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SYNOPSI S

This thesis ains to understand the functioni ng of
a public sector organization. In the context of the
wdely held criticism against public sector, the
research focuses on issues such as workers' attitudes
to work, the operation of industrial relations and
nmanagenent . The literature concerning public sector
mai nly highlights the macro-factors |ike the governnent
control, the criteria to evaluate an enterprise's
performance, the governnent policy on various issues
etc. Case studies focusing on the operational problens
of individual enterprises are very few and the
concentration on issues like the workers' attitudes,
the nature of wunion nanagenent relationship and the
performance of managenent is lacking. The purpose of
this study is to explore these areas and to understand

their relevance to the functioning of the enterprise.

The Introduction of the study (chapter 1) begins



wth the explanation of the Mhal anobis nodel of
econom c devel opnent whi ch provides a sound theoretical
base for the establishnment of public sector in India.
The expl anation highlights sone of the inportant issues
confronting public sector and anal yses the perfornmance
of public sector after independence. Sone of the
i ssues concerning the necessity to study the internal
organi zation find explanation in this chapter. It also
conprises of a detail ed et hnographi c account of the HVI
of Hyderabad. A review of the theory of organizations

Is al so undertaken in the introducti on.

The Second Chapter deals with the trade-union
dynamcs of the plant. In this chapter, the union's
i npact on worker's life and the process of production
cones under focus. The chapter attenpts to identify
the nature of trade-union |eadership in public sector
and the issues that the union confronts. An attenpt to
identify the pattern of union's growth and the response

of workers to the growh is undertaken. The rel evance



of the union for the overall functioning of the
organi zation is highlighted. In particular, its

i nfl uence over workers forns part of the discussion.

The Third Chapter focuses on the functioning of
the nanagenent. The nanagenent, for its crucial role
of deci sion-naki ng, assunes responsibility for sone of
the major aspects of the functioning of organization.
The viewpoint of nmanagenent and its relationship with
the trade-union and the workers is the basis of the
di scussi on. Sone of the points of view of workers,
explained in the earlier chapters, reappear in contrast
wth the nmanagenent's viewpoint. The causes and
reasons of the contrast are analysed. The chapter
attenpts to show how t he nmanagenent nakes decisions in
the context of influences ranging fromthe trade-union
| eadership to various levels of the hierarchy of the

gover nnent .

The Fourth Chapter deals with the workers'e



attitudes. Wile the second chapter provides a glinpse
of the atnosphere of industrial relations and the third
on the functional aspects of organization, the study of
workers' attitudes provides explanation for the
wor kman' s conduct on the shopfl oor. The worker's
needs, his relationship with fellow workers and the
supervisor, his choice of the shop steward and his
views on the efficiency of the organization are

anal ysed.

The Final Chapter lists the nmajor conclusions of
the study and explores the possibility of connecting
them wwth the nmmjor theoretical debates on public
sect or. The drawbacks of the organizati on conme under
focus and alternative forns and nodel s of public sector
organi zation attract our attention. The need to review
the policy on public sector is highlighted in this

chapt er.



METHOD OF DATA COLLECTI ON

Vari ous techni ques of research were used to obtain
the necessary information. The nmajor contribution to
data cane from the fieldwork which included the
partici pant observation and a perfornmance survey of HWVI
enpl oyees. An attenpt was nade to cover all categories
of HWI' enpl oyees ranging from sem-skilled to highly
skilled and |ower-supervisory to upper-supervisory
cadres. The sanple was dispersed over different
projects/departnents of the organization. An interview
schedul e was adm nistered to derive information on
workers' attitudes. The examnation of files in the
uni on office, of fici al circul ati ons, panphl et s
distributed during various elections and interviews

with inportant personalities provided the rest of the

dat a.

The field work of the study was carried out at two



| ocations, the factory and the residential colonies.
M/ residence in one of the housing colonies provided an
opportunity for close observation of the lifestyle of
enpl oyees. The two-year field work included regular
visits to factory, contact with key personalities and
building of a rapport with union |eaders and nanagers.
The main technique of field work was the infornal

I ntervi ew

The trade-union office acted as a focal point of
collecting infornation. A nunber of workers visited
the trade-union office for various purposes. The
trade-union |eaders were very co-operative and all owed
interviews with enployees to be conducted in their

of fi ce.

A community hall situated in one of the housing
colonies facilitated the celebration of wvarious
festivals and inportant occasions |like the My day.
The observation of the celebrations yielded information

on workers' behaviour outside the factory.



THEORETI CAL STANDPO NT

Since the theory of organizations itself has
evol ved from the contribution from various disciplines
| i ke Soci ol ogy, Managenent, Public Adm nistration,
Psychol ogy and Economcs, the current study derives its
theoretical insights from vari ous sources. In short,
we can frankly admt that our approach is eclectic.
However , a detailed study of the theory of
organi zati ons was undertaken and the thesis includes a
review of the inportant theories. It is significant to
note here the shift in enphasis in the design of
organi zations in disciplines |I|ike nanagenent.
Traditionally, the design of organi zati ons was nodel ed
after a hierarchical form A special enphasis for
nachi ne-centered organizations led to the search for
alternative nodels. The alternative nodels focused on
issues like guality of work-life (Q WL) . The
alternative forns seek to dimnish the domnation of

production-centered approach to design organizations.



The alternative nodels deal with concepts |ike self-
regul ati ng autononous work groups which are based on
co-operative nodels and the enphasis in this form of
desi gning organi zations is on human beings welfare in
t he group. It could be understood that the theory of
organisations is undergoing rapid transformation wth
mul ti-disciplinary approach gaining w de acceptance.
Qur effort has been to keep in view the various
devel opnents whil e discussing the different aspects of

t he organi zati on under study.



CHAPTER |

| nt roducti on

The basic character of the Indian industry was
i nfluenced by the Mahal anobis nodel of economc
devel opnent. The WMahal anobi s nodel underlined the
| mportance of basic industries for the production
pr ocess. I N t he initial st ages of t he
industrialisation of India, when the private capital
did not flow into infrastructure areas, t he
governnent's investnents in infrastructure such as
basic industries, transport, roads, railways, mning of
coal and iron ore, steel mlls, heavy nachinery etc.
were considered essential for providing nonentum for
i ndustrial progress. The establishnent of basic
i ndustries by the governnent was thought essential to
evoke a reaction in the devel opnment of various spheres
of industrial activity. The crucial factor which |ed
to the adoption of Mahal anobis nodel was the |ow |evel

of capital-stock formation in the economy. Growth in
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i ncone was |inked to the expansion of capital-stock and
i nvestnent by the governnent was thought essential to
expand the capital-stock. In a closed econony, the
donestic supply of capital goods influenced the
i nvestment pattern and hence the production of capital
goods by the public sector becane essential. The
enphasi s was on those capital goods which could lead to

the production of other capital goods.

The inplenentation of Mhal anobis nodel required
centralised control and planning. The industri al
policy resolution of 1956 and the second five year plan

(1956-61) gave a practical shape to the Mhal anobis

nodel . The 1956 resolution categorised industries
under three headi ngs. The first category was the
nmonopol y of the governnent. In the second category,

the industries neant for progressive takeover by the
state were enlisted. The third category of industries
was |left open for the operation of the private sector.

As a followup to the policy, the second plan placed
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enphasis on industrial growh in crucial sectors |ike
oil, steel, coal, power and machine tools. The

al l ocation of resources was done accordingly.

The inplenmentation of the policy resolution of
1956 was planned through various governnent agencies,
such as Drector Ceneral of Trade and Devel opnent
(DGD and Bureau of Public Enterprises (BPB.  These
agencies acted as control nechani sns. The broad

statenents of the policy resolution were,

a) Control of growh and the industrial
conposi tion of output and capacity,

b) Control over foreign exchange utilisation,

C) GControl of nonopoly and restrictive practices
i n trade and commer ce,

d) Cont r ol over | nvestnents in certain
consunption goods industry to encourage snall
industrial units,

e) Control over the location of the industry.
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An exanple clarifies the nethod by which the
governnent attenpted to realise its policy directions.
To control the Machine tool industry which was in the
second category (category 'B') of the industrial
policy, the governnent created a nachine tools
coomttee to control the capacity of the industrial
units and a devel opnent council for machine tools to
assess the denmand and recommend the types to be
manufactured in India. , In addition, the inport
| icensing commttee controlled the clearance of
| i censes for manufacture, the foreign collaboration
coomttee nonitored the foreign tie-ups in technol ogy
and the capital issues coomttee controlled financial
i nvestnents, these were in;, addition to the office of
the Drector CGeneral of Trade and devel opnent (DGED

ment i oned above.

Due to the creation of multiple agencies of

control, the pace of industrial investnent was
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adversely affected. To quote Tapas Maj undar, one
maj or drawback of the public sector undertakings in
India is that the three levels of decision-nmaking (the
i nvestment policy decisions, the capacity utilisation
deci sions and the pricing policy decisions) are either
|eft sinply un-coordinated or at best co-ordinated only
partially and haphazardly through a process of fitful
trials and errors."' Were control over investnents
hi ndered noderni sation, overall efficiency of the
| ndustry was seriously jeopardi sed. Not only the
public enterprises were affected by the control systens

but the private sector units as well. The follow ng

diagram provides the pattern of interaction between

1. Maj undar Tapas, 1979. 'Asian scenario - country
studies on public enterprises policy on

i nvestnent, pricing and returns', in, Basu Prahlad
Kumar and Nove Alec ed, 'Public enterprise policy
on Investnent pricing returns': Kual al unpur,

Asian and pacific devel opnent admnistration
centre. PP.  296- 297.
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various government agencies and public sector

enterprises.?

Paq%iament

Parent Ministry.-_~~>PU Audi%xﬂuards
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Finance Bureau of public
Ministry enterprisesJT
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Various other Public enterprise ' Planhing
Ministries ™" (Focal Organiza- — — ~ 1Commission
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sporadic interaction s——————

2. Chadha, P. 1979. "Public enterprises and
parlianent, in Kidwai Warris ed. 'Public Sector -
an introspection' : New Del hi, Standing Conference

on Public Enterprises. P. 47
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Mnisterial intervention has often been regarded
as a source of dissatisfaction by the public sector
nmanager s. The conplain that the accountability gets
blurred since decisions are influenced by multiple
agencies of control. The political and bureaucratic

interference remains a najor obstacle in the nmanagenent

of the public sector. Bernard Denello explains the
adverse effects of bureaucracy on public sector. He
says, "t he secretari al bur eaucr acy i n t he

admnistrative mnistry continues to be relied upon by
the political authority as the nost reliabl e instrunent
in the schene of things. This is the biggest single
factor responsible for strangul ating professional and
t echnol ogi cal conpetence in the public sector. The
sengupta commttee has sought to inpart a neasure of
operational flexibility to public enterprises wthin
the straitjacket of a framework in which there can be

no real autonony or purposeful accountability to them
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But the entrenched bureaucracy in the admnistrative
mnistries has managed to frustrate any nove in this
direction. This is evident from the decision taken by
the governnent on the recommendations of the commttee.
The government has not accepted the recommendation that
the chief executives of public enterprises should
directly assist the mnister-in-charge in discharging
his responsibility to parliament on their behalf
without the intervention of the admnistrative
secretary. The political authority, i.e., the mnister
in the established setup, actually functions through
the bureaucratic nachi ne which exercises the power and
prerogative of control and direction on behalf of the
political authority. Though the bureaucracy itself is
not accountable to anything, the public sector
managenent bodies are obliged to be accountable to the
adm ni strative bureaucracy. So long as this position
is not radically altered, the concepts of autonony as
well as accountability in the case of public sector

enterprises in all areas of commercial, industrial or
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technol ogi cal activity will remain illusory.® The
Sengupta commttee appointed by the governnent to
suggest renedial neasures indicated two inportant
di recti ons anong various suggestions. They were a) the
creation of hol di ng conpany and b) the nenorandum of
under st andi ng. The commttee suggested that the
hol di ng conpany elimnates direct contact between the
unit and the mnistry. It should not only operate as
recipient of mnistry's guidelines but also provide
considerable room for operational freedom of
managenent . The nenorandum of understanding is a
witten coomtnent on part of the unit nanagenent wth
regard to performance in a specific period of tine.
The governnent and the nanagenent together formulate
the criteria of performance and the expected targets of
achi evenent . The managenent's responsibility lies in

achieving those targets. Wile the suggestion of the

3. Denel |l o Bernard, 1986. 'Shadow boxing over
ublic sector' Economc and political ekly,
ol . XX, No. 40.
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holding conpany did not find favour wth the
governnent, the nenorandum of understandi ng was signed
by those industries which volunteered to accept the
pr oposal . The notable point being the absence of a
mandatory sanction for all the public sector units to
sign the nmenorandum of understandi ng. The mai n drawback
of the nenorandum of wunderstanding has been its
voluntary nature, which evoked response from only

successful industries like ONGC, SA L etc.

Wiile the issue of 'nanagenent structure' renai ned
a problematic area, the financial performance of the
enterprises posed another challenge. Since the
establishnent of public sector is closely linked to
soci al obj ecti ves, the priority for financial
perfornmance becane a debatabl e issue. (he point of
view suggested that the provision of social benefits
i nvol ves the sacrifice of profitability and hence the
poor financial performance could be justified. A

contrary view pointed out that poor financial
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perfornmance slowed down the overall growh rate and
hence profitability should be given prinary inportance.
Al though both the views provide valid argunents, the
cause for the poor financial perfornmance should be

known to support a particular point view

The high cost of public enterprises to the public
exchequer may be illustrated though a fewexenplary

guot at i ons. In the case of Vizag steel, the planning
was so uneconomc and the cost overrun so high that, in

the opi nion of planners thenselves this unit will never

be viable, wll never nmake any profit for all tinme to
cone."* Simlarly, "In the beginning of the sixth
plan, in the units controlled by SAIL, the annual
production was nearly 5 mllion tonnes of salable
st eel . In the four years of the sixth plan, another
Rs. 5000 crores have been invested and still they
propose to produce only 57 mllion tonnes. | t

485. Pat odi a. DN 1986. 'Problens of Iloss naking
units' in Adisheshaiah Milcolm E. 'The why,
what whether of public enterprises. New Delhi,
Lancer |nternational.
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indicates the gross under-utilisation of capacity. As
a conparison of cost of productions, "China, which has
a simlar problem of over-population as in our country
and in sone respects had |ower production in 1949, has
today achieved a level of 900 mllion tonnes of coal
production at a cost of less than Rs. 50 per nanshift
and a productivity of 2 tonnes output per mnanshift
(M in underground mnes. As against this, we, in
India, after nationalization of coal have reached a
production of about 180 mllion tonnes at an average
cost of nore than Rs. 220 per tonne and our output per
manshift is less than 0.5 tonne."® Wth regard to the
hi gh costs of public enterprises, V.V. Ramanadham an
em nent thinker on public explains that the devel opnent
status of the devel opi ng countries was so low that the

first efforts towards devel opnent involved them in

6. Sathe Vasanth, 1989. 'Restructuring of public
ﬁect or in Inda'. New Del hi, Mkas publishing
ouse.
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heavy costs which were analogous to overheads of
national economc devel opnent. The structural
di sadvantage of these countries can be known when one
examnes factors |ike a) manufacturing as percentage of
gross donestic product b) energy consunption per capita
c) urban population as per cent to total popul ation
d) adult literacy. Dr. Ramanadham explains that these
factors aggravate the costs of gestation of national
econom c devel opnent . They raise the costs of
technology acquisition and absorption, ent ai |
| nordi nate costs of technical and managerial training,
occasi on expensive arrangenents for skills, saddling
the countries with expensive foreign collaboration, and
cause uneconom cal consequences of capital expenditure
on projects. According to Ir. Ramanadham these are
really costs of national gestation. |n countries where
private enterprises heralded industrial devel opnent,
such costs were borne 1) through bankruptcies of sone

enterprises, 2) by virtual enjoynent of nonopoly power
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by enterprises over a span of tine sufficient to
conpensate their initial high cost and |osses, 3) by
subsidies offered by the governnent - e.g. the grant of
free land to railway conpanies in India in the |ast
century and 4) through multi-national operations which
ei ther proportioned the nanufacturing contents in |ocal
activity to suit gradual dimnution in structural
di seconomes over tine or brought the benefits of their
gl obal economes to bear on local activity, with a view
to sone kind of eventual advantage. These costs in
sone countries tended to devolve squarely on public
enterprises. Dr. Ramanadhamexplains that the costs of
nati onal gestation, though applicable to private
enterprises as well, are disproportionately associ ated

with public enterprises.

The governnents in the developing countries by
definitive reservations of certain sectors of activity
for public enterprises restrict the location of

activity, attenpt to choose technologies that sustain
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long term self-reliance and not permt imediate
profit. The col oni zation, and recent independence of
these countries create certain conditions like the
| nexperi ence of governnents, the cost tag of the rapid
programes of indigenising governnent and economc
services and overzealous political and parlianmentary
interference with enterprise natters. In short, DOr.
Ramanadham opines that wthout reference to the
‘givens' that conditioned the genesis and evol uti on of
public enterprises in devel oping countries, attenpts at
the appraisal of their performance are unlikely to be

fruitful .’

Various policies of the governnent related to the
establ i shnment of public sector are prone to criticism
The expansion of public sector into consuner goods

i ndustry, the nultiple agencies of control and their

7. Ramanadham V.V. 1984. 'The Nature of Public
enterprises'. London: G oom Hel m PP 77-82.
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operation, the justification of financial perfornance
of various industries, the ineffective results of the
worker's participation programmes in nanagenent, the
policies concerning the inport |liberalisation and
various other issues had been controversial. Al t hough
the macro-issues that support the public sector in the
form of gestation requirenment need not be a point of
debat e, the i ndividual perfornmance of various
i ndustries could also be due to various reasons other
than those listed by the thinkers who viewed public
sector from a broad franmework of its overall
functi oni ng. Very inportant mcro issues like the
wor ker s' attitudes to work, the atnosphere of
industrial relations and the operation of the wunit
| evel nanagenent were not given their due in the schene
of things. After nore than 40 years of I ndependence,
and the burgeoni ng expansion of the public sector, the
need to understand the internal organization of public

enterprises not only grows but the questions of
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gestation and the necessity of public sector for the
econony should take a backseat in that these questions
have been answered in practice by the expansion of the
public sector and also by its achieving comandi ng
heights within the rapidly grow ng overall econony.
Infact today the growh of the private sector itself
depends increasingly on the efficient functioning of

the public sector.

