. The patiern
of bargaining based on voluntary agreements between employers and employees is
now the principal fcature of employer and employee relations in the United

: ’ |

Kingdom. !

From Great Britain, the idea of collectivi\arghining spread to Francel, Germany
and other countries of the conting |Il a4 the United States. In the U.S., collective

bargaining developed in much th 3 way as in the U.K. There alsd, eatly
attempis were frustrated by court e ons which labelled trade unions as iliegal
conspiracies and also by th oyers opposition. It is only when the Government
recognise the right of the e%_es to organise and bargain collectively in 1877 that
the collective bargaj started taking root. It was aided very much by the legal
authority derived mber of Acts, such as the National Industrial Recovery
Act of 1933, JpaN.L. Relations Act of 1935 (Wagner Act) and the Labour

ions Act of 1947 (Taft and Hartley Act). |

After a century gr(_)Wth and development, collective bargaining hay become the
gospel of industrial relations in many countries, Today it regulates wiges and the
conditions of eployment of one-third of the non-agricultural labour force in the U.S.
and of about half of the labour force in Switzerland, Austria, Belgium, the Federal

Republic of Germany, Luxembourg, the Scandinavian countries andithe U K.
\ .

21.6 POSITION IN INDIA | ..

In India modern trade unicnism made its first appearance at the en(li of the First
World War, but it was not until 1920 that any serious effort was made to bargain
coliectively. In that year, a group of employers and their workmen in the cotton
textile industry at Ahmedabad cencluded collective bargaining arrahigements to
regulate labour, management relations. Collective bargaining as a fhode of
settlement of wage disputes did not, however, make further progress for the next
ten years or so. The slow growth of collective barzaining during this period could be
atiributed to the weak organisation of labour and inadequate appre:»ciati(m of the

importance of coliective agreement by trade unions. |

After the second world war, collective bargaining rec -ived fresh iﬁ';petus partly due
to the strength acquiréd by the trade union movement, but mostly due to the legal
and others steps.taken by the Government. The legal measures provided for the

_ eastablishment of machinery for negotiations, conciliation and arbitration.
Voluntary measares were aimed at promoting collective agrecmen'rts on basic issues -
like need-based wages, profit sharing, rationalisation, retrenchment and lay-off
compensation.These agreements were pramoted through tripartite conferences and



the Joint Consultative Board (Constituted in 1951) at the national level, and
through industrial comsmittees and working parties at the industry level. The
changing attitude of employers and the emergence of a new managerial class which
dealt with labour problems with sympathy and understanding, alsa contributed in a
large measure to the development of collective bargaining. :

With the growth of trade unicnism since Independence, collective bargaining and
agreements have become more common. Sometime back the Employers
Federation of India estimated that 32 to 49 per cent of the disputes were settled by
collective agreements. These were arrivéd at either as a result of collective '
bargaining with or without the help of any third-party, or with the help of the
conciliation officer, or in the course of adjudication of disputes. The last two types
of agreements had some elements of compulsion but the first two typesof
agreermnents were purely voluntary. Most of the agreements were at the plant level,
However, in important textile centres like Bombay and Ahmedabad industry level
agréements were also arrived at. These agreements had legal sanction under thé
State Acts. Such collective agréements are also found in tea and coal industries, In
new industries like chemicals, petroleum, o) refining and distribution, and
aluminium, arrangements for settlement of disputes through voluntary agreements
have become quite common in recent years. In ports and decks, collective
agreements have been the rule at the individual centres, and on certain matters
affecting ail ports, all India agreements have also been reached. In banking and
insurance also the employeérs and unions are coming closer to reach collective
agreements. - :

Factors Inhibiting Collective Bargaining 0

However, the fact sﬁll remains that in India Collectivé-Ba has not made that

much of a headway as in developed-and some develgping coMfries and its influence
on industrial relations in general and determination ¢ s and other conditions
of employment is only marginal. This limited d elopiient of collective bargaining
in India can be attributed to the following f '

a) Many employers and managements refuseMg accept the fact that trade unions
have come to stay. They do not ' hgir employees forming or joining any
unions. With such an attitude the'§ @

union voluntarily does not arise, -
b) Trade union movement still covers only a small portion of the total industrial

employment. Besides, the unions are too weak to bargain collectively on account

of their small membership, poor financial resources, their multiplicity,
inter-union and intra-union rivalry, politicisation and poor leadership.

¢) Excessive regulation of industrial retations by legislation and readily available
Government intervention for settlement of industrial disputes by conciliation or
compulsory adjudication.

d) Restriction on the right.{ of employets and employees to lockout and strike
respectively. : . :

¢} Unfavourable political and economic climate as the Government, though
favourable to collective bargaining, is not prepared to allow endless trial of
strength for fear of plami_ed economy being disrupted. -

f) Absence of suitable legislative provisions for recognition of unions as bargaining
agents, and for requiring employers and employees to bargain in good faith.

g) Lack of mutual trust and;goqdwill, and spirit of give and take among the
employees and employers.

h) Reduced areas of collective bargaining due to encouragement of other
institutions like wage. boards, statutory fixation of minimum wages and payment
of bonus, regulation of fines and deductions, hours of working, overtime
payment, holidays, leave and other working and employment conditions

including social security measures.

on of recognising or negotiating with the
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21.7 RECOMMENDATIONS OF NATIONAL |
LABOUR COMMISSION !

Aspects relating to the factors inhibiting the progress of collective bargaining were

-examined by the National Cammission on Labour in 1969. It recommended the

following steps for promoting collective bargaining. :

. . . I .
a) Government intervention in industrial relations particularly in the settlement of
industrial disputes, should be reduced gradually to the minimum pgssible.
Compulsory adjudication of disputes should be used only as a last resort.

I
b} Trade unions should be strengihened both organisationally and finénciaily‘ by
amending the Trade Unions Act of 1926 to make registration of urfions
compulsory, enhance the union membership fee, reduce percentage of outsiders
in the union executive and among the office- bcarcls and increase ihe minimum

number of members of union applying for registration. |

¢}, Legal provision may be made enhcr by a separate h:glslat:on or by amending an
existing enactment for: : |

|
¢ compulsory'recognition of trade unions  and ccruﬁcalmn of umons as bargalmng
‘agents

® prohibition and penalisation of unfair labour practices

® bargaining in good faith by both employers and unions |

¢ conferring legal validity and legigimacWon collective agreements.

. : . |

There are such provisions in theffaMgrashtra Recognition of Trade Unio_ns\.“and'
Prevention of Unfair Labour & ct of 1972, but as this Act is épplicé:ble only
to Maharashtra, there is the need aking such legislation applicabile to the -
whole country, o

|
() Intensificatio orkers, education for building up internal union leadership -
and making wo¥ers more knowledgeable and conscious about their rights.and
obligati This ay help to depoliticise unions and also reduce umon rivairy.

e} The ide e union for one plant or one industry should be popularlsed and

made a realfty, Co
. |

f) The Government should declare its policy to allow and encourage the parties to
-~ settle their conflicts and disputes by bipartite consultation and négotiation
consistent wilth public safety and interest of the society.in generaﬂ.

All the above recommendations of the commission are under active qnns:derat:on of
the Government. Tn fact, the recommendation regarding prohibition 'and
penalisation of unfair labour practices has already been implemented by amending
the Industrial Disputes Act (of 1947) in 1982 and the amendment has been given
effect to. The Government has already introduced a bill for-amending the Trade
Unions Act, 1926, in the Parliament. If passed intc Jaw it will give eftrgect to some
more recommendations of the cominission for improving the working of trade
unions and this may help further promotion of collective bargaining in the country.

21.8 SUMMARY |

In this unit an attempt has been made to explain the concept of collective. bargaining -
and its importance in regulating employment relations and securing harmony in
industrial relations through bipartite agreements.. 'The process of negotiatlon the .
preparation and skills required for effective bargaining have also been considered.
While in most industrialised countries of the West; it has been accepted not only as

a graceful method bit also as the most peaceful and productive method of managing

mdustrlal relations, in countries like India it has not made much headway due to




lack of necessary infrastructure and prerequisites. These prerequisites and other ' Collective Bangaining
factors inhibiting the progress of collective bargaining in India have been exnlained.

The recommendations of the National Commission on Labour to enoourage

collective bargaining in India have also been mentioned.

Notwithstanding the absence of prerequisites and the presence of several inhibiting
factors, collective bargaining in India has become popular as an effective instrument
in structuring industrial relations and the maintenance of harmony.

21.9 SELF-ASSESSMENT TEST

1 What is Collective Bargaining? Why is it regarded as the best method of
determining employer and employee relations?

2 Drscuss the prerequisites for the success of collective bargaining.

3 Discuss the process of negotiation and the skills and preparations required for
effective bargaining outcomes,

4  Why has collective bargaining not made as much headway in India as in some other
countries? What steps will you suggest for its promotion in the light of the
recommendations of the National Commission on Labour?

Answer the above questions from your memory, each covering not more than two
pages, so that you may know that you have understood the main poiritg contained in

the unit.
N/
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UNIT 22 INDUSTRIAL CONFLICT
RESOLUTION

Objectives

Industrial conflict s inevitable. It is the  Management’s responsibilty to deal w1th it
adequtely and resolve it. The purpose of this unit is to:

‘@& examine the causes and _mamfestatlons of conflict,
@ analyse the trends in industrial disputes in India,
@ examine the machinery for resolving conflict, and
® appreciate what constitutes gond industrial relations practices.

