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pagating the concept and techniques of productivity. Through these media NPC
seeks to carry the message of productivity and to create the appropriate
¢limate for increasing national productivity. This Journal is an effert in the
same direction.
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«] want to lay stress on the fact that higher technigques must
always be aimed at, and that the moment we give up that aim.
we accept a position of inferiority in the world. Not only that,
our freedom itself might be threatened if we use lower techniques
while the world uses higher techniques. Even so, | would say that
in thinking of those higher techniques we shall always have to
remember our social problems. Techniques cannot be imposed from
outside, they have to grow. India is now being industrialised and
will, no doubt, be more and more industriaiised. | welcome it, but
;industrialisation is not just an odd placing of, let us say, a high-
grade factory in the middle of a desert, With the high-grade
factory must grow, within the country, the technical personnel and

1

the machinery it needs. .’

«in the final analysis, our future progress depends upon greater
production, whether it is in agriculture or industry. This involves
not only hard work, but better methods of work and employment,
wherever possible, of higher techniques of production.”

Jawaharlal Nehru



Management Development
and Productivity

N any programme of planned industrial progress, management

development enjoys a pride of place. Without a rational and
carefully designed management development plan, neither produc-
tivity ner industry can expect to make much headway.

In India, where economic development has yet to reach the
tuke off stage, management development has a special importance.
As we go ahead with our five-year plaus and our programmes of in-
creasing productivity, competent managers, more than anything else,
will determine the pace and performance of these challenging plans
and programmes.

Management development is essentially a post-war phenomencen—
at least in the sense of a more or less formalised plan. The upsurge
of interest and activity relating to this programme in India may be
traced in the growth in size of industrial units, the complexity of manu-
facturing process, changing technology and its impact on industry,
new social climate with increasing labour consciousness of its rights
and obligations, forces of competition, obligations to the community
and society, and the increasing need of separation of management
enterprise from ownership. -

With the beginning of the twentieth century, our management
vot mixed up with ownership of capital. The maxim of paying the
pipe and calling the tune governed the rclations between the capital
and the management. This inter-link between the two became some-
what inevitable due to inadequacy of indigenous capital and the
growth of managing agency system in India. The profit-earning
capacity of an undertaking was the principal criterion of assessment
of management efficiency. Management. as a science, could not
develop adequately.

~ Tollowinig the impact of the industrial revolution of the West
coupled with the growing ihsistence of the worker, medern manage-
ment has tended gradually to developing towards scientific manage.



ment. The rate of business mortality in the past, indicative of un-
trained management personnel, also largely contributed to a change
in this outlook. It came to be recognised that every element of society

had, per force, to be geared to function in the most efficient way in
order to produce the maximum nationai inceme. Abrupt failure of
private concerns was no longer overlooked as individual loss or ineffi-
ciency, but treated as a national loss. The traditional pattern of
management linked with ownership and hereditary centrel ¢ f husiness,
passing from father to son, has consequently ccme to be considered as
an zhachronism todayv when the industyial world is changing so fast
and the wave of a second industrial revolution brought about by the

application of productivity techniques in almost zll %pl.eus of man’s
life ig sweeping over the country.

Thix has brought to the fore the iniperative need for well-trained
personnel in various levels of management. Yith the growth of the
size of an undertaking, the task of keeping men tnrrether that is to
build an organisation of men who could he teamed to achieve the
objectives without w aste, has beecome one of the paramount functions
of modern management. The principle has been best illustrated in
the statement made by a top American executive who said : I do
not know the various intricacies of production management, but 1
know the men who manage the show™

This statement highlights the central aspect of management—

the leadership. Bd.‘:l(all}', d(vclgpmcrt is total growth not enly in
intelleet, skill and behaviour, but also in the ability to make explicit
cthically and philesophically the baxis for action. This growth Is
at least as vital to our top execurive echelons as it is for middle and
lower management. We have to realise that crgenisational stiuc-
ture and philosophy can either prohibit, impede, or accelerate such
arowth. depending on the kinds and degrees of control that are exer-
cised.  Executive policy and practice will be copied. censciously and
unconsciously, throughout the organisation, and if this behavicur
is essentially faulty, no number of development programmes for lower
levels of manacrcment can mitigate its influence. Critical judgment
coming from a superior can create feclings of anxiety and hostility
just ‘as a svmpathetic handling of the situation with understan ding
can enersise people into greater action. A critical judgment, no
doubt, brings about limited change. but it may also bring many side
offects that are undesirable as thev are unetpectgdm—mcludmU such
well known manifestations of internal unrest as absenteeism, tardiness.
backbiting, aid, of course, in extreme cases, bitter depaltmen
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An organisation is not a static thing. Tt outlives the entre-
preneur and the men who manage it from time to time, grows in
stature through years and ultimately hecomes a strong edifice which
can withstand the vicissitudes of economic fluctuations. The tech-
nique of Management Audit has, therefore, heen developed with a
view to cnsuring healthy growth of the various organs which consti-
fute an undertaking. Management Audit does not only take into
account the sales turnover every vear, but also examines to what ex-
tent the forecast carlier determined hy the management compares
with the actual performance of the year. The personnel quality is
likewise examined not merely in the light of the happy relationship
that subsists between the emplover and the emplovee, but also the
average age of the employees, the salary strueture and the rate of staff
turnover, which are indicative of the inherent qualities of personnel
management function. In other words, Management Audit reflects
the performance of management in all spheres of industrial activi-
ties as compared to the objectives laid for the year,

This brings us to the real essence of management function,
namely, decision-making. The difference between good and bad
management is-not necessarily determined by the profit it is able o
earn, but the nature and quantum of correct husiness decisions made
by the management. If the decision-making process is perfect, an
undertaking is assured of continuity and steady growth as compared
to haphazard manner of growth of a company where decisions are
made on hunches— a common management feature in some of the
enterprises in India.

The need for management development, therefore, is not limited
to training of a few top management in the (ricks of the trade, but
it is to set up a pattern of management development within an under-
taking for supervisory personnel. so that they ave equipped with the
fundamental principles, concept and philosophy  of management
before they are entrusted with the responsibility of supervising or
taking even small decisions.

Management is indeed a difficult science, and a good manager
must have both experience and training. A good deal depends on the
type of learning experiences that are provided. If growth is, at least
in part, the liberation of the individual's latent capabilities, the manage-
ment must provide means by which this liberation can take place.
Rigid policies, detziled procedures, voluminous reporting svstems,
and sinilar control concepts can be unnecessarily restricting, and
many of them can well be reduced or eliminated without endangering
the profit position of the organisation. Unfortunately, however,
many present day management development programmes are yet
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inappropriate, imadequate and in some cases economically wasteful.
Too often, companies seem ready to get on the bandwagon without
first thinking as to where they want it to take them. Arbitrarily,
they establish some kind of course in assorted subjects deemed uscful
to the budding executive and provide voluminous reading lists of books.
In the context of the speed of industrial development, it is essential
for the manager to be fully and appropriately trained in the techniques
of managing men, material and money so that nation’s economy could
be fully harnessed to produce maximum national income. TUnless we
have trained managers to control the complex industrial machinery,
to coordinate the fluctuating demands of men, materials and money,
the production schedule 1s not expected to go very high.

But above all, we must have the appropriate climate for manage-
ment development. While it has been recognised that development
must be self-development, something must inspire the process. Deve-
lopment has to be stimulated by providing the catalysts that are con-
ducive to industrial growth. Men do not grow, nor do theyv feel in-
clined to grow, while under surveillance. The climate of growth
must, of necessity, be a permissive climate, in the sense that men are
comparatively free to experiment without being too rigidly circum-
scribed by rules, regulations, policy and procedure. It is a climate
in which a certain number of mistakes are not onlv tolerated but
expected, on the assumption that some mistakes are essential to pro-
gress.

In sum, a philosophy and proper concept of management, the
assignment of right duties and responsibilities of a manager, due con-
sideration to human factors, self improvement and last bhut not the
least, a correct leadership—these are essential ingredients that go to
constitute the essence of a truly scientific management development
programine.

With a view to focussing pomted attention of the industrial
management to some of the problems facing them at present, the
National Productivity C'ouncil has sponsored the first ILO Management
Development Project in India. The first phase of the project—a
four-week Advanced Management Programme for sgenior executives
was Inaugurated at Bangalore in November. The second phase is a
three-day Conference of industrial leaders which will he naugurated
by the Prime Minister Nehru in Delhi in December. This special
issue of the NPC .Jourmal on Management Development presents
contributions relating to broad problems in the field from some of
the recognised authovities on the subject in the hope that these will
help stimulate the process of management development and pave
the way to increasing industrial productivity.
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Productivity and Management
Development Programme of ILO

C R WyxNE-ROBERTS™

A management development programme involves not only a wide
field of training, embodying all aspects and functions of management: it
also involves much less tangible things and is much more concerned
with ideas and with the changing of attitudes on the part of everyone
concerned in industry and especially those at the head of industry, whe-

ther public or private.

undersianding of the conditions of o

This requires a much greater knowledge and
peration in the countries concerned

and a deeper and wider understanding of the theory and practice of

management in all its aspects,

Before management development pro-

grammes can be successfully launched on a world-wide scale, some very
basic thinking and planning has to be done and experts who will have
to earry out the programme in different countries will require to be pro-
vided with more assistance and to be more fully briefed than has hitherto

been considered necessary.

HE International Labour Office has

reached a turning point in its work
of technical assistance in raising the
productivity and helping to improve the
management of industrial undertakings.
both public and private, in the develop-
ing countries of the world. This turn-
ing point is the initiation of the ILO’s
management development programme
which has grown out of the already well
established programme in the field of
productivity improvement. The launch-
ing of this programme with the Advanc-
ed Management Programme at Banga-
lore in November of this vear and the
Conference for Indian Industrial Leaders
which follows it in New Delhi in Decem-
ber represents the first stage of one of

*Head of the Management Development
Unit, Economic Divisicn, ILQ.

the most ambitious and certainly one of
the most fascinating activities ever
attempted in the industrial field, It is
one which, if successful, will certainly
have profound repercussions on the
economic and industrial life of the coun-
tries with which it is concerned.

Productivity Improvement and I1LO Aclivity

The ILO has now been operating for
over eight vears in the field of technical
assistance in improving industrial pro-
duetivity. The first productivity mis-
sion under the United Nations Expand-
ed Programme of Technical Assistance
was launched in Israel with a single ex-
pert in 1952. It was foliowed by the
first mission to India later in the same
year. This mission, which consisted of
five experts, gave demonstrations and
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ran courses in the textile and engineer-
ing industries in Bombay, Ahmedabad
and Calcutta. Although the mission
met with certain problems, especially in
the textile industry, it was considered
i have achieved sufficiently convincing
results for the Government of India to
set up a National Productivity Centre
under the Ministry of Labour and Em-
ployment and to request a further
mission.

The second mission reached India in
the autumn of 1954 and since then there
has always been an ILO productivity
mission in India. The work of the first
mission has become widely known
through the circulation of the report
issued on the completion of this mis-
cion early in 1954 which has been much
guoted in recent yvears,

From 1954 onwards the number of
mission has steadily increased. The
United Arab Republic, Pakistan, Central
America, Burma, Thailand, Sudan and
Hong Kong are countries in which ILO
missions under the Expanded Pro-
gramme either have worked or are
working at the present time.

All ILO missions—indeed, all the tech-
nical assistance missions of the United
Nations—work for their own ultimate
elimination, although this process may
in practice take vears to accomplish. It
is their aim to transfer as quickly and as
effectively as possible the knowledge of
the international experts to nationals of
the countries concerned in order that
the latter may continue to spread this
knewledge to their countrymen. For
this reason the productivity missions are
generally attached to national producti-
vity centre—in India the National Pro-
ductivity Council—or some eguivalent
body. If no such body exists in the
country at the inception of the mission,
efforts are made to have such a body
established. Because the ILO is an orga-
nisation, on whose Governing Body and

in whose Conference representatives of
the workers sit on a basis of equality
with those of employers, efforts are
always made to involve the workers’
organisations in any campaign to raise
productivity in any particular country,
since experience has shown everywhere
that without the cooperation of the
workers the achievement of any lasting
increase in productivity is difficult, if
not impossible.

The whole basis of the work of ILO
productivity missions is to demonstrate
and teach that productivity can be in-
creased, often very substantially, with-
out any increase in capital outlay, by
making better use of the resources—
machines, materials and the labour of
the workers, especially of the skilled
workers—which industry already has at
its disposal. Since most ILO missions
are operating in countries where there is
substantial unemployment or under-
employment of labour, and where there
is generally a shortage of foreign cur-
rency for the purchase of machinery
and many raw or semi-finished mate-
rials, the greatest emphasis is generally
laid on achieving higher productivity
through better utilisation of these first
two resources rather than on higher
labour productivity. The exception may
be in the case of skilled labour, since
this is often in very short supply. Thus
redundancy is, as far as possible, avoid-
ed. In practice this is not only a sound
policy from the human point of view
and in line with the aims of the ILO but
it is also sound economics, since it is
generally true, especially in modern
manufacturing industry, that the cost of
raw materials and overheads is con-|
siderably greater than the cost of labour. |

The basic technique used by ILO pro-
ductivity missions is generally work
study, accompanied as the work deve-
lops by the other techniques of indus-
trial engineering such as production
planning and control, quality contrel
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and costing. The reasons for the selec-
tion of work study as the initial techni-
que demonstrated and taught are
several.

Firstly, attempts are alwayvs made as
early in the life of a mission as possible
to do some practical demonstration of
the raising of productivitv within a
plant, and work study, especially method
study, can generally give rapid and even
spectacular results.

Secondly, work study involves a sys-
lematic, step by step, approach to pro-
blems which is easy to teach and which
offers an admirable mental diseipline.
Once this type of mental discipline has
been achieved. it can be applied to most
types of problem. It is true that this
tvpe of mental discipline is precisely
that provided by a scientific or good
technological training; it has. however,
been proved many times and in many
places that even the best trained scient-
ists often seem unable to applv their
scientific training to the resolution of
problems of industrial operation and
that a training in work studv can be of
the greatest benefit to them.

Thirdly. method <udy. in particular.
is relatively easy to teach and those
trained in it can Begin almost imme-
diately to producc good stood and learn-
ed by representatives of the workers as
weil as by members of the management
and it thus facilitates a joint particina-
tion in the work of raising productivity

Finally, it is something of a surgeon’s
kmife which, once applied in the fac-
tory. reveals the shortcomings in ths
whole organisation which affect the
original operation being studied and
thus points the wav to higher efficiency
through.

Training in productivity

Training in work study and the other
technigues of industrial engineering is
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generally given through the producti-
vity centre or equivalent organisation
to specialists drawn from the middle
ranks of management with the object
that they shall go back to their enter-
prises and apply their knowledge to im-
proving productivity in them. Appre-
ciation courses to provide a general
understanding of the nature and aims of
these techniques are generally given to
top management-owners of companies,
dircetors and general managers—and
sometimes to other groups such as
supervisors and workers’ representatives
in order that thev shall be aware of what
the specialists are learning, and thus be
able to appreciate their work and fur-
ther it on their return to their plants.

It becomes evident from a very early
stage in the work of the missions that
such  appreciation courses were not
enough as far as top management was
concerned to ensure that the specialists
50 trained were allowed to use their
training effectively in their enterprises.
All too often it was found that, on their
return, these trained men were put on to
work which had little relation with thejr
training and so their newly acquired
skiils were more or less lost to the un-
dertaking. It began to be realised that,
if the productivity and effiviency of an
enterprise as a whole were to he perma-
nently increased, a much more compre-
hensive development of senior manage-
ment, which would cnable them to see
the problem of raising productivity
within the context of the operation of
the enlerprise as a whole, was neces-
sarv. The first of the countries in which
ILO productivity missions were work-
ing to start this management develop-
ment wax Israel, where some very good
results - were achieved. Increasingly,;
however, especially in the less indus.
irialised couniries. the missions found
themselves involved in considering the
management of enterprises as i whole
as being inseparable froni applving .the
basic productivity techniques,



Thus the work of the missions and ot
the national organisations to which they
were attached began to broaden, often
almost imperceptibly, to the point where
they found themselves undertaking
real management development,

Management development field

The position was formalised at the
International Labour Conference of 1958
when a resclution put forward by the
representative of the Government of
India, supported by the Indian employ-
ers and workers’ delegates, was passed
by the Conference. This opened the
way to the establishment of the Manage-
ment Development Unit in the FEcono-
mic Division of the ILO. which came
into existence formally in July this year,
althoueh it has been operating in fact
since the beginning cof the vear.

The work of the Unit is two-fold. On
the one hand, it is responsible for the
administration. including the technical
administration of the ILO productivity
missions in the fleld, which currently
number f{ifteen and which may be ex-
pected to number about twenty within
the next vear. On the other. it is res-
ponsible for developing basic manage-
ment development programmes, teach-
ing materials and methods for the use of
future missions in management develep-
ment and for converting existing mis-
sions at present operating almost solely
in the preductivity field to combined
productivity and management develop-
ment missions. In the promotion of
these more comprehensive missions,
special impetus is being provided by the
United Nations Special Fund which,
from this point of view. has been estab-
lished at a most timelv moment.

The majority of productivity mis-
sions under the Expanded Programme
of Technical Assistance of the United
Nations are comparatively small. The
largest, currently in the Egvptian Pro-

vince of the United Arab Republic, con-
tains only five experts; two is the aver-
age number per mission and some mis-
sions consists of a sole expert. Finances
under this programme have not gene-
rally perimnitted larger missions in view
of the many competing claims for the
money available, nor has it hitherto
been possible to plan on a long-term
basis. The Special Fund makes good
this deficiency by providing both larger
alloeations of money to specific projects
and by providing it in a global sum to
be spent over a specified number of
vears, generallv between three and five.
It is now possible for the first time to
plan balanced management development
and productivity improvement program-
mes, sometimes associated with supervi-
sory and voeational training program-
mes, te be carried out over a period of
vears with the assurance that the gov-
ernments concerned will also play their
full parts in providing counterpart orga-
nisations to which these missions will be
attached. One such programme, for
which the ILC is the Executive Agency.
is alreadv operating in Poland; a second
has just been launched in Argentina
and a third is due to start at the begin-
ning of next vear in East Pakistan. Fur-
ther integrated programmes of this tvoe
are being planned, some of which should
become operative within the next
twelve months.

ILO Management Development Unit

What, precisely. is the role of the
Management Development Unit in deve.
loping programmes for these projects?
How can such development programmes
for different countries with verv differ-
ing conditions of opervation. differing
cultures and differing degrees of indus-
trial development and experience be de-
signed in Geneva? What special qualifi-
caticns has the ILO to do so?

These are _q;uité' légitimate questions.
This field of work is a comparatively
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new one for the ILO, wnd the ideal
methods of aneration will have to be
developed swith the acquisition of ex-
perience, just as thev do i any new
field. The reason why it has been de-
cided to embark on this programme in
this manner is largely onc cf cconomie
necessity. The management develop-
mert programme introduces a2 change
in kind in the tyvpe of training which
the ILO is eolled upm to provide. As
long as 1LC productivity missions con-
fined themselves to the teaching of a
number of well-established and well-
defined management techniguesz such as
work study. production control and so
on, it was pessikle to engage expeorts who
were well qualified and exverienced in
the practice and applicaticn of thesc
techniques and to send them into the
field with the recasonable certainty that
they would do a guod job of training
there, provided that they were properly
briefed in what was required of them.
This statement mav be gualified, to some
extent, but it is broadlv true and the
results achieved, while they have some-
times fallen short of cur hopes and ex-
pectations, have, on the whele. justified
this policy.

A management development pro-
grammne, on the other hand, invelves not
only a much wider fleld of tiraining,
embodying ali aspeets and functions
of management, it slso involves much
less tangible things and is much more
concerned with ideas and with the
changing of attitudes on the part cof
evervone concerned in indusiry and
especially those at the hcad of industey,
whether public or vrivate, Thig re-
guires a much greater knowledge and
understanding of the condiftions of ope-
ration in the countries concerned and a
deeper and wider understanding of the
theory and practice of management in
all its aspects. It is believed at the ILO
that before management development
programmes can be suceessfully launch-
ed on a worldwide scale, some very

basic thinking and planning has to be
done and experts who will have to carry
out the programme in different couin-
tries will reguire to be provided with
more assistance and to be more fully
briefed than has hitherto been consider-
e necessary.

The Management Deveclopment Unit
of the ILO does not claim any special
competence in management develop-
ment bevond that of other bodies ope-
rating the same field. What we do claim
is that, as a result of the collective ex-
nerience of our productivity missions,
which embraces many ccuniries in all
parts of the world, and as a resuit of the
extensive cxperience in the field of
members of the Unit, we probably know
move about the problems and operating
conditions in developing countries than
anyone else in this field and can thus
adapt management theory and practice
‘o suit these conditions. Further, we
have, among our colleagues in the vari-
ous Divisions of the ILO representatives
of almost every country in the world
whem we can consult on the conditions
sertaining to their countries and on the
orientation which should be given to the
pregrammes which we are developing
for them. This is a very great asset and
one which is not shared to the same
degree by any other organisation work-
ing in this field.

In speaking of the development of a
basic programme it is not intended to
suggest -that experts taking part in
management  develepment  projects
should be provided with packaged
gourse, Far from it. The intention is
that experts going out to undertake a
management development programme
for the first time shall be provided with
certain basic syllabuses. teaching mate-
rials, and methods which will enable
them to start their programmes far
earlier than would be the case if they
were sent straight into the field and re-
quired to develop their own, it also pro-



vides them with something based on
the experience already accumulated at
the ILO. Thus a great deal of time will
be saved in getting effective programmes
into operation. Once established, mem-
bers of management development mis-
sion will, however, be expected to modi-
fy and develop these programmes in the
light of their growing knowledge and
understanding of the requirements of
the countries concerned and, in particu-
lar, through the use of locally acquired
material for teaching purposes such as
case studies drawn from loeal industry.
The Management Development Unit
will continue to service these missions
with new materials and information re-
garding teaching methods and other
developments made elsewhere. as well
as providing a steady interchange of in-
formation on the work being done and
developments being made by members
of missions in other countries. In this
way it is hoped to place the experience
of all at the disposal of all and thus
ensure the most effective and economi-
cal use of the funds and personnel avail-
able both at Geneva and in the field. It
Is worth being in mind that, even with
the valuable assistance provided by the
United Nations Special Fund, the means
and, perhaps even more, the numbers
of personnel available for this immense
task are still quite inadequate, 1t is,
therefore, important that all resources
shall be exploited to the limit. This,
after all, is what is meant by producti-
vity, and higher productivity, like
charity, should begin at home—within

the organisation which claims to teach
it.

A supporting programme

This field into which the ILO is em-
barking is still comparatively unknown.
especially in relation to the adaptation
of management theory and managenent
techniques to the conditions obtaining
in the developing countries. Indeed,
management development, as it touches

the practising manager or manager-to-
be, is still very young, even in the most
developed countries.” The first courses
in general management for practising
managers were given in France by the
Chamber of Commerce of Paris in the
mid-thirties. The Harvard Business
School, which had been teaching a post-
graduate course for some decades did
not put on its first Advanced Manage-
ment Programme till 19432, Manage-
ment development on a large scale was
not undertaken in the United States
until after World War IT and is only now
developing on a really large scale in
Europe. Thus, even as far as the most
advanced countries are concerned, there
is still much toc be done in the develop-
ment of such programmes.

The Management Development Unit,
which from 1961 will have its own hud-
get, albeit quite a modest one to begin
with, is embarking on a programme of
research in the management field, espe-
cially in relation to the needs of the
developing countries and the adaptation
of management theory and techniques
developed in the more advanced coun-
tries to those needs in order to make the
translation of these techniques and of
management theory into practice in
these countries easier and more effec-
tive.  The resuits of these researches
which, it is hoped, will continye over a
period of vears and cover many aspects
of management, will, of course, be used
to modify and improve the programimes
of management development and pro-
ductivity improvement. Concurrently
with these, the Unit will embark on a
brogramme of publications dealing with
different aspects and techniques of
management of a type suitable for use
in developing countries and capable of

being translated into diferent langu-
ages,

It can thus be seen that the pro-
sramme envisaged is a fully integrated
one, ambitious in scope (although not,
we hope, over-ambiticus), It is one
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which, if it proved successful, will have
most far-reaching results. It should,
perhaps be added that it is not envisaged
that the supporting services of the
Management Development Unit {o indi-
vidual countries should cease on the
withdrawal of the ILO Management
development and productivity missions
at the end of their terms. It is the
intention to continue to supply the
results of research and other informa-
tion obtained or developed by the Unit
to the national organisations if they
want them, thus continuing to aid in
their development and sc, it is hoped,
to provide a continuing service which
will be of value to them.

The ocecasion for the appearance of
this article is the Special Number of
Productivity, the Journal of the National
Productivity Council, in connection with
the Advanced Management Programme
and the Conference for Indian Industrial
Leaders sponsored by the Council, in

which the ILO is participating. The
Advanced Management Programme, the
first of its kind put on by the Manage-
ment Development Unit of the ILO

was held in Bangalore at the ex-
press request of the Indian Gov-
ernment. It has been designed for

Indian conditions. Suitably medified, it
will form the basis of future programines
of this type to be held in other coun-
iries in the world. By its generous invi-
tation the Indian Government has
shown great public-spiritedness and
earned the gratitude of both the ILO and
of those countries which will, in the
future, benefit from management deve-
lopment programmes, of which this is
the proto-type. This is a pioneer effort
on the part of the ILO; we hope and
believe it will bring benefit to those re-
presentatives of Indian management
who take part in it. We know that it
will provide the members of the faculty
taking part in it with an unforgettable
experience.

The great gains in Productivity according from the technique of
management come not frem greater exertion on the part of workers
(it is generally simplified and reduced) but from elimination of
wastes—waste of workers’ time and machine time through delays
of misapplied effort, of failure in coordination of quantities, and

so forth.

—HARLOW S. PERSON

119






{b) that the ownership and contral
of the material resources of the
community are so distributed as
hest to subserve the cemmon

good;

{c) that the operation of the econo-
mic system does not result in
the concentration of wealth and
means of production to the com-
mon detriment;

that the health and strength of
workers, men and women, and
the tender age of children are
not abused and the citizens are
not compelled by economic
necessity to enter avocations un-
suited to their age or strength;

{e) that childhood and vouth are
protected against exploitation
and against moral and material
abhandonment.”

(d)

Again Article 41 states:

“The Siate shall, within the limits
of its economic capacity and deve-
fopment, make effective provision
for securing the right to work, to

Under Article 43 it is enjoined upon
the State to endeavour to secure all
workers a living wage, conditions of
work ensuring a decent standard of life
and full enjoyment of leisure and cul-
tural opportunities,

These objectives, it is true, are not jus-
ticiable, for there is no Court of Law
that can enforce them. They have to
be implemented by the adoption of cer-
tain practices and policies. Article 37
reads that “the provisions contained in
this part, namely the Directive Princi-
ples of State Policy shall not be en-
forceable by any court. but the prinei-
ples therein laid down are nevertheloss
fundamental in the governance of the
country”, '

Unfortunately for us these goals have
remained and will remain mere words
unless we inerease cur productive capa-
city very rapidly and enable the com-
munitv to attain an economic base strong
encugh to support a Welfare State.
Unlike Western countiries which gradu-
altv develrned into Welfare States after
they had already attained a reasonably
high growth of their economy, we have
sought to establish a Welfare State
directlv cut of noverty. Quite frankly,
under preseat conditions. it will be diffi-
cult, almost innnssible. to build up a
Welfare State. Theo guestion hefore us,
therefore. is: are we going to give up
our ideals of a Welfare State as being
impeossible of atiainment or are we going
to make a great effort to attain a rapid
growth of the cconomy and increase
naticnal outnu!, thercby enabling the
community to derive benefits of a Wel-
fare Siate? This then is the real issue
before us, and the answer is clear, that
we cannot afford to go back upon all
that we have fought for and aimed st

Another factor which leads us to the
same conclusion is the fact that we are
in the midst of a society which cherish-
es and sustaing a number of wrong
values in which the new wealth is not
funnelling down o those who need it
mogt and, no doubt, urgently, This iz a
perilous situation for when the masses
try to find an interpretation of their
poverty. there would be a danger to the
economic svstem and the social order
thal supports it. So, we could be warn-
ed ard act in time to implement the
principles of social action already for-
mulated in the Constitution.

The people sec amidst them evidences
of large wealth and prosperity among
certain sections of the community. They
have come to vealise that poverty is not
a necessary condition to be put up with,
but can be ended and that by no cede of
ethicy should some peopls be entitled to
a standard of Hving out of sroportion 1o
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the average national income. Even a
conservative body like the Taxation
Enquiry Commission refers to this as one
of the cericus disincentives to work.
Such considerations have been further
reinforced by the impact of the contact
of people of India with richer countries
and with their high levels uf living. This
has had a demonstration ¢ffect not only
on prevailing consumption patterns but
also on ideas. objectives and expecta-
tions. We have. therefore, no choice but
to work for the building up of a Welfare
State.

Productivity is an important means
for the atininment of this objective. It
provides the economic base for a Wel-
fare State by promoting rapid develop-
ment. Tae relationship between pro-
ductivity and ecenomic growth. how-
ever, iz une of mutual inter-dependence,
Rise in productivity results in ecenomic
growth which leads to not only a change
in economic orvanization but also to
a transformation of society. 1t involves
a transmutation of beliefs, habits and
institutions and the replacement of the
old static social eguilibrium by a new
and dynamic equilibrium. Habits of
work chanze the freedom of the peasant
farm. gives wav to the discipline of the
factory: status, custom and social stabi-
lityv have to give wav {o contract compe-
tition and vertical mobilitv. These
changes {apart from the more technical
ones of mechanisation. industrialisation
and capital accumulation) make 2
major impact en productivity. The re-
lationship between economic growth and
productivity is. thus. one of mutual re-
inforcement with social attitudes work-
ing as convevors,

We are in the process of transforming
a feudal and traditional societv into a
rational end modern economy. But our
people—emplovers no less than workers,
—the rural and urban communities.
have had a long background with differ-
ent cultural and social values. The med-

1

ern industrial worker has his attitudes
defined by his former place in the vil-
lage, his membership in the joint family,
his sense of social security and belong-
ing to the family. his place in the family,
soil and village particularly. Rural life
provided him with leisure and freedom.
It is against this rich social inheritance
that his attitudes t¢c work, to consump-
tion and expenditure, and sharing of his
income and to saving. and investment
have been developed, Some are favour-
able to productivity, others are not.
Even in respeet of thoge attitudes which
are breadlv favourable to productivity,
it may be tound necessary to transform
them and to transmute them into more
avpropriate modern attitudes. Let me
illustrate a few of the above. more con-
cretelv. A person who has  limited
wonts and whaose standard of living is
rather low will have a prettv narrow
mental horizon. He has o set of fixed
wants and when thev are salisfied, he
does not need more.  Anv increasse in
hig earnings almost immediately result-
ed in less work and larcer absenteeism.
Monetary incentives fail to hring about
positive  work response. Tt should,
therefore. cause no surprise if we hear
the complaint that the coal miners with
rural and tribal background are inter-
ested to earn a limited amount of monev
to enable them 1o meet thelr basic
wants: if this can be secured by just
three davs work in the week thev are
content with 1t and absent themselves
for the remaining davs of the week.
Mabpv of our faciory workers with their
rural inheritance and background nre-
fer to take longer spells of vacations
whenever opporiunities occur, But all
this is nothing special or unigque for
India. Even the present highly develop-
ed countries have had similar experi-
Ccnees,

However. the fixed nature of wants is
rapidly being replaced by a strong de-
sire for a rising standard. The fradi-
tional pattern of wants is also being
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modified and modern commodities like
bicycles. sunglasses, fountain pens are
becoming an integral part of the life of
the common man. The demand for
education and for schools and colleges
as well as the demand for hospitals and
doctors so widely expressed in villages
no less than in towns are the external
evidence of the growth of individual and
community wants. These changes have
a marked effect on the workers’ attitude
to employment, discipline and wages
and is influencing the rate of turnover of
labour and, also, absentecism in indus-
try. As a consequence of this change in
the attitude to work, incentives have
come o occupy an increasingly import-
ant place in schemes of productivity.
Such schemes ought to aim at increasing
the willingness to work by providing
monetary and non-monetary induce-
ments to workers, and there is every
reason to hope that thev will become
acceptable to the workers.

