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LEARNING OUTCOME

After reading this Unit, you should be able to:


Understand the concept of Total Quality Management (TQM);



Define Quality;



Understand the difference between TQM and traditional management; and



Explain TQM in the Indian context.

12.1

INTRODUCTION

Efficient human resource management was behind the economic revolution achieved
by countries ruined after the Second World War. Cases in point are Germany and
Japan, who achieved revolutionary success within a short span of time. They not only
succeeded in reviving their economies but sent their surplus produce to other nations,
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spreading prosperity the world over. They famously accomplished the task by
adopting the total quality management (TQM) approach with focus on optimum
development and management of the precious human resource.
Total Quality Management is related to work organisation and management. TQM
marks a shift away from the traditional productivity centred approach to a quality
centric, systemic approach to management. Components of TQM are; the company‟s
mission, objectives, employee participation, values and strategies, and an integrative
approach towards maximum quality, efficient marketing, good people management
making for all round development of an enterprise.
12.2

CONCEPT OF TQM

Total Quality Management (TQM) is an enhancement of the traditional way of
managing organisations. TQM is a proven technique to guarantee survival in
international competition. Only by changing the function of management can the
culture and actions of the entire organisation can be transformed. TQM is for the most
part, common sense. Analysing the three words, we have;
Total: Made up of the whole
Quality: Degree of excellence, a product or service provides
Management: Act, art, or the manner of handling, controlling, directing etc.
Therefore, TQM is the technique of managing the whole, to achieve all round
excellence.
Although the concept of quality is old, quality management is the major
preoccupation of organisations today. Many organisations around the globe are
conducting Organisations Development (OD) programmes to enhance quality
awareness and change the attitudes of their employees. The efforts towards
understanding, adopting and promoting TQM are primarily inspired by the changes
taking place in the global economy, changing market conditions and customers‟
expectations and increasing competitive pressures which require organisational
excellence on a continued basis. Sustained effort towards improving quality is total
quality management. Many large organisations have recognised the important
contributions that TQM can make in dealing with these challenges.
TQM is not a technique but a collection of approaches designed to optimise the
performance of an enterprise. It is better suited to a more sophisticated production and
service economy (Paris, 1994)
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In the 1950s, Dr. Edwards Demmings and J.M Muran introduced the Japanese to the
concept of total quality management. The Japanese adopted his ideas, and over time,
developed them further. They extended the application of process improvement from
manufacturing to administrative functions and service industries, so that the quality
concept impacted the entire system favourably. Japanese industry succeeded in
achieving overwhelming success because they were able to drive down their costs
while at the same time, improve the quality of their products
During the eighties, a number of North American manufacturers emulated Japanese
success and extended the application of the total quality concepts to the areas of
employee motivation, measurement and rewards. This blend of quality management
techniques and organisational behavior philosophies is described under the rubric of
Total Quality Management.
According to Mike Hick (2005), the core concepts in total quality management are:


continuous process improvement



customer focus



defect prevention



universal responsibility

Continuous improvement is a top down process. It is initiated and directed from the
top, but implemented from the bottom. The selection of improvement projects is
specific and focused. The problem areas must be identified, prioritised, critical
processes selected for improvement, and improvement goals set for the project team.
This is a bottom up process, which requires the involvement and commitment of the
staff. (Hick, 2005)
Employee Involvement and Empowerment
The success of the quality management approach is dependent on a well- trained and
motivated staff that is involved and empowered.
Involvement means that management actively encourages employee involvement in
running the operation and improving the processes. Empowerment implies something
more than involvement. It means that the management recognises, that, when the staff
are given training and provided with the right information, they are in the best
position to control their own work processes. This being the case, they should be
empowered for the same.
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There are various techniques to ensure employee involvement and empowerment.
Suggestion schemes, delegation and improvements in job design are used to effect
continuous improvement in work.
Problem solving
Quality management depends on people having good problem solving skills. It is
through the continuous process of identifying problems, and solving and
implementing solutions that the business is improved. Problem solving consists of
identifying the root causes of a problem and implementing actions to correct the
situation. Measuring quality costs is important. There is an old adage that if
something can‟t be measured, it can‟t be managed. Measures of quality costs provide
the information needed to analyse where excess costs are occurring. Improvement
projects can then be targeted to reduce them. A computerised data base is needed to
store information to monitor quality.
Procedural Improvement
TQM involves minute improvements. The system failure analysis is a sophisticated
approach to finding the root cause of minutest failures in complex systems. Attempt is
made to rectify errors for total process improvement.
Quality Teams
TQM emphasises specialist, coordinated team work. Teams have a number of
advantages over individuals. Different facets of the problem can be tackled by subject
matter specialists. Constitution of the team is significant here. A properly constituted
team has a much richer mix of skills to bring to bear on a problem. The aim is to
secure value improvement. Value improvement differs from cost reduction. Cost
reduction usually results in cheapening the product. Value improvement is aimed at
cutting costs while at the same time continuing to improve the product in terms of
quality and satisfaction of customers. The cost structure of the product is analysed,
related to the customer requirements, and attempt made to eliminate or reduce those
costs that are unnecessary.
12.3. CONCEPT OF QUALITY
Quality is thus, both a user-oriented and production-oriented expression. From the
user‟s point of view, quality is an expression of the product or services usefulness in
meeting the needs and expectations and its reliability, safety, durability. From the
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production point of view, the quality of a product is measured by the quality of
conformance. Quality of design is concerned with the stringency of the specification
for manufacturing the product. The quality of conformance is concerned with how
well the manufactured product conforms to the original requirements.
Form the view point of TQM, quality is everything that an organisation does, in the
eyes of its customers, which will encourage them to regard that organisation as one of
the best in its particular field of operation.
This definition encompasses all the activities of the business and is not related to any
product. It also considers the importance of meeting the needs and expectations of the
customers at a cost that represents the best value, to enhance the image of the
organisation in the eyes of the customer and build a loyal customer base.
When the expression “quality” is used, we usually think in terms of excellent product
or service that fulfils or exceeds our expectations. These expectations are based on the
intended use and the selling price. When a product surpasses our expectations, we
consider the quality. Thus, it is somewhat of an intangible based on perception.
Quality can be quantified as follows:
Q=

P
Q

Where, Q – Quality
P = Performance
E = Expectations
If Q is greater than 1.0 then the customer has a good feeling about the product or
service. Of course, the determination of P and E will most likely be based on
perception with the organisation determining performance and the customer
determining expectations.
12.4

ADVANTAGES / BENEFITS OF TQM

The advantages of adopting TQM compared to conventional quality systems are
numerous and some of them are outlined below:
1) TQM helps to focus clearly on the needs of the market
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The traditional approach to quality control focuses on the technical details of a
product so as to satisfy the customer. However, the customer longs for better
satisfaction, which is generally overlooked in the traditional approach. The needs
change from person to person and also from place to place. As TQM focuses on the
concept of universality, it tries to abstract the satisfaction perceptions of market and
thus helps the organisation to identify and meet the requirements of the market in a
better way.
2) TQM facilitates to aspire for a top quality performer in every sphere of activity
It is a well accepted fact that the negative attitudes of employees and non participative
culture of the organisation pose the greatest hurdle to organisation‟s success, growth
and prosperity. TQM emphasises on bringing about attitudinal and cultural change
through promotion of participative work culture and effective team-work. This serves
to satisfy the higher team-work and the higher human needs of recognition and selfdevelopment and enhances employee interest in the job. The employee‟s
performance, thus, is not restricted to the product or service areas but reflects in other
spheres as well.
3) It channelises the procedures necessary to achieve quality performance
Quality in its true sense can not be achieved instantly. It requires a systematic a longterm planning and strategic approach by focusing on defining the quality policies,
goals and objectives, and communicating these properly to one and all in the
organisation adopting Statistical Quality Control (SQC), and Statistical Process
Control (SPC) techniques and developing and using a system of evaluation, the
organisations can channelise their efforts to achieve the desired and objective quality
performance.
4) It helps examine critically and continuously all processes to remove nonproductive activities and waste:
The organisation always aims at improving productivity as it leads to reduction in
cost resulting in increase in profitability. The efforts in this direction are contributed
because of the formation of quality improvement teams which meet regularly and
through a systematic approach which tries to remove non-productive activity. A
continuous effort to identify the problems and resolve them helps to reduce the waste.
The culture of well being thus improves house keeping, cost effectiveness and safety.
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5) It gears organisations to fully understand the competition and develop an effective
combat strategy.
The dynamic changes in the global market and the open market policies adopted by a
large number of organisations has resulted in increased competition and for many
organisations, survival has become the key issue. It is essential for organisations
today to understand the competition and develop and adopt suitable strategies to meet
the challenge. As TQM helps to understand the pulse of the customer and thus the
market it gives an edge to the organisation to meet the competition.
6) It helps to develop good procedure for communication and acknowledging good
work
Improper procedures and inadequate communication is yet another base of many
organisations, which result in misunderstanding confusion, low productivity,
duplication of efforts, poor quality, low morale and so on. TQM brings together
members of different levels of management thereby providing an effective
communication and interaction.
7) It helps to receive the process need to develop the strategy of never ending
improvement. Quality improvement efforts cannot be restricted to any time period.
They need to be continuous to meet the dynamic challenges. TQM emphasises on
continuous and periodic review so as to make the required challenges.
The benefits derived by the organisations, therefore, are many and multi-faceted.
Many of these can be measured in quantitative terms. However, the intangible
benefits which include enrichment of the quality of the work life and many more are
not quantifiable. At the same time, it has to be established whether they do occur or
not in order to prove or disprove the efficacy of the concept. This can be assessed by
a well-planned research project or by carrying out an opinion survey periodically.
The tangible and intangible benefits of TQM are as presented below:
Tangible gains

Intangible gains

-

Better product quality

-

Effective team work

-

Productivity improvement

-

Enhancement of job interest

-

Reduced quality cost

-

Improvement in human relations
and work area morale
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-

Increased market

-

Participative culture

-

Increased profitability

-

Customer satisfaction

-

Reduced employee grievances

-

Improved communication

-

Enhanced problem solving
capacity

12.5

Improved corporate health and
character of the company
Better company image

DIFFERENCES BETWEEN TQM AND TRADITIONAL
MANAGEMENT

Following are some of the basic and fundamental differences:
1. TQM stresses focus essentially on customers. Customers are viewed as dominant
resource.
2. TQM takes the view that profits follow quality, not the other way round
3. TQM views that the quality is composed of multi-dimensional attributes.
According Garvin (1984), there are eight customer orient quality dimensions:
performance, features, reliability, aesthetics, conformance, durability, service
ability and perceived quality. Traditional management neglects these customer
oriented dimensions.
4. In traditional management, economy-of-scale is seen as a desirable objective
characterised by long production runs, to incur low cost and achieve high
efficiency. In TQM, economy-of-time and economy-of-scope are pursued: Justin-time production, shorter lead-times, low inventories, quick customer response
and the smallest possible sizes are the goals, to serve customers better and
quickly.
5. In traditional management, high volumes, long runs and maximum products are
perceived as desirable.
6. TQM creates goal-directed connections between customers, managers and
workers. Everyone is motivated to contribute. TQM empowers each and every
employee, regardless of level, to find better ways to work. Drawing on the
concepts of participative management, employees are given a significant role
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under TQM. In contrast, in traditional management, the workers must work and
mangers should manage. The manager of quality control is responsible for
quality.
7. Traditional management is characterised by strong divisions of labour, and by a
separation of manual work from the mental work. TQM emphasises on flexible
multi-skilled workforce that can move easily form one job to another.
8. TQM is a process oriented approach thus assuring focus on process over a long
term improvement to attain long range goals. The process-oriented view, which is
the TQM way, is a long-term, incremental approach to improving process quality.
Since TQM empowers people to improve the way they work, people are at the
root of all improvement efforts. Barriers to communication are removed and
redundant activities eliminated. Working environments are improved so that
people are comfortable and do not feel strained at the work place. Result oriented
approach is based on the process of setting objectives, collecting feedback and
providing incentives to attain objectives.
9. Traditional management proposes hierarchical, vertically structured organisations.
TQM, on the other hand, seeks to create a culture of networking across and
among functions, so that teams from different disciplines come together to seek a
permanent solution to each problem, as it is identified.
10. The traditional management favours many layers of authority, with sort spans of
control. TQM advocates a flatter organisation structure with large spans of
control, where authority is pushed as far down as possible and flexibility actively
encouraged.
The pertinent differentiating characteristics between TQM and traditional
management are briefly listed in Table-I.

Table-I
Comparison between TQM and traditional management approach

Sr. DIMENSION/ATTRIBUTES/ TOTAL QUALTIY TRADITIONAL
APPROACH
MANAGEMENT
No. CHARACTERISTICS
APPROACH
/CATEGORIES
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1.

Management understanding
attitude

2.

Quality organisation status

3.

Problem handling

4.

Quality improvement action

5.

Priority

6.

Focus

7.

Organisation

8.

Span of control

9.

Production Schedule

10.

Communication

11.

Responsibility for quality

12.

Perception of quality

Considers quality
management as
essential part of
company system

No compensation
for quality. Tend
to blame quality
department for
quality problems
Quality is through the Considers quality
leader. Quality
is hidden in
managers on Board of manufacturing.
Directors
Quality is not
considered as
integral part of
organisation
Emphasis on
Problems are
prevention of
fought as they
problems. A structure occur fighting fire
approach to identify
approach
and solving the
problem
Quality improvement No organisational
is a continuous
activity
activity
The first priority is
Quality is top most
to profit
priority
Focus on
Focus on customer
management‟s
satisfaction
requirements
Networking across
and among the
functions
Large span of control
with authority almost
pushed down to the
lowest level
Economy to time,
just-in- time
production, quick
customer
Conveyed with action

HierarchicalVertically
Short span of
control and many
layers of authority

Long production
runs for low cost
and high
efficiency
Conveyed by
slogan
With top management Delegated to
subordinates
Quality is considered Quality is defined
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multidimensional and
the dimensions are
customer oriented
13.

Employee

Employees are
motivated and are
given significant role
regardless of level to
better ways to work

14.

Work force

15.

Quality-productivity
relationship

Multi-skilled work
force with job
rotation
Consider high
correlation between
the two forces

16.

Ways of improving

17.

Keys to firm success

12.6

Changing corporate
culture, increasing
employee education,
use of process control
Customer satisfaction
and Production of
high quality goods
and services

in terms of single
dimensions, that is
conformance to
specifications
Emphasises on
monolithic work
pattern.
Opportunities for
participation does
not exist
Emphasis on
division of labour
Contribution of
quality in
improving
productivity not
recognised
Improvement in
inspection and
gauging
Growth in sales,
profits and return
on investments.
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AWARENESS OF TQM

An organisation will not begin to transform to TQM until it recognises that the quality
of the product or service needs to be improved. Awareness comes when an
organisation loses market share or realises that quality and productivity go hand-inhand. It also occurs if TQM is mandated by the customer or if the management
realises that TQM is a better way to run a business and compete in domestic and
world markets.
Automation and other productivity enhancements might not help a corporation if it is
unable to market its product or service because of poor quality. As stated earlier, The
Japanese learned this from practical experience. Prior to World War II, they could sell
their products only at ridiculously low prices, and even then it was difficult to secure
repeat sales. Until recently, corporations have not recognised the importance of

11

quality. However, a new attitude has emerged, quality first among equals in costs and
services. Precisely customer wants value.
Quality and productivity are not mutually exclusive developments in total quality
management. Many quality improvement projects are achieved with the same work
force, same overhead, and no investment in new equipment.
Recent evidence suggests that more and more corporations are recognising the
importance and necessity of quality improvement to survive domestic and
international competition. Quality improvement is not limited to the conformance of
the product to specifications. It also involves built-in quality in the design of the
system. Prevention of product and process problems is a more desirable objective
than taking corrective action after the product is manufactured or a service rendered.
TQM does not occur overnight, there are no quick remedies. It takes a long time to
build the appropriate emphasis and techniques into the culture. Over emphasis on
short term results and profits must be set aside so long-term planning and constancy
of purpose will prevail.
Extension of TQM
Today, many institutions world wide are adopting quality management in different
forms including educational institutions. Many awards like the European Foundation
for Quality Management (EFQM) have been instituted in honour of quality
management It is predicted that the 21st Century will the century of quality. In India,
quality consciousness of the 90s was started with ISO 9000 certification which was
an endorsement total quality management. Now, there are more than 600 ISO 9000
certified organisations and the list is growing, implying that TQM is taking roots in
India. The University Grants Commission (UGC) and the All India Council for
Technical Education AICTE) have also started emphasising on quality education and
have instituted the NAAC National Assessment and Accreditation Council and the
NBA (National Board of Accreditation) for measuring the quality of educational
institutions and education.
12.7

FRAME WORK OF IMPLEMENTING TQM

1. Identify the degree of commitment, key
interests and list down the long-term
changes required
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2. Define the objectives of TQM

3. Identify resources available and develop
understanding of organisational system
with quality system

4. Specify top management commitment
through quality policies, procedures and
processes

5. Create company-wide awareness and
participative work environment by
emphasising customer-oriented values,
encourage quality commitment

6. Design plans, develop specifics about
future

7. Identify key issues and constraints
of implementation, develop strategies
for implementation

8. Identify and allocate resources,
Executive
Plans,Buildmomentumforchange
13

9. Implement and monitor

10. Measure benefits in terms of
increased customer satisfaction

11. Review and reward.

12.8

ROADS BLOCKS IN IMPLEMENTATION OF TQM

A brief outline of problemsfor
in implementing
TQM is given below:
implementation


Lack of formal strategy



Failure to provide incentive by recognition




Lack of effective communication
Narrowly based trainingfor implementation



Lack of faith in and support of TQM, activities among management personnel



for implementation
Lack of interest and incompetent
leadership



Misunderstanding the concept of TQM



Delay or non-implementation of quality improvement team recommendations



Irregularity of team meetings



Non-application of proper techniques



Inadequate visibility of top management support

The following issues are pertinent in TQM analysis.


The activities involved in the process



Identification of major problems



Inquiring into the causes
14



Reviewing past experiences



Discovering the cause effect relationships



Current status of the activity as revealed through data.

12.9

TQM IN INDIA

TQM has been widely accepted approach for achieving highest standards of quality in
all spheres of business, but surprisingly it has been observed that Indian organisations
have done little to utilise this approach or even understand it.
It is necessary to take into consideration the human resources of the organisation
which play a revolutionary role in improvising collective performance of
organisations, work groups, and individuals for future sustainable survival and
development in the competitive world. The techniques of total quality management
(TQM) along with the concept of sustainable development have been applied to
socio-economic policy. It is applied primarily to the typical business concern.
Sustainable development can be defined as “the management of losses and gains
resulting from the degradation of environmental factors that affect the ability of life,
any life, to survive, now or in the future.
Government of India has liberalised imports and exports and has taken various steps
to protect Indian industries. Such measures are temporary in nature. Indian industries
will have to take steps to evolve systems, process, procedures in a manner that
product and services produced by them are not only comparable to quality and cost
internationally but also perhaps better in quality and cheaper in cost.
Indian organisations are badly strangulated in traditional culture and are hesitant to
adopt progressive ways of management on a scientific basis. The sooner India adopts
modern techniques of production and implement total quality management (TQM) in
all systems and subsystems, better it will for Indian organisations. This must be
considered on a long-term and permanent basis.
The pioneering work of Deming, Juran and Cross in total quality management
produced amazing results in cost saving in Japanese and American industries, but
unfortunately, Indian industries did not take notice of this phenomenon. The euphoria
in US was such that the federal government even constituted “Beldridge Wards”
which is described as a beacon and a „blue print‟ for driving any organisation to its
highest level of optimal achievement. These attributes are strategic in nature and their
implementation in Indian environment has to be studied for adoption in all spheres.
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For achieving optimum TQM, lower level plans must deliver real value through
formulation and implementation in a long term perspective. Continuous review of the
plan is necessary to keep pace with industrial, social, and cultural change.
In a highly competitive world, it is time for Indian industries to introduce total quality
management concept, perceive TQM as a “mega” factor, identify various factors or
areas, formulate simple systems for each area and introduce TQM concepts by
empowering people who have the vision, ability to plan and identify key result areas
so that desired organisational culture is developed and employee growth achieved,
along with organisational growth. Leadership of a high order and an attitude of
commitment at all levels will go a long way in achieving total quality management in
any organisation, with an eye on market competitiveness.
12.10 CONCLUSION
TQM is an enhancement to the traditional war of conducting business. It is a proven
technique to guarantee survival in world-class competition. TQM is for the most past
common sense. It is the art of managing the whole to achieve excellence. TQM
integrates fundamental management techniques, the existing management
improvement efforts, and technical tools under a disciplined approach.
12.11 KEY CONCEPTS
Organisational Development (OD):

A planned change process which is a
continuous learning exercise. Change is
structural, functional and behavioural,
pertaining to organisational culture. OD
consultants are employed by organisations
to lend expertise to the process.