Structure

22.1 Industrial Conflict:

22.2 Industrial Disputes .

22.3 Industrial Relations Machinery

22.4 Consultative Machinery

22.5 Managing for Good Industna] Relatlons
22.6 Summary

22.7 Self-assessment Test

22.8 Further Readings _ S 0

22.1 INDUSTRIAL CONFLICT O

Conflict is endermic to industrial society. Notwrthstan% advantages of
labour-management cooperatlon the interests gMaboul and management seem to
be opposed to each other in a large measure. QQ ligp may cither be sustained and
organised or sporadic and unorgamsed It may mgnifest itself actively in strike or go

slow which are calculated attempts to g cssur: The passive expression of

conflict can lead to withdrawal of effo ing in lower productivity,

absenteeism, unpunctuality and strike, col¥fdered to be the. weapon of last resort,

is the proverbial tip of the iceberg. Below this tip lies the entire range of
relationships between labour and management in which is embedded the divergence.
of interests between them, Chart I indicates the various manifestations of industrial
conflict. -

Among the various man:ifestatiom. of industrial conflict, strike is the most dramatic
expression. As Gouldner observes, ““A strike is a social phenomenon of enormous
complexity, which, in its totality, is not susceptible to complete description, let
alone explanation”. There can be enormous variations in the reasons for strikes as
-well as their manifestations. Smelser has succinctly summarised the different
accounts for the occurrence -of strikes under five heads

The Economic Advantage School: It maintains that labour unions ar2 business and.
attempts to maximise the wage gains of their members.

The Job Security School: A variant of the economic advantage school, it focuses on
the desired of the workmen to protect the conditions of their work in lhe long run
rather than on short-term wage gains,

The Class Warfare (or Marxist) School: It attrlbutes worker unrest to the fact that
the working classes suffer from systematic explmtatlon at the hands of capitalists.

. The Political School: It emphasises the conilict between unions and managemcnt over
the recognition of unions and collective bargaining, jurisdictional disputes among
" unions, internal leadership . nyalr_zes and influence of communism on unions.
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’ |
The Human Relations School: It is associated with the industrial saciology of Elton
Mayo and his associates. Broadly speaking, this school traces the basic
dissatisfaction among labourers to the breakdown of primary groups among wotkers

and tack of communication and understandmg between management and workers.

Chast 1

Manifestations of Coallict

Manifestation of organised group
conflict (Union management conflict)

1
L !
Manifestation Manifestation
of unions - of management
= )
Mor-cooperaticn Unwillingness
to negotiate
Aszuments ) TerminatiO
HHostility . emodoen
‘ .
i .
$iresses and; v-oifs
tensio_n ’ I
Unwillingness Lackouts

0 negotiate

Resentment

|

Absenteeism

Work-to-Rule

1

Demonsiration -
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|

Lass of production

|
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Mznifestation of individual acd

gnorganised conflict

!

Workers

Unorganised
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of efforis
1

|
Intentional
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|
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|

|
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o

| Unnecessary
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\ Dermotion

Source: Korshavser, A Dubin, R and Rass A, nfi (B4, Indusieiad Confict, ideGraw S,

Mew York, 1534, p. 14
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Industrial conflict has been a source of major concern because of the disruption it Endustrial Conflict Resolution
causes to planned economic development in a country like ours and the losses :
involved for everyone concerned i.e., workers, owners and the public. The hidden

costs of strikes and the effect on industries with forward and backward linkages are

difficuit to measure. Conflict is inevitable in industrial society. Conflict per se is not

unheaithy or dysfunctional. Absence of conflict or strike per se may not always

mean that everything is as it should be. In the unorganised sector, it is said that the

absence of strike could be a measure of the misery of the workers. Industrial conflict

is a fact of indusirial saciety and it should be handled carefuﬂy to ensure the

viability of the organisation, to remove the discontent among workmen and to avoid

hardship to the society.

In the following sections, we will analyse the incidence of industrial disputes (strikes
and lock-puis) and the machinery and methods available to deal with them..

22.2 INDUSTRIAL DISPUTES

The average number of mandays lost per year in industrial disputes rose from 20

million in 1960s to 40 million ir 1980s (after giving allowance for the Bombay

Textile strike in 1982 when 88 million mandays were lost of which 44 million were
lost due to Borubay Textile strike alone). The Number of mandays lost was least |
duoring emergency, but the sinunering discontent erupted in 1979 wigen 43 million

mandzys were lost against dn average of 20 million for the precedingMgur years

{Teble I}.

Time loss per lock-out was much higher than that for stvik€s Mging 1975-81 (Table
I1). The relative share of mandays lost due to lock-outs %‘ quite significant in
the recent past, except for the year 1979. The recent amendiénts (1982 and 1984)
to the Indusirial Disputes Act, however, make it ¢x difficult for employers
to declare lock-out or lay off.

Of the 25,711 industrial disputes that occur ing 1974-83, 72.27 per cent were
in the private sector. Eighteen million gmplo were involved in the industrial
disputes during the decade. T he kers involved in industrial disputes in
public and private sectors was 4555, tage is given fo employment in public
and private sectors, the ratio werks ont more favourably to the public sector.
However. it is felt that the general tendency in most public enterprises is te avoid
strikes at any cost, while in the private sector, rnanagements usually show greater
preparedness for a show down. The short tenure of the chief executives in the pubiic
sector, it is apprehended, lure the management to be short-sighted and reach
agreements without necessarily solvmg preblems.

Nearly 363 million mandays were lost during he decade 1974-83. The ratio of
mandays lost in public and privaie sectors was 18:82, Usually industrial disputes are
settled more quickly in the public sector than in the private sector because of
pressure from the public (in the case of public utilities, etc.) and the Government.

In the manufacturing sector, the number of mandays lost per 1,000 employees was

as follows.

Yeur public Sector Private Sector Al Sectors
1975 L : 4,931 3,615
1376 404 2,524 2,102
1977 71l 4,161 : 3,469
1578 936 4,559 3,809

%72 3,633 6,647 6,158

Causea: 33 to 40 per cent of the industrial disputes during the last 20 years have been
due to issues related to wages, allowances and bonus, During the last 12 years
{1971-82) in over 50 per cent of the industrial disputes the workers were able 10 have
their demands met fully or partially. One out of four strikes lasted for iess than a
day. About ene-third of the industrial disputes lasted for more than 10 days.
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“or succeeded by strikes. Data presty

- -share of man

Regional Variations: The peroentaée share of different States and Union Terntones
in the mandays lost due to industrial disputes during 1979 to 1983 is shown in Table

_ VI Three states, i.e., Maharashtra, West Bengal and Tamil Nadu, aocouhted for’

the loss of 67 per cent of the total mandays lost due to industrial dlsputes| in the
country during 1979, 61 per cent in 1980, 49 per cent in 1981, 85 per cent in 1982
and 81 per cent in 1983. In 1981, Andhra Pradesh and ]K_arnat_aka together.
accounted for over 24 per cent in contrast 10 their share of less than 7 per cent in -
1980 and 3.25 per cent in 1982. During the five-year period it is seen that these
three states accounted for three-fourths to four-fifths of the total mandays losi in

_each year with the exception of 1981. Further analysis is roade of manda*s lost in

strikes and lock-outs in these three states, for the pericd 1979 to 1982 (Table VII).

Such break-up was not available for 1983. The share of mandays.lost dud to
k-outs in the total mandays lost due to industrial disputes in the country

increased from' 18 per cent in 1979 to 45 per cent'in 1980 and decreased #o 42 per

. cent in 1981, and further to 30 per cent in 1982. If allowance is made for the
.Bombay Textile strike, the correspondmg share works out to 65 per cenf Thus, it is

seen that in 1980s increasingly more number of mandays are being lost due 1o
lock-outs than due to strike. The 1984 amendments to Industrial Disputes Act,
however, rendered the declaration of lock-out less easier than before. The share of
mandays lost in lock-outs in the total mandays lost: due o industrial disputes in
‘West Bengal rose steeply from 17 per cent in 1379 to 71 per cent in 1980 and the

trend continued in the next two years when the corresponding share rosié to 88 per

. cent and 97 per cent in 1981 and 1982 respectively. In the case of Maharashtra, the

share of mandays lost due to lock-outs in the fotal mandays lost due to industrial
disputes in the State increased from 41 to 52 per cent between 1979 and (1980 but in
the next two years jt fell sharply to 29 per and 3 percent. In Tamil Nadu the .
corresponding share was around 25 per ing 1980-82. L :
|

|

The prevailing notion among marf

mandays lost due to lock-ou were preceded or succeeded by strikes in the
lost§ue to lock-outs was 26 in 1979 and declined gradually'
nt m 1981 and marginaily rose to 10 per cent in 1982

more an exception in some%i;‘l]some years than a general rule. Thé share of

total nimber of man

t due to lock-outs (7 per cent in 1979 and 1980) prqceded or
suceeded by stril§ was much less than the corresponding all-India average (26 per
cent and 14 per cent in 1979 and 1980 respectively). That this should beithe case'ina
State ruled by the Left Front Government with a pro-labour stance is significant. In .
Maharashtra and Tamil Nadu, the other two major strike-prone States, Ithe situation
is quite different. It is-so erratic that the corresponding share varied between 13 per
cent and 78 per cent in Maharashtra and 6 per cent and 76 per cent in Tamil Nadu'
during the four-year period of 1979-82: Sigmﬁcantly the corresponding share was -

' preceded or %d Y ¢ sirikes in 1981 and 1982. Even in the earlier two years the

- higher in Gujarat, a state normally considered to enjoy a relatively pea#eful

industrial relations climaie among the _industriali_sed States in the 'c0untry.
I

~ The foregomg analyses is based on ofﬁmal slatlstlcs\whrch have certam hmltauons

Usually the figures are depressed because the. information is mcomplel{e

respect of certain State, certain unorganised sector activities and the clusion of
industrial disputes involving less than 10 employees and industrial disputes due to
political and sympathetic factors, input shortages, infrastructural bottlenecks, etc.
The classification of the causes of industrial disputes has its imitations becaise the

apparent causes may not be the real ones and in some cases the causes'may be
sexeral. : S g

|
An overview of the analysls of official statlsucs on industrial disputes nevertheless
points to a steep rise, with fluctuations in intermittent years. The real incidence of