The attitudes of an entire community
are the result of social and cultural
modes which have come down from a
long past. Most of the present modern
employers of industry also have had
their roots in the past: they were in-
heritors of a feudal system of social re-
lationship in whiech command and obe-
dience-—not consultations—were the
guiding factors to rules of conduct.
Obviously, they were accustomed to
treat workers as no more than surfs
whose main duty was just to obey and
who in turn would be well fed and
cared for. When the modern industrial
system came to be established, it was
but natural that entrepreneurs should
carry these idecas unconsciously with
them. This is not necessarily harmful.
Even today in modern Japan. with all its
increases in productivity, the relation-
ship between the cmplover and the
worker continues to bear the old feudal
traits. When a Japanese employer takes
on a worker, he has no intention at any

time of letting him go on to streets. Nor
does the worker join a concern with the
thought of quitting. Hire and fire or
job-hopping are phrases alien to the
social structure of the Japanese indus-
try. The wage structure is also socially
conditioned. The worker gets a certain
wage so long as he is unmarried and the
employer gives him some thing more
when he gets married and makes addi-
tion to the wage as the family grows.
On joining, the worker commits himself
to the concern for the remainder of his
working career. The concern will not
discharge him, even temporarilv. except
in the extreme circumstances. He will
not quit the firm for industrial employ-
ment elsewhere. He becomes part of
the organization in a wayv one would
become part of a famiiv. This rule of
a life-time commitment between em-
plovees and a firm imposes obligations
and responsibilities on bhoth the factory
and the workers of a different order,
than that on which personnel practices
and worker-company relations are based
in other countries. The Japanese work-
er is not dismissed in the event of a lack
of work. In such an eventuality the
management has been able, in the past,
to send workers to their home ({(on
leave) for a time. During this no work
period, the persons laid off continue to
be employees of the Companv and are
paid a salarv of 60 per cent of their usual
income. This pay, despite no work per-
formance, continues until the workers
are re-called or the Companyv dissolves
as an organization.

Such a system would make our mod-
ern concepts like rationalization, incen-
tive schemes etc. appear absurd but the
system works in Japan (a) because the
recruitment system is based on a sound
social relationship, and (h) because in-
dustry and scciety in Japan have estab-
lished a sort of an equilibrium and it is
this social equilibrium which makes
Japanese workers as productive as many

123



other workers in other parts of the
world. This does not, however. mean
that a similar system would succeed in
India. The disintegration of the tradi-
tional bases of Indian society has gone
perhaps farther than it had in Japan
when she embarked on industrlialisa-
tion.

Even in the more advanced industrial
countries, the social attitudes prevalent
in the community do have a bhearing on
productivity. Recently. a research study
undertazen by the British Research
Organisalicn came to 1he conclusion that
the British people do not attach so high
a priority to material progress as to want
to achicve economic prosperity as for
example the people of the United States,
Western Germany or the Soviet Union.
This Survey has shown that the British
worker is not prepared. like the Ameri-
can worker, to take risks to move to a
new job or fight tor advancement. If
the prespect of more wealth is held out
to him, but at the risk of unsettling his
established pattern of life involving
separation from his family. then he is
inclined to settle for security and things
ag thev are.

The same Research Group also havae
pointed out that even among the tov
British industrialists and businessmen.
the aggressive. dvnamic spirit necessarv
to step up productivity and expand a
trade is not so much in evidence as the
desire for an easy life and small, hut safe
profits, and, they warn that if these
trends continue, Britain's standard of
living will soon he below that of several
Continental countrics. let alone the
United States. The traditionsl British
resistance to change has acquired new
roots in entirely different circumstances
with a redoubled conviction that
where there is not a strong reason for
change there is 2 strong reason not to
change. '

While these attitudes are by no means
permanent. there is no doubt these are

the kinds of things which one must take
note of in dealing with productivity.

Nepotism, for example. about which
we have heard so much in our country is
really the result of a socizl background
which equally with the emplover all of

us have inherited. A pre-industrial
scciety has its own code ~f morals and
values. Its loyalty and obligations are

limited to people who are personally
known and related to each other. Such
conditions and values suited for an old
traditional society are of course quite
nut of place in a modern industrial
cconomy where efficiency, merit and
justice to all should be the criteria and
where imperszonal relationship and the
development of impersonal ethics are
highly  imporiant. The traditional
ethics of a joint family becomes patently
inadeguate to secure efficiency or even
social cchesivn.  The nepotism that pre-
vaiis in business and administration is a
hangover of past relationship. It is in
realitv an extension of the joint family
io a sphere where new standards of im-
personal fairness wait to he built,

The attitudes of the community to the
place of business in society and to profits
and economic gain and to the entrepre-
neurs’ functions are very important to
an understanding of produectivity. Until
recently in India business was held in
low esteem and the business community
in general did not cecupy their due place
in socieiy. When the old rural relation-
ship, in which the zamindars and the
landlords were the biggest men, under-
went a transformation a void was creat-
ed which was partly replaced by an
order in which big industrialists played
the dominant role, however. partly on
account of their own faults the business
community could not atwuin the prestige
that their counterparts in USA and
Furope enjoved, with the result that the
hest talents did not flow into business
careers. This tendency was aggravated
on acceount of the prestige that was asso-
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ciated with Government service which
led the talented voung people to jain the
ranks of administrators. Fortunatelv,
thanks to a number of factors. the atti-
tudes and the social status ¢f the com-
munity are changing prett rapidly.

Indian industry is now regarded as a
verv importart factor to the growth of
the cconomy and buzinessmen have
therefore come to cccupy a respeciable
place in the community and vounginen
have increasingly turned to business.
The example of foreign firms, which
have set high stand-rds of efficiency and
sncial hehaviour. have algo eontributed
to this change. The communitv has also
come to recognize the fact that business
exists for common gond. They are
socially useful, and, necessary, and it is
uncn the successful and efficient conduct
of business -hat the country’s economic
growth depends.

To deal with other kinds of social atti-
tudes—the attitudes of the people to
work, ta save, to productive investment,
to marriage and to family planning, all
these have a great hearing upon produc-
tivity. Studies of the attitudes of some
of the factory workers in Calcutta, Bom-
bav and Ahmedahad have revealed that
the workers still ecarry their village
tradiiiorn.e into their new city life. The
ties of the icint family, even if they are
disintegrating, a Tew still continue in a
large number of cases. Quite a con-
siderahle number of workers hand over
their earnings to the heads of their fami-
lies or where the families live in the vil-
lages, thev zend iheir earnings home.
Thew are still conditioned by the desire
to have holidayvs for festivals and for
religious functinns. The people living
in villages are accustomed to freer con-
ditions of worlk and thev find it difficult
to adjust te the discipline imposed bw
the routine of the factory. Absenteeism,
hoth for short periods of time and for a
longer duration. still continues as a fac-
tor to be reckoned with

12

Government’s attitude to productivity
has also been very much conditioned by
their past. A Government, so long used
to only maintaining law and order and
having set up machinery and procedures
suited for that purpose, has now embark-
ed on industrial functions which require
quite different attitudes. It has not
been easy for Government to make
these adjustments necessary for the pur-
pose.

1 have dealt, at some length, with
these attitudes of the community, the
warkers, employers and the Government
because it seems to me that without a
proper understanding of all these atti-
tudes and values, it will not be possible
for us to make real advances in produc
tivity because it is only by understand-
ing the present, that we can build for
the future. Obviously the most import-
ant thing is to bring about a better un-
derstanding through education and com-
munication of ideas, and by taking all
those measures which can bring about a
change in those attitudes and relation-
ships which are a hindrance to producti-
vity. The first thing for the workers to
recognise is that they have a stake and
a vested interest in productivity. In
fact, if the workers are to enjoy the
privilepes and the rights given to them
by the Constitution, it is inimical to their
own basic interests to adopt the atti-
tudes which rather hinder productivity
or give a low place to productivity.
What is. therefore, needed is partieular-
v a new svstem of social education
which would make working classes
realise that they should bring about a
reorientation of their attitudes from an
approach of conflict to a cooperative
approach.

Similarly, the attitudes of the employ-
ers must also change. They have to
begin treating the workers as partici-
pants in business, as co-workers and as
friends and sharars in their common
tasks Much of the machinery for joint
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comsultation and also for joint manage-
ment has fafled because the attitudes of
the emplovers have not been in accord-
ance with the basic requirements of in-
dustrial relationship. But, of course,
workers must aceept management as
management since ultima tehr it is the
management’s right 1o 1ake decisinns
regarding theii business  The manage-
ment must manzge: but it cheould so
mancge that its methods and proce-
chrres are understood and hecome acceun-

table to the workers on the shop floars,

|

Tt is necessarv tn recosnize that +‘he
caste svstem. tho joint familv svstem,
the modes of living of the poople mnst
he taken into account befrre develen
ing any methods by which these notii-
hldec; are graduallv sought to he chane-
ed. Tndia’s traditiomal olaves
great value on communitv and famile
ties, The family provides ke individus!
with animporiant souree of security :
protection. This sheuld he taken ints
account in ordanising work in o faector
If it i{s noszible {or the workers to wark
in small werking araupe, where thew
know each other and where they will
resnect their Teadere sieeessinl
vations and changes could he ~fected.
The experiment carried an he tha Ry
tigh experts in Calics Villg in U‘mpdﬂ-
had have shown that given nrorer eor-
ditions, the worlkiers' 2ttitudes and valieg
can he changed to incrense proditetion
Their capacity for croperatine in 4he
verformance ~f ‘their tacks
immense,.
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result in unemployment and that if it
should result, every effort should be
made to ensure that alternative work
should be found for the unomployea
workers in other depustinenis or indus-

iries. Notwithstanding tios the fear of
unemployment ce SO T
greatest fear among the wookers and
their attitude has beein forgeiv condi-

itoned by this fear.

Employers shouid cleariy and un-
equivocally state their iivvn adnorence
to this principle ol o wiemploynient
through productivity. in a seminar
held recently in Delhi. sume of the re-
preseniatives of [rade uninns went 8o
far as to say that they =h.uid not only
be provided with allernative employ-
ment, but that ihey shutild not leze in
status. Be that as it may, prevention ol
unemployment caused by productivity
is a very legitimate and cssential objec-
tive and employers shouid clearly
accept this obligation. Al ihe same
time, it is necessary 1w Trade Unions
10 note that it iz not those countries
which continue to have inferior techni-
ques that have aitained high levels of
employment. Indeed, unemployment
and under-employment are the con-
comitant of low technology-—not ad-
vanced technelogy. Alsc in a growing
economy like ours, the fear of unemploy-
ment arising on accouni of Improved
practices should not loom large because
of the growing opportunities for employ-
ment.

Secondly, the workers st have the
confidence and assurance that they will
share equitably in the gain arising oul
of productivity. The seminar relerred
to above discussed this question at
length and there was complete agree-
ment by all participants on the
principle of equitable sharing of all
gains of productiviiy. It was agreed
that the gains of preductivity should
be shared between (a) the com-
munity in the form of lower prices,

(b) the workers in higher wages and
earnings, and (c) the management in
the form of increased return for
capital employed and opportunities for
expansivn and reinvestment. But the
measuremeni of the actual gains and

yiptichment of ceriseria for allocating
the benefits of increased productivity
are by no means easy. These have.
thereivre, heen referred to an Expert
Committee.

Thivdly, the introduction of produc-
tivity technigues should not result In
unreasonable or excessive intensifica-
tion of work., Productivity implies
higher output per unit of input (of
tanour). Too often however. It s
considered synonvimous with harder
and more intense work. AJuch of the
distrust and suspicion of the Time and
AMotion Studies and fizing of work-
lsads, sought to be introduced in some
factories wilth the help of expert con-
sultants, can be traced to this fear of
undue intensification of work and
greater speed-up.

The answer to this lies elearly in a
fourin principle, which rmust be
accepted by the employers, namely, the
Trade Unions should be consulted in
the way productivity processes are
being introduced in any factory. It
also implies that there should be a
machinery for consultation so that
workers are correctly informed with
regard to management policies and
objectives and that their representatives

will he consulted at all essential
stages.
Another important factor affecting

the workers’ attitudes is that nothing
should be so designed as to deflate or
weaken the Trade Unions organisation
and lcadership. There is no more
scope in industry for authoritarianism
or for family management of large
businesses. The attitude of the employ-
ers to consultation with Unions and
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workers' participation should hereafter
be more positive.

On the other hand, the view is widely
held in Indian industry that workers’
attitude to even . the most reasonable
changes have heen negative, if not
suspicious, that they fail to appreciate
the need for a reduction in costs and
that they are reluctant to cooperate in
the essential reorganisation and expan-
sion programme of a plant. Further,
there is also insufficient recognition of
the fact that the final decisions must
rest with the management and that a
chain of authority and responsibility
has to be fixed and acted upon.
Hundreds of Management decisions
have to be taken continuously relating
to a whole range of functions involved
in efficiently operating a factory or a
business concern. Workers  must,
therefore, accept the inevitables of this
functional type of management and
help in smooth and efficient running of
the business. While recognising the
need to keep channels of communica-
tion open to and from the management,
workers should develop a more favour-
able attitude to the adoption of im-
proved practices and operations. The
distress and distrust among the workers
(largely the creation of a few
unworthy managements) have resulted
in the workers developing a suspicious
attitude in respect of, for example, deter-
mination of work loads, price rates or
efficiency wages, the balance sheet of
companies. Several questions, like
bonuses, could be more easily solved if
only the workers could be persuaded to
approach the problem on a more ration-
al basis. Unfortunately most of the trade
unions seem to be allergic to industrial
consultants and their studies on work
loads and time and motion studies. Part
of their attitudes is to be explained in
terms of a mistaken belief that because
industrial consultants are paid by the
management, they would not be
objective; their attitudes will change

only when trade unions are able to
secure from among their own members
trained personnel who weould be able
to evaluate the wvarious technigues
themselves. For this purpose they snhall
be encouraged to establish research
sections and I have laid stress on the
need to give financial and other help
to them in their effort. In the interest
of workers themselves, it is necessary
that their attitudes to management
should be more positive. Higher
wages can only be given out of higher
output and productivity is, theretore,
as much the concern oi the workers as
of the management.

It may also be said that workers
have failed to recognise the change
that has already taken place in the
attitude of the management in India.
Today most of the top exccutives have
become management conscious with all
its implications and attitudes. Profit-
making is no longer regarded as arising
out of exploitation of Jubour and other
weaker elements of society. Modern
technology has made such kinds of
profit making whelly unnecessary.
Profits can now be made by the crea-
tion of new goods and services and by
taking full advantage of the opportunity
to provide the comrnunity with fruits
of industry in the form of innumerable
varieties of producer goods and
consumption geods. Firms which pay
high wages, are those which also eujoy
high profits. Much larger savings can
be effected by cost reduction through a
variety of improved processes and
methods than by denying higher wages
to the workers.

Modern technology will not yield its
fruits unless it becomes an instrument
of a real community of purpuses. A
family organisation of industry with
cousins and nephews and sons-in-law
is clearly out of date. What is socially
significant is not that nepotism exists
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but thatl it is under
stances unworkable.

present circum-

Fortunately, industry is changing
fast. Indian scciety is becoming more
mobile—both horizontally and verti-
cally. Entrepreneurship  itsell  1s
undergoing progressive change. Young
managers and engineers no longer bank
upon iniluence or family connections.
They are much move socially conscious,
and rocognise iheir obligations to the
community and to the workers,

In many a large firm, he responsi-
bility for top management has tended
to shift from the cwners to the chief
executives, who by thelr very npalure
are more conscious of thewr soclal
responsibilities  than the old type of
proprieters.  This trend will convinue.
The attitudes of the new type ol
managers to themselves and to their
jobs are now built on social foundations
—spiritual, intellectual and material;—
spiritual in the sense that they believe
that the organisations to which they
belong are scmething bigger and worln
making sacrifices for. Their loyalties
have also an intellectual and emotional
content. On the material plain, they
go for the satisfaction that the rewards
to them will come through their effi-
ciency and successiul effort. New types
of leaders are coming up who take a
pride in battling with difficuities and
find true satisfaction in doing an
efficient job.

However, not all of the traditional
attitudes of management are to be
condemned and sacrificed at the altar
of change. The past attitudes of em-
plovers to business and its growth, have
sometimes had a beneficial effect.
Managing Agents, for reasons of
prestige, showed a remarkable identity
of interests with their enterprises

3
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when these were in difficulties. Often
they were prepared to stake their
whole fortunes to ensure that an
enterprise started by them did not
collapse. For example, when the tea
industry faced a ecrisis in 1952 the
industrialists lent their personal funds,
wrote off the loans owed to them by
the companies, and, took on their own
shoulders the losses that had been
incurred. This help enabled the
industry to pay wages to labour and to
tide over the crisis. Similar instances
can be given for the jute industry and
textile mills, particularly those of
Ahmedabad. This kind of attitude and
social outlook have been assets for
industries, which have heen subject to
vigissitudes and fluctuations.

Finally, the attitudes of the Govern-
ment and the Community: Productivity
is not like a dress to be put on and taken
off at will. It should become a part and
parcel of a community’s mental make-
up; if anything is worth doing, it
should be done in the best possible
manner. The community should not
accept the second best when the best
is possible.

The Third Plan provides for an
investment of Rs 10,200 crores. By
itself this can have no great wvalue.
Whether in terms of dutput, results and
achievements the investment will be
fruitful, will depend upon the way in
which the investment resources are
utilised. The community should give a
rightful place to those who are parti-
cipants in this great national effort. The
duty of the Government is to adopt
such pelicies as would favour a change
in the attitudes of the entire com-
munity towards productivity, for
ultimately it is productivity that holds
the key to achievement.

* w
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The i\'l_an_agement Of Men

B Pavnts

1f you asx & worits 6 snop manager what s bis job, he wili very
often tell you that his job is productivn and he witl Sacdiv me ation his
subordinates. He wili supply you with u tuli descripiion of the technica:
aspects of his job wirere he will msist upon tus responsibilities in repard
to production, but it is unitke!s that he will mention his responsibylitics:
in regard to his subovrdinaies, The majority of shop managers belicve
tiat thewr responsibility is production and fail to recogilse that produe-
ticn comes through other people, Tacy iail to understand that tie Jjob
of line munagers is not to do things themselves but to get things done
through other people and that their sucee s ie getting things done through
other people depends upon the nature and kind of reiationships they are
able to create and maintain with their subordinates,

An efficient and happy enierprise is built on sausfactory relations
hetween senlors and their direct subordinates, not the least importan:
factor in which is the provision i leadership and guidance by tue former.

N modern limes, particularly in the

last 20 years, the world has witness-
ed wenderful technologicur progress
which, in many countries, has brought
agbout a high standard of living, Unior-
tunately such technolegical progress has
similar progress in the social field. The
same can be sald about industry.
Industry has grown rapidly but not all
responsible pecople in  indusoy
yet fully aware of the benefits which
could derive teo industry by no longer
considering the human factor on the
basis of materialistic values but on
human potential growth and possi-
bilities,

i

* Management
Geneva.

Devéopn’nent Unit, 1L,

* Personne. Administration at the Eiecutiso
Level, published by the United Stales
Naval Institute of Annapolis.

In a survey carried out recently in
the 50 leading industrial undertakings
ol the United Scates, it was found that
nowadays executives spend more than
o per cent of their time handling
huwman problems, while “supervisors
Inay be considered as literally devoting
10U per cent of their time to personnel
administration”. Examining the
criteria followed by these major Ameri-
can businesses in the selection of future
executives, it was found that skill in
hwman  relations is considered para-
mount while seniority and technical
sNill arve secondary.”

Moreover the majority of under-
takings surveyed agreed that first-line
supervisors represent the cornerstone
of the management structure and a
prereguisite in their selection and
training is skill in human relations.
This trend in industrial management is
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also to be found all over Eurove whete
emphasis is being increasingly laid upon
the importance of human relations.

Among certain leading people in
industry there is a misunderstanding in
regard to line and staff funetions in the
field of personnel administration. Such
misunderstanding  affects  negatively
relationships hetween line managers and
their suboerdinates  and, indireetly,
production.

Let us discuss the cause of such mis-
understanding and see whether we can
identifv it and examine the possi-
bilities of eliminating it.

We shall call line managers all
people placed in the divect lne of
command and staff specizlists the per-
sonnel acting in a service or advisorv
capacity. The works manager is a line
manager; the superintendent and the
foremen are line managers. The
personnel manager and the labour officer
are, on the other hand, staff specialists:
the safeiy engineer is a staff specialist
and so is the inspector responsible for
the quality of preduction. It is a
matter of convention,

If vou ask a works or shop manager
wheat ig his job, he will very often tell
vou that his job is proluction and he
will hardly mention hiz subordinates.
He will supply vou with a full descrip-
tion of the technical aspects of his iob
where he will insist. upon  his
responsibilities in regard to production,
but it is unlikely that he will men-
tion his responsibilities in regard
to his subordinates. The maiority of
shop managers helieve that their
responsibility is wroduction =2nd fail o
understand that the ioh of line
managers is not to do things them-
selves but to get things done through
other people and that their success in
getting things done through other
people depends upon the nature zna
kind of relationships thev are able to
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creale and maintain with thelir subordi-
nates.

However the fact that thevy do not
mention people among their responsi-
nilities is a clear indication of their
selief that they are anly responsible for
oroduction and that their resnonsibili-
es  towards their subordinates are
imited to technica! nreblems resarding
osroduction and de not include the
oroblems of their subordinates. The
most curious part of this is that all such
manaders are perfeetly well aware that.
i practice, a maijor part of their time
in their dayv to dav work is tazen up
i dealing h their subordinates—
fssuing  arders. discuszing  technieal
problems of the work, mezintainine
workshop discipline and often. in fact.
dealing with nersenal problems. Tt is
simply that thev dn not see ‘this as »

part of their wworl:;, which in their
eves ir tu obtain preduction. (The

same, in erinciple, mayv be true in the
case of the sales manager or chief
ingpector in relation {o their subordi-
nates).

What are the reasons for this?
fellowing mav he among them:

The

(ty The head of a department—
works or sales, for example, is
judzed by his superiors on his
vnerfermance in terms of output
o szles. He is not judged on
his gqualities as a manager of
men—at least, not independent-
v of his primary function.

2y Until recentlv. at anyv rate,
technical training of any kind
tended to concentrate on the
technical aspects of the job and
to ignore the human element.
Add to this the fact. especially
true in the technical rather than
sales functions that the type
of man who kecomes a1 tech-



nician is primarily interested
in the technical rather than
human aspects of his job.

The development of tho
separate personnel departmeant
which has taken on many of the
fnnctions—selection and =some-
training among  them
-which were formerly carried
aut by the  line manager ha
lended te reduce his direcet
human responsibilities to those
of pure supervision.

Due 1o a failure of bhigcher
management. the personnel
department has in some cases
hren allowed to interfere in
matters of diseinline awd har
hoonme o court of  oopeal
aramst  discinlinary doelzions
the line manager. While it
ts trur that some form of pro-
tection nf the workers acainst
arhitrary and anfair treatmen-
is necessarv, decisions in such
moiters should be with the line

(3)

timns

<

(4)

o7

manager’s  suwverior and not
with  what is essentiallv a
taff or service denavtment. Tf
the manaser finds that the
nersonne! depsrtrment is hoeked
in its decisions hv the 1rp
management., it vorvy guickle

beermes difficult to (ake action
viz-a-viz his subordinates and
tends i throw the onus of
discipline into the personnel
department.

It mav thus be sald that the ling
manager’s failure to take account of his
human respensibilities. where it occurs,
iz due primarily to the failure of his
own superiors, generallv the top
management, to keep the distinetion
petween line and staff functions elearly
in mind and {o allocate definile areas
of responsibilitv to each. The resuli,
however, has in moest cases been detri-
mental effiziency  and  to

hoth o
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ordinary human happiness, since it has
led to confusion and misunderstanding
on the part of all concerned. What is
to be done about it?

An efficient and happv enterprise is
built on satisfactorv relations hetween
seniors and their direct subordinates, not
the least important factor in which is
the provision of leadership and guidance
by the former. '

Aunthority eannot be hroken into two
parts and production autherity allrcated
to the line-man and personnel authority
to the personnel manager or to the
labour officer. Real leadership embraces
both authorities.

Production administration and per-
sonnel administration in a department
should be the responsibility of the head
of the deparmment. Production in a
department can be ensurec only
if good personnel administration is
penalties. subject in bhoth cases to
of handling personnel problems of a
department cannot be assigned to some-
one outside the department.

Line managers. supervisors and
foremen should have control of the
personnel in their units. They should
have sufficient authoritv  to  render
their decisions effective without having
to call in staff specialists. At each level
they rhould be able to exercise. as
appropriate, their right and duty to

offer or recommend rewards and
penaltics. suhbject in both cases to
appropriate checks to ensure that this
right is not abused. After o long

veriod in which the suthority of depart-
mental manager or foreman was limited
by the activities of specialists, there are
signs that this authority is at last being

returned to him.  This is true in the -
technical as well as in the personnel

Jelds. =

Recently during a rourse on human
reintinns for the top managers of the
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ciated with Government service which
led the taleated veung nople to join the
ranks of administrat Fertunatel v,
thanks to o number of frciors, the atti-
tudes and the zociul status of the com-
munity arc chonging prelty rapidiy.

Indian indnsiry is now regarded as a
very imipoviest Toelne to the prowth of
the econemy  and  busipessmen have
therofnre cames a0 cocupy o resnectahle
nlace in the communiry and viunsmen
have increasingly furned to business.
The example of forcion firms, which
have set bigh standards of eMeicney and
sncial behrvie howe alen emntributed

l

to this change. The eommunity has also
come to recognise the faet that business

oxists for commien cond. They are
socially uselul, nvd vosasenee and it s
unen the wreces=iul snd efficient conduct
of business that {he country’s economic

growth denends.

To deal seith otier kinds of social atti-
tudes—the attitudes of the people to
work. to save, to preductive investment,
to marriage and to family planning, all
these have a oreat bearing upon produc-
tivity. Studiss of the altitudes of some
of the factory workers in Caleutta, Bom-
bay end Ahmedah-d have revealed that
the workers '3 carry their village
traditiovs it then new ety life. The
ties of the ioint family, even if they are
disintegrating, s few =till continue in a
large nurabor of ¢hses. Quite a con-
siderable rumber o workers hand over
thieir earnings to the hezds of their fami-
lies or where the tamilies live in the vil-
lages. ther sond thelr esvnings home.
They are slill conditioned by the desire
to have holidavs or festivals and for
religicus {unctiors. The seople living
in villages are accitomed o freer con-
diticns of work and thev find it dificult
to adjust tn tho cirrinline imposed by
the rontine of the {oeiaryv, Absénteeism,
hoth for short pevieds of Hime ard for g
longer durstinn. still sontinues as a face-
tor to be reckoned with,

ot

Government's attitude to productivity
has also been very much conditioned by
their past. A Government, so long used
to only maintaining law and order and
having set up machinery and procedures
suited for that purpose, has now embark-
ed on industrial funetions which require
quite different attitudes. It has not
heen easy for Government to make
these adjustments necessary for the pur-
pose.

I have dealt, at some length, with
these attitudes of the community, the
workers, emplovers and the Government
because it seems to me that without a
proper understanding of all these atti-
rudes and values, it will not be possible
for us to make real advances in produc
tivity because it is only by understand-
ing the present, that we can build for
the future. Obviously the most import-
ant thing is to_bring about a better un-
derstanding through education and com-
munication of ideas, and by taking all
those measures which can bring ahout a
change in those attitudes and relation-
ships which are a hindrance to producti-
vitv. The first thing for the workers to
recognise is that they have a stake and
a vested interest in productivity. In
fact, if the workers are to enjov the
vrivileges and the rights given to them
by the Constitution, it is inimical to their
own basie interests to adopt the atti-
tudes which rather hinder productivity
cr give a low place to productivity,
What is, therefore, needed is particular-
ly a new svstem of social education
which would make working classes
realise that they should bring about a
reorientation of their attitudes from an
approach of conflict to a  cooperative
approach. ' .

Similarly, the attitudes of the employ-
ers must also change. Theyv have to
begin trcating the workers as partici-
pants in business as co-workers and as
friends and sharers in their ecommon
tasks. Much of the machinery for joint
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consultation and also for joint manage-
ment has failed because the attitudes of
the employers have not been in accord-
ance with the basic requirements of in-
dusfrial relationship. But, of course,
workers must accept management as
management since ultimately it is the
management’s right to take decisions
regarding their business. The manage-
ment must manage; but it should so
manage that its methods and proce-
dures are understood and become accep-
fable to the workers on the shop floors.

It is necessary to recognise that the
caste svstem. the joint familv system.
the modes of living of the people must
be taken into account bhefore develop-
ing any methods by which these atti-
tudes are graduallv sought to be chang-
ed. India’s {raditional culture nlaces
great value on communitv and familv
ties, The familv nrovides the individual
with an important souree nf seenrity and
protection. This should be taken into
aceount in organising work in a factorv,
If it is nossible for the workers to work
in small working grouns. where thesw
know ezch other and where they will
respect their leaders. suvecessful inne-
vations and changes could he sffected.
The experimeni carried nn by the Rri-
tish exnerts in Calicn Mills in Ahmeda-
bad have shown that given proper ron-
ditions, the workers' attitudes and valies
can be changed to increase production.
Their capacitv for cooperation in the
nerformance of their tnske s reallv
immense.

It is ne~essarv, however, tn recognise
that in a larce measre the eountrv has
alreadv undergone considerable social
changes. The old values have 15t reas-
ed to exist in many spheres. The bovs
belnnging to the so-called hiol) pastes
no longer consider it hereath their qip-
nity to work by spoiling their hands aud
by doing .dirtv work. Similarlv. em-
plovers. especially vounser ones arr
now imbued with a sense of national

spirit rather than a sense of private gain
and they understand that they owe a
responsibility to the Society and that
the industry itself is a social activity, in
which their own private interests are
not the sole determining factors. In
other words industry is getting socialis-
ed; every large concern, be it a public
sector enterprise or a private one, has
to behave in a new way. with responsi-
bility, and obligation to the workers
and the community,

At the present time when the coun-
trv is seeking to take a big stride for-
ward and te attain, as early as possible,
a take-cff stage, a reorientation of our
attitudes to increasing productivity may
perhans be singlv the most determining
factor in economic growth. What is re-
rpudred is a better understanding of the
basis of hirher preductivity and the
develomment of nroductivity conscious-
ness.  All elasses must be convinced of
the vital national need to increase the
size of the cake through higher produec-
tivitv. The attitudes of each of the
maior interests involved in productivity
—the workers. the employers and the
Government and the community in
general must be adapted and oriented
not only in the light of their apprecia-
tion of their own problems and needs
hut in the light of the attitudes of each
to the others,

Let us ask what are the major ele-
ments for seeking the cooperation of the
workers in developing the right kind of
atitides  toewards productivity, First
and the most important is the fear of
helng thrown cut of emploviment on
acecount of the application of modern
methads of work. rationalisation, work
and methods studv and varicus other
productivity technicucs, Workers will
not work themselves out of a inbh and
hecome unemploved. But the Consfitu-
tion ef the National Productivit Coun-
cil has written intn it the snund prinei-
ple that no productivity methnds should
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result in unemployment and that if it
should result, every effort should be
made to ensure that alternative work
should be found for the unemployed
workers in other departments or indus-
iries. Notwithstanding this, the fear ot
unemployment continues to be the
greatest fear among the workers and
their attitude has been largely condi-
tioned by this fear.