Wiil e the cost of operations of the public sector
IS a major cause of worry, the profitability of various
groups of industries has not been satisfactory.
Infact, the total investnent in the infrastructure of
public sector enterprises in the econony anount to over
Rs. 2,15,000 crores and the return is barely 1.5 per
cent which is clearly unsustainable as governnent
itself has to raise nonies at well over 10 per cent
rate of interest. "The profit from the 235 central
public undertakings in 1988-89 anmounts to Rs. 3,500

crores and is largely derived fromthe nonopoly oil and
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state trading sectors and through admnistered prices.
over 101 undertakings are still in the red. Very few

public undertakings operate in the conpetitive

framewor k. "8

The following list of Public enterprises indicates the

contribution of the top ten profit naking institutions

in the year 1987-88.°

(rgani zati on Pre tax profit Percentage
Rs. in Qores
ONCGC 2402. 26 38. 98
Indian Gl GCorporation 657. 76 10. 71
NTPC 302. 40 5.77
Vi desh Sanchar N gam 277. 41 5.29
Mahanagar Tel ephones N gam 208. 68 3. 98
Bharat Heavy H ectrical Ltd. 189. 30 3.61
H ndust an Petrol eum Cor porati on 123. 98 2.37
Al India Ltd. 03.11 1.78
Bharat Petrol eum Corporation 93. 04 1.78
Alrports Authority India Ltd. 82. 75 1. 58
3984. 00 76. 05

8. Agarwala, P.N 1990. 'Challenges to the econony'
H ndu, 15th March. _

9. 8PUbI82I30 Enterprise Survey, Gvernnent of |ndia,
7- 881
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The top ten conpanies contributed nearly 80
percent of the profits. The inportant point that
should be noted is that out of the ten conpanies, five
bel onged to the oil sector and all these conpanies are
nonopol i es. Wthout the oil sector the picture of

profitability woul d have been patheti c.

Until the year 1981-82, the public sector as a
whol e had nade only losses. S nce the year 1981-82, it
started making profits. In that year it earned a net
profit of Rs. 445 crores. Wth a total investnent of
Rs. 51,931 crores in 1986-87, the profits after tax
represented a return of 3.3 per cent only. If we
exclude the profits of 11 petrol eum sector conpani es,

there is only loss from the renaining public sector

uni ts.
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Return on investnent in public and private conpanies. ™

Year Public Sector Private Sector
1975- 76 2.6 8.2
1976- 77 3.2 7.9
1977-78 -14.0 8.8
1978- 79 0.6 12. 6
1979- 80 -0.9 14. 1

Anot her exanple confirns the trend in the profit-
maki ng of public enterprises. |In the year 1983-84, 201
public units as a whole nmade a profit of Rs. 1,486
Crores. It is ironical that ONGC alone contributed a
profit of Rs. 1,600 crores. N ne others including Ql
India, Indian Q| Corporation, BHEL and Air |Indi a added
up another Rs. 975 crores. However, the other 191

conpani es nade a total loss of 1,097 crores. The

10. Sathe Vasanth, 1989. "Restructuring of public
ﬁect or' in Inda. New Del hi : Vi kas publ i shi ng
ouse.
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neager overall profits were against the total

i nvestnents of over Rs. 36,000 crores.

Wiile the governnment control over the nanagenent
and the profitability of public enterprises have caused
consi derable concern, the internal working of the
public sector units did not attract the attention it
deser ves. In particular, the aspects of workers'
attitudes and trade-union dynamcs which operate as
crucial variables in the success of an enterprise. By
and large, the efforts of the governnent to pronote
wor ker s' participation in nmnanagenent were not
successf ul . As studies indicate, the trade-union
novenent could not fully perceive its role as a
partici pant in nanagenent. Especially the trade-unions
did not appreciate the inplications of their becomng a

responsible part in the production process. The

11. Dey Tarun, 1985. 'Public Sector-A close |ook' .
Tines of India, 9th August.
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representatives of workers and nanagenent on the works
coommttees and the Joint Minagenent Gouncils in the
case of the HVI units in Hyderabad had operated in
accordance with the traditional conception of their
respecti ve positions. As a result these channels of
workers' participation becane a part of the bargai ni ng
fora that operated in the industry. The multiplicity
of unions contributed its share to the lack of
consensus anong worknen. (One point of view on trade-
uni ons suggested that a trade-union is necessarily a
system of opposition. Hence the attenpt to initiate
the participation of the union |eadership could not be
successful. |n addition, the worker-representatives on
the works coomttees and joi nt managenent councils were
not given a responsibility for decision-naking. This
reduced the interest of the workers in these commttees

and council s. It was also observed that the

12. Ramaswany E A and Ramaswany Ura, 1981. 'lIndustry
and Labour' Delhi: ford University Press.
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managenents of the public enterprises showed a |ack of
inclination to inplement these schenes in letter and
spirit. Broadly the causes for the failure of the
works commttees and the joint managenent councils
could be identified as the lack of participatory
culture anong both the parties. Infact, the tradition

of uni on-managenent conflict was built into the system

The uni on-nanagenent relationship not only
i nfl uenced the workers' participation in nmanagenent but
shaped workers' attitudes as well. The trade-union
affiliation to central trade-union organizations
wi dened the scope of trade-union politics. The trade-
unions which tended to be the front organizations of
national political parties, opened up the possibility
for political leaders' influence in the functioning of
a public enterprise. The nanagenent of the public
sector, already susceptible to political pressure,
faced additional stress in the trade-union |[eaders

mani pul ation of the corridors of power. The uni on-
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managenent relations acquired a tendency to go beyond
the plant |evel deliberations. Wien the process of
coll ective bargaining was overwhelmngly influenced by
t he political mani pul ati on ext er nal to t he
organi zational setting, the workers were inpelled to
choose and support the politically powerful union
| eaders fromoutside. This was particularly true wth
regard to HM. Since inportant policy decisions
affecting the worknen took shape in the agencies
created by the governnent, it becane inperative for the

workers to choose |eaders who could influence the

gover nnent . A contrary view underlined the 'nodel-
enpl oyer' stance of central government  towards
enpl oyees. This view pointed out that public sector

workers enjoyed various benefits in the form of
systenati zed wage grades, housing, transportation etc.
and since the decisions concerning these issues were
dealt favourably at the all-India policy level, in the
dialogue at the plant level, local issues becane of

greater inportance. The workers then tended to choose
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internal |eaders who were able to articulate individual

| ssues I nvol vi ng interpretation  of rul es and
consideration of |local Ievel physical and inter-
personal social environment. In the actual history of

HMI trade union, therefore, the internal and external
| eaders both played their part and accommodated each
other in various situations for mutual support. In HVI
of Hyderabad, the alignnent of various internal and
external leaders was quite a reality during various

el ecti ons.

For analysing the role of a trade-union in an
enterprise, we need to look at the specific history of
wor ker - managenent, worker-leader relationship in the
context of the public unit's perfornance. The trade-
uni on organi zations |ike ATU which are ideol ogy based,
operated by developing a commtted cadre in the
wor Kf or ce. Qver a period of tine, in plants where
| deol ogy based unions like the ATU affiliated ones

operated, the wunion' politics had cone under the
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influence of the party cadre. The presence of party
cadre tended to create problens of conflict wth
managenent. Broadly, it could be seen that the culture
a trade-union generated within the organization had
seriously affected the attitude of the workforce

t owar ds the nanagenent.

VWirkers' attitude to work was affected by various
factors such as the trade-union influence, the work
situation, the kind of ideology the union propagated
and the nmanner in which the |eaders handl ed workers'

gri evances etc. However, other specific factors were,

a) nature of the workers' relationship wth

f el | owworkers,

b) the attitude of the supervisors towards the

wor ker s,

C) the individual personality as well as the

soci al background of the workers and | eaders.
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These 'base level' factors had not been the focus
of attention on the part of the scholars concerned wth
the public sector. Qur study is an attenpt to bridge
t he gap. The issues that confront trade-union
within a plant generally emanate fromthree naj or areas

of managenent. They are,

a) setting of production targets by nanagenent

(production rel ated issues)

b) the formulation of disciplinary procedures,

and

C) the provision of benefits for the workers.

From the workers' point of view, these issues
affect their day-to-day work. The trade-unions in
order to gain the support of workers have to evolve
strategies of close |inkages with the managenent on the
one hand and certain type of public postures on the

ot her hand. |f one observes the trade-union el ections,
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vari ous unions resort to discussion of issues and
met hods to resol ve problens. Ant i - managenent post ures
are a common phenonena. Whil e the general issues
related to plant are openly dealt with, an undercurrent
of issues operate which do not cone out in the common
foruns. The caste affiliation of the candi dates,
regionalism etc., although remain subdued in public
di scussi ons, have considerable inpact on voting
pattern. The problemthat confronts a researcher is to
unscranble the undercurrents of social and personal
factors which influence the dynamcs of relationshinp.
The questions posed are, how the workers choose a group
of | eaders? And how do these |eaders solve their
probl ens? These questions apart from being central to
the study of workers' attitudes also affect the overall

performance of the enterprise in a big way.

Sone thinkers on public enterprises |ike Bagaram
Tulpule hold the opinion that managenent within the

constraints of governnent control can still operate
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efficiently. They feel that within the paraneters set
by the governnents, an efficient nmanager has
consi derabl e scope of operation.® Seen from this
point of view, the operation of unit and its analysis
illustrates the strategy of mnanagenent in industrial

rel ati ons.

The study of the three crucial variables a) trade-
union b) the workers' attitudes to work and c) the
operation of the managenent, in relationship wth each
other facilitates the understanding of the internal
organi zation and offers a scope to link it wth nacro-
| ssues external to the organi zati on. In the study of
the three variables, the focus of attention is on the
functioning of the organization. The study of the
maj or contributions to the theory of organizations has

hel ped us in placing various enpirical issues in

13. Bagaram Tul pul e, 1977. 'Amdst Heat and Noise'.
New Del hi: Al VA
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per specti ve. This thesis nerges various mddl e range
theoretical stand points. The open system approach of
Katz and Kahn for exanple greatly facilitates the
anal ysis of various faces of the organization as sub-
syst ens. SSmlarly, Ezioni's analysis of conpliance
within the organizations has helped in grasping the
responses of worknman's commtnent to the organization.
In analysing the issues that needed technical
expertise, e.g., the issues concerning technology, a
general view of the respondents has been constructed.
The picture provided on various crucial issues of this
kind was obtained by cross checking the general
opi ni on. The absence of technical expertise was
conpensated by grasping the relevance of these issues
to the overall functioning of the organi zati on. Hence,
at many points in the thesis, the focus was not on the
technical detail but on the relevance of the point of
explanation to the objective of the study. i.e. the
understanding of the internal organization of a public

enterpri se.
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Theory of organi zations - A review

The Véberi an conception of bureaucracy is a nodel
of organization which gives less inportance to the
informal dinension of social structures wthin
organi zations. Various el enents of bureaucracy such as
hi er ar chy, rul es, regul ations and procedures,
specialisation, predictability and rationality are
essential normative and structural elenents of the
nodel . Mbdern organi zati ons have universally adopted
bureaucratic forns of functioning. Infact, it could be
argued that conplex organizations cannot function
wi t hout using bureaucratic nodels. However, the
dysfunctions of bureaucracy are nmany. The rigidity of
bureaucratic system giving way to conservati sm and
technicianis well known. Simlarly, bureaucracy
determnes the individual initiative. The
i npersonal ity of bureaucratic system mlitates against

such human qualities as conplexity and uniqueness. It
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Is argued that bureaucracy even affects the personality

to conformto its norns.*

The excessive commtnent of
the individual to his ow role within the bureaucratic
system clashes with the broader objectives of the
or gani zati on. Wiile the study of formal aspects of
organi zations can fully utilise the avail abl e theory of
bureaucracy, the diversity of individual approaches
probably linked to the fact that individuals act as
conpl ete personalities and not as fragnented roles

forces us to look at the infornal dinension wthin

or gani zat i on.

Parall el to the concept of bureaucracy which coul d
be considered as a contribution from the discipline of
sociology, other disciplines |ike managenent and
adm ni strative theory have also contributed to the
understanding of the formal di mension of the
organi zation. Henri Fayol nentions the follow ng
14. \Wber Max, 1977. 'The Theory of economc and

social organization, E. Parsons T. New Yor k:
Free Press.
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principles of formal organization. They are, division
of work, authority, responsibility, discipline, unity
of command, wunity of direction, subordination of
i ndividual interest to general interest, remuneration
of personnel, centralization of decision-nmaking, scalar
chai n of hierarchy of command, order, equity, stability
of tenure of personnel, initiative and sense of
bel ongi ng anong personnel. These ideas of Henri Fayol
are the basic principles on which the admnistrative
theory has been built. He defines nanagenent as
consisting of five elenents nanely 1) to command 2) to
organise 3) to forecast and plan 4) to coordinate

and 5) tocontrol . ®

The enphasis of scientific managenent rests upon
man- nachi ne coordi nation for efficiency. Frederick. W
Taylor fornmulated the principles of scientific

managenent . H s conception of nonetary incentives

15. Fayol Henri, 1949. ' Ceneral and industrial
managenent' London: Pitnan.
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producing the required initiative in workers iIs no
| onger popul ar. The scientific nanagenent school was
pre-occupi ed with technical control and maxi m zati on of
efficiency through the coordination of man and nachi ne.
It devel oped nodels showng the division of |abour in
ternms of function and authority. Qowh cane to be
shown in the context of increasing specialization,
efficient placenent of human in the chain of command,
and changes in the delegation of authority and
responsi bi lity.1° The treatnment of workers as nere
appendages to nachines by this school is not acceptable
to nany a nmanagenent thinker. The inherent assunption
in Taylor's principle is that people are |azy and they
try to shirk work. Tayl orism has been wdely
criticised of dehumani zati on of work. The concepts of
scientific nanagenent are widely used in industrial
engi neering, industrial rmanagenent and personnel

management .

16. Tayl or. WF. 1947, 'Scientific Mnagenent', New
York: Harper and Row
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The Hathorne studies of Elton Mwyo initiated a
study of informal relationships in organizations.
Wiile experinenting with lighting conditions and their
effect on production with two groups of workers, (one
test group and the other control group) Myo found that
i rrespective of the change in lighting conditions, the
production of both the groups went up. This baffl ed
the researchers. It was noticed that change was
perceived by the groups as a neans to inprove
production. Changes in physical environment were also
interpreted as related to conpetition between control
group and experinent groups. The dynamcs of infornal
| i nkages acting as intervening variables cane to be
high-lighted.? Hton Mwyo' s observations led to the
devel opnent of the human rel ations school. | ndi vi dual
as a nmenber of work group becanme an inportant area of

study. The enphasis on the individual, the work group

17. NMayo Elton, 1930. ' The human probl ens of
i ndustrial civilization', Harvard: Har var d
Uhiversity Press.
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and participation in decision-nmaking has been wdely
accept ed. The human relations school was criticised
for its preoccupation with the concerns of the enpl oyer
as regards the norale, efficiency and productivity of
the enpl oyees. The basic assunption of this school is
that there exists no contradiction in the interests of
workers and managenent and that it is possible to
resolve conflict by reorganizing relationships wthin
t he or gani zat i on. *® It did not look at the
organi zation in the context of its place in the wder
soci et y. The human relations school which neglects

conflict has also been criticised as having a pro-

capitalist bias.

Chester | Bernard described an organization as a

dynam c social system of cooperative interactions wth

the purpose of satisfying individual needs. A
18. Rot hel i sber ger. FF. O ckson. W5,  1930.
' Managenent and the workers', Harvard: Har var d

Uhi versity Press.
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cooperative system is conpl ex of physical, biological,
personal, and social conponents which are in specific
systematic relationship by reason of the cooperation of
two or nore persons for a definite end. He defines
formal organization as a system of consciously
coordi nated activities or energies of twb or nore
per sons. ° H s enphasis on the psychol ogical and
soci al aspects of organization |eads to the anal ysis of
notivational and non-rational elenents of hunman
behavi our. Hs explanation of the conscious
coordination provides the opportunity for the
i nvestigator to deal with the level of coordination
anong different individuals of the sub-units of the
organi zation. According to Chester Barnard the policy
deci sions concerning the general approach towards goal
attainnent and the allocative decisions concerning
utilization of resources available to the organization
fall in the category of providing 'effectiveness' to

19. Barnard | Chester, 1938. 'The functions of
executive. Canbridge: Harvard University Press.
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the organization, whereas decisions concerning
facilitating cooper ati on and noti vati on anong
participants fall in the category of providing
‘efficiency’ to the organization. In this sense, the
second category of decisions inply a higher degree of
voluntary human invol venent and creative responses and

thus, do not yield so easily to anal ysis.

Philip Selznick explains that organizations may be
viewed from two stand points which are analytically
distinct but enpirically united in the context of
reci procal consequences. In his view any
organi zational system is an econony and at the sane
tine, it is an adaptive social structure. Hs view of
organi zation as an econony facilitates the analysis of
| eadership in connection with the legitinmcy of
authority and dynamcs of persuasion. This view of
organi zation is in concurrence with the managenent
viewpoint that |eadership is an art of w nning consent

and support from the participants. O scussi ng about
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del egation as an organizational act he states that it
refers to formal assignnents of functions and powers to
roles and official positions. Del egation often
i nvol ves concrete individuals, who have interests and
goal s which do not always co-incide wth the goals of
the formal system This situation mght result in
personalities offering resistance to the fornal

authority. He further explains that deviations from
the fornmal system tend to becone institutionalised so
that unwitten laws and infornmal associations are
est abl i shed. The institutionalisation process
transforns the personality differences into structural

aspects of formal organization. Concei ving of fornal

organi zati ons as cooperative systens signifies the
rel evance of informal structures in the organizational

anal ysi s.

Selznick refers to structure as an adaptive
‘organism which reacts to influence from external

envi r onnent . He characterises structural-functional
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analysis as that which relates contenporary and
vari abl e behaviour to the system of stable needs and
mechanisns.®® The "needs" in the above statenent
relate to the self-maintenance of the enpirical system
The day-to-day activity serves the purpose of
mai nt enance and defence of the system The structural -
functional approach gives anple scope to study
enpirical systens as adaptive to external environnent.
To clarify the structural -functional analysis, he draws
honol ogy with individual personality which has the need
to defend its ego, utilises repetitive mechani sns such
as rationalisation, projection and regression in its
def ense. The typical pattern of structural-functional
anal ysis can be derived from the honol ogy. Sel zni ck
gives three major ideas which are involved in the frane

of reference outlining the theory of organizations.

20. Selznick Philip, 'Foundations of the theory of
organi zations', In Etzioni Amtai, 1963 "A
conparative analysis of conplex organizations' New
Jersey: Prentice Hall.
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The concept of organization as a cooperative
system and an adaptive social structure nade
of interacting individuals, sub-groups, and

informal and fornal relationships.