‘industrial disputes is certainly higher than reported here. In recent years overt

industrial action and industrial disputes due to external and extraneousf reasons such |
as political and sympatheuc factors are mcreasmg i
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. Talle I
Industrial Dispates Classified by Strikes and Lockents in India (1961—1963)

No. of Mandays lost (‘000s)

Year ‘No. of Disputes No. of Workers Involved _
Strikes  Lockouts Total Strikes  Lockouts Tota! Strikes Lockouts Total
1961 1,240 7 1357 432336 95M 611860 1,969 1950 4919
1966 2,353 202 2556 126224 147832 14,10,056 10,377 3469 13,846
1967 2,433 ‘302 2815 13,39,617 150,729  14,90,346 10,565 ° 6,583 17,143
1968 2451. 325 276 14,6492 204302 16,69,294 11,078 6166 17,244
1969 2,334 283 2627 1686943 139923  18,26,866 15,477 35N 19,048
1970 2,598 291 2889 1551530 276222  18,27,752 14,740 5814 20,563
1971 2478 274 2,752 1476203 138,937  16,15,140 . 11,203 4743 16,546
1972 2,857 386 3,243 1474656  2,6208t  17,30,737 13,749 679 20,544
1973 2,958 412 3370 2358206 187,396  25.45,602 13,862 6764 20,626
1974 2510 P 2938 2709838 144,785 28,5467 33,643 6619 40,262
1975 1,644 2% 1,943 10,32,609 110,817  11,43,326 16,706 5195 21,91
1976 1,241 218 1,459 550,477 186497 4.7,36,974 2,799 9947 12,746
1977 2,691 426 17 19,12427 280,788\ 2193215 13,410 11,910 25320
1978 2,762 425 3,187 1690,080 225 15,603 15,423 12917 28,340
1979 2,708 340 3048 27,4318 43928 2873575 35,304 8050 43,854 -
1980 2501 355 2856 16,510 2,39,000  19,00,000 12,018 9807 21,945
1981 12,245 344 2,589 17,61,000¢ 327,000  15,88,000 21,208 15375 36,588 -
1982 2,024 454 2478 278,000 15,15,000 65,918 22502 88,440
1983 1,382 64 L74 000 2,14,000  11,90,000 20,972 16,174 37,146
Searce: 1) Indian Labour Swﬁsﬁcs, 1_979,' ur Bu_re;au, Simla.
2) Pocket Book of ]_..a't_:our Statigtics, 1984, Labour Burean, Simla,
-:. Table 11 _
" Time Loss (Mandsys Lost) Due to Strikes and Leckonis
Ttems '_ 1975 1976 1977 1978. 2979 1980
A Total time lost due to
Strikes (000) 16,706 2,799 13,410 15423 35,804 12,017
Lockouts (000) 5,195 9,947 11,909 12917 8,050 9,907
Strikes & Lockouts (000) - 21,901 12,746 25,320 28,340 3,354 21,925
B. Time lost per Strike B 10,162 2255 4,983 5,584 13,221 4,805
C  Percentage shate in time lost of _ L
Strike % - 2 53 54 82 55
Lockout % 78 47 - 46 18 45
Strikes & Lockouts 100 100 100 100 100 100
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Tsble 1M1 |
Indastrial Disputes During 1974--83 '
._ !
I.t‘_em_ : Public Sector Private Sector Total !
‘No. of disputes resulting in work stoppages CL130 (27.73%) 18,581 (72.27%) 25,71
No. of workers involved (in lakhs) 81.5 (45%) 99.06 {55%) 180.06,
No. of mandays (in lakhs) 64.76 (17.9%) 297.96 (820%) 362.72
|
L
Table IV(s)
Percentzge Distributien of Indostrial Dispul_es 1971-81 |
By Canses :
Causes 1971 I972 4973 1974 1975 I976 1977 978 1979 1 1980 [981
. |
Wages & _ ' : i
. Aliowances M3 318 34.1 - 361 320 234 312 28.7 lle | 285 38.1
Ronus 1.1 84 10.3 - 6.2 8.0 13.3 15.2 %9 38 II 7.3 8.0
Personmnel and _ o . !
Retrenchment 23.0 242 4.2 26.5 29.8 29. 3.0 24.2 2.7, 244 212
Leave and Hours . o _ '
of work 1.4 1.4 1.5~ 1.6 23 9 2.2 20 24 22 1.7
Indiscipline and _ !

" Violence 36 51 37 6.2 9.9 3.8 10.7 21 '+ 88 9.4
Others ‘236 29.4 241 234 20.1 19.6 245 26.1 | 236 il
_ | |

Relates only to those cases for which relevant informa @ as available. :
Sonrce: Indian Labour Year Book, 1984_ (Labour Bureau, W :
|
|
i
Table IV(h) _ !
Percentage Distribeton of Indusirial Disputes 1971-81 | |
" Resulis : ! |
Resufts 1971 1972 1973 1974 1975 1976 1977 1978. 979 I 930: - 1981 - 1982 ‘
= tas - — . - .
Successful 26.4 2.8 16.6 3.5 23.7 205 29.7 334 28.1 1L 85 4.5
Partially _ ) !
Successfisl 234 23.9 20.8 211 261 278216 23.9 237 3.7 267 23.2
Unsuccessful 344 3.9 331 385 40.8 44.1 330 378 44.3 4.6 40.5 47.6
Indefinite 15.8 144 95 89 9.4 83 9.7 4.5 39 4% 4.3 17
- . | .
g:lasle:io’ of 2,51_2 2,830 2870 2433 1,642 L1788 2,3'5.2 2,481 2,260 2093 1,709 . 1,684

N.B. Results are based on the extent to which workers’ demands are met. Thus ‘Unsuccessfiul® means that workers’ demands

were not accepled. ‘Indefinite’ means that ao final decision was reached at the time of resumption of work,

*Relates to those cases. only for which relevant information was available, '
Source: Indian Labour Year Book, 1984 (Labour Burcau, Sinla).
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. Table I¥{(c)
Percentage Distribution of Industrisi Dikpates. 197181

1,373

By Duratdon
- Duration 1971 1972 1973 - 1974 1975 1'9_76 1977 1978 1979 1950 . {981 1982
A day or less 254 26.2 - 247 218 224 296 249 48 M4 256 23.0 231
More than a day B :
and upts 5 days 35.1 24.2 251 29 230 30.2 25.1 ‘238 25.3 B0 293 23.2
More than 5 days .
.and upto 10 days 148 16.6 12,2 13.5 13.8 - 139 14.5 13.5 134 13.5 13.0 114
Mdrce than 10 days . ) T
pnd apio 20-days 153 14.5 13.4 i34 11.0 85 12.4 i2.5 i2.4 134 120 11.9
More than 20 days _ . _
and upto 30 days 58 67 135 81 6.2 5.8 7.5 6.7 6.2 6.1 3.7 6.1
More than 30 days  13.6 11.8 16.7 203 234 120, 130 18.6 17.8 151 220 43
Toal No. o 2670 3056 3116 2721 LE63 2908 2947 2783 2413 2281 2186

*Relates only to those cases for which relevant information was available.

Source : Indian i.,ai:gour Year Book, 1984 (Labour Buceau, Simia)

O
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Unios sl Mawl h Table ¥ !
' ' Percentsge Share of States/Union Tewmitories in !
Total Time Loss (397983 .

o 1000 Mandays
S State/Union
1979 1980 1981 1982 1983
No.  Territory .
1 Andhra Pradesh 151 152 1195 27 246
2 Astam : 0.70 0.3 0.16 n 0.02
3 Bihar 3.90 466 414 1.90 204
4 Guijarat 1.24 477 1.80 1.2 1.43
5  Haryana 1.96 1.65 1.2 0.:23 147
] Himachal Pradesh 003 0.09 0.10 V-
7 Jammu & Kashmir - 6.30 0.03 305 +
8§  Kamstaks 216 447 12.38 0.54 0.77
9 Kerla . 360 70 6.11 3115 297
16 Madhye Pradesh 2.74 379 3. 0,42 1.78
i Maharashtra 6.79 16.03 11.17 60:68 4256
12 Manipur . - - 0.16 0oz 0.01
13 Meghalaya - - 06.01 .01 -
14 Nagaland ¢ . - - . [ -
15" Orissa 1.18 .95 0!.25 .13
6 Punjab 0. 135 0:22 358 0.26
17 Rajasthan %29 2.49 226 (.l'56 103
18 Sikkim 0.61 0.01 : - .
19 Temil Nadu 19.17 16.92 1136 2.8 400 -
2 Tripura 0.01 - 0.14 o .
20 Uttar Pra 292 3% 4,03 .87 L17
22 West Bengal 4120 28.45 26.35 2162 1763
13 Andsaman & Nicobar C
Islands C e 0.11 - : - -
24 Arunacha} Pradesh - 0.0% 0.0 'y +
%5 Chandigarh 0.04 0.0t 0.01 I +
26 Dadma & N.agar Haveli - - - A .
27 Delhi 557 038 0.20 '0.23 0.72
28 Goa 0.36 0.45 0.85 1910 0.15
29 Lakshadweep - - - - Lo -
30 Mizoram - - - .- .
31 Posdicherry 1.0) 0.38 0.45 10,18 .
\ | |
Total 43,854 21,925 36,585 3}3,440 37,146
|
+ == Léss than 0.005 k5 '
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Table Vl

Time loss due fo lock-out in the three major stﬁke;pmne
Siates in lndia during 197982

(In fakh Mandays}

Py

Mandays )

fost due to 1979 198¢ 1981 1982

Al India

-Sirikes 356.0 (82) 120.2 (55) 212.1 (58) 521.1 (M)