Employers should clearly and un-
equivocally state their firm adherence
to this principle of no wremployment
through productivity. In a seminar
held recently in Delhi, scme of the re-
presentatives of Trade Unions went su
far as to say that they should not only
be provided with alternative employ-
ment, but that they should not lose in
status. Be that as it may, prevention of
unemployment caused by productivity
is a very legitimate and essential objec-
tive and employers should clearly
accept this obligation. At the same
time, it is necessary for Trade Unions
to note that it is not those countries
which continue to have inferior techni-
gues that have attained high levels of
employment. Indeed, unemployment
and under-employment are the con-
comitant of low technology—not ad-
vanced technology. Also in a growing
economy like ours, the fear of unemploy-
ment arising on account of improved
practices should not loom large because
of the growing opportunities for employ-
ment.

Secondly, the workers must have the
confidence and assurance that they will
share equitably in the gain arising oul
of productivity. The seminar referred
to above discussed this question at
length and there was complete agree-
ment by all participants on the
principle of equitable sharing of all
gains of productivity. It was agreed
that the gains of preductivity should
be shared between (a) the com-
munity in the form of lower prices,

(b) the workers in higher wages and
earnings, and (c) the management in
the form of increased return for
capital employed and oppertuniiies for
expansion and reinvestment. But the
measurement of the actual gains and
establishment of criteria for allocating
the benefits of increased productivity
are bv no means easy. These have,
therefore, been referred to an Expert
Committee,

Thirdly, the introduction of produe-
tivity technigques should not result in
anreasonable or excessive intensifica-
tion of work. Produetivity implies
higher output per unit of input {of
labour). Too often however, it is
considered synonymous with harder
and more intense work. Much of the
distrust and suspicion of the Time and
Motion Studies and fixing of work-
loads, sought to be introduced in some
factories with the help of expert con-
sultants, can be traced to this fear of
undue intensification of work and
greater speed-up.

The answer to this lies clearly in a
fourth principle, which must be
accepted by the employers, namely, the
Trade Unions should be consulted in
the way productivity processes are
being introduced in any factory. It
also implies that there should be a
machinery for consultation so that
workers are correctly informed with
regard to management policies and
objectives and that their representatives
will be consuited at all essential
stages.

Another important factor affecting
the workers’ attitudes is that nothing
should be so designed as to deflate or
weaken the Trade Unions organisation
and leadership. There i1s no more
scope in industry for authoritarianism
or for family management of large
businesses. The attitude of the employ-
ers to consultation with Unions and
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workers’ participation should hereafter
be more positive.

On the other hand, the view is widely
held in Indian industry that workers’
attitude to even the most reasonabie
changes have been negative, if not
suspicious, that they fail to appreciate
the need for a reduction in costs and
that they are reluctant to cooperate in
the essential reorganisation and expan-
sion programme of a plant. Further,
there is also insufficient recognition of
the tact that the final decisions must
rest with the management and that a
chain of authority and responsibility
has to be fixed and acted upon.
Hundreds of Management decisions
have to be taken continuously relating
to a whole range of functions involved
in efliciently operating a factory or a
business  concern. Workers must,
thereiore, accept the inevitables of this
functional type of management and
help In smooth and efficient running of
the business. While recognising the
need to keep channels of communica-
uon cpen to and from the management,
workers should develop a more favour-
able attitude to the adoption of im-
proved practices and operations. The
distress and distrust among the workers
(largely the creation of a few
unworlny managements) have resulted
in the workers developing a suspicious
attitude in respect of, for example, deter-
mination of work loads, price rates or
efficiency wages, the balance sheet of
companies. Several questions, like
bonuses, could be more easily solved if
only the workers could be persuaded to
approach the problem on a more ration-
al basis. Unfortunately most of the trade
unions seem to be allergic to industrial
consuitants and their studies on work
loads and time and motion studies. Part
of their attitudes is to be explained in
terms of a mistaken belief that because
industrial consultants are paid by the
management, they would not be
objective; their attitudes will change

only when trade unions are ghle tu
secure from among their own members
trained personnel who would be able
to evaluate the various technigues
themselves. For this purpose they shali
be encouraged 1u estubiish rescarci
sections and | have laid siress on the
need tc give iinancial and other help
to them in their eiivrs.  in the interest
of workers themsclves, i is necessary
that their attitcdes t  management
should be mere poesitive.  Higher
wages can oniy be given out of hugner
output and producuvity is, therefore,
as much the corcers of the workers as
of the management,

It may aiso be said that workers
have failed to reeognise the change
that has already taken pizee in the
attitude of the management in India.
Today must of the op execulives have
become management couscious with all
its implications and atdtudes. Profit-
making is no longer regurded as arising
out of exploitation of labour and other
wegker elements of society. Modern
technology has made such kinds of
profit making wholly unnecessary.
Profits can now be made by the crea-
tion of new goods and services and by
taking full ac antage of tae opportunity
to provide the ¢ y with fruiis
of industry in the | ol innumerable
varietles of producer  goods  and
consumption gouaz. Iirms which pay
high wages, z.¢ those winel ulso enjov
high profils. Much larger savings can
be eftected by cost reduction thiougn a
variety of improved processes and
methods than by deaving higier wages,
to the workers.

"

Modern technology will not yield its
fruits unless it becomes o instrament
of a real community of purposes. A
family organization of mndusiry  with
cousing and nephews and sons-in-law
is clearly out of date. Wlat is socially
significant is not that nepotism exists
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but that it is under
stances unworkable.

present circum-

Fortunately, industry is cnanging
fast. Indizn society is becoming more

mobile—both  horizontally and verti-
cally. Entrepreneurship  itsell s
ungergoing pregressive change.  Young

managers and engineers no leager ban
upon influence or fanihy connections.
Taey are mucn more gocially consclous,
and recognise their obligauons to the
community and to the workers.

In many a large firm, the responsi-
bility for tep management has tended
to sniit from the cwners to the chief
execluilves, who by their very natdre
are more conscious of their soccal
responsibilities  than the old type oi
proprietors. This trend Wwill conunue,
‘The attitudes of the new i{ype of
managers io themselves and io their
jobs are now built on socisl {oundations
—spiritual, intellectual and material,—
spirituai in the sense that they believe
that the organi-ations to which they
belong are something bigger and woita
making sacrifices for. Lheir loyalties
have also an inieliectual and emutional
content. On the material plain, they
go for tne satisfaction that the rewards
1o them wiil come througn their eill-
ciency and successiul eftort. New types
of leaders are couming up who take a
pride in batiling witn aiflleulties acd
find true satistaction in doing an
efficient job.

However, not all of the traditional
attitudes of management are to be
condemned and sacrificed at the altar
of change. The past attitudes of em-
ployers to business and its growth, have
sometimes had a beneficial effect.
Managing Agents, for reasons of
prestige, sihiowed a remarkable identity

when these were in difficulties. Often
they were prepared to stake their
whole fortunes to ensure that an
cnterprise started by them did not
collapse. For exarmple, when the tea
industrv faced a erisis in 1952 the
industrialists lent their personal funds,
wrote off the loans owed to them by
the companies, and, took on their own
shoulders the losses that had been
incurred. This Thelp enabled the
industry 1o pav wages to labour and to
tide over the erisis. Similar instances
can be given for the jute industry and
textile mills, particularly those of
Ahmedabad. This kind of attitude and
social cutlook have heen assets for
industries, which have been subject to
vicizsitudes and fluetuations.

Finally, the attitudes of the Govern-
ment and the Community: Productivity
is not like a dress to be put on and taken
off at will. It should become a part and
parcel of a community’s mental make-
up: if anything is worth deing, it
should be done in the best possible
manner. The community should not
acecept the second best when the best
iz possible.

The Third Plan provides for an
investment of Rs 10,200 crores. By
{teselt this can have no great value.
Whether in terms of output, results and
achievements the investment will be
fruitful, will depend upon the way in
which the investment resources are
utilised. The community should give a
rightful place to those who are parti-
cipants in this great national effort. The
duty of the Government is to adopt
such policies as would favour a change
in the attitudes of the entire com-
munity towards productivity, for
ultimately it is productivity that holds

of interests with their enterprises the key to achievement,
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The Management Of Men

E Pavrr*
s ‘

If you ask a works or shop manager whal is his job, he will very
often tell you that his job is production and he will hardly mention his
subordinates. He will supply you with a full description of the technical
aspects of his job where he will insist upon his responsibilities in regard
to production, but it is unlikely that he will mention his responsibilities
in regard to his subordinates. “The majority of shop managers believe
that their responsibiiity is production and fail to recognise that produc-
tion comes through other people. They fail to understand that the job
of line managers is not to do things themselves but to get things done
through other people and that their success 1s getting things done through
other pecple depends upon the nature and kind of relationships they are
able to create and maintain with their subordinates.

‘An efficient and happy enterprise is built on satisfactory relations
between seniors and their direct subordinates, not the least important
factor in which is the provision of leadership and guidance by the former. -

N modern times, particularly in the

last 20 years, the world has witness-
ed wonderful technological progress
which, in many countries, has brought
about a high standard of living. Unfor-
tunately such technological progress has
similar progress in the social fleld. The
same can be said about industry.
Industry has grown rapidly but not all
responsible people in industry are
vet fully aware of the benefits which
could derive to industry by no longer
considering the human factor on the
basis of materialistic wvalues but on
human potential growth and possi-
bilities.

* Management Development Unit, ILO,

Geneva,

* Personnel Administration at the Erecutive
Level, published by the United States
Naval Institute of Annapolis.

In a survey carried out recently in
the 50 leading industrial undertakings
of the United States, it was found that
nowadays executives spend more than
90 per cent of their time handling
human problems, while “supervisors
may be considered as literally devoting
100 per cent of their time to personnel
administration". Examining the
criteria followed by these major Ameri-
can businesses in the selection of future
executives, it was found that skill in
human relations is considered para-
mount while seniority and technical
skill are secondary.

Moreover the majority of under-
takings surveyed agreed that first-line
supervisors represent the cornerstone
of the management structure and a
prerequisite in their selection and
training is skill in human relations.
This trend in industrial management is
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also to be found all over Eurone where
emphasis is being increasingly laid upon
the importance of human relations,

Among certain leading people in
industry there is a misunderstanding in
regard to line and staff functions in the
field of personnel administration. Such
misunderstanding affects negatively
relationships between line manragers and
their subordinates and, indirectly,
production.

Let us discuss the cause of such mis-
understanding and see whethler we can
identify it and examine the possi-
bilities of eliminating it.

We shall call line managers all
people placed in the direct line of
command and staff specialists the per-
sonnel acting in a service or advisory

capacity. The works manager is a line
manager; the superintendent and the
foremen are line managers. The

personnel manager and the labour officer
are, on the other hand, staff specialists:
the safety engineer is a staff specialist
and so is the inspector responsible for
the quality of production. It is a
matter of convention.

If you ask a works or shop manager
what is his job, he will verv often tell
yvou that his job is proluction and he
will hardly mention his subordinates.
He will supply vou with a full descrip-
tion of the technical aspects of his job
where he will insist wupon his
responsibilities in regard to production.
but it is unlikely that he will men-

tion his responsibilities in regard
to his subordinates. The majoritv of
shop managers believe that their

resnonsibility is production and fail to
understand that the job of line
managers is not to do things them-
selves but to get things done through
other people and that their suceess in
getting things done through other
people depends upon the nature and
kind of relationships they are able to
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create and maintain with their subordi-
nates.

However the fact that they do not
mention people among their responsi-
Lilities is a clear indication of their
belief that thev are only responsible for
production and that their responsibili-
ties iowards their subordinates are
limited to technical problems regarding
production and do not include the
vroblems of their subordinates. The
most curious part of this is that all such
managers are perfeetly well aware that,
in practice, a major part of their time
in their day to dayv work is taken up
in dealing with their subordinates—
issuing orders. discussing technical
problems of the work, maintainine
workshop discipline and often. in fact,
dealing with nersenal problems. It is
simply that they de not see this as a
part of their work, which in their
eyes is to obtain production. (The
same, in principle, mayv be true in the
case of the sales manager or chief
inspector in relation to their subordi-
nates).

What are the reasons for this?
following may be among them:

The

(1) The head of a department—
works or sales, for example, is
judged by his superiors on his
performance in terms of output
or sales. He is not judged on
his qualities as a manager of
men—at least, not independent-
ly of his primary funection,

(2) Until recently, at any rate,
technical training of any kind
tended to concentrate on the
technical aspeets of the job and
to ignore the human element.
Add to this the facl, especially
true in the technical rather than
sales functions, that the type
of man who becomes a tech- .



tilclan is primarily interested
in the technical rather than
auman aspeets of his jub.

(3) The  develonrmen: of e
genarate nersnnnel denartrace-
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It may thus be said  that the line
manager’s fallure to take account of his
humen responsibilities. where it occurs.
primarily o the failure of his
own  superiors.  generally  the top
management. v keep the distinction
cevween line and staff funetions clearls
m omind and 1o allocate delinite areas
ol reswonsibility to each. The resulr,
however, has in most cases been detri-
mental  hoth  to efficiency  and  to

Is au

fields,

ordinary humean happiness. sinee it has
led to confusion and misunderstanding
on the part of 21l eoncerned. What is
2 be done abayt §t?

An efficient and happy enterprise is
built ey sntisfactory relationg hetween
seniors and fheir direet sulvrdinates, not
the least imnoriant factor in which is
the nrovision of Jeadershin and guidance
by the former.

Authoritx ennnat he hooken inta two
rarts and praditetion auth it alleeatad
‘o the line-man and personnel authority
‘o the persopvo]l manager or to the
labour officer. Real leadershin embraces
hoth authorities,

Produciirn adminisiration and per-
sonnel administration in a department
should be the respensibilitv of the head
departwient. Peoductior in a
depariment  can he ensired onlv
it wood  personnel  administration  is
rernltics. subiect i heth eages 1o
of handling personnel problems of a
depariiment connot be assigned te some-
one outside the department,

1

Line  managers. :upervisors  and
foremen should have control of the
personnel in their units. They should
have sufficient authrri*v to vender
their decisions effective without having
to call in stall specinlists. At each level
thev should bz able 1o exsrcise. as
appropriate. their  right and dutv to

offer - or pecommend  rewards  and
penalties. subiect in both cases to

appropriate checks to encure that this
right is mot abused. After a Inng
neriod in which the authority of depart-
mental manager or foreman was limited
by the activities of specialists, there arve
s1gns that this authariiv ic at last being
returnied to him.  This is true in the
tocnnical as weli s 1 ihe perue;

fiumger

of the

Becently during 2 course on
relations for the tap managers
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The Worker and Management

G RamanNuJam?®

Labour will have to reject the theory of ‘eternal confliet’ with
management. It must concede the legitimate rights of the employer.
The conflict, if at all, can never be a conflict of interests; for, the pros-
perity of the concern leading in turn to the prosperity of the employer and
the employees is a common interest. They, therefore, both work for
a common objective. If at any time conflict arises, that can only be a
conflict between two points of view of the partners wedded to a common
objective. Labour must learn to open up a new chapter of understanding
cooperation with management for the benefit of the industry, the people
and itself. :

Employers will have to stop thinking of workers in terms of mere
toxens and ticket numbers. They mus: realise that a worker is a human
being and must start dealing with him on that footing. They must
urnderstand that labour problem is essentially a huran problem. The
tendency to imperscnalise the workers as labour force as if it were
something comparable to the horse-power of the machines should be dis-
couraged. The atiempt to always link labour with any trouble in the
plant, and call it invariably as labour-trouble, must also be given up. It
is possible that such difficulties are also due to management-trouble,
Management should cease putting themselves on an infallible plane, as
it it is only labour that is all the time bound to be in the wrong. The
management side too needs guite a lot of introspection and the courage

to act up to its convietion.

HILE it is easy to define the term
worker, it is not guite so easy to
define the term management. Whereas
the worker is an individual and intense-
ly human, the term management merely
represents a function; and the fune-
tionary in this respect need not be one
person. It may as well consist of a group
of persons, each operating at a different
level. Even if we assume for the pur-
pose of our present talk that manage-
ment means not the management-func-
tion, but the management-organisation.
it will still remain impersonalised—a

* Vice-President, Indian National Trade
Union Congress.

sort of machine which tends to function
in a mechanical manner; and the more
mechanical it is in its functioning, the
more it is praised as being thoroughly
systematic. Of course, to be systematic
is very good, but then rigidity is not
always desirable.

Humanise Management-machine

The management-machine must there-
fore be humanised so as to make it fit
enough to deal with workers who are
human beings and expect to be treated
as such. This is a very difficult process
in the modern set-up of mechanised
large-scale production. The manage-
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ment in these cases has to deal with
both machines and men. And very
often, they give the same treatment to
both, which makes the treatment meted
out to man lack the human touch, Some-
times it is even worse. Man is given
even a worse treatment than the
machine. The argument goes that
machines are very costly, and they have
got to be looked after carefully, but not
so the man, who is to them cheap.
Machines have no patience, no elasticity
and their demands must be met and are
met. But not so the worker's. He is
often not rigid. He is patient and elastie,
and so his needs can wait, and sometimes
has to wait eternally. For instance, if a
motor car would give 30 miles per gal-
lon, there can be no argument about in-
creasing it, no negotiations, conciliation
or arbitration or adjudication about it.
At the end of the thirtieth mile it stops
if you do not put in additional petrol.
But not so for the worker. If his need-
based minimum wage is Rs X, he is
always made to work even if he is paid
less; and his elasticity in endurance is
taxed, thus reducing him to a lowered
treatment than the soul-less machines.
Perhaps the fact that management itself
has beccme a machine, accounts for
machines being put up in importance
over man! This seems to be rather up-
side-down; for it should be that
machines are for men; and not men for
machines!

If therefore substantial results are to
be achieved, the management-machine
must be fully humanised. This would
call for a complete overhauling of the
present attitude and approach to labour-
management relations. It would call
for a proper appreciation of the rights
and obligations of the two parties in the
process of production and distribution
of wealth, and the consequent relation-
ship that should be helped to flourish
between them.

The two ways

There may be many theories concern-
ing employer-employee relations; but
two of them appear to me to be very
important. The one is the Marxian
Theory and the other, the Gandhian.
The Marxian theory, for more than one
reason, will be found to be rather out-
moded against present-day conditions
in the world, particularly in India.
There is no Capitalist class flourishing
today as Marx had defined. In fact,
with the rapid expansion of the Public
Joint Stock Companies, it is not neces-
sary that the share-holders should
belong 1o the Capitalist-class of the
Marxian conception.

Similarly there has been a great
change in the working class and lower-
middle class. It is no more the proleta-
riat of the Marxian conception. In ad-
vanced countries there has been some
capital formation among the working
class too, as a result of the workers en-
joying a saving-wage. These savings
have been invested in Joint Stoek Com-
panies and Cooperatives. Increased pro-
ductivity leading to increased wages
have lifted the workers in those coun-
tries above the living-wage standard to
the saving-wage standard. The same
process too can help such surplus forma-
tion among labour in India.

The Marxian Theory of class-conflict
and the inevitable annihilation of one
class—which must be the capitalisi
class-——cannot also hold the field now,
for the mere reasen that such classes dc,
not exist now. This, however, is not to
say that we have achieved a classless
society. That in my opinion is definite-
ly impossible, For, as long as there are
men and women with different capaci-
ties and talents, classes are hbound to
exist. Even in communist countries,
where they might have abolished the
private capitalist class, it should not he
forgotten that thev have at the same
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time created a new class in which is con-
centrated political power, which is even
more dangerous than the concentration
of money power. There is thus no class-
less societv even in countries which
swear by Marx., That theory has not
worked anywhere and will not work at
any time.

The Gandhian approach

In contrast, the Gandhian thought and
approach seem to me to be more rational
and practical. Gandhiji also admits
there are confliets now between classes.
But he does not sav, that because there
is conflict between classes, abolish the
classes. He savs, if there is conflict,
abolish the conflict, and not the classes.
It is not the existence of classes that is
wrong. But it is the existence of con-
flict between the classes that is wrong.
Therefore correct the wrong. Substi-
tute conflict by cooperation; and the re-
sult will be that instead of class-conflict
we will have class cooperation. What
is wrong in the existence of classes, if
they exist only to cooperate with the
other classes and not to come in conflict
with them?

Gandhiji wants the cooperation bet-
ween the classes not merely for the
benefit of the two classes cooperating,
but he wants such cooperation for the
benefit of the community as a whole.
According to Gandhiji the real employ-
ers are the people! They are the employ-
er of all employers; and if they go on
strike, the so-called employer also be-
comes unemployed along with those
wh~m he was hoasting he was employ-
ing. Therefore Gandhiii advised both
emrlovers and emplovees to consider
themselves as co-servants of the people.
He wanted both labour and capital to
consider themselves as Joint-Trustees to
whose joint hands has been entrusted
the welfare of the people. Their coope-
ration should therefore aim at not mere-
1v bettering their own respective inter-
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ests, but also in ensuring better- service
to the community which is the real
master. '

Nothing but hatred, anger and des-
truction can result out of conflict. But
out of cooperation can materialise all the
positive things that sustain life and
make life worth living. Such coopera-
tion may be voluntary out of under-
standing or forced and wrested. Where-
ever such cooperation is not spontane-
ous, arising out of a sincere apprecia-
tion of others’ rights and obligations,
both to themselves and to the people, the
pace of productivity is bound to be the
poorest. Where, on the other hand. such
cooperation is spontaneous based on a
sincere conviction, productivity would
easily go up to the optimum, without
anybody driving the parties.

Needed a re-education

The problem therefore is how to make
such understanding cooperation possible
between the worker and the manage-
ment. Obviously it would require some
education, rather re-education. Both
the emplover and his employees may
have to unlearn a lot before beginning
to learn a few things afresh.

Labour will have to reject the theory
of eternal conflict with management.
Tt must concede the legitimate rights of
the employer. The conflict, if at all, can
never be a conflict of interests; for, the
prosperity of the concern leading in turn
to the prosperity of the emplover and
the emplovees is a common interest.
Thev therefore both werk for a com-
mon objective. If at any time conflict
arises. that can only be a conflict bet-
ween two points of view of the partners
weded to a common objective. Labour
must learn to open up a new chapter ot
understanding cooperation with mana-
gement for the benefit of the industry
the people and itself,



Employers will have to stop thinking
of workers in terms of mere tokens and
ticket numbers. They must realise that
a worker is a human being and must
start dealing with him on that footing.
They must understand that labour pro-
blem is essentially a human problem.
The tendeney to impersconalise the work-
ers as labour force as if it were some-
thing comparable to the horse-power of
the machines should be discouraged, The
attempt to always link labour with any
trouble in the plant, and eall it invari-
ably as labour-trouble. must also be
given up. It is possible that such dif-
culties are also due to management-
trouble. Management should cease put-
ting themselves on an infallible plane, as
if it is only Iabour that is 21l the time
bound to be in the wrong. I think the
management side too needs quite a lot
of introspection and the courage to act
up to its conviction,

Management must realise that there
is no use in trying to put down legiti-
mate trade union activity. Trade union
movement has come to stav; and it is
ton late in the dav either to now attempt
t0 suppress it or to give an impressinn
that the management does not like it.
Managements must realise that a good
trade union is as much an asset to the
industry as its plant, machinerv and
huilding. Therefore it is as much the
dutyv of the management to make the
atmosphere conducive for the growth of
a healthy trade union in the plant as the
maintenance of the plant itself. This
cannct be achieved by granting out-of-
the-way favours to either the workers or
their organisations. This can be achiev-
ed only by the management adopting a
reasonable attitude in all matters con-
nected with labour by making it possi-
ble for the workers to believe in the
management’s honafides and by mana-
gement readily sharing with the work-
ers all infermation connected with the
working of the plant, and not foreing a

fight to delay the justice that cannot be
denied. Managements should learn to
avoid too legalistic an approach in their
dealings with their workers, and should
always be guided by the requirements
of a human approach giving broad and
prompt justice.

Management should give up the old
idea of master-and-servant relationship
between itself and its workers. The en-
tire personnel, ie. management and
workmen, should function as one team.
Theose in the management positions
should develop qualities of leadership
and must have the capacity to take along
with them the rest. They should be able
to inspire confidence among the work-
ers whom they are required to lead to-
wards fulfilment of production targets.
These in management should so conduct
themselves that the idea of the team
permeates the entire rank and file of
workers resulting in a healthy team
spirit pervading the entire plant.

Industrial relations machinery

However. even under ideal labour-
management relations differences are
bound to arise from time to time. The
attempt should not be to see that no
differences arise, but it should be to set-
tle all those differences promptly, fairly
and finallv. This requires an effective
industrial relations machinery. Exist-
ence of facilities for settlement of dis-
putes by the parties themselves sitting
across the table and discussing problems
would be ideal. But it is possible that
in spite of the best intentions on both
sides, there may be honest differences of
opinion and the dispute may still sur-
vive. In all sueh cases there must be
available an effective machinery for the
prompt settlement of disputes. This re-
quirement is met by the machinery of
voluntary arbitration, Parties must
agree in advance that all unresolved dis-
butes shall be submitted voluntarily for
arbitration by a person or persons
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already approved and his or their deci-
sion shall be final and binding on both.

Tt has been my unfortunte experience
that invariably it is management that
refuses to agree for arbitration. Manage-
ment seem to prefer adjudication, with
all its legal technicalities, appeals and
the consequent delays. This means that
disputes are allowed to remain unresolv-
ed for a considerable time, and all the
time the parties who are expected to
cooperate and work as a team for in-
creasing productivity, will be fighting in
courts and tribunals as petitioners and
respondents or complainants and oppo-
nents! It is this tendency in our country
which is larcely responsible for workers’
discontent. It naturally damps the en-
thusiasm of the workers to cooperate
with management in increasing produc-
tivity. Itis high time that managements
do a little bit of serious re-thinking and
help to create a better climate, in the
interest of productivity.

The progress of workers

The worker knows that his status in
industry and society is fast changing and
he is gradually coming into his own.
Some thirteen vears back, the employ-
er had almost the unfettered right to
hire and fire any worker as he liked. But
now, if a worker is unjustly denied em-
plovment or is victimised. courts have
been given powers to intervene and re-
instate the worker. Formerlv the em-
ployer had the last word in the matter
of fixing the wages of his worker. But
now if the worker was found to be vaid
unjustifiablv low wages. a tribunal has
the right to enquire into it and compel
the employer to pay a higher wage as
fixed by it. Previously the worker was
entitled to nothing more than his con-
tractual wage, and whatever was left,
after paying such contractual wage,
went entirely into the coffers of the em-
ployers. But now labour’s right tn a
share in the profits in addition to the

contractual wage, has been recognised in
the form of profit-sharing annual bonus-
es. Logically the progress registered by
labour did not stop with this sharing of
profits. It went a step further. Labour’s
right to participate in the management
of industries has now been recognised in
prineiple. This is indeed considerable
progress,

Except for labour’s right to partici-
pate in the management of industries,
which is still in a nebulous state, the rest
of the progress achieved was made possi-
ble not so much by any progressive atti-
tude of the emplovers as a class, as by
legislation, courts and trade unions.
This unfortunate fact is making labour
depend more and more on courts, tribu-
nals and law than on bi-partite negotia-
tions. Labour seems to have come to the
conclusion that in this country, employ-
ers as a class, barring a few notable ex-
eepticns, have to.be compelled by law
before thev can be made to concede even
legitimate dues. It is very difficult to
make any real progress in the field of
productivity so long as this impression
is allowed to persist. It is for employ-
ers to change the atmosphere and help
to create a new impression. The earlier
they make a beginning in this diree-
tion, the better for all concerned.

Problem of multiple unions

It cannot be said that employers have
no difficultv to overcome in their efforts
to create the new climate. I can well
imagine emplovers’ difficulties in this
direction, particularly in the face of
multiple unions. It is no doubt true that
if the entire labour is organised under a
single national centre. with no rival
unions either at the plant or national
level. it will be easy for a good employ-
er to deal with that single union and
enter into negotiated settlements. But
that possibility of one-union-for-one-in-
dustry seems to me as a rather remote
chance. It will take considerable time
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and we cannot afford to sit back and wait
in a do-nothing attitude till that hap-
pens. It is primarily a task for labour
and labour leadership to bring about
such unity. But it is a gradual process
of education, for by intelligent convic-
tion alone can there be real unity
brought about by labour consciously re-
jecting the spurious and rallying round
the genuine. Labour must learn to lift
the trade union movement ahove party
polities. Trade union movement should
cease to be a plaything in the hands of
politicians.  This is not possible unless
labour is educated and made intelligent,

Even so managements are not quite so
helpless &s they would claim to be; parti-
cularly after the acceptance by all
narties of the Code of Discipline in In-
dustry. If only emplovers also indivi-
dually acecept the Code and scrupulously
honour it fully, thev will he setting the
pace for labour and will be foreing
labour and their organisations too to fol-
low the Code. If the Code of Discip-
line becomes a live-factor in industrial
relations, the evil: arising from multi-
plicity of unions can be greatly mitigat-
ed. For whatever the number of unions
operating at the plant level, there will
be only one line of approach to all pro-
blems, viz. the Code Line. And in course
of time when labour understands that

approach to problems are the same by
all unjons, they will feel the superfluity
of multiple unions and may well decide
to be under one union. This will also
help labour to see through the political
machinations of the spurious unions and
discard such unions. It is therefore to
the advantage of industry, labour and
the country that we make the Code of
Discipline in Industry the sheet anchor
of Employer-Employee Relations, Em-
ployers have a duty in this regard. They
should erase the
create a new cne by themselves taking
the lead and scrupulously following the
Code and setting an example for labour.

Public sector no exception

Whatever has been said above in re-
gard to managements applies equally to
private and public sector. There should
be no distinction between the two sec-
tors and this has heen conceded by the
Second Plan also. In fact, the need for
humanising the management-machine
and the need for making labour partici-
paticn in management a reality are even
more pronounced in the public sector to
avoid the tyranny of bureaucratic
machinery and any tendency of the pub-
lic sector degeneration into state bureau-
cratic capitalism,

*®

Management is the developing of people and not the direction

of things .
and the same,
personnel administration.

Management and personnel administration are one
They should never be separated. Management is

-LAWRENCE APPLEY, ex-Prasident,
American Management Association
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Role of Trade Unions in
India’s Future Development

Vv K R Mexoxn*

The role trade unions play in raising productivity can prove the most
vital factor for future economic development. They can inspire workers
and minimise waste of raw materials, better distribution of work loads

and help in the improvement of discipline,

The Stakhanov movement

which contributed so much to the success of Soviet planning wos nothing
but workers’ participation in finding out the wars and means of raising
productivity and reducing cost through better division of wark and

careful technical suggestions.

If trade unions in India wish to play a role worthy of them, they

have to identify themselves complet

tution and the needs of planning.

to take the country speedily to the take-off stage.

ely with the objectives of the Consti-
The endeavour in India at present is

Since ilrade unions

have a stake in the future economic growth, they can do no better than

vigorously help in this process.