Structural -functional analysis which relates
vari abl e aspects of organization (such as
goals) to stable needs and self-defensive

mechani sns and

The concept of recalcitrance as a quality of
the tools of social action, involving a break
in the continuum of adjustnent and defining

an environnent of constraints commtnent and

t ensi on.

Tal cott Parsons gives us an interesting nodel of

organi zati onal anal ysis. H s approach provides scope

for t he

analysis of the relationship between
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organi zation and its environnent. He states that the
attained goal of an organization (systen) can be
utilised by another system l.e. the output of one
organi zati on becones an input for another organization.
The characteristic of 'goal attainnent' thus is given
primacy in Parsons' discussion of the social system
The devel opnent of power in a political sense takes
pl ace in the organi zati on when the persons responsibl e
for nobilising resources for the attainnent of
organi zational goals control the decision-naking. The
goal of the organization is a specialised or
differentiated function for the larger social system
The other sub-systens of the larger social system
constitute the situation or environnent in which the
or gani zati on oper at es. Hence organi zation has to be
anal ysed as a special systemwhose prinmary interest is

the attai nnent of 'system goals'.

The analysis of the structure of an organization,

according to Parsons, can be attenpted from two
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different viewpoints. The first is the cultural-
institutional point of view and the second is the
‘group’ of role point of view At the cultural -
institutional |evel of organizational analysis, the
system of values should spell out the institutional
pattern responsible for the generation of these val ues
in terns of the context of goal attainnent, aciapt ation
to the situations and integration of the system S nce
the organization is a sub-system the val ue system of
the organi zation inplies the nore generalised val ues of
the super-ordinate system The value system of the
organi zation should legitimse the goal of the
organi zation in terns of the functional significance of
its attainnent for the super-ordinate system The
legitimation of the primacy of this goal should take
pl ace over the possible interests and values of the

organi zation and its menbers.

The second approach based on group or role

analysis views an organization 'through its constituent
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personnel and the roles they play in the functioning of
the organi zation. The admnistrati on which carries out
the policy formulation, decision-making and their
i npl enentation through line and staff cones under the
focus of attention. This approach |eads to the typical

study of the formal authority structure.?

In the analysis based on value system as the nmain
point of reference, structure can be divided into three
mai N conponents. The first concerns the field of
institutionalisation of the nodes of procurenent of
resources to attain the goal. The second is the aspect
of the institutionalisation concerning the process of
goal attainnment, and finally, 1is the aspect of
institutional patterns defining and regulating the
limts of coomtnents of the organization as related to

ot her organi zations sharing the sane environnent of the

21. Parsons Talcott, 1956. 'Suggestions for a
soci ol ogi cal approach to the theory  of
or gargSZ%tl ons' Admnistrative science quarterly, |
PP. - 85.
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| ncl usi ve system In the process of inplenentation of
the three sets of institutionalisation requirenents,
three kinds of decisions are involved, the policy
deci si ons, the allocative decisions and the

coor di nati on deci si ons.

Exerci se of power is seen as a crucial function of
organi zation by Etzioni. The sub-ordinate and super-
ordinate relations are seen in terns of the power
applied on sub-ordinate participants and resultant
i nvol venent of participants. He classifies the power
applied on lower participants as conprising of three
categories: coercive, renunerative and nornative. Wen
the relationship of conpliance is congruent, the three
categories of power evoke three kinds of responses:
agi native, calculative and noral respectively. A
congruent conpliance relationship exists when the kind
of involvenent that tends to be generated by the

predomnant form of organizational power are the sane.
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He explains that organizations tend to shift their
conpliance structures from incongruent conpliance
structures tend to resist factors pushing them toward

i ncongr uent conpl i ance struct ures. %

Daniel Katz and Robert L Kahn present a
theoretical nodel of organization which they refer to
as 'energic input-output systemi. In this nodel the
energic return from the output reactivates the system
Social organi zations according to them are flagrantly
open systens, in that the input of energies and the
conversion of output into further energic input
consists of a transaction between the organization and
the environnment. Their conception of organization as
consisting of a patterned activity of a nunber of
individuals opens up the possibility to study
| ndi vi dual and group behaviour in organizations. They

explain that an open systemwth the characteristic of

22. BEzioni Amtai, 1963. 'A conparative analysis of
conpl ex organi zations' New Jersey: Prentice Hall.
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negati ve entropy enphasizes the close relationship
between a structure and its supportive environnent.
Wt hout continued inputs the structure would soon run
down. Human effort and notivation is the najor source
of maintenance in alnost all social structures. Hence,
t hough the theoretical appr oach deals wth
rel ati onships, these relationships concern human
bei ngs. This expression of Katz and Kahn's nodel
i ndi cates the rel evance of hunman behavi our operative in

every aspect of the various sub-systens in a structure.

The major categories of sub-systens of an
organi zation are producti on sub-system nmai ntenance
sub-system adaptive sub-system and manageri al sub-
system The criticismof systens approach is severe on
the ground that it considers an organization as
constantly being in a state of dynamc equilibrium
The concept of dynamc equilibriumis a postulate on

which the entire open-system theory rests. The
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followi ng argunents indicate the criticism

1) Reaction to extra-systemc change is not

al ways adj usti ve,

2) Social systens can, for longer periods, go

through a vicious circle of every-deepening

mal -i ntegration,

3) Change can be revolutionary (both profound

and sudden),

4) The social structure itself can generate

change through internal conflicts and

contradi cti ons. =

The open systemis characterised by inportation of
energy from the environnent, transfornation of energy

into product and export of the product into

23. degg Stewart &  Dunkerly Davi d, 1980.
"Organi zation, class and control, Bost on:

Rout T edge and kegan Paul .
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envi ronnent . The open system also shares the
properties of negative entropy, feed back, honeostasis,
differentiation and equifinality. The law of negative
entropy inplies that it survives only so long as it
i nports nore energy fromenvironnent than it expends in
the process of transformation. The feedback inforns
the environnent. It acts as a signal to the systemto
correct its malfunctioning to maintain its honeostasis
or dynam c bal ance. The principle of equifinality
asserts that the systemcan reach the sane final state
fromdifferent initial conditions and by different

pat hs of devel oprent . %

Wthin the systens approach to the study of
organi zations, the Tavistock institute of London
conceived the idea of 'socio-technical' system which

explains that any productive organization is a

24. Katz and Kahn, 1966. 'The social psychology of
organi zations', New York: WIey.
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conbi nati on of technol ogy (task requirenents, physical
| ayout, equipnent available) and a social system (a
system of relationships anong those who nust perform
the job) . According to this conception, it would be
wong to argue that only the social psychol ogical
character of participants determnes the nature and
performance of |ob. Simlarly, it would be a
m sconception to think that an established structure
and procedure of performng a job (the technical setup)
has an overwhelmng inpact on the conduct of the
participants in the organization. The technol ogy and
the social system have a mutual inpact on each other
and it is from this perspective that an organization
should be viewed. The properties of the open systemin
conbination with the idea of socio-technical system
suggest the multiple channels of interaction of the

organi zation with the environnent.?®

25. Schein H Edgor, 1983. '(Qgani zational Psychol ogy',
New Delhi: Prentice Hall. P 193
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Sinple view of the organization conceived as an open

system %

| nput i iy | Transfornation/__ - Qut put

/

’ Mai nt enancel | Regul ati onl

Wthout the coordination of three systens
indicated in the diagram the organization can not

functi on.

The view of organi zation from the soci o-techni cal
point of view questions sone of the traditional
conceptions of work-organization. The traditional
| deas of organi zation inplied an established pattern of
activity and influenced organi zati on for over a century
in the industrialised countries. Herarchy and uni form

26. Litterer A Joseph, 1973 'The analysis of
organi zations', New York: John WI ey
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activity for the participants of organization were
consi der ed dom nant f eat ur es. Mechani sat i on,

standardi sation and specialisation were the principles

on which industrial production was carried out. After
a point, it could be observed that organization created
by nman started creating the 'organization nan'. The

dehunmani sati on of work was reflected in jobs |ike those
of the assenbly-line workers whose work-life tended to
get fragnented, routinised, nonotonous and stressful.
The new technol ogi cal devel opnents in the form of
automation and later in the mcro-chip revolution
brought in new forns organization and a new way of
i nproving the quality of working life. But* there is
W despread opposition to new ideas. B nar Thorsrud
explains the reasons why there is w despread opposition

to new ideas of organization.?

27. Thorsrud Einar, 1981. 'The changing structure of
work  organi zati on' I N Kanav\at%/ (eorge Ed.
' Managi ng and Developing new forns of work
organi zation', New Delhi: ford. P 1L
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The traditional fornmats were quite suitable
to the main technological trend, | .e.
nmechani sation, and it took tine to realise
that the shift to process and electronic

t echnol ogy required new fornats,

The ef fecti veness of | ar ge- scal e,
hi erarchical organizations was neasured in
sinple economc terns that did not reveal
their wastage of energy, human resources and

their threat to ecol ogi cal bal ance.

Traditional forns protect the privileges of
people with power and high status. This was
true not only of owlers, nenbers of
managenent and highly educated specialists
but also of groups of privileged workers and

staff,

The traditional forns 'conditioned or taught

people to accept what they saw all around.
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Wth tine, people stopped Ilooking for
alternatives. Those who had privil eged
positions found good reasons why they needed
t hem or deserved them Those who had not,

learnt to live with the situation.

The traditional forns included paynent
systens, planning and admni strative routines
etc. which needed to be adjusted to new forns
of organi zation. Wen these adjustnents took
pl ace, uncertainty arose about how nanageri al
control was to be maintained. This may have
been the case even when the new forns were
desi gned to reduce the needs for internal co-
ordination and control and enabled the
managenent to concentrate on the nore
i mportant control of interaction between the

or gani zati on and out si de worl d,

It takes tinme to develop new forns of

or gani zati on. Before the  necessary



63

conditions for new forns are establi shed,
peopl e often give up and return to 'the
devil they know rather than take risks

w th the unknowns.

This study attenpts to understand the traditional
form of |abour organization in its functioning and its
| npact on the participants. The views of the
participants are given promnence in the observation

and various facets of the organization are discussed.
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The PH ant

The Hyderabad unit of H ndustan nachine tools Itd.
has been selected for the study. The study is confined
to the two divisions of the conpany, the nachine tools
and the [ anps. The two divisions together enploy a
wor kforce of nearly 4500. Both the divisions have
separate admnistrations headed by the general
managers. The head office is located at Bangal ore and
the unit nanagenent is accountable to the Chairnman and
Managi ng directors and four functional DOrectors on the
board for the functions of personnel, marketing,
policies and corporate planning. Wil e the nachine
tools division is strategic to the economc devel oprent
providing industrial infrastructure to the country, the
| anps division finds its place in the consuner goods
sector of the country. This aspect of the organization
facilitates the study of governnment policy affecting

different sectors and offers a chance to conpare the
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two divisions. Situated in the suburbs of Hyderabad,
the conpany owns a fleet of busses to provide transport
facility to the enployees residing in various parts of
the city. Nearly one fourth of the workforce live in
the two housing colonies, constructed by the HWI

housi ng boar d.

Machi ne tool s divi sion

The growth in the productive capacity of the
machine tool industry was the Ilinchpin for the
Mahanal obi s strategy because, in an essentially closed
econony, accumulation of capital stock would not be
possible in its absence. As late as 1960, nachine
tools accounted for only 0.3 per cent of the total
val ue of manufactured goods. This itself shows how the
machi ne tools which no doubt, have strategic inportance
for devel opnent, had been negl ected. The growh in
machi ne tool production accelerated sharply with the

i npl enentati on of the Mhal anobis strategy during the
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second five year plan. The perfornmance of the industry
Is apparent from the fact that in the ensuing third
plan its production went up by roughly tw ce as nuch as

for the whole of the preceding twenty years.?®

The penetration of foreign machine tools into the
econony has been growing since the early 70's. In 1973
| nports represented 28 per cent of total consunption of
machine tools in India. By 1985, however, the self
sufficiency gap had widened to 56 per cent. Thi s
unsati sfactory devel opnent strongly suggests the
| ncreasi ng dependence on foreign nade tools to satisfy
the nmarket for the sophisticated high-technol ogy

machi ne tools which India is not yet able to produce.

A nore disturbing aspect of the industry's growh
perfornmance has been with regard to exports. A though
machi ne tool exports have always represented an

I nsignificant proportion of the machine tool output, no

28. Mathews Ron, 1988. 'Devel opnent of |ndian nachi ne
tool industry', EPWWVol. XXIII No. 40 Crt. P 2061
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progress at all has been achieved in inproving the
ratio of output to exports. In 1984, the proportion of

exports to production was 7 per cent only.?

The fact that India which ranked Ilth in world
machi ne tool production in 1966, slipped to 18th in
1986 seens to suggest that other newy industrialising
countries are experiencing relatively faster growh in
machi ne tool output. According to 'American Mchinist'
35 country survey, India s output value of US$ 29
billion represented only 0.9 per cent of world nachine
tool output. The picture is even gloomer for exports.
Here India ranked a lowy 28th, with only around US$ 20
mllion as export earnings. Against this figure
Tai wan, S ngapore, Brazil and South Korea earned 12.0,
4.0, 1.9 and 1.2 times as nuch respectively. Indi a's
exports in 1986 accounted for barely 0.2 per cent of

the world machi ne tool exports. In the 1980-81 | MIMA -

29. Mathews, Ron, |[bid.
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annual report, the industry's total output of
'machi ning centers', one of the nost advanced pieces of
tool technol ogy, anounted to only two units. The sane
year's output for Japan was 4,820 wunits, wth
production as high as 333 units even as far back as
1971. The age distribution of nmachine tools in India
| ndi cates that 53 per cent of tool population is nore
than 10 years old, whilst over 21 per cent is nore than

20 year old.*

The HMI' is one of the world' s 10 largest nachi ne
tool houses. Now it has 14 factories, 20 divisions and
28, 000 enpl oyees. During the industrial recession of
1966- 70, HMI diversified its activities and noved into
manuf acturing of special purpose nachines for the
conpany's continuity in business. HMIT of Hyderabad
took up this activity. These nmachines ranged from drum

turret Lathes to high speed multi-spindle automatics and

30. Mathews Ron, |[bid.
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transfer 1|ines. The technol ogi cal environnment of
machine tools is rapidly changing in the wake of the
electronic and nechatronic revolution in the
manuf acturing world. The machine tool industry in the
country is poised for a high leap forward. The
devel opnent council for the nmachine tool industry has
visualised a steady 15 per cent annual growh for
machine tools in the next decade. This inplies that,
the production will go up from its present R. 330

crores to around Rs. 1,160 per annum by 1992-93.

The special purpose nachi nes nmanufactured by HMI
of Hyderabad require a lead tine of nearly 8 to 10
nont hs. Each product has approxi nately 300 conponents
and around 130 nachi nes are produced every year. These
conponents flow through approxinmately 25 nmanufacturing
stations taking a considerable anount of tine (waiting

tinme, transit tine and other delays).
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The perfornance of HMI Hyderabad division (Mchine

Tool s).
(Rs. in Lakhs)

Year Pr oducti on KAl es
1979- 80 1202. 15 1202. 44
1980- 81 944. 65 906. 69
1981- 82 1604. 62 1603. 46
1982- 83 2103. 63 2042. 48
1983- 84 2600. 91 2339. 82

Lanps di vi si on

The conpany set up a plant at Hyderabad for
manuf acturing | anps, | anp nmaking nachines and
fluorescent lanps in collaboration with a Hungarian
firmTungsram in the year 1978. It manufactures range

of bul bs, tubes and needed conponents. Unlike nachi ne
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tools division, the lanps division has experienced poor
financial performance since its inception. Present |y
the unit faces tough conpetition in the nmarket from
private sector conpanies like Philips, Baja, Sylvania

Laxman and O onpton G eaves.

The performance of the unit during the years from 1978

to 1983.

(Rs. in Lakhs)

Year Profit or Loss
1978- 79 - 87
1979- 80 + 12
1980- 81 - 300
1981- 82 + 12
1982- 83 -461

Che of the reasons attributed for the |osses was

hi gher consunption of naterials than the norns fixed.
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follow ng figures.

Val ue in Rupees

1982- 83
Budgeted norns Actual per
per 1000 Nos. 1000 MNbs.
1. Consunpti on
A @AS Lanps
i) Raw Materials 1453 1956
and conponents
11) Stores and spare 410 445
parts, |i)acki ng
materials etc.
B. F. E. Lanps
i) Raw Material s 6630 13911
| Stores and spare 1877 4201

parts, Packi ng
materials etc.

Excess nanpower

al so been

financial |oss. To

wat ch-case divi sion has been proposed for

into which the excess workers of

regarded as

reduce the excess workforce,

and weak narketing policies have

the nmajor causes for its

a
est abl i shnent

the lanps division
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will be diverted. Wile the pruning of nan-power is a
step towards efficient cost-nanagenent the other
i nportant factor, viz. conpetition in the narket, needs
to be tackled. Bul bs being a consuner product, only
the efficient marketing can increase the sales. The
retail shop owner gains his share of profit in the of
commssion for the bul bs and tubes sold. The private
conpanies with their flexible and aggressive narketing
policies offer better commssion to the retailer and
get their products sold. Sl ackness in devising

aggressive narket policies is clearly evident in the

case of the | anps division.