Lack-cuts 20.5 (18) 99.1 (45) 153.7 (42) 2250 (3

Total 4385 AR 365.8 746.1

Wesi Bengal

Strikes 149.8 (83) 18.1 (29) 113 (12) 5303

Lock-outs 36917 44.3 (71) 85.0 {88} 156.0 (97}

Total 180.6 £2.4 96.4 161.3

Mehsrashira ’

Sirikes 17.5 (5% 16.5 (48) 2908 Q) 440.1 (9%

Lock-outs 123 (41} 18.3 (52 11.9 (29 1213

Total 98 351 452.8

Tamil Nadu : ?\

Strikes 78.0 (93) 27, 30.0°(72) 155007

Lock-outs 6.0 (T} 9.2 11.6 (28) 4.5 (23)

Total 84.01 @.1 416 2.0
Table VEX

Time loss due fo tock-vats which were preceded or
succeeded by Strilkes (1979—82)

In 060 Mandays

C go79 1980 1981 1982

All India/State

All India 2,075 (26) 1,392 (14) 1216 ®) 2,274 (10)
Bikar 151 (20) 353 (5T) 28 (12) 364 (40)
Gujatat 32(25) 178 (51) 162 (51) 399 (32)
Maharashtra 961 (78) 233 (13) 363 (30) 595 (47)
Tamil Nadu 168 {28) 124 (13) 73 (6) 345 (76)
Uttar Pradesh 2 (3) 0@ 120 (18) 21 (88)
West Bengal

216 (7) 298 (7) - -~

i Conflict R

m
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22.3 INDUSTRIAL RELATIONS MACHINERY |

When the employer and the unions canmot bilaterally come to an agreemient, the
Industrial Disputes Act, 1947 provides for conflict resolution threugh conciliation,
arbitration and adjudication. The act prescribed time limits for issuing stnke or
lackout notice and for completing conciliation process, But often we notice wildcat
strikes without any prior notice and seldom has 2 conciliation process been
compieted within 14 days. The recent amendments to the Industrial Disputes Act
make declaration of lockout, closure orllay-off very difficult. o

The conciliator’s role is often compared with that of a marriage-broker. (He can only
convey and persuade but not decide. Botih the employers and unions have generally
voiced the feeling that the existing machinery is inadequate and under-equipped
whether it is with regard to the gualifications, training and expetience of
conciliation officers or theirworkload and physical facilities to carry out the task
assigned to them. A senior police officer recently remarked that “the conciliation -
offizers who are train€d to resolve dispates have raised their hand often with a sense
of despair and hel'plcssncbs while the police who are ot trained for the job have:
often been. called in to resoive conflict which they did with distinction njot
mfn,quently” The 1ndependenc., of the concilistion cfficers has also becn
quesiioned on occasions.

That conciliation often ends up as a failure is common knowledge. If concitiation
brings an agreement between the contending parties and is signed in the presence of
the conciliation officer by the concerned paggies, the contents of the agreement

b ciliation fails, the mattér can be
referred to-arbitration if both parties agr ide by the decision of an impartial -
third party. It is unusual for parti cannot compromise thiough conciliation {¢
agree to arbitration. ' | '

The usual course open to thggonciliitor is then to submit a failure 'rcp;ort to the
government. The governme , at its discretion, refer a dispute tojadjudication.
‘The adjudicator’s vergigh is b dmg on both the parties. The Industrial Disputes Act
provides for adjudi »@ irough labour couris (in case of personnel disputes over
matter such as dismiNgl and disciplipary action involving individueal workeys), '
labour tribu for matters such as wages, bonus, rationalisation, ete. ) and national
tribumals (if ute has a wider swmﬁcance or if it concerns e.;tabusfum:nts in
more than one Ngte). The significant point o note here is that it'is not open for-
sither or both the parties to bring a dispute before a labour court.or 1hundl The
matter is left entircly to the discretion of the government. The goversimeat need not
 give Teasons for referring or not referring a dispute for adjudication. And, even the
Supreme Courl has no jurisdiction over this matter. At best it can pefsuade the
government, but not compel it to refer the matter for adjudication, This is indeed a

- bone of contention and concern is expressed about the arbitrary pature of this

provision in the Industrial Disputes Act which gives considerable leverage to
manipulate with the power politics of unions and union-management relations at a
workplace. o

Table VII furnishes data about the industsial disputes r.ferred to +he Industrial
Relations Machinery (both Centrat and State spheres’  failure reports recelved,
disputes referred for adjudication, arbitration and awards in faveur or against the
workers during the period 1971-82% It must be noted that the data isiincomplete in
the sensc that in no year did all the States and Union Territories semj ail the
information. In some years, as many as 12 States and Union T emtones did not
furnish information to the Union Ministry of Labour, as can be seenifrom the
latter’s annual reports for the years covered here. The magnitude of the number of
cases referred and deait at different levels must have been much higher than those
indicated in the Table. For instance, it is inconceivable that the number of digputes
taken for conciliation should come down from 47,788 in 1980 to 17,133 in 1981,
Even 5o it is presumed that the grossly depressed statistics nevertheless indicate
certain trends in the relative picture as to perceniages of cases failed at conciliation
and the share of disputes referred for adjudication and arbiiration,

The number of disputes taken for conciliation varied between 17,133 (in 1981) to

. 67,456 (in 1979) during 1979-82. In view of the limitations cxplamed in the previous
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paragraphs, perhaps the relative figures present a better picture than the absolute
ones.

During the period 1971-82, 28 to 36 per cenl of the dlsputes reférred for conciliation
failed. The overall trend reveals a marginal increase in the incidence of failure in
tecent years. About 60 to 90 per cent of the cases were referred to adjudication,
during the period. Barely one per cent of the cases were referred for arbitration
throughout the period. The existing machinery for the investigation and settlement
of industrial disputes, as provided under the Industrial Disputes Act, 1947, is
inadequate and needs to be strengthened as indicaied below:

Table VIII
Industria! Dispuies Referred for Conciliation, Adjudication and Arbitration during 1971—1982

Referred for

Year Taken for Reported 1o . Referred jor
cuncifiation have failed at adjudication arbitration
concifiation

1971 38,450 8,962 (23.3%) 6,016 (68.2%) 280 (3.1%)
1972 29,279 9520 {32.5%) 3,918 (62.1%) 124 (1:3%}
19?3 45,393 11,582 (25.5%) 8,519 (73.5%) 93 {0.8%)
1974 48,123 12,182 {25.34) 7,804 (64.0%) 109 (0.8%0)
1975 46,452 13,488 (29.00%0) 9,025 (66.9%) 152 (1.1%)
1976 54,965 15,829 (28.8%) 9,173 (57.9%) 20 (1.0%)
1977 38,918 12,929 (33.2%9) 8,015 (66.6%) 117 (1.4%)
1978 42,978 14,713 (34.2%) 10,472 (71.29% 7 (0.8%)
1979 6:?,456 20,607 (30.6%) 11,707 (88.5%) €&8(0.6%)
1980 47,7188 - 15,728 (32.9%) 13,923 .(88.5% (0.4%)
1981 17,133 3,959 (34 8% 4,833 {8.1 21 (0.4%)
1982 40,343 - 16,889 (36.4%) 13,054 (77 100 (6. 7%0)

Seurec: Indian Labour Year Book, 1984 (Labour Bureau, Siv

Trained and experienced officers, who have sed to the working problems
of the industry should man the conciliatjgn machgpery. The conciliation machinery
may be made independent of the gov ’s control and influence.

The adjudication machinery provxded und¢f the Industrial Disputes Act be
substitued by setting up Industrial Relation Commissions {IRCs} both ar the Central
and the State level, broadiy on the lines suggested by the National Comemission on
Labour with suitable modifications. The IRCs should also oversee the conciliation
machinery. '

Arbitration machinery provided under Section 10(A) of the Industrial Disputes Act
be increasingly made use of by employers, trade unicns and the workmen. Even
where financial demands are involved, arbitration machinery may be tried on an
experimental basis. The arbitrator or penal of asbitrators so chosen for such .
purposes be mutually acceptable to both the union and the management. The'
Government and the trade unions can jointly prepare a panet of experienced -
arbitrasors at the Nationaland3%e State levels from whom the emplover car choose.

The Government should refrain ifom actively intervening in industrial disputes
except when the disputes resultmg in prolonged work-stoppages have wider impact
on the economy. .

22.4 CONSULTATIVE MACHINERY

Apart from the industrial relations machmery discussed above, the govermment has

taken thie initiative to constitute a consultative machinery. The consultative

machinery now exists at every level, at the level of the undertaking, industry, state

and nation. It aims at bringing the parties together for mutual settlement of

differences in a spiriz of cooperation and goodwill. At the undertaking level, the

machinery is bipartite in character. These include the Works Committees (the 27
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22.5 MAN)

Industrial Disputes Act, 1947 stipulates that Works Committees areto bf:'set up in
units employing 100 or more persons) and Joint Management Councils(gince 1958,

following the thrust laid down in the Industrial Policy Resolution, 1956); at the
industry level there are Wage Boards and Industrial-Committees; at the 'State level
there are Labour Advisory Boards and at the natienal level there are the Indian
‘Labour.Conference and the Standing Labour Commitie¢. The machinery at State
and Central level in advisory in nature and tripartite (representing government,
tabour and management) in composition. Important legislative proposals are
“discussed and recommended by the Indian Labour Conference and Starding Laoour

Committees. The 16th session of the Indian Labour Conference heid in|'1958 '

displayed a great deal of initiative and enthusiasm and evolved a Model Grievance

Procedure, a Code of Discipline and adopted an Industrial Truce Resolution
stressing the need for settling industrial disputes through voluntary arbitration.
Subsequently till 1977 the Conference was not held. The tripartite laboir :
conference has since been revived but needs to be*continued on a regular basis. The
Industrial Amendment Bill of 1982 listed the unfair labour practices as l'fo!lowing:

: |

By Employer . ' _ |

threatening a closure or lockout if  trade union is organised. |

©  Granting a wage increase to workmen at a crucial period of trade union
organisation with a view to undermining the efforts of the trade pnion.