EACH civilisation has its own charac-
teristic institutions. The agrarian
rural societv in India had its panchavats:
the industrial urban civilisation of the
West its trade unions. Whether by
force of circumstances or deliberate
choice. the latter too have come to
India. for thev are a concomitant of the
industrial civilisation towards which
this counrtrv is moving rapidly.

As is the case with most human insti-
titinns, thev come into being because
~f their potentialities fo satisfv certain
hasic human reguirements; and if thev
oravitate ta other directione, the fault
dnes not lie with them. but with those
whn dirert them the environment in
whish thev funetirn or a distorted un-
derstanding of their purpose.

« Director. 1LO, New Delhi,

A trade union is such an institution.
Its potentialities for serving those in its
orbit and the community for socio-
economic good are ensrmous. But for
all this a clearer understanding of its
role is indispensable.

Social and economic objectives

The Webbs defined a trade union as “a
continuous association of wage-earners
for the purpose of maintairing or im-
proving the conditions of their working
lives”. Whon cne compares this defini-
tien to the objective of planning in
India. nemely. “to initiate a process of
develonment which will raise living
standords and open out to the people
new cpportunities for 2 richer and more
varied life”, it starts a chain of ideas.
That the objectives of hoth, in one case
that of the entire community and in the
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other that of a soclo-economic institu-
tion, are in essence the same, means that
the institution has to assimilate itself
completelv with the common aims and
that unison rather than conflict is in-
Lerent in the relationship of the two.
Social and economie justice; right to an
adeauate means of livelihnod: balanced
distribution to serve the eommon good;
and ensuring non-coneentration of re-
sources—these are some of the direc-
tives of the Constitution that the Plan-
ning Cemmission has to fulfil, And
since trade unions too have more or less
similar wider aims. which are the basis
for the future development of the ennn-
trv. their role in this behalf is appa-
rent,

Trade unions today

In order to understand the position of
trade unions todav it is necessarv ta take
a bird’s eve view of the progress of trade
uninnism in India. Ttz aetive bedginning
dates back to 1918, the Indian Trade
Unions Act was passed in 1926. Bet-
ween 1927-28 and 1946-47, the number
of recistered trade unions increased
from 29 to 1.833 and their total mem-
bershin from 100.619 to 13.31.962. Since
then there has been a steadv increase
both in the number of organisations and
in membershin. Trade unions have
since 1952-5% recistered progress as indi-
cated in the following tahle:

Membership

Registeread TTnions of Uninns

e Whorkers’ submitting submitting
[erions Returns Returns

1052-58 " 4,878 2,690 2n,94.n35
1053-54 5,000 3258 21,n8,042
1954-55 8,557 3.517 21.RA 855
1955.58 R.018 3,988 22 A0 870
1958-57 8.477 4.370 23,73 298
1857-58 9,868 5,440 30,08,183

The number of federations whoye
objects are not confined to one State had
risen from 12 with 502 affiliated unions
in 1947-48 to 48 with 1587 =Mliated
unions in 1857-58,

This upward curve of numbers does
not, however, give an entirely correct
picture. For, there has been a haphazard
promotion of small unions. which means
quantitative progress without corres-
ponding qualitative advances. Certain
problems continue to retard their all
round progress.

Current problems

Trade unionism was legally recognis-
ed in India in 1926, and became eligible
for Government support and encourage-
ment. But although Indian trade unions
worked for the protection of the work-
ers’ rights, thev were, till 1947, strong
allies of the political movement becatse
of their strategic position. Thev had
reason to believe that without political
power, social and economic advance is
difficult. No useful purpose will be
served by probing as to whether the
main central organisations of workers
in India are even now tied to or affiliat-
ed to different political parties. The
fact remains that there are, today, four
such central organisatinns and that thev
do not always see eve to eve with each
other even in pure trade union matters.
This divisicn, in several instances, per-
colates right from the national level to
the level of individual undertaking. It
is ordinary human nature that so lona
as multiplicity of unions exist, each will
have a snirit of competition with the
others. Even progressive employers
who have all sympathy for growth of a
strong and healthv trade union move-
ment find themselveg frustrated owing
to multiplieitv of unions. The less en-
lightened or those employers who are
hostile can make the multiplicity of
unions as a ready and convenient
excuse. In particular, this is the main
hurdle against more effective use of the
machinery for collective bargaining as
the very term eollective assumes com-
plete unity among all the workers.
Parenthetically, when, on the basis of
experience of other countries, a plea is

148



made that the legal provision relating
to compulsory adjudication should be
removed from the Statute Book, the
answer is apparent. So long as com-
plete trade union unity is not achieved,
the power vested in Government is to
the advantage of the workers them-
selves.

It is, however, a happy sign of the
times that the common ground among
the different central organisations of
workers is gradually increasing, though
one might like to see the pace of this
advance more rapidly. So long as
muitiplicity of trade unions and conse-
quent rivalry are not almost wholly
banished, it is inevitable that colleciive
bargaining cannot gain full strength,;
that smmali trade unions will remain
poorly organised with unsteady mem-
pership and precarious finances.

Towards strength and self-reliance

1t is commonly said that trade unions
in inala llave been spoon-ied ior a long
wme now. How cawn this sitdation we
cnanged 1o cne 1 which they are sirong
and self-relilant? ‘lhe State in lnala Is
anxious thai they sfivuid be 1n a pusi-
tion of strengih so that they can Dal-
gain independently wiin inuiviaual em-
ployers or groups ol employers Lor uu-
proyvements m Loe Conditions vl employ-
mentl. ‘inere are certain diilculiles in
the situation which stand 1n ine way.
‘ine more imporiant ol these are: (1)
low wages, and hence ditriculty 1n pay-
ing even a moderate union subscrip-
ton regularly (4) pretailing unem-
ploymens, wiich lowers tne bargainiug
power of the individual worker and con-
sequently of the unions (3) illiteracy
wnich makes it diiticult for an average
member to appreciate tne real object ol
union membership, and (4) divided
loyalties because of regional, religious,
caste ditferences, whicn prevent work-
ers from making thneir union an integ-
rated whole.

There is also a brighter side of the
picture. Although trade unionism i
quite young in India compared to the
countries in Europe and North America,
the revolutionary times in which it was
born and has developed has made it
today an accepted feature of the indus-
trial system. It did not have to go
through all those troubles which trade
unionism in the West had to suffer, and
it could profit by the ready-made and
accumulated experience of trade unions
wne world over. Ever since trade union
representatives started attending 1u-
International Labour Conference, their
role in policy-making througn legisla-
tures and membersihlp of commissions
and committees has been well-recognis-
ed. With the establishment of the tri-
partite Indian Labour Conference,
Standing Labour Commitiee and Indus-
trial Committees, this role has been
stabilised. The result, therefore, is that
whether all workers are union mem-
bers or not, whether all employers have
anything to do with trade unions or not,
workers’ viewpoint plays a part in shap-
ing labour policy in India.

If there are still some sections of the
community who are unable tuv appre-
ciate the role of trade unions or are even
nostile to their legitimatle acuvities, tne
responsipbility rests partly on trade
unions themselves for tney have not
risen to the stature expected of them.

Problems like uniun shop have still
not risen in India, for irade unon mem-
pership is even now a small percentage
ot ihe total labour force. Certain steps
Laken by Government 1n recent years o
nelp the growth of trade unionism

rowards self-reliance are briefly as
1ollows:

(1) During the sixteenth session of
the Indian Labour Conference, held in
May 1458, the representatives of
INLUC, AITUC, HMS and UTUC
held a meeting and agreed io ohserve
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certain  principles for maintaining
harmonious inter-union relations. These
are, amonyg others, the recognition
of the treeauin of every worker to Juin
a unwn of nis cheice, democratic tune-
tlening of teaae unions and eschewing
vicienee, coerelon, Latimidation, or per-
sohal vilification in 1nicr-union dealings.

(2) The tripartite conierence
arrived at suihe agreca eritena for tne
recoghilivn ob rade uniens. The main
polils among {.cse criteria wce thal a
Unioll Clainnng recugrnition should cov-
er at least 1o pur cend of e workers in
tue estaciiumenl concerned (25 per
cent in e case ul o epresentalive uiion
for an ingtstey n s local area), and that
wheie lhere are several unions in an
establishment or industry, the union
Wiin tie largest membership should be
recognised.

T

310
111g

(3) A bill amending the Indian Trade
Umens Aect, 1¥28, was introduced in
Parlizim recently. which has made
provisions, inrer alig, for facilitating
registratien of trade unions and pres-
¢ribing a membership fee of 25 nP per
month.

ent

Managemeats and trade unions

Lhe wbove is aisicount of what the
Stale Loy Quile i order to help trade
unionism. [t luay  seemn  paradoxieal,
but pernaps managements can also help
the process of unicnisation among their
workers,

Indusiry has eatered the age of auto-
maiion. Lae process ol economie growih
in future will Le diirerent from what it
has been in the past. According tu
Hustow, continued growth requires that
tie society should so organise itself as
to continue to apply tricks of manufac-
ture “in an unending flow of changing
compusition’.  As time passes, competi-
tion becomes intense and markets

shrink, utmost cooperation will be re-.

quired between managements and work-

ers. Managements, on their part, are
well-organised. But they cannot deal
with their own workers individually.
The best method of securing the active
cooperation of workers in all schemes
vl medernisation js to have handy a
trade union which can speak with autno-
rity on workers' behalf, put forward
their viewpoint cbhjectively and dis-
passionately, keeping in view the cur-
rent problems and aspirations of their
workmen and the future of the under-
taking or the industry. The union
should also be in a poesition to get the
fullest cooperation of workers in its
agreements with the Management,

No coniituance is possible in cundi-
tions of conflict or armed truce. ‘I'eam
Spirit is essential on the shop fleor. Dis-
Cigline in the past was oblained with toe
big stick of authority to hire and fire.
Ownership is informal today. In the
rung of management, employees go up
quite high. Workers are no longer a
aucile lot, Disciplining today can be
secured best when it is assumed as a
responsibility by the union in return tor
Uie best the management can do for
workers collectively, That, at least, is
liie trend in Industrially advanced coun-
iries.  In India, a beginning has been
made  for dpportioning responsibility
between managements and trade unions
through the Code of Discipline in Indus-
lry formulated after g good desl of dis-
¢ussions and consultations in tripartite
labour bodies. Since thig Code is ap
epitome of the rights and responsibili-
tles of managements and trade unions in
their relationship to each other it is
worthwhile giving a summary of the
Cede here.

According to the Code, representa-
tives of management and unions should
agree {0 encourage constructive coopera-
tion between their representatives at all
levels and as between workers them-
selves. There should be no strikes and
lockouts without notice, and neither

144



party should have recourse to coerclon,
intimidation, victimisation or go-slow
tactics as alsc iitigation and sit-down
and stav-in strikes.

The managements agree noi to in-
crease work loads without prior settle-
ment, not Lo support or encourage any
unfair praciice, and to take prompt
action for (a) settlement of grievances,
and (b) implementation of settlements,
awards, decisions and orders. They also
agree to tuke appropriate disciplinary
action against any of their supervisory
staff responsible for precipitate action
by workers leading to indisciphne.

The unious agree, on their part, not
to engage in any form of physical duress
or demonstration which is not peaceful,
to eschew unfair labour practices and
to take prompt action to implement
agreemenis and awards. They agree to
disavow any action on the part of any
union official which is contrary to the
spirit of the Code.

Wage policy

A criticism that s usually levelled
against trade uniuns 1s that they keep
on asking for higher wages, and that
higher wages start the vicious circle in
waich wages and prices go on chasing
each other., There may be some truln
in this criticism, but it is not wholly
charitable, tor workers ask for higher
wages when their real wages start
shrinking in the wake of rising consum-
er price indices.

When planned development of a coun-
try is afoot in crder to bring prosperity
w everyone inciuding the workers, trade
unicns may perhaps have some duty in
weighing carefully their demand for
higher wages and the likely repercus-
sion of such demands.

There are three possible alternatives
on wage questions in the planning
sitage: (1) wage freeze (2) no-strike for

wage increases, and (3) higher wages
only as part of the share in higher pro-
ductivity by collective bargaining.
wage freeze is not acceptable to trade
unions, for that removes irom under
their feet the very ground on which they
stand. and it is only natural that they
cannot abdicate their basic function.
The same consideration applies to no-
strilkes issue. As regards linking wages
to higher productivity, this question is
being dealt with a little later.

The process of wage fixation through
wage-boards has been initiated in India,
but such fixation, though werthwhile as
a stop-gap, is likely to deflate the incen-
tive for higher efficiency, and it is not
likely to be conducive to the growth and
strengthening of trade unionism.

Modernisation and trade unionism

An important gquestion connected with
the future development plans of this
country is that of modernisation of the
industry. This has come up for animat-
ed public discussion in connection with
the installation of automatic looms in
the textile industry. The replacement
vi old looms by automatic looms would
cause redundancy, wage adjustments,
changes in working conditicns, need for
iraining facilities, ete. In India capital
is scarce while labour is plentiful. In
the first flush, therefore, one may con-
clude that modernisation plans should
not be aceeptable to the working classes.
On a detailed consideration, however, it
would appear that this question cannot
ke settled so easily. The textile indus-
try, like many others, is of international
importance. To countries like India this
is important not only because it can
supply the home market, but it has
acquired an increasing importance in the
export market. If India continues to
produce cloth with out-of-date machines,
not only will the cost be prohibitive as
far as export potentialities are concern-
ed, but the guality of the products will
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be out-of-date as far as changing tastes
and fashions go.

Trade unicns have thus to formulate
policies with regard to modernisation
with great care, keeping in view not only
the interests of workers but also the
future of the industry and the national
interests.

Higher productivity

In the world of modern industry,
higher productivity has become the key
to all round progress—higher living
standards for the workers, higher pro-
fits to the capital, and lesser prices to
the consumer. There is no doubt that
trade unions cannot, in their own inter-
est, oppose plans for higher producti-
vity, but differences may arise in con-
nection with sharing the benefits of
higher productivity. In order that trade
unions may not appear to stand in the
way of these plans, thev have to formu-
late their attitude on this question.
According to an article in a recent issue
of the International Labour Review.
ways of sharing out the benefits of high-
er productivity should have the follow-
ing characteristies:

(1) they must be fair and acceptable
to all economic agents involved

(2} thev must not be likelv to entail
either inflation or a contraction of

(3) more generally, they must not
compromise the prospects of con-
tinued economic growth.

The most obvious advantages that can
accrue to workers from higher producti-
VIly are: higher wages, more leisure or
both. Higher Wwages in undertakings
where productivity has gone up may
have repurcussions by giving rise to
demands for wage increases in other
units and may also attract labour from
fchern.. A general wage rise may lead to
inflation while the second development

may cause distortions in the labour mar-
ket. Trade unions have, therefore, to
realise that while workers have a legiti-
mate share in the benefits from higher
productivity, irrational distribution of
these benefits in which wages take the
lion’s share might have long-term conse-
quences which are not beneficial to the
interests of working classes.

The role trade unions play in raising
productivity can prove the most vital
tactor for future economic development,
‘They can inspire workers to minimise
waste of raw materials, better distribu-
tion of work loads and belp in the im-
provement of discipline. 't'he Stakha-
nov movement wnich contributed so
much to the success of Soviet Planning
was nothing but workers’ participation
in finding out the ways and means of
raising productivity and reducing cost
through better division of work and
careful technical suggestions.

Other lines of action

In the interest of social and economic
development of the country for which
workers stand to gain as much as other
sections of the poupulation, trade unions
can make contributions in a variety ot
ways. Some of these are briefiy as
tollows:

(1) The existence of strong well-knit
trade union organsations can in itselt
help a good deat in instilling confidence
in the minds of workers about the secu-
rity of their jobs and this can reflect in
confident efforts for the future develop-
ment of the country. By strengthening
their organisation, therefore, trade
unions can make effective contribution
for the fuiure of the country,

{2) Trade unions can develop their
own workers’ education programmes
and welfare programmes besides sup-
porting the programmes run under the
auspices of the State or by the employ-
ers. Thus, by attending to the educa-
tional, health and cultural needs of their
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members thev can improve the general
atmosphere for progress.

(3) Trade unions can help in small
savines drive of the Government and
capital fermation in the public sector,
thus helning in the production of more
gnnds and expanding opportunities for
employment.

(4) Cnoveration among workers can
be encouraged bv trade unions, which
hesides inculeating hahits of thrift. can

improve the econemic condition of the
workers.

The road to progress

The advance of modern technological
develonment s making serious inroads
into the structure nf traditional institu-
tions and it would not be easv to sus-
tain them for long. The vacuum created
by the disappearance of the old will be
accupied hv new institutions in which
new relationshing will be knit together.
The trade union is such an institution,
but having been born in earljer times it

has also to adjust itself to the speed {md
efficiency that is required in all institu-
tions at present.

If trade unions in India wish to play
a role worthy of them, they have to
identify themselves completely with the
objectives of the Constitution and the
needs of planning. The endeavour in
India at present is to take the country
speedily to the take-off stage. Since
trade unions have a stake in the future
economic growth, they can do no better
than vigorously help in this process.
They can do this by (1) ereating confi-
dance through their own strength (2)
guiding workers to refrain from any-
thing that retards the country's pro-
gress (3) supporting all those plans
which lead the countrv to a self-gene-
rating economy, and (4) initiating acti-
vities of self-discipline. self-help and
self-endeavour to improve social, econo-
mic and cultural status of the workers.
If trade unions can embark nn this four-
fold plan of action, they would be able
to play a worthy role for the future
development of the country.

*® & #

ESSENTIALS OF MANAGEMENT

Good management, or scientific managemaent, achleves a
soclal objective with the best use of human and material
energy and time, and with satisfaction for the participants and
the public. It Is no single element, but rather this whole

combination, that constitutes scientific management, which may
be summarised as :

Science, not rule of thumb
Harmony, not discord
Cooperation, not Individualism

Maximum output, In place of restricted output

The development of each man to hls greatest efficiency
and prosperity.

—MARY CUSHING NILES
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The Good Manager

Louis A ALLEN *

Organisation analvsis shows that the work of a manager comprises
four distinct functions: leading, planning, organicing, and controlling
To fulfil his organisational role, every manager at every level must carry

out these activities.

When he is not doing these things, he is not manag-

ing. Furthermore, he must do them in such a way that their perform-

ance constitutes a systematic whole.

All sorts of peonle, after all, can

be said to plan and organisc their work. But we do not call them mana-
gers on that account, any mnore than we call a mother who gives her
child a dose of cough syrup now and then a physician.

HE field sales manager of a large
proprietary  pharmaceutical house
was in trouhle. His share of the market
started to drop, and competition, push-
ing hard with new products and
effective nromntion. had begun to cut

sharplv into his entrenched market
position. Called on the carpet at
head-aunrters.  the sales  manager

admitted he was lnsing out, but nointed
to his personsl ealendar showing the
calle he had mode on o larde number
of accounts the previous week., “I'm
working 16 hours a day to help my men
catch un.” he said,

Curtlv, the Marketing Vice-Presi-
dent cormmented. “We can hire a man
at half vour salarv to make sales calls.
Arourd hers we expect a manager to
he manarer”.

“But I've got to get out and do some
work. T won't get anvwhere shuffling
papers,” the sales manager said.

“T'rm sorrv” =aid the vice-president.

"“But if mapagement to vou won't
succeed in this husiness’”  The sales
manager was out within the week.

Atto. California.

Reason for termination: Weak manag-
er.

Later. discussing the case with the
personnel director. the marketing head
was profuse in his praize of the field
snles wmanadger’s persenal qualities.
“Pitv we had to let him go, but there
it was—he just couldn’t manage,” he
explained,

“Tt is a pitv,” the personnel man
agreed. “And vou know. there’s some-
thing abnut it that hnthers me. Here's
a man who, as vou've just nointed out.
is ambitions. energetie. loval, decisive,
intelligent—vet vou've had te fire him.
Rut aren’'t these the verv qualities
we're always saving we need in a good
manager? Do we reallv know what
we're looking for?”

Our friend is bv no means alone in
his bewilderment. Despite the vast
sums that have heen spent non manage-
ment develnpment since the end nf
World War TI. desnite the intensive
research aimed at identfving the traits
and charscteristics of the effective
manager. despile all tho personalitv
tests. it's still a rare company todav that
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bemoaning  the dearth  of
Do we indeed know
Isn't it just

is not
managerial skill.
what we are looking for?
posszible  that industry might have
achicved more tangible results il
instend of focussing its efforts on trying
to find or develop men to fit some pre-
conceived idea of what a manager
should he. it had concentrated rather
on what ho actuallv does?

After all, it is a matter of everyday
observation that good managers come
in all shapes and sizes. They can be
friendlv  or reserved., brilliant  or
ploding, cauticus or beld.  Their educa-
tional backerounds can run the gamut
fram liberal arts  to nuclear physics.
from accountancy to the law, Clearly,
these are not any particular kind of
man. They are many kinds of men, all
doing a particular kind of work—
the work that a manager does in
managing.

Why Managers ?

And to understand what that work
is. we must first be clear in our own
minds what a manager is—whv he
exists at all. Obviouslv. we do not
have muanagers simply  because there
are some people who, hy virtue of their
personal gualities. must be accorded
pusitions of statuy and authority in the
organizaiion. We have managers as a
matier ol organivational necessity,
which I3 to at each level in the
hiersrehy there is certain work to be
done that can onlv be done by someone
hereinalter called a manager. Or, to
put it ancther wav, if the organiza-
tion dees et have good managers, it
must limp along with those it has. It
cannct function with no managers ot
all.

What. then. is a manager? What does
he do when he manages? It mayv well
be asked ot this point whether these are
auestions that still reguive elucidation.
A flance at any management library,

UV,

o

or at the outline of any one of a hundred
classes, courses, and seminarvs, would
cerfainly suggest that the role and
‘unctions of the manager are matters
that have long since heen settled to the
salisfaction of =all concerned. A
manager. we are told, plans, organizes,
dircets, coordinates, and controls.  DBut
this is as helpful as saving that a
nhysician heals people by diagnosing
and treating their symptoms. The Key
guestions are: What work must a
physician perform to diagnose and
treat his patients? What work must a
manager perform when he manages?

This is the question that industry by
and large has failed tc come to grips

with. IMow many companies today are
sill  selecting, appraising, develop-
iy, and  compensating  managers

without having ever slopped to ask
thomselves, what are these men being

selected and developed for? What are
we paving them to do? How many
tidividual  managers are fumbling

through their jobs because they have
never clearly  grasped whyv thev are
wanagers, or the functions they must
dischurge to fulfil their organization
role?

The Role of the Manager

It is worth reconsidering, then, first,
what oomanager is. By hmnlication, he
iv werpeone whe diveets and ouides the
wourk of other people. Organizationally,
this places him in a position swhere upon
hir devaolves certain work arising out
ol the activities of those who report to
him. He is the onlv person who can do
thiz work. If it could be done by any-
cne clse. there would be no reason for

his exictence,

By way of example, let us suppose
the chief engincer iz allocated &1
milion to budget for new construgction
‘His three szetion heads
submit requests totalling 31,2300, Can
the chief engineer allow anyv one of his




section heads to decide how to slice the
pie? He can consider their recommen-
dations, *hut he must make the final
decision himself as to how the funds
are to be allocated.

More specifically, then, we can define 2
manager as someone who is so placed
organizationally that only he has pevs-
pective, objectivity, and balance with
respect to the varying and sometimes
conflicting needs of his subordinates.
Hence, his work consists of doing those
things that his subordinates do not have
the perspective or cbjectivity to do for
themselves.

This, however, is only cne side of the
coin. For. while the manrager is a
leader in that he has other people
reporting to him. It must be remem-
bered thai in turn he reports to his
superior. Thus he is also a follower —-
a member of somebody else's team. This
dual role can bring, and usually does,
a host of opposing forces into play. If
he wants to be an effective follower,
the manager's first loyalty must be to
his own boss and to others on his own
level. Yet, as often as not, all these
people will have interests at variance
with those of his own subordinates.

Consider. for example, the predi-
cament of the szles manager of a large
food company. Top management set a
new sales target—a 12 per cent increase
in volume, a 5 per cent improvement
in profit, and an across-the-board
improvement in  share of market.
Branch and district managers eagerly
responded to the challenge. But when
they submitted their budgets, it was
obvious that, in their view, the improve-
ment meant large additional commit-
ments in advertising. sales promotion,

and sales expense. The edict came
down from top management: “More
sales, but no more money.” Subordi-

nate management stubboraly retorted.
“No soap. no laundry.” '

How the man in the middle—the
sale manager—resolved this particular
gquandary is neither here nor there. His
case serves merely to point up the
reason why we have & man in the
middle at sll. He is needed 1o reconcile
the interests of both his subordinates
and his superiors; he is the catalyst that
makes teamwork possible between two
sulecessive organizatisns!l levels. And
he fulfills his role us a catalyst by per-
forming the work that only he can do
—the work that noitier his boss nor
his subordinates are organizationally
placed to do.

What s this work that only the
manager himself can do? Orgenization
analyvsis shows thot it comprises four
distinet funclions: leading, planhing,
orgenizing, and contvolling, To fulfil
his ecrganizational role, every manager
al cvery level must carry  out these
activities. When he is not deing these
things, he is neot managing. Further-
more, he must do them in such a way
that their performance constitutes a
svstematic whole, All sorts of people,
after all, can be said to plan and organize
their work. But we do not call them
managers on that account, any more
than we call a mother who gives her
child a dase of coush =vrun now and
then a physician. )

Management Leading

According to all the {exthbooks, the
manager is {irst and [oremoest a planner
—someune Wi _ to set
goals and targets for himself and his
group. in the light of the larger nhjec-
tives of the enterprise as a whole. It
is this how business actually operates?
What are plans withnut peaple? The
primary task of the manaver is to build
and lead his tcam. More than anv cne
other factor. the personslity and calibre
of his people will weuld and determine
his plans.-organization. and controls,

g2 nrime b iy
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Leading. as a management function
is the work a manager does to cause
others to take action. But this action,
it must be remembered, takes place in
a setting that significantly limits the
manager's powers of a command and
direction. On the field of battle, the
man whn refuses to obey orders is
suminarily-shot.  In  the everyday
world of work. the worst that can
happen to him is that he gets fired,
which is not necessarily an invariable
deterrent tc  insubordination. The
manager, then, cannot hope to secure
followship sclely by virtue of the
authority vested in him as hoss. Nor
can he be expecled to achieve it simply
by shcer force of personality. The
power of even the great leader derives
as much from the nature of his goals as
from the personal influence he exerts
upon his followers. Still less can the
average manager lead in the sense of
merely being the kind of person whom
others enthusiastically follow. He
must secure his results through doing
—the systematic practice of the skills
through which work gets done.

The skills of leadership

A manager leads, then. by perform-
ing identifianble, measurable work:

First, initiating—the work a manager
does to insurc that evervihing that has
to be done gets underway. The manager
is responsible for introducing the
original action that later will become
routine with his subordinates.

Second, decision making--the work
a manager does in arriving at con-
clusions and judgments based on the
logical analysis of alternatives. The
manager makes as few decisions as
possible for any individual subordinate,
but he makes most final decisions for
his group as a whole.

Third, communicating. 1t goes without
saving that unless the manager can get
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others to understand what he has in
mind, and unless he in turn understands
his subordinates and has a keen ear for
what is on their minds, what actually
gets done is likely to bear a somewhat
remote resemblance to what was meant
to he done. Hand in hand with com-
munication goes participation—ensur-
ing that all members of the team
have an opportunity to share in the
decisions affecting them.

Fourth. motivating—the most com-
plex and in the final analysis, the
most important of the leadership skills,
However carefully the manager may
initiate action, however soundly he may
decide, however skilfully he may
communicate, all these things rolled
into one are not enough to ensure more
than the routine carrying out of an
assigned task. How dees the manager
secure top performance? Motivation,
as well all know, comes from within —
each of us achieves only what we want
to achieve. Nevertheless, how far we
set out sights depends on no small part
an how we view our present situation.
If there seem to be no opportunities for
advancement, if capable employees
earn no more and sometimes less than
mediocre ones, if no one apparently
notices whether the job is well done or
not, we are not likely to be burning
to give our all to our work. The
manager is accountable for establishing
the conditions that stimulate and spur
people on.

Fifth, sclecting people—choosing those
who are not only qualified for the
job but are also most likely to be com-
patible with the other members of the
team.

Sixth, developing people — by careful
appraisal of performance and individual
counselling and eoaching aimed both at
improving present performance and
developing latent skills and abilities to
‘neir fullest extent.
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Because leadership is so visibly a key
managenent function, and because
leadership skills are primarilv the
skills of huinan relations, there has been
a naturel tendency  to conclude that
sound human relations and effective
managerment are one and the same
thing. But many eompanies that have
predicated their management develop-
ment  programmes on  this plausible
assumpt.un are now learning to their
dismay that human relations training
does not awematically produce gond
managers, any more  than a soothing
bedside manner makes a doctor a
competent diagnositician. The manager
must be a lexder. but he must be much
more besides. Causing others (o act is
a futile undertaking unless the action
taken is purposeful, economical. and
productive.  To make it so, the manager
must also master the skiils of planning.
organizing, and controlling.

Maragement planning

Before his people take action. the
manager must think through what that
action should he. under what conditions
it is to he carried out. when it is 10 bhe
done, and what is needed to accomplish
it. This is management planning-
the work a manager performs to pre-
determine future action. It involves
establishing a clear-cut and detailed
picture of the end results desired and
the path the manager expects to follow
te achieve them,

“Tne principal concern of business
leaders”, says Ralph J Cordiner, Chair-
man cf the Gencral Electric Company.
“shnuld be the plans that need to be
made now to ensure that the comuvany

will in a positicn to meet the condi-
tions f the future and fulfil its opporiu-

To be complete, planning must
o the fellowing activities:

s
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Forecasting—the assessment of {uture
economie. socizl. and political conditions

1

5

to determine their probable influence on
nrojected activities.

~

ki

tting objectives—establizhing speci-
fic. quantitative goals or targets which
will guide all operations. “Only through
complete common knowledge and un-
derstanding of what we are trying 1o do
can the management team be sUccess-
ful”, says Clinton F Robhinson, President
nf The Carborundum Companv. “Fur-
thermore”. he points out, “all our deci-
sions and actions as executives of the
company  should he directed toward
achiovement of our abjectives.”

Programume—the process of stating
clearlv. in writing. the specific seguence
of activities to be followed in reaching
ohiectives and setting priorvities for
carryving them out.

Scheduling-—establishing a time sequ-
ence or completion date [or cach pro-
grammed item.

Jetting  procedures—statements  of
uniform metheds to be followed in per-
forming designated work so that it will
be carried out in a standardized man-
ner,

Budgeting—the allocation of resourc-
05, including materials, man-power, and
facilities. so as to accomplish objectives
and carry out programmes with the
greatest economyv and effectiveness.
Since money is the common denomina-
tor, a budget is usuaily stated in finan-
cial terms. On this aceount, it is often
thought of as the exclusive province of
the controller. Budgeting, however, is
rart and parcel of every manager's job.

Organising

“Our first big jeb. and the most im-
portant,” said Henry Ford II in 1947,
when confronted with the task of re-
trieving the Ford Motor Company from
near disaster, “is organization”. Organiz-
ing is the work a manager does to deve-
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lop scund structure, delegate responsi-
hility and authority, and establish work-
ing relationships that will facilitate the
atfainment of his objectives,

In developing organization structure.
a manager frst identifies the work that
has to be done to accomplish  the
goals he has set. He then groups the
work to ferm well-halanced organiza-
tion units. He builts into each position
the responsibilitics necessary to accom-
plish the goals, and sces to it that each
such position is made up of related work
that can be performed by one person.