Statistical Process Control (SPC):

Procedure is monitored and improvements
effected by means of statistical techniques.
Implementation is by standard procedure.

Statistical Quality Control (SQC):

Output measurement cannot be done piece
by piece. Variance from the standard
measure is tracked applying statistical and
engineering techniques.

Sustainable Development:

Benefits should exceed costs of
development. The concepts is generically
applied for environment protection efforts.
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Systems Approach:

Understanding processes as interlinked and
integral to Organisational mission is the
systems approach. All round improvement
is needed for better quality.
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12.13 ACTIVITIES
1. How is TQM different from traditional approach to management? Give examples.
2. What are the processes involved in TQM? .Illustrate your answers with suitable
examples.
3. What are the possible areas in which TQM is applicable in India? Give reasons
why TQM must be adopted by developing countries.
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Activities

LEARNING OUTCOME

After reading this unit, you should be able to:


Know the importance of employee health and safety;



Define Health and Safety;



Analyse the remedial measures for occupational diseases; and



Bring out the remedial measures for Industrial Accidents.
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13.1

INTRODUCTION

Today employees expect their employers to provide work environments that are safe
and healthy. However, many employers once viewed accidents and occupational
diseases as unfavourable by products of work. This idea may still be prevalent in
many industrial settings in underdeveloped countries like India, the idea must be
replaced with the concept of using prevention and control to minimise or eliminate
risks in workplace. Employers in variety of industries have found that placing
emphasis on health and safety pays off in a number of ways.
Good companies maintain safe working environments by making health and safety a
top priority throughout the organisation. Health and safety are important aspects of an
organisation‟s smooth and effective function. Good health and safety performance
ensures an accident - free industrial environment.
Companies seek to create common health and safety philosophies, strategies and
processes. To ensure health and safety consistency and promote an overall health and
safety culture, leading benchmark companies coordinate key strategies and activities
through a centralised oversight department, such as corporate health and safety.
Awareness of Occupational Health and Safety (OH & S) has improved in India
considerably. Organisations have started attaching the same importance to achieve
high (OH & S) performance as they do to other key aspects of their business
activities. This demands adoption of a structured approach for the identification of
hazards, their evaluation and control of risks.
Government of India believes that without safe and healthy working conditions,
social justice cannot be achieved and the attainment of safety and health at work is
fundamental to economic growth.
Under the constitution of India the Directive Principles of the State policy provides,
1. For securing the health and strength of workers, men and women and providing
2. Just and humane conditions of work and maternity relief (Article 42)
On the basis of these Directive Principles, the Government of India declares its
policy, priorities and strategies, purposes through the exercise of its power. The
formulation of policy, priorities and strategies in occupational safety, health and
19

environment at work places is not undertaken by national authorities alone but in
some form of consultation with the social partners i.e. employees organisations,
autonomous & voluntary organisations public etc for agreement and involvement for
ensuring set goals and objectives.
The changing job patterns and working relationships, the rise in self employment
greater sub-contracting, out sourcing of work and the increasing number of
employees working away from their establishment and home work pose the problem
of management of occupational safety and health risks. New safety hazards and
health risks will be appearing along with the transfer and adoption of new
technologies. In addition, many of the well known conventional hazards will continue
to be present at the workplace many years ahead till the risks arising from exposure to
these hazards are brought under adequate control.
13.2

HEALTH

Health refers to general state of physical, mental and emotional well-being. A healthy
person is free of illness and injury. Health management practices in organisations
strive to maintain the overall well-being of individuals.
Employees‟ health problems are varied and inevitable. They can range from minor
illnesses such as colds to serious illnesses related to the jobs performed. Some
employees have emotional health problems; others have alcohol or drug problems.
Some problems are chronic; others are transitory, but all may affect organisational
operations and individual employee productivity.
The well-being of the employee in an industrial establishment is affected by accidents
and by ill-health; physical as well as mental. Ill health of employees results in
reduced productivity, higher unsafe acts, and increased absenteeism. A healthy
worker, on the other hand, produces results opposite to these. In other words, healthy
employees are more productive, more safety conscious, and are more regular to work.
The worker who is healthy is always cheerful, confident looking, and is an invaluable
asset to the organisation.
A realisation of the advantage, which flow from a healthy workforce, has impelled
much management to provide health services to their employees, which vary from the
simple provision of first-aid equipment to complete medical care. Many progressive
organisations maintain well-equipped dispensaries with full-time or part-time doctors
and full-time compounder/nurses. Unlike his/her counterpart of yester-years, who
would take every precaution to protect his horses against diseases but felt that the
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health of the human worker was his own business. The manager of today is fully
aware of the advantages of having a healthy workforce.
The protection of the health of the workers is a legal requirement too. Sections 11 to
20 of the Factories Act, 1948 deal with the health of workers.
Provisions of the Act:


Factory to be kept clean and free from effluviant and dirt (S.11).



Arrangements to be made for disposal of wastes and effluents (S.12).



Adequate ventilation and temperature to be provided (S.13).



Measures to be taken for prevention of inhalation or accumulation of dust and
fumes (S.14).



Standards for artificial humidification to be fixed (S.15).



Overcrowding related injuries to health of workers to be avoided. 9.9/14.2 cubic
metres of space must be provided for each worker (S.16).



Sufficient and suitable lighting must be provided in every part of the factory
(S.17).



Glazed windows to be kept clean. Measures need to be taken for prevention of
glare and formation of shadows (S.17).



Suitable points for wholesome drinking water must be provided. Drinking points
to be legibly marked and located away from urinals. Water needs to be cooled if
the number of workers is 250 or more (S.18).



Latrines and urinals to be separately provided for male and female workers. They
should be well lighted and ventilated (S.19).



Sufficient number of spittoons must be provided. Whoever spits outside the
spittoons shall be punishable (S.20).
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13.2.1 Job Stress and Burnout
Problems such as alcoholism and drug abuse sometimes result from stress, especially
job stress. Here job-related factors such as overwork, relocation, and processing with
customers eventually put the person under such stress that a pathological reaction
such as drug abuse occurs.
A variety of external environmental factors can lead to job stress. These include work
schedule, pace of work, job security, route to and from work, and the number and
nature of customers or clients. Even noise including people talking and telephones
ringing, contribute to stress.
However, no two people react to the job in the same way, because personal factors
also influence stress. For example type personalities – people who are workaholics
and who feel driven to always be on time and met deadlines – normally place them
under greater stress than do others. Job stress has serious consequences for both
employer and employee. The human consequences include anxiety, depression, anger
and various physical consequences, such as cardiovascular disease, headaches, and
accidents. For the organisation, consequences include reductions in the quantity and
quality of job performance, increased absenteeism and increased grievances and
health care costs.
Reducing Job Stress:
There are number of ways to alleviate stress. In his book “Stress and the Manager”
Karl Albrecht suggests the following ways to reduce job stress:
1. Build rewarding, pleasant, cooperative relationships with colleagues and
employees
2. Don‟t bite off more than you can chew
3. Build an especially effective and supportive relationship with your boss
4. Negotiate with your boss for realistic deadlines on important projects.
5. Learn as much as you can about upcoming events and get as much lead time as
you can to prepare for them.
6. Find time everyday for detachment and relaxation.
7. Take a walk around the office to keep your body refreshed and alert.
8. Find ways to reduce unnecessary noise.
9. Reduce the amount of trivia in your job; delegate routine work whenever possible.
10. Limit interruptions.
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11. Don‟t put off dealing with distasteful problems.
12. Make a constructive “worry list” that includes solutions for each problem.
The employer and its human resource specialist and supervisors can also play a role
in identifying and reducing job stress. Supportive supervisors and fair treatment are
two obvious steps. Other steps include:
i.
ii.
iii.
iv.
v.
vi.
vii.

Reduce personal conflicts on the job.
Have open communication between management and employees.
Support employees‟ efforts for instance, by regularly asking how they are doing.
Ensure effective job-person fit, since a mistake can trigger stress.
Give employees more control over their jobs.
Provide employee assistance programmes including professional counselling.
Reassess your goals in terms of their intrinsic worth. Are the goals you have set
for yourself attainable? Are they really worth the sacrifices you‟ll have make?
viii. Think about your work. Could you do as good as a job without being so intense
or by also pursing outside interests?
13.2.2 Computer Related Health Problems
The fact that many workers today must spend hours each day working with
computers is creating health problems at work. Short – term eye problem like
burning, itching, and tearing as well as eyestrain and eye soreness are common
complaints among video display users.
Backaches, and neck aches are widespread among display users. These often occur
because employees try to compensate for awkward body positions. Researchers also
found that employees who used video displays and had heavy workloads were prone
to psychological distress like anxiety, irritability and fatigue.
The following measures have been further recommended:
1. Give employees rest breaks. The institute recommends a 15 minute rest break
after two hours of continuous work for operators under moderate workloads
and 15 minute breaks every hour for those with heavy workloads.
2. Design maximum flexibility into the work station so it can be adapted to the
individual operator. For example, use adjustable chairs with mid back
supports and a video display in which screen height and position are
independently adjustable.
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3. Reduce glare with devise such as shades over windows, terminal screen hoods
properly positioned, and recessed or indirect lighting.
4. Give workers a complete pre-placement vision exam to ensure properly
corrected vision for reduced visual strain.
5. Place the keyboard in front of the employee, titled away with the rear portion
lower than the front.
6. Place the computer mouse and mouse pad as close to the user as possible and
ensure there are no obstructions on the desk that impede mouse movement.
7. Allow the user to position his or her wrists at the same level as the elbow.
8. Put the monitor at or just below eye level at a distance of 18 to 30 inches from
the eyes.
9. Let the wrist rest lightly on the pad for support.
10. Put the feel flat on the floor, or on the footrest.
Workplace Smoking
Smoking is a serious problem for both employees and employers. Studies even shown
that for some reason, smokers have a significantly greater risk of occupational
accidents than do non smokers, as well as much higher absenteeism rates. In general,
“sometimes employee are less healthy than non-smokers, are absent more, make more
and more expensive claims for health and disability benefits and endangers coworkers who breathe smoking air.
13.2.3 Noise Control
An age-old problem, and not effectively tackled till now, is the noise in industrial
establishments. Noise made its appearance in organisations when human started
working on metal. As civilisation advanced, human discovered more and more ways
of having machines to do his/her work, and each new machine added to the problem.
For quite a number of years, noise was endured by all. But, in the recent past, the
increasing use of machines of great speed is telling upon the health of the workers.
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Long exposure to excessive noise impairs the hearing of employees. The level and
duration of noise and the exposure that is likely to cause deafness varies from person
to person. It is agreed that long exposure to noise in excess of the prescribed limits
makes one deaf.
Hearing loss is not only effect of noise. Constant exposure to high noise levels can
cause hormonal imbalances, changes in blood circulation, dizziness, increase in
respiratory rate, heartburn, sleep disturbances and fatigue.
Noise Control Methods
It is impossible to eliminate noise from industrial establishments, as long as
machinery is used in manufacturing operations. However, noise control can help
minimise harmful effects on employees. Noise control can be achieved (i) at the
source (ii) through enclosure, (iii) by absorption, or (iv) by ear protection.
Controlling noise at its origin is the best method of reducing its harmful effects.
Noise can be controlled at its source by questioning the noise-producing elements by
repairing or redesigning the machines: mounting machines to reduce vibration; or
substituting noise – producing elements with quieter ones.
Considerable reduction in the level of noise may be achieved by providing enclosures
for machines with specially made covers or housing them in separate rooms. But a
small opening is enough to produce heavy leakage of noise. Care should, therefore be
taken to make the enclosure as full proof as possible. Where machines cannot be
enclosed, places which need quieter surroundings may themselves be enclosed, for
example a works office. Similarly, a machine transmitting vibration on a large scale
may be isolated from the rest of the operations.
The harmful effects of noise may be reduced by absorbing it. Ceilings and walls may
be constructed with acoustic materials to absorb sound. Empty space around the high
noise-producing machine may be provided to absorb the noise. High ceilings dissipate
noise considerably.
Where nose is excessive and other methods of noise control are likely to be
ineffective, employees working close to the source of noise may be given ear
protection to prevent any impairment of their hearing capacity. They may be provided
with muffs, helmets, cotton and soft rubber, to be worn by them while on work. They
should be educated to wear the protection equipment, because the tendency with most
workers is to ignore.
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13.2.4 Acquired Immune Deficiency Syndrome (AIDS)
AIDS is likely to cause considerable confusion and disruption in the workforce.
When employees realise that they are working with an infected worker, they demand
that the hapless employee should be dismissed. If the management discharges the
employee, the law is violated, particularly in the US where individuals who have
AIDS are protected by federal, state and local laws. This protection generally comes
in the form of protection against discrimination and is based on the fact the virus
cannot be spread by casual contact.
Organisations are hard hit by additional costs – direct and indirect – when their
employees contact the disease. Direct costs are in the form of increased medical
burden. Indirect costs result from loss of productivity when employees refuse to work
with an AIDS-infected worker. It is responsibility of the government, and business
and non-governmental organisations to create better awareness about the disease in
the minds of the people.
Credit should go to central government undertakings, particularly HMT and BHEL,
for initiating measure to prevent AIDS. Teams of doctors from in-house Occupational
Health Services visit plants and give lectures to employees on AIDS prevention.
Lecturers are held once or twice every year.
What is needed most for the employers is to educate workers about AIDS. The
following guidelines need to be followed to make the educational programme
effective:
1. Employees must be made to understand how AIDS is contacted. Understanding
about the ways to contacting AIDS will ensure that the activities do not occur at
the workplace.
2. Presentations to employees must be handled by professionals, preferably from
experts. This is necessary as the message presented is going to include sexual
references which, if not handled properly, are likely to have a negative impact on
employees.
3. All employees must attend the sessions.
13.2.5 Alcoholism and Drug Abuse
Alcoholism is a serious and widespread disease. It does not strike any particular
group – alcoholism can strike employees from the junior to the general manager.
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The effects of alcoholism on the worker and on the work are serious. Both the quality
and quantity of work decline sharply. A form of “on-the-job absenteeism” occurs as
efficiency declines. An alcoholic worker is more unlikely to observe safety
precautions while on the job or off the job. Morale of the other workers is likely to
suffer as they are required to do the work of their alcoholic peer.
Organisations employ three techniques to tackle alcoholism in workplaces. First is
disciplining alcoholics. Where disciplining fails, the alcoholic is discharged. Second
is in-house counselling by the HR department, the company doctor or by immediate
supervisor. Finally, companies use outside agencies, psychiatrists and clinics to deal
with the problem of alcoholism.
Drug abuse is a recent phenomenon and is a serious one. Drug abuse is more evident
among young employees and is found across all job levels. Employees who are drug
addicts are often much more difficult to detect than alcoholics-liquor is easy to smell
but not drugs. Drug abuse affects job performance. The problem of a drug addict
indicates his or her on-the-job behaviour.
As a result of the increased use of drugs in the workplace, more and more companies
have begun to use some form of drug testing for both job applicants and existing
employees.
Drug testing is risky. An employer can be exposed to substantial liability for
defamation for making a false accusation of drug use. The following guidelines can
help avoid the risk:
1. Testing only applicants or employees whose jobs are considered safety specific or
critical.
2. Using only valid measures of drug use.
3. Obtaining valid consent of the applicant or employee and then provide the
examinee with the results of the tests.
4. Maintaining strict confidentiality of test results.
Organisations can use the same techniques (recommended to cure alcoholism) to be
problem of drug abuse.
13.2.6 Violence in the Work Place
Violence in the work place, once an exception to daily work life, has become
common these days. Those who are at high risk are taxi drivers, police officers, retail
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workers, cashiers at petrol bunks, and people who work alone or at night. Violent
incidents include fist fights, shooting, stabbing and sexual assault.
Violence disrupts productivity; causes untold damage to those exposed, and costs
employers millions of rupees. Obviously, organisations should initiate measures to
protect employees and physical resources. It is important that companies concentrate
on avoiding violence rather than simply dealing with it after it occurs.
The following will help companies avoid falling victims of violence:
1. Hiring with caution. Pre-hire drug testing, detailed questions about previous
employment, and criminal record checks can go a long way towards violenceprone individuals.
2. Develop a plan for preventing violence and for dealing with it when it occurs.
Reporting requirements for both violence and threats of violence should be an
integral part of the plan. The plan should also be drawn by employee participation
and professionals who are experts in areas of violence assessment, counselling
and law enforcement.
3. Establish a crisis-management team with the authority to decide and act quickly.
This group will evaluate problems, select intervention techniques, and co-ordinate
follow-up activities.
4. Train supervisors and managers in how to recognise aggressive behaviour,
identity the warning signs of violence, and resolve conflicts. Orient all employees
towards assuring a violence free work environment.
13.2.7 Health Promotion
Employers concerned about maintaining a healthy workforce must move beyond
simply providing healthy working conditions and begin promoting employee health
and wellness in other ways. Health promotion is a supportive approach to facilitate
and encourage employees to enhance healthy actions and life styles. Health
promotion efforts can range from providing information and enhancing employee
awareness of health issues to creating an organisational culture supportive of
employee health enhancements. Going beyond just compliance with workplace safety
and health regulations. Organisations engage in health promotion by encouraging
employees to make physiological, mental, and social choice that improve their health.

28

Health Promotion Levels
Level 1




Information &
Awareness
Brochures &

materials
Health risk screenings 

Level 2

Level 3

Lifestyle Wellness

Organisational Health

Wellness education
programme
Regular health classes






Healthtests and
measurements



Employee assistance
programmes.





Special events and
classes



Support groups





Health incentives.

Benefits integrated
with programmes.
Dedicated resources
and facilities.
Continuous health
promotion.
Health education
curriculum.