® To establish an employer’s sponsored trade union. ! '

e To encourage or discourage membership in any trade union by discriminating
against any workman. : ' n !

% To discourage or dismiss workmeg by Wy of victimisation due tp the exercise

o : _ |
»  Threatening workmen with dischdrge or dismissal if they join a trl'ade union or

of employer’s rights, or falsely imphigatjiy a workman in a criminal case for
msconduct of a minot or @l nature, etc. | :
. . |
By Workmen or Trade Unio l'
: . . _ I
¢ To force workmen to- members of a trade upion. |

e To prevent a regagnisedunion to bargain collectively in good faith with an

employer. ) S
e To stage, encolage, coerce actions such as wilful go-slow, and tb stage.
demon

ions afthe residence of the employers or management staff members.
. _ | _

GING FOR GOOD INDUSTRIAL |

RELATIONS

' The reactive approaches 6f_the ‘actors’, bath employers and emplbye!es and their

unions in a ‘tit for tat’ spirit would breed zero-sum games even where there was an
opportunity for both the'parties to come out winners, if only they had the wisdom
and foresight to accommodate, compromise and collaborate rather than confront. If
the workimen stay away from work unauthorisedly or resert to go-sldw and
work-to-rule, managers would threaten to keep the workmen out of work by
suspension, dismissal, discharge, or lay-off and retienchment, If the jworkers have
grievances against managément, the latter too has grievances against workers about
their indiscipline and disregard for norms. If workers are accused ofllstrike, )
managers are held to be guilty’ of making the units sick. The buck may not stop, but
this is a game where everyone loses. Is it not time that we review the situation?
Managements get the-unions they deserve, If the personnel function is weak and
does not take care of the genuine needs and expectations of the employees in an

oorganisation, that organisation will have more industrial relations problems. Some

organisations have handled their human resources function so well that the untons

could suryive without having to fight with the management. Efficiency in industrial
relations function was measured not in terms of strikes and digputes'a handled, but in
terms of the contribution made to make conditions for conflict redundant. Here are

ten golden rules for good industrial relations: - _ !

1 "Mana_l_geﬁlent should have hiarmony as a goal. The foregoing an; lysis.of the
* official statistics on-industrial disputes in the manufacturing sector for the period
. 1974-83 réveals that during the 10-year period, on an average, 50 per cent of the



strikes in India were either fully or parually successful frpm the um/on ‘point of

_view. This raises the question as to whether the management. ts'genumely
interested in harmony. We often hear employces and trade union leaders
accusing management of engineering strikes, be they in'the private or the public
sector; to survive recessionary market sitbation or a weak sales position.

Having defined harmony as the goal, managements should take the intiative to.
pursug it vigorously. Harmony in industrial relations may be difficult, but not
impossible. In industry, the relat:onshlp between employee and employer is
contractual. So there are mutual expectations and obligations. Employees’ rights
are employers’ obligations and vice-versa. Hence, conflict may be inherent. It is
the responsibility of the management to take the initiative in all facets of
industrial relations to mitigate conflict. Employees lose freedom when they join
an organisation. The need for freedom would be dormant so long as lhey geta
‘just’ treatment. If they think that they are gwen a ‘raw deal’, real or imaginary
the conflict surfaces; it may even escalate if it is not promptly dealt with. If
employees’ perceptions about ‘raw deal’ or ‘lack of fair play’ are true, .
management must change its ways. If employees’ perceptions are imaginary
management must take the initiative not only to be fair but also appear to be fair
ang seek to change the percephons .

Full acceptance by managemem of its accountability is necessary in industrial

" relations in the same wiy as accountability is accepted for the quality of product

or marketing strategy.

* A distinction, based on the concept of sccountability, between thg functions of
union and fynctions of management is necessary.

Setting up norms and followmg them up with exemplary stand d
transparent honesty is imperative. If organisations are 'ha%g order and to
function in harmony with a sense of purpose and an achjevenient orientation,
there is need for norms that are just and humage and the®*florms will gain
acceptance and respect if they emerge from a con%mon_g the concemed

rather than being imposed from above.

Umform apphcabll.ty of the policy and p , after considering the varying
local conditions in a multi-plan situatjon is ndatory Every organisation and

manager is faced with problems r rom past practices. Operational

~ experiences resulf in' a set of ‘past’ , which when accumulated become
part of the culture of the organisation.¥Ehese unwritten but real policies exist
apart from contracts and policy manuals and owe their origin to the countless
informal decisions and actions taken by management. Hurried or causal
responses to seemingly unimportant situations and employee requests set
precedents that makea dent on the policy. Granting a request to one employee
and denying it to anothcr will lead to chargc of favouritism, nepotlsm, etc.

There is need for bargammg in good faith with the majority union of the
employees on matters coricerning compensation and working conditions and

" institutionalise joint consultation on all other matters affecting the employees.

" Union shopping practices would be costly in the lung-run though it may appear
that there is short term pay-off because weak unions create more problems than
strong ones. The management should neither seek to exploit the weaknesses of
the union movement in the organisation nor submit meekly to the coercive
tactics of the union. Bargaining cutcomes should be viewed in a spirit of
partnership and give-and-take than in an adversanal win-lose mood. As for the
need to institutionalise joint ‘consultation, we may recall what Field Marshall
Montgomery said: “Even.a man rcglmented in every sense of the term would
carry out his duties with more vigour and better spirit if treated as someone who
really matteréd and who understood the overall nnportance of the project in
which he was involved”.

Maintain direct two-way ﬂow of communication between managemem and
_employees. The relatioship between employees and organisation is primary and
_ that of employees-and the union in wheih they may become members at a later

stage is secondary. Jf employees are alienated from the organisation and begin to -

demonstrate their allegiance to the union, the management should share the:
blame. The secondary relationshlps become important and valued when the

indstria) Conltict Resolution
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primary relationships tuen sour. In such an event, whether real or imaginary,
managemeat should show concern, not apathy. .

One of the main reasons for the alienation is the breakdown in commumcaﬂons
Managements should establish rapport with the rank and file ra!hcr than merely
with the union 1Ladc*sh1p

9 There is need to maintain a systematic data base on atl aspects conlceming
human resource management 10 ensure objectivity and transparency in
managcna[ actions that help bridge the gap between employees and ~
management in terms of credibility and confidence through better '
communication of information and promotion on knowledge about the
organisation. .

10 Respect for and acceptance of the industrial relations function in ¢ "Im enterpnse
depends on the quality and competence of the iridustrial relations iprofessionals
and their involvement in strategic planning with commensurate responsibility;
authority and accountability. If there is lack of respect it may be due to lack of
expertise. If there is lack of acceptance, it may be because they assume the
union te be their adversary and adopt one-upmanship. If there is lack of
involvement in sifategic planning it may be because they have falled to convince
the top management about their intrinsic worth in'a proactwe rolg. If the union
appears to be doing its job better than managers in managirg in an organisation,
one may conclude that union leaders’ commitment to the cause of the u.gon is
greater than managers’ commitment to the cause of management;

N

22.6 SUMMARY N ’

We have observed that conflict ¥ EMic E
manifestations of conflictpgirike 18 The most dramatic expression. THere are five
schools of thought that se xplain the rationale for strikes: the ¢conomic
advantage school; thejob skcurity school: the class warfare {Marxist) school; the
political schoo]; e human relations school, We have analysed the trends in the

tions in the incidence of industsrial disputes has als;o been studied.
We have examiffed the machinery for resolving disputes undet the Industrial
Disputes Act as also the consultative machinary available for dealing with conflict.
We have noted what constitute unfair labour pracnces and what consutute good

industrial relations pracnces ' : : i

72.7 SELF-ASSESSMENT TEST |

1 Visit two organisations in your nelghbourhood one where umon management
relations are believed to be cordial and one where the relations are strained. Ask
a few managers and union leaders about the factors contributing to relative
harmony in industrial relations and how it became possible to accomplish it.
Visit the other organisation to know whether the factors you noted in the first
organisation are missing. Analyse the difference between the o and examine
the role piayed by management and union in both the orgamsahons

Stuidy the statistics relating to industrial disputes in your orgamsallon for (hc last
LQ years. See whether you find a shift in the causes and manifestation of conflict.

Share the didta with your peers and a few union and management representatives
and discuss whether and what changes occurred during the perjod to warrant the
changes in causes dnd manifestation of conflict in the organisation.

3 Refer to two incidents in your organisation: one where a-trivial incident
culminated in a major dispute and the other where a major dlsputc was averted
duc to prompl and appropriate intervention. Reconstruct the events ina
sequence and analyse the factors that led to the dlspute and the factors whlch
hLlpCd avert the dlspute : '




4 Discuss the major causes of mdustrml disputes in india and explain the
machinery available for resolvmg them under the Industnal Disputes Act.

5 Outline the pnmnples for good industrial relations,
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"UNIT 23 INDUSTRIAL DEMOCRACY
AND WORKERS’ PARTICIPATION

Objectives
-Over the last several years, a combination of powerfu] social, cultural, political,
economllp and industrial pressures have created a world-wide demand for greater
participation-and democratisation. Workers’ participation in management is only
one of the manifestations. of this global trend. Contemporary interest in promoting
workers’ participation is in a large measure due to (a) democratic or socialistic
ideology, (b} desire to increase union power, and {c) belief that participation

enhances productive effi cwncy, fosters industrial barrnony and enriches human
personality..

The ob}ectwes of this umt are to: :

o understand what industrial democracy is, what its purpose is, what advantages
can be derived if it works well and what COﬂdlthIlS are neoessary for its successful
implementation, :

@ sec how and to what extent industrial democracy can be achieved through
worker’s participation in indusity,

@ know what steps have been taken in some countries, particularly in India, to.
obtain workers’ participation in industry and with what degree of success, and

o reallse what needs to be done to make workers’ part1e1pat10n sucggssful.