Delegation is an indispensable com-
ponent of good organization. Tt is the
manager's business to see that each ope-
rating decision is made at the lowest
level at which il can reasonably and
safelv be made. Thus. in delegating, the
manager assigns responsibility of every
persen reperting to him. to ensure a
minimum of duplication and of working
at cross purposes.

The final component of management
organization is the establishment of

sound and consistent relationships
among the positicns that report to the
manager. This entails distinguishing

between line and staff and clarifying
the reporting relationships among his
subordinates and between his own and
other groups.

Management controls

Obviously. if the manager had to ns-
pect every piece of work done by each
of his subordinates, he would get noth-
ing else done. Hence he must develop
controls to ensure that the work carried
on under his supervisicn does not re-
guire his personal attention except in
exceptional cases.

Management controls are achieved
through:

1. Standards of performance—the
vardsticks by means of which the mana-
ger assesses the work of the people whao
report to him. He derives these stand-
ards directly from the objcctives, poli-
cies, programmes. schechiles. and ud-
gets he has established as his initial plan.

3. Performance meassurement—achie-
ved through reports end recovds of work
in progress and completed.

3. Ewvaluation—the comparison  of
actual performance acainst the standard
and identification of variances and ex-
ceptions,

4, Corrective sction- -taking what-
ever action may be necessary to bring
oxceplinng hack into line.

It is worth noting that the greatest
potential for management control exists
at the lower organizational levels. The
chief areas oi control are at the fore-
man’s level because foremen have the
major sav in requisitioning the bulk of
materials and supnlies, in determining
the size of the labour feree. and in the
spending of much of the company’s
money. Alert companies have recegniz-
ed that effective controls can only be
exercised by managers close to the point
where operations are going on. When
contraot reports are funnelled upstairs
they have historic interest, but are
about as uscful as vesterday's news-
paper.

The Job and the Man

Leading, planning, organizing, and
controlling—these, then, are the activi-
ties that comprise the manager’s job and
the only activities on which a man's per-
formance as a manager can be judged.
It is worth asking again, do these activi-
ties presuppose, on the part of the
manager, some particular blend of per-
sonal traits and qualities? Chviously,
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thev cannot be performed by stupid men,
or by men whose interests are so one-
sided as to preclude all possibility of
their being willing to muster the wide
range of skills encompassed by the
managerial job. But the skills them-
selves are not part and parcel of the per.
sonality of those who happened to exer-
cise them. Temperament and ability
merely determine the way the job is
done. And obviously there cannot be
any one best way—a management team
composed entirely of aggressive manag-
ers, or stable managers, or tactful mana-
gers, or any other preferred type of
manager, would be fatally handicapped
by the total lack of balance in its opera-

tions.

In the interests of over-all effectivée
functioning, management selection and
training must focus, therefore, on the
total work a manager must do to fulfil
his organizational role. Men must be
selected for their capacity, either de-
monstrated or potential, to master this
work—the four key management func-
tions. They must be trained in the exer-
cise of the skills these funciions entail.
And they must be appraised and com-
pensated against standards that reflect
their performance of all those skills.
Industry, in short, must learn to view
the managerial job as a systematic
whole. Only then can it hope to pro-
duce managers who can be called pro-
fessionals in any meaningful sense of the
word.

True Scientific Management calls for a unifying point of view and a
unity of interests and of efforts seldom present in a particular establish-
ment. The directors must understand it in purpose and principle ; that
it is a matter of develcpment, not installaticn ; that it is in the nature
of an investment, the returns frem which, though great, may be defer-
red ; that the development takes time and patience. The active mana-
gers, all of them, must understand these things and have great skill in
developing new standards to supersede obsolete standards, and in sub-
stituting the new for the old without interrupting orderly processing.
And especiatly must management be skilled in aiding workers to under-
stand the purpose and meaning of Scientific Management and in main-
taining their confidence in the purpose and in the management.

—HARLOW S PERSON.
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NnPe

HE process of consolidation of

various programimes generated by
npe is progressing briskly. While
the implementation of the compre-
hensive training activities through the
Local Productivity Councils and various
institutions and organisations in the
country is receiving the highest
priority, the tempo of other activities
pertaining 1o the programme of Pro-
ductivity Teams and Training Abroad,
implementation of the recommendations
of Productivity Teams, effective utili-
sation of the trainces in India,
inter-plant visits, audio-visual activities,
ete  continues 1o correspondingly
mount.

With the establishment ol 43 Local
Productivity Councils throughout the
country the demand for the nupc
training courses has been constantly
growing. In  the training  courses
greater empbhasis is being laid for sti-
mulating the traming of trainers. The
objective is thal senior persennel from
industry, firms of conzultants. insti-
{utions, assuciations and organizations
chould be trained so that they may train
others in turn, apart from applying
productivity technigues in their own
~reas of operation.

An account of the activities
generated by mpc during the previous
month has been detailed in these
pages.

TRAINING PROGRAMME

Two long-term training courses—12«
week course in Work Study and Tool

O

Manufacturing and Engineering Course
~—have just heen concluded at Amritsar
and Madras respectively. A Work
Study Course for Textile Industry has
also been recently conducted at Delhi
and a ten-day Management Develop-
ment Programme at Hyderabad and
Bangalore.

Among the courses currenily being
conducted at different places in the
country are: (i) Work Study Course at
Ahmedabad. (i) Management Develop-
ment Programme at Asansol.  (iil)
Personnel  Management Course at
Bombay, and {iv) Methods Analysis
Course at Bombay and Caleutia. These
courses will be completed during
November and December.

Following demands for these courses
from other parts of the country, a
schedule of the various courses has been
drawn up for the next three months.
This programme includes: (i) 12-week
Tool Manufacturing and Engineering
Course at Ludhiana in November, (ii)
Work Sampling Course at Delhi in
November, (iii) Management Develop-
ment Programme at Jamshedpur in
Decermber. (iv) Four-week Marketing
Course at Bombay, (v) 12-week Work
Study Course at Madras in January,
(vi) Preduction Planning and Control
Course at Caleutta in January, and
(vii} Three-week Perscnnel Manage-
ment Course at Visakhapatnam in
January. 1961 and Calcutta in February,

- 1961.

Notices have recently been inserted

—in the Press regarding the mpc train-

ing - eOUTses scheduted for the next



three months. Within the first ten
days of the issue of these notices as
many as 1000 queries asking for infor-
mation about these courses and evine-
Ing interest in them have been receiv-
ed. This is indicative of the keen
interest genersted in the industry for
iraining in subjects of industrial pro-
ductivity.

MANAGEMENT DEVELOPMENT

PROJECT
The first phase of the NPC-ILO
Management  Development  Project
commenced at Bangalore on 15 Novem-
ber. The Bangalore programrme
consisied of a high-level Advanced
Management Programme for four

weels for senier executives drawn from
senior man~gers and heads of depart-
ments ol organisations of national
importance in the public and private
sector=. Tlte programme was speciallv
designed 1o eater for the needs of men
in Indian industrics who are chayyed
with “he implementation of control of
the polivies made v Companyv-heads
and Boards of Dircctors.

The secind phase of the Project—a
three-day Conference of Indian indus-
trial leaders—will Le inaugurated by
the Prime Jlinister in New Delhi on
16 Decermber.  The Union  Finance
Minister, Shri Morarji Desal will add-
ress the clozing session on “The Future
of Private Enterprisc in India’s Mixed
Economy”. The Delhi Confercnee will

deal with fundamental problems of
money, materials, nachines and
managenment.  Leading  personalilies

of the industrial world are expected to
address the Conference on such sub-
jects as “Opportunities for growth and
Development”. “Equipping Industry
—economic considerations in purchas-
ing plant and machinery™. “Develop-
ing Tomervow's Managers”, “Making
the most of fixed Asscts”, “Management
and the Worker” “The Management

Development Project”. “The Changing |

Pattern of Management in India”,
“Management Development in Public
Enterprises” etc. These subinets will
afterwards be considered in  group
discussion hy the industrial leaders.
Among those who have agreed to
address the Conference are Shri G D
Birla, Shri Naval IT Tata. Mr Russel
Currie, Head of the Central Work Study
Department  of  Imperial Chemieal
Industries, Mr C R Wynne-Roberts,
Head o¢f the Management Develop-
ment  Unit. ILO, Mr S H Turner,
Chairman, Hindustan Levers, Mr R L
Mitchell Chief of the ILO Productivity
Mission in India (attached to npe).
Prof Pietre Gennaro. Professor of
Marketing, University of Milan, and
Mr John A DPatersan. Partner. Robson
Maorrow Co,

PRODUCTIVITY TEAMS AND
TRAINING ABROAD

The foreign aid wrogramme of npe
Is continuing apace, Practivally every
month  soine teams  are proceeding
abroad snd others are returning from
their siudyv of various aspects of pro-
ductivity techrigues in the industrialiy
advanced countries in Westorn Europe.
the L'SA aned Japuwii,

All the 12 preductivity  teams for
1960 under the TCM aid bave gone
ahroad, cut of which nine have returned
in recent These teams are:
(1} Maintenance. (iiy Industriai Sufety,
{11 Sugar industry, (iv) Plant Lav-out,
(v) Packaging Industrv. 1vi)  Stores

'
ey las,

and  Inventory Contrel, (vii)  Cost
Aceouniing  aodd Dinanelal  Control,

(viif) Foundry. and {ix) Supervisory
Iraining,

Reports of the retuwrning
now under nprevaraticn.
teain has aircad auitted an inferim
report of their study tour ¢f the USA.
The rhrec. teams  ob Incentives in

toaum are
The Jeundry

| B



Mr C R Wynne-Roberts, Head of the Management Development Unit, Economic
Division, 1LO, speaking at the inauguration of Advanced Management
Development Programme at Bangalore

Part of the audience at the inauguration of the Advanced Management
Develo ~ Programme




Management Development Course at MNagpur




NPC Regional Director,
Madras, handing over
TCM library books to
the Secretary, Andhra
Pradesh Productivity
Council

The President of Madurai
Productivity Council, re-
ceiving TCM library books
from NPC Regional
Director, Madras




Executive Director, NPC presents TCM books to the President,
Madras Productivity Council



industry, materials handling and
marketing and distribution are still
abroad and are expected to return to
India towards the end of December.

For effective implementation of the
recommendations of individual pro-
ductivity tezms, an Implementation
Committec has been constituted. Various
Associations of Industries, TUnion
Ministries, Development Councils. State
Governments and Directors of Indus-
tries have been addressed for securing
their conperation in the implementa-
tion of recommendations of the produe-
tivity  teams. Local  Productivity
Councils have bheen asked to organise
programmes of the nature of seminarts,
conferences, svmposia and study
groups for participations of the team
members so that they may bhe able to
disseminate to others the knowledge
and experience gained abroad by them.
At the same time Dr P § Lokanathan.
Chairman, npc, has addressed sll the
team members individually urging
them to participate in various activities
organized by LPCs and other insti-
tutions.

Likewise., in the programme of
training abroad. steps are being taken
for utilisation of the knowledge and
experience of the participants who have
returned after completion of their
training abroad, for wider dissemina-
tion in the industry. A conference of
the trainees under TCM and French
Government aid was recently convened
by npc at Delhi, when the participants
suggested, inter-alia. various wavs and
means for better utilisation of the
training facilities. = The suggéstions
made by these participants will be
considered by npe and the programme
of future training abroad reoriented in
the light of these suggestions.

Fiftv trainees were scheduled to be

sent abroad under TCM aid during the
current vear, out of whom 45 have

already been sent abroad so far. The
placement of the remaining five candi-
dates will be finalised in December.

The Foreign Technical Assistance
Committee of mpe had a two-day
meeting when it determined the com-
position of five productivity teams to
be sponsored under TCM zaid and an
equal number of teams urder USSR
aid during 1961. The teams that are
scheduled to go under TCM aid are on
the following subjects: (i} Paper. (ii)
Machine Tools, (iil) Automobile Ancill-
aries, (iv) Quality Control in Industry,
and (v) Welding. The teams under
USSR aid cover the followina subiects:
{i) Coal, (ii) Tron and Steel (iii) Qil,
(iv) Machine Building, and (v) Textile
Industry.

The programme of foreign fraining
during the year 1961 is also being
pursued vigorously. The Council will
spensor 50 candidates for training
under the TCM aid and 23 under USSR
aid. Apwplications for thege felinwships
have been received from LPCs and
other sources. A Selection Committee
will meet in December to select parti-
cipants under the above fellowshios.

IN-COUNTRY PRODUCTIVITY
TEAMS

The programme of in-country pro-
ductivity teams continues to be
expanded. The Kolhapur Produe-
tivity Council formed one in-country
team on diesel engine industryv, which
visited Bombay, Poona and Rajkot in
Nevemnmber. The Roehilkhand Produce-
tivity Council constituted an in-country
team on sugar industrv which will visit

seven places in Maharashtra in
January. Similarly, the Madras Pro-
ductivity Council set up another

in-country team on industrial relations
which visited Bombay and Ahmedabad
for 'a week in November. The
in-country team on general engineering
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constituted earlter by the Salem Pro-
ductivity Council wvisited 12 industrial
units in Mysore State. The Faridabad
Froductivity Council proposes to form
one in-country team on human relations,
The Batala and Xerala Produectivity
Councils have alse plans te form one
in-counfry team each on machine tools
industry and small industries
respectively,

The in-country team on small scale
industries, constituted by the Baroda
Productivity Council, has submitted its
report which has been vublished and
circulated hv the Council.  Similarly.
the report of the in-countrv team on
radio industrv constituted hv  the
Bomhay Productivity Couneil has
recently been published and circulated.

AUDTO-VISUAL ACTIVITIES

Alongside other programmes of npe.
sudic-visual activities are also being
organised  practically  all  over the
country as part of its productiviiv drive.

A three-day programme of exhibi-
tion of productivity films was arranged
for Management! Executives in Delhi in
Nevember. under the joint ausvices of
the Delhi Productivity Counecil, Delhj
Maragement Association. Punjab and
Delhi Chamber of Commerce and
Industry with the assistance of USIS.
The films shown on the occasion were
selected by a panel of experts from
DPC. DMA and Punjab and Delhi
Chamber of Commerce. In addition to
this, 26 film shows were arranged during
the month ir different industrial
centres such as Ahmedabad, Bombay,
Pocna. Jaipur. Cochin, Madras
Coimbatore and Tiruehirapalli.

LOCAL PRODUCTIVITY COUNCILS

The Local Productivity Councils and
other allied institutions have been
fiinctioning actively for intensifving the
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productivity drive in the country, as
shown in the following brief notes:

AMRITSAR: 12-week Work Study
Course concluded in October. The
Council held a ceriificate disiribution
ceremony on 30 October under the presi-
dentship of Dr P S Lokanathan.
Chairman, Governing Body, npe.

ANDHRA: Three-week Industrial Exe-
cutives' Course and a TWI Praject. held
in October. The Council held o func
tion recentlv when the »ne Regional
Director presented TCM librarv hooks
ta the Council. Three-dav Seminar on
Teol Manufacturing and Engineering
scheduled from 2 Januarv; Supervisorv
Training Programme gcheduled in
March:; Advanced Work Studx Course
scheduled in April.

ASANSOL: Management Development
Programme held in November.

BARODA: Seminar on Executive
Development Programime; Talk on In-
Plant Executive Development Prog-
ramme, given in QOectober. Nine-dav
Sunervisory Training Programme
scheduled in Januarv. Nine-dav Con-
ference Leadershin Course; one-werl:
Course on Stores Renrganisation sche-
duled in Februarv: Marketing Ceurse
scheduled in March/April.

BATALA: The Council proposes tn
faorm one In-Countrv  Team on
Machine Tools Industry.  Participants
from Batala completed the 12-week
training course in Work Studv at
Amritsar.

BOMBAY'" 12-week Course on Operation
Analysis and Methods Improvement
beinz currently conducted »v Mr John
R OHearn and npec Officers Shri
A A Niazi and Shri H A Jhangiani:
10-week Personnel Management Course

being currently conducted bv Mr
W G Eklund and mpe Officer. Shri
K Prasad. under the joint auspices

of the Council and Indian Institute of



Personnel Management; three-week
course on Work Simplification in Office
conducted by Productivity Centre under
the joint auspices of the Council and
Work Study Association, Bombay in
October. Seminar on the observations
of 1he in-country productivity team on
Radic and Radio Appliances;, Seminar
on Productivity (in Marathi), held in
October. Omne-week Marketing Seminar
scheduled in December; Marketing
Course scheduled in January/February.

CALCUTTA: 12-week Course on Me-
thods Analysis currently being conduct-
ed by Mr Huge R Remke, and npc
Officer, Shri K P Bose.

COIMBATORE: Seminar on Market-
ing conducted by Dr G G Barnewall, and
npe Officer, Shri V Ramachandran un-
der the joint auspices of the Council and
SITRA; Pilot Froject at Coimbatore
Premier Corporation started on 24
October; Method Study Course (follow-
up) being currently conducted by npc
Uticer, Snri M Gopal Rao, in October.
Courncil organised a function in connec-
tion with handing over library books by
npe to LPC. Work Study Course (in
T'amil) tor Trade Union Leaders held in
November.

DALMIANAGAR: One-week Super-
visory Training Course held in Novem-
ber.

DELHI: Two-day Seminar on (i) Mar-
keting Personnel and (ii) Methods and
Tooling Utilisation, held in October.
Dr P S Lokanathan inaugurated the
Seminar which was addressed, among
others, by Mr Omar L Dewitl and Dr
G G Barnewall. Three-week Course on
work Sampling held in November.

EASTERN U P: Seminar on Producti-
vity held in November.

FARIDABAD: Two-day Seminar held
in October; Subjects: (i) Marketing
Personnel, (ii) Work Study, (iii) Me-
thods and Tooling Utilisation. Course
on Stores and Inventory Control. Course

on Marketing and Sales held in Novem-
ber,

The Council proposes fo constitute one
in-country team on Human Relations in

Industry.

HASSANN: Semynar on Industrial
wanagemeni held in November.

INDORE: Work Study Course held In
November; Seminar on Management
Development scheduled in January.

JAMSHEDPUR: Seniur mxeculives
Course scheduled in December.

KANPUR: Conference cn Industrial
wanagement scheduled 1n Decembper.
Heport of Council's In-Lountry Leam ol
Lignt kngineering Industries has been
puuished and circulated.

KERALA: Two-week Executive Deve-
lopment Irograme conaucted by npc
Omicer, Shri K N warriar; Lalk on Plant
Wlanagement by Shri L' A K Nalr Jointly
with Kerala lnstitute of Management,
Talk on uality Control and Uperauon
Research by Dr Knowler given 1n

Uctober.

KOLHAPUR: Seniinar on Productivity
held in October. Council has constitut-
ed one in-country teamn on Liesel Kngine
Industry which visited Poona, Bombay
and Rajkot in November,

KUTCH SAURASHTRA: One-week
Management Development Course con-
ducted by Mr Ellis O Keller in October.
Nine-day Work Study Appreciation
Course scheduied in December; two-
week Work Study Appreciation Course
scheduled in January, one-week
Course on Stores Reorganisation sche-
duled in January; one-week Course on
Work Study Appreciation scheduled in
January; three-week Management Deve-
lopment Course scheduled in J anuary/
February; two-week Work Study Appre-
ciation Course scheduled in February.
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LUDHIANA: 12-week Course on Tool
Manufacturing and Engineering.

MADRAS: 12-week course on Tool
Manufacturing and Engineering conduc-
ted by Mr K C Jasper and npc Officer,
Shri I A Jacob, concluded in October;
three-day Seminar on Tool Manufactur-
ing and Engineering conducted by Mr
K C Jasper in October. Serninar on the
Report of Road Transport Team held in
November; two-week course on Trade
TUniun Principles and Practices in Tamil
scheduled in December; Advanced Work
Siudy course scheduled in January.
The Council has constituted one in-coun-
try team on Industrial Relations which
will visit Bombay and Ahmedabad in
November.

MADURATI: Ten-day Supervisory Train-
ing Cuurse conducted by npe Otficer,
Shri A1 Gopal Rao; Quality Control
Course conducted by mpe Otilcer, Shri
B Ananthakrishnanand, in October.
The Council organised a function in con-
nection with the handing over of TCM
Library books to the LPC and distribu-
tion of certificates to participants of
SQC and Supervisory Training Courses.
Six-week Work Study Course: Seminar
on the Heport of Road Transport Team
held in November.

MANGALORE: Course on Stock Con-
trol conducted by npe Officer, Shri D L
Amin; Seminar on Stock Control; Talk
on &cllvities and objectives on upe by
Sinri D L Amin, given in October. kxecu-
tive Development Programme held in
Novermber.

MYSORE STATE: Course on Manage-
ment Accounting conducted by Mr J A
Patterson; Seminar on Management
Accounting, held in October. Speakers
at the Seminar included Mr M K
Mathulla, Alanaging Director, Hindu-
stan  alachine Tools, Ltd.,, Prof R
MNetarajan of Indian Institute of Science,
Bangalore and Mr J A Patterson. Shri

V Narahari Rao, former Auditor-Gene-
ral of India, presided. Course on Tool
Manufacturing and Engineering, and
course on Plant Maintenance, held in
November,

POONA: Three-week Management
Development Course conduected by npe
Officer, Shri K Prasad, in October; Four-
week Course on Statistical Quality Con-
trol currently being conducted by SQC
Unit, Bombay, Follow-up of Manage-
ment Development Course; Course on
Stores Re-organisations, scheduled in
December; AMarketing Course; Market-
ing Seminar, scheduled in January.

RAJASTHAN: Eigh-day Work Study
Avppreciation Course conducted by npe
Officer, Shri M N Unni Nayar, in Octo-
ber. Three-day Management Develop-
ment Course scheduled in January/
February.

ROHILKHAND: Course on Cost Reduc-
tion held in November. The Council has
formed one in-country team cn Sugar
Industry.

SALEM: Follow-up of Work Study
Course being currently conducted.

SURAT: Course on Materials Handling
conducted by Shri N S Mani, Head o1
the Electrical Engineering Department,
Sarabhai Chemicatls, in October.

TIRUCHIRAPALLI: Seminar on Mar-
keting conducted by Dr G G Barnewall
and npc Officer, Shri V Ramachandran,
in October. Quality Control Course
held in November; Supervisory Training
Programme scheduled in December,

VIDARBHA: Ten-day Work Study
Appreciation Course scheduled in
February.

AHMEDABAD MANAGEMENT ASSO-
CIATION: 12-week Work Study Course
being currently conduected by Mr Jack-
son and npe Officers Shri Jhangiani
and Shri Niazi.

160



BOMBAY MANAGEMENT ASSOCIA-
TION: Conference on Motivation and
Morals held in November.

DELHI MANAGEMENT ASSOCIA-
TION: Discussion Meeting on News-
paper advertisement as an aid to Busi-
ness held in October.

INSTITUTE OF MANAGEMENT,
VISAKHAPATNAM: Work Study
Application Course scheduled in Nov-
ember; Personnel Management Course
scheduled in February, 1961.

INSTITUTE OF MANAGEMENT,
MANGALORE: Discussion Meeting on
Operations Research and Management,
held in Qectober; Executive Develop-
ment Programme held in November.

INSTITUTE OF INDUSTRIAL ENGI-
NEERS (INDIA) BOMBAY: 10-day
Course on Production Planning and
Control for Senior Executives jointly

Work Helding
Devices

with Productivity Centre, Bombay, held
in November.

INDIAN INSTITUTE OF PERSCNNEL
MANAGEMENT, BANGALORE: Semi-
nar on Personnel Management held in
November.

SMALL INDUSTRIES SERVICE INS-
TITUTE, TRICHUR: Course on Busi-
ness Management held in November.
HINDUSTAN SHIPYARD LTD., VISA-
KHAPATNAM: Executive Develop-
ment Programme scheduled in Febru-
arv, 1961.

ATIRA: Annual Technological Confer-
ence inaugurated by Shri Kasturbhai
Lalbhai at Ahmedabad in November,
WORKERS® EDUCATION CENTRE,
BANGALORE: Programme on Work-

ers’ Education held in November,

DANDELI INDUSTRIES ASSOCIA-
TION: Course on Quality Control held
in November.




Management Studies

R Nararajan®

Breadih of outlook alone is not sullicient wawnmg of a manager. ile
should be aware and appreciate the use of certain technigues, specifically
useful in the management ficld. These techniques may be broadly ¢lassi-
fied as: organisational, analytical, synthetical and motivational technigues.
Depending upon the type of indusiry, and the pesition held by the nana-
ger, the subjects should be dealt with varying emphasis.

HE subject of Management Studies

is receiving considerable attention
even in the most advanced industrialis-
ed country like the United States of
America. In India, where industrialisa-
tion is yet to make much headway, this
subject of Management Studies is of
crucial importance.

The importance of Industrial Manage-
ment has been emphasised by many
leading economists and industrialists.
Bresch has said that it is not mainly
better machines and procedures or more
research and finance that will provide
the real solution of Britain’s industrial
problems but better managers and sys-
tematic training of managers in manage-
ment.” J K Galbraith, the famous
economist wrote in his report o the
Indian Government that “it is in the
field of organisation and administration,
not economiecs, where the most serious
dangers will be met. It is here that
Indian leaders are being least guided by
experience and are reflecting least deep-
ly on their course.” In the 1938 ILO
Conference at Geneva Mr Chinai, Em-
ployers’ delegate for India, said that he

* Professor, Indian Institute of Science,
Bangalore,

*Second Five Year Plan—Summary of Plan
Frame Papers, Government of India.

could not conceive of any other factor
su vital to rapid and yet sound economic
development as good management of
Fnterprises. Mr Merani, the Govern-
ment Adviser reinforced Mr Chinai’s
statement by concluding that "the deve-
lopment of Productivity bMMovement,
satisfactory labour-management rela-
tiong, full utilisation of resources, ade-
quate planning, to name but a few in-
stances, depend to a large extent, upon
adequate and progressive performance
ol the management functions.”

Our Second Five Year Plan empha-
sises the need of industrialisalion in a
significant manner. “Greater siress is
being laid in the Second Pian on the
development of the industrial base of
the economy ie. on the development of
basic industries, such as those produc-
ing iron and steel, heavy machinery,
electrical equipment, basic chemicals
and on the fuller exploitation of the
mineral wealth of the country.” Out of
a total outlay of 5600 crores. in the pub-
lic and private sectors, 1400 crores are
for Industries and Mining including
small scale industries ie. 257 of the
outlay.

In spending this large amount, it is our
duty to see that it is spent wisely, effec-
tively and in furtherance of our objec-
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tive. The proper understanding and
utilisation of the technigues and tools of
management will increase the Industrial
efficiency. Stafford Beer states: “From
our models we learn that every few per
cent of increased productivity that is
obtainable by sheer labour effort. some-
thing betweer 20 and 507 is avail-
able—in terms of better body tone of
truly organic hehaviour. This could be
achieved, according to our research. in
terms of smoother flow, better planning,
better machine loading. beiter servie-
ing, and better communication and con-
trol’”® These are essentiallv manage-
ment functions.

The present picture

It therefore the necessity for Indus-
trial Managementi education is accepted.
let us consider how we can plan the
future of this education.

In India to-dav. there are about 5000
registered factories, according to the
Industries Act of 1942, There should be
at least one top manager in each of the
factories, a total of 8000 top manacers.
There are about 18 lakhs of workers in
these factories. Computing on the basis
of one first-line supervisor for everv 20
workers, there should be 90,000 first-
line supervisors. And for every 10 first-
line supervisors, if we allow one middle
supervisor, there should be 9,000 middle
management personnel. The broad pic-
ture therefore is:

Top Management 8,000
Middle Management .. 9.000
First-line Management . 80,000

1,07,000

Majority of these management per-
sonnel have risen from the ranks. Theyv
have therefore not the formal educa-
tion or training in management. Those
that have not risen from the ranks,

19567‘6601"{;8 Bré}z Memorial Lecture.

particularly on the top echelons, are the
sons. sons-in-law, or nephews of the
Managing Agents and who also have
little or no formal management educa-
tion.

Subjects for Management education

What subiects shovld the different
levels of monagemcent he taught? It is
cenerally  agreed that ohjectivating,
planning, organising. assembling the
resnurces. directing. controlling, coordi-
patineg and motivating are the essential
finetions of manasemont. FEuverv level
nf supervisors should kraw thece anh.
iects 1o a greater or less extent. The
hisher the level of management, the
more pronounced the requirements of
knmvledge and exvperience.

In order to perform these functions
significantly, certain breadth of outlook
is necessary. In his article on the “Spe-
cific Needs for Leadership in Manage-
ment,” Gilbert W Chapan writes: “The
future security of this country and the
world rests upon the ability of our edu-
cational system to develop the highly
educated man. Well balanced maturity
which is essential to our society must
emanate from the Universities. We shall
need well-trained and analvtical minds
that can appreciate the problems that
surround them. In the days ahead,
which will he full of international ten-
sions and great economic challenge, the
moral and spiritual strength which
comes with the educated mind will be
essential to the preservation of our
society.”

In this context. the experiment car-
ried by the Bell Telephone System of
America to train their executives mav
be of interest. The Bell svstem hasmore
than 700.000 emplovees and is the big-
gest industrial organisation in America.
W D Gillen. President of the Bell Tele-
phone Co of Pennsylvania was intense-
1y interested in education for Executive
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Teadership. In association with Dr
Morse Peckham. as the Director. the
Institute of Humanistic Studies for Exe-
cutives was sponsored hv Pennsylvania
Bell. Seventeen Bell Executives were
carefully selected. all from the middle
level of managemant. The Course last-
ed 1% months. with such varied subjects
as Bhagvad Gifa, Mankies. and the Tale
of Genji. the studr af James Jovee's
[ITusses. Musie, art. architecture, litera-
ture were all part of the Course. One of
the narticinarts simmed up his fecling
at the end of the Course as follows:
‘Befare this Course. T was like a straw
florting with the currert down the
stream. The stream was the Bell Tele-
phone Comnany, T dor’t think T will
even he Iike that straw aeain”  Awgain
annther narticinant stated: “T have heen
miich more efficient in arganising the
relevant facte and nlacins alternative
rourses of  action in  sharp  focus.
Althnrugh T now see more angles and am
lrgs sure that anv particular decision is
the right rme. T am aided in makine it
by the realization that there is prabably
no one richt gnlntion fo manv nroblems.
T am now much less uneet and more able
fo learn by mistakes™

Breadth of cutlook alone is insufficient
training of 3 Manager. He should be
aware and appreciate the use of certain
technicues. specificallv uscful in the
management field. Thev mav be hroad-
v elassified as: Organisational, anralyti-
cal, synthetical and mntivational tech-
niques. Devending upon the tvpe of
industry, and th~ nesition held by the
manager, the subjects should be -
with varying emphasis.

To start with, there mav be a two-
week appreciation course for top execu-
tives, twelve-week appreciation and
analvtical course for middle manage-
ment and a four-weck appreciation.
analytical and technieal course for first-
line management. Ten percent of the
first-line management should be given

an intensive course lasting 24 weeks
in any one or two subjects such as Work
Study. Production Planning and Con-
trol, Quality Control, Cost Accounting,
Industrial Psychology, Job Evaluation
and Wage Structure. The total overall
period therefore works cut to:

Managgement Weeks Man Weeks

Top 8,000 2 16,000

Middle 9,000 12 108,000

First-line ¢0.000n 4 380,000

Tachnieal 2,000 24 214,000
Total 700,000

If 20 persons form o Group,
namber of Group weeks ... 35,000

If 40 nffective weeks are
considerrd in o year
Ifitis propascd to give this
training in « 10 year period 88 Centreashould
he opened work-
ing through the
vear.
To this period should be added
a 100/0 for Wa =tage
a 109 for Refresher Course
adding 20%, to the number of Centres which
should he 106,

- 875 Group years.