No specific projections of denmand were nade for
| anp naki ng nachi nery before establishing the project.
The total production during the last five year (1978
83) was only 8 nmachi nes which was the annual |icensed
capacity. The capacity utilisation for production of
| anps also was only 74 per cent in 1982-83. There was

hi gher consunption of material than norns fixed. Heavy
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rejections and quality conplaints like shorter life,
caps comng comng off, breaking of holder pins, fusing
out etc. were reported. The cost of production was
abnormally high, being nore than double the budgeted
norns for fluorescent lanps in 1982-83. The unit has
suffered a total loss of R. 8.24 crores during the
five years between 1978-83. The parlianentary
coomttee (82-83) also viewed with concern the poor
performance of this particular unit. They are of the
view that the conpany should not have gone in for the
production of lanps, an area quite different fromits
main line of production, viz. nmachine tools. The
producti on managenent and cost control in the unit |eft
much to be desired. The unit had gone into production
twel ve years ago, but the nodification required in the
machinery to achieve the rated production was carried
out after nearly six years. The commttee also
stressed the need for inproving the quality of the
products and upgrading the technology for the

manuf acture of |anps as well as |anp naki ng nachi nery.
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The heavy losses of HVI lanps division raised certain
| nportant issues. The first being the policy of the
governnent to diversify public sector in the highly
conpetitive consuner narket. Cener ati ng enpl oynent
seens the only justification the governnent can offer
in starting Hyderabad | anps division. The ot her
obj ectives of the establishnment of the public sector
can not be justified. It is located in the
i ndustrially devel oped urban centre, hence the question
of bridging regional inbalance does not arise. The
other objectives |like pronoting self reliance in
strategic sect ors, provi di ng I nfrastructural
facilities, preventing concentration of economc power,
generating surpluses for investnent, social control
over trade and industry can not be justified in the

case of the establishnment of HVI | anps di vi si on.
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CHAPTER - | |

THE TRADE- UN ON DYNAM CS

Trade-union as an Arena of Political Action

The workforce of HMI nachine tools and | anps
divisions is represented by HMI workers and staff
uni on. This union is not affiliated to any national
f ederati on. The union has seven office bearers and
eighty working commttee nenbers. The seven office
bearers are elected by the entire workforce. The
working commttee nenbers represent various departnents
of the factory. They are elected by the workers of the
respective departnents. The different political groups
contest the elections on the basis of their panels.
Each panel is allotted an elections synbol. The

workers have a choice to elect candidates belonging to
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different panels for different official posts. Thus,
if the president belongs to one panel, the general
secretary mght belong to another panel. But the

elected office bearers represent the united banner of
HVIT workers and staff union. This factor contributes
to the internal dissensions wthin the union. | t
becones inperative for the contesting political groups
to win key posts to be able to effectively represent

t he workers before the HWI' nanagenent .

The worker's dissatisfaction with a political
group need not result in the failure of a candidate
representing that group. A candidate's election to the
office may be nore due to his |eadership qualities than
to his affiliation to a political group. S nce the
executive of the union represents popul ar individuals
bel onging to ideologically opposed groups, this often
creates deadl ocks in decision-naki ng. The process of
deci si on nmaki ng becones a neans for political post uri*ng

and playing to the gallery. The ideol ogi cal and
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personal rivalry anong the top office bearers offers a
scope for the nanagenent to split the union and reduce

the effectiveness of the union.

The workforce, in the initial stages of the
establishnent of HMI, were largely unskilled workers.
They were sent in batches for training to Bangal ore,
the HMI training centre. During the late 60s the
workers nunbered around 500. The early 70s the rapid
expansion of the plant and its workforce. The first
organi sed representation of a problem pertained to the
|lack of air and ventilation on the shop floor. Sanjiva
reddy, the leader of the congress party led the
technicians union to achi eve demands of nonthly bonus

( production incentive ) and standard hours* of work.

* The standard Hours - Monthly bonus of the worker is
cal cul ated according to the standard hours of work he
puts in. A standard hour is a calculation of the
quantity of work which should be perforned by the
worker in an hour. On a nonthly basis a worker has to
conpl ete the stipulated standard hours.
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The pronotion policy was also fornulated during
his regine. As the work force increased in nunber, new
uni on | eaders energed. Changes in the political
climate also affected the political orientation of the
wor kforce and hence the election of a political
personality to | eadership position. The Tel angana
nmovenent for exanple had a profound i npact. The
workers, majority of whom belonged to the Telangana
regi on, encouraged Badri vishal pithi. He becane the
President of wunion in 1972 to put an end to the
congress dom nati on. The Tel angana novenent did not
last long and its decline signalled the decline of
Badri vishal in the union politics of HVMI. The period
between 1967 and 1972 saw the energence of sone
i nternal worker |eaders. Poor nachandra Rao, Subbai ah
and Chandrasekhar had started propagation the communi st
line. Along with Padna Rao who joined themlater, they

laid a strong foundation for a communi st group. The
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communi st (Marxist) group from then on, was firmy
entrenched in power. From within the workers they
recruited a dedicated band of communi st cadre, sone of
whom got elected to responsible positions. G these
Poor nachandra Rao and Padnma Rao conmmanded i ndependent
following for thenselves. Wi | e Poornachandra Rao

renained wth the CPI(M group Padma Rao conveniently
shifted his political loyalties.

The initial phase of comuni st dom nated uni oni sm
was narked by beneficial activities for workers. @]
these, the establishnment of a House Building Society
and Consuner Cooperative Society were the two inportant
achi evenent s. The consuner cooperative society had

grown from strength to strength. The follow ng figures

i ndicate its devel opnent.

Cont d. . 81.
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Year Menber Shar e Thri ft Turn CQOver
Ship Capi t al

Rs. Rs. Rs.
1975- 76 20 200 N | N |
1977-78 477 6, 070 44, 885 84, 510
1980- 81 2736 30, 940 6, 00, 993 17, 03, 320
1982- 83 4350 9, 49, 280 17,08, 612 1, 39, 22, 880
1983- 84 4750 17, 06, 190 25,99, 473 3,02, 39, 561

The House Building Society has (1990)
conpl eted three ventures. Nearly 1500 workers have
acquired their own houses through the House Buil ding
Society. The admnistration of these bodies is carried
out by elected representatives of workers. The
establ i shing and devel opi ng of these societies has
hel ped the communi st |eaders to retain their hold over
t hese bodi es. The other groups could weaken their

position in the main union body but not in the house
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bui | di ng and consuner cooperative societi es.

During the energency period, 8 worker |eaders
of HMI' were arrested. Prom nent anong them were
Chandr asekhar, Koteswara Rao, Bal Reddy and Padnma Rao.
Sone of the activists of the communists under the
| eader shi p of Poornachandra Rao helped the famlies of
these | eaders survive by collecting donations from
wor ker s. After the elections in 1977, candi dates
supported by the Janata party energed victorious at the
national elections. The arrest of the workers |eaders
and the triunph of the Janata party created a
favourabl e atnosphere for Nayani Narasinha Reddy to
stake his claim for leadership in HW. The panel of
Nar asi mha Reddy swept the elections. From the
comuni st group, only Padna Rao survived to retain the
position of general secretary. Hs election to the
office gave him an independent stature as a |eader.
Apart from Poornachandra Rao, Padma Rao energed as a

powerful internal |eader. He However, realised the
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wani ng popularity of communists and in the next
el ections, he openly proclained his allegiance to
Nar asi mha Reddy. In the next three successive
el ections, the Padnma Rao, Narasinha Reddy alliance
actively represented the union. They continued in
office till 1984. Meanwhile, another trusted friend of
Poor nachandra Rao, Bal Reddy, deserted himto join the
Padnma Rao group. In the elections of 1984 Padna Rao
put up a separate panel, ignoring the alliance wth
Nar asi nha Reddy. The communi st panel (bulb), the Padna
Rao panel (Mashal), the Narasinha Reddy (Weal), the
BMG6 (Bharatiya Janata Party) panel (Witch), and the
Badri vishal panel (Balance) contested independently.
Padna Rao panel faced defeat and Poornachandra Rao
panel (comunist) was swept back to power. The 1984
elections indicated that, (1) Padnma Rao over-estimated
hinself as a l|eader to counter communists (2 the
proliferation of contesting groups resulted in a great
advantage to communi sts and (3) the cadre of communists

sustained the group followng, whereas other groups
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mai nly depended on the inage of their |eaders.

The debacle of 1984 taught an inportant |esson
to those opposed to communists that, while divided,
they cannot defeat them The next election in 1986
denonstrated the political acunen of Padna Rao. He
actively collaborated with the group of badri WM shal
and conbi ned( the splintered opposition. In this
el ection he came back to contest as General Secretary.
Badri vishal contested for the post of President and
their alliance won the elections Badri vishal did not
last long as President. Hs tall promse during the
el ections was that he woul d resign the post, if he was
not able to get the "own house to every worker"
schene accepted by the nanagenment w thin six nonths.
He could not achieve this and so he resigned. Padna
Rao becane the defacto head of the union. After the
1986 el ections, three major groups energed in HVI. The

first being the communists wth a solid support of
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about 800 workers, the second was the regrouped
opposition to the comunists under the |eadership of
Padna Rao, and the third, was the group of Nayani
Nar asi nha Reddy.

Unti | 1978, shifting loyalties to wn
elections were unknown in HW. Padnra Rao was the
pioneer of defections in 1978 Between 1978-84 the
| nportant case of changing sides to win elections was
that of Bal Reddy's defection fromthe comuni st group
to join Padna Rao. The success of the comunists in
1984 was followed by their defeat in 1986 when Padna
Rao nobilised support of the group of workers loyal to
Badri vishal pithi.

The alliance of Padma Rao wth Badri vishal was
based on the resurfacing of regional sentinents since
at that tine the issue of the Tel angana regi onal i smwas
highlighted. Wile Badri Vishal was a known |eader of

the "separate telangana" agitation, Padma Rao also
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identified hinself as a representative of the group of
workers belonging to the Tel angana area. The cruci al
issue for that election was sub-regional |oyalties.
S nce Padna Rao finally led his group to victory on
this issue, the comunists and the Narasinha Reddy
groups feared that he mght consolidate his position
based on these issues. These two groups, which were
traditional rivals in HVI contested as a united panel

in the 1989 el ecti ons.

The 1989 elections proved crucial in nmany
ways. In these elections the Gongress nade an entry
under the |eadership of Janardhan Reddy, a powerful
| eader supported by a popular floor |evel worker, by
name of sundaram  Sundaram was earlier dismssed from
servi ce on the charge of nmanhandl i ng a manager, but had
to be reinstated by the orders of the court. They
scored a resounding victory to displace all the other
traditional political groups active in HW. Nany of

the workers explain the congress group's victory in
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el ections to the di senchantnent of the workers wth the
traditional |eaders on account of their "unhol y"
alliances such as that of Narasinha Reddy and
Poor nachandra Rao. However, despite the opportuni sm of
Padna Rao and |ater Narasi nha Reddy, the two groups had
done fairly well in the earlier elections. A nore
power f ul reason infact was the "opportunistic"
tendency anongst the workers thenselves who felt that
the congress leaders with their connections in the
state & central governnent could benefit the workers
nore than the other group. Anot her inportant factor
being the fire brand inmage of Janardhan Reddy in the
| ocal trade union situation. It was felt that the
traditional |eadership was too mld in dealing wth the

managenent, who needed to be dealt with firmy.

The above description gives a broad picture of
the groups and personalities involved in the trade-
union politics of HVMI. It is inportant to know how the

workers view these groups and personalities. The
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follow ng explanation attenpts to provide the sane.

Wien there was a threat to communists in the
elections of 1978, the leadership nmainly depended on
their past achi evenents and sacrifices during
ener gency. The issue which led to the arrest of these
| eaders, i.e. the reduction of bonus from8.33 to 4 per
cent by the Indira Gandhi governnent, was highli ghted.
But, inthese (i.e. '78) elections, the Narasi nha Reddy
group had an overwhel mng support of workers, because
he belonged to the Janata Party which had won the
elections at the center in 1977, apart fromthe strong

anti-congress waves, the workers felt safe to support a

political |eader who had political links with the
Central governnent. From the CGCommunist canp, only
Padna Rao was elected to the office. The defeat of

Poor nachandra Rao created dissensions between
Poor nachandra Rao and Padna Rao and consolidated the
position of Narasinha Reddy in 1978. Eventually the

rivalry anong these three personalities led to the
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downfall of all the three groups in 1984

Prior to the entry of the congress in the 1989
elections, the three groups nentioned above dom nated
the union politics to such an extent that they took
worker's support for granted. The top communi st
| eader, Poornachandra Rao who was in power for a |ong
tinme, developed a working relationship wth various
managers. H's hobnobbing with the officials was dubbed
as being pro-managenent by his opposition. H s
dealings wth the managenent were projected as a soft
approach towards the nanagenent. SSmlarly the
political opportunism of Padnma Rao was not |iked by
many workers. However, those fed up of Poornachandra
Rao's dom nation accepted his victory as a lesser evil.
Later re-alignnments between communists and the
Nar asi mha Reddy group however, could not stop the
workers from rejecting the communists and other old
| eaders in 1989. The defeat of all the three groups in

the elections of 1989 proved that the workers were
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seeking a radically different type of leadership. This
| eadership conbi ned two somewhat opposite elenents viz.
mlitant rhetoric and action at the level of the
conpany in worker-nanagenent encounters and secondly
opportunistic alliances with political authorities
through incorporating top political bosses from ruling

party as the l|leaders of the trade union.

My or | ssues

(& the crucial issues that bothered the workers,
pronotion policy is the nost inportant one. There are
Six wage grades (V3 of workers fromWs1 to W6. W5
6 is a nost recent addition. VWrkers could attain
pronotion after every three years of service subject to
fulfilling the criteria of standard hours of work.
Many senior workers of HVI had already attained the W5
6. Since there is no higher grade after W56, the
probl em of senior and junior workers getting 'bunched
together had cropped up. Wile the stagnation of wages

at W56 stage is one area of discontentnment for senior
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workers, the threat to their position of seniority as
juniors reach W56 is another problem Wile the |ack
of planning on the part of the nmanagenent is quite
evident on this issue, it becane an issue for the
workers, |leaders and the union. This kind of situation
Is not conducive to managerial efficiency. The
alternative for the nanagenent is to increase the
nunber of grades by adding a senior grade or convert
the senior workers into supervisors. The conversion of
workers into supervisors creates another problem The
nmanagenent gets top heavy i.e. the proportion of the
bal ance between the managenent and workers' positions
gets unwi eldy. The union on the other hand | oses votes
I f workers becone supervisors. Hence the union opts

for the alternati ve of enhanci ng t he grades.

The ot her persistent issues had been (1) provision
of housing (2 provision of loans and (3) protection
from the 'arbitrary' disciplinary procedures of the

managenent .
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Taking into consideration the relative financial
confort of the public sector enployees, the unions
search for ways to generate issues which would help
nobi | i se workers support. The various union |eaders'
attenpt to categorise the other |eaders as soft in
their approach towards nanagenent creates a situation
of allegations and counter allegations. | f one
carefully observes the post-el ection union-mnmanagenent
relationship, it conmes out clearly that the scope for
new attractive-issues is limted. The relationship
bet ween trade-uni on | eadershi p and nanagenent can hot -
up only on a few issues, many of which, again, are
confined to sporadic shop floor tussles. O issues
| i ke pronotions policy the union |eadership generally
adopts a conciliatory approach considering the
| npossi bility of "once for all" solutions. The
workers are well aware of it and promse of final

solution is not believed by them
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The inpact of the union on the working career of
the worker nust be seen in tw contexts. The first
relates to the ordinary worker who, being pragnatic,
chooses a |eadership which appears to have a naority
of workers behind them (ne ordinary worker observed,
"I would prefer to support the domnant |eadership
rather than be neutral. By doing so, | have access to
the shop |eaders of the union who cone to ny rescue
when | face trouble. M/ supervisor is careful enough

not to victimse ne because | amidentified wth the

dom nant group."”

The ideology of the union |eaders especially in
the case of the comunists has only an indirect
i nfl uence on the ordinary workers. To the political
activist, the union takes on a different neaning.
Wiil e sone are active nenbers to spread their ideol ogy,
ot hers becone nenbers for the economc gains they hope
to get through active involvenents in representing and

working for the union. Union is also a "Power
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center". Its |eadership has a special status vis-a-
vis the workers and the nanagers. The union activist
is called for worker-nmanagenent dialogues at an equal
level. Hs personal equation with sone of the nmanagers
can help sone workers, whose personal problens can be
posed with synpathy before the mnmanagenent. The
managenent, on the other hand uses the union |eaders to
communi cate the "real problens of the mnanagers"” to
the workers in general. Anong the activists there are
two types. First are the ones whose activism is
confined to the workplace and the second are the ones
who extend their influence into the broader political
life as well. Both types utilise the union and its

dom nant status to fulfill their objectives.

| ndustrial relations and organi zati on

The managenent while controlling and directing the
workforce has to deal with the trade-union at two
| evel s. At the first level are the internal |eaders

and at the second |level are the external |eaders wth
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their political influence. The external |eadership
derives its strength either from the ruling political
party or its potential of nobilising public opinion.
The managenent has to be generally tactful in not
antagonising the external |eadership since, unlike the
internal leadership, it has an ability to directly
affect their Ilife. In HMI' of Hyderabad, from the
| ndi vidual worker on the shopfloor to the top elected
| eader s, the world of the workers 1is highly
politicised. It starts from the basic relationship
between the worker, Supervisor and the shop steward.
Their triadic relationship on the shopfloor is crucial
for the process of production. The pace, the quality
and the quantity of production is determned by their
attitude towards each other. Wile the worker and the
shopsteward derive their strength from the trade union
which gains its influence from the larger political
at nosphere, the supervisor has the responsibility to
carry out the nmanagenent's objectives of production.

Wiil e the managenent provides him with the fornal
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authority in the form of inposing sanctions against the
erring workers, the actual performance of work includes
the informal aspect of his treatnent of workers. t he
exam nation of the relationship betwen worker,
shopsteward and the supervisor in the context of the
growh of the union provides us wth an understandi ng
of the dynamcs of the three roles and their inpact on

t he organi zati on as a whol e.

During the initial phase of its establishnent, the
HWI had a snall workforce. The trade union |eaders
were entirely fromanongst its workers, the comunists
wth their working class ideology could gain many
benefits for the workers wthout affecting the
cordiality at the shopfloor level. The union activist,

apart from gaining benefits for his co-workers was

instrunental in the healthy functioning of the
or gani zati on. The HVIT of Hyderabad was a successful
and highly profitable institution. Al t hough the

i deol ogy of communists created a vigorous political
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at nosphere, it was not a threat to the relationship of

wor kers and supervi sors.

As the plant expanded and the workers grew in
nunber, the external political intervention started.
The workforce of HMIT now assuned the proportion of a
si zabl e urban vote bank. The inposition of national
energency in 1975 created conditions for the external
| eaders to stake a claim for union |eadership in HW.
It coincided with a glut in the narket for the nachi ne
t ool s. The workers were given a choice to elect
external |eaders who could interact wth the managenent
through the higher political levels. The entry of the
external |eaders in 1975 brought about a split in the
internal |eadership and Padnma Rao for the first tine
realised the benefits of aligning with the external
| eader shi p. Wth the split, the grip of the
shopst ewar ds weakened.  The nanagenent taking notice of
the fluid situation, decided to take a tougher Iine

wth the workers, who could not depend on the
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shopst enar ds because of the di ssensions anong the uni on
| eader shi p. For a while the attitude of the nanagenent
resulted in dividing the shop stewards and the workers.
At this junction, different political groups realised
that only the tough and fearless shop stewards can deal
with the supervisors and attract the worknen towards
uni on i ssue. Hectic activity was recorded, wth
shopstewards threatening the supervisors, and workers
becom ng adanmant against the nmanagenent. The
activities of the union took on a new turn and
shopfl oor tussles becane najor issues. The coordi nated
activity of the earlier tine in putting forward and
solving demands was absent. D sciplinary procedures
becane the major area of confrontation between the
uni on and managenent. The external | eadership was al so

instrunental in raking various issues |like the region

and the caste.