Structure ; o : o
23.1 Industrial Democracy _ -

.23.2 Workers’ Participation '

23.3 Workers’ Participation in India

234 Summary ?\ .

23.5 - Self-assessment Test :
23,6 Further Readings Q~ N
23.1 INDUSTRIAL DEM CY

Democracy is ‘Government of the people, by the people and for the people’.
Industrial democracy shoulid likewise, mean management of a unit by the people,
and for the people. ‘People’ here would mean all those concerned with a unit — the
owners, the managers, the workers, the customers, the suppliers, the State and the
‘saciety as a whole. They are all important as they have a stake in the proper
functioning of the unit.. '

Unfortunately, however, political thinkers, social scientists, administrators,

businessmen-—all have so far thought only of the workers and not others in their ' |
concern for industrial democracy. The state gets its say as a regulator of business.

The customer, the suppliers and the society are left out. Some awareness towards

society in developing through reahsanon of social responsibility of businéss.

Real mdustrlal democracy will come about when major policy decmons in an

industrial unit are taken by a body comprising representative of all parties

concerned, sach having an equal-voice in an environment that enables free and
* frank expression of power..

- Here we will discuss the concept of industrial democracy in the context of workers”
participation in management

Purpose of Industrial Democracy

The purpose of industrial dem(}cracy is to give the workers agense of belongingness
10 the orgam#anon and a sense of commitment to various decisions taken. In its
absence thex will consider themseives to be just employees, havmg no commitment

to the objectives or the pollmes plans and programmes of the organisation and no 285
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respousibilities for,anything that goes wrong in relation t¢ them in the qrgamsatlon
This will, in the uﬂlmate analysis, hinder the effective working of the organisation

and its growth.. . : . |

Gromng Importance. | ' !

The thinking that workers should participate in the manages.ent of entn;rprlscs
which employ them is not a new one. But recently industrial democracy has become
a topic of great interest. This is because of the following factors: |
I
1 The results of the various experiments initiated by several oountnes like
‘England, Sweden, Germany, Yugoslavia, USA, etc. for increasing prodmchon
during the Second World War and the immediate post-war period with the
cooperation of workets through the formation of Productivity Courteils, the
Works Councils, Joint Consultation Commitiees, Workers’ Counm!s eic; are
now beginning to mature. .

2 In England and the Scandinavian nations, where negotiation rather than
legistation has beex the traditional method of solving industria’ problems, the
economic and social climate is now such that industrial democracy can be
discussed responsibly by the parties concerned. !

“There is growing awareness that increased productivity and a higher standlard of
living depend largely on the willingness of the workers to cooperate in the drive
for gréater efficiency. |

4 ~'What increased complexities arising out of technological changes and economic

‘progress, efficient administration and skilfutmanagement are incréasingly
regarded as a prerequisite for welfare §f an enterprise and this, an:long other
things, requires that management tgke eMpioyees with them in their efforts. .

ROoCT Aty |

7%

Prerequisites for Industrial 3
Three conditions are necessary igr sugtessful functicning of democracy:

{ Every citizen should eated as an equal human being, l‘«ic&b(}(‘l)H should be
treated as inferior beca nationality, caste, rehglcn sex, cthric grovp or
financial conditigm, Mer§ lip sympathy to equallty Is not ennugh !

2 Every citizen 8 d

make an autonoMEus contribution to the life of the community. If freedors is

restrict he need to earn a living or by censorship or by olhe]r mezns, Ao
formal ent for representation can create an effective democracy.

The leaderSfip should be removable by and responsible to those who are led.

Leadership shouid not be perranently conirolled by some pohnca] party or loyal

to a narrow social stratum. X

Lk

- I
Unfortunately, however, there would hardly be any country where these conditions
previil to the full extent. A hundred per cent success of democracy, thercfore, is
just an ideal towards which society should move. The nearer it approaches it the
better it would be. These conditions are equally applicable to industtial democracy
as well. TFor operationalising industrial democracy some additional cave is 1o be
taken. First, since workers parhmpate in the process of decision- makmg irainly
through their representatives, i.e. trade union leaders, a unified, mdt:pendenﬁ and
strong trade union movement is necussary. Secondly, management rust accept
unionism and work with it. Thirdly, public policy should facilitate aﬂd encourage
voluntary collective bargaining.

The ideal kind of industrial dermocratisation would mean enswing ilidi workers are
in a position to influence, (from below) the decisions taken at the top. Sioce the
traditional process of management works from top to botiom there is need to
integraie both these systems withont jeopardising the objectives of the business. It
is, no doubt, difficult to reach the ideal but some efforts can be made in this
direction and several forms have been a tried with some degree of siiceess in some
countries, €.g., jo;ni consultation in the UK, co-determination in West Germany,
self-management in Yugoslavia and works commitiee, joint managcmev? counuia,
shop councils and plant councils in india. _ .

Possible Gains of Industrial Demorracy '
The possible gains fram effective functioning of industrizl democraky include:
1 With greater share of workers in making decisions ikat affect their work. there



would be less likelihood of their taking actions that lead to interruption work.
‘This will lead to industrial peace. L

2 With peaceful resolution of industrial conflicts, there would be reduction in loss
of production. - S -

3 Democratisation may lead to human happiness in the industrial community. This

- will possibly lead to a decline in voluntary absenteeism, sickness, accidents,
labour turnover and other symptoms of maladjustment. '

23.2 WORKERS’ PARTICIPATION

If perfect democracy is just an ideal, which can be attempted and approached as
proximately and humanely as possible, it is more so in industrial democracy, where
‘supérior-subordinate relationship are more prominent between the employer and
employees, managers and workers and between one level of hierarchy of
organisation and the other. Some efforts have been made in this direction in various
countries. These are various forms of what we call “workers’ participation™ -

Workers® participation is not the same thing as industrial democracy. Industrial
‘democracy is ar: ideal and an ultimate goal that should be approached for the
benefit of the employees, the industry and the sociéty as a whole, whereas workers’
participation is a process through which efforts are being made to approach that

goal.

Workers’ participation is, thus, an essential step in the direction of igdustrial

productive effciency, fosters industial harmeny, enriches human
renders workers’ participation a vehicle of industrial democrg
participation today is no longer a question of “‘whether” bl

Definition and Characteristic features _
The term ‘workers participation’ means different lhi%iﬁf@'rcm people,

depending upon their objectives and expectat

For management it is joint consultation prior M{decision making; for workers it is
go-decision or co-determination; for tip@unionYeaders it is the harbinger of a new
srder of social relationship and a new%owcr equation within organisations;
for administrators it implies the associatigfof labour with management but without
final authority or respousibility in the decision-making process.

In view of these different views it is difficult to define ‘workers’ participation’; it can
only be described as a system of communication and consultation, either formal or
informal, by which the employees of an organisation are kept informed about the
affairs of the undertaking and through which they express their opinien and
contribute to management decisions.

The following are the characteristics of workers’ participation: _
{ Participation implies practices which increase thie scope for employees’ share of
- influence in decision-making at different tiers of the orpanisational hierarchy
~ with concomitant assumption of responsibility. '
2 Participation has to be at different levels of management: Decision-making at
different levels would assume different patterns in regard to policy formulation
- and execution. :
Participation presupposes willing acceptance of responsibilities by workors.
Participation is conducted through the miechanism of the forum and practices
which provide for association of workers’ representatives. _
5 The broad goal of participation is to change fundamentally the organisational
aspect of production and transfer the management function entirely to the
workers so that management becomes ‘Autc-management’.

FE R

Connetations and Practices in Different Countries

Workers’ participation is known by various other names also. These are
‘Labour-Management Co-operation’, ‘Co-determination,’ “Joint Consul_iat;on‘,
“Joint Decisionmaking’, ‘Worket Control’ and ‘-Wo_rke_rs_—Participation in Industry’:

Endustrial Dewscracy
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|
These are often used interchangeably. They represent different forms ¢f
participation, which differ-on!_y in degree, not In natiure. |
|

In Great Britain and Sweden, participation is in the form of Joint Congultation

- through Joint Consultative Committees. These committzes have only an advisory

power. In France, it has taken the shape of Works Committees. In West Germany’
participation is in the form of Co-determination and Au to-management through
Workers Councils and Co-determifiation Committees. In Belgium, participation in
inanagement is through Joint Work Councils. In Yugoslavia, where enterprises are
owned by society as a whole, the units are run by the Icmp[o’yees-them'selvcs under a
scheme known as ‘self-management’ which operates with the help of an elected
Workers' Council and a Management Board. In USA participation is|known_ as
Union-management Co-operation, which operates through Collective Bargaining
agreeiments. In India, we call it Labour Management Co-operation and Workers™ -
Participation in Management and it is songhi to be brought about through the
agencies of Works Committees, Joirit Management Councils, Shop dounci.ls, Unit

Councils and Joint Councils. . . |
) . [

Objectives of Workers” Participation |

The underlying common cbjectives of workers' participation in management in any:

country are to: - _ ' I

@ establish a good communication system |

e promote mutual understanding between management and workers

® create a sense of belongingness among workers I :

 ‘prevent alienation and exploitation angd to create a proper climate for cordial and
harmonious employer-employee relati _ [

@ handle resistance to change. (If thé\geed Jor change is jointly felt'by all partners
_of production its acceptance willbe eady’ -

In addition to the realisation o @a jectives mentioned above, effective

paiticipation by workers will al§g reghlt.in: 1

# asense of involveme ong workers in organisational purpose|and activities
® asense of inducement iribute their best with a sense of commongess
® asense of commispent # decisions to which they-were a party. |

Levels of Partidifiation ' |

ssible at all levels of management. The areas and degree would
aplly at different levels of management. At one extreme, where
decision maki¥g is reserved for authorities, participation will be the minimum; af
the other, where exercise of this authority is small, participation will be maximuim.
In between these two extremes, the nature and extent of participation will vary.
depending upon a variety of factors including e problems, the at%itudes and past
experiénce of management and the develagment of human relations in general and
labour-managemeént relations in partiular. ' e

. . I
The levels of participation may range as discussed below from mere information
sharing to decisive participation: I

Information Participation: Refers to information $haring on such ifems as may _bé
agreed to, like balance sheet, production, economic condition of'the plants, élc.
Here, the workers has no right of close scrutiny of the informatio provided.