Future entrants to managerial positions

Our Prime Minister has visualised
doubling the industrial production in 7
vears. Even at conservative estimate,
if we allow 10 vears. with a 5777 increase
in management persornel for doubling

production. the increase will he:

Top Management 4,000
Middie Management 4,500
First-line Management 45,000

The training for first-line manage-
ment should be the responsibility of the
enterprises, with such assistance as the
Universities, technical institutions, Asso-
ciations like the Management Associa-
tions, Institute of Production Engineers,
and Governmental organisations like
National Productivity Couneil and the
Productivity Centre, can offer. The
fraining for middle and top manage-
ment should be more pronounced and
undertaken by educational institutions.
A nine months’ day course—straight-
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through or sandwitched will answer the
purpose. This suggestion will mean a
training of 430 managers per year for
10 years to come. If 50 persens can be
trained at a time in an institution, 17
institutions should be nominated for
this purpose. The evening courses have
not been taken into eonsideration as they
may serve us a buffer stock. '

Costs

For 106 training centres:
Rs per monti

Rent 200
Director (1) 1,000
Lecturers (3) 1,500
Clerical (2) 300
Messengers (2) 400
& class IV (2)

Office expenses 350
Contingencies 300

Hs 4,050 per month ie. say
Rs 50,000 per year.

For 106 centres Rs 53 lukhs per year.

For 17 mstitutions conducting the day
course, 1t nas been computed on the
basis ol experience in ine lndlan insu-
tute ol Science, Bangalore that eacn
candidale may cost nis LH0U {or e
colurse, half or it may be collected as
Lees 1rom e candldate ol the lnsttuie,

‘The total vutlay tnerelore will be:

Rs 750 > 830 per year = Rs 6,437,000
per year.

For capital expenditure and equip-
ment a provision ol Bs 53 lakhs {for tne
106 training centres and Rs 34 lakhs for
the eaucauwonal Institutlons may ne
required.

The total outlay for 10 years works
ouf to:

Rs

Working Training Centres ... 5,34,00,000
Expenditure Education:]  ins-

tituiions 8,37,50,000

Capital Training Centres ... 53,00,000
Expenditur ;Educutionul ins-

titutions 34,00,000

Total 12,54,50,000

ie. Rs 124 crores outlay in the next 10
years i.e. Rs a crore and a quarter per
year.

The return on investment

Cur annual industrial output is com-
puted as Rs 1,268 crovres per year. in 10
vears the total output will be RBs 12,380
crores. 1I by the management educa-
tion we increase production by 304 (not
20-507, as Statiord Beer calculated), the
increase in procuction will be §44 crores
re, a return of more than 1204, This
increase will be (1) without the worry
of foreign exchange (2) a psyciwloglise
tonic to the naticn, and (3) a base for
building a cadre of management person-
nel so essential tor the tuture.

At present, Industrial Management is
taught 1m 4 insututlons 1n lndiag, the
madan lnstitute ot ‘Lecnnology, Knarag-
pur, the Vieworia Jubtlee 4 eciinical
imstitute, Bumbay, and tne lndian lnsu-
tute of Science, sangalore, with a total
outpul of less than lUu students per year.

Management subjects at undergraduate ievel

A broad appruach to subjects like
Work Study, Klementary Statistics,
Costing, lndustrial Kconomies and in-
dustrial Psychology should be at under-
gracuate level 1n all engineering institu-
uons. This knowledge will siand in
good steaa ior every engineer, wnatever
ne the future walk of life.

Research

Industrial Management Research
snould be encouraged in all the institu-
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tions, with greater or less emphasis. A
Central Research Institule for dealing
with intricate problems like automa-
tiun, or Operations Research is an urgent
necessity 1f we wish not to lag benind
In industrial techniques and therefore
industrialisation.

Methodology

The best method o start the courses
15 to establish a Ceniral Research and
Tramping  Institute.  for management
studies to train the trainees—some thing
Iike a teachers’ training college. The
locatien of the Institute should be such

that varied types of modern industrics
showld be available lor fleld work, as
also the facility of research in various
cngineering felds.

Conclusion

While there i3 considerable aware-
ness of the need lor Indusirial Manage-
ment training, action 1 shsy -indeed
very slow, It can salely be swd nan
rapid mdustrialiseiion. to which we are
weded, will be  Impossible  without
managers with kuowledye, experience,
erergy and eniiusiasm.

Data Processing !
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Growth of Interest in
Management Development

MARY SuUr*

On- cannot apply a tailor-made scheme of management development
to any and every organization. One can mould good material into some-
ihing better, but it must he carefuily sclected. One can train people,
bui the pragramme of training must be planned to need the particular
needs of the individual organisation. its natural limitations and its exist-
ing get-up. Bearing this in mind. it iz possible to make use of outside
hodies to teach not only the various modern techniques of management,
hut alse the prineiples of administration snd human relations. This is
what the varicus management schouls and institutions set vut in do. but
the training so given must be dovetailed into a seneral programme of

management development.
the process.

HE Union Government has recently

announced its intention of setting
up two Central Tnstitutes of Manage-
ment one in Calcutta and the other
pasgihle in Ahmedabad, for training
manacement personnel for hoth the
nihlic and the private sectors. This is
in ftness of things. for one »f Tndin’s
urgent problems at the moment is the
acute shertase of adegquatelv  trained
men for the higher administrative posts
in its larce new industrial underfakings,
Mr Michasl HeTman, who headed the
Warld Bank Mission. made pointed
reference tn this when he renorted tha!
in ‘he marasement of major under-
{akings in India the rream of erveri-
enee was sorend rather thin a good
deal too thin for comfert!

% The author was for quite some time
wortlt e Inatitute of Per
conne! Marnno ment, Calewita: formeriyv
Rilatinas

as=ociated

cctor, Induasieind

Training in adminiztration is only part of

The acceptance of the idea that
people can be trained in the skill of
management—apart from the skills of
certain managerial techniques such as
costing, budgetary control and work
stindv-—ts  of eomparatively recent
origin. I remember one day in 1950
looking at a managing director’s book-
shelf and remarking to him that the only
biok he had on business organisation
was dated 1918, “You cannot learn
nmuch from hoeks” he replied, “you must
learn on the job” But that same firm
five vears later was sending one of its
directors 1o the Administrative Staff
Cellege for training. So in that short
span of time the top management out-
look had changed 1o that extent

Management in India has tended in
the past to follow  very conservative

lines,  In the old established companies
each new recruil was supposed to
potow eleselv in the footsteps of the -
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existing regime. Even the language of
the davs of the East India Company has
continued in use in reports and corres-
pondence in some companies. Familv
succession has been the normal method
of replacement of seniormost personnel.

In his report to the Federation of
Indian Chambers of Commerce and
Industry in 1953, a British expert, Sir
George Schuster, pointed out that
there was great need for Indian industry
“to equip itself with Proper manage-
ment cadres, especially in the middle
and lower grades of management, and
for this purpose to develop aood recruit-
ment  techniques, wroper training
methods, means for discovery of talent
and promotion policies which resard
merit and eliminate favouritism.” The
old tvpe of senior manasger. he said.
was usually a master of detail and
liked to keep his hand in evervthing:
he had not learnt how to delegate
authoritv nor to train his junior exe-
cutives to take responsibility.

The term management development
has come into use onlv since the last
war. Tt was coined in the TUnited
States. and has a wider connotation than
training for managemoent. Tt envisaces
a carefullv thoucht out poliev of selec-
tion of potential managers, lines of
promotion, and practical and theoretical
training. It involves also review of
existing managerial posts and planned
succession, or replacement of senior men
as they retire. Tt is hased on the con-
victien  that planned management
fraining can produce manaserc of a
higher calibre and with a broader out-
lock than the old., haphazard learnine
on the jobh.

But, though the term is of recent
origin, the ideas that have contributed
to the modern theorv of management
development have a long history. It
goes back to the pioneers in seientific
management in the latter part of the

nineteenth centurv and the beginning
of the present century, like F W Taylor
in the USA, Henri Fayol in France,
and B Seebohm Rowntree in the UK.
Taylor is often spoken of as “the father
of scientific management”. He was so
in a very true sense, and his ideas were
extremely advanced for his times, but
many of his followers brought the
movement into disrepute with the
workers because thev placed all their
emphasis on certain techniques such as
time and motion study, which Taylor
and others had advocated. without
appreciating the wider scientiffic and
human implications of Tavlor’s teaching.
Scientific management was not some-
thing invented by Tavlor, which could
be bought Iike an office machine; vet
many managers made the mistake of
thinking thev could buy efficiency by
installing, for instance, punch card
machinerv. It was Tavlor himself who,
In exasperation. told a Committee of
the American House of Representatives
that “scientifie Mmanadgement is not any
of the devices which the average man
calls to mind when it is spoken of”.

Taylor pleaded for a spirit of seientific
investigation in Industrial organisation:
Henri Fayol applied this spirit to the
study of administration as a specialised
function. He pointed out that at the
higher levels the proportion of technical
knowledge required in evervday work
diminished. but administrative know-
ledge and skill hecame inereasingly
important,  Befure Favol no one had
thought of administration as & subject
which could be taught  or studied on
account of “the lack of theorv, for
without this teaching is impoessible, and
we have never had any public discus-
stons about administration which would
produce a generally accepted theory.”

Favol was a successful husiness execu-
tive, who set himself 1, analyse with
remarkable detachment his own duties
and  responsibilities. Rette manage-
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ment, he claimed, “is not merely a ques-
tion of improving the output of lahour
and planning subordinate units of orga-
nisation, but above all a matter of close
studv by, and more administrative frain-
ing for, the men at the top.”

The foundations for management
development had heen well laid cver a
period of 50 yvears. The superstructure
was. however slow in growth. Manage-
ments on the whole, apart from a few
outstanding examples, remained wedded
to their old conservative traditions, not
only in India but alse in the West. It
tock a second world war. rapidly chang-
ing technology and the growth of huge
new industrial units to underline the
need for training manacers who could
adapt themselvezs tn change and who
could take over the administration of
vast units which had no previcus tradi-
tions of organisation. This time the
ground gained during the war was not
lost, for the advancing tide of techno-
logical achievement made adaptability
rather than tradition the need of the
moment. In Britain the need to ccordi-
nate the efforts of all those working on
different aspects of management train-
ing was recognised hv the formation of
the British Institute of Management;
and the demsand for training or refresh-
er courses for higher management led
to the founding of the residential Admi-
nistrative Staff College at Henley.

India was not far behind. A Commit-
tee on management education headed by
Sir Jehangir Ghandy in 1950 noted the
need, but wag a little dubious about the
response from private industrv. How-
ever the Indian Tnstitute of Technology
at Kharagpur started short post-gradu-
ate courses for junior management per-
sonnel in 1953. Later its first course in
general management attracted 40 senior
men. Abhmedabad Textile Research
Association started an executive deve-
lopment course. Universities and techni-
val schonls in other places heeame inter-

ested and introduced management
courses at various levels, and a Board
of Management Studies was set up, also
under Sir Jehangir Ghandy, to approve
full-time or part-time courses in busi-
ness management at these institutions.
An Industrial Management Service was
also established by Government for the
purpose of staffing public enterprises.
Finally the Administrative Staff College

‘at Hyderabad came into being in 1956,

meodelling its organisation on the Henley
College. :

Pioneering work has also been done
by a number of private companies. One
large Bank rung a six-month training

course for its junior officers. An oil
company has a full-time {raining

director and a highly developed scheme
of staff and executive training, including
its own residential schocl for special
courses. One of the tobacco concerns
also runs a residential management
school for its junior and senior mana-
gerial staff. With the help of ILO the
Ministry of Labour has heen most suc-
cessfu! in running coursse in training
within Industry (TWI) for foremen and
supervisors, drawing in also mnre senior
management, on the basic principles of
training.

The growth of Management Associa-
tions in the principal industrial centres
since 1953 is an indication of the increas-
ing interest on the part of managements
in modern principles of management
development. and the productivity
movement which is also gathering
momentum through Local Preductivity
Councils and the National Productivity
Council. stresses the imnertance of wid-
cr management education as well as
training in modern technigues.

Here, perhaps, a note of warning
should be sounded. There is always a
tendency for the pendulum to swing too
far. and from the obstinate conservative
siand of those whe Prushed aside all
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theorv and declared that the only way
to learn management was on the job, it
is all too easy for the enthusiasts for
management development to suggest
that training is the one essential and that
anyone, given proper f{raining, can
hecome a good manager. It was Lord
Hevwarth. Chairman of Unilever, who
warned that “there is no universal and
all-embracing sausage-machine, into one
end of which vou can put a trainee and
expect a trained manager to emerge at
the cther.” Furthermore, one cannot
apply a taitor-made scheme of manage-
ment training to any and every organi-
sation. One can mould good material
into something better, but it must be
carefullv sclected. One can train peo-
ple. but the programme of training must
be planned t¢ meet the particular needs
of the individual organisation. its natural
limitations and its existing set-up. Bear-
ing this in mind, it is possible to make
use of outside bedies to teach not only
the various modern technigues of mana-
gement. but also the principles of admi-
nistration and human relations. This is
what the various management schoonls
and institutions set out to do, but the
training so given must be dovetailed
into & general programme of manage-
ment development. Training in admini-
stration iz onlv part of the process.

Any scheme of management develon-
ment. therefore. reouires careful preli-
minary nlanning. One of top manage-
ment’s first dutics should be to nrovide
for its own suecession, so that the busi-
ness may comtinue smoothly. It is how-
ever. surprizing how often this impor-
tant point i= overlonked and the succes-
sion left largelv to chance. With svs-
tematie plannine of management deve-
lepment  suceh  a sifuation could be
avoided. but it i= onlv in recent vears
that thi= ohvicus {rath hos heen given
recognition. The  American Manare-
ment Associaticn made a survev in 1954
among 2.000 firms and found that only a
third of them had anv organised plans

for handling management development,
and three-guarters of these firms had
adopted their schemes in the preceding
five vears.

Selection paturally forms the focal
point of management development, for
if time and monev are to be spent on
training junior managerial staff for
senior posts, it is necessarv to select
them with care. Unfortunately, there
are no generallv accepted objective
criteria for selection of the hest mana-
gerial talent. Not every junior is suit-
able for a senior post requiring a high
degree of initiative and responsibility.
as well as the ability to handle other
staff. There mav, therefore. be failures
even in the most careful planned sche-
me. Moreover there is a further diffi-
cultv that choice of juniors for further
training may cause problems of morale
among the other staff. There is. for
instance, what is known as the crown
prince mentalitv. A person selected for
further training at a staff eollege mav
see himself as alreadv on the steps of
the throne. He mav develon high and
mighty attitude to his colleagues, and
thev in turn mav be jealous and delibe-
rately attempt to trin him un. How-
ever, if these difficulties are recognised
heforehand and all pessible stens taken
to mitigate them. a programme of mana-
gement development will be found o
have many outweighing advantages.

There are various methods of manage-
ment development. Obviously job ex-
perience is a most vital part of the train-
ing—indeed 70 per cent of those replv-
ing to the AMA survev held it to be the
most important part hut it needs to be
consciouslv planned. That is to sav, it
is not enough to put a junior in the cor-
ner and let him watch what is happen-
ing: he must learn gradually to plav his
part. Specific responsibility must be
given to him, and he must be given guid-
ance on the handling of varioug situa-
tions. DBut he must also he allowed to
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think for himself, to work out his own
solutions. This is the value of under-
studving. thal sometimes he is called
upon to act in the place of his principal.

Letting junior managers attend inter-
departmentsl conferences and discus-
sion, serving cn joint committees such
as works committees, spending some
time in o work study or project depart-
ment—-all these are helpful in broaden-
ing their eutlook. Some companies de-
pend to a large extent on job rotation—
moving a man from ane department to
ancther--1lo widen his experience, but
how uch a man should be moved
around and how much he should spe-
cialise nmiust be decided in relation to the
needs of the organisation.

Finally, there is the training that is
available at outside courses, seminars
and conferences.  Hitherto in India for
the senior-imost executives there was
enly the Administrative Staff College at
Hyderabad, and for lower cadres various
courses such as are run at Kharagpur.
These are to be supplemented by the
two Government sponsored Institutes
of management. which are expected to
cater [or the two categories. They will.
run reiresher courses of about 3 months’
guration for topmost executives such as
managing directors, directors and gene-
ral managers of major undertakings. A
second course will be run for the cate-
gorv of senior and experienced person-

nel in public and private undertakings,
who have alreadv reached or excecded
the rank of aseistanl manager, and
voung executives with  outstanding
academic qualificatinns who can be
trained for higher posts.

For those companics who fcel they
cannol spare.men for o A-moenth course,
there are short courscs and seminars
which can be most usciul. A varlety of
organisations like loeal Alanagement
Asscciations, Local Produetivity Coun-
cils and the Indian Institute of Pevsonnel
Management run stuch progrommes in
different industiial arces. There are
also one or two private consultunt agen-
cles arranging siort 1Managemaont cours-
es. There is. therefore, no dearth of
opportunity to give managerial staft the
chance to broaagen their outlook by an
exchange of ideas with those in other
industries.

Of all these tvpes of nutside training,
expericnee seens Lo derline 1he value
of the short residenuai cuurze, where
the manager can gel away entively from
his normal routine. Ir the UK the trend
is towards providing thiz nianagoment
training to a person wno hes acguired
about 10 vears managecial experlence or
more, in a course uf winch he hus scquir-
ed a good practical knewledge of his job,
but needs o systematise that knowledge,
to develop his critical faculties and see
what others are doing.

Technology !




Executive Development for
Higher Produelivity
Erris O KrLLER®

Exceutive development programmes should cnjuyv a pride o place
in any industtial organisation. Exceutives in Indian industrics mostly
have been ciiesen on the basis of chance, and have dauvveloped themselves
by the slow process of expericnce in industrial units instead of being given
a background tralnung. Technival knowledge and the Lunefits ol preduc-
tivity approach arc messages that have vel to reach these neghevted areas
that promise rici fruits once they are developed.  The aevelopment o
executives will gu a long way in not only harmonising e human clemert
in industry butl also in ensuring that the supervisosy per
tion that the overall productivity of the entire induivial unit i= built
up on solld ground and promuses a progressive future 1or Indian mdustry.

aonacl so tune-

HORTAGE of well trained personnel
in various levels of management is
a problern that the Indian Industrial
units perpetually continue 1o face. The
gap that is created by the departure of
one experienced man in the produclion
line, works foreman lor example, can-
not be filled easily by drawing trom the
rank and file of the immediate lower
level of industrial personnel beeause of
the absence of executive development
programmes. The magnitude of the pro-
blem is great. particularly in small and
medium units, as they do not have any
programme aiming at the preparation of
personnel for promotion and filling in
the positions in the future. With the in-
creasing complexity of management’s
problems and technical demands of the
factory operations, there results an un-
precedented demand for the right type
of men in the executive line.

* TCM Expert, attached to NPC.
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In this present period when there is
urgent need for expanding industries
with the aim of economic development.
the shortage of capable men to run the
wheels of industry is all the greater.
The execuiives and their development
mostly have been leit to chance and
accident instcad of being pre-planned
and regulated. The burning question of
present planuing is the problem of an
executive development programme that
will not only ineet the current demands
tor personnel in the industry but alse
ensurce tnat such a serious shortage situa-
tion does not arise in the future.

It might be valuable to learn from the
experience of 1he countries in the West
and what they did to meet the scareity
of exceutives in industry. The crux of
the situation was overcone in American
industry by an orderly and methodical
system of discovering the right type of
personnel, their development and the
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assignment of work to them in a proper
manner. In India we have vet to think
of an organised wav of discovering the
right type of executives for our indus-
try, to train, premote and compensate
and also develop their faculties, so
that it will be easier for them to carry
the burden of industrizal problems of pro-
duction and management.

One factor that has been discourag-
ing many of the industrial enterprises
from planning and operating an execu-
tive development programme, is the cost
involved. It is indeed surprising to find
that the negative aspect of this cost has
heen given some importance, while the
problem and losses arising from absence
of proper personnel, and the correspond-
ing expenditure in carrving on the fac-
tory work with less exnerienced. un-
trained and raw personnel, who experi-
ment with the produetion line, has not
received proper attention. As in the
case of all other protective measures,
preventive checks and planned develop-
ment, costs are certainly involved but
these costs would produce commensu-
rate rewards in the form of ensuring a
free flow of efficient personnel to meet
the needs for executives in industry at
all times. The cost of a training pro-
gramme is always less than the cost of
not training.’

The basic aim of an executive deve-
lopment programme should be to en-
courage managers and supervisors to
improve, especially in the skill of handl.
ing people, which is becoming a delicate
task under the aegis of human-relations
science. An important aspect of the
programme is to improve the emplovec-
employer communications, which are
essential for a proper understanding of
jobs, the goals and cperations. A good
coaching system ensures driving home
the contents of tasks and the standards
towards which the executives shonld
aim, and equips the executive with the

*Italies ours.
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necessary tools and productivity techni-
gues. The direet effect of the executive
development programme is the improve.
ment of the performance of executives
in their present jobs and also their pre-
seraticn for future positions.

An  executive development pro-
sramme for an entire industrial unit
creates a reserve of well-coached substi-
tutes to fill in vacancies on the company
team when thev occur, and to oceupy
positions not thought of in the present.
There is ane more important factor
underlying executive development. It
is the enlargement of the perspective of
the executive from the narrowed spe-
cielised outlook to one of a broadened
cutloolr which is demanded of him for
successful occupation of an executive
position.  If a future supervisor is a
man cn the production line today, a
broad-based training should equip him
for a composite of tasks instead of
parrcwed concentration on his present
duties. The ftraining should be inti-
mately tied to the ambition of the pros-
pective as well as the present execu-
tives to rise into positions and to show
themselves worthy of confidence by the
management.

How do we go about organizing such
a programme? If the concern desiring
such a programme has no gualified
trzining director, it must obtain the ser-
vices of one on a temporary or perma-
nent basis. Organizations such as the
National Productivity Council could be
asked to help through the Local Produe-
tivity Couneil.

This is the First requisite, that the re-
quest must bhe made by the company.
Ard the sccond is just as important;
top management must have and main-
tain whole hearted, sincere interest in
the overall programme at all times.
Without these two, no individual or
group with any experience will under-
take the task of promoting management



development in any industrial enter-
prise.

Usually a survey is made in the begin-
ning to ascertain the background, pre-
vious iraining and the training needs of
the management personnel. Division
uesuzally is made of the individuals into
iree parts:

1. Top level.
2. Middle Management.
3. Front line Supervision.

The size of the company will deter-
mine sumewhat just how this division
wiil be made. If there are only a scat-
tering of top level managers, they can
be merged with Middle Management.
Tadividual grovps with a minimum of
ren and » maximum of 15 persons are
forined. Since the conference method
will generally be used., these are the
maximum and minimum numbers of
~ffective training.

As a vesult of the survey, tentative
vrogrammes for the various levels are
suggested. If approved, the affair is
abcut te get under wav. If there are
fro many groups of front line supervi-
sers to be handled by one Training
Directer, some junior executive of the
~ornpany must first be given conference
leadership training to enable them to
serve as assistants. The following arc
some snagested subjects for the vari-
cus levels:

A Proposed Plan for Execative & Super-
visory Training

A Goveral Subject Matter
;

1. Job Relations Training.

This can be used as an introdue-
tory series of conferences for all
croups at all levels.

L. Fxecutive Training Subject Matter

1. Management Philosophy

Policies

and
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Concept of Management

The Art of Managing
Delegation and Accountability
Management Communication
Report and Letter writing
Selection and Induction

Management Development Pro-
grammes

Motivation and Groun Dynamics
10. Management Audit end Evalua-
tion

BC sl g Tx U b &5 DD

11. Sociclogy in Management
12, Employee Counselling
13, Industrial Leadershin

14. The Executive's Job of
Develepment.

Self-

C. Supervisory Training Subiect Mat-
ter (See Alternate plan)

1. Functions of Management

2. Principles of Good Organization

3. The Supervisor’'s Responsibilities

4. Job Analysis

3. Selection. Tnduction and Orien-
tation :

6. Giving Orderz and Directions

7. Training of the Workers

4. Skill in Handling Human Rela-
tions

&,

Emplovee Counselling

10, Leadership
ment,

and  Self-Develep-

Alternate Sopervisory Training Programme
A HUMAN REL. iTIONS—GENERAL

1. Jeb Relations Training —- {6 ses.
s1ons) :

. HUMAN RELATIONS—SPECIFIC
1. Selecting the New Employen

2. Handling the Ne-w 'Ffmp]ﬂj;op
Tnduetion



3. Stimulating
Subordinates

4. Keeping Workers Informed

5. Morale and Motivation

6. Promoting Cooperation

7. Mainlaining Discipline

and Developing

8. Correcting Workers
Y. Conlrulling Absence and Tardi-
ness
10, Deaiing with Union Representa-
tives
11, Evaluuiing Performance
i2. Leadership and Self-Develop-
ment.
. TRAINING EMPLOYEES
1. Job instruction
sessions)
2. Job Methods 'ITraining-— (g ses-
sions)
D. OTHER MANAGEMENT
RESPONSIBILITIES

1. Funections of Management

Training-— (6

2. Principles of Organization

3. Respunsibility and Authority

4. Giving Orders and Instructions

5. Planning and Scheduling Pro-
duction

6. Quality Control

7. Controlling Waste

8. Keeping Down Production Costs

9. Promoting Safety

10. Goeod House-keeping

11. Keeping Records and Reports
12. Job Analysis.

Presentation of all the above would
he by the Conference method. For the
Executive Group, it is recommended
that the Industrial Training Advisor
present all topies. Gradual informal
training in the use of this method can
be practised, so that each member of
the group may take his turn as confer-
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ence leader. The use of role playing
and the case-study method cannot be
over-emphasised.

To handle the lower supervisory
groups, it may be necessary to train a
class of Junior Executives in the Con-
ference Method; if large companies are
represented this is imperative. (The
Dugquesne Light Company (USA) had
36—3 groups of 12—taldny this train-
ing. About 2/3s of these hecame first
class conference leaders.)

For the three package programmes,
JRT. JIT and JMT the meetings should
be held once a day for six days for each
programme. For the other subjects.
meetings once in two wecks for indivi-
dual groups have heen found to be .5t
acceptable, (If the services of a Consul-
tant Training Direetor are being utilis-
ed, meetings may be held more uiten).
Meetings should last from 1} to 2 hours
—never longer.

The subjects given are merely sug-
gestions and may be modified to meet
any proposed programme. Even whon
finally agreed upon, the programme
should be flexible enough to allow sub-
stitutions, additions or cdeletions as
deemed necessary.

Once started with such a programme,

executive and supervisury training
should be continuous within the respec-
ilve organizations. Training Officers

should be selected and trained to carry
en this work which, in good industrial
plants, never ceases.

After the first vear's programme is
completed. the varicus levels of manage-
ment should be given some cpportunity
of nominating topics to be discussed for
the ensuing year. It will be noted that
the programme is not of one year's dura-
tion, but iz continuous. A sign of good
maenagement in any enterprise is the
steady methodical training of all em-
ployees at all levels.

Executive development programmes
should enjoy a pride of place in any



industrial organization. This is in view
of the important fact, as stated before,
that executives in Indian industries
mostly have been chosen on the basis
of chance, and have developed them-
selves by the slow process of experi-
ence in industrial units instead cf being
given a background training. Technical
knowledge and the benefits of produecti-
vity approach are messages that have
yet to reach these neglected areas that
promise rich fruits once they are deve-
loped.

The above suggested programme for
executives and junior managers aims at
the development of proper interest in
the executives towards an ambitious
self-improvement project, and at the sti-
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mulation of their interest in becoming
better and finer executives for the bene-
fit of themselves and the industry. The
training with case studies and narra-
tions from actual experiences should
provide solid ground for the present and
potential executives to build for the
future. Simultaneously, the problem of
the industry of obtaining suitable execu.
lives will also find an effective solution.
This important service of developing
the executives will go a long way in not
cnly harmonising the human element in
industry but also in ensuring that the
supervisory personnel so function that
the overall productivity of the entire
industrial unit is built up on solid
ground and promises a progressive
future for Indian industry.

Job Analysis
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The Managers

A man cannot develop his fuli qualiites in his job unless those above
him give him scope to do so. This means that we must $ruly practice
delegation, not just pay lip-service to the principle, Delegation does not
mean just sitting back with your feet up and leaving a subordinate to
do the work: it should be a positive act of trust. It does not come natur-
ally to most people. We are all inclined to give a man a job to do and
then to look over his shoulder to make sure that he is not making a
mistake. This is a tendeney which must be resisted, as must the inclina-
tion to delegate only to these whom we regard as men who will play
safe. This is no way to create a forward-looking and progressive body
of managers. Management cannot be lively and efficient unless there is
true delegation. Conversely, people will be unwilling to delegate unless
management is lively and efficient. If these two propositions look like
creating a vicious circle anywhere in the business, we must break

through it.

ACH year the Annual Report and

Accounts give considerable inform-
ation about the material assets of busi-
ness—its plant, equipment, buildings,
capital expenditure, sales and profits—-
all things to which a money value can
be attached. But they do not, and can-
not, tell much about the human side of
the business, the people in it who make
the wheels go round.

I propose to say something about one
important section of those people, the
managers. Important to the share-
holders, because without good managers
neither this nor any business could
thrive. Important to the employees, for
without good skippers you cannot have
a happy ship. And important to the
communities we serve, because without
gnod managers we shall not achieve the

increased productivity upon which the
improvement of standards of living
depends.

The topic is of particular moment now
when, with full, or overfull, employ-
ment in most parts of the world, the
competition to secure the services of
those who show an aptitude for manage-
ment is keener than ever before. In
England, for example, when a young
man of reasonable attainments comes
to-day for interview, as often as not he
comes prepared to weigh any job which
you may offer him against the several
other offers which he already has in his
pocket. And even when you have
caught your potential manager young,
there is always the chance that on his
way up the ladder you will lose him to
someone else. The question is there-
fore one which to-day we must take very
seriously.
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efriticn of terms

Essentially a manager in a business is
une to whom is entrusted, at whatever
levei, the supervision or direction of
others. But inside the general patiern
the proportion of managers to the whole
varies {from one part of the business 1
another, and from one couniry 1o
another, not arbitrarily or because some-
one has been empire-building but
because. as any part of the business and
the country m which it operates be-
come maore highly developed, the art of
management becomes more complicated
and a higher proportion of managers is
necessary.

The higher the degree of mechanizu-
tion and the more sophisticated the
environment, thne higher will be the
ratio of managers required.

The three maiin categories

The managers fall into three muin
categoeries. At the base of the pvramid
there are the junior managers. This
category includes the {cremen and
supervisors, the men and women on the
factory foor or in the oftice who are the
first to carry responsibility for the run-
ning of a small group and who are all
people who have to understand the art
of handling, or managing. other people.

Next comes the large class of middle
and senior managers. And, at the apex
we have the top managemens, who take
on themselves the decisions which make
or mar the success of the business as a
whole. It is not possible to draw a hard
and fast line between the place where
the main body of management ends and
the top management begins.