The first level is useful and may have some impact on individuals, but much is left to
individual initiatives to follow behaviors. Employers provide information on such
topics as weight control; stress management indicator that many employers have
limited their efforts to the first level is that 93% of promotion program and 72% of
them offer health education and training programs. However, only 27% of the firms
conducted health risk screenings and appraisals. Even through such efforts may be
beneficial for some employees. Employers who wish to impact employees‟ health
must offer second level efforts through more comprehensive programmes and efforts
that focus on the life style “wellness” of employees.
Wellness Programmes
Employers desire to improve productivity, decrease absenteeism. Wellness
programmes are designed to maintain or improve employee lifestyle changes. Early
wellness programmes were aimed primarily at reducing the cost and risk of disease.
Newer programmes emphasise healthy lifestyles and environment, including reducing
cholesterol and heart disease risks and individualised exercise programmes and
follow-up. Employer sponsored support groups have been established for individuals
dealing with health issues such as weight loss, nutrition, or smoking cessations.
Employee Assistance Programmes (EAP)
Organisations use as a broad based response to health issues. It provides counselling
and other help to employees having emotional, physical or other personal problems.
29

In such a programme employer contracts with a counseling agency contact the
agency, either voluntarily or by employer referral, for assistance with a broad range
of problems.
EAPs help employees with variety of problems. One survey of EAP counselors found
that the most common employee issues dealt with were: (1) Depression and anxiety
(2) Marital and relationship problems (3) Legal Difficulties and (4) Family and
children concerns other areas.
Commonly addressed as part of an EAP include substance abuse, financial
counselling and career advice. Critical to employee usage of an EAP is preserving
confidentiality. For that reason, employers outsource EAPs to trained professionals,
who usually report only the number of employees and services provided, rather than
details on individuals using an EAP.
Organisational Health and Culture
Employers both large and small may recognise that an organisational culture that
emphasises and supports health efforts is beneficial. Common to these employers is
an integrative, broad-based effort supported both financially and managerially.
Development of policies and procedures supporting health efforts, establishing on-site
exercise facilities, and consistently promoting health programmes all contribute to
creating a health promotion environment throughout the organisation.
13.3

SAFETY

An accident-free plant enjoys certain benefits. Major ones are substantial savings in
cost, increased productivity, and moral and legal grounds. Safety refers to protecting
the physical well-being of people. The main purpose of effective safety programmes
is to prevent work-related injuries and accidents.
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Types of Accidents

Causes of Accidents
There are three basic causes of workplace accidents: (a) chance occurrences, (b)
unsafe conditions, and (c) unsafe acts on the part of employees. Change occurrences
contribute to accidents but are more or less beyond management‟s control (such as
walking past a plate-glass window just as someone hits a ball through it). We will
therefore focus on unsafe conditions and unsafe acts.
Unsafe Conditions and other Work Related Factors
Unsafe conditions are one main cause of accidents. The mechanical and physical
conditions that cause accidents. They include such as:


Improperly guarded equipment.



Defective equipment



Hazardous procedures in, on or around machines or equipment.



Unsafe storage: congestion, overloading.



Improper illumination: Glare, insufficient light.
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Improper ventilation: Insufficient air change impure air source.

In addition to unsafe conditions three other work related factors contribute to
accidents: the job itself, the work schedule, and the psychological climate of the
workplace.
Certain jobs are inherently more dangerous. For example, the job of crane operator
results in about three times more accident related hospital visits than does the job of
supervisors. Similarly some departments‟ work is inherently safer. A book keeping
department usually has fewer accidents than a shipping department.
Work schedule and fatigue also affect accident rates. Accident rates usually don‟t
increase too noticeably during the first five or six hours of the work day. But after
that, the accident rates increases faster than the increase in the number of hours
worked. This is due partly to fatigue and partly to the fact that accidents occur more
often during night shifts.
Unfortunately some of the most important working conditions – related causes of
accidents are not as obvious because they involve workplace psychology. A strong
pressure within the organisation to complete the work as quickly as possible,
employees who are under a great deal of stress and a poor safety climate. Accidents
occur more frequently in plants with a high seasonal layoff rate and where there is
hostility among employees many garnished wages and blighted living conditions.
Temporary stress factors like high work place temperature, poor illumination and a
congested workplace also correlate with accident rates.
How to Prevent Accidents?
In practice, accident prevention boils down to two basic activities:
1. Reducing unsafe conditions.
2. Reducing unsafe acts.
Reducing unsafe conditions is always an employer‟s first issue of defense. Safety
engineers should design jobs to remove or reduce physical hazards. In addition
supervisors and managers play a role in reducing unsafe conditions. A checklist or the
self – inspection check can help identify and remove potential hazards.
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Sometimes the solution for eliminating an unsafe condition is obvious, and sometimes
it is more subtle. For example, slips and falls at work are often the result of debris or
slippery floor. Relatively obvious remedies for problems like these include slipreducing floor coatings floor more off spills. But perhaps less obviously, special
safety gear can also reduce the problems associated with otherwise unsafe conditions.
For example, slip-resistant foot wear with grooved roles can reduce slips and falls.
Cut resistant gloves reduce the hazards of working with sharp objects.
Getting employees to wear personal protective equipment can be a famously difficult
chore. Including the employees in planning the program, reinforcing appropriate
behaviors, and addressing comfort issues can smooth the way for more widespread
use of protective equipment. Wearability is important in addition to providing reliable
barrier protection and durability protective clothing should fit properly; be easy to
care for maintain, and repair; be flexible and light weight; provide comfort and reduce
heat stress; have rugged constructed; be relatively easy to put on and take off and be
easy to clean dispose of and recycle.
Again, reducing unsafe conditions – by designing the job properly and having
managers watch for hazards – should always be the first choice. Then come
administrative controls, such as job rotation to reduce long – term exposure to the
hazard. Only then turn to personal protective equipment.
Reducing unsafe acts – through screening training or incentive programs, for
example, is the second basic way to reduce accidents. Let‟s look at how to do this.
13.3.1 Causes of Unsafe Acts
Most safety experts and managers know it is impossible to eliminate accidents just by
reducing unsafe conditions. People cause accidents with unsafe acts such as throwing
materials using unsafe producers in loading, placing or mixing by lifting improperly.
While safe acts can undo even the best attempts to minimise unsafe conditions. For
years psychologists assumed that some employees were simply more accident prone
than others and the accident prone people generally caused more accidents.
Therefore, while some believe that most accident-prone people are impulsive, most
experts today doubt that accident proneness is universal that some people will have
more accidents no matter what the situation. Instead, the consensus is that the person
who is accident prone on one job may not be so on a different job.
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Various human traits do relate to accident proneness in specific situations. For
example, accident prone drivers performed worse in a test of motor skills than did
drivers with fewer accidents and older adults with impaired vision were at a higher
risk for falls and motor vehicle crashes. People who were more fatalistic, negative
and cynical were more likely to exhibit violent behaviour in the job.
Reducing Unsafe Acts by Emphasising Safety:
It is the responsibility to set the tone so subordinates want to work safely. It is
necessary to show by both word and deed that safety is crucial. For example,
supervisors should:
1.
2.
3.
4.
5.

Praise employees when they choose safe behaviors.
Listen when employees after suggestions, concerns or complaints.
Be a good example, for instance by following every safety rule procedure.
Visit plant areas regularly.
Maintain open safety communications – for instance, by telling employees as
much as possible about safety activities such as testing alarms and changing
safety equipment or procedures.
6. Link manager‟s bonuses to safety improvement.
Reducing Unsafe Acts through Selection and Placement:
Screening is another way to reduce unsafe acts. Here, the aim is to isolate the trait
(such as visual skill) that might predict accidents on the job in question, and then
screen the conditions for this trait. Tests have distinguished between those who do
and do not have more car accidents, falls, and violent out busts studies suggests that a
test like Employee Reliability Inventory (ERI) can help employers reduce unsafe acts
at work. The ERI purportedly measures reliability dimensions such as emotional
maturity, conscientiousness, safe job performance and courteous job performance.
While the findings of one study were not definitive, using the ERI in the selection
process did seem to be associated with reductions in work related accidents.
Reducing Unsafe Acts through Training
Safety training is another way to reduce unsafe acts. This is especially appropriate for
new employees. They should be instructed safe practices and procedures, warn them
of potential hazards, and work on developing safety – conscious attitude.
Reducing Unsafe Acts through Motivation Posters, Incentive Programs and Positive
Reinforcement:
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Safety posters also help reduce unsafe acts. However, posters are not substitute for
comprehensive safety programme; instead employers should combine them with
other techniques (like screening and training) to reduce unsafe conditions and acts
and also change them often.
Others use positive reinforcement programs to improve safety at work. Researchers
introduced one program in a whole sale bakery that takes wraps, and transports pastry
products to retail outsets nationwide.
At the conclusion of training phase the employees were motivated to consider
increasing their performance to the new safety goal. For the following reasons: for
their own protection, to decrease costs of the company and to help the plant get out of
last place in the safety ranking of the parent company.
13.3.2 Management Committee and Safety
Telling supervisors to watch for spills and telling employees to work safely is futile if
everyone in the firm believes management isn‟t serious about safety. Safety starts
with top management commitment.
Everyone should see convincing evidence of top management commitment. This
includes top management being personally involved in safety activities; giving safety
matters high priority in meetings and production scheduling; giving the company
safety officer high rank and status; and including safety training in new workers
training ideally “safety is an integral part of the system, woven into each management
competency and a part of everyone‟s day to day responsibilities” In addition:
i. Institutionalise management‟s commitment with a safety policy and publicise
it. This should emphasise that the firm will do everything practical to
eliminate or reduce accidents and injuries. Emphasise that accidents and
injury prevention are not just important but of the utmost importance.
ii. Analyse the number of accidents and safety incidents and then set specific
achievable safety goals.
Safety Committees
Employees frequently participate in safety planning through safety committees, often
composed of workers from a variety of levels and departments. A safety committee
generally meets at regularly scheduled times has specific responsibilities for
conducting safety reviews, and makes recommendations for changes necessary to
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avoid future accidents. Usually at least one member of the committee comes from the
HR departments.
13.3.3 Safety Policies and Discipline
Designing safety policies and rules and disciplining violators are important
components of safety efforts. Frequently reinforcing the need for safe behaviour and
supplying feedback on positive safety practices also are effective in improving
worker safety. Such efforts must involve employees, supervisors, managers, safety
specialists, and HR staff members.
Safety Training and Communications
One may to encourage employee safety is to involve all employees at various times in
safety training. Safety training can be done in various ways. Regular sessions with
supervisors managers, and employees often are coordinated by HR staff members.
Showing videos, television broadcasts, and internet based resources all are means
used to conduct safety training.
To reinforce safety training continuous communication to develop safety
consciousness is necessary. Merely sending safety memos is not enough. Producing
newsletters, changing safety posters, continually updating bulletin boards, and posting
safety information in visible areas also are recommended.
Employees Safety Motivation and Incentive
To encourage employees to work safety many organisations have used safety contests
work behaviour. Jewellery, clocks, watches, and even vocation trips have been given
as rewards for good safety records. Unfortunately some evidence indicates that
incentives tend to reinforce under reporting and “Creative” classifying of accidents.
This concern about safety incentives, raised by OSHA, is that employees and
managers do not report accidents and injuries so that they may collect the incentive
rewards.
Inspection, Accident Investigation and Evaluation
It is not necessary to wait for an OSHA inspectors to inspect the work area for safety
hazards. Inspections may be done by a safety committee or by a safety coordinator.
They should be done on a regular basis, because OSHA may inspect organisations
with about – average lost workday rates more frequently.
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When accidents occur they should be investigated by the employer‟s safety
committee or safety coordinator. The phases of accident investigation are four as
follows:
1. Review the scene
2. Interview Employees / others
3. Prepare report
4. Identifying Recommendations
Closely related to accident investigation is research to determine ways of preventing
accidents. Employing safety engineers are having outside experts evaluate the safety
of working conditions is useful. In many similar accidents seem to occur in an
organisational unit, a safety education training program may be necessary to
emphasise safe working practices. As an example, a publishing company reported a
greater – than – average number of back injuries among employees who lifted heavy
boxes. Safety training on the proper way to lift heavy objects was initiated to reduce
the number of back injuries.
Organisations should monitor and evaluate their safety efforts. Just as organisational
accounting records are audited, a firm‟s safety efforts should be audited periodically
as well. Accidents and injury statistics should be compared with previous accident
patterns to identify any significant changes. This analysis should be designed to
measures progress in safety management.
13.4

RESPONSIBILITIES

The general goal of providing a safe and healthy workplace is reached by operating
managers and HR staff members working together. The primary health and safety
responsibilities in an organisation usually fall on supervisors and managers. An HR
manager or safety specialist can help coordinate health safety programmes,
investigate accidents, produce safety program materials, and conduct formal safety
training. However, department supervisors and managers play key roles in
maintaining safe working conditions and a healthy workforce. For example, a
supervisor in a warehouse has several health and safety responsibilities: reminding
employers to wear safety hats; checking on the cleanliness of the work area;
observing employees for any alcohol drug, or emotional problems that may effect,
their work behaviour; and recommending equipment changes (such as screens,
railing, or other safety devices) to engineering specialists in the organisation.
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A position becoming more common in many companies is that of
safety/environmental officer. This combination may make sense in situations where
danger remits from chemical (or) other sources of pollution that may be hazardous to
both employers and the public or the environment. Because both safety and
environmental responsibility require working with the government agencies, putting
someone in the job with the skills to deal with governmental agencies and ensure
compliance with a wide range of regulatory issues is a good choice.
13.4.1 Awareness
Awareness can be created among the workforce by following methods:


By providing forums for consultations with employers‟ representatives workers
representatives and community on matters of National concern relating to safety,
health and environment at work place with the overall objective in creating
awareness and enhancing National productivity.



By encouraging joint – Labour Management efforts to preserve, protect and
promote National assets and to reduce injuries and disease arising out of
employment.



By maximising gains from the substantial investment in awareness campaigns by
sharing experience and learning.



By including occupational safety and health at workplace in schools higher
technical medical, professional and vocational courses.



By securing good Liaison arrangements with the International organisations.



By providing medical criteria which will assure in so far as practicable that no
employee will suffer diminished health, functional capacity, or life expectancy as
a result of his work experience and that in the event of such occupational diseases
having been contracted, suitably compensated.



By providing for appropriate reporting procedures with respect to occupational
safety and health to help achieve the objectives and to accurately describe the
nature of the occupational safety and health problem with a view to carry out
national project study, surveys to identify problem areas and pragmatic strategies.
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There are many side effects, if we use even new computers like headaches, sniffles
etc., some experts say it is all because of poor ventilation, dust and fumes. It is found
recently that new computers emit chemical fumes (which however, diminish after
running constantly for a week). And “Safe” office work is actually susceptible to
many other health and safety problems including repetitive trauma injuries related to
computer use, respiratory illness stemming from indoor air quality and high levels of
stress, which are associated with a variety of factors, including task design.
But even facts like these don‟t tell the whole story. They don‟t reflect the human
suffering incurred by the injured workers and their families or the economic costs
incurred by employers.
In USA the Congress passed the “Occupational Safety and Health Act” in 1970 to
assure so far as possible every working man and woman in the nation safe and
healthful working conditions and to preserve our human resources.
The Act created the “Occupational Safety and Health Administration” (OSHA)
within the Department of Labour. OSHA‟s basic purpose is to administer the Act and
to set and enforce the safety and health standards that apply to almost all workers in
USA.
An occupational illness is any abnormal condition or disorder caused by exposure to
environmental factors associated with employment. This includes acute and chronic
illness caused by inhalation, absorption, ingestion or direct contract with toxic
substances or harmful agents.
13.5

CONCLUSION

One has to develop special programmers for hazardous occupations and specific
sectors; set up training mechanisms; create nation-wide awareness; arrange for the
mobilisation of available resources and expertise.
Through dedicated and concerted efforts India will certainly and steadily march
towards economic prosperity consistent with the requirements of safety, health and
environment at workplace thereby improvising the standard of living of the people.
Particular attention needs to be paid to the hazardous occupations and of workers in
precarious conditions such as migrant workers and various vulnerable groups of
workers. Work related hazards and occupational diseases in small scale industries and
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agriculture are likely to increase as the occupational safety and health services are out
of reach in these
Thousands of employees die every year in factories due to accidents. An accident-free
plant can save on cost, increase productivity, discharge moral commitment towards
workers and comply with legal provisions.
Companies have to develop common health and safety philosophies, strategies and
processes. To ensure health and safety consistency and promote an overall health and
safety culture, leading benchmark companies have to coordinate key strategies and
activities through a centralised oversight department, such as corporate health and
safety.
13.6

KEY CONCEPTS

Employee Assistance Programmes (EAP): Employee assistance programmes are a
welfare measure designed to augment „productivity‟ of workers in an
organisation. The concept of welfare has not been specifically defined or a
definition not been agreed upon unanimously. Employee assistance
programmes or such other welfare measures are looked at from the utilitarian
perspective, more than ethical that the idea is deriving maximum possible
output from employees.
Occupational Safety and Health Administration (OSHA): Occupational safety and
health administration is an aspect of organisational health. Physical conditions
of work need to be regulated. Significantly, the scientific management school
of thought is a pertinent paradigm to understanding organisational functioning
even in the post modern era of welfare and humanism in that the „one best
way‟ of doing a job may also be the safest and most value adding.
Organisational Health: Discipline, chiefly lack of untoward incidents with respect
to legal wrangles or disputes is the prime consideration in organisational
health. For maintenance of organisational health, physical and social condition
of employment should take workers‟ safety into account. To that end,
managements need to invest in safety measures. Use of the word „invest‟ is
significant in that the expenditure does not account for „cost‟ but leads to
tangible „value‟ added to organisational output in the long run, which makes it
an „investment‟.
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13.8

ACTIVITIES

1. Analyse the need of introducing healthy and safety-working environment in
industries.
2. Explain health and safety conditions and its remedial measures in industries.
3. Write a note on Management Commitment and Safety.
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LEARNING OUTCOME

After carefully reading this Unit, you should be able to:


Define Workers‟ Participation in Management;



Explain various forms of participation and their working;



Describe Collective Bargaining and its process; and
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Discuss Quality Circle and its process.

14.1

INTRODUCTION

It is a prime responsibility of the management in organisations to bring employees
and organisation on the same platform for continued effectiveness of the organisation.
Workers‟ participation in management is the best way of increasing employees‟
involvement in the decision making process of the organisation. Collective bargaining
is bipartite in nature in which workers bargain on issues where their interests are
involved. Quality circle is the process in which grass-root level employees of the
organisation take part in solving their problems.
Human's productive capacity depends upon the ability to acquire knowledge and put
it to economic use. Human resource philosophies are the basis on which policies and
practices guiding an organisation‟s behaviour can be developed and implemented.
These are as follows:
Accumulation-

Translate policies into practices designed to attract good
candidates over time, carefully and consistently

Utilisation-

Individuals are generally selected with attention to technical
skills, although personal characteristics are still considered
important, and

Facilitation-

Individuals must have technical skills and they should be able
to work together in close reciprocal interaction. Employee
development and enhancement are valued, but the organisation
will facilitate the acquisition of new knowledge and abilities
because in the current scenario, growth of organisation is
directly related to the knowledge base of its employees.

In a nut shell, it can be stated that facilitation is based on new knowledge and creation
of knowledge, whereas utilisation is based on commitment and high control, and
accumulation is based on maximum involvement and creativity. From the above
discussion, it is clear that the wide scope of human resource management covers
union-management relations, workers participation in management, collective
bargaining, disciplinary procedures, settlement of disputes and grievance, apart from
other personnel and welfare aspects. In this unit, attention will be focused on the
below mentioned three approaches.
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i.

Workers Participation in Management;

ii.

Collective Bargaining, and;

iii.