The tradition of anti mddle-1evel nanagenent

postures by the worknen has its roots in the entry of
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the external wunion |eaders. The view that the
supervi sor and the worker share the common objective of
mai ntaining the efficiency of organization got
vi ti at ed. Wth the strained relationship between
shopsteward, supervisor and worker on the shopfl oor,
the nmanagenent took recourse to applying the fornal
nmachinery of rules and regulations to discipline the
workforce. As a counter neasure to the inposition of
rules, the union resorted to go slow and tool down
strikes on petty issues. Anongst the workers there was
general negligence of work. It affected the quality of
product and increased wast age. The pragmati sm of the
workers operated only to the extent that they chose
mlitant shop stewards who readily offered protection
agai nst the supervisors, who on the instructions of the
managenent resorted to the nechanical application of
official rules of the book. The shop stewards on the
other hand needed the protection of the political
bosses. They supported the external |eaders because

the internal |leaders did not have access to the highest
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level s in the managenent. The dependence on the
external |eadership was clearly illustrated by the
results of the 1989 union elections, when all the
internal leaders including those who had their
connections wth the politicians were rejected.
Janardhan Reddy, a "fire brand" trade-union |eader of
the congress, was elected who |ater becane the | abour
mnister in the governnent of Andhra Pradesh. The

workers of HWMIT now have the |abour mnister as the

Presi dent of their union.

The dom nation of the external |eaders was part of
the process of the politicization of the workers. The
internal |eaders |ike Poornachandra Rao and Padnma Rao,
who lost their ground continued their efforts to regain
the support of the workforce. In 1978, t he
establ i shnment of the lanps division provided themwth
an additional workforce of nearly 2000. The | anps
division becane the battle ground for extending their

i nfl uence. The industrial relations of the |anps
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division were so poor that it started as a |oss-Baking
unit. The nmachine tools division continued wth its
tradition of established procedures of work. It coul d
be clearly observed that the discipline anong the
wor kforce of |anps division was poor conpared to the
machi ne tools division. The reason was that the senior
workers who had experienced discipline and the
resultant benefit to the organization continued to
| nfl uence the younger workers to sone extent. The
| anps division |acked this tradition. The majority of
the lanps division workers were young and heavily

| nfl uenced by the powerful |eaders.

The managenent of the |anps division also tended
to enforce rules and regulations to deal with the
shopfl oor tussles. The union and the workers responded
by questioning the attitude of the mnanagenent. The
repetitive application of the sanme nethod of coercion
by successive managenents created a condition of deep
aninosity wth the managenent. It is possible that the

managenent, by taking a conciliatory approach, could
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have altered the course of industrial relations. | t
seens as if neither the workers nor the nmanagenent were

really concerned about the health of conpany.

The close study of industrial relations in HVI
reveal s that both the managenent and the workers treat
the organization as a mlching cow where none of them
have the responsibility of caring for the organi zation.
The workers and the union resort to pure 'econonmsm,
not caring for the consequences of their actions for
t he organi zati on. The nanagenent on their part also
seens interested in concentrating only on the m ninum
required work, so that sone how the conpany can be kept
going. Eficiency of the organization is not the goal

of either of the groups.

Appr oach of the uni on | eadership

Each trade-union leader in HVWI adopted a specific

approach to sustain his |eadership anong the workf orce.
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Poor nachandra Rao, the |eader of communi sts depended on
the cadre to influence the workforce. He believed in
the ideology of communi sm and when the workers needed a
union with an established pattern of operation and wth
a clear authority structure in the union, they had a
ready choice in comunists. Poornachandra Rao |ead the
cadre and involved it in the propagation of the class
i deol ogy. H's nethod of operation was to canpaign wth
the help of the cadre. The cadre indulged in a person
to person communication wth workers. Poor nachandr a
Rao's activity was the ideological training and
organizing of the cadre. Padna Rao operated in a
different way. In an interview with him he showed
scant respect for the workers. He stated that each
election brought into focus certain issues. \r ker s
reacted to these issues and elected their |eaders.
Hence, the clever manipulation of issues can be
i nfl uence the workforce. During the process of
elections, a clever |eader can divert the attention of

workers which can pave the way for his election to the
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of fice. In his canpaign, Padma Rao brought up issues
|ike the Telangana regionalism the ineffective
functioning of the other |eaders and the corrupt

practices of the nmanagenent. He projected hinself as a

tough negotiator wth rmanagenent. For all his
opportunistic alliances, he could still naintain the
stature of a leader and still be a powerful force iIn

the union politics.

The external |eaders |ike Nayani Narasi nha Reddy,
Badri Vishal Pitti* and Janardhan Reddy adopted a
different approach. They concentrated on the rank and
file. Their main focus was on the issues of protection
of workers' interests and struggle against the
arbitrary disciplinary procedures of the nanagenent.
They clained that the internal leaders with their jobs
in the factory were constrained in dealing wth
managenent. The external |eaders sought alliances with
the influential groups wthin the organization. The

internal |eaders unable to stand on their own supported
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the various external l|leaders fromtine to tine. Ther e
was no consistency in the internal leaders in sticking

to a long lasting alliance wth the external |eaders.

Badri Wi shal Pathi

As a | eader of the Telangana Pragga Samthi, he was
active during the separate telangana agitation. He
comands t he SUﬂpOI’t of those workers who strongly feel
a threat to the interests of the workers of the
Tel angana regi on. This fear of discrimnation started
when HMI began to expand and workers belonging to the
Andhra region signalled the departure of nearly 15
years, Wwth the help of Padnma Rao, he successfully
contested the election and was elected as the president
of t he uni on in 1985.
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Chapter - 111

Managenment and the organi zati on

Managenent plays a crucial role in co-ordinating
various activities in the organization. In industries
like the machine tools, the responsibility of the
managenent is nore crucial for the spread of technol ogy
to other industries. As Nathan Rosenberg puts it,
"the machine tools industry as a result of
t echnol ogi cal convergence, played a unique role both in
the initial solution of the technol ogical problens and
in the rapid transmssion and application of newy
| earned techniques to other users. W& suggest that the
machine tool industry nmay be regarded as a centre for
the acquisition and diffusion of new skills and
techniques in a nachi nofacture type of econony. Its

chief inportance, therefore, lay in the strategic role
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N the | earning process associated with
lll

iNndustrialization.

The Hyderabad unit of HMT specialises in the
special purposes machines. The latest in the machine
tool technology consists of computerised numerical
control (CNC) machines. Advanced countries widely use
this technology in various areas of industrial
production. Inspite of the claim of sophistication,
Indian machine tools industry has not kept pace with
CNC machine production. Although HMT supplies
technology to the other third world countries, it is

not in the area of CNC machine production.

An R & D unit within a company such as HMT has two
types of tasks, viz., improvement in the current
technology through minor innovations and working at the

frontiers of technology to introduce more advanced

1. Rosenberg Nathan, 1988. ' Perspectives on
tPerchnoIo y;[8 Cambridge: Cambridge University
ess. i
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concepts of nmachine tools present in the advanced
countries. As far as the nore nundane task of constant
| nprovenent of machines which have a large current
narket, it appears that very little work is done by the
R & D group. This is very unfortunate. S nce the
potential for inprovenent in the existing technology
has to be fully exploited through nore efficient use of
materials and energy such an approach coul d be of great

| nportance for the I ndian industry.

Since a few years the R & D group had been
concentrating on conputerised nunerical contr ol
machi nes. Their devel opnent is discussed in this

secti on bel ow

Aspects of technol ogy - ONC nachi nes

Sunil Mani, one of the researchers of public
enterprises explains, "at Ileast sone of the products

claimed to have been developed by the firm (HVWI), Iike
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CONC nachines for instance is not just the output of in-
house R&D, but also due to the joint devel opnent
agreenents which they had wth other partners.
However, it is quite significant that none of these
Il nnovati ons have been patented inplying thereby that
they do not appear to be innovations of a najor
nature."? There are various problens in the

producti on of ONC nachi nes. The application of O\C

machines is still limted in the Indian industries.
The application of ONC machines is still limted in the
| ndi an industries. Hence the production of ONC

machi nes for specific users is restricted.

Sone of the conponents of the CONC machi nes, Vviz.
the DC Drives and Software should be of high quality.
Al though Indian conpanies |like Fenner [Drxives or Telco

Produce these conponents, HMI opts for inporting them

2. Mani Sunil, 1988. 'Technical dependence in Indian

ublic sector' der abad: Institute of ubl i c
Pnter prises. P Iﬁl4 P
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because of their wuncertain quality. The | ndian
conponents, the nanagers pointed out, cause problens of
| ong term mai nt enance of nmachines to the users and as a
result Dbring down the production values of HWI
pr oduct s. Thi s situation  suggests | ack  of
i ndi geni sation of foreign technology. The dependence
on foreign inputs results in the escalation of costs of

hi gh-tech products such as the ONC nmachi nes.

A CNC machi ne developed with the help of KIM
(Germany) was on display at the nachine tool
exhibitions held at Bonbay and later in Germany (in
1990) . This machine has not been produced for sale
yet. The team of engineers who devel oped this system
voi ce their disappointnment. One of the engineers sad
that the productionising of this nachine was stalled
due to internal politics. The leader of the teamis in

conflict with his superior in the hierarchy.
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Technol ogy - other issues

The HVI nachi ne tools division depends on foreign
collaborations for aggradation of technol ogy. Thi s
t echnol ogy has been absorbed to achi eve higher |evels
of self-sufficiency and also to contribute to the
export potential, especially totheother third world
countries. But, as one of the nmanagers put it, "wth
35% of the market share and a near nonopoly in the
sphere of speci al purpose nachi nes, the HVI shoul d have
attai ned nuch nore." In the nachine tools area the
change is rapid: a sinple absorption of one type of
I nported technology does not result in Independence
fromforeign technology. Innovation and R & D have to
be in-built Iin the system The sluggi sh system of
public sector enterprise like HVMI has not been able to
keep pace wth the internationally generated
t echnol ogi cal devel opnent. Qur concern here is not to

undermne the achievenents of HVI but to highlight the
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negligence of R & D in pioneering areas like the ONC
machi nes. Many of the managers are aware of the
internal problens associated wth enployee norale and
co-ordination of production activities wth R & D but

feel thensel ves hel pl ess.

Sone of the requirenments of machine tools by
| ndi an conpanies are not within reach of production for
HWI. The defence factory in Avadi continues to depend
on foreign conponents in the production of T-72 tanks.
The Avadi factory purchases its requirenents from
'Shies', a CGernan conpany, The high-precision nachi nes
inported by the conpany require naintenance and for
this job the Avadi factory has an arrangenent w th HW.
The personnel of HVI receive their training in 'Shies'
and inturn help Avadi to nmaintain its machinery from
tine to tine. The technical know edge of these
personnel is put to use by HVI in devising high-tech
machinery and to inprove its paraneters of capacity and

qual ity of production. HMI, through this nethod, could
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| nprove the production of wvertical turning |ayers
hori zontal boring nachi nes. But in the production of
t hese machi nes HMI' encounters the problem of raw
material and poor quality of conponents. The raw
material available in India is not upto the standard
and the conponents made with this material do not
wthstand the load. This factor forces HW to turn to
the foreign conpanies for conponents. It proves
extrenely beneficial to the foreign conpanies to supply
not only technology but. the subsequent flow of
conponent s. The Indian conpanies and the process of

| ndi geni sation suffer.

| npedi nents to efficient nanagenent - Caste

The issue of pronotions in the nanagerial cadre
conplicates their performance. The s and the ST's
receive their pronotions on a priority basis and after
every block three years of service. The pronotion of

the rest depends on the availability of vacancies and
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on considerations of nerit. Wth very few vacancies in
the managerial cadre, the managers belonging to the
reserved categories supersede their senior wthin a
short period of tine. the following diagram
illustrates, the quick pronotions and resultant

i nfluence of 'caste' in the authority structure.

The follow ng diagram shows how the reserved

category enployees attain quick pronotion inspite of

t he | ack of vacanci es

| NDEX

A. Seni or Managers >
B. Juni or Managers <
C Engi neers A
D. Super vi sor ~

Reserve Categories #
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1980
1983
A. > > Retd.
A. <
B! ":. -[:. E_ < -
Cl o i -

1986 1989

A. - A. < # #

B. # # i B. A - -

Ca - s o L C A, A, - -

DI L - -y e — ~ D 2 - - - e — -
Reper cussi ons - 1. nore managerial positions

2. supercession of seniors 3. inbalance in structure.

In HVI there are nmany instances of reserved caste
category juniors in service who are commanding the

seni ors.
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Wth vacancies becomng scarce, there is fierce
conpetition anong the non-reserved categories for
pronot i ons. The managers explain the presence of the
ranpant casteism in pronotion and recruitnent as
originally due to the introduction of the caste factor
in the case of reserved castes. It was suggested by
sone informants that those nanagers who bel onged to the
caste of the GCeneral Manager received quicker
pronotions. Caste related favouritismwas al so brought
out in relation to the selection of personnel to be
sent abroad for training, and the pronmotion to key
manageri al positions. The caste factor is often
strengthened by the fact that it overlaps friendship
networks as well. The longer the existence of a caste
in the organisation, greater the possibility of
informal factors underlying favouritism helping its
nmenbers to be ahead in conpetition. Vari ous issues
became highly politicised due to the factor of caste.

The tradition of favouritism based on caste 1is
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general ly expect ed. Al t hough managers conpl ain of
inefficiency due to this factor usually referring to
the isolated cases of |ower caste pronotions. However,
they thensel ves engage in it when in position of power.
This probably is at |east one reason which explains the
conti nued dom nance of the domnant castes such as

Brahm ns, Reddys & Kammas in the HMI nanagenent cadre.

* An associationo f backwardcl assesexistsi nHW.
This association consists of enployees of all grades
i ncluding the namnagers belonging to the backward
cl asses. Wien a worker of this association faces a
problem a manager belonging to the sane association
cones to his rescue. In this way the association
bridges the difference between a section of nanagers
and workers. This association, indulges in pressure
group politics in the organisation. Since the
representation of backward classes is a politically
sensitive issue, the managenent handles it through

conpromse. However, this produces envy anong the rest
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of the workers. Their quick pronotions and other
privileges affect other workers and they express their
unhappi ness openly. the caste based politics of the
wor kforce affects the productivity and the nmanagenent
is increasingly finding it difficult to maintain a

heal t hy at nosphere of work.

VWr ker - supervi sor rel ationship - The power gane

The officers association, which by and large
conprises of mddle and | ower managenent cadres is not
officially recognised and has a conparatively weaker
bargai ning strength as conpared to the workers' union,
the officers' association is not able to handle their
grievances especially when the issues also involve the
trade-union nenbers. As a result many supervisors feel
a sense of 'powerlessness'. They feel that they have
no say in the decision-nmaking process at any |evel.
They are al so not organi sed enough to raise their voice

agai nst the top nanagenent. they are accountable to
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the top managenent for realising the production targets
while the workers' cooperation is fitful. The
supervisors neither have the collective strength that
the workers enjoy nor are they vested w th enough
authority or power in the formal chain of command to
handl e situations fearlessly at their |evels. In an
i ncident of a worker being caught sleeping in the
wor kpl ace, the concerned supervisor initiated action
agai nst the erring worker. The worker pushed his case
through the union and clained that the supervisor,
because of personal grudges, had foisted fal se charges.
since there was no evidence for the incident, the
supervi sor was unable to prove the charge. The fi nal
outcone of the proceedings resulted in the supervisor
being transferred to another departnent and the worker
escaped w thout punishnent. The supervisors very
rarely initiate action against worknen. Lhl ess the
managenent adopts a conscious policy of tightening the
i npl enentation of rules, the superyi sors, in the nornal

course of doing their jobs, do not use the official
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rules because of the fear of retaliation by the
workers' union. The end result is that the production
suffers in quantitative and qualitative terns. As on
of the, supervisors explains, "There are several
activists in all departnents who are given to violent
ways. They shirk work but ensure that we do not report
the natter to the authorities. Sone of wus infact,
performtheir work and neet the work targets in order
to avoid the wath of the managenent. Those of us who
have risen from ranks escape the mschief created by
the negative elenents as we have our own contact wth
the union and other workers. The new manageri al
appoi ntees, unfortunately get victimsed for the

truancy of the m schievous elenents.”

The | anps di vi si on

The plight of lanps division is a clear exanpl e of
the difficulties a public enterprise faces in

conpetition with the private sector. The HMI | anps



121

di vi sion manufactures |anp chains, which consist of the
total apparatus of lanp-nmaking from caps to filanent
and donme. UWnfortunately the new manufacturers of bul bs
in India are preferring the inported |anp chains.
Because of the poor sales of lanp chains, the HVI now
depends on the production and sale of bulbs in
conpetition wth I mported technol ogy | ed by
mul ti nati onal s. In the extrenely conpetitive narket
pricing and nmarketing policies determ ne sales and
profits. The HVI follows Philips, the market |eader in
its pricing policy. But the nargin of profitability of
Philips is much higher as conpared to HMI bul bs.
Excess nmanpower is one of the crucial reasons for high
production cost of the HVI bul bs. In addition to the
excess nmanpower, the workers of the lanps division are
conparatively younger and active in trade-union
politics. Any effort to reduce nanpower inmmediately
causes a revolt in various departnents. The private
sector domnates the network of retail sales. The

absence of enphasis on retail sales results in poor
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sales and | osses. Inspite of a nmarket share of nearly

10% the HMI is not a profitable concern.

The issue of corruption

HMIT enploys qualified sales executives to scout
for prospective custoners and increase sales. The
sal es executives are required to visit different places
to convince the custoners of the quality and price of
pr oduct s. These sales executives, it is alleged,
i nstead of pushing the products of HWI, succunb to the
mani pul ati ons of the conpetitive firns. VWor ker s
observe that nore often than not, the sales executives,
when on tours to pronote sales, are known to divert the
order to the conpetitive firns. By doing so, they
benefit in two ways. First, they receive the traveling
expenses and ot her allowances from HW and second, they
al so receive commssion from conpetitive firns for
providing themwth orders. The exanple, if correct,
suggests ineffective control over the activities of

enpl oyees. The private sector engages in a high
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pressured narketing and is thus able to retain its
domnant position. Wile the entry of public sector in
the area of consuner goods |like | anps can be questi oned
on the grounds that lanps are neither strategic nor a
basic input for any other industry, the loss of

mllions of rupees on this product seens unjustifiable.