The only test which we should wpplv
to determine a man’s suitability ‘o enic
managerial ranks iz that of merit. There
is no question of demanding a particu-
lar social or educational background.
An increasing proportion of prospective

managers have had a university educa-
tion but that in future, as to-day, many
managers will be men who came in at
vne ol the lowest levels, who came up
the hard way and whose gualities or
ieadership were developed aiter they
nad joined the business. We should iry
0 see that in our business there is
always a ladder hy which a man with
the right gualities can climb to the next
stuge, 1I we succeed in this, there will
alwayvs he found at every level of our
management men whose only univer-
sity has been what William Lever used
to call “the University of Hard Knocks.”

Method of selection

In analysing this large subject of
rnanagement the methods by which our
managers are selected form a logical
starting-point. Selection, like the other
operations of business, is a matter in
which decentralization is essential, In
general. therefore. it is Ieft to the indi-
vidual companies and local manage-
ments throughowt the world to do their
own  selection, whether from within
‘heir existing ranks or by recruitment
from outside. One basie principle which-
is  commonly followed. particularly
when assessing candidates for the high-
er grades, is that the qualities of the
potential recruit are assessed not merely
hv individual interview but also by
seeing him perform as one of a group,
which lets him show whether he
possesses such obviously desirable quali-
ties as intelligence, common sense,
organizing ability, and the ability to get
on with others. We know very well
that selection procedure of this kind is
not perfect. There is, for example, still
a danger of choosing the pleasznt talker
and easy mixer to the exclusion of the
rough diamond and the gifted eccentrie.
But at least, in realizing the danger we
should go some way to meeting it: and
we think that a procedure of this kind.
though we should always try to im-
prove it, enables us to make fewer mis-
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takes than any other form of selection
which we are able to devise.

It is worth noting that although the
advice of the personnel specialists 1s
available throughout, the actual selec-
tors with whom the final decision rests
are active cxecutives from all parts of
the business. These are the men who
Lnow by the hard test of practical ex-
perience the sort of men thev want as
nanagers, and therefore it is impuortant
that they should spare the time from
their ordinary duties to take part in this
business of selection,

The specizlists

Theore sre, however, some managerial
posts in the business for which these
qualiti~s alone will not suffice and
which. particularly on the technical and
nreduction sides, ean only be filled by
the man who hss in addition the right
technological  skill,  Similarly there
are posts for which a knowledge of
accountancy  is  essential, Some men
should therefore. be picked primarily
for their specialist knowledge and we
‘should pav special attention to develop-
“ing their general management abilitv in
the business. But the man must have
“the germ of leadership within him, and
it dees sreny in ceneral to be harder at
the stage nf initial selretinn tn detect
“this germ in the technical man than in
-the non-scientist.

.We mav have to recognize that for
"the man reading science at the univer-
ity to-dav-the curriculum is so special-
.ized. and.so much time has to be spent
.in the laboratery and lecture room, that
Jitis up-io.us: ence he has isined us. to
“pav.special attention to helping him to
hyoaden his cutlaok, Certainly we know
ferpn oy experienee that technalngies]
I management ability are far
fram incompatible,

What should ke the hackground of the
randidates for management posts” One
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result of trying at every stage to leave
the road open for the man of ability to
¢limb to the next level is that many of
those who come to management selec-
1ie.n boards are internal candidates, men
coming up from the ranks. In one sense,
ol course, everyone at the moment of
first jeining the business is an external
condidate, In talking of internal candi-
dates for management posts I mean peo-
ple whose first recruitment was on a
lower level, not speeifically for manage-
ment, but whose potentialities for that
crude have become apparent after thev

fvined us.

An independent assessment

It is an important part of the job of
every company chairman and his advis-
ars (o be on the watch for talent of this
kind, to nurse and train it and, when the
marn is ready, to bring him forward for
consideration. It mav seem a departure
from the principle of decentralization
for the company Lo send a man to a cen-
tral selection hoard. But apart from the
facl that thiz corrects the inevitable
differences in the standards of judgment
of individual chairman. we find that
companies often welcome this chance of
an independent assessment and a second
spinicn of the man's worth, not from
personnel experts but from colleagues
in the business who are in the same
general stream as themselves. The pro-
porticr of internal to external candi-
dntes varies from country to country.
Por example. in England thev provide
st nalf of the successful candidates.
weniie v Hellaod the proportion is eon-

g terabiv laga

Industry as - a career

I the United States, education speci-
Sty fepr g enveer in industre has long
mare  highly developed than in
Turane and a much higher propertion
ni thoge who gradnate do =0 in econo-
rqien o1 commerce, In addition there
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are in the States many schools of busi-
ness administration which have no
counterpart over here. For this differ-
ence there are a number of reasons, For
one, the status and prestige of industry
in the States is second to none, whereas
in many other countries it has taken
longer to become recognized as a first
class career, For another, until the days
of the great depression, comparatively
few young men in the States were
attracted tn Government employment,
nor were there opportunities for Impe-
rial Government service abroad. A
higher proportion therefore tended to go
into industry and commerce, and the
universities allowed for this in the edu-
cation which they provided. And it is
not only the attitude of the universities
to industry which affects the issue but
of industry to the universities. In this
respect the climate is changing fast and
over the last generation or so industry
in the United Kingdom and Holland has
been rapidly losing its traditional resist-
ance to the emplovment of graduates,
while the universities, for their part, are
increasingly readv to cooperate with
industry.

For the man starting out on his career
as a manager training is vital.

First and foremost, the most import-
ant training is that which is done indi-
vidually and on the job. and it must be
flexible and selective. There is no gene-
ral scheme of training into which everyv-
one will fit, not universal and all em-
bracing sausage-machine into one end of
which vou can put a trainee and expect
a trained manager to emerge at the
other. To change the metaphor, train-
ing should be tailored to measure, not
ready-made off the pag. Therefore we
should not start by sending the poten-
tial manager to a training school. Imme-
diately, or after a short settling-in
period. we should give him a job, and in
that job he should start to learn the art
of being = manager. We need not ex-

pect him to work out the answers for
himself by the light of nature, and we
must expect the man above him to spend
a good deal of time and trouble in the
training of his subordinate. This train-
ing of the men under them is a vital part
of the work of all managers and the man
who neglects it or regards it as a waste
of time is unlikely himself to reach the
heights.

Training starts on the job

Training, then, starts on the job. We
should try to avoid any emphasis on
privileged categories of learners wear-
ing the eguivalent of the officer cadet’s
white cap-band. Experience has shown
that the creation of a special class of this
kind causes the trainee to be regarded
by those with whom he works as a kind
of hot-house plant—an unhealthy state
of affairs for evervone.

To this basic training on the job,
courses provide a most valuable rein-
forcement and in these post-war years
this form of training has been extended.
There is the general course, primarily
designed to give a man the broad picture
of industry and its economic back-
ground. In this category there are
courses for supervisors, which have heen
greatly developed in recent years. In-
deed one can hardly do too much in the
training of this vital link in the chain
of command. without which the best
of senior managers cannot get their ideas
transmitted to the factory floor. Courses
have also been developed for managers.
mostly men in their late twenties and
early thirties, where a man can meet and
exchange ideas with his contemporaries
from other sides of the business. Courses
of this kind run from three to four weeks
in length.

Specialized courses

The second category is that of more
specialized courses of which the main
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instructional content is devoted to a
particular technique such as production
study, accountancy, advertising, or some
technical process.

It is necessary to add that courses do
not suit everyone, nor does everyone
need them. Those concerned with a
man’s training have to decide if and
when he will benefit from this form of
instruction. Unless the right men are
gent on the right courses these are at
best a waste of time, and at worst can
do positive harm.

Tor more senior managers the oppor-
tunity may arise of going to an outside
institution for advanced courses. The
duration of courses of this kind is usual-
ly about three months, though in
America courses of twelve months have
been developed. The longer the course
the more difficult the problem of second-
ment, but for the few exceptional men
who would benefit from courses of this
length the time could be well spent.
Then there are the courses run by uni-
versities, summer schools of business
and the like, lasting three or four weeks.
Where the courses are for more senior
people the students, if of the right
quality, can to a great extent teach
themselves and each other, with a guid-
ing hand from a few experts, but for
younger men more positive instruction
is necessary. In the United States there
are plenty of men in academic life who
have had sufficient contaet with the in-
dustrial world to be able to act as the
instructors but in FEurope there is a
shortage of people with these qualifica-
tions. Industry therefore should make
a contribution, not only by ensuring that
the quality of those whom it sends as
students is high but also by seconding
first-class men to assist on the instruc-
tional side.

Other aids

In addition to courses there are other
aids by which a manager’s mind can be

kept supple and alert. Conferences play
a part here—conference which do not
mean get-togethers for merry-making
and junketing, but working conferences
in which anything from twenty to a
hundred senior managers are brought
together for an intensive study of ques-
tions which are of general interest to
them all but are outside their daily run
of business. Similarly, when we are
faced with a problem—it may be whe-
ther we should launch into a new field, it
may be office accommodation or the
organization or budget of one of our
companies or departments—we should
often set up a small panel or study group
of senior managers to investigate and
report. There is nothing new about this
technique but the point to note is that
in addition to its primary purpose of pro-
viding us with a considered view of the
particular problem, it gives the mem-
bers of the panel a useful opportunity
to stretch their minds and apply them
to something outside their own daily
jobs.

Art of delegation

But when all is said and done, when
we have made the fullest use of courses,
secondments, conferences, study panels
and other extraneous aids of this kind,
we come back to the starting-point, that
fundamentally the training of the senior
manager, as of the junior, is done on the
job. And a man cannot develop his full
qualities in his job unless those above
him give him scope to do so. This means
that we must truly practise delegation,
not just pay lip-service to the principle.
Delegation does not mean just sitting
back with your feet up and leaving a
subordinate to do the work; it should
be a positive act of trust. It does not
come naturally to most people. We are
all inclined to give a man a job to do
and then to look over his shoulder to
make sure that he is not making a mis-
take. This is a tendency which must be
resisted, as must the inclination to dele-
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gate only to those whom we regard as
men who will play safe. This is no way
to create a forward-looking and pro-
gressive body of managers. Manage-
ment cannot be lively and efficient
unless there is true delegation. Con-
versely, people will be unwilling to dele-
gate unless management is lively and
efficient. If these two propositions look
like creating a vicious circle anywhere
in the business. we must break through
it.

This brief discussion on the training
of the more mature manager prompis
one to ask at what stage a man is o be
considered fully trained. In the sense
that all of us can and should go on
learning right up to the moment we re-
tire. the answer to this guestion is—
never, But we must he careful not fo
carry this spirit of perfectionism so far,
that when we hegin in approach retir-
ing age. we find rurselves looking upon
men in their thirties and earlv forties
as far too voung and untrained to hold
positions of real responsibility.  Such
a tendenev s, natural in any large orga-
nization where most men go on to a
retirement age in the sixties. but it must
be resisted, We have to remember that
we ourselves mav have thought very
differently fifteen or twentv vears ago.

Dangers of inbreeding

There are certain obvious advantages
in possessing a corps of managers train-
ed up in the husiness. nrofessionsls whao
at the start of their working life have
made industrv their chosen career.
Unless our metheds of training and
development are sadly awry we can put
on the credit side lovalty. team-spirit.
knowledge of the business and of the
people in it. But we must hewnre of
the dangers of in-breeding: the tend-
ency to rest eontent with things as they
are and to play safe. to follow prece-
dent, to play down initiative and origi-
nalitv and to keep one’s nose so closely

to the grindstone as to let change and
development in the outside world pass
by unnoticed. Among the correctives
to this kind of attitude are the extrame-
ous aids already mentioned above
courses, whether as student or instruc-
tor. conferences and study groups.

It mav be that more interchange from
one business to another at senior levels
would be no bad thing. There are ad-
mittedly practical difficulties. Those
who feel that they have borne the heat
and burden of the dav in the lower ranks
will feel disheartened if newcomers are
brought in over their heads, One must
strike the mean and give due weight to
this very natural feeling without allow-
ing it to operate as s rigid ban against
the introduction of newcomers who may
have had wvaluable ewperience outside
the business. Pension rights too are
sometimes a difficulty and pension sche-
mes should not be used to fetter a man
te his present job with chains of gold.
It cannot he a gnod thing for a man to
teel that he cannot get out and go tn
new emplovment exceent with a crin
pling loss of pension richts. Tt is worth
noting that in the United Stotes it has
become the accepted pattern for a man
to move upwards by switching from ore
business to another without suffering
anv  stigma disloyvallvy  or careerism.
Tndeed, in that country cross-fertilize-
tion between businesses has reached
stich a piteh as to give rise to a new pro-
fession, that of the placement consultant,
who acts as o king of confidential mar-
riage-broker between the man  who
wanis a change and the business in
scarch of a new exccutive,

The final test

These are some of the highlights of
this formidable and many-sided subject.
Ore may, however, ask: what is the test
by which one can judge the success in
the task of creating a lively and efficient

182



body of managers. In the last resort
the guality of the management is reflect-
ed by the results of the business which
are laid before the Annual General
Meeting. But it is guite certain that
even if the stockbolders think that the
resulis at this moment indicate a reason-
ably satisfactory stute of aifairs, one can-
not rest on one’s cars. As the husiness
expands the need for more managers
will arise. We must, therefore, conti-

)

*

nually examine our methods of recruit-
ment and selection. We must take
every opportunity to bring on and up-
grade our people frem the lower levels.
We must all of us understand the im-
portance of training. For if we fail to
do these things, our failure will not be
slow to show itself in the results.*

* Reproduced from “The Managers”, Unilever
Limited. Londan.

0

)

FINAL JUDGE!

Who s the indispensable man?

if you can’t name him, 1 think | can.
He isn’t a selier, he isn’t a maker,
He isn’t a marketing record-breaker,
He's not an economist. keen and wise,

Nor a bright executive on the rise;

2

He isn’t the chairman of any board,
Not a Rockefeller, Baruch or Ford,

Not a holder of stock or of bonds or
debentures,

Not a banker, promoting financial
ventures,

No, all of these worthies, without a
doubt.

Are men we could struggle along
without.
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Who is it, then, we must coddle and
humour,

Without whom we'd really be stuck ?
The consumer !

Oh. what a black day it would be,
presuming

This hero were ever to stop tonsum-
ing -

Were to wear no clothes and to eat
no food

And to drink no drink that is bottled
or brewed,

4 .
And to drive no car, and to build no
home
And to chew no gum, and to use no
chrome,

So carefully handle with soft kid
gloves

This person whom everyone dearly
loves,

The plucky consumer, that man of
gumption,

And hope, he stays healthy - despite
his consumption.

—RICHARD ARMOUR



Management Development
in Major Industries

M S SRINIVASAN®

Management development programmes should be based on the faith
in a continuous improvement and should include a progressive process
designed to effect economy and effective utilisation of the resources. In
drawing such programmes, it is necessary to study the problems of the
companies relating to recruitment, selection, training and promotion of
managers at various levels. It is important to know the present and
future management position, in the major industries, the number and
type of managers and their potential successors. A systematic approach
to management training should take into account a projection into future
demand. Reaction of the managerial personnel to promotion policies and
also the provision of opportunities for initiative and exercise of talent are

important factors to be considered in the development programmes.

THE role of management in running
business and industrial enterprises
is assuming increasing importance.
Concentration of management func-
tions and responsibility in the hands of
a few who exercise decisions on all
aspects of industrial working including
purchasing, production and ssles have
became features of the past in industrial
organisations. Management science has
grown into a specialised fleld and the
rule of the thumb methods of the
proprietary managers have been
replaced by scientific approach to all
problems. The progress in every other
science such as statistics, analysis and
experimental methods, has had its
iunpact on the management science.
The new avenues that have opened

themselves for adoption by the
* Inspecting Officer (Financei, Te)::iile
Commissioner's Office, Bombay. Till

receatly NP( specialist.

managers include the application of

linear programming, probability
approcach and operation research
methods.

Management problems have ceased
to be stagnant routine matters to be
solved by subjective considerations.
New qualities and a leadership in
handling the precious human material
are being demanded on the existing
and potential managers in industries.
In addition to the basic qualities, the
management needs to devote iis
energies to such developments as
simplification in the product designs
and improvements in the manufacturing
processes and facilities.

In the changing industrial society,
new factors have to be reckoned with

in managing the business. Some of the
immediate problems relate to the
following:
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1. Changing technology and its impact
on the industry as also the needs
of specialised knowledge;

2. New social climate with increasing
labour consciousness to its rights
and obligations;

3. The business in relation to State—
the legal and the tax structure as
it affects and controls the functions
of the business;

4. Forces of competition that operate
with greater intensity as a result
of inventions of substitute materials
and improved methods; and

5. Obligations to the community and
society as it is necessary to cater
to the taste of the market and also
to effect economies in costs of
supplies for the consumer.

Scarcity of managerial persennel

In the wake of independence, the
Indian industry found that the British
rule left the country with a limited
industrial base. The foreign managing
agencies that were controlling the
major industries offered only a limited
opportunity for Indian management
personnel to advance and accumulate
the new techniques of progress. The
movement to develop professional
management has started only with the
increasing Indianisation of the enter-
prises in the country. Even in the past,
the importance of developing the
management in the industry was felt
only when the key managers or exe-
cutives gave up the positions due to
illness, retirement or resignation,
thereby leaving a vacuum that could
not be filled immediately. The diffusion
of responsibility and the climate for
increasing the development of manage-
ment talent were absent due to the
unhealthy concentration of power in
the hands of a few top persons who
were either the proprietors or autocratic
managers. The change in the situation
arose out of the sudden realisation of

the importance of developing manage-
ment personnel to fill in the positions
ihat are likely to be vacant. Even
then, the realisation did not extend to
that area where a long-term planning
for the supply of management personnel
to industries could be contemplated.

Problems in major industries

It is necessary to look into the
problems in relation to the major
industiries from a proper perspective.
With nearly a century of lifetime to
develop, the major industries in the
country had had ample opportunities
to devote their attention to the problem
of management development. But in
only exceptional cases, the Indian
firms have paid due attention to this
problem. Eighty per cent of the com-
panies have not had any system of
management training.

Since 1947 the problem of develop-
ing management personnel has assumed
greater importance as the situation
became more and more aggressive.
The increasing demand in respect of
capital and consumer goods has often
assumed very high proportions. The
construction and development activities
in the country have raised the demand
for cement by over 500 per cent and the
iron and steel by over 200 per cent. There
has been a high increase in demand in
many of the industries. The rising
standard of living and the increase in
population have also created a spurt in
the demand for consumer goods. All
these factors have emphasised the need
for growth in the size of the existing
units as well as the establishment of
new units.

The basic problem arising out of
these expansion projects has been the
need for effective utilization of material
and manpower resources. The indus-
tries that need large capital investment
also require a correspondingly heavy in-
vestment in the high-talent managerial
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resources. The additional costs of acquir-
ing modern processing machines also
demand a complementary managerial
Tesource to utilise and control the
equipment. The shortages in tie
trained managerial talent have been
felt more intensely in the established
major industries ot the country.  Not
having devoted their attention to any
programmes  for  development o
management personnel  (except in a
few progressive concerns), this problem
was felt all tou suddenly ana hectic
efforts were made o remedy the
situation.

Existing facilities

In the isieid of munagement education,
the facilities for eaucating and iraining
management personnel have been scanly
in the country. 1n a country, whicen
has over 4000 industrial establishments
of varying sizes, there have not been
organised eflorts  to establish institu-
tions for iraining and building requisiie
management personnel. There have,
ol course, been a few wstivdtions suea
as the Administrative Staft Coliege at
Hyaerabad, which has as ils ubjeciive
the preparativn of govermeni officials
for designing and executing pulicies ol
the industries in the country. Lhere are
pousi-graduaie cuurses lor management
personnel in scmie of the universities
and technical institutions in the country.
In .recent years, some attention is
being paid to the problem of executive
development and training of engineers
tor positions in industrial enterprises.
But the provision of facilities is far too
madequate for the size of our indusirial
eslate and also for the magnitude of
potential employrment in industry,

New institutions, such as the manage-
ment associations and 1he National
Productivity Council, have short-term
programmes for education and training
of management personnel. The tact
that there is great demand and popu-
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larity for all these short-term courses
further emphasises the need for deve-
loping the facilities for management
edueation in the country.

Whuat the rmuanagement development
Is an Important factor in the progress
of industries is apparent from the
teliowing peints:

1. Standards of mangeciuent determine
how adequately or effecuvely  the
countey's  resovurees  of manpowet
and capital are being wliliscd:
The resourcees in our counlry ar:
scarce and they have been stretehed
to & limit that the cconomy's margin
of manceuvre is indeed uncomfori-
ably low. The supply of adequate
managerial personnel at this
moment  wiil  go  towards better
utilisation of resources and also for

[

placing the economy oun a more
stable structure.
3. Top management and in fact ali

levels of management have becoine
basic institutions In our sociely anu
the business enterprises can no more
be indilterent 1o the development
and cmployment of personnel at
various levels.
+ A 100 sudden discovery ur shortage
of managerial personnel to replace
those that are dead, retiring,
resigning or absenting will be detri-
mental te the smooth running of
industrial enterprises. The provision
of successors and replacement in
management position is a  very
important element which deserves
as much attention as the replace-
ment of capital cquipment.
The proved techniques of pro-
duclivity such as Work Study, Cost
LControl, Quulily Control ete. are
bringing out the inadequacies in
the exisling systems of production.
The industrics need 1ialented and
trained men who will be able 10
bring about the needed HNPTrove-
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ment in the production methods so
that better productivity is ensured.

Coordination and better utilisation

Management development program-
mes should be hased on the frith in a
continuous improvement and should in-
clude a progressive process desirned to
effect economv and effective utilisation
of the resources. In drawinc such pro-
grammes, it is necessarv to gtudv the
problems of the companies relating to
recruitment. selection, training and pro-
motion of managers at vorione Tovels, Tt
is jmportant to know the present and
future management position. in the
maior industries. the number and trve
of managers and their potential suc-
cessors. A systematic annroach 1o
mmanagement training should take into
account a projection into future de-
mand. Reaction of the managerial per-
connel to promotion policies and also
the provision of opportrnities for initio-
tive and exercise of talent are important
factnrs ta be considered in the develor-
ment programmes.

The shortage of managerial resour-
ces limits the ecountry’s capacitv to
absorb capital and reduces the effective
utilisation of material and man-power.
The capacity for economic srowth of a
country is directly related to the sup-
ply of managerial man-power. Tt is
the responsibility of the major indus-
tries in the country to plan for the deve-
lopment of reguisite managerial person-
nel. In planning for management deve-
lopment, research into the preoblems of
the industries and the needs »f manage-
ment as also the capacities to be deve-
loped require to be paid adequate atten-
tion to. An effective plan to meet the
demand for managers should be based
on an estimate of future management
reguirements, discovering potentialities
in the emplovees, selecting the right
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type of recruits, provision of manage-
ment training for all managers and
opportunities for individual develop-
ment.

The problem of management develop-
ment depends on many factors such as
size, degree of centralisation and techni-
cal knowledge requirements. There
ave at least three channels by which it
is possible to coordinate the efforts of
the major industries in achieving the
ohjective of ensuring a regular supply
of management personnel:

1. Provision of eduration and traininn
facilitics to existing and potential
managers by encouraging their partici-
pation in short term and long term
programmes.

9 Establishment of a department of train-

ing that would pay attention to the
supervisory and foremen training and
alzo training for all levels of manage-
pient with a view to increasing effici-
ancv and productivity.
Coordinating the efforts of individual
enterp) izes with those of the institu-
tione and 1he universities that are hav-
ing short term and long term pro-
prammes of training management per-
sonnel. The universities that are pro-
viding managemeni courses should so
design their courses as would add cer-
{ain amount of practical value to the
thearetical education.

Since the major industries constitute
important national assets, it would be
helpful if a survey is conducted by an
expert body to investigate the problems
in management development and the
proiected demand for the future. This
projection of demand would be useful
not onlv in coordinating the efforts of
universities and institutions in supply-
ing the right type of men to fill in
management positions in future but also
in employment planning.



Management Problems of
Small Industries

R RATNAM™ AND INDRA SANGHTI**

The problems of growth of small business need to be attended to in

good time.

An imaginative entrepreneur should tackle the problem of

succession in line and lock today for the man who can run the industry
tomorrow. Careful selection should be made and their proper training
provided for the most deserving managerial assistance so that with the
growth of business the successor can take over responsibilities and duties.
Executive Development and succession are stimulated by proper delega-

tion of authority and responsibility.

MALL business may be defined as an
enterprise which employs less than
50 people with power or less than 100
people without power with capital re-
sources of about Rupees Five Lakhs.
Small Industries business can be classi-
fied in three categories, viz, (a) small
production units, (b) trading establish-
ments and {(c) servicing establishments.
The pattern of ownership of a small
business is usually (1} prorprietor-
ship, (ii) partnership, (iii) or a company
with a limited liability. A small busi-
ness owes its existence to the entrepre-
neurship/leadership of a single man who
gets together the partner or shareholders
and organises the business.

* Honorary Secretary, Institute of Manage-
ment, Tiruchirapalli.

** Senior Scientifiec Officer at the Central
Electro Chemical Research Institute
(Council of Scientific and Industrial Re-
search); also Executive Member of the
Institute of Management and Vice-Presi-
dent of the Tiruchirapalli Productivity
Council.

Starting and locating a small business

The choice of the small business and
the location of the enterprise is one of
the primary problems to which not
much attention is given in India. Before
a small production, trading or servicing
unit is started, factors such as the raw
material position, transport and com-
munication facilities, power and water
resources, availability of suitable man-
power, proper market survey including
structure and extent of consumer de-
mand, analysis of population by age and
Income groups, assessment of prevalent
fashions or tastes and future trends
must all be fully analysed in order to
make a correct-assessment of the size,
operation and success of the small busi-
ness. In India, it is seldom that a sys-
tematic study of the above aspects is
made. On the other hand, it is the horse
sense of the individual or the institution
of the entrepreneur (which luckily
often may prove to be correct, at least
to some extent) that governs the estab-
lishment of a small business. Of course,
the attitude of the individual entrepre-
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neur is very important factor, as shown
by the famous example of the two sales
managers who were put into a new area
and who wired differently to their head-
quarters one saying: “women do not
wear shoes no sales possible”, and the
other exclaiming “no women have shoes
—lot of sales possible”.

However, the fact remains that unless
such factors are well co-related to the
economic conditions and capabilities of
the prospective consumers nothing
tangible can be quickly achieved. The
required economic data can often be
easily obtained not only by the tully
developed and rather costly methods of
direct market research and survey of
consumer preference but also by a sim-
ple application and study of the already
available census and inceme data in the
muniecipalities, district boards, State
Government and public libraries. While
this factor is more important in the case
of trading and servicing enterprises, in
the case of manufacturing concerns the
prime importance should be given not
so much to the marketing possibilities
but to the suitable location of raw mate-
rials, labour and power resources, trans-
port facilities etc.

For example, if a manufacturing cen-
tre is 10 be started, it is preferable not
to start it in the hub of a town. It is, on
the other hand, important and profitable
for a trading or servicing business to be
in the centre of a town, preferably at

important road crossings or corners or |

at other locations depending on ship-
ping habits.

Layout of business

Once the location is decided, the lay-
out of a manufacturing establishment or
2 trading or servicing unit shouid receive
careful consideration of the small entre-
preneur. This enables a smooth flow of
the materials with the minimum of
handling. Most of the establishments,

however, do not devote the time or
thought to the proper layout of estab-
lishments. The establishments are not
properly planned to leave any scope for
tuture expansion. Machinery or depart-
ments are added on as and when need
arises, without any careful and scienti-
fic study of the flow of traffic and goods
in the factory or establishment. Much
of the need for additional capital for ex-
pansion or for additional machinery can
be avoided by systematic layout which
ensures tull utilisation of. idle capacity
and idle space.

Materials handling and storage sys-
tem are intimately connected with the
layout. ln the British industry, accord-
ing io the Anglo-American Productivity
Councll estimated out of every pound
paid out, something like 25 to 8¢ per cent
goes 10l materials movement and nandl-
ing. So, this 1s one o the most import-
ant and 1ruitiul aspecis that need to be
Careiudly exainined for increasing eiti-
ciency and economy jor whenever mate-
rials are handled and shifted from ome
place to another, something is added to
thewr cost but nothing to their value.
As small business may not be 1n a posi-
tion to incur much capital investment
for tne purchase of costly handling
machines, or suitable and poriable tools,
tney should take every care to make use
OL natural foreces sucn as gravity, semi-
ilve skids or overhead grabs for economy
i Imaterials hanaiing. Simple techmi-
ques such as Palletisation or unit
‘oaas may also prove ot immense heip.
4 proper layout with a systematic flow
of materials will avold considerable
losses that are incurred by unnecessary
transport of work in progress. ‘1'oo
mucn nandlng increases tne risk of acei-
dents as well as damage to materials.
in tading establishments use of space
can be suitapbly planned for display of
items for promoting suggestive compin-
ed sales. Uver-mechamsation or invest-
ment of too much capital resources in
machinery or buildings should also be
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avoided in small business. Often we
come across cases where entrepreneuis
starting small business, particularly in
India, do not properly divide and
balance their expenditure between vari-
ous items and functions with the result
that by the time their premises, shops or
factories are ready, they run out of
liquid capital for running the same
efficiently. 1t is really amazing how
common this feature is in our coun-
try. To avoid such eventuality, special
care needs to be taken to plan out all
operations and investments properly.
There should be neither over-trading
nor over-investment beyond what the
capital available can support. On the
other hand, the small business should
seek proper banking facilities from vari-
ous cooperative banks or from the vari-
ous departments and institutions of the
Government which seek to promote or
help the small business.
Problems of production planning and
control

In many small lands, we find plenty
of imbalanced machinery with different
production capacities. So much so that
there is bottleneck in some place or
other with a lot of work-in-progress
accumulated and laying of the foor.
In such cases sometimes the flow of
work is balanced by not utilising the
capacity of machines. Idle machines
increase the overheads; proper produc-
tion planning and scheduling should

receive the careful consideration of a

small manufacturer. Work  Study
principles can be applied for tackling
such problems or eliminating hotile-
necks. 'The application of work study
methods will ensure better utilisation of
the production capacity of machines
which are creating bottlenecks, by
combining processes, by better tooling,
with improved jigs or minimising un-
utilised ~ time. Inexpensive Gantt
Charts can be used for beiter production
planning.

The small manufacturer can also
adopt statistical quality control if he is
producing large quantity of a small
number of items from a few machines.
Many are not aware that statistical
quality contro] enables a manufacturer
to reduce material waste, serap, and
rework on goods which are not upto
standard. It also ensures production
and supply of standard quality goods
which will satisfy the buyer, the public
and the consumer and earn goodwill for
the manufacturer.

Plant maintenance

When automatic machinery is used,
very often maintenance is neglected
leading to sudden break-downs and lay
offs in a factory. Proper plant main-
tenance carried out at the proper time
as instructed by the machinery manu-
facturer will avoid breakdowns and
consequential loss.

Stock contrel and turnover

Many small business units fai] to pay
proper attention to stock control under
the impression that stock in the store
room is always an asset. They forget
that much of it may become obsolete and
if the stocks are not properly turned
over, they tend to deteriorate. Constant
watch should be kept over stocks which
are likely to become obsolete and such
stocks should be disposed of quickly.
In physical handling and selling the
principles of first come first go should
be applied so that one’s stock of goods
is always fresh. In a trading business
the stock should be turned over a
number of times so that a fair refurn
is received on capital locked up in
stocks. Low or very high turnover
{Overtrading) has been responsible for
many business failures. In the case of
manufacturers long range planning for
stocks is necessary to ensure a smooth
and uninterrupted manufacture. Plant
lay-offs for want of proper storage
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facility or raw materials should be
avoided. Stock control ensures the
optimum level in which working capital
is tied up.