Quality Circles

14.2

WORKERS' PARTICIPATION IN MANAGEMENT (WPM)

The word 'participation' means, to take part in or to involve in any activity or event.
Participation brings attitudinal change and increases the motivation level of human
beings towards achievement in activities or events they participate in. The concept of
workers' participation in management is considered an instrument, whereby, workers
share their views in the decision making processes of the organisation. It has great
psychological value and also promotes better employer-employee relations in an
organisation, which is a pre-requisite for rapid industrialisation and economic growth.
This concept increases the involvement of employees at the work place and they, in
turn, feel committed to their job as well as to the organisation they serve.
Participation means identification with and involvement in the day-to-day functioning
of the organisation for the achievement of the goals of the organisation, taking into
account the reality of the situation which enables workers to undertake
responsibilities. The International Institute of Labour Studies (bulletin, 5) states, that,
“participation results from practices which increase the scope for employees share of
influence in decision-making at different tiers of organisational hierarchy with
concomitant assumption of responsibility”. Thus, participation should not be limited
only to management functions but should cover all activities in an organisation.
As per views expressed by social thinkers, Comte and Owen, workers' participation in
management should be encouraged for achieving the ideal of social justice. From the
point of view of social scientists, it is the best technique for utilisation of human
resource. Experiments of Blake, Mayo, Lewin and Likert bring out that if workers are
given opportunities to participate in the decision making process of the management,
there could be possibility of positive gains to the organisation's effectiveness and
morale of the workers. Fig 1 (Walker, 1973) shows the basic concept of participation.
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Figure-1
Basic concept of Workers Participation in Management:-

It is illustrated in the figure that both workers and management are involved in the
process and their functions are also mentioned. On further analysis of the above
figure, it is observed that various forms of workers' participation in management are
possible, such as, collective bargaining, employee directors, work councils and
suggestion schemes.
The idea of workers‟ participation has been around for some time but has gained
currency in the present era of competitive advantage, innovative forms of
organisations, fluid flexible matrix structuring of organisation design and horizontal
mode of functioning, instead of the traditional linear vertical, where workers are
rightly perceived, more as „co-contributors‟ rather than subordinates in the hierarchy
and lateral entries and contract based work are the new modes of functioning. The
function of management is desirably more „collaborative‟ than „directive‟ today. The
question today is the extent to which industrial democracy through workers
participation in management would be practicable.
There are four ways in which participation is generally secured. These denote
increasing extent of workers‟ participation along a linearly progressing continuum.
(Dwivedi, 1989).
First there is;


Profit sharing;



Consultation; moving to;



Joint management; and progressing to,
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Self-management on the part of workers.

The same is necessary because there is better command over the knowledge resource
and bargaining power today with the workers, which places them favourably Vis a
Vis management. Democracy has had a significant impact on the definition of rights
and duties of people within an organisation. Workers are more aware of their
fundamental rights and press for the same in an articulate and organised fashion.
In a developing economy, planning processes are designed to accelerate productive
processes. Productivity has always been considered an attitude of mind. There is
research based evidence to believe that participation of workers in decisions
influencing them is a prerequisite to effective decision making and overall
productivity of the organisation. (Ghosh, 1969). Industrial sociologists also argue that
if there is greater identification of participating workmen with socio-economic
objectives of the enterprise, the chances of higher productivity get much more real.
Labour management collaboration has been expressed in India‟s policy and the
following objectives have been articulated in the second five year plan:





Establishment of cordial relations between management and workers and building
up understanding and trust between them;
Substantial increase in productivity in the interest of management, workers and
the nation;
Securing better welfare facilities etc. for workers; and
Training and education of workers to understand and share the responsibilities of
management

14.2.1 Historical Background
The origin of the concept can be traced back to the writing of Fabians socialists
headed by Sydney Webb. This concept gave impetus to the origin of political
democracy in many parts of the world. For achieving political democracy, the
establishment of economic and industrial democracy was considered a must. This
concept found its first practical application during the First World War, when
organisations were facing two major problems, that is, maintaining industrial peace
and improving productivity. The governments of Germany, France and Great Britain
convinced the managements to establish joint committees for resolving these
problems through consultation.
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In the United Kingdom, on the recommendations of the Whitley Committee, a well
knit three tier consultative system was set up. The idea got a setback in the years 1918
and 1921 due to the cessation of hostilities and economic depression respectively.
During the Second World War, interest in joint consultation was revived because
many countries, such as, Federal Republic of Germany, Yugoslavia, France, Belgium
and Bulgaria passed laws to establish consultative bodies for reconstruction of war
ravaged economies. In India, this concept can also be related to the Gandhian
approach. Gandhi looked upon workers and employers as dependent on one another.
He wanted them to act like trustees for the society. Gandhi's concept of trusteeship is
based on the theme of collaboration between employers and employees rather than
conflict between them. The International Labour Organisation (ILO) has made efforts
for creating interest in this concept and its recommendations were adopted in 1952,
1960 and 1976.
Idea of workers participation in management has been suggested by various
committees and commissions, but so far, no concrete legislation has been enacted in
pursuance of it.
Voluntary schemes of participative management have not proven very effective. In
pursuance of the above-stated objectives, a model agreement was drawn up on the
constitution and administration of the Joint Management Councils in 1957, following
the report of a tripartite study team sent to European countries and its unanimous
endorsement at the fifteenth (15th) session of the Indian labour conference. The
scheme was in the form of a government resolution and did not have any statutory
sanction
Two guiding principles of the scheme were identified as: 1) providing management
with work related advice and 2) giving employees the opportunity of participation in
managerial decisions affecting them.
The idea was both to increase productivity and further the cause of socialist
democracy via industrial working. Private sector was also sought to be brought within
the purview of the scheme.
A scheme for works councils was introduced in 1975 for workers' participation at the
shop floor and plant levels, in enterprises, employing five hundred (500) or more
workers.
The issue of workers participation in management has also been deliberated upon in
various sessions of the Indian Labour Conference (ILC). In the 15th session, there
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was a general agreement that participation should be ensured through legislation, or
by mutual agreement between the employees and the employers of selected Industrial
establishments. The issue was also discussed in the 28th, 29th, 32nd and 33rd sessions
of Indian Labour Conference.
14.2.2 Objectives of WPM
In 1975, the Constitution of India was amended and section 43-A was inserted in the
Directive Principles of State Policy. The article provided that;
“The state shall take steps by suitable legislation or in any other way, to secure the
participation of workers in management of the undertakings, establishments or other
organisations engaged in any industry.”
In accordance with this amendment, the scheme of workers participation in
management in manufacturing and mining industries was notified in 1975. The
scheme provided for formation of Joint Councils at plant level and shop councils at
shop level and covered only those manufacturing and mining units both public and
private sectors as well as in departmental run units employing 500 or more workers.
In 1977, the government extended the scheme to the commercial and service
organisations of the public sector. The basic objective was to devise a system which
would generate mutual trust and confidence between workers and management, so as
to promote active involvement of workers at the work place.
The government of India, on 30th December 1983, introduced a new scheme for
employees‟ participation in management. This scheme was applicable to all public
sector undertakings, except those, which are given specific exemption from the
operation of the scheme by the administrative ministry or department concerned, in
consultation with the Ministry of Labour, taking into account the nature of the
undertaking, the products it manufactures, etc.
It envisaged constitution of bipartite forums at shop and plant levels. In undertakings
considered suitable, it was also to be implemented at the board level. The scheme
provides equal representation of workers and management in the forums. The mode
of representation of workers‟ representatives was to be determined in consultation
with the concerned unions.
The objectives of proposed arrangements are discussed below:
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(i)

Economic: To increase workers' productivity. This is possible through
cooperation between workers and management. It motivates workers to work
hard. Management and workers mutually agree to some form of sharing the
gains.

(ii)

Social: To develop a sense of fulfillment not only as regards work but also in
regard to the social environment. Participation provides respectable status to
workers in society.

(iii)

Political: To make the workers conscious of their rights at the work place and
to establish industrial democracy. Political democracy gives the workers the
right to participate in the governance of the country.

(iv)

Moral: To develop workers‟ personality. They feel satisfied when decisions
are made with their participation in matters affecting them directly or
indirectly; and

(v)

Psychological: To bring attitudinal change among workers so that they feel
part and parcel of the organisation.

14.2.3 Forms of Participation
'Participation' is a soothing concept and it is welcomed at all levels. It has a tonic like
effect on the psychology of an employee. The following five levels of participations
have been identified.
(i)

Informative participation- Information is shared with workers regarding
production figures, balance sheet, economic conditions and future expansion
plans, etc. Workers have no right to scrutinise the information provided by the
management.

(ii)

Consultative participation- Workers' representatives are consulted on matters
relating to welfare facilities. The joint council acts in an advisory capacity
though the final decision rests with the management.

(iii)

Associative participation- The management accepts the suggestions of the
council and implements the unanimous decisions taken by it.

(iv)

Administrative participation- A decision is taken and the council is given the
right to choose the method of implementing it. This allows workers more
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autonomy in exercising administrative and supervisory powers in respect of
welfare measures, safety, and operation of vocational training and preparation
of work schedules.
(v)

Decisive participation- This is the highest form of participation where all
matters, economic, financial and administrative, are brought under the
scrutiny of the councils, and decisions taken jointly.

The form of participation also depends on the ideology and systems adopted by a
particular society. Socialist ideologies advocate direct participation at every level of
management, while capitalist societies have left it unstructured. Participation not only
protects the interests of both the parties but also acts as a system of checks and
balances on both groups.
Participation involves the following steps:
1. Ascertain the objectives, functions and scope of the committee set up for
participation;
2. Fix the number of member participants from each side;
3. Decide the quorum and frequency of meetings;
4. Specify the agency framework and the agenda for meetings;
5. Establish the procedure for giving notice of meetings;
6. Decide the agency that records the minutes of meeting circulate them, and
monitor follow up action;
7. Decisions implemented or otherwise should be discussed in meetings and
corrective actions taken accordingly;
8. The decision of the committee must be binding on concerned parties.
In order to streamline the mechanism, it is necessary to draw up standard practice. To
ensure that the committee is not merely giving lip service, it is necessary to
incorporate review and analyse systems. In this system, the top management assesses
the number of recommendations implemented by the committee, scrutinises reasons
for non implementation and suggests ways and means for overcoming difficulties.
Effective Participation
For effective and successful participation as a manager, one has to develop strategies
according to the structure, form and type of participation which is practiced in an
organisation. Some important strategies are:
1. Create compatible employer employee relations in the organisation
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2. Avoid unfair labour practices
3. Eliminate possibilities of communication gap
4. Educate and train both parties in the ethos and mechanism of participation
5. Strengthen trade unions to avoid political pressure.
6. Adopt collective bargaining for amicable settlement of disputes
7. Develop mutual trust and confidence among management and workers
8. Ensure reasonable wages, salaries and other allowances
9. Develop a sense of job security and freedom from reprisals resulting from
their participation
10. Develop a real sense of 'say' in organisational decisions. This helps find the
root causes of the problem.
14.2.4 Institutional Arrangements for WPM
Works Committee: Under the Industrial Disputes Act, an industrial establishment
employing hundred (100) or more workers was required by the government to
constitute a works committee, comprising an equal number of representatives of
management and workers. Normally, such committees are found in large industrial
establishments.
1. Section 3 of the Industrial Disputes Act, 1947, provides for the setting up of
bipartite works committees in an industrial establishment, in which hundred or
more workers are employed in the preceding twelve months, in the prescribed
manner, consisting of representatives of employer and employees, working in
the establishment. The Bombay Industrial Relations Act, 1942, also provides
for these bodies, but under the provision of this act, they can be set up only in
units which have a recognised union and are called, joint committees. The
following are the objectives of the works committees:
a. To promote and establish harmonious relations in the work place; and;
b. To sort out differences of opinion between employers and employees in respect of
matters of common interest.
Structure of Works Committees
The number of members constituting a works committee is flexible, but in general,
the total strength should not exceed twenty. The number of representatives of
employees should not be less than that of the employer. In fact, equal number from
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both sides is desirable. The tenure of these committees is two years and these meet as
often as necessary, as but not less than once in three months. As office bearers, a
president, a vice-president, a secretary and a joint secretary are nominated. The
president of the works committee is nominated by the employer while the vicepresident is elected by the employees‟ member.
The main function of the works committee is to promote measures for securing and
preserving amity and cordial relations between the employer and employees. The
committee constituted by the Indian Labour Conference in 1959 suggested certain
other functions for these work committees to deal with:
(i)

Physical working conditions such as ventilation, lighting and sanitation

(ii)

Amenities such as drinking water canteens and health services

(iii)

Safety and accident prevention

(iv)

Adjustment of holidays

(v)

Administration of welfare funds

(vi)

Educational and recreational facilities

(vii)

Encouragement of thrift and savings

(viii) Implementation and review of decisions

The National Commission on Labour (1969) suggested the following measures for
the successful functioning of works committees:(a) More responsive attitude on the part of management
(b) Adequate support from unions
(c) Proper appreciation of the scope and functions of the works committees
(d) Whole-hearted implementation of the recommendations of works committees
(e) Proper coordination of the functions of the multiple bipartite institutions at the
plant level now in vogue
These committees are functioning well in some organisations like the Tata Iron and
Steel Company and the Indian Aluminium Works. In general, despite a statutory
requirement for setting up works committees in all undertakings, some units have not
established them where established, have failed to work well. Works committees have
not been very successful in resolving differences at the negotiation stage. The main
reasons for lack of success of works committees have been: (Dwivedi, 1989)
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Indifference on the part of the employers to the very idea of discussing important
issues with workers or their representatives and the opposition of the trade unions
to the works committees, which they apprehend, would reduce their importance or
encroach their functions;



Inter union rivalry, rendering joint operation difficult;



Lack of demarcation between the functions of works committees and trade
unions;



Illiteracy among workers, who cannot follow proceedings of works committee;



Disregarding decisions arrived at in works committee deliberations;



Absence of legal sanction behind such decisions;



Entrusting matters of a minor or trifling nature



Lack of interest meetings in meetings, holding meetings irregularly, considering
them a formality, reducing meetings to a ritual

Joint Management Councils (JMCs)
The Industrial Policy Resolution (1956) suggested the need for joint consultative
machinery between the employer and the employees to promote industrial peace. In
the year 1957, the government of India sent a study group to study the schemes of
workers' participation in management in countries like the United Kingdom, France,
Belgium and Yugoslavia. The report of this study group was considered by Indian
Labour Conference in its 15th session in 1957 and certain recommendations were
made:
(i) Scheme should be set up on a voluntary basis in selected undertakings;
(ii) A sub committee consisting of representatives of employers, workers and;
government should be set up for considering the details of worker' participation in
management schemes, and;
(iii)The above sub-committee should select the undertakings where the schemes
would be introduced in the first stage on an experimental basis.
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In 1958, Joint Management Councils were introduced. The JMCs are entrusted with
the administrative responsibilities for various matters relating to welfare, safety,
vocational training, preparation of schedule of working hours and holidays. They are
to be consulted in matters concerning changes in work operation, general
administration and alteration in standing orders, rationalisation, closure etc.
Objectives of JMCs are enumerated as follows:
(i) To determine the means of promoting better understanding between workers and
management;
(ii) To improve the efficiency of workers;
(iii)To suggest measures of reduction in wastage and increasing profits;
(iv) To educate workers so that they are well prepared to participate in these schemes;
(v) To promote a more stable work force and workers safety, and;
(vi) To satisfy the psychological needs of workers.
Joint Management Councils have been set up, so far, in twenty- three units. The first
joint management council was established in the public sector in the Hindustan
Machine Tools ltd., Bangalore, in 1958. The council has the right to obtain
information regarding the working of the undertaking and has direct administrative
responsibility for matters concerning workers' welfare, training and allied matters. Its
main function is to bring about mutual consultation between employers and workers
over many important issues which affect industrial relations
Structure of JMCs
It was decided that JMCs should consist of an equal number of representatives of the
management and employees but in any case these total number should not be more
than twelve. Representation of a workman to the JMC would be based on
nominations by recognised trade unions. A tripartite sub-committee was set up as per
the recommendations of the Indian Labour Conference, which laid down certain
criteria for selections of industrial units were the JMCs could be introduced. It
includes the following:
(i) The unit must have five hundred or more employees;
(ii) The unit must have a good record of industrial relations;
(iii)The unit should have a well-established trade union;
(iv) The trade unions should be affiliated to some central federations;
(v) The management and the workers should agree to establish JCMs;
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(vi) The private sector employers should be members of the leading employers'
organisations.
Further, it was also observed by the sub-committee that if the workers and employers
mutually agree, they can set up JMCs even if these conditions are not met. These
councils are required to work at the policy level besides works committees.
Functions of JMCs
The following are the essential functions of JMCs:(i) They are to be consulted by the management regarding administration of standing
orders, retrenchment, introduction of new methods of production and closure,
reduction of operations;
(ii) To receive information, discuss and give suggestions on the general economic
situation of the unit; and
(iii)To share administrative responsibilities on matters of welfare, safety, and training;
schemes, working hours, breaks, holidays, and payment of rewards.
Issues relating to wages, bonus and individual grievances are excluded from the
purview of the JMCs.
Working of JMCs
JMCs too did not receive much support from the unions or the management. It was
felt that a multiplicity of bipartite consultative bodies served no purpose. Where the
membership of unions was disputed, composition of the council became a contentious
issue. The Hindustan Machine Tools Ltd., Bangalore, was the first unit to set up a
JMC in 1958, but it survived less than a year. The scheme also failed in Post and
Telegraphs, Railways, Fertilizer and Chemical Corporation, Indian Airlines, Air
India, and Hindustan Insecticides. In TISCO, the success of JMCs was because of the
presence of one strong union. Bharat Heavy Electricals Limited have provided an
appropriate forum for effective communication and management furnished all facts
and information sought for. Despite the useful purpose the JMCs could be a success
be in some cases but by and large, they have been found to ineffective and their
functioning unsatisfactory. The main reason behind it is the scheme is voluntary. The
National Commission on Labour observed that, "mental reservations which operated
against JMCs are the same both in the ranks of the management and among the
workers". Besides, other causes responsible for the lack of success of JMCs are:
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(i) The managements felt that the workers were not competent enough to participate
in JMCs;
(ii) Workers representatives were not very clear with their role as decision-makers;
(iii)Trade union leaders were not cooperating with the management to solve workers‟
problems;
(iv) Management was not ready to give enough information to the workers; and;
(v) In the presence of works committees, JMCs proved superfluous.
Workman Directors
This represents apex level participation of workers in an undertaking. The
participation of representatives of workers on the Board of Directors of undertakings,
is with the following objectives (Administrative Reforms Commission (1970) :
(i) To improve two way communication link;
(ii) To enhance the status of workers; and,
(iii)To involve the workers in the formulation of policies in which workers are
interested.
Initially, this scheme was started in the Hindustan Antibiotics Ltd., the Hindustan
Organic Chemical Ltd. and later extended to the National Coal Mines Development
Corporation, the Bharat Heavy Electrical Limited and the National Textile Mills. The
Workers‟ Director was elected by all the workers of the organisations by secret ballot.
The government of India advised all nationalised banks to appoint two workers‟
directors on the board of management, one representing officers‟ and the other, the
workers‟ side. The qualification for the director was that he should have been in
continuous service of one or more nationalised banks for a period of five years and
should not have reached superannuation during his term of office as Director as the
tenure of workers‟ director, is three years. The workers‟ director was selected by the
central government out of a panel of three employees to be proposed by the
representative union of the bank. The National Labour Institute indicated that the
measure failed in promoting cordial relations between the workers and the
management. Later on, the Ministry of Finance removed the directors from the boards
of all nationalised banks.
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Workers’ Participation Scheme
During the period of emergency, on the 30th of October 1975, the government of
India announced a new scheme of workers' participation in management. This
scheme, called the workers‟ participation scheme, was also voluntary. It was for
manufacturing and mining industries whether in public, private, cooperative sector
and departmentally run enterprises employing five hundred or more workers. The
scheme provided for shop councils at the shop/departmental levels and joint councils
at the enterprise/plant level.
Shop Councils
Shop councils consist of an equal number of representatives of employers and
workers. The workers‟ representatives are required to be working in the concerned
shop or department. As per the scheme, the Chairman of the council is to be
nominated by management while the vice-chairman is to be elected by workers
representatives among themselves. The total number of members of council may not
generally exceed twelve. The council functions for a period of two years and is
required to meet as frequently as is necessary but at least once in a month. The
decisions of the council are to be taken on the basis of consensus and not by a process
of voting, and implemented by the concerned parties within a period of one month.
The functions of the shop council are summarised as under:
(i) To discuss matters relating to safety and security
(ii) To assist management in achieving monthly/yearly production targets
(iii)To help in improving production productivity and efficiency
(iv)To identify the area of low productivity and suggest measures for improvement
(v) To study problem of absenteeism and recommends steps to reduce them
(vi)To assist in maintaining general discipline of shop/department
(vii) To look after working conditions of shop/department
(viii)To ensure two way communication between management and workers; and;
(ix) To help in maintaining welfare and health conditions of the shop/department.
Joint Councils
The Joint Councils are required to be set up for whole unit and the employees who are
actually working in the unit shall be members of the council. The Chief Executive of
the unit was to be the Chairman and the Vice-Chairman is to be nominated by the
representatives of workers. The Secretary is to be appointed by the joint council who
is to be responsible for discharging its functions. The tenure of the council is two
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years and is required to meet, once in a quarter. The decisions of the council are also
by the process of consensus and are to be implemented within one month. The
functions of the council are:
(i)

To fix productivity norms for men and machines for the unit;

(ii)

To discuss the matters which are unresolved by shop council;

(iii)

To see that raw materials are used optimally;

(iv)

To prepare the schedule of working hours and holidays;

(v)

To develop adequate facilities for skills development of workers of the unit;

(vi)

To look after general health, safety and welfare of workers of the unit as a
whole; and;

(vii)

To develop a system for awards to workers for creative suggestions.