Quite apart fromthe already discussed probl ens of
the lanps division, a union official in a discussion

poi nted out the follow ng factors -

1. The purchase of packing material in the form
of corrugated role boxes and gum tapes is
effected to the tune of rupees one crore per
annum Nearly 40 to 50 per cent of this
pur chase goes waste because of the cheap
quality of the naterial. The allegation from
the union is that the nanagenent gets a cut
in the purchase of the <cheap quality

mat eri al .
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An  inportant nenber of the nanagenent, for
his personal gain reduced prices of |ead
glass tubes to the extent of 5. 6 to Rs. 7
per kilo gramand sold it to one Ms. Panana
El ectricals of Calcutta. The wunion has
| odged a conplaint with the managenent
i ndicating the purchase of bul k conponents as
scrap by Pananma Hectricals. It was pointed
out that this conpany is nmanufacturing
duplicates of HMVI bul bs. The managenent is
al so responsible for selling the lead-in-wre
machines to this conpany. These nachi nes
were bought by HMI by spending precious

forei gn exchange.

The nmachine tools division has its share of
such practices. Machi ne designing is an
| nportant aspect of manufacturing which can

be wundertaken by well qualified personnel.
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HVIT has a designing departnent which enpl oys
qualified personnel. A private conpany (MAR
of Bal anagar) situated near HVI' al so produces
i dentical nmachines. The owner of the conpany
i nfact was a nmanager of HWVI before he started
his own conpany. The nachi nes produced by
the private conpany cost |ess and therefore
enjoy a natural advantage of |ower price.
The workers in the design departnent of HWI
say that it is not possible for two different
conpani es to produce nmachines with identical
designs unless there is a | eakage of designs
to the conpeting firm  Wen the conpeting
firmsecures the design of a nachine, it can
reduce the cost of production because the
i nvestnent required for designing is saved.
It is alleged that HWI' is |l osing its busi ness

to conpeting firns because of such practices.

While the spread of such infornation against
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managenent is creating problens of norale anong the
workers, low norale is affecting the attenpt of the
managenent to revive the conpany. A though individual
managers should be held responsible for such practices,
the entire managenent is branded as responsible for
such acts because of which even genuine acts of the

managenent are skeptically viewed by the workers.

Profits in public sector

During the year 1990-91, while the target for

machine tools division was to conplete Rs. 52 crores

worth of production, till Decenber '90 only Rs. 12
crores worth of production had been achieved. In the
remaining nonths (three nonths), the targeted

production of approxinmately Rs. 40 crores was achi eved.
The engi neers pointed out the various nethods by which
the targets are shown as achieved on a paper. Bef ore
the nonth of March, inconplete nachines are 'sold to

the user industries and the remaining part of the work-
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conpletion is effected at the erection site of the
buyer . The engineers of the servicing departnent
conplain that they had to be outside HVI for much of
the tine during a year to erect inconplete nachines.
The buying of inconplete nmachines helps the other
public enterprises because they can spend the allotted
gover nment budget wthin the financial year .
SSmlarly, the Banks which offer loans can also
register the amounts of loans as offered before the
closure of the financial year. The engineers give the

exanples of BHEL and Railways where the service

engineers of HVI are still conpleting the unfinished
machines sold in the previous year i.e. 1989-90.
"Fulfilling the target”" in HMI is thus highly

dubi ous. Quality of production is seriously affected

by such practices.

The HMI' is not only a conpany producing
commodities, but the capabilities of its technical

personnel are often used by other public sector
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concerns for repairing and re-erection of nachines.
Sone of the incone and profits are generated by these
t echni cal / consul t ancy servi ce. In the erection of the
Rai | way conveyor (wheel and axil), the conpany earned a
profit of nearly Rs. 4.5 crores. Simlarly,in the
dismantling and re-erection of old nachinery at BHE,
Hari dwar plant, HWI earned huge profits. The HMI' has
al so undertaken re-conditioning of machinery at BHEL,
Hyderabad and at Durgapur steel plants. This kind of
wor Kk, though beneficial for the conpany, is in no way
related to the actual goal of the conpany which is the
production of quality nachine tools. These activities
which should be subsidiary to the nain activity of
machi ne tool production, are often providing a najor
proportion of the profit. Since the profits of a
public sector concern are earned from performng work
i n another public sector concern, there is sonetines a
feeling that the turnover and profits are being
i ncreased through collusion between nanagenents of

public sector concerns. There is need for proper
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nmonitoring of these activities by inpartial technical

experts.

Herarchy - the role of General Manager

It can be seen that a policy decision has to pass
through the hierarchy of nanagerial positions to reach
the level of inplenentation. At various levels, the
co-ordination of managenent is very crucial for the
formul ation of guidelines. The general manager
provides a direction to the various operations of the
nmanagenent . Each general nanager brings wth him a
style and a pattern of functioning. Wen Krishna Us
was the General Manager it seens the naterial purchases
were systenatically planned. A pre-planned budget for
purchases led to approaching the right seller who not
only offered credit but also supplied good quality
material in appropriate quantity. Prior to Krishna
Us's tenure, the arbitrary spot purchases had resulted
in the purchase of poor quality raw naterial at excess

cost . Smlarly, the following illustration explains
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how the policies of the top managenent affect
efficiency of the worker. A though |anps division has
the required nachinery to nmanufacture all t he
conponents for naking bul bs, sone conponents are bought
froma private firm VWrkers argue that sone of the
officials of the [anps division who had links wth the
private conpany, obstructed the manufacturing of
conponents within the factory. At one tinme this was
facilitated by the fact that the technical supervisors,
who were trained by the foreign experts to handle the
i nported nachi nes, had left the conpany. Sone workers
pointed out to the managenent that they were confident
of operating the machines which were idle. The
managenent did not bother to consider their offer.
This situation prevailed till the appointnment of a new
Ceneral Manager. The new Ceneral Manager took
initiative and gave the workers an opportunity to prove
their efficiency. He was enlightened enough to allow
the workers to operate the nachines and prove their

nettl e. The workers on their part were successful in



131

operating the mnachines. The purchase of conponents
from the private conpany was stopped which helped in
reduci ng the cost of production. The revival of idle
machines is considered a significant achievenent by the
Wor ker s. They feel that given the right attitude of
the managenent, the workers will go to the extent of

assuming a Jlot of responsibility to nake the

or gani zati on sound.

In another incident, when the corruption charges
by the union were not yet taken up for investigation,
t he managenent, w thout a conplete grasp of the causes
for the deteriorating economc situation, concentrated
on stepping up the production by increasing the speed
of the machines. The work |oad consequently i ncreased
and the workers viewed it as arbitrary. The increase
in the workload not only put strain on the workers but
also resulted in higher wastage of raw naterials. The
wor kers expl ai ned, "when the speed of the nachi ne was

| ncreased, our novenent on the machi ne becane so rapid
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that it could not provide us wth enough tine for
careful utilization of raw naterial. For exanple, the
bul bs are generally put on slots on a rotating disc at
a pre-determ ned speed. Because of the increase of the
speed of the disc sone of us could not keep up wth the
speed and due to inproper handling, wasted a lot of
mat eri al . The bulbs either broke or did not |Iight

up. " Hence even if the production increased, the cost

of production also went up. The very purpose of

increase in production was defeated. Such policies
adopted by the nanagenent and ratified by the General
Manager not only created distrust anong workers but

also contributed to the already deteriorating financial
situation.

Broadly, the functioning of a General Manager
affects the follow ng factors,

a) the policy <concerning the disciplinary

| ssues,
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b) the decisions concerning the pace of

production and the procedures to

t he production schedul e,

| npl enent

C) t he gui delines concerning the approach to
handl e t he uni on, and

d) the orientation of mnanagers towards the
obj ectives of the conpany. This aspect is
related to the informal cliques that form

part of any nmanagerial set up.

Fi ve General Managers operated wthin a span of 15

years. |t can be observed that the frequent changes of

General Managers in HWI adversely affected all the

above |isted issues.

Per sonnel

The HVI had been facing an artificial shortage of

highly qualified manpower. For each technical
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coll aboration with a foreign country, personnel are
sent abroad for training. They undertake a service
bond of three years which legally restricts them from
novi ng out of the conpany for that period. Invariably,
after three years, they take up jobs in private sector
where they are offered attractive salaries and better
wor ki ng envi ronnent . The conputer professionals in
particular do not find enploynent in public sector
attracti ve. The conputer-professionals are in short-
supply in the high-tech areas in India. The private
sector offers very attractive salaries to those
personnel trained abroad. As discussed earlier, the
production of OCNC mnmachines gets affected by the
mgration of the trained personnel. In addition to the
unattractive salary structure, the career growh in
public sector is hanpered by reservations and highly
politicized environnent. In general, the problem of
turnover of trained workers to the private sector is a

maj or probl em
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The various issues discussed earlier contribute to
the overall functioning of the organization. The
followng diagram illustrates how the global industries

gai n conpetitive advantage.?

Firm infrastructure
(e.g. Fi nance and P anni ng) \
Support - Human resource nanagenent \

activities M

A
Technol ogy devel opnent 0

G

Pr ocur enent I

. ~N

|' 1

| nbound |Qperations | Qutbound | Marketing | After
| ogi s- ( Manuf ac- | ogistics| & Sal es Sales /
tics turing) Service

- /

T ——3Primary Activitiese——

3. Porter E Mcheal, 1990. The conpetitive advantage
of Nations. London: Billing & Sons. P. 43
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This diagrans illustrates howthe nmargin of profit
of a firmis dependent upon the efficient coordi nation
of various activities. As explained earlier, in
various activities |ike planning, hunman resource
managenent, technology devel opnent, procurenent,
mar keti ng etc. HMI' has serious drawbacks. As a
consequencet hecost of producti oni sveryhi gh. Ast hef ol | ow ng

diagram |l ustrates, afi rmhast onai nt ai nst andar dper f or rancei n

Suppl i er Val ue Fi rmval ue Channel val ue Buyer
chai ns chai n chai ns val ue

(DO stribution chai ns
or retailers)

various activities.?

Apart from the non-establishnment of perfornmance

values in the various spheres explained above, the

analysis of HVI can be attenpted by view ng nachine

4. Porter E Mcheal, 1990 1bid.
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tools as a global industry. The main link of HWVI to
the global industry being technology, the other
determnants of national advantage expl ain the survival

of HMI.°

Firm strategy

| chancelk-——————— *|structure and
m rival

,

N X
["'. B
N % K
_ 1.1" \ .3
Factor conditions, s Demand
land, labour,capital “~ condition
\ ~ ™
k |
\
|
\ |
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Related and supporting s {
industries x} |
'5“5#

5. Porter E Mcheal, 1990 1Ibid.
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Factor conditions. Land Labour, Capital etc.

In factor conditions, HVI has a natural advantage
of being a public sector concern. There 1s no
| nadequacy of |land and capital. However, it could be
observed that the l|abour policy was ineffective in
retaining qualified technical personnel. Smlarly,

with regard to capital, regeneration fromwthin was not

possi bl e.

Denmand condi ti ons

HWIT started off wth perfect denand conditions.
Being a nonopoly in various categories of nachine tools
a ready narket exists for HW. But after the initial
advantage, the consolidation of demand was not
possi bl e. Buyers now find it advantageous to inport
machi ne tool s. The process of indigenisation was not

snooth and also HMI could not keep pace wth rapid
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t echnol ogi cal change. In the changed narket condition
when HMI no longer has a nonopoly in various categories
of machine tools, there is an wurgent need for

alternative strategi es based on,
1. concentration on capital intensive and high-
tech areas of nachine tools,
2. concentration or supportive R & D,
3. conpl ete rethinking on manpower in line with

a) hi gher technol ogi cal status of conpany

b) inproved retraining facilities

c) pruning |abour and nanagenent costs through

noder ni sation of the organi zati on.

Rel at ed and supporting industries

Raw material and conponents are the key inputs
from supporting industries. There is unfortunately a

dearth of quality raw naterials and conponents. Thi s
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factor results in a major burden for HWMI because both
raw material and conponents have to be inported. To
avoid this situation, the HW can play a positive role
through its R & D and extension services in inproving
the quality of raw materials and conponents which is
dependent upon hi gher technol ogical status of ancillary

and supplier industries.

Firmstrategy, structure and rivalry

The strategy of HMI has changed over a period of
tine. The initial euphoria around special purpose
machines did not last long, due to high cost of
production, the nmargin of profit becane |ess because of
which the HMI had concentrated on general purpose
nachi nes. But after the 80s, the general purpose
machi nes proved less profitable because the private
sector vigorously entered the narket. As discussed

earlier, the structure of HVWI is too large and its
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managenent | acks maneuverability which is the key
requi renent for conpetitive market conditions. This is
illustrated by the political interventions in retaining
the unproductive nmanpower and the control over
i nvestnent in high-tech areas by the governnment which
itself is slow noving and unresponsive to changing
mar ket conditions. The governnent policy acted as a

crucial determnant of HWMI's performance. The HVI till

80's had enjoyed protected market. The shift of
governnent policy towards inport |iberalisation has
thrown HMI' open to international conpetition. As

trends indicate, the government is inclined towards
further liberalisation due to gl obal economc pressure.
It is essential to note that HW could not consolidate
its initial advantage to face gl obal conpetition. The
adaptation to the new policies is not just the concern
of HVII but nmany public sector enterprises in the high-

t ech areas.
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CHAPTER - |V

VWrkers attitudes to work

The workplace acts as an inportant source of
generation of attitudes. The attitudes to work inturn
have a crucial bearing not only on the quality of work
but also on the health of the organization. The
workers' attitudes to work affect the organization in
various spheres of its activity. The productivity of
an organization is a major issue that depends on
workers' attitudes to work. A disgruntled worker can
seriously inpair the snooth functioning of an
organi zation. Various issues |ike the uni on-nmanagenent
rel ati onship, the relationshi p anong enpl oyees, the
flexibility for innovation in the organization, the
goodwi I | of the organization depend on workers'

attitudes to work.

In the current effort to study workers' attitudes,
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the focus is on those issues which affect the
organi zation directly. The study also attenpts to
explain the relationship between workers' attitudes and
the health of the organization. An interview schedul e
had been admnistered to observe various facets of
workers' attitudes. The sanple frame included both
machi ne tools and |anps divisions. A total of 200
interviews (100 from each division) had been carried
out. The workers' views discussed in this chapter are
not only derived fromthe interview schedule but also
from the participant observation that preceded the

admni stering of the interview schedul e.

In devising the stratified purposive sanple, the
four inportant factors, age group, wage-grades, trade-
union affiliationand region of origin had been used to
gain the representation of the universe. e naj or
di fference can be observed between the sanples of
machine tools and lanps divisions. Lanps division has

conparatively higher percentage of younger worker's.
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The reason can be identified as the tinme-gap of
est abl i shmrent between the two divisions. The machi ne
tool s division which was established in 1967 has hi gher
percentage of senior workers conpared to |anps division
whi ch started its production in the year 1978. The age
group representation in the sanple had been
proportional to their nunber in the universe. Wth
regard to the wage grades, the sanple had been
proportionally divided into six categories. The
conbi nati on of agree group and wage grades provides the
coverage of various sections of the workforce.
Further, the trade-union affiliation of workers had been
equally distributed in the sanple. The four najor
political groups are represented in the sanple. The
two regional groups are represented in the sanple. The
two regional groups anong worknen, the Andhra and the
Tel angana, had been given equal representation in the
sanpl e. The followng tables indicate the actual
nunber of interviews conducted in each category of

sanpl e sel ecti on.
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The sanpl e frane

Machi ne tool s division

Age group 25-34 35-44 45- 60

Nunber of interviews 30 50 20
Wage grades |+lA 1] |11 Vi V M

Nunber of interviews 10 15 20 30 15 10

"Trade uni on" A TU PADVA RAO NAYAN NARA- | NIUC
Synpat hy S MHA REDDY

Per cent age 25 25 25 25

Regi on Tel angana Andhr a

Per cent age 39 61



Lanps divi sion
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Age 25-34 35-44 45- 60
Per cent age 50 40 10
VWAge grades |HA |11 11 IV V. M
Per cent age 20 20 30 20 5 5

Tr ade- uni on
| NTUC Synpat hy

aTu PADVA RAO N N REDDY

Per cent age 25 25 25 25
Regi on Tel angana Andhr a
Per cent age 43 57
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The Anal ysi s
Educati on/ Job hel d
Cat egory of workers Educati on Education Education
hel pf ul not has no
hel pf ul r el evance
for the
Job
Non-t echni cal workers 20 10 70
VWAge grades | and | A
Techni cal workers 68 12 20

WAge grades |1 & above

The majority of non-technical workers feel that
their education has no relevance for the job they are
doi ng. They assist the technically qualified workers
In such jobs as providing raw naterial and cl eaning the
premses etc. Their pronotion to wage grade Il is
cont i ngent upon their acquiring t echni cal

qualification. The technically qualified on the other
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hand get the allocation of jobs according to their
specialisation. Ex. Ftters, turners etc. They feel
that their past training is essential for their jobs.
The difference in the replies can be attributed to the
nature of their |obs. For the question on their
interest to pursue higher education, the follow ng

replies are given.

Category of workers Yes No
Non- t echni cal 28 72
Techni cal 32 68

The majority of the workers do not intend to
pursue hi gher education. The opinions of both the
technical and the non-technical workers are simlar.
Al though the technical workers feel that their past
education is relevant for their job, they are
di sinclined to pursue higher education. The secure job

and the tine-bound pronotions mnmake higher education
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irrelevant for them This attitude can be regarded as
a typical response of public sector enployees. The
nmere acquisition of a public sector job offers a
confortable career with periodic pronotions and regul ar
i ncrease in salary. A typical response of a worker

expl ains the attitude.

I had waited so nany years to join a conpany |ike

this. | am secure now and ny life will continue Iike
this until | retire. | have no intention to change the
j ob. | do not think other workers wll have such
intention."

Anot her wor ker says,

‘There is no need for nme to pursue higher education.
The salary is adequate and the job not difficult. The
pronotions are regular. The pursuit of higher
education disturbs ny peaceful routine and | do not

intend to do it.
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A simlar response of another worker indicates,
"why do | have to pursue education? | get ny
pronotion after every three years. As | becone a
seni or worker, | enjoy a nunber of other benefits as
wel | . | neither have to change the conpany for a
better job nor do | have to worry about pronotions. I
do not want to trouble ny peaceful life by worrying

about hi gher education.™

The replies of workers clearly indicate their
conpl acency about, nore or less autonatic pronotions.
The replies point out that timnme-bound pronotions create
a confortable atnosphere of work to the extent of
br eedi ng | azi ness. Efficiency of a worker is not a
criteria for pronotions. Hence, commtnent to the work
is not linked to career advancenent which leads to a
nonchal ant attitude towards work in the workforce. As
a result, one can observe the workers diverting their
energies into various areas other than work. For

exanpl e, the workers involvenent in petty business |ike
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selling cloth and chit fund indicates the leisure
avai l able to them The tinme a worker devotes to the
activities of the union is considerable and would not
be possible in a situation of coomtted involvenent in

t he worKk.