Marketing

Many small manufacturers are not
aware of all the available marketing
channels and sometimes thev try to do
evervthing themselves and fail in the
process. Marketing throuch prover
channels (sole agents. area agents.
wholesalers, distributors counled with
afforts of salesman anpointed bv manu-
facturer, direct sales to retailers and
other avenues) should. therefore,
receive careful consideration. Proper
marketing enables a manufacturer to
gell 211 his nroduction and ensures
collection of receivables. Small business
peonle should trv to maintain qualities
of their goods and intelligently and
carefullv decide the exact limits within
which their soods should fall. They
should not trv to achieve a particular
dimension or perfection in its standard
but sheuld know snd adhere to the
reauired limits. This tvpe of assess-
ment in production offen reduees cost
and avoids rigid specifications in
nroduction. One of the essential stens
for marketing is to get vour firm or
nroduets approved and put on accented
lists, or registered as Government
supnliers or contractors, in order to
seek vour licences or orders. The small
business would be well-advised to get
their products tested and certified either
by the national laboratories or by the
Indian Standards Institution. This
would heln them in their sales promo-
tion ms well as in their maintaining
required quality.

Advertising

Effective advertising can plav a great
part in the selling efforts of the small
businessman. Very few are aware of
the- different methods of advertisement
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available and the effectiveness of these
media for their own business. Often
an advertisement produced is shoddy
and does not carrv the message effec-
tively. Copy writing, proper layout,
the choice of colour in coloured adver-
tisements and location or turning of the
advertisement are important points
that should be tackled. Sometimes
advertising is resorted to only in
prosperous times. When sales fall an
increase in the advertising budget will
more often help. Advertising and
selling should ensure that the buying
goods are bought and consumed by the
consumers.

Change in marketing habit

There are husinesses which have
been catering to certain classes of
customers for vears. When sales fall
they fail to realise that their clientele is
dwindling or that the purchasing powe
has passed from their class of
customers to a different class. The
businessman will have to change the
whole outlook on his shop and cater to
the needs of the newly created pur-
chasing power. The products that a
manufacturer mav be making will also
meet the same fate and the manu-
facturer will have to diversify his pro-
duction to suit a new and expanding
market.

Proper diversification of nroduction
or sale items is also verv necessary. In
a shop or distribution svstem the small
business man should alwavs go on
changing his stocks or inventery as
fashion or habits of their consumers
change or as new substitutes or new
items appear in the market. For
example, for a table cloth it was suffi-
cient 20 vears ago to have textiles, but
today one must, in addition, have
various plastic or other artificial fibre-
made table covers. One should not
forget that the main advantage of small
industry is its ability fo change its



products and preduction and to adopt
itself quickly to changing markets.

Budget and budgetary control

Proper budgeting and enst contrnl
also gives an accurate estimate of the
progress, efficiency and achievement f
a business. and without these it is not
possible to check up whether the husi-
ness 1is vproceeding on sound and
predetermined lines as desired. This
is more essential in small business. A
small business man cannot waste his
time. monev and enersv to enllect all
sorts of petty and unnecessarv  data;
while he cannot be a faddist for
statistics,. he must have a  sound
acenunting svstem to know alwavs his
business position. Tt is.  therefore,
necessary that more attention should he
given to the wvarious records that are
eszential and that can be economicallv
maintained. Budgetary control will
crvstallise a man’s plans and show and
lead him to establiched ©nals. It
enables a man to know more about his
husiness.

Small businessmen often forget to
allow proner depreciation or nheole-
scence for their machinerv ete. Modern
methods of biisiness aceounting mav be
follnwed, 2nd in these dave of rising
costs. denreciation should be allowed
properlv. not simplv on the hasis of
historical costs but on the basis of
replacements costs.

Pricing is another important factor
in small business. It is generally
found that proper pricing procedures
are neglected and small businessmen
either price their products low in order
to cut rates to be more competitive and
to capture the market or that their
production costs are such that their
prices attract little or no sale. Sooner
or later both these policies are bound
to lead them to ruin sooner or later.
Abnormally high or low prices do not

help a business. To calculate correct
prices, the small businessman should
prepare his break-even charts and know
the wvarious minimum production at
various selling prices in which he could
cover his expenses and overheads.

It is verv often said that cut throat
competition is the bane of small
business. In countries like Japan, Gov-
ernment has taken an interest and
compelled small manufacturers (when
01 per cent are willine or want to) to
form asseciations which will fix up fair
selling prices, production quotas and
markets.

Management fimctions

A small business as anv other. can
be said to have toheoretically six basic
functions. viz. (1) technical (2)
commercial. (3) financial (4) securitv
(5) accounting. and (6} Managerial,
The hasic elements of management can
further be classified. as suogested bv
Fayol. the famous French exnert. in six
wavs: {1} Forecasting, (i) planning.
i31) orgarising, (iv) coordinating, (v)
commanding, and (vi) controlling, T#
would be worthwhile for anv business-
man to keep these functions elearlv
in view and to trv to nerform each one
of them to the best of his ability,
Houwever, ane should not ba doomatic
but trv tn understand that management
has both statie and dvnamic natures and
therefore a2 successful businessman has
to utilise these basic ideas as required
by the circumstances.

In modern times business is a social
process. entailing responsibilitv  for
effective planning and regulation of
operations of an enterprise in fulfilment
of a given purpose. It has now been
undoubtedlv accepted bv all eoncerned
that this purpose cannot merely be
maximization of profits. The maximi-
zation of profits is related somewhat to
the maximization of happiness for
people working in an enterprise. Thus
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a business has its liabilities and responsi-
bilities to (a) the shareholders who
take risk and provide the capital, (b)
the workers who give their labour and
make it possible for the enterprise to
exist and to improve, and (c) to the
society in which it functions and the
State which protects it. Sometimes the
small businessman is not able to
correlate happily all the three responsi-
bilities which mav clash with each
other. However, it is not difficult for
a successful businessman to harmonise
these responsibilities and liabilities.
Moreover, it is the responsibilitv of the
management to give their due to each
of these interests and to see that they
can produce the greatest happiness for
the greatest number. A small
businessman should therefore keep in
touch with his consumers, shareholders
and the changing government policies.
He should also take necessarv steps to
become associated, registered or con-
nected with wvarious small industry
institutes or management institutions
or the concerned government depart-
ments. He should also have mno
reservation or reluctance in seeking
advice or help when they are neces-
sary. It is realised that small business
cannot afford to have services of the
husiness consultants and management
experts. Yet they can, with a little
public relations and contacts, easily
seek the same help from various insti-
tutions or government departments.
Some of these institutes are now
rapidly expanding in India and are

*

eager to serve the regional industry,
particularly the small scale industries,
in a happy and mutual give-and-take
manner.

In India one of the most oft-repeated
difficulties of the small businessman
appears to be the distressing delay in
securing raw materials, licences, trans-
portation facilities or other such facili-
ties from concerned guarters. Often it
is the result of bad or incomplete appli-
cation, lack of full data or proper
certificates from the various agencies.
This delay can be eliminated to a great
extent, by free and frank discussions
by businessmen and Government
officials together on the same platform
under the forum of various chambers

of commerce and institutes of
management.

Finally, no small business, which
runs successfully and achieves its

object efficiently. will always remain a
small business. Therefore the problems
of growth should not be overlooked and
should be attended to in gond time. An
imaginative entrepreneur should tackle
the problem of stccession in line and
look today for the man who can Tun
the industry tomorrow. Careful selec-
tion should be made and then proper
training provided for the most deserv-
ing managerial assistance so that with
the growth of business the suceessor can
take over responsibilities and duties.
Executive development and succession
are stimulated by proper delegation of
authority and responsibility .

L &
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BOOK REVIEW

PRACTICAL COST ACCOUNTING FOR COTTON MILLS
BY MS SRINIVASAN, published by the Popular Book Depo,

Lamington Road, Bombay-7. Price -

HE final goal of increasing producti-

vity is the savings in materials and
efforts which leads to better utilisation
of resources and reduction in costs.
Thus cost accounting is a valuable tool
that can help to control wastes and serve
as a guide to the state of productivitv‘ of
input factors. Anv effort at providing
a practical guide to application of the
tool to an industry is to be welcomed as
a valuable contribution—particularly at
this time, when textile industry is pass-
ing through a crisis.

This book on Textile Costing describes
in a simple and thorough manner, a
method of costing practically applicable
to the Textile Industrv. True to the
claim of being practical, the book deals
with the elements of cost—material and
labour eosts, direct expenses and alloea-
tion of overheads—keeping the techni-
cal complications to the minimum. The
chapter on Standard Costing Method
indicates the means of tracing cost varia-
tions, which is an important factor in

* Inspecting Officer (F.A.), office of the
Textile Commissioner, till recently, special-
ist in NPC.

Rs 10.00

productivity and cost control, The chap-
ter on Information to Management no
doubt describes the manner in which
the cost information would be process-
ed in reports for the use of management
hut it is to be understood that the Cost
Information reports can also be utilised
to keep a watch on productivity and in
waste elimination programmes. The
author touches on another important
productivity technique of “Quality
Control”, with a view to emphasise that
in anplying the tool of cost control the
quality element is not to be neglected.

A welcome addition to technical litera-
ture for the textile industry, the book
abounds with illustrations that practi-
cally explain the theories. In the second
part of the book there is a fully worked
out example and a mathematical appen-
dix on approximate cost computation.
As the title publicises, this book is of
practical use to the Cost Accountants,
technicians and management engaged in
the textile industry and it is a must as
an addition to the technical guides in
textile industry.

—L.N. A,
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Skilled hands werking with the touch of stee!—steel weaving in and out of febric,
making a pattern or sewing together, steel fashions the clothes we wear.

Fine needle to giant machinery in modern cloth v ‘)'J’

mills, much of the textile industry’s equip- ‘(\?f

ment is shaped from steel—tons of steel )

are required to produce the fabrics which g

clothe our milions. Soon we shall know
abundance in an even greater measure —the /
fmest textile at a price all can afford. Soon afl
this will be ours as there is a litle more steel for each of us.
Towards this end, HSCO is working—for more steel
to help you and you and you—in serving you we

help the Nation and AR that is our privilege
4 '
STEEL
IS MORE
CLOTHES
FOR YOU

THE

INDKAN. IRON
AND' STEEL
COMPANY
LIMITED

mym@nm:




Control of fire and

the use of wheel

gave us the automebile 'ﬁ-"»
TODAY, TVS, with e

several units, meets the
increasing demands of the
automotive industry ia al
its aspects in South ladia.

T. V. SUNDRAM IYENGAR & $O) 8

PRIVATE LIMITED, Madurei
Branches : Tiruchi - Tirunelveli - Pudukkottai « Salem = Coimbatore



Whether you make this...or this

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

In most of the Indian Industries, Carborundum Universal Coated
and Bonded abrasive products are helping to make better pro-
ducts, cut cosis and speed production. In the sharply competitive
industrial struggle of today there are three main conditions for
success 1 lngh quality, economy and prompt delivery. Products
9y CARBORUNDUM UNIVERSAL can help you to meet all

three ol them.

CARBORUNDUM UNIVERSAL LTD.
Head Office : 52/53, Jehangir Street, MADRAS-1

Telephone: 2941 (4 lines) Works: TIRUYOTTIYUR 1-888
T
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factory has

ments, our
uchieved a much higher
production.

COMPARE curve B with
curve C: you'll find that
our production per em-
ployee has risen too,

* CONSIDER curves A, B,
and C: youll realise that
we have been successful in
our- productivity drive —
which promises betfer re-
sults in the future.

THE NATIONAL - EKCO RADIO
& ENGINEERING €O.; LTD.
Ewart House, Bruce Street, Bombay |
Works: Shri Shakei Mills Compound,
Mahalaxmi, Bombay ||

JWI-NE. 647




MODEL

*
®
L
L

6-valve
All-wave
3-band,
AC or AC/DC
{Two medasls)_

De&gﬂts fﬁe. /107442, /

MURPHY RADIO OF INDIA LTD., BOMBAY 112

DISTRIBUTORS

Western India
LAKHANPAL PRIVATE 11D,
24, New Queen’s Rond, Bombay-4.

Eactern [ndia
DEBSONS PRIVATE LTD..

2, Madan Street, Caleutta-13
Southern India

MOHAMED EBRAHIM & CO.
PRIVATE LTD

Madras-Bangalore-Hyderabsad.
Northern India

LAKHANPALPRIVATE LTD .,
Industrial ¢. Prudential Building,
Asaf Ali Road, New Delhi.
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N\ IS THE BRAND THE NATION NOW DEMANDS
FOR

DEOXIDISED WELDABLE GRADE COPPER
FOR

¥ DRYING RANGES
¥ SIZING CYLINDERS
% CHEMICAL PLANTS
# DISTILLERIES

KAMANI METALS & ALLOYs LTD.,,

AGRA ROAD, KURLA
BOMBAY-70. g

AT A AL AT AT LN IS AT SIS TSI L AT ST

Locally Manufactured

FOUNDRY EQUIPMENT

SKLENAR FURNATES (under licence)
CUPOLAS * LADLES

SAND MIXERS

SAND AERATORS

SAND SIFTERS

HAND MOULDING MACHINES
MOULDING BOXES

KNOCK-QUTS

TUMBLING BARRELS

PEDESTAL GRINDERS, etc.

8 % % ¥ & ¥ # » B *

Pioneer Equipment Co. Pte. Ltd.,

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

3, Esplanade East, National Insurance Bidg., 193, Mount Road,
Calcutta-i. Parliament Street, New Delhi. Madras-2.
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India of India

ade Directory
India’s Most Widely Circulated  Nation’s Bible of Automobile
Independent Automotive Journal Trade & Industry

Annual Subscription Price Awnual Subsciiption
Rs 5.00 Rs 15.00 Rs 5.00
Editor & Publisher: B.D. GARG

For detuils rorite fn:

& GARG PUBLISHING CO,,

3495, NICHOLSON ROAD, DELHI-6,
Phone ;: 24768 :: Gram: “‘Autosearch”

A Monthiy for Cyclists
& Motorcyclists

o
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helping hand...

l
|
|

You depend on metal  You depend on it In smalt goods ke the telephone. ths
trumpet and the tiffin carrier. You depend on 1t for larger things ke ¢ha.nt ‘or
the bicycle  Tou depend an e for large grders, for steam rollers for machinery . |
in the field of engineering. Devidayals serve you through metal They lenc -
helpiag hand to industry They perform the threefold furctron of serving Indi.
jndustry and YOU!

Devidaval Metal industries Pvt. Ltd. - Devidayal Enginesring {orporation
Hindustan Chains Private Led + United Engineer ; induslries

Rear Roae, Dasuntaos Boemoay 16 ¢ Phone 70008
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ATTRACTIVE PACKAGING $ELLS YOUR PRODUCT

Rohtas Duplex Boards help you
make beautiful and strong
cartons, Designs in single or
multicolour come out best on
Rohtas Duplex Board.

ROMNTAS INDUSTRIES LTD.

SAHU JAIN
INBUSTRIES Daimianagar, Bihar

LARGEST PRODUCERS OF PAPERS AND BOARDS IN THE COUNTRY
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you have just opened

A METAL BOX CONTAINER!

The container in which your
favourite vanaspati comes to you

is specially designed to protect

the contents from spoilage. The
container is precision manufactured
on specialised machines and the
accurately fitting lid and diaphragm
ensure that the contents remain free
from contamination over long periods.
For added protection, vanaspati
containers are made pilferproof
with the now-familiar aluminium
foil diaphragm. An unkroken
diaphrugny is your guarantee that
the vanaspati you are buying

is genuine.

Manufacturing scientifically designed
rackages is the business of Meral
Fox, ieadets in the packaging field.
A tasult of years of research abroad
and in India, the vanaspati conrainer
is another example of a Metal Box
packace that delivers the best

in consurner goods to you.

METAL BOX

Tha Metal Brx €Covpziy of India Lid

Bz-low House, 59C Chowringhee, Calcutta

Factaries and Sales Cifices

Calcutta Bombay Madras Delhi Mangalore

'
THE 3915

Quer 1000 manufacturers in India are being
supplied by Metal Box with scigntificaily
designed containers and closures that gate pack
Rs 100 crores worth of consumer goods every wear,

OPEN TOP CANS for processed fruit, vegetables,
fish and dairy products

GENERAL LINE CONTAINERS for confecttonery,
tea, biscuits, baby faods, edible oils, paines,
insecticides, powders, ety

COMPOSITE CONTAINERS of cardboard & meeat
COLLAPSFBLE AND RIGID TUBES for toothpaste,
vintments, adhesives and pills

CROWN CORKS for carbonated drinks

R. S. PILFER-PROOF AND OTHER

CLOSURES for bottled products

COMPONENTS for radio, automobile and
electrical industries

PUBLICITY MATERIAL inchuding advertising
tablces and calendars

PLASTIC PRODUCTS including Diothene bags, felt
laminate pockets and injection mouldings
HARDWARE including crays and table mats
MACHINERY Can Closing and Reforming and
Bottle Sealing Equipmant



SON OF THE SOIL

The farmer 15, indesd, a

son of the <01l From

morn to eve. he sows the
pood seed, wuters  the
thirsty crops. feeds them.
rids them of weeds and

does ever sa many mime-

less. unremembored  acts
of kindness und Tone Ben
he does his chores rot

entirely in an aliruisne

spirit. Small blame 1o him,

for he has to feed himsell, the soil. The simple law
his Faorily, the comumunity, ol nature s that unless
In the past. Mother Farih we pive, we can’t iake
responded to his over- Let us, therefore, [leed
tures! But not now She the soil <o that the ~oil

has been enfeebled by imay feed us baek!

veurs and years and years
of cultpvation . carried
aut in haphasard fashion.
Yes, erosion and made-
quale manunng have told

heavily on the heslth of

iN THE SERVICE OF AGRICULTURE AND INDUSTRY

FACT now produces.

Ammonium sulphate; superphosphate; NPK

fertiliser mixtures; and anhydrous ammonia;

Sulphuric acid; ammonium chloride; carbon diaxide; and sulphur dioxide.

Ard FACT w:l soon be broducing

Ammonium phosphate.

Munagng Apenit

THE FERTILISERS AND CHEMICALS TRAVANCORE LIMITED

Udyogamandai P. O., Alwaye, Kerala State.

SESHASAYEE BROS. (TRAV.) PRIVATE LIMITED.

FT-78t



ESTD. 1858 —.. .

RICHARDSON
&
CRUDDAS

LIMITED
__BOMBAY MADRAS __

STRUCTURAL,MECHANICAL & SANITARY
ENGINEERS

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




Mercerised Sanforized
WHITE POPLIN
COLD DRINK

Mercerised Sanforized
CCLOUR POPLIN
BLUE BIRD

Mercerised
DHOTIES
SHREE MENON

Bleached
DHOTIES
SENGUPTA (Regd.)

QUALITY FABRICS

SANFORIZED »

REGISTERED TRADE MAREK
o CLUETT MABODT B CO. AC. U1A

g

REGISTERED USER OF THE TRADE MARK ‘SANFORIZED’

| Travancore Rubber Works

TRIVANDRUM-7.

Manufacturers of quality rubber goods for all purposes
(i) Industrial

(ii) Automobile
-~ (iiiy Surgical & Laboratory
(iv) Cycle
{v) Foot-wear
(vi) Toys & Materials for domestic use

LATEX CUSHIONS —A SPECIALITY

Please contact :
The General Manager

TRAVANCORE RUBBER WORKS
TRIVANDRUM.-7.
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STEEL CASTINGS

Steel Castings up to 3 tons are produced to B.S.S., L.R.S., or customer's
specification in the most modern and mechanised steel foundry at the Kuiz
Works of the Company.

THE INDIAN IRON &

STEEL COMPANY LTD.
WORKS: BURNPUR & KULTI

MANAGING ACENTS F’I}&RTIN BURN LTD.

MARTIN BURN HOUSE. 12, MISSION ROW, CALCUTTA ¢ BRANCHES : NEW DELH! BOMBAY KANPUR




DYES OF DISTINCTION

We Manufacture

HIND-GOZOLS HINDOGENS
(Solubilised Vats) (Stabilised Azoics)

HIND CONGO RED HIND DIRECT BLACK E

HIND DIRECT BROWN M , HIND DIRECT SKY BLUE FF

HIND DIRECT BLUE 2B ' HIND PURPURINE 4B

HIND DIAZO BLACK BH !' HIND DIRECT FAST PINK 12B

HIND DIRECT SCARTLET 4BS i'| HIND DIRECT GREEN B

HIND CROCEIN SEARLET MOO ’3 HIND ACID BLACK 10BX
HIND DIRECT ORANGE S HIND DIRECT BORDEAUX 6B

Planned to manufacture the full range of Azo Dyes

{ Estimated Production 1964, 1au T'ons)
® ' '
Hind Dyes Mig. Co.
Office: Factory:
62, Garibdas St 181/B, Sonapur Lane,
Bombay-3 Old Kurla, Bombay-70
Tele : 29059 Tele : 67548

3
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At last Concrete Shuttering
which is economical will
outlast ordinary wood
% and is waterproof.

THE IDEAL CONCRETE SHUTTERING MATERIAL
MANUFACTURED IN INDIA ONLY BY

PLYWOOD PRODUCTS SITAPUR, U, P.

THE

FIELD,

AND

| TOO HAD MY DAY OF GLORY

R
Till the turn of the century, the proud 4 w

pigeon could preen its feathers and herald
itself us the quickest carrier of communications.

Today, sounder means are at our com-
mand ; intercommunication at its effective
best.

Be your organization big or small you need
perfect  interdepartmental coordination to
profit by it maost.

ptan o ALl - s e

What better way to 7o it than by installing _‘_/
% Private Automatic Exchange hy ITI? Ask ey
the ITT to assist to choose the right range
to suit your particular need—PAX'S are available from 10 lines upwards.

Manufactur=d in India only by

() INDIAN TELEPHONE INDUSTRIES LTD.

Dooravaninagar, Bangalore-16.

1 Sales and Service Offices : BOMBAY, CALCUTTA, MALRAS, DELHI

R Ona e O e & e ]




THE PLASTIC AND ALLIED
INDUSTRIES

PALANGANATHAM, P.O,,
: MADURAI-3.

(State Aided)

—

Manufacturers of
ALL KINDS OF PLASTIC ARTICLES
YANITARY & TOILETRY ITEMS
ELECTRICAL TABLE LIGHTS
SHADES, DOOMS ETC.

AUTOMOBILE PARTS—WINDOW
PANELS, DANGER LIGHTS
LENSES & GLASSES ETC.

TEXTILE BOBBINS, CONES ETC.
HOUSEHOLD CTILITY ITEMS
ANY OTHER ITEMS REQUIRED
ON DESIGK AND DETAILS
ALL OUT OF ACRYLIC PLASTIC MATERIAL

s

‘Productivity’ lournal
Schedule of Advertisement Rates

Full Half Quarter
page page page
Rs Rs Rs
6 Issues 550 300 175
3 jssues 300 175 100
. Single issues 125 65 35

. Rates for special positions :

3rd title cover :
; 102, extra (full page or half page
. anly)

Back title cover :
50, extra (full page only). Ad-
ditional 25", for each additional
colour on back cover.

Contret :
Information Officer,
National Productivity Council,
38 Golf Links, New Delhl

HINDUSTAN CABLES LTD

PAPER INSULATED
LEAD COVERED
PROTECTED
ARMOURED

Products :
* Local or Exchange Area Cables
*  YLoop Cables Star Quad Type

* Long Distance Audio F equency
Trunk Cables

* Composit: 2-Tube Co-axial Trunk
Cables

Plans are well on the way for manu-
facture of :

% Carrier Frequency Cables

*  Plastic Insulated Switch Board
Cables
* Other Special Cables

g

[ |

Put
in your
torch...
Put

Sunlight
in your
hand

STREL

Z7CD TRADE NI

QIpE

A ouUR G )
€52

W DARKS

Rl
SCETIALLA

puwat ?

ESTRELA BATTERIES LIMITED
Bombay. Madras, Delhy, Caleytts, Kanpur
"6, 4

FLASHLIGHT BATTERIES




Quality is the keynote

The superiority of the texture and quality
of paper is determined by the superiority
ol the nachines used to manufactute jt.
The West Coast Paper Mills incorporate
michinery which are modern and automatc,
enique tn India’s Industrial development
The West Coast Papzr Mills produce
writing, printing and kraft varieties af paper

THE WEST COAST PAPER MILLS LTD

Dandeli, Nurth Kanara Diat,

Regd Office : Shreenjwaa House Waudby Kool Ronibay |
Phone 26824}
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[NDUSTRIAL SAFETY APPLIANCES AND RESPTRATORY
EQUIPMENT

DRAGER GAS MASKS &
CANISTERS
DRAGER CO-PERSONAL
RESPIRATOR
DRAGER RESCUE
APPARATUS
OXYGEN BREATHING
APPARATUS
DRAGER ARTIFICIAGL
REXPIRATOR
LESLICO SANDBLAST
HELMET
LESLICO ASBESTOS
FURNA MASK
LESLICO PLASTIC FACE
SHIELD
- g LESLICO
LESLICO GLOVES : -
CANVAS RUBBER
LEATHER
LESLICO WELDING
SHIELDS
LESLICO SAFETY SHOES
LESLICO LADDER SAFETY
FEET

£ t‘“““ \\.\Q s

-—

LESLICO INDUSTRIAL GOGGLES DRAGER GAS DETECTOR

JOSEPH LESLIE & CO.

SAFETY ENGINEERS
105, Apollo Street, Fori, BOMBAY.

Telegram : ‘LEONINE’ Telephone : 251608




ASSISTANCE TO SMALL INDUSTRIES

THE NATIONAL SMALL INDUSTRIES CORPORATION has
been sot up by the Government of India to provide assistance
to small industrial units. The Corporation has undertaken
various schemes for the promotion of Small Scale Industry.

THE CORPORATION assists the Small Units in securing Central
Government contracts for supply of stores. To avail of this
assistance, it is necessary for the small units to get themselves
enlisted with the SMALL INDUSTRIES SERVICE INSTI-
TUTE of their area. Free supply of Tender Sets issued by the
DGS & D isarranged to such registered units and the State
Bank of India advances loans on the security of Raw Material
requircd for the contr ct under a scheme of the Corporation.
Technical assistance is also available from the SMALL INDUS-
TRIES SERVICE INSTITUTE.

THE CORPORATION also supplies Industrial Machinery and
Machine tools on casy instilment payment basis to existing
small units as well as to new units proposed to be set up.

THE C(ORPORATION markets under the Trade Mark
«JANSEVAK" leather footwear, cotton & woollen hosiery,
glass-beads, paints & varnishes ete. “JANSEVAK" products
are manufactured by skilled industrial workers, are fair priced
and Quality-Marked by Technical Experts.

Issued By :—

THE NATIONAL SMALL INDUSTRIES

CORPORATION LIMITED,
RANI JHANSI ROAD,
NEW DELHI.
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Yicrs Cantrifuge
Zaramatic pH Meter

Gor Ehrematagraph

e

for Further Particulars
Contact Sele Agents

TOSHNIWAL BROTHERS PRIVATE LTD.

198 JAMSHED]Y TATA ROAD, BOMBAY |.
Branches: AJMER = CALCUTTA - DELHt - MADRAS
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ZEERUT BRIDGE over Tolly’s Nullah, CALCUTTA, Originally bulit in 1854, re-built In 1904

building bridges for over a century

In the recently completed Ganga Bridge our contribution was
about 5,000 tons of fabricated steelwork
including well curbs and strakes.

BURNGEOLD

HOWRAMH W O RKS
Managing Agents:
MARTIN BURN LTD.
MARTIN BURN HOUSE
2, Mission Row
Caicutta |

Branches : New Delhi
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CONSULT

DYNACRAFT

AND GET THINGS MOVING

DYNACRAFT MACHINE CO. (PRVT) LTD.

Materials Handling Engineers,

BOMBAY 58.

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

Sub-Agents for Eastern & Cential Indin
GREAVES COTTON & CO. LTD., CALCUTTA 1

R

NPC Publications

{ Available from Information Officer, National Productivity Council,
38 Golf Links, New Delhi}

Rs
! Productivity Journal (Annual subscription) g
1 Speaking of Productivity :
English Edition 125
Hindi iy 1
Bengall ,, |
Tamll £ 1]

3 Productivity Team Reports

(1) Productivity in industries of USA, West Germany & UK 2.50
(1) Small scale industries in USA,
West Germany, Sweden and Japan
(1ii) Road Transport Industry in West Germany, UK & USA
(iv) Plastics industry in USA, ltaly & Japan ;
(v} Cotton Textiles
(vi) Management Organisation and Training (in prmt)
{vii) Coal Mining (in print}
(viii) Factory Building Layout and Construction {in prmt}
(ix) Productivity — A challenge !
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For the attention of ' {‘ I R

Far-sighted Industrialis\'ts\__,_\_;_";‘i;-

YOUR CFFICE

You must be among the lucky excep-
tions if your office organisztion pro-
vides all the service you require for
the proper running of your affairs.
Generally, far too many men are still
employed in the soulless and unsatis-
fying work of transferring repeatedly
bits of information from one sheet of
paper to another, for someone else to
work out, in time, information of little
but historical value. Methods are deep
in a series of long-established ruis,
while up-to-date facts and figures,
which the modern business-
man urgently and constantly
requires for guidance on im-
portant decisions, are virtually

\\ww//

l//,
2N

uncbtainable.

If you are not among the lucky excep-
tions, you must have wished many
times to have your office procedure
artalysed, unnecessary effort elimi-
nated your real needs in the way of
facts and figures set down, and then
a scheme prepared and implemented
to provide them quickly and accu-
rately, with a minimum of effort and
expense. Then only, you feel, you
would be in full control of your busi-
ness, and as an important by-product,
“your staff, employed on mere
interesting and responsible
work, are likely to co-operate

hetter than in the past.

INpUSTRIAL | Bco N covsvrraxes

PRIVATE LIMITED
Adelphi House, 119 Queens Road, BOMBAY-1
2, Fairlie Place, CALCUTTA.

Gearge Oakes Building, Sri Narasimharaja Square, Bangalore :
Bank of Ceylon

Gandhi Road, Kanpur:

Mahatma

Brady’s Building,

Building, York Street,

Colombo-1, Ceylon.

Also in:

U. K., Pakistan,

Burma, Irag, Chile,

Argentina, Brazil, Mexice, Australia, Hong Kong.
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pertrait
of the people...

1~ the fiedd and at home Radha works
hard.. but always with a smile,,.progress
is a word she has never heard of..yet it
has touched her li'e too..during the past
few years..in the form of.. better food...
medical care for her children .and good
clothes to wear ..

Kesping pace Wiln this economic growth of 1ha

‘country, the Mafatlal Group of Kiis play & vital part

Tm maning avallable a wide rangs Of textilss foc al

types of pecp'e througheut the Country

WHORAOSK, ANMEAADEE. MNEW SHORROCK, Nadlad. $TANDAR
Bompay, MEw UniOn, Bompay. SURAT COTTON, Surat ano Dewas. MAFATLA

MAFATLAL

GROUP OF MILLS

D Bompay. NEw Crina Bombay. BASSOOMN,
L FinE, NAvaar.

SaGALBHAI JUTE. CAICUItR INDIAN DYE STUFF INDUS TEES Bomoay

Printed and published by Sri D H Butani for the Mationat Productivity Council, 38 Golf Links,

New Delhi, at the Zodia¢ Press, Tilak Marg, Delhi-6.

Editor: 0 1 BUTANI