Later on, this scheme was extended in 1977, to other units of service and commercial
organisations which employ hundred or more workers, such as hospitals, railways,
post and telegraph, road, transport and electricity boards, etc. According to this
scheme, the unit councils were to function at the unit level while joint councils at
divisional, regional or zonal level. But the success of the scheme has not been
encouraging.
The New Scheme
The government of India introduced a new scheme of workers participation after
reviewing the progress of various schemes in the industry in 1984. The main features
of the scheme are as follows:
(i)

It is applicable to all central public sector enterprises;

(ii)

This scheme is to operate at the shop floor and plant levels but there is a
provision for participation at the board level too;

(iii)

Different categories of workers, such as unskilled, semi-skilled, technical and
non technical, supervisory and non supervisory are to represent, at both the
shop floor and the plant levels;

(iv)

The mode of representation of workers‟ representatives is to be determined
through consultations with the concerned unions;

(v)

The number of representatives depends on the total number of work force;
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(vi)

The scheme has universal applicability irrespective of the number of workers
employed; and

(vii)

A wide range of work related issues such as personnel, welfare, operations
and financial were brought within the ambit of the councils.

The Ministry of Labour constituted a tripartite committee to review the working of
the scheme and suggest corrective measures.
The net result of workers participation in management has not been encouraging,
because it has failed to achieve the objectives of labour management cooperation and
coordination. Some of basic reasons for failure of the above schemes could be briefly
stated as follows:
1. The negative attitudes of the management towards the scheme;
2. Lack of proper understanding of these schemes on the part of employees and trade
union;
3. Inadequate training systems;
4. Lack of follow up actions basically on the part of government especially with
reference to the works committee; and;
5. Overlapping of various functions on the schemes.
To ensure better degree of employees‟ involvement, the following suggestions may
be worth considering:
1. The government should propose a scheme on a 'statutory basis;'
2. It should cover the private sector units also;
3. The employees‟ involvement must be ensured from shop floor level to the
boardroom level;
4. Proper training should be compulsory before implementing the scheme;
5. The scheme has to be looked after the workers interest on one side; and;
efficiency, productivity, quality and profitability on the other side;
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6. The management should adopt participative commitment rather than authorisation
to the scheme.
Worker's Participation in Management Bill, 1990
All these schemes of workers' participation in management have not provided a
meaningful framework of participation of workers in management at all levels in the
industry. To overcome from the above situation, the Government of India introduced
a bill in Rajya Sabha on 25 May, 1990. The important features of this Bill are as
follows:
1. The term „worker includes no-managerial and managerial employees.
2. Setting up of Shop Floor Councils at the shop floor level and establishment
council at the establishment level in accordance with provisions of the scheme.
3. Equal number of representatives to represent employer and workmen will present
in both councils
4. Employer representatives shall be nominated by employer in a prescribed manner
as specified in the scheme.
5. Employee representatives shall be nominated by the registered Trade Union or
elected by secret ballot in accordance with the scheme.
6. The Chairperson of both the Councils shall be chosen by and from amongst the
representatives of the Council.
7. The tenure of each council shall be 3 years and shall meet as and when necessary
but not less than 4 times within a span of one year.
8. The functions of both the councils have to cover a wide range of activities of the
enterprise.
9. This bill provide a rule for setting up a monitoring committee which include an
equal number of members representing - the appropriate government, the
employers, and the workers. The main function of monitoring committee is to
review and advice in the matters which arising out of the scheme.
10. The bill omits Section 3 of the Industrial Disputes Act, 197 relating to the setting
up of works committees.
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The working result of workers participation in management is not encouraging till
date because it has failed to achieve the objectives of labour management cooperation
and coordination. Some of basic reasons for the failure of above schemes are as
follows:
1. The negative attitudes of the management towards the scheme;
2. Lack of proper understanding of these schemes on the part of employees and trade
union;
3. No adequate training systems;
4. Lack of follow up actions basically on the part of government especially with
reference to the works committee;
5. Overlapping of various functions on the schemes.
The following suggestions may improve the degree of involvement of employees:1. The Government should propose a scheme on 'Statutory Basis'
2. It should cover the private sector units also.
3. The employees‟ involvement must be ensured from shop floor level to the
boardroom level
4. Proper training should be compulsory before implementing the scheme.
5. The scheme has to be looked after the workers interest on one side and efficiency,
productivity, quality and profitability on the other side.
6. The management should adopt participative commitment rather than authorisation
views towards scheme.
14.3

COLLECTIVE BARGAINING

Collective bargaining is explained as a process or method of determining the terms
and conditions of employment by negotiations between management representatives
and union representatives. The signed agreement, usually known as a trade agreement
or contract, establishes the terms and conditions of employment which are to prevail
usually for a stipulated period of time. Collective bargaining may be viewed as an
alternative to individual bargaining or to governmental regulation (Miller, 1987 ).
The essentials of collective bargaining are as follows:


It presupposes some kind of organisation among workers;
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Recognition of a labour organisation by the employer and acceptance of its
representative as authorised spokesman for all or a portion of his employees are
also essential conditions for the establishment of the process;



Implies willingness on the part of both labour and employees to meet and confer
with respect to the issues involved;



Will to agree is imperative from both sides and should be articulated thus;



Ability to exert economic pressure in support of his position. The employer must
have the right to suspend operations and labour must have the right to strike;



Only possible substitute to both labour and management to have the right to refer
unsettled issues to arbitration with compulsory acceptance of the award of the
arbitrator.

Incorporation of results of negotiations in a written, signed agreement is an essential
part of the process of collective bargaining (Miller, 1987). Collective Bargaining is
another form of involving employees in decision making in organisations. In this
process, the terms and conditions of employment are determined by mutual
agreement between the employer and the employees. It is bipartite in nature because
only the employers and the employees are involved in the bargaining process. The
idea is that the employer and employee should not make decisions unilaterally or with
the intervention of any third party. The International Labour Office Workers Manual
(1973) defines collective bargaining as “negotiation about working conditions and
terms of employment between an employer, a group of employers or one or more
employers' organisations, on the one hand, and one or more representative workers'
organisations on the other with a view to arrive at an agreement.”
It is called 'collective' because both employer and employees participate in groups
rather than as individuals and 'bargaining' refers to arriving at a stage of agreement
using methods like discussions, exchange of ideas and facts, and negotiations rather
than confrontation. Both parties realise the importance of peaceful co-existence for
mutual benefits and continued progress.
Objectives of Collective Bargaining
The following are the main objectives of collective bargaining
(i) To increase mutual confidence;
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(ii) To regulate terms and conditions of employment without intervention of a third
party;
(iii)To create cordial environment in the establishment;
(iv) To protect the interest of the employees; and;
(v) To raise the socio-economic attributes of the employees.
Types of Bargaining
There are four types of bargaining activities:
(i) Distributive Bargaining: In this type of bargaining, one party gains and the other
loses. They try to settle economic issues like wages, and bonus, etc. Self-interest
is given precedence over organisational interest.
(ii) Integrative Bargaining: In this type of bargaining, both parties may gain, which
implies a win-win type of bargaining. Productivity aspects are considered and it is
believed that by a mutual problem solving approach, the sum total of the gains
can be increased. When the question of survival arises in front of both parties,
then this type of bargaining will give fruitful results.
(iii)Attitudinal Structuring Bargaining: This process of bargaining helps in shaping
the attitudes of both parties and brings about attitudinal change in them. It also
helps in developing an environment of mutual trust and confidence with respect to
each other.
(iv) Intra-organisational Bargaining: In this type of bargaining, both parties discuss
general strategies and arrive at a consensus decision which is expected to improve
the overall performance of the organisation.
Structure of Collective Bargaining
It is generally structured and conducted at three levels, namely:
(i) The Plant Level: Bargaining is done between the management and employees of
the plant or unit. Local issues, such as work rules, safety, security, shift timings
and working hours, etc. are considered.
(ii) Industry Level: Negotiation is between the apex level of management and the
unions. The agreements are somewhat broader in scope, generally concerning
revision of wages pensions and insurance plans which have wide implications.
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(iii)National Level: The scope of such type of negotiation is much wider. Such type
of agreements is not common in our country.
Bargaining Issues
The bargaining issues can be divided into the following three categories;
(i) Mandatory: Issues concerning wages hours and other terms and conditions of
employment. These demand immediate solution, which left unresolved would
lead to the charge of unfair labour practice, because they have direct effect on job
performance of employees;
(ii) Voluntary: Those issues which may be raised, but both the parties show least
interest in resolving them. For example, health benefits for retired employees;
(iii)Prohibited: Those that are outlawed, such as concerning closed units, and
demands that the employer use only union-produced goods etc.
Collective Bargaining Process
The following main steps are involved.
1. Negotiation Team
2. Preparation of Demands
3. Negotiating Procedure
4. Bargaining Strategy
5. Preparation of Agreement
6. Administration of Agreement
All six steps are explained as follows:
1. Negotiating Team: Two teams, one from management side and other from
workers side should be present for bargaining the issues because the interest of
both sides is involved. On the workers side, the team consists of the office bearers
of the unions while from management side, the team may consist of personnel,
production and finance managers, etc. The chief executive of the organisation is
one of the team. It is not necessary that the number of representatives from both
sides should be equal.
2. Preparation of Demands: The next step is preparation of demands. Generally, the
charter of demands presented to the management by the unions, is prepared by the
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members of negotiating team in consultation with other employees of the
organisation. If necessary, the involvement of an outside expert is permitted.
3. Negotiating Procedure: After preparation, comes the stage of process of
negotiation. Generally two types of processes may be adopted by the team (a)
piecemeal negotiation, in which the issues are taken up one by one, (b) total
approach, in which all issues are negotiated, considering total effect. The process
and authority during negotiations should be clearly spelt out by the management.
4. Bargaining Strategy: There is no specific strategy for negotiating the issues. It
depends on the situation, time, strength and other market conditions. But the main
point is to give attention to the entire package and its ultimate results rather than
on immediate gains or losses.
5. Preparation of Agreement: The outcome of collective bargaining process is the
preparation of agreement. The bargaining issues are solved and then, put on
paper. Legal terminology should be avoided as much as possible in the letter of
such agreements. The agreement should be signed by both the parties and
communicated to all concerned. In our country it is called a 'settlement' within the
meaning of Section 2(p) of the Industrial Disputes Act.
6. Administration of Agreement: The administration of agreement is left to both
management and workers because under section 29 of the Industrial Disputes Act,
any person who commits a breach of any term of the settlement, is punishable
with imprisonment for a term which may extend to six months, imposition of a
fine, or both.
An important and relevant point which deserves attention in collective bargaining is
that it is a temporary accommodation because the unions may always demand the
renewal of such agreements before their expiry and the management may reject this
demand which may again lead to negotiations. Therefore, we can say that the
collective bargaining is a continuous process.
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Figure-2
Collective Bargaining Process

Recommendations for effective collective bargaining:
For collective bargaining to be thoroughly effective, the following conditions are
imperative.
1.
2.
3.
4.

Favourable organisational climate is a prerequisite for effective settlement;
Interference of outside political leadership would be harmful;
Trade unions must be strengthened by recognition;
Government should made legislation for compulsory collective bargaining
preceding adjudication;
5. There is no scope of unfair labour practices in this process; therefore, both the
parties should develop positive attitudes towards each others;
6. A 'win-win situation' should be adopted by both the parties;
Recommendations of the National Commission on Labour
In 1969, National Commission on Labour made the following recommendations for
effective implementation:1. Compulsory adjudication should be used only as a last resort;
2. Trade Unions should be strengthened, both organisationally and financially, by
amending the Trade Union Act, 1926, to make registration of unions compulsory,
enhancing the union membership fee, reducing the source of outsiders in the
union executive and among the office bearers, and increasing the minimum
number of members of union applying for registration of the union;
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3. Legal provisions may be made either by a separate legislation or by amending an
existing enactment for;
(a) Compulsory recognition of trade unions, and certification of unions
bargaining agents;
(b) Promotions and Rehabilitation of unfair labour practices;
(c) Bargaining in good faith by both employers and unions;
(d) Conferring legal validity and legitimacy on collective agreements.
4. Intensification of workers‟ education for building up internal union leadership and
making workers more knowledgeable ad conscious about their rights and
obligations;
5. The idea of one union for one plant or one industry should be popularised and
encouraged;
6. The government should declare its policy to allow and encourage the parties to
settle their conflicts by bipartite consultation and negotiation consistent with
public safety and interest of the society in general.
The recommendation regarding prohibition and penalisation of unfair labour practices
has been implemented by amending the Industrial Distorts Act, 1947, in the year
1982.
14.4

TRADE UNION THEORIES

Trade Unions are viewed by the historical school, as a „continuous association of
wage earners for the purpose of maintaining and improving their working lives. As
per the views of the neo-classicals, involvement of trade unions in economic
decisions is mooted by this school. The purpose of organised activity on the part of
workers is betterment of worker life through involvement in economic decisions
involving them. Revolutionary unionism has advocated participative management and
equation of the power balance between management and workers. Left wing theorists
advocate socialist transformation of the bourgeois society through organised activity
on the part of the working class. Anarcho syndicalism advocates use of violence for
achievement of socialist objectives.
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14.4.1 Trade Union Movement in Selected Countries
Discussed below is a brief account of development of trade union movement in select
countries from where most developing nations drew inspiration for such
institutionalisation of voluntary effort.
14.4.1.1 United Kingdom
The beginning of Industrial Relations in United Kingdom is traced to „mercantilism‟
where journey men apprentices employed in craft guilds organised to prevent
exploitation at the hands of employers. Workers‟ associations were developed during
the industrial revolution with the advent of the factory. The spread of the socialist
doctrine of anarchism, under Robert Owen, gave ideological endorsement to the
movement. The socialist doctrine was developed and popularised by Marx and
Engels. Anarchism was a strand in the broad ideology. Attempt was made to
consolidate trade clubs into a grand national consolidated trade union, which did not
meet with success. After the Trade Union Act was passed in 1871, trade union
activity was legitimised and trade unions forayed into politics to voice their opinions
and concerns more forcefully. The process culminated in all representative
committees of individual organisations coalescing into the Labour Party in 1923-24.
Thereafter, worker associations got a boost. Joint shop councils and works
committees were set up in industries and union representatives were appointed in
management boards in public corporations.
14.4.1.2 United States of America
Trade union activity had similar beginnings under merchant capitalists in the United
States, except that here such activity was ruthlessly suppressed by the state and by
adverse law court decisions. In the famous Cordwain Conspiracy Cases, trade unions
were declared “conspirational coercive and injurious bodies”. Trade union activity
was an underground secret activity. In 1884, the Noble Order of Knights came into
being bringing together separate associations. Ferdinand Lassalle advocated capture
of power. Marxists, anarcho- syndicalist followers of Bakunin and Proudhon were
ruthlessly suppressed following the infamous Haymarket Riots. Up to the First World
War, internecine rivalry between the old order of knights and the new American
Federation of Labour eroded the movement. However, it revived in the interwar
years. Law courts attacked it and the government sought to counter it by enacting
schemes for workers participation in management which is popularly known as
„welfare capitalism.‟
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Besides, bargaining power of workers in United States fluctuated with depression and
boom cycles in the economy (United States being a free market economy). During
depression (of 1812, 1873), workers could not bargain for fair wages and there was
widespread unemployment. During boom periods, their position was relatively
advantageous for a short period of time. Successive depressions dealt a death blow to
trade union activity. By 1889, the noble order of knights of labour had considerably
lost impact. The second technological revolution reduced the importance of skilled
workers.
14.4.1.3 India
In India, workers‟ associations were more in the nature of social service organisations
patronised by labour philanthropists in Calcutta and Bombay. The high water mark
was the establishment of the All India Trade Union Congress in 1920 registered under
the companies act. The trade union movement was influenced by the ideologically
charged movement of France and Italy. For better understanding, it could be studied
in two parts:
The history of labour legislation in India is to be studied in the context of colonialism.
It is opined that it was difficult for the British to get enough regular Indian workers to
run British establishments and hence laws for indenturing workers became necessary.
Labour legislation was accordingly designed to protect the interests of British
employers. The government enacted the Trade Union Act, 1926 and the Trade
Disputes Act of 1929 to better the system of settlement of industrial disputes.
Nevertheless, the major drawback of this act was that it did not provide for any
standing machinery for the settlement of disputes. In the year 1936, the government
to halt the exploitation of workers by the management enacted the Payment of Wages
Act. Even though the IDA was primarily meant for industry in the organised sector,
its present application has now extended well into the unorganised sector, through
judge-made law. Its pro-worker protection clauses and safeguards against arbitrary
job losses have evolved over a period of time, both through the process of sustained
legislative amendments and through the process of judicial activism spread over more
than five decades. Another important development has been the setting up of the
Indian Labour Conference, a tripartite body, to look into the industrial relations
problems. The major objective of this conference is to provide a cooperation and
coordination mechanism between the government, the employers and the trade
unions. In the year 1958, the Code of Discipline was introduced but had limited
success because it was more a moral guideline than a legal enactment. The National
Commission of Labour was appointed by the government in the year 1966, to study
and report on labour problems and make suitable recommendations. In 1966, the
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Ministry appointed the First National Labour Commission (NLC) to review the
changes in the conditions of labour since independence and also to review and assess
the working of the existing legal provisions. The NLC submitted its report in 1969.
The important recommendations of NLC have been implemented through
amendments of various labour laws. In the areas of wage policy, minimum wages,
employment service, vocational training, and worker‟s education, the
recommendations made by the NLC have been largely taken into account in
modifying policies, processes, and programmes of the government. During the
emergency, (1975-77) there was considerable stress on discipline in industrial as well
as general undertakings. But after emergency and consequent change of political
leadership, the Janata government set up a number of committees to review the
industrial relations situation. In the late 1970s and early 1980s, industrial relations in
our country were characterised by violence, therefore, on 26th July 1981, the
government issued an ordinance to ban strikes. The law, called the Essential Service
Maintenance Act (ESMA) 1981. This act empowers the government to ban strikes,
Layoffs and lockouts in what it deems to be "essential services". Indian industrial
relations are shifting from bipartite to tripartite. Government is concerned for
economic development of employees. The principle of natural justice is playing a
vital role in the shaping of employers-employees relations and policies of
organisation: Labour laws are also playing a prominent role in maintaining industrial
relations as well as providing social security to the employees. In order to ensure
consistency between labour laws and changes in economic policy, and to provide
greater welfare for the working class, the Second NLC was constituted in
1999.Today, India is a signatory to thirty nine (39) International Labour Organisation
(ILO) conventions of which thirty seven are in force. Of the ILO‟s eight fundamental
conventions, India has ratified four - Forced Labour 1930, Abolition of Forced
Labour 1957, Equal Remuneration 1951, and Discrimination (employment and
occupation) 1958.
Problems of Trade Unions in India
The problems of trade unions in India have been summarised as follows by R.S.
Dwivedi (1990):