Consulative Participation: is one under which the workers are co: sulted in'such
matters as welfare programme and methods of work and safety. Management may
or may not accept the suggestions. Here the members get an cpportunity to express
their views, - '

| oo
Associative Participation: Here the role of the conncil is not just advisory. The
management is under a moral obligation to accept and implemen‘k the unanimous

decision of the Council. |

Adminstrative Paiticipation: Here a decision, already taken, 'cornles to ihe Council

for impiementation with alternatives to select from. Matters covered here are

welfare measures and safety operation of vocational training arlclI apprenticeship

schemes, preparation of schedules of working hours, breaks and lholidays, payment’

of rewards for valuable suggestions received and any other matter as may be agreed
' S : |

+3 by the members.: |




Decisive Participation: Here decisions are jointly taken on matters relating to \ndusirial Demsecracy
production, welfare, etc. Workers” participation it mangement can deal'with and 4nd Workers' Purticipation
exercise supervisary, advisory and administrative functions on matters CORCErning.

safety, welfare, etc. though the ultimate responsibility is vested in management.

Induividual grievances are excluded from its scope.

Forms of Participation
Now we shall brefly consider the well-known participatory forums:

Collective Bargaining is done periodically or on a continuing basis between
“management and workers’ representative, on issue ovei which the intcrests or
workers and management are competitive, such as wage rates, bonus rates working
“hours and number of hotidays. The agreements artived at are normally binding on -
the parties. In actual practice, each party tries to outbid the other and get maximum

advantage by using necessary threats and counter-threats, like strikes, lock-outs and
other direct actions. _ :

Works Councils: These are e usive bodies of employees, assigned with differeni
functions in the management of an enterprise. In some countries their Tole is limited
only to receiving information about the enterprise.

Joint Management Councils and Committees: These bafties are mainly consultative
-and advisory. As these are consultative and advisory, neither the management nor
the workers take them seriously. :

Board Representation: The role of workers’ representative on the boalg of directors
is essentially one of negotiating the workers® interests with the other meMbers of the
Board. The effectiveness of the workers’ represeatative at the Boar nds upon
his ability to participate in decisien-making, his knowledge of ompany affairs,
his educational background, his level of understanding and thc number of
workers’ representatives on the Board. ' '

Workers’ Cwnership in Eaterprise: This means compl rol of management by
workers though-an elected Board and Workergp@ounch, This system prevails in
Yugoslavia. In this system two different sets perform two distinct
managerial and operative functions. Though ers have the option of
iunfluencing all decisions taken at the t el yet, in actual practice, the Poard
and the top management team assume independent role in taking major
poticy decisions for the enterprises, specialyfon economic matters.

Activity A

Are you aware of the existence of any scheme of workers’ participation in your
organisation? Yes [ 1No [ '

If no, please find out with the help of your Personne! Departmant and write below,
a) Why it is so?
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Whether some thousht is being given to have it and, if yes, what t‘orm and level
of paruclpatmn is being congidered? _
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¢) ‘What advantages are envisaged? !
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If yes, please find out and write below |
a) What form and level of participatiogis «? S !
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¢) With what degree of success has it worked? !

Very High- [ | High D Average [:] Low E] Very Lo;w 7] Nil D

d) What purpose has it served so far?
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¢) What improvements are being considered for implemsntation? |
|
........... ................................‘........‘.............,.k.t..........,.. .
o
T T TEEERE T L E N R v e L R R LR L R A
|
...... .-.---.c.u---.----i- e ..---.---o.n.-.o-qu.--.-----.---o.-ﬂo.--..a—.o.-ﬁ.c;-m-
|.
L3 PR R . RN oo-o.--'-.ou ------- I TELEEREE S ) - e --co---aln‘uT._.o..llllult.|lv-oo
. : ) I i
wravesinees P
_ N : :

--.)a!.o.n--..I-.-o'--nl"alu-toqv-.l--lon.[1--.




23.3 WORKFRS’ PARTILIPATI()N IN IVDIA

Let ns now review variuus_;schembs of workers’ parti'{‘.ipali‘(m ifi'India, This can be
studied stage-wise, Viz. betore Independence, and after Independence: Works
Committees, Joint Management Councils, Worker Direclors in Public Sectot
(1970}, Schemes of 1975 and 1977, and the New Scheme of 1983, '

Before Independence _
ft was m 1920 that Mahatma Gandhi suggested participation of workers in
management oh the ground that workers contributed lzbour and brains while
shareholders contributed money 1o the enterprise and that both should, therefore,
share in its prosperity. He said that there should be a perfect rcidtl{)nahlp of
friendship and co- opcratmn among them,

The influence of the Maha;ma bore fruits. Joint Consutiation model was adopted in

the cotton textile industry. Some Works Committees were also set up in the printing

presses of the Government, the Tata Iron and Steel Company, and in the Railways.
The element of participation was also evident in the permanent Arbitration Board
at Ahmédabad where representatives of the Mill-Owners® Association and the
Textilé}L’ab(\ur Association settled many disputes through voluntary acbitration.

The Royal Comrmission on. Labour (i9”9—31) recommended the formatien of Works
Comnmittees, which could play a useful role in the Indian industrial system. It also
sugpested the establishment of a joint machinery to deal with the more general
questions, and to act as an advisory appeliate body in respect of dispuges which were
confined to a single establishment. The recommendations of the ggmmWgion bore
fruits with the provision ofiformal statutory machinery under the ba¥ Industrial
Relations Act, 1946 and the Industrial Disputes Act, 1947 Ombay Industrial
15 Li8

Relation Act, which applies to the textile industry in Maha and Gujarat,
prov:des for setting up of joint committees only in units wh € 4 Tepresentative

union. Under the Industrial Disputes Act {1947) an rial establishment where
100 or more workmen are employed or have been empJ#yed on any day in the -
preceding twelve months, reqmrcd to constit work$ committee in the

prescribed manner. ;
i

After Independencé

The first step taken in free India in the ien of workers’ participation was the
expression in the Industria} Policy Resolution (1948) of an intention to associate
labour in all matters concerning industrial production. The first Five Year Plan
: called for the constitution of Joint Committees for consultation at all levels and
reiterated the Government’s faith in Works Committee. The Government of India’s
‘Industrial Folicy of 1936 also emphasised the need for workers® participation in
management. The usefulness of the institution of Works Committee as a chanrel for
joint consultation and for promotion of harmonious relations was stressed in the
successive Five Year Plans,

A Study Group on Workers' Participation in Management consisting of
"representatives of the Government, employers and workers was set up in 1956
which among other things, emphasised reorientation of attitudes, strong and
self-canfident trade unions, and good industrial relations for the success of any
scheme of participation. It also emphasised that no compulsion should be used in
constituting the Councils, and only enabling legistation be favoured. It also made
recomrmendations regardmg functions and conf-tltutlon of Joint Management
Councils. | '

These recommendations weére accepted by the 15th Indian Labour Conference in
July 1957. It appointed a 12-member sub-comrmittee to consider further details of
the scheme. The sub-committee made recommendations about the details and these
were discussed in a seminar on Labour-Management Cooperation held in 1958.

The seminar took important decisions about the size of the councils, office-bearers -
and terms of office, etc. It drew up a draft Model Argeement between management
and labour for establishing Joint Management Councils which would have three sets
of functions to fulfil its function: as an advisory body to receive information on
certain matters and to fulfil administrative responsibilities.

Induistrial Democracy
and Wofkers' Farticipatinn
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1 1975, the Government adopte

The Administrative Reforms Comsmission in its report on public sector undertakings

*recommended inclusion of representative of workers on the Board of Directors of
“public sector enterprises. The Government accepted it and decided that sich

repeesentation will apply only i the case of industrial units and not in the case of
financial and commercial undertakings. This has also been done in a few public
undertakings on a tnal bas:s under the Management ard Miscellaneous Scheme of
1970, .

The MNationalised Banks (Managemenl and Miscellancous Provisions) Schemc,
1970, framed under the Banking Companies (Acquisition and Transfer of
Undertakings) Act, 1970, provides for the appointment of one director from ameng
employees (who are workmen} and another from among officers in each of the
rationalised banks’ Board. The scheme has been working singe 1970 though there -
vere some difficuities in resolving the issue of feprescmative union which should be
given the right of nominating a worker director on the bank’s Board. In regard tc
officer-director, such problems did not arise since officer-directors are nominated by
the Ministry of Finance through the respective bank mansgements. The officers’
associations in the nationalised banks expect to have the same right as workers’
unjons have in electing or nominating the director from their constituency.
However, the Government has not so far conceded this right to the officers’
associations. y

']l‘hl..s' upto I uly 1573, three forms of workers’ participation had been mtroduoed in
Tadia} They are the Worken Committees, Joint Management Councils and
Worker-Directors on (public sector). boards of directors. In 1975 a new scheme of
shops and plants councils was introduced, ander the 20-Point Ecoromic
Programme, and in 1976 the Constitution amended to incorporate workers’ ;
participation in management as one of e Diflective Principles of State Policy. /|

PHR0-Point Economic Programme, One-of the
important elements of this progd & vas the introduection of 2 scheme for ¢
workers’ participation in industyy Wetfic shop floor and plant levels in manufacturisg
and mining sectors. Enitiall heme was made applicable to those industries
employing 500 workers or mgre in the public or-private sectors includiag

departmentally ru isatfofis: The scheme was made flexible so as to allow
variations to suit i requiremnerts, Based on spme experience gained in the'
hem

working of f October 1975 another scheme for Workers® Participation
in Manage mmercial and service organisations having large scale priblic
dealings and ying at least 100 persons was brought forward in January 1977,

This scheme was made applicable to organisations like hospitals, posts and
telegraph offices, railway stations/booking offices, banks,road transport
undertakings, state electricity boards, public distribution systems, etc.