Wthin the 28% of the non-technical and 32% of the
technical workers, the majority are willing to pursue

education for career advancenent w thin the conpany.

The followi ng figures indicate the responses.

Car eer advancenent Knowl edge for To change over
wi thin the conpany the job for a better job
90% 2% 8%

The non-technical workers require a technical
diploma in the formof LCE or LME for pronotion to the
wage grades above WA and [|A The workers of these
categories express W llingness for higher education

only because their pronotions are contingent upon
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acquiring these qualifications. The two other options
"know edge for the job" and "change over a better
job" seemirrelevant for the rest of the workers. The
workers in HMI do not exhibit the tendency to be
nobi | e. The vertical nobility of pronotions is taken
care of by the tinme-bound pronotions and a change over
of job offers them little possibility of better
conditions than they enjoy at HVI, either nonetary or
in terns or of the working environment. It indicates
that the job security offered by the public sector had
been causing a negative inpact in restricting the
worker's potential to offer his best. To probe the
views of workers on the training facilities, a
suppl enmentary question is included. The question

pertains to the response of workers to the "on job"

trai ni ng.
'hjob" training The training The trainin%_is
adequate for the job not adequate a waste of fine

41% 46% 3%
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After the recruitnment of a worker, the training
departnent acquaints himwth the job and later as per
the requirenents the worker |earns various techniques
while performng the job. The workers of mnachine tool s
division feel that the initial training is not always
hel pf ul because a change in the nature of orders brings
in a change in the nature of work. The 'on job
training does not have any set procedures. There is an
absence of proper |inkage between the formal training
and the actual job requirenments within the plant. Even
those who receive training in the training departnent
of HVMI have to rely on senior workers to learn the
finer techniques of the job. So, the training
preceding the job is of |limted use. However, the
study reveals that the informal procedures dom nate the

node of inparting on job" training. Wile this
approach has its positive aspects, nuch depends on the
enpl oyee-conmmtnent to learn and the commtnent to

impart training by senior workers. This indicates that
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the planning for the 'on job' training is ad-hoc.
Unli ke the nmachine tools division, the lanps division
workers feel that their initial training is sufficient.
The nature of the on streamjobs in [anps division are
sem-skilled, routine, repetitive and nonotonous. iy
the initial training is sufficient for performng the

j ob.

To assess how for they felt satisfied with their
jobs, the question asked was whether they preferred a
change of job (within the conpany); the majority
answered affirmatively. Those who do not prefer a

change are by and |arge senior workers.

Wage grades Prefer change Do not prefer change
Wage grade |1V 32% 68%
and above
Wage grade 11| 57% 43%

and above
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The nature of work tends to support a worker's
continuity in the sane departnent for a long duration.
S nce the work i s nonot onous and tends to be routine, there
is little room for innovation. The senior workers who
establish a network of social relationships are content
with their work routine. This feeling nay also be
there because only a very few can expect a change of.
job any way. In the interviews, the senior workers
speak about their friendships and problens related to
pronot i ons. It is the junior workers who speak about
the boring nature of the work. The operators in
particular feel the necessity of a change of job. The
managenent on its part is aware of the negative aspects
of the nonotonous work and in the new personnel policy,
is attenpting to introduce a 'multi-job' schene which
would equip a worker with training to deal wth
mul tiple jobs rather than one single job. However, how
this schene would fare is for the future to reveal.
The analysis of the replies of the workforce indicates

that apart from the necessity of a viable pronotion
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policy, the linking of the rotation of jobs to the
pronotion policy has becone absol utely necessary. | n
other words the job satisfaction of a worker is |inked
not only to the pronotions but also to the nature of
work. However, a new schene in the environnent of HMI
of Hyderabad needs to be viewed wth skepticism The
various schenes introduced by governnent in the form of
quality circles and programres of workers participation
failed because of a disinclination for change in the
enpl oyees, both workers and nanagers. The required
notivation for change has been | acking. These schenes
had been fornally launched and left wthout a sustained
effort to make them a success in the |ongrun. The
planners of the programmes at a higher |evel adopted
the successf ul practices of the industrialised
countri es. (Ex. the programme of quality circles from
Japan and later UuS) . But, the actual perfornance
depended on the conditions of the individual
enterprises. The managers showed a lack of interest in

facing the challenges of change. Their lack of
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interest and absence of pressure from above contri buted

to the failure of various programmes.

The next question pertains to the facilities for
the workers. The followi ng table indicates the choice
of sonme of the mmjor concerns of workers. The workers
were asked to indicate their concerns in the order of

their inportance.

Concer ns The percentage of respondents
considering it as the nost
| mpor t ant

Housi ng 25

Provi sion of good 10

raw nat eri al

| npr ovenent in nachi nery 15

Pr onot i ons 20

Flexibility in rules 25

G hers 5
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The responses to the above question are not
uniform It appears that workers' perception of their
needs differ. However, a pattern can be identified in
their replies. Those workers who do not qualify for
the 'own house' schene indicate higher inportance for
housi ng. Simlarly, the senior workers who are
stagnant at wage grades V or M indicate pronotions.
Those who are or have been involved in cases of
conflict with managenent on various counts indicate
"flexibility in rules'' as the nost inportant concern.
Those who point to the economc situation of the
conpany and suggest renedial neasures, have a w der
Vi ewpoi nt . Such persons constitute nearly one fourth
of the respondents. In the case of the nachine tools
division, the workers explain the grow ng conpetition
and the repercussions of the inport pol i cy
| i beralisation. They suggest the nodernisation of
pl ant and nmachi nery as the i mmedi ate need. The workers

of lanps division criticise the nmarketing policies of
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the managenent. They feel that the governnent as a
matter of policy should direct all its departnents to
by their requirenent of |anps from HW. They question
the corrupt practices of managenent and slackness in
the nmethod of production. Wile their argunents do not
support the private sector, they feel that in order to
be efficient, the public sector needs to learn from
private sector in areas |ike managenent and narketing.
Reacting to the list of concerns, the workers discuss
the lacunae of public sector and explain various
practices that result in its slackness. S nce the
responses to this question resulted in discussion,
qualitative observations becone inperative. Sone
points of view expressed by the workers need to be
recorded here. The workers explain the leisurely pace
of work in the public sector. To quote a group of

workers in conversati on,

"If one visits the factory during the nonths

between May and Decenber, one would certainly notice
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the leisurely pace of work. The production gains
nonmentum only during the nonths between January and
Mar ch. The conpany gears itself to neet the annual
production targets during this period. The wastage of
raw nmaterial during this period is high because of the
hi gher pace of production which also effects the

quality of the product."

The workers of lanps division explain that the
problem of attaining production targets leads to the
sub-contracting of work during the nonths between
January and March. Sub-contracting not only results in
the under-utilisation of the existing facilities in the
factory but also creates dissatisfaction anong the
wor kf or ce. The workers point out that even
distribution of work throughout the year is essential

to increase the efficient and reduction i n costs.

The analysis of the replies leads to the
understanding that contrary to the popular notion of

public enterprises, sone of the workers are concerned
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about the health of their conpany and would like to

renove the anonal i es of the organi zati on.

Their concern for the organi zati on may be genui ne.
But the justification of their role in the organi zation
has an influence by the trade-union. Al t hough they
fight for and secure better economc gains than their
counterparts in private sector, the slackness in their
work it appear as |arger reasons than the secure job
they enjoy and the relative |lack of accountability. As
explained in the chapter concerning trade-union
dynamcs, the workers' every day life is governed by
the equations of power on the shopfl oor. A wor ker
affiliated to a domnant wunion enjoyed better
privil eges. A neutral worker does not exist. The
politicization of the workplace is so conplete that
workers essentially identify thenselves on party |ines.
Wen it cones to their relationship wth the
supervisor, the political issues of power cone in the

forefront. This factor is a major contributor to the
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| ack of work-ethic on the shopfloor. Wen economc
issues are sufficiently taken care off and
(ideologically inclined) political activity is ranpant
around him the workers' priorities of work life take a

diversion from productivity. A typical answer from a

worker is "the public enterprises are beyond
redenpt i on. The nmanagenent is not bothered about
profits. Wien they (nanagenent) face the task of
conpleting orders, | am forced to work. Wien they
think of relaxing, | have no work to do. | wll try to
nmake them realise that | cannot be taken for granted.

The union's job is to put the nanagenent to trouble
because managenent tries to be arbitrary with regard to

our perfornance. | support the mlitant activity of

t heuni on. "

Although it is largely true that the secure job
and economc gains contribute to their well being, yet
the economc prosperity of the workforce does not

reflect the over all economc health of their conpany.
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(he needs to opine that various other factors like the
politicization of the workforce and the weak nanagenent
in conbination with the security of service create an
at nosphere of poor productivity. Thei r socialization
in the environnent of public sector creates a situation
of politicization and concentration on those issues
which irritate nmanagenent, including the productivity
related ones. That the workers work only for nonetary

rewards cannot be true in the case of the HVI workers.

The worker-supervisor relationship is the next

area of inquiry.

Ant agoni sti c Not
t onwar ds supervisors antagonistic
Active nenbers of 70% 30%
the political groups
O dinary workers 22% 78%

Respondents feel that the active nenbers of the trade-
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union, i.e. shop stewards stand up against the
supervisors; while the ordinary workers do not oppose
the supervisor where workers interests nmay be in

jeopardy. As one worker put it.

“I'f | am friendly towards the supervisor, he
reci procates the feelings. | understand that he has
his constraints of getting the work done. Wen |
fulfill ny responsibility of performng the work, there
is little chance for confrontation and ill-feeling.

But not all workers have a simlar attitude and the

union activists take ontheirinterests in harassing the

supervi sors. "

Contrary to this view, the shop stewards feel that
the supervisors tend to exert undue pressure on
wor ker s. Ohly the presence of the union checks them
They feel that supervisors always want to please the
managenment . This situation necessitates the
intervention of the trade-union to check the i nproper

use of power by the supervisor. As one union steward
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put it.

‘M responsibility as the union representative is
to curtail the authoritative tendencies of nanagenent
on the shopfl oor. Due to the pressure of attaining
targets, the managenent arbitrarily introduces
procedures and pace of work. The supervisor is the key
person with whose influence the managenent tries to
control the workforce. |f the supervisor is not
controll ed, the workforce becones a puppet in the hands

of the managenent."

(h the contrary sone of the supervisors feel that
the trade-union |leaders exploit their lack of power for
political gains anong the workforce. By threatening
and controlling the supervisor, the trade-union |eaders
gain the synpathy of the workforce. To the question
why they can not use the powers to check the union
representatives, they reply that the nanagenent expects

peace on the shopfl oor. A supervisor who constantly
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conpl ains of trade-union or one who causes trouble to
the managenent by resorting to disciplinary action on
stewards, runs the risk of being inconpetent in the
view of the nanagenent. Qver a conversation sone of

t he supervisors explain.

"The managenent is interested in having a good
relationship with the union rather than in production.
The managenent does not want to handle the wunion
constantly because it is an irritable job. Hence they
expect us to handle the union at the shop |evel so that
they could be free of trouble. . V¢ are caught between
the trade-union and the nanagenent. The nanagenent
expects us to maintain order on the shopfloor by
accommodating the union leaders. W are not protected
by the granting of enough power to counter the trade-

uni on. "

The supervisors explain that the nanagenent

arranges to seek the cooperation of trade-union during
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To quote a worker,

"I approached the union representative to get the
clearance of ny loan form the office. The union
representative had his way of getting things cleared.
It would have been difficult for ne to get this |oan
cleared on ny own because the officials never would
have cared to listen to ne. | always approached the

union representative for the work in the office."

Anot her wor ker adds,

"The wunion representative has an obligation to
help nme or | wll vote for a different person next
tinme. | do not hesitate to approach the union

representative for ny work."

The workers develop an informal network of
rel ati onshi ps. Wile sone networks operate on the
basis of their affliation to the trade-union, others

operate on various comon interests like the snall
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busi nesses they operate outside the conpany but often
in their residential neighbourhoods. The various
political groups involve in a fierce conpetition to
gain a follow ng anong the workforce. Al so, the
performance of the official trade-union cones under
constant scrutiny by the workforce and change of
opi nion about a particular party or | eader takes effect
within a short period of tine. | ssues |ike the del ay
in the release of noney for the purchase of shoes and
the insistence of the managenent for cash receipts as
evidence is viewed as an affront by the workers, and if
the union | eaders are unable to get the admnistration
to accept the clains of the workers, their inage goes
down in the eyes of the workers. These infact were the
"conpl ai nt s" reported against the recently elected
union. The workers also conplained that the provision
of uniforns was delayed and they blanme the union for
not handling the issue effectively. The follow ng

statenent of a worker explains the process.
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‘Last year the provision of uniforns and rel ease

of noney for the purchase of shoes was pronpt. The
union of last year was able to influence the
nanagenent . This year, these things were not only

del ayed but the managenent insisted on production of
cash receipts of purchase. | voted for this year's
union, thinking that it would be powerful against the
nmanagenent . |f the union can not handle such snall
| ssues, what will they do about conplicated and bi gger

| ssues. "

The issues concerning discipline and fringe
benefits appear very inportant to the workers of HW.
Also, a union's inmage depends on how it handl es these
i ssues. The union |eadership is under workers scrutiny
during the entire duration of its office. At election
tine the effectiveness or failure is judged against

thei r record.

The answers to the question on political loyalties
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showed that except for the commni st supporters, the
rest of the workers shift political | oyal ti es
frequently. The specific political atnosphere at each
election is different. Al types of internal and
external issues are bandi ed about. Personal ity based
followng anong workers is a mgjor factor in HWVI
politics and despite having ousted the commnists from
| eadership of the union, the workers feel that the
|ater crop of |eaders after communist "regine" are
not only over-confident, but take the worker for
granted. However, at election tine sone issues take on
an over-riding inportance. Thus the issue for the 1989
election was the loyalty and coomtnent of |eadershinp.
They detest the opportunist alliances between various
groups. The workers prove that neither the |eaders nor
the political groups can predict the behaviour of
workers. The pragmati smof the workforce is evident to
the extent that they can keep the political groups busy
working for the interest of the workers. It also |eads

to the proliferation of groups and vibrant political
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activity. Surprisingly, the workers of HMI exhibit a
tendency to give decisive nmandates during various
el ecti ons. The choice not only varies from tine to
tinme but the crystalisation of workers' views in the
choice of wunion is clear. The voting behaviour

reflects the strength of their collective thinking.

The workers' attitudes towards nmanagenent provides

the follow ng responses.

Managenent as efficient Managenent as not efficient

18% 82%

The majority of the workers of HVI do not regard
the managenent as efficient. In their judgenent of the
managenent, the workers largely ignore their own
responsibility for conpany's affairs. Wiile they can
explain the policy |lapses of the nanagenent, the

productivity aspects of a worker does not attract their
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attention. The workers consider that the factors of
efficiency like proper wutilisation of raw material,
curtailment of wastage and a proper bal ance between
quality of production and pace of production are the
sole responsibility of the nmanagenent. The sane
failures of the conpany are presented as the failures
of the nanagenent. As we know, the go slow tactics,
the deliberate increase in wastage and abuse of raw
material form part of any protest which result in a
direct loss to the conpany. For the question whether
this behaviour of workers does not anmount to being
irresponsible, they justify their stance by the
argunent that only activities of this kind bring the
managenent for imrediate negotiations and settlenent.
They feel that managenent by its negligence towards
workers' grievances forces them to indulge in these
activities. They feel that these 'forns of struggle'
are weapons in the hands of the workers to protect
their rights. The explanation of the workers has a

connection with the broader economc aspects of the
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conpany. The successful and profitable nachine tools
division is currently facing rough weather in the
nmarket due to lack of orders and severe conpetition.

It is unaninously agreed that the situation of |ack of

orders is due to the inept handling of affairs by the
nmanagenent . Smlarly, the persistent |osses of the
|anps division is a cause of dissatisfaction anongst

the workforce and they blane the nanagenent for this
situation. The workers feel that one need not question
their nmethods of protest because they adopted the sane
nmet hods of protest even when the conpany was
successful . It is the managenent that mnakes the
difference. Hence, their attitude towards nanagenent.

In reality, the trade-union and the nmanagenent are both
responsible for the generation of this attitude. The
uni ons' continuous propaganda against the managenent

and the managers' inability to communicate their view
to the workers contributes to the building of an inage
of managenent as irresponsible. The managenent's

failure 1is its inability to develop proper
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comuni cation channels to educate workers about its
efforts. The mnanagenent and the workers entertain
fal se notions about each others' role in the effective
functioning of the organizati on. The followng replies
to the question whether workers are/are not responsible
for the economc performance of the conpany is self-

expl anat ory.

Vorkers responsible for the Vér ker s not
econom ¢ conditions of the responsi bl e
conpany
17% 83%
VWrkers can inprove the can not | nprove
condi ti ons
26% 74%
The trade-union has a share t r ade- uni on
of responsibility in the poor does not have
econom c perf or mance a share of
responsibility
23% 77%

The workers are very critical about the

functioning of the nanagenent, they conplain that nmany
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managers are selfish, negligent and corrupt. The top
managenent on the other hand is not firm enough agai nst
corrupt and inefficient individual managers. The
managenent not only Dblanes workers but also other
factors like the major policies of the governnent. The
workers do not see reason in the argunent of the
managenent and feel that if the nmanagenent is sincere,
the conpany certainly would have perforned better.
Corruption anong mnmanagers irritates the worknen and
they express unwi |l lingness to work because their hard-

wor k has no neani ng when the nanagenent is corrupt.

A few senior workers whose average age nay be
around 40 years |look upon thenselves as a group wth
commtnent and discipline. Several of them infact
attribute the prosperity of the earlier era to their
diligence and hard-work. They take pride in the fact
that the younger workers need them However, They
conplain that the tradition of senior workers inparting

training and discipline to the juniors is being
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questioned. If this continues, they fear, the younger
generation may not grow i nto good workers, which in the
final analysis would affect the organization. The
attitude of the younger workers is in their view
certainly not conducive either to productivity or
healthy industrial relations. they find that the
younger workers frequently shirk work and are
uncooperative wth the senior workers. Wiil e the
senior workers admt that the nmanagenent is given to
corruption, which is affecting the organi zation, they
believe that the workers need not confuse their duties
with the goals of the organizati on. It is the burden
of the union to take up these questions. They al so
feel that the present economc crisis of the conpany is
just a passing phase and the workers would do well by
keeping out of the politics of the nanagenent. These

views of the senior workers are however, not shared by

t he younger workers.