Structure of organisations as well as the process of functioning is important for
success of trade union activity;



There is a multiplicity of trade unions. Need is consequently felt for developing a
coherent structure;
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There is need for committed membership, in that many trade unions choose to
remain outside the arena of joint negotiations. Proportional representation of trade
unions in the general body could be considered;



There is need for constructive orientation, less stress on productivity and a
mechanistic approach;



Ideological proclivity of trade unions is the most important feature. The same
should be articulated effectively;



There is need for structural reform by way of regular elections, audit etc.;



Verification of membership is an important issue. Their status should be assessed
in the context of purpose;



Trade Unions should enjoy certain rights such as office accommodation,
administrative obligations regarding office procedure; in short they need to be
„institutionalised.‟

14.5

QUALITY CIRCLE

Quality circle is a people building philosophy based on the premise that an employee
doing a particular job is the biggest expert of that field and thus, is in a better position
to identify, analyse and resolve work related problems through innovative and unique
ideas. In fact, it is a practical application of McGregor's Theory „Y,‟ that given the
right environment and decision making power, people will enjoy and take pride in
their work thus leading to enrichment of their work life.
14.5.1 Definition of Quality Circle
It is a voluntary group of employees, engaged in the same or similar type of job, meet
on a regular basis to identify, analyse and solve their work related problems which
leads to improvement in their work performance and enrichment of their work life.
The number of circle members could vary from five (5) to fifteen (15), but the ideal
size of a circle is seven (7) or eight (8) members. The number of members should be
such that the circle is effective. The size should not be so high that every member can
not have sufficient time and opportunity to participate and contribute meaningfully.
Preferably, Quality Circle members must be from the same work area so that the
problems they identify are familiar to all the members for effective participation.
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Philosophy of a Quality Circle
The philosophy of quality circle activities emphasises the following ideas:
1. Contribution to the development and improvement of the organisation;
2. Respecting humanity and building a happy bright work shop which is meaningful
to people not treated as a part of machinery, but as human beings engaged in
meaningful jobs and exhibiting their full potential;
3. Employees use their wisdom and creativity at work;
4. Employees develop their ability through opportunities to apply themselves to
analytical problems;
5. Employees are not isolated from each other and act as groups based strong social
ties;
6. Employees educate themselves by sharing experiences;
7. Employees are given due recognition for contributions.
8. Display human capabilities fully and consider possibilities;
9. Promotion of job involvement and participation; and
10. Stress on character development philosophy.
14.5.2 Structure of Quality Circle
One of the important factors for the success of any organisation is its structure and
good functional ties among constituting elements. For the successful operation of the
quality circle, a well structured approach is necessary. The important thing to
remember is that the quality circle does not alter the existing hierarchical setup or
chain of commands in any organisation.
Recommended quality circle structure has following six elements.
1. Non-members
2. Members
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3. Leader
4. Facilitator
5. Steering committee
6. Top management
Non-Members
Employees who do not take part in selecting, analysing and solving the work related
problems are called non-members. They are, however, part of the structure of the
quality circle.
Members
The basic elements of a quality circle are the members themselves. Membership is
strictly voluntary and anyone who wishes to join is encouraged. A voluntary member
should be from the same work area, engaged in similar work because they would be
familiar with the problems and could make significant contribution in analysing and
solving them.
Leader
The quality circle leader is chosen from within the group by the circle members. The
first line supervisor is also designated to perform the leadership role in this structure.
The position of the leader in a circle is like a thread which binds the individual
members into a circle. Therefore, leader provides strength to the circle.
Facilitator
The word facilitator is self-explanatory. It is an important link in the structure,
responsible for coordinating and conducting quality circle activities in a particular
area. He is usually an officer nominated by the management who is in charge of a
section or a department. The qualities of a facilitator are multidimensional. He works
as a guide, a coach, co-coordinator, promoter, teacher, communicator, statistician and
a catalyst. He must also possess working knowledge of the operation of the company,
product and services, vendor relation, manufacturing process, quality control,
behavioral sciences and above all, the policies of the organisation.
Steering Committee
The steering committee occupies an important place in the structure of a quality
circle. It sets goals and objectives of the quality circle activities. This committee
should be formed immediately after taking a decision to implement quality circle
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activities. It consists of the departmental heads from every major function like,
Production, Finance, Materials, Engineering, Quality Marketing, etc. This committee
is required to meet regularly once in two months for smooth and effective functioning
of quality circle activities.
Top Management
This is an apex body at the highest level which overseas and monitors the functioning
of the quality circle and acts as an advisory body. Without the faith and commitment,
support and encouragement from the top management, the activities of the quality
circle can not be successful in the organisation. Therefore, top management support is
quite essential for the successful operation of the programme. One of the ways that
the top management could demonstrate its support is by incorporating promotion of
the quality circle concept in the company's broad objectives. For increasing the
motivation level among the circle members and leaders, it is essential that the top
management meet the quality circle's members and leaders periodically.
Co-ordinating Agency
It is a very essential and important element in the structure of quality circle, although
this agency does not envisage a separate department for its activities. Any department
such as quality assurance, personnel or engineering etc. could be motivated to
function as a c-coordinating agency depending upon the convenience of the
organisation. The main function of the co-ordinating agency is to prepare the plan and
getting the sanction for the budget to meet the expenses of quality circle activities.
14.5.3 Objectives of Quality Circle
The main objectives of a quality circle are:
1. To enhance the quality of goods and service produced, productivity, safety and
cost effectiveness;
2. To enrich quality of work life of employee;
3. To respect humanity and build a happy bright workshop, meaningful to work in;
4. To give opportunity to employee to use their wisdom and creativity;
5. To promote self and mutual development;
6. To encourage team spirit, cohesive culture, great harmonious human relation etc.
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14.5.4 Quality Circle Process
The most important activity of quality circle is to solve work related problems. The
problems are solved by using simple but powerful problems solving techniques.
These techniques are used to identify the problems, collect and analyse data, examine
causes and finally, suggest solutions. The problems solving process adopted by the
quality circle members are depicted below in Fig.3.
Figure-3
Quality Circle Process

Identification of problem

Selection of problem

Analysis of problem

Solution of problem

Pilot study of problem

Presentation to the Management

Decision implementation

Selection of a new problem
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Selection of a Problem
The quality circle starts functioning after the members are trained. At the first
meeting the circle members prepare a list of all problems which are related to their
work area by using brain storming technique. Once a list is prepared, the next step is
to quantify severity of these problems by means of collecting data. Next, is to make
assignments to various members for collection of data. After collection of data, a
„Pareto diagram‟ is drawn to know the importance of the problems. Accordingly,
members fix the priority for analysis of problems. However, it is necessary to take
precautions so that the circle members do not waste time on minor problems or on
projects where solutions are already in process. It may also be prudent to guide the
circle members about not taking up complex problems in the initial stages, rather
tackle problems of a simple nature to develop confidence about finding solutions for
bigger, more complex problems.
Analysis of a Problem
Once the problem has been selected, the circle members can start analysing the
problem with the help of two important statistical tools, brain storming and cause and
effect. The idea behind brain storming is to get all members involved, so that all
underlying factors can be studied. The leader asks members to list all probable
causes. With the group's consent, the key to major causes is picked up for analysis
and development of a solution.
Development of a Solution
Once the major causes have been identified, circle members get together to propose
solutions. The agreed solution is normally being implemented by the members
themselves. In case the suggestions are to be implemented by some other department,
the circle members interact with their colleagues or circle members of the department
where the suggestions have to be implemented. In case of interface, a facilitator‟s
help is taken by the members. After a certain period, when an effective solution has
been arrived at, the facilitator arranges the next phase to show to the management the
achievements of quality circle.
Implementation of the Solution
If the recommendations arrived by the quality circle members fall within the purview
of members‟ jurisdictions, they with the approval of immediate authorities of the
department/section go ahead and implement the solution. If the solution to the
problem needs some investment, it would be referred to the competent level of
management, which should either promptly give effect to the recommendation or give
a feed back without loss of time to the quality circle why the recommendation is not
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implemented. At times, recommendation is taken up for consideration by the steering
committee where clarifications, if required, are obtained from the circle members
before the decision is taken.
Management Presentation
Management presentation is a programme where the leader and the members of a
circle present their management information about what project they have been
working and what recommendation they wish to make. This event represents a most
exciting form of participants, communication and recognition to all. The
recommendation of the solution to the problem selected would be more effective and
powerful if the presentation is made in a systematic way. These case studies would
also serve as effective educational tools in future for the organisation and others.
Management presentation helps improve the communication between management
and employees, demonstrate management involvement and interest to quality circle
activities, and foster a good working relationship amongst all the employees in the
organisation. They also offer an opportunity to recognise quality circle members‟
efforts. The following guidelines are used by quality circle members for presentation
before the management:
(i)

Presentation should not exceed fifteen minutes;

(ii)

All members are introduced by the leader;

(iii)

All members are encouraged to participate in the management presentation;

(iv)

Cost saving and other salient points must be highlighted;

(v)

Presentation should be made through problem solving tools and techniques;
and

(vi)

The leader closes the session by answering the questions. A good presentation
will also emphasise harmony, team work and cooperation.

14.7

KEY CONCEPTS

Anarcho Syndicalism:

Anarcho-syndicalism is a school of thought of
socialism, which advocates use of violence for socialist
transformation of society by overthrow of bourgeois
power and replacement by the rule of the proletariat.

Bourgeois Society:

As per Marxist critique of politico- administrative
society, the „haves‟ or the „bourgeois‟ in a society
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thrive by exploiting the worker class by appropriating
the fruits of their labour (surplus value). The power is
derived from control over „means of production‟ which
gets them political and administrative mileage. The
interests of the bourgeois and the proletariat (the
working class) are irreconcilable.
Participation:

14.8

Participation is the central theme in ethical management
in industries. Trade Unions and the management
collaborate in appositive environment for good
„organisational health‟. Ideological orientation of trade
Unions, strengthening of institutional structure and
positive intent vase on mutual trust on the part of both
parties is the imminent requirement for successful
participation.
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14.9

ACTIVITIES

1. Critically examine the schemes of workers participation in management in India.
What improvements would you suggest?
2. What is meant by collective bargaining? Examine the working of works
committees and joint management councils.
3. Discuss the definition, objectives and structure of quality circles and discuss its
applicability in India.
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15.0

LEARNING OUTCOME

After reading thus Unit, you should be able to;
1. Explain Industrial Relations;
2. Know labour legislations;
3. Understand Causes of grievance and redress process; and
4. Discuss measures for a lasting solution to the problem of Industrial Unrest.
15.1

INTRODUCTION

Industrial Relations are an integral aspect of social relations and cover the entire
gamut of work relations of an institution, internal and external. Human relations form
the core function of industrial relations since it is the responsibility of the employer to
establish healthy organisational climate for consistently good performance.
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The beginning of personnel work is traced to 1881 when Frederick W Taylor
developed a functional organisation at the plant of the Mid Vale Steel Company and
one of the foremen was called, shop disciplinarian.‟
Industrial Relations entails study of human behaviour at the work place focusing on
the influence such relations have on an organisation‟s productivity. IR describes
various programmes for dealing with employees including personnel relations or
activities for establishing or maintaining an efficient loyal work force. Labour
relations pertains to union management relations such as the negotiating the union‟s
contract and the carrying out of its provisions.” (Owen, 1987)
The field of Industrial relations (IR) concerns the formal relations between employers
and their employees and generally encompasses the work of personnel specialists,
industrial engineers, psychologists and labour relations experts (Robinson, 1983).
Classical economics viewed workers as instruments of production subject to the laws
of supply and demand. IR became a subject of scholarly attention in the 1920s with
Mayo‟s Hawthorne experiments. The theory and practice of Industrial Relations is an
amalgam of various disciplines in social sciences and humanities.
The subject is also referred to as „industrial and organisational relations‟ or
„organisational relations suggesting the wide arena of the subject matter. In a large
company, following activities may be considered industrial relations functions:
“Recruiting and selecting new employees and developing the terms and conditions of
employment; classifying jobs and occupations; negotiating with unions;
implementing government regulations that affect the work force; and instituting
training programs; selecting and evaluating workers: personnel processes described
above constitute what is normally called personnel administration or personnel
management. Much of this work requires knowledge of industrial psychology,
psychological measurement and statistics, psychological aspects of work motivation
productivity etc.” (Robinson, 1983).
Industrial organisational psychology involves application of concepts and methods of
experimental, clinical and social psychology to the workplace. Industrial
organisational psychologists are concerned with such matters as personnel evaluation
and placement, job analysis, worker management relations(including morale and job
satisfaction), workforce training, and development (including leadership training) and
productivity improvement. This may involve working closely with business
managers, industrial engineers and human resources professionals (Encyclopaedia
Britannica Inc., 2002).
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Defining Industrial Relations
Industrial relations, though a recognisable and legitimate objective, is difficult to
define since a good system of industrial relations involves complex relationships
between:
(a) Workers (and their informal and formal groups, that is, trade union organisations
and their representatives);
(b) Employers (and their managers and formal organisations like trade and
professional associations);
(c) The Government and other agencies involved.
Broadly, in western style economies, the parties (workers and employers) are free to
make their own agreements and rules. This is called 'voluntarism'. But it does not
mean there is total non-interference by the government. Government regulation is
necessary to:





Protect the weak (hence minimum wage);
Outlaw discrimination (race or sex);
Determine minimum standards of safety, health, hygiene, conditions of
service; and
Prevent abuse of power by management or workers.

The personnel manager's involvement in the system of industrial relations varies from
organisation to organisation, but normally he or she is required to provide seven
identifiable functions, such as:
1. To keep abreast of industrial law (legislation and precedents) and to advise
managers regarding responsibilities entailing, discipline, welfare measures,
managing diversity etc.
2. To conduct (or assist in the conduct) of local negotiations (within the plant) or act
as the employer's representative in negotiations as a critic and advisor in respect
of trade, association policies or as a member of the trade association negotiating
team.
3. Interpretation of agreements and explanation of the same to line managers;
4. To monitor the observance of agreement and help produce policies that ensure
agreements are followed within the organisation.
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5. Managing crisis in change situations, correcting warning of mistakes on the part
of line managers.
6. Managing crisis in change situations, correcting, cautioning line managers about
mistakes
7. To provide the impetus and advice regarding modalities (devise the machinery)
for the introduction of joint consultation and worker’s participation in decisionmaking in the organisation. Rules for flextime correction of absenteeism and work
related issues (boundary disputes) are the three examples of the matters that may
be settled by joint consultation in with a more twenty-first-century outlook and
philosophy. Human resource management is very involved in promoting and
originating ideas in this field; and
8. To provide statistics and information regarding workforce numbers, costs, skills
etc. relevant to negotiations that is, the cost of pay rises, effect on pay
differentials, impact on recruitment, maintenance of personnel records of training,
experience, achievements, qualifications, awards, pension and other records; to
produce data in respect of personnel matters like absentee figures and costs,
statistics of sickness absence, costs of welfare and other employee services,
statements about development in policies by other organisations, ideas for
innovations; to advise upon or operate directly, grievance, redundancy,
disciplinary and other procedures (Accel team, 2005).
In the above context, Dunlop(1958) defined industrial relations as an area “which
denotes the union management relations operating within the spectrum of industrial
relations system, which defines the role, status and the conduct of different groups of
people who work together for productive purposes in an economy characterised by its
peculiar social and economic conditions prevailing under given technological market
and power context giving rise to the creation of a body of rules to govern the
interactions of the different groups of people involved therein".
Industrial relations are a set of interdependent functions involving historical,
economic, social, psychological demographic, technological, occupational, political,
legal and other variables. Practically, it is difficult to study the impact of all factors on
industrial relations. It is easy to consider industrial relations only in respect of trade
unions and labour legislations. In a narrow legalistic sense therefore, industrial
relations is a subject of study and aspect of management which includes the
relationship between:
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(a) Employers and employees
(b) Employers and trade unions
(c) Occupational organisations
(d) Trade Unions
(e) Trade unions and employer associations
1. Objectives of industrial relations could thus be specifically stated as:
2. Industrial peace and harmonious relations between employers and employees;
3. Develop and progress of industry in a democratic fashion;
4. Safeguarding interests of both workers and management;
5. Establish and maintain industrial democracy;
6. Create environment of cooperation and harmonious work relations;
7. Eliminate unfair labour practices; and
8. Control discipline and motivate employees.
Technology and Industrial Relations
Technology has significant implications for industrial relations especially with regard
to work process improvement and quality of work life in organisations. Notably,
organisation is also understood as a socio-technical system bringing out the
relationship between human resource and technology. Technology is one of the major
constituents of organisational work. It also has implications for recruitment and
training, since use of technology means more induction of professionals and better
training of existing personnel in handling advanced technology. As technology grows,
specialisation increases, work gets minute and more sophisticated; corresponding
requirements of education on the part of workers increases training costs.
Technological change also affects the work environment and human relations at the
work place. This requires changes and adjustments. The impact of technological
change depends on three factors, namely:
(i) The nature of change;
(ii) The speed at which the innovations are introduced; and
(iii)The method of the change
Certain benefits of technology may be noted thus;
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1. It allows employees to perform better; manage more quantity and produce better
quality;
2. It improves the quality of life (QWL) of employees;
3. It produces better working conditions;
4. It brings attitudinal change in employees; and
5. It increases the profitability of the organisation
Ergonomics and Industrial Relations
Ergonomics is the application of scientific knowledge to discovering how best to fit a
worker to his physical and social work conditions to provide for maximum comfort
and facility. Ergonomics maximises quality and individual efficiency of the worker at
a job. Ergonomic specialists collect and analyse statistical data with regard to applied,
occupational psychology and physical anatomical aspects of work with a view to
achieving „perfect fit‟ between technology and the individual. Ergonomics is based on
the belief that a comfortably placed worker will be the best producing worker. Hence
design of his seat, scientific movements, position in the organisation with respect to
speciality, formal and informal work relations, motivation and morale; all collectively
determine work efficiency.
Organisations are increasingly engaging the services of ergonomic specialists to study
organisation design, equipment use, method study to maximise efficiency and cut
costs. Application of scientific understanding of anatomy, physiology and psychology
results in improved productivity. Thus, ergonomic specialists are those with formal
education at degree level in these subjects (Accel team 2005).
Though ergonomics can be applied in a generalist way by people belonging to other
specialities like industrial engineers and psychologists, an ergonomic specialist
applies scientific study to apply ergonomics in its true sense.
Fitting the task to the person is understood as ergonomics. Good ergonomics;


shortens learning times;



makes the job quicker with less fatigue;



improves care of machines;



reduces absenteeism and material waste;



Reduces labour turnover and tackles other signs of worker malcontent, physical
and mental fatigue; and;
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Meets the requirements of health and safety legislation.

Specific aspects in ergonomics could be listed as:


Work-place design;



Motion economy, facility of movement through scientific analysis(muscular load,
accuracy of movement) involving motion study;



Rest allowances;



Job satisfaction; and



Environmental control;



Legal stress;



Physical climate; physical temperature, humidity, etc.;



Environmental and physical hazards, etc.; and



Mental demands; data processing, communication (Accel team, 2005)

15.2

INDUSTRIAL PEACE

Mere absence of „industrial unrest' does not mean good industrial relations. Industrial
peace is the fruit of improved industrial relations and better management of human
resources over time. Inter-union rivalry has deplorable consequences both for the
organisation and the workers.
Certain imminent requirements of industrial peace are stated as follows:
1. Conducive working environment regarding social relations, emphasis on
procedural justice and physical conditions of work.
2. Attentive and responsible attitude towards the organisation and work on the part
of all concerned parties.
3. Active measures to ameliorate dissatisfaction among workers.
4. Mutual respecting and amicable settlement of differences in the best interest of
the organisation.
5. Speedy communication of decisions, especially those affecting workers‟ rights;
workers‟ involvement in such and other decisions
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6. Integration of employees in the organisation
7. Proper management of employees pay and benefit schemes to prevent misgivings.
Seventy to eighty percent of conflicts have been known to occur because of
delays in this respect.
8. The management should also look after the social and other economic needs of
the employees.
9. Transparency of industrial policies would be conducive to democratic
functioning.
10. Management and employees should have mutual confidence and cooperating
attitude, which leads to new policy directions through free and open-minded
discussions on matters of industrial progress.
11. Arrangement for need based training for workers.
12. System of group bargaining to manage conflicts better.
13. Most importantly, economic growth, which distributes rewards equitably, creates
employment opportunities and alleviates poverty, is the only lasting solution of
the problem of industrial unrest.
Industrial Unrest: Issue with striking work
Supreme Court judgment in the T.K Rangarajan vs. Government of Tamil Nadu and
Others, 2003,( SOL case no. 429) denying the right to strike as a legal moral or
equitable right has invited much criticism. In an earlier judgement, in Kameshwar
Prasad vs. State of Bihar, 1962 (Supp3 SCR 369) the Apex court had settled that the
right to strike is not a fundamental right. But denying it as moral right in the
Rangarajan case has invited criticism. Workers have the right to strike, even without
notice unless it involves a public utility service; employers have the right to lockout,
subject to the same conditions as a strike. (Desai, 2005)
It is conceded that a worker has no other means of defending her or his real wage
other than seeking an increased money wage. Earnings of the capitalist are contingent
upon the worker‟s continued cooperation. The argument is drawn from Ricardian and
Marxian classical political economy that states that a capitalist earns by alienation
worker‟s rights (Justice Ahmadi: B.R. Singh v. Union of India, 1990labIC 389(396)
SC).
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Besides the Industrial Disputes Act, 1947, the Trade Unions Act, 1926 also
recognises the right to strike. Sections 18 (xiii) and 19 (xiv) of the act confer
immunity upon trade unions on strike from civil liability.
India is a member of the International Labour Organisation (ILO). A conjoint reading
of Articles 51(c) and 37 implies that principles laid down in international conventions
and treaties must be respected and applied in the governance of the country. This is
implicit from Article 51(c) and the enabling power of Parliament to enact laws for
implementing the international conventions and norms by virtue of Article 253, read
with Entry 14 of the Union List in the Seventh Schedule of the Constitution.
Any international convention not inconsistent with fundamental rights and in
harmony with its spirit must be read into these provisions to enlarge the meaning and
content thereof, to promote the object of the Constitutional guarantee. (Justice Verma;
Vishakha vs. State of Rajasthan (1997)6SCC241 at 249). Of the Directive Principles
of State Policy, Article 51(c) provides that the state shall endeavor to foster respect
for international law and treaty obligations in the dealings of organised people with
one another. Article 37 reads as, “the provisions contained in this part shall not be
enforceable by any court, but the principles therein laid down are nevertheless
fundamental in the governance of the country and it shall be the duty of the state to
apply these principles in making laws" (Desai, 2005).
Finding A Lasting Solution to Labour Problems
It is conceded that legislation and institutional arrangements in pursuance to
legislation are only a partial solution to the problem of industrial unrest. Core issues
have to be tackled for achieving lasting industrial peace. To that end, vocational
training of workers and arrangements for housing and social security schemes has to
be given fillip. At the macro level, employment generation and poverty alleviation
programmes need to be taken up earnestly to tackle unrest among people in general
and working classes in particular. The onus is on the management of organisations
and the government to take desired steps in that direction.
Employment and Training Schemes
With a macro perspective, human resource development in the economy has to move
forward in a planned way. Solutions have to be found to economic and social problem
like unemployment, poverty, ill health and gender discrimination for healthy
environment in organisations.
Education has to incorporate vocational training for youth as also existing training
programmes in institutions and industry have to be technically updated, jobs enriched
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and enlarged, with a view to imparting need based skills to employees in particular
and students in general to equip them to face diverse challenges in life. The same has
to be attempted with added vigour in the face of industrial sickness and privatisation
of public sector units. Steps will have to be taken to ensure a measure of relief and
assistance to retrenched workers who are thereby reduced to a state of helplessness.
The same has to be ensured via planning built into yearly budgets. Current strategy
for employment generation in India underlines the following significant areas: (40th
Session, Standing Labour Committee)


Generating additional employment opportunities through the encouragement
of labour intensive sectors.



Accelerating the rate of growth of GDP with a particular emphasis on sectors
likely to ensure spread of income to the low segments of the labour force.



Restructuring of the following sectors in favour of labour intensive activity for
generating additional gainful employment opportunities:


Agriculture & Allied.



Greening the country through Agro Forestry.



Energy Plantation for Biomass power Generation.



Rural Sectors and Small and Medium Enterprises
(SMEs).



Education and Literacy.



Employment through ICT Development



Health, Family and Child Welfare

Considerations in Labour Law Reform
Vital reforms cannot be secured without the cooperation and goodwill of the workers.
Such understanding can be brought about by creating confidence in workers through
provision of necessary safeguards to protect their interests. The greatest anxiety
experienced by the workers is with regard to the stability of employment. Reform
should be „rational‟ in that effective arrangements should be made for retraining and
transferring retrenched workers to other jobs on the basis of expressed consent.”
(Mathew, 2003).
Presently, a permanent worker can be removed from service only for proven
misconduct or for habitual absence due to ill health, alcoholism and the like, or on
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attaining retirement age. In other words, the doctrine of „hire and fire‟ is not approved
within the existing legal framework. In case of misconduct the worker is entitled to
the protection of Standing Orders to be framed by a Certifying Officer of the Labour
Department after hearing management and labour, through the trade union.
Employers must follow principles of „natural justice‟, which again is an area that is
governed by judge-made law. An order of dismissal can be challenged in the labour
court and if it is found to be flawed, the court has the power to order reinstatement
with continuity of service, back wages, and consequential benefits. This again is
identified as an area where greater flexibility is considered desirable for being
competitive. Both pros and cons regarding proposed change need to be studied to
evolve acceptable policy in this regard. Holistic and not partial appreciation from the
industry‟s standpoint may not be the correct approach. Opinions regarding the same
differ among scholars and policy makers.
Under the present law, any industrial establishment employing more than a hundred
workers must make an application to the government seeking permission before
resorting to lay-off, retrenchment, or closure; employers resorting to any of the said
forms of creating job losses, is acting illegally and workers are entitled to receive
wages for the period of illegality. As per proposed reforms such securities would no
longer be available. Drastic change may need to be guarded against. An important
feature of the Industrial Disputes Act is the stipulation that existing service conditions
cannot be unilaterally altered without giving a notice of 21 days to the workers and
the union. Similarly if an industrial dispute is pending before an authority under the
IDA, then the previous service conditions in respect of that dispute cannot be altered
to the disadvantage of the workers without prior permission of the authority
concerned. This has been identified as a form of rigidity that hampers competition in
the era of liberalisation. The same issue of equity and justice comes up in this
particular context. The challenge is to reconcile management and workers‟ interests.
The most distinctly visible change from globalisation is the increased tendency for
subcontracting. Generally, this is done through the use of cheaper forms of contract
labour, where there is no unionisation, no welfare benefits, and quite often not even
statutorily fixed minimum wages. Occasionally, the tendency to bring contract labour
to the mother plant itself is seen. This is very often preceded by downsizing, and
since there is statutory regulation of job losses, the system of voluntary retirement
with the „golden handshake‟ is widely prevalent, both in the public and private
sectors. While cost control may be an imperative human side of the enterprise is not
to be lost sight of. Contract labour is a pressing issue presently. Steps need to be
further taken to ameliorate their condition (Mathew, 2003).
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Impetus to Research
Government undertakes special programmes of studies and surveys of aspects such as
working and living conditions, family budgets, wage census, index of earnings,
patterns of absenteeism, productivity, etc. Adequate and reliable data on labour
matters should be further built up. To that end, there is need for sustained and
objective research on a systematic basis. Modalities for the same were discussed at a
conference on Labour Research held in September 1960, 2005. Provision for research
in labour matters through some new institutional facilities outside the set-up of the
government is being considered. It is proposed to have the association and assistance
of organisations of workers and employers as well as other concerned parties.
Industrial Housing
Although the subsidised Industrial housing scheme has been in operation for some
years, the situation in respect of housing of industrial workers has not improved and
in several centers has even deteriorated. While considerable improvement has
occurred in the living and working conditions of employees in large and organised
industries, owing both to state activity and trade union action, a great deal of scope
for the same remains in respect of the workers engaged in agriculture and
unorganised industries. Their conditions should be a matter of special concern to the
government as well as to the organisations of labour.
Workers’ Cooperatives
Presently, cooperative credit societies and cooperative consumer stores are being
proposed at the level of the trade unions. Some progress has been made in the
formation of miners' cooperative societies through the help of the Coal Mines
Welfare Fund Organisation. A few workers‟ cooperative housing societies also exist
in some industrial centers. Cooperative activity is expected to result in immense
benefits to workers and their families.
The Unorganised Sector
The National Sample Survey Organisation (NSSO) survey of 1999-2000 has
estimated that out of a total workforce of about 397 million, only 28 million are in the
organised sector and remaining 369 million in the unorganised sector. The workforce
in the unorganised sector comprise of 237 million in the agricultural sector, 41
million in manufacturing and 91 million in services including the construction
workers.
The unorganised sector is characterised by the lack of labour law coverage, lack of
organisational support, low bargaining power and institutional back-up, making it
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extremely vulnerable to economic and social exploitation. In the rural areas, it
comprises landless agricultural labourers, small and marginal farmers, share croppers,
persons engaged in animal husbandry, fishing, horticulture, bee-keeping, toddy
tapping, forest workers, rural artisan, s etc., where as in the urban areas, it comprises
mainly manual labourers in construction, carpentry, trade, transport, communication,
etc., and also includes street vendors, hawkers, head load workers, cobblers, tin
smiths, garment makers, etc.
There are some welfare schemes implemented by the central government through the
Directorate General Labour Welfare for specific groups of unorganised sector
workers, viz. for those engaged in „beedi‟, non-coal mines and coal industries. These
are apart from the National Social Assistance Programme (NSAP) consisting of
schemes for old age pension, family benefit and maternity benefit. Besides, some of
the state governments like Kerala and Tamil Nadu have also been implementing
welfare programmes for certain categories of the unorganised sector workers. The
government of Madhya Pradesh enacted a separate Law for the workers in the
unorganised sector. There are group insurance schemes such as the Jan Shree Bima
Yojana, which provide insurance cover of Rs. 20,000 in case of natural death; Rs.
50,000 in case of death or permanent total disability and Rs. 25,000 in case of partial
permanent disability due to an accident. Persons in the age group of 18-60 years and
those living below or marginally above the poverty line are eligible.
A proposal to enact a comprehensive central legislation for the agricultural workers
had been under consideration of the Ministry of Labour, since 1975, to enact a
uniform central legislation for the agricultural workers. It is currently caught in
divergent views expressed by state governments. The main reservation is regarding
creation of a corpus for the implementation of the welfare measures for the
agricultural workers. While some states were of the view that enactment of law may
lead to social tension, some others were of the view that the legislation may lead to
„industrial atmosphere‟ in the agricultural sector. Some states wanted the matter to be
left to the states and some others were of the view that the central government should
bring the central legislation but bulk of the provisions should be left to the state
governments. (40th Session Standing Labour Committee)
15.3

LABOUR POLICY

Articulation of labour policy and the ideology pursuant to it is a significant
determinant of organisational working. The objective of labour policy is to ensure an
environment conducive for labour management cooperation. Principles pursued in
pursuance of avowed objectives constitute labour policy.
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In today‟s environment of globalisation, the abundant availability of trained
manpower in scientific, technical and managerial fields is one of the main attractions
to foreign investors in India. India‟s competitive advantage lies in furthering this
human capital development. To this end, labour laws revision is being suggested.
Labour legislation makes provision to safeguard workers‟ rights as well as protect the
interests of employers and promote healthy industrial relations. Laws have been
enumerated from the constitution of India where labour is a concurrent subject.
There can be many perspectives to goals and objectives of labour policy, for example
capitalistic and socialistic in a mixed economy. Similarly, implementation could be
viewed from many different perspectives. Industrial Relations are currently gripped in
the ideological conflict between leftists and right wing nationalists. While the former
advocate socialist policies, the latter perceive efficiency in the free market.
It is not hard to understand why industrial relations suffer from ideological and
practical ambiguity, especially in developing countries like India, where immense
socio political diversity prevails. It may not be advisable for instance, to make
agreeable policy with an exclusively urban or western perspective with regard to
labour that has a predominant rural agricultural background (Dwivedi, 1990).
Industrial relations in India should take into account such other unique ecological
factors and specific considerations; for instance, many workers‟ problems are due to
cultural incongruence between rural and urban life. Organisational culture assumes
added significance here. Training as well as orientation schedules for new entrants to
organisational life, for instance, must take cognisance of this real problem and come
up with practicable solutions. There is pay disparity between organised and
unorganised sectors and also within the organised sector for example, in the banking
and manufacturing sectors. There is reported imbalance between inducements and
contributions and the HR function shows a negative orientation in that the emphasis is
on tackling problems piecemeal instead of a comprehensive attempt at their
prevention and pre-emption. There is stress on imparting responsibility rather than
engineering a climate of responsibility itself. Besides there are eternal factors viz.
inflation, disparity in pay in public and private sectors, more indirect taxes than
direct, retrenchment etc. which create dissatisfaction, apathy and decline in work
ethic.(Dwivedi, 1990)
The government has a vital role to play in structuring industrial relations. The
government seeks to maintain balance by establishing legal, social and economic
norms of work life. The government also endeavours to adapt the legislative and
administrative organs to changes in social ideals and norms. Environmental and
organisational constraints on rationality of decision making processes have to be
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considered. Problem of irreconcilability between long and short term goals due to
implementation roadblocks is also an issue (Dwivedi, 1990). To clarify further, it is
not possible to limit consideration to the economic dimension when social and
political are equally important. These metamorphose into larger sociological
perspectives concerning relation between man and society; man‟s existence in a
group or a collective undertaking (gestalt psychology), contributing to and being
affected in turn by sociological processes inhering in groups. Goal setting for labour
policy is rather difficult as precision may be lost in the myriad concerns to be
answered.
In India, the formulation of labour policy has been mainly based on the deliberations
and recommendations of the Indian Labour Conference and the Standing Labour
Committee. In addition to the above tripartite consultative organisations, the
government of India appoints consultative tripartite committees for individual
industries. There are also tripartite wage boards for evolving wage structures in
selected industries. Labour legislation is hard to implement.
The Indian government has used a mix of approaches, such as legislation,
administrative action, tripartite consultation, persuasion and education to achieve its
objective of harmony and industrial peace.
There is alleged lack of uniformity and repetitiveness in Indian labour legislation. The
study group appointed by the National Commission on Labour in 1967 was in favour
of introducing a simplified standardised labour code on an all India basis:


To ensure a machinery for progressive enhancement of real wages for
workmen in the foreseeable future;



To ensure increase in production of material goods so that the price line can
be maintained and the standard of living increased;



To reduce work stoppages to the minimum by providing effective machinery
for settlement of disputes either through collective bargaining or if necessary
through a speedy process of industrial adjudication; and



To provide the trade unions their rightful place in the democratic set up.

A code of discipline in industry in India, which applies both to the public and to the
private sector, has been accepted voluntarily by all the central organisations of
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employers and workers and has been in operation since the middle of 1958. The code
provides that:


A regular grievance procedure be laid down in all undertakings and
complaints should receive prompt attention. The legal means of redress should
be followed through the normal channels and there should be no direct,
arbitrary or unilateral action on either side.



Management and workers agree to avoid litigation, lock-outs, sit-down and
stay-in strikes. There should be no recourse to intimidation, victimisation or
'go-slow' tactics.
The unions should not engage in any form of physical duress and should
discourage unfair practices such as negligence of duty, careless operation,
damage to property, interference with or disturbance to normal work and
insubordination.





The employers should allow full freedom to workers in the formation of trade
unions. A union guilty of a breach of the code of discipline loses its right to
such recognition.



Both sides are pledged to the scrupulous and prompt implementation of
awards, agreements settlements and decisions.



Every employee should have the freedom and right to join a union of his
choice. Ignorance and backwardness of workers should not be exploited by
any organisation.
Casteism, communalism and provincialism should be eschewed by all unions
and there should be no violence, coercion, intimidation or personal
vilifications in inter- union dealings.





It is enjoined that there should be unreserved acceptance of and respect for
democratic functioning of trade unions and all central organisations should
combat the formation and continuance of company unions.



The failure to implement awards and agreements has been a complaint on,'
both sides and if this were to continue, the codes would be bereft of all
meaning and purpose. A machinery for implementation and evaluation has,
therefore, been set up at the center and in the states to ensure observance by
the parties of the obligations arising from the codes and from laws and
agreements.
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15.4

DEFINING GRIEVANCE

Grievance can be defined as employee dissatisfaction or feeling of personal injustice
relating to his or her employment conditions. Dale Yoder defines grievance as "a
written complaint filed by an employee claiming unfair treatment". The International
Labour Organisation (ILO) defines grievance as "a complaint of one or more workers
in respect of wages, allowances, conditions of work and interpretation of service
stipulation, covering such areas as overtime, leave, transfer, promotion, seniority, job
assignment and termination of service". In the opinion of National Commission of
Labour, "complaints affecting one or more individual workers in respect of wage
payment, overtime, leave, transfer, promotions, seniority, work assignment and
discharges constitute grievance".
According to Michael J. Jucius, the term „grievance‟ implies „any discontent or
dissatisfaction, whether expressed or not; whether valid or not, arising out of anything
connected with the company that an employee thinks, believes or even feels, is unfair,
unjust or inequitable".
For the purpose of this unit, grievance is understood from a narrow perspective as
concerned with the interpretation of contract or award as concerns employment.
Causes of Grievances
The causes of grievances may broadly be classified as follows:
(A) Grievance resulting from working conditions
(i)
(ii)
(iii)

Improper placements
Frequent changes in schedules or procedures
Non-availability of proper tools, machines and equipment for accomplishing
assigned tasks
(iv)
Tight production standards or exacting schedules
(v)
Unfavourable physical conditions at the work place
(vi)
Failure to maintain proper discipline (excessive discipline or lack of it)
(vii) Poor relationship with the supervisor
(B) Grievances arising out of management policy
(i)

Wage payment and job rates

(ii)

Leave
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(iii)

Overtime

(iv)

Seniority

(v)

Transfer

(vi)

Promotion, Demotion and Discharge

(vii)

Hostility toward labour union

(C) Grievance resulting from alleged violation of
(i)

The collective bargaining agreement

(ii)

Central or state laws

(iii)

Past practices

(iv)

Organisation's rules

(v)

Avoidance of management's responsibility

(D) Grievances resulting from personal maladjustment owing to:
(i)

Over-ambition

(ii)

Excessive self esteem

(iii)

Impractical attitude towards life.

Effects of Grievances
Grievances have an adverse effect on organisational climate. Adverse effects are
expressed as:
(i)

Lack of interest in work and commitment

(ii)

Low productivity

(iii)

Increase in waste and costs

(iv)

Increase in absenteeism

(v)

Increase in employee turnover

(vi)

Spreading indiscipline and unrest

(vii)

Increase in number of disciplinary cases
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Discovering Grievances
The following are the important tools, which help in discovering grievances:
(A) Exit Interview: Employees generally quit organisations because of dissatisfaction
at the work or availability of better prospects elsewhere. Exit interviews can
provide vital information about employees‟ grievances, specifically, their reasons
for leaving the organisation.
(B) Gripe Boxes: These are boxes in which employees drop anonymous complaints
about felt dissatisfactions. It is different from suggestion scheme system, where
employees drop named suggestions with an intention of receiving rewards.
(C) Opinion Surveys: Group meetings, periodical interviews with employees,
collective bargaining sessions are some other means through which information is
procured about employee dissatisfactions before they turn to grievance.
(D) Open Door Policy: Employees are provided unrestricted access to the
management. Open door policy may be useful in small organisations but can be
impracticable in large organisations where top management do not have the time
to attend to personal grievances of workers.
Grievance and Industrial Relations
Environment of cordiality and co-operation is reflected in increased productivity in
organisations with 'zero' grievance rate. It is also a sign of healthy industrial relations
prevailing in the organisation.
One of the major problems in Indian industrial relations scenario is lack of
appreciation of distinct boundaries between the areas of grievance procedure,
collective bargaining and worker's participation in management
The appointment of labour welfare officers in every industry, where five hundred or
more employees work, is mandatory under the provision of the Factories Act, 1948.
But the Factories Act 1948 gives limited scope to Welfare Officers in areas of
welfare, working conditions and safety, etc.
In the absence of an accepted grievance procedure, the culture of the unit as well as
either the provisions under Factories Act 1948 or the Industrial Disputes Act 1947,
are depended on for settlement.
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Grievance Redress Procedure
Generally, grievance rate is reflected in the number of written grievances for one
hundred employees in one year. A typical grievance rate is in between five to twenty.
However, well-managed organisations with mature industrial relations have
succeeded in lowering rates. Effective administration however tends to mitigate its
negative effect. Fair, open and prompt treatment of problems as they arise, reduces
misunderstandings. Increased participation also is an effective way to reduce
grievances.
Grievance Handling Machinery
A grievance handling machinery prescribes the method by which a grievance is filed
and carried through prescribed procedure to a settlement or solution. Therefore every
organisation needs established procedure for handling grievances. Some general
principles which serve as guidelines in establishing a system of positive grievance
administration are as follows:
1. Grievances should be addressed promptly;
2. Procedures and forms airing grievances must be easy to utilise and well
understood by employees and their supervisors; and
3. Direct and timely avenues of appeal from rulings of line supervision must exist.
The most common grievance procedure features in four steps, which are shown in
Fig.1 (Pettefer, 1970).
First Step: - The first step involves presentation of employee grievance to the
immediate supervisor who forms the first rung in the ladder. If the concern is
unionised, a representative of the union would join for better articulation. This step
offers the greatest potential for improved labour relations. Large number of
grievances gets settled at this stage but grievances relating to the issues or policies of
the organisation are beyond the jurisdiction of the supervisor. The aggrieved
employee may approach the next rung for such grievances.
Second Step: - The second rung may be the personnel officer or some middle line
manager who is approached for resolution. If the concern is unionised, some higher
personnel in the union may join. Events are stated as they are perceived, identifying
the portion of the contract, which allegedly has been violated and the settlement
desired to be effected. If grievance is not adjusted at this step, it is taken to the third
rung.
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Third Step: The top management constitutes the third step, which handles grievance
involving companywide issues. The top union representatives join in the process.
Redress of grievances becomes complex and difficult at this stage because by now
they acquire political hues and colours. If grievance does not get settled by the top
management and top union leadership, then in the fourth and final step, it is referred
to an impartial outside person called an 'arbitrator'.
Fourth Step: - If the grievance has not been settled within the organisation, it goes to
a third party for mediation. This stage involves conciliation; arbitration; adjudication.
The matter may even be referred to a labour court. In case of mediation (conciliation
or arbitration) the mediator may have no authority to decide but may only facilitate
contact. In case of an adjudicator or labour court, the decision is binding on the
parties, subject to the statutory provisions for appeal to higher courts.

Model Grievance Procedure
Model grievance procedure was formulated in pursuance to the code of discipline
adopted by the sixteenth session of the Indian Labour Conference in 1958. A model
grievance redress procedure (as shown in Figure 2) contains five successive time
bound steps, each leading to the next in the event of the non-acceptance of the
previous decision (Monappa, 1999)
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These five steps are as under:
1. An aggrieved employee shall first present his grievance verbally in person to the
officer designated by the management for this purpose. Answer shall be given
within forty- eight hours of the presentation of complaint.
2. If the employee is not satisfied with the decision of first step or fails to receive an
answer within the stipulated period, he shall, either in person or accompanied by
his departmental representative, present his grievance to the head of the
department. The departmental head is expected to give his reply within three days
of the presentation of grievance.
3. If the decision of the departmental head is found unsatisfactory, the aggrieved
employee may request, forwarding grievance to the grievance committee, which
sends its recommendations to the manager within seven days of receiving the
employee's request. The management implements unanimous recommendations
of the grievance committee. In the event of difference of opinion among the
members of the grievance committee, the views of the members, along with the
relevant papers are placed before the manager for final decision. In either case,
the final decision of the management is communicated to the employee by the
personnel officer within three days from the receipt of the grievance committee's
recommendations.
4. If the decision of the management is not communicated to the employee within
that period, or if it is unsatisfactory, the employee shall have the right to appeal to
the management for a revision. In making this appeal, the employee, if he so
desires, shall have the right to take a union official along with him to facilitate
discussion with the management. The management shall communicate its decision
within a week of the employee's revision petition.
5. If no agreement is possible, the union and the management refer the grievance to
voluntary arbitration within a week of the receipt by the employee of
management's decision.
In case of any grievance arising out of discharge or dismissal of an employee, the
above-mentioned procedure shall not apply. Discharged or dismissed employee shall
have the right to appeal either to the dismissing authority or to a superior authority
that shall be specified by the management within a week from the date of dismissal or
discharge.
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15.5

METHODS OF CONFLICT RESOLUTION

The Industrial Disputes Act seeks to regulate industrial relations in the country. Its
main objective is to provide for just and equitable settlement of disputes by
negotiation, conciliation, mediation, voluntary arbitration, and compulsory
adjudication. However, in most cases employer- employee relations are determined
by direct collective bargaining.
The focus of the Industrial Disputes Act, 1947 is on efficient alternative mechanisms
for dispute settlement, such as, reference to Industrial Tribunals, compulsory
adjudication, conciliation, etc.
The conciliation machinery provided for in the Act, can take note of the existing as
well as apprehended disputes either on its own or on being approached by either of
the parties. Since the final decision is with the parties themselves, they cannot
complain that their practical freedom has been impaired or that they have been forced
into an unacceptable settlement (section 25).
Section 6 provides for the constitution of a Court of Inquiry, that enquires into the
merits of the issues and prepares a report on them that is "intended to serve as the
focus of public opinion and of pressure from Government authorities" Section 10 A
provides for voluntary arbitration. Voluntary arbitration seems to be the best method
for settlement of all types of industrial disputes. Apart from these, Sections 7, 7A and
7B deal with the constitution of adjudicatory authorities, viz., Labour Courts,
Tribunals or National Tribunals, respectively.
Conciliation
The objective of conciliation is to bring about an agreed solution through mediation
by adopting constitutional means not coercive or inhibitory tactics either by the
management or the workers. When parties engaging in collective bargaining are
unable to arrive at a settlement, either party or the government may commence
conciliation proceedings before a government appointed conciliation officer whose
intervention may produce a settlement, which is then registered in the labour
department and becomes binding on all parties Conciliation machinery can take note
of a dispute either on its own or when approached by one or both concerned parties.
Unlike conciliation under the Industrial Disputes Act where there are statutory
authorities to conduct conciliation, conciliation under the 1996 Act is not made
compulsory. Under section 62 of the Act the party initiating conciliation sends to the
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other party a written invitation to conciliate, briefly identifying the subject of the
dispute. The role of conciliator is to assist the parties in an independent and impartial
manner, in reaching an amicable settlement. He has to guide them with objectivity,
fairness and justice. Efficacy of conciliation has declined over the years due to
expressed worker preference for the legal option in comparison to conciliation. (Murti
&Murti, 2005)
If conciliation fails, it is open to the parties to invoke arbitration, or, for the
appropriate government to refer the dispute to adjudication before a labour court or a
tribunal whose decision may then be notified as a binding award on the parties.
Disputes may be settled by collective bargaining, conciliation, or compulsory
adjudication.
Voluntary Arbitration
The essence of arbitration is the settlement of disputes by a tribunal chosen by the
parties themselves, rather than by the courts constituted by the state. The popularity
of arbitration as a mode of settling disputes is owing to the fact that "the arbitration is
regarded as speedier, more informal and cheaper than conventional judicial procedure
and provides a forum more convenient to the parties, who can choose the time and
place for conducting arbitration and the procedure for carrying it through with
facility. Further, where the dispute concerned is a technical matter, the parties can
select an arbitrator who possesses appropriate special qualifications in the matter".
Even though arbitration is a substitute process for civil suit and for obtaining a
decision judicially arrived at by an independent impartial authority appointed by the
consent of contending parties, arbitration clauses cannot be imposed on the parties.
Consent of both parties for arbitration is a precondition for referral or resort to the
option. The arbitral tribunal is given the power to use mediation, conciliation and
other procedures as it might decide, during the arbitral proceedings to encourage
settlement of disputes. Parties are free to determine the number of arbitrators
depending upon the nature of the agreement. The grounds on which award of an
arbitrator may be challenged before the court have been severely cut down. The
award can be quashed only for invalidity of the agreement, want of jurisdiction on the
part of the arbitrator or want of proper notice to a party of the appointment of the
arbitrator or of arbitral proceedings or a party being unable to present its case. At the
same time, an award can now be set aside if it is in conflict with the public policy on
a ground which covers, inter alia, fraud and corruption. (Murti and Murti, 2005)
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This method has not been very popular, especially in northern India despite provision
for the same in the Industrial Disputes Act of 1947. (Ghosh, 1969) This has been
mostly because of non availability of suitable arbitrators and also because voluntary
arbitration leaves no room for the parties to go in appeal. Though voluntary
arbitration is representative in character and stresses on responsibilities, rights and
obligations of both parties in equal measure, has lamentably been, in effect, thwarted
by trade unions. They have been and seen to resort to recalcitrant tactics following
adverse decisions.
Adjudication
Adjudication is relied upon most by workers for settlement of disputes. The
government has the discretion to refer an industrial dispute for adjudication to a
labour court or an industrial tribunal or an industrial court. Each case is studied
separately for referrals. Adjudication as a method of resolution is criticised on the
following grounds:
1. Adjudication leads to delay in settlement of disputes.
2. Problems are exacerbated further by additional conflicts and strikes during
proceedings.
3. It has relegated unions to the status of agents of litigation from their ideal role as
ideological constructive bodies. Their ideological base has resultantly been
deemphasised or eroded.
4. It has thwarted development of collective bargaining which is widely practised in
developed nations
The following points need to be kept in mind while handling grievances:
1. A grievance should not be postponed in the hope that people will "see the light"
themselves.
2. Written records should be maintained.
3. All relevant facts regarding grievance should be collected by the management and
proper records maintained.
4. The employee should be given time off to pursue the grievance- related matter.
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5. The management should make a list of all possible solutions and later evaluate
them one by one in terms of their total impact on the organisation.
6. Decision once reached should be communicated to the employee and acted upon
promptly by the management.
7. Follow up must be taken by the management to determine whether action taken
has brought about the desired change in the employee's attitude.
Conflict Resolution for Central Government Employees
The Joint Consultative Machinery (JCM) and compulsory arbitration for central
government employees has been in operation since 1966. It provides a forum for
consultation between the government of India in its capacity as employer and the
general body of employees at three levels. At the apex level, there is a National
Council, with departmental councils and office councils at the ministry/department
and office levels respectively. The National Council deals with general matters
concerning Central Government employees, such as pay of common categories,
dearness allowance, matters relating to categories of staff, common to two or more
departments, which are not grouped together in a single departmental council. Matters
affecting staff of a single department are considered in the departmental council and
local or regional questions at the level of office councils. Prior approval of the
chairman is taken before a subject is included in the agenda for consideration of the
National Council. The council‟s recommendation became operative after the approval
of government is obtained. If there is final disagreement at the level of JCM on
arbitral issues, it is open to either side to refer the matter to the Board of Arbitration.
The Board of Arbitration follows quasi judicial procedures. Awards of the Board of
Arbitration can be modified or rejected by the Government with the approval of the
Parliament only on grounds of “National Economy” and “social justice.”
Working of the JCM
As per the assessment of the fifth pay commission, the scheme of JCM has functioned
well and been able to provide a viable platform for sorting out problems through
consultation between employees and the government. This is evidenced by the fact
that since 1968, no general strike has taken place. In Railways the last general strike
took place as far back as in 1974.
In most cases the awards of the board of arbitration are accepted by the government.
Inordinate time is expended between receiving such awards and implementing them.
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The fifth pay commission has called for a specific time limit on implementation of
such awards.
15.6

LABOUR LAWS

To have better understanding of industrial relations, it is better to know the labour
laws in India since independence.
1. Relating to Service Conditions: - Trade Union Act, 1926; Industrial
Employment (Standing Orders) Act, 1946; Industrial Disputes Act, 1947;
Employment Exchange (Compulsory Notification of Vacancies) Act, 1959;
Contract Labour Act, 1970; and Sales Promotion (Employees Conditions of
Service) Act, 1976.
2. Relating to Wages and Salary: The Payment of Wages Act, 1936; Minimum
Wages Act, 1948; Payment of Bonus Act, 1965; and Equal Remuneration Act,
1976.
3. Relating to Social Security: Workmen's Compensation Act, 1923; Employees
State Insurance Act, 1948; Employees Provident Fund and Miscellaneous
Provisions Act, 1952; Maternity Benefit Act, 1961; Payment of Gratuity
Act,1972; and Employee's Pension Scheme, 1995.
4. Relating to Safety and Welfare: The Factories, Act, 1948; Plantation Labour
Act, 1951; and Mines Act, 1952, etc.
The Unorganised Sector
Many of the laws mentioned above apply to the unorganised sector also. In some
cases, a separate notification may be necessary to extend the application of a
particular law to a new sector.
It is useful to notice that some pieces of legislation are more general in character and
apply across the board to all sectors. The Trade Union Act 1926, The Minimum
Wages Act 1948, The Contract Labour (Regulation and Abolition) Act 1970, The
Workman‟s Compensation Act 1923, and The Payment of Wages Act 1936 are
examples of this type. In certain cases, even the IDA, 1947, would be included.
In addition to the above, there are special sectoral laws applicable to particular sectors
unorganised like the Building and Construction Workers Act, 1996; the Bonded
Labour System (Abolition) Act, 1976; The Interstate Migrant Workers Act, 1979;
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The Dock Workers Act, 1986; The Plantation Labour Act, 1951; The Transport
Workers Act, The Beedi and Cigar Workers Act, 1966; The Child Labour
(Prohibition and Regulation) Act, 1986; and The Mine Act, 1952.
A recent trend has been to seek the creation of a welfare fund through the collection
of a levy from which medical benefits or pension provisions are made, like, Kerala,
where a large number of such boards have already been set up to take care of welfare
in different sectors of employment.
The Industrial Disputes Act, 1947
The Industrial Disputes Act, 1947 was enacted to make provisions for investigation
and settlement of industrial disputes and for providing certain safeguards to the
workers.
It provides for a special machinery of conciliation officers, work committees, court of
inquiry, Labour courts, Industrial Tribunals and national Tribunals, defining their
powers, functions and duties and also the procedure to be followed by them.
It also enumerates the contingencies when a strike or lock-out can be lawfully
resorted to, conditions for lay off, retrenching discharging or dismissing a workman,
circumstances under which an industrial unit can be closed down and several other
matters related to industrial employees and employers.
The Central Government is the appropriate government for the industries, which are
carried on:
(a) By or under the authority of the central government;
(b) By a railway company;
(c) A controlled industry, specified for this purpose;
(d) In relation to certain industries enumerated in sec 2(a) of the act (Central
government has delegated its power in respect of 199 industries to the state
government)
The Workman’s Compensation Act, 1923
The Workman‟s Compensation Act, 1923, covers all cases of accidents arising out of
and in the course of employment‟ and the rate of compensation to be paid in a lump
sum, is determined by a schedule proportionate to the extent of injury and the loss of
earning capacity. The injured person can claim the compensation. In the case of his
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death the dependent can claim the compensation. This law applies to the unorganised
sectors and to those in the organised sectors who are not covered by the Employees
State Insurance Scheme, which is conceptually considered to be superior to the
Workman‟s Compensation Act.
The Employees’ State Insurance Act, 1948
The Employees State Insurance Act, 1948, provides a scheme under which the
employer and the employee must contribute a certain percentage of the monthly wage
to the Insurance Corporation that runs dispensaries and hospitals in working class
localities. It facilitates both outpatient and in-patient care and freely dispenses
medicines and covers hospitalisation needs and costs. Leave certificates for health
reasons are forwarded to the employer who is obliged to honour them. Employment
injury, including occupational disease is compensated according to a schedule of rates
proportionate to the extent of injury and loss of earning capacity. Payment, unlike in
the Workmen‟s Compensation Act, is monthly.
The Maternity Benefit Act, 1961
The Maternity Benefit Act of 1961 is applicable to notified establishments. Its
coverage can therefore extend to the unorganised sector also, though in practice it is
rare. It regulates employment of women in certain establishments for a certain period
before and after child birth and provides for maternity and other benefits. The Act
applies to mines, factories, circus, industry, plantation and shops and establishments
employing ten or more persons, except employees covered under the Employees State
Insurance act, 1948.
A woman employee is entitled to 90 days of paid leave on delivery or on miscarriage.
Similar benefits, including hospitalisation facilities are available under the law
There are two types of retirement benefits generally available to workers. One is
under the Payment of Gratuity Act and the other is under the Provident Fund Act. In
the first case a worker who has put in not less than five years of work is entitled to a
lump sum payment equal to 15 days‟ wages for every completed year of service.
Every month the employer is expected to contribute the required money into a
separate fund to enable this payment on retirement or termination of employment. In
the latter scheme both the employee and the employer make an equal contribution
into a national fund. The current rate of contribution is 12 percent of the wage
including a small percentage towards family pension. This contribution also attracts
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an interest, currently 9.5 percent per annum, and the accumulated amount is paid on
retirement to the employee along with the interest that has accrued.
Equal Remuneration Act of 1976
This Act applies to an extensive range of classes of employment listed in the schedule
which includes the informal sector. It requires employers to pay all workers, men and
women equal remuneration for equal work done. Remuneration is defined as the
basic wage or salary and includes payments in kind. "Same work or work of a similar
nature" is defined as work in respect of which the skill, effort and responsibility are
the same when performed under similar working conditions or where any differences
are not of practical importance in relation to the conditions of employment.
Discrimination on the basis of gender is deemed unacceptable. Employers must also
not discriminate on the basis of sex in the recruitment of workers for the same or
similar work, or in any terms or conditions of employment, such as promotion,
training or transfer. However, priority reservation in recruitment is allowed in relation
to any "class or category of persons". Employers are also subject to record keeping
requirements
The provisions of this law are regularly monitored by the Central Ministry of Labour
and the Central Advisory Committee. In respect of an occupational hazard concerning
the safety of women at workplaces, in 1997 the Supreme Court of India announced
that sexual harassment of working women amounts to violation of rights of gender
equality. As a logical consequence it also amounts to violation of the right to practice
any profession, occupation, and trade. The judgment also laid down the definition of
sexual harassment, the preventive steps, the complaint mechanism, and the need for
creating awareness of the rights of women workers.
According to Government sources, out of 407 million total workforce, 90 million are
women workers, largely employed (about 87 percent) in the agricultural sector as
labourers and cultivators