‘The various issue relating to the nature of the scheme for manufacturing and mining

industries, its structure, representation of the councils, functions, etc. thrown up by
the practical working of scheme were discussed at length at the tripartite Labour - -
Conference held in May 1977 and the consensus was. to appoint a committee to gc
into various issues in detail and to make recommendations to the Government.

Committee on Workers’ Participation in Managemem and Equity

In September, 1977, Government appointed a ‘Committee on Workers®
Participation in Management and Equity’ consisting of eightesn members,

represeating Central Organisations of trade unions and employess, and sonie of the

- States and profeksional institutions of management, under the chairmanship of the

Linion Minisier of Labour. Ir January, 1978, three additional members were

nmorminated to the committee increasing its strengih to twenty-one.

The terms of reference of the ¢ mmities requirec it to consider and recommend an
outline of 2 comprehensive scheme of Workers' Pariicipation at different levels of
management in industrial establiskmént and undertakings. Thc Committee was aiso
to consider, Arsong other matiess, the néed for a statutory schcm" for workers’
participation in managemem the exient to which the concenty ‘ot ‘t'ms'ebsth in
iedustry could be given 2 pracucal shape in the proposed- schf;m.\, iof Workem
Participation, and the extent and manner in which participation nf’véerkus in eqmty
holdings should be encouraged or provided for, etc., and r;ja' :
rs.mmmendat:ons in this regard. The report of the ..a)mmwfe&-fﬁwhrch was subm:ttsd




to Government in March 1979 showed that majority of the members favoured - Incustrial Deocracy
adoption of a three-tier system of participation, viz. at the corporate level and and Workers” Partictpation
shopfloor level. The employers in the private sector however favoured only a '

tiwo-tier system of participation and wanted to exclude the Board level. The

Committee laid down the detailed functions of the various councils at shepfloor, .

plant and corporate levels and recommended that workers’ representative at the

patticipative forums should be selected through secret ballot. 1t rccommendcd

further that an organisation be set up, boih at the Centre and in the States, to

monitor the .mplementanop of the scheme and also review its working. '

‘New Scheme’ on Woricers’ Participation in Management

The recommendation of the 21-Member Committee on Workers’ Participatipn in
Management and Equity were considered by the Government. In the light of the
experience gained the Government formulated and introduced a new
comprehensive scheme on a voluntary basxs for Workars Participation in
Management on 30th December, 1983..

The bread features of the n_ew scheme are as follows:

a) The Scheme would cover all Central Public Secior Undertakings except those
which are given specific exemption by the administrative Ministry or
. Department concerned in consulvation with the Ministry of Labour.
b} All undertakings of the Central Government which are run departmentally
will be excluded from the new scheme, This is because Joint Consultative :
Machinery is expected to exist in all governrnemal undertakin wh:ch contain
. proper mechanism of empioyees’ participation in these undertakifgs. o
¢} The Scheme will be operated at both the shopfloor and plant YeyelsJ There is
- also a provision for introducing it at Board level,

d) . The scheme provides for an equal representation at th loor and plant -

level forums. The representation of the worker e shopfloor and plant
levels would cover different categories of worke as skilled and unskilled,

technical and non-techhical. Managerial noelwould be excluded, but
-supervisors such as Foreman, Chargem ould be covered. Each party
will have a representation of 5 to 10 mem depending con the size of

the workforce. The exact numbeg#oBld be arrived at by the management in
consultation with the trade union @ in the undertaking. The management
will also consult the concerned tradeWhion leaders and evolve a consensus
through the mode of representation of workers at all levels at which' the scheme
would be 1mplemented Another special feature of this Scheme is that it '

envisages adequate representation for women in the participative forums where .
women workers constitute 10 per cent or more of the total workforce.

¢) The functions of the participative forum have been made moré elaborate and -
- comprehensive in the new scheme. At the shopfloor level, the participative ,

forums will Jook into a wide range of functicns such as production facilities,
storage facilities in a shop, materials economy, operational problems, wastage
control, hazards, safety problems, quality improvement, cleanliness, monthly
targets and production!schedules, cost reduction programmes, formulation and
implementaion of work system design, group working and welfare measure§
related particularly to the shop. e

At the plant level, the participative forum will look into the following fu_nclions: L
‘Operational areas ) '

¢ Evolution of productivity schemes taking into account the local conditions.
® Planning, implementation and review of monthly targets and schedules..

® Materials supply and its shortfall. : :

# Storage and inventories.

* House-keeping. ;

¢ Improvements in productmty

* Encouragement to and consideration of suggesnons

& Quality and technological improvements.

® Machine utilisation and development of new products

3
® Operational performance figures. »
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ballot the problem of inter-union rivalry could be avoided but there are other who
consider the secret ballot as unacceptable to the working of the trade unions.

. The third point rélates to the levels to which the scheme of employees’ participat_ion

should apply. At present, the Government have accepted that the scheme should
apply at three levels viz., shopfloor, the plant level, ant] at the level of the Board of
Directors. There is a view held by sone of the leading industrialists that employees’
cipation at the level of Board of Directors is not practicable. According o
Jalan, “There should be a system of graduating from the lower levels such as
workers’ committegs. Once a-worker is on the Board, he is expected to uphold not
enly the workers’ intcrests but also think in a manner that will not unéermine the
management {Hindustah Times, 29 March 1986).

The other important ma"t.ter is the type of issue which could be-dealt with by the

participative forums. The Committee on Workers’ Participation held the view that
the question of work relafed issues and idfterest related issues has 1o be tackled. It is
true that the dividing line between these two is often very thin. The question that is
asked by some is whether matters such as disciplinary action transfers| response to
threatened industrial unrest could be subjects which come within the purview of the
participative forum. C

_ The general view, however, is that these wiil have to be different depéﬂding on the

level of the participative forum. Issues which have a commonality 2mong various
centres such as common production facilities, storage facilities, materials econoiny,
operational problems, hazards, safety quality, work systems, skills development,
etc. should be within the purview of the participative forum at the shop level. At the

2

- planl level the issue could be: : : .
- o operational matters such as productigity s8hemes, production planning, quality

output designing development, cost r on, etc. - _
® economic and financial areas -'5 incentives, budgets, plant performance, etc.

o personal matier like absentedgs ansfers and promoitions, training.
o welfare matters including safetPwiOusing, etc.
# environmental aspects. '

The participative f at the Board level should concern itself with ‘issues relating -

fo technology, ¢ narketing, production and review of the working of the
participative forums%g the plant and shopfloors. Issue concerned with the collective
bargaining @ hinery may have to be exciuded.

o0

Prerequiéite or Effective 'Partici'p'a'tibh

The following are the prerequisites for the success of participative management:

- . & There must be a strong, democratic and representative unicnism for the success

of participative management.

» There should be closely formulated objective for p‘artici'patiéh. Thicse should be _

mutually agreed upon. .

& There should be a feeting of participation at all levels. Too much emphasis on
heirachical structure and close supervision is not conducive to participation. The
working environment must be congenial enpugh to inspire the wor}(er's to give
their best to the enterprise. ) - o

® There should be effective consultations of the workers by the management to
inculcate enthusiasm in them in the formulation of policies that affect them

~ directly. They should have a say in all the issues affecting them. '

® Both the management and the workers must develop a favourable attitude and
outlook, and must have full faith in the soundness of the philosophy underlying
the concept of workers’ participation. . '

= Employers, trade unions and the Government can play a major and meaningful
rgle in organising and conducting training programmes and in devéloping the.

\ h

necessary skill in the representatives of workers and employers.

;’ ‘




Activity B .
s your organisation covered by any scheme of partmtpatloq" Yes O-No [JIf yes,

a)  Which one?

b) When was it formed"’

¢} Have the vanﬂus cnuncﬂs met frequently as provrded'? Yes 0o No (G

d)  What do the workers !hmk of the success of these aounc:ls'?

734 SUMMARY

We have observed that industrial democracy is a logical correlate of political
democracy and that workers’ participation in management is a vehicle for achieving
industrial democracy. Besides ideological considerations, legisiation, trade union
pressures, 2nd modern management concepts and methods have contributed to the
geowth of the concept of participation Participation means many things to many
people and as yet there is no conccpma} clarity. Workers’ participation is no longer a
cuestion of *whether’ but of ‘how Participation can occur at different levels and in
vatious forms. The Governmént of India, like governments in most other countries,
had given thrust to the concafpl of workers® participation and evolved, over the years,
various schemas such as Works Committees, Joint Management Councils, Workers’
Directors and the new schemé of shop and plant level councils, A three-tier
participation is being advocated even as problems persist in implementing various

scherriqs due to the absence of prerequisites, issues in method, tevel, form and scope of

“goverage of issues in the participative forums. There is need to overcome the probiems
- of multiplicity of unions and achieve favourable atiitudes and skills through education
and training to make participation work.

‘Industrial Democracy
and Workers' Participation
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Unions ;nd Manngement

235 SELF-ASSESSMENT TEST

—

What is the rationale for workers’ participation ih management?

2

Review the schemes of workers’ participation in management in India and outline
the preconditions for their success.

¥

Explain the functions of:
a) wotks committees

b) shop level councils
¢) plant level councils

4 Briefly discuss the levels and forms of workers’ participation in mansgement.
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