To the question whether the unions in public
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sector differ fromprivate sector, the majority reply

inthe affirnati ve.

Unions are different in public sector not different

91% 9%

They explain the difference in terns of the
restrictions the private sector unions face. Hrst of
all, the unions in private sector wage battles for
m ni num wages and anenities whereas the public sector
unions start off with a confortable economc condition
of the workforce. The inplenentation of factories act
requires protracted battles from the unions of the
private sector because the nanagenents often evade its
| npl enentation by various neans. The public sector
uni ons need not bot her about the inplenentation of the
factories act because, as a policy the nmanagenent
abides by the provisions of the factories act.

Simlarly, the organization of wunion faces stiff
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resistance from the nmanagenent of the private sector.
The fear of losing enploynent causes the workers of
private sector to approach the union with caution* the
unions of private sector struggle to organise the
wor kers whereas the secure enploynent provides the
public sector unions with a ready nenbershinp. The
workers also readily join the unions because there is
no fear of the mnanagenent. the profit-orientati on of
the private sector toughens the bargai ni ng process
whereas the 'welfare orientation' gives room for
| i beral bargaining in the public sector. 1In short, the
workers feel that they are part of the governnent
nmachi nery whereas the private sector workers are at the
nercy of the private individuals. This causes the

difference in the unions.

Security of Enpl oynent

The worker exhibits a tendency to take his job for
gr ant ed. it gives him a confidence that irrespective

of perfornmance there is assurance of a career and wth
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resi stance from the nmanagenent of the private sector.
The fear of losing enploynent causes the workers of
private sector to approach the union wth caution, the
unions of private sector struggle to organise the
wor kers whereas the secure enploynent provides the
public sector unions with a ready nenbership. The
workers also readily join the unions because there is
no fear of the nanagenent. the profit-orientation of
the private sector toughens the bargai ni ng process
whereas the 'welfare orientation' gives room for
| i beral bargaining in the public sector. |In short, the
workers feel that they are part of the governnent
machi nery whereas the private sector workers are at the
nmercy of the private individuals. This causes the

difference in the unions.

Security of Enpl oynent

The worker exhibits a tendency to take his job for
gr ant ed. It gives him a confidence that irrespective

of performance there is assurance of a career and wth
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it a secure status in society. The fact that the
conmpany continues to function inspite of its poor
economc health gives him the feeling that his
i ndi vi dual perfornmance does not matter 1in the
perfornmance of thousands of enployees and in the
operation of various factors |ike production,
marketing, quality control, procuring raw naterial etc.
In any case, his duty is to performthe work allotted.
He cones under the influence of the unions which
advocat e that nanagenent is responsible for the plight
of the organization and hence if he does not perform
once in a while, to protest against the supervisor, it
really does not harmthe organization. |In fact, there
are other inportant considerations than to perform
efficiently. For exanple, if he does not contribute to
the election of a union which can provide himw th nore
benefits, his financial interest suffers. He shoul d
also be supporter of the powerful shopsteward because
it shall help in getting a house allotnent in his

favour . If he concentrates on inproving work
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efficiency he may be losing the benefits which he can
obt ai n through uni ons. He shall do what other workers
are doing for the last twenty years. In short, he

exhibits an enpirical attitude towards his work.

Lack of faith in nmanagenent

‘'Wien the manager without doing anything could
build a big house, why should |I stick to notions |ike
conscience and  work?" Says one worker. Li ke the

manager he too directs his efforts towards gai ning nore

benefits. The union rhetoric infact revolves around
this type of thinking. 1In the garb of "social role of
the public sector'', the private interests of the

corrupt nanagers have to face the strident denmands of
the unions supported by politicians whose interests the
uni ons subser ve. It is thus a conspiracy against the
conpany in which every one seens to participate wth

| east fear of consequences.
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H gh degree of politicisation

Politics influences various phases of a workers'
life right fromthe point of entry in the factory. | t
casts a spell on his relationship with fell ow workers,
supervi sor and the shopsteward. The routine of a
wor ker conprises of how effectively he uses various

| inkages for his own good. The tine he "spares" from

his work he may use to carry out activities |ike
selling cloth and chit fund collections. The job in
the factory is just another source of incone. |n order

to protect the business interests he naintains a

cordial relationship with the union nenbers.
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Chapter - V

GONCLUS| ON

The follow ng major conclusions can be drawn from

the study. Let us begin with the trade-union dynamcs

(Chapter - I1) .

1. In Chapter - 11, we took up issues related to
the manner in which the political factions
consolidate their support base anongst the
wor ker s. The consolidation of the support
base requires the trade-union |eadership's
ability to articulate the workers' denands
and through interaction with the nanagenent
denonstrate to the workers their superior
capabilities. The nore dedicated the
activists with each one of the political
factions, the greater the possibility of that

group maintaining the lead in the union. V¢
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could see, that although there were sone
issues of inportance for the workers such as
housing and pronotion policy, these issues
were found to be intractable and hence,
despite their inportance, did not occupy the
center stage in the issues articulated.
S nce nost of the issues related to wages,
al l onances, bonus etc. are handled at the
level of the total organization, the unit
| evel | eadership concentrates on the day-to-
day nodes of functioning of the unit |evel

managenent .

The workers preferred to support the mlitant
political groups since they took up day-to-
day confrontation with the lower levels of
nmanagemnent . (he of the major factions were
comuni st s. Wiile the comunists took the
help of ideology to build cadre, others took
recourse to region and the potenti al

political issues outside the organization.
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The communi sts were successful in the initial
stages but the entry of external |eaders
changed the political scenario. The external
| eaders depended on their political contacts
to influence the governnent and the
managenent . The influence of external
| eaders directly affected the internal
| eaders who canme to accept the alignments nm
initiated by the outside |eaders, as a

techni que of political survival.

Both the external and internal |eaders
depended on the shopstewards for enhancing
their clout. An ideal shopsteward was one
who actively protested agai nst the decisions
of managenent on the shopfloor. Hs nmain
rival on the shopfloor was supervisor who
represented the nmanagenent. Wth the hel p of
the internal and external |eaders, he

countered, all the neasures of the managenent
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by nobilising workers and opposing the
super Vi sor . The supervisors feared the

shopst ewar ds.

4. The conparison between nachine tools and
| anps divisions reveal ed that machine tools
enjoyed an initial period of relatively
peaceful union politics. The nachine tools
division was financially sound in the initial
st ages. The senior workers during this
period experienced systenmatic procedures of
wor K. Their influence continued even after
the trade-union situation becane turbul ent.
Anot her feature of the nmachine tools division
was the gradual recruitnent of the workforce.
The lanps division on the other hand started
with a young workforce of nearly 2000. Al |
the political leaders of HVI concentrated on
these workers for support. In the I|anps
division there were no experienced workers to

I nfl uence the workforce in both the culture of work as
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well as the inter worker and nanagenent
wor ker rel ations. It started as a | oss-
making unit and continues to be so. The

conparison of the two divisions highlights
the advantages of gradual expansion of an

or gani zat i on.

the 11l Chapter we have discussed the

organi zati onal aspects of nanagenent. The naj or

concl usi ons are,

1.

In an organization which ains to be at the
| eadi ng edge of technology, the R & D set up
is one of the crucial conponents. The R & D
in HMI, however shows shortage of personnel,
internal politics between R & D and non-R & D
manageri al personnel and insufficient thought
for assigning lower inportance to constant
| nprovenents in nachine tools and greater

i nportance in developing advanced ONC
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machi nes which |ack narket because of their

bei ng too advanced for |ndi an users.

The efficiency of an organi zati on depends a
great deal upon the norale of the mddle
| evel managenent consisting, by and |arge of
shopfl oor supervisors. The factor of 'caste'
had an all-pervasive influence in the
organi zation. Enpl oyees were divided on the
basis of caste. This affected pronotion and
other crucial 1ssues. The 'caste' vitiated
the discipline in the of production. The
m ddl e | evel nanagers constantly experience

tensions generated by caste alignnents and

expr essed "caste-terns.”
The supervisors felt 'powerless' in the
hi er ar chy. They were exposed to the truant

shopstewards on the one hand and on the ot her

hand the higher nmanagenent was unable to
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protect them from the workers' union. The
supervisors as a result were ineffective in
carrying out production according to

schedul es.

The devel opnent policy of the organization is

partially broughtout in the lack of R & D

directions. It is also denonstrated by w ong
deci si on- naki ng i n t he ar ea of
di versification. HVIT diversified into a

relatively lowtech area such as the
manuf acturingof lanps in conpetition wth
highly efficient private sector units. The
in efficiency of this policy is denonstrated
by the fact that the | anps division has been
consistently a loss-naking unit since its
| nception. Even the decision to initiate
| anp- maki ng nmachi nery was wong since the
over-head costs of HMI products are for

hi gher than the inported nachi nes. The HMVI
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should not have gone into an area especially
where the inport of nachines were being
all owed easily by the governnent. Lanps
division suffered from the problens of
narketing. The private sector exploited the

inability of lanps division to counter its

strategi es.

According to our understanding the corruption
is primarily in the '"top levels'. It has
affected the design centers, the purchases,
sub-contracting of work and security. I N
these circunstances the workforce is highly
skeptical about the noral fiber of the
nmanagenent and tends to support the wunion
voci ferously, particularly when the union

raises such issues to denigrate the

managenent .

The achi evenent of target by the conpany
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appear ed dubi ous. This is done through
hi ghl y skewed producti on schedul es
concentrated between the nonths of January
and March every year. Two of the profitable
subsidiary activities are consultancy and
mai nt enance of nachines at the buyers' sites.
These are, however, not the prinmary tasks of
HWIT. The overall profit levels shown are
t heref ore decepti ve. There is infact a |ot
of disguised sickness in this "profitable"

public enterpri se.

The frequent change of General Managers
affected the continuity in policies. The
workers were subjected to different procedure
of discipline whenever there was a change in
General Manager . It only led to a further
alienation of managenent from the workers.
The union took advantage of the change in

General Manager s.
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The follow ng conclusions could be drawn fromthe

study of workers' attitudes to work.

1.

The security of job and the tine-bound
pronoti ons nade themfeel disinclined towards
hi gher education for career. The very entry
into a public enterprise puts an end their
career aspiration. They depended on the
union to solve their problems of career

advancement.

There is a relationship between seniority and
satisfaction with the job. The senior
workers with established network of
friendship expressed a general contendedness
with the job. The junior workers preferred a
change of job. The senior workers gpoke
about their promotions as the major problem
whereas the junior workers considered

monotonous work routing as the cause of
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di ssati sfaction. The junior workers were
nore actively involved in union activity at

the shopfloor level than the senior workers.

3. The issues concerning discipline and fringe

benefits affected workers choice of union

| eader shi p.

The following discussion highlights sone of the
| mportant organi zational aspects and link it with sonme

of the broader issues of public enterprises managenent.

Looking at the case study of HWI as a whole we
cone to the conclusion that even a so called successful
enterprise such as HMI' had depended for its past
success on the sheltered economc environnent provided
by a near monopoly enjoyed by the organization in a
crucial area like machine tools. The profitability
curve of the organization tended to dip as the
competitive element in the market began to predominate.

If for some time the demand of HMT machines has
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continued to renmain it was partly linked wth denand
generated by other public sector institutions and

gover nnent depart nents.

(he would have expected an organi zation dealing
wi th sophisticated products to nmanage its R & D in such
a way as to keep constantly in touch with the state of
the art nmachine tools. To a limted extent this indeed
was attenpted through the devel opnent of CONC nachi nes.
However, we found that the overall state of Indian
industry is not yet ready for the absorption of such
hi gh technology and therefore the introduction of ONC
machi nes have been . a relatively unsuccessful venture.
This brings us to another facet of technological
devel opnent. Wnless the state of the general industry
within the country is not advanced enough, production
of highly sophisticated nachines in large enough
quantities to be economcal is only possible if export
of such nachi nes can be ensured. This inturn is only

possible if the quality of product, its packaging and
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its international marketing is of a high order.

The HVI is not in a position to undertake vent ures
where it has to be open to conpetition. This was
brought hone by the anfractuous entry of HMI in the
field of lanps. V¢ have seen that the |anps division
had shown consistent |loss from its very inception
primarily due to its weakness in the area of narketing

of its products.

V¢ also need to nention the lethargic and even
corrupt work-culture of HVI as a najor contributory
factor for its relatively inefficient status. Qur
study, has clearly pointed out the conplicity of the
corrupt managers and the corrupt union leaders in
creating a situation where neither the workers nor the
managers pay nmuch attention to running a public

institution with any degree of responsibility.

The case of HW is not an isolated one. In our



196

very first chapter, we have tried to denonstrate the
wi de spread sickness discernible in the public sector.
Could we say that a politically domnated system of
economc production will tend to loose its economc
viability because of contradictory expectations? For
exanpl e, canthe expectation that a public sector provides
jobs in a backward region be justified against the
expectation that it should be located in a regi on where
its supply of raw naterials and internedi ates woul d be
nost econom cally avail abl e? In the case of HMI
itself, we know that the nunber of workers is far in
excess of that required by the nechanical capacity.
The overhead costs are al so much hi gher than woul d have

been possible in any privately run enterprise.

The failure of the highly centralised planned
economes of the eastern Europe and the Soviet Union
have al so focused on the enornous costs which a society
has to pay to bol ster inefficient workers, Minagers and

the corrupt officials in industry and governnent. | n
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the ultimate analysis the social welfare dinension of
the public sector can be seen as leading to unmtigated

social evils such casteism regionalismand corruption.

In the light of new industrial and trade policy
the public sector concerns will have to face increasing
denmands for being profitable or atleast self-reliant,
under these circunstances, the public sector units wll
have to re-orient their policies. The new policy
orientations will have to take corrective neasures in

such areas as,

1. A nore efficient |abour managenent policy
whi ch woul d nake serious attenpts to notivate
the workers and the take their help in the
efficient managenent of the production

pr ocess.

2. The pronounced role of external |eaders in
the union is to sone extent encouraged by the

nmanagenent since the interface of internal
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| eaders and the nanagenment is not feasible
because of the hierachical culture of the
or gani zati ons. The rmanagenents  nust
therefore encourage internal |eadership by
i nstitutional devices that break the
hi erarchical culture of the organization.
This mght require the creation of facilities
whi ch bring nmanagers and workers together
such as open canteens, informal associations
and clubs and leisure tine activities. A so
a regul ar open discussion wth workers on the
over al | pol i cy f ranme- wor k of t he

or gani zat i on.

3. Srengthen the R & D base and have a clear-
cut policy towards product range, nature and

devel opnent of technol ogy.
4, Srengthening of narketing strategies.

At this stage we can suggest sone ares of further

research in the field of public enterprise
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or gani zat i on.

Many nore case studies that deal wth Railways,
Airlines, the Banks whose nonopoly character is being
accepted as the inevitable elenent of the industrial
organi zation of the country. There could be al so sone
case studies of the public enterprises which share the
sector with private sector organization. | nf act
conparative study of private and public organization in
the steel sector, in the nachine tools sector would
also be enlightening. The role of the public sector in
the consuner industries needs a thorough exam nati on.
A nore detailed and w de spread case studies of public
sector intervention in consuner product sector could
throw sone light on the authenticity of the general
criticism that public sector is not suitable the
consuner industry. W also need studies of industrial
sickness in the private as well as the public sector in

order to explore the varied causes of this sickness.
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| nt er vi ew Schedul e

Study of Wrkers attitude to work in HMI of Hyderabad

> W D F

Name

Desi gnat i on
Wage G ade
Rel egi on

Cast e

Educat i onal

| 1A Il 11l IV V V
H ndu

Musl i m

Christian

Q her

Brahm n

Non- Brahm n Non-reserved

Reser ved

Qual i fications:

Prinmary School

H gh School

SSC

I T

Technical D ploma (LGE LM

etc.)
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8.

10.

11.

12.
13.
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Your education for the job had been
Hel pf ul
Not hel pf ul
Educati on has no rel evance for
the job
Wul d you |Ii ke to pursue hi gher education?
If yes, the reason is

Career advancenent within the
conpany

know edge for the job
To change over for a better job
The on-jobtraining of the conpany is
Adequate for the job
Not adequat e
‘onjob training is a waste of
tine
For how nmany years had you been on the current
j ob?
Do you prefer a change?

|f yes, which work do you prefer?
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15.
16.

17.

18.

19.

20.
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Does change of job hel p hour perfornance?
Are your skils adequate for the job?
|f no, what can the conpany do to help inprove
your skills?
In the facilities provided by the conpany which
one of the following do you think needs
| nprovenent to inprove your perfornance?

Housi ng

t ransport

provi sion of good raw nateri al

| mpr ovenent N machi nes
Pronot | ons

flexibility in rules and
regul ati ons

Any ot her
|f you have ticked a choice in the above question
how should that facility be inproved?
Does your supervisor strictly follow rules and
regul ations to get work?

Do you accept hi s approach?
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22.

23.

24,
25.

26.

21.

28.

203

Do your collegues in the departnment hold the sane

opi ni on?

Is the union representative synpathetic to your
grievances?

Do you prefer a change of |eadership at the
depart nent |evel ?

|f yes, what are the reasons?

Is the newy elected union effective in handling
the grievances of workers?

How do you rate it conpared to the earlier union?
Better or worse

In the follow ng trade-union representation of the

past, which group do you think was the nost

efficient?
adTu

Nar asi nha Reddy - Padnma Rao
| NTUC

Badri di shal - Padna Rao
Wat are the reasons?
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30.
31.

32.
33.

34.

35.

36.
37.

38.
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Whi ch managenent of the past was the nost

efficient?

Wat are the reasons?

Wen was the conpany at its worst in terns of

financial perfornance?

Wat are the reasons?

Wiat is the responsibility of the work force for

such condition?

Does the wunion contribute to the economc
perfornmance of the conpany?

Do the unions in public sector differ formprivate
sector?

How?

Wth simlar capital, product and work force, how
woul d a private conpany perforn?

DO you suggest any changes in the current

nanagenent ?
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|f vyes,

di rection;
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the changes could in the followng

Shifting of nmanager s
Better handling of the trade-
uni on

Less enphasis on rules and
regul ati ons

A change in the (general

manager of the conpany
Any ot her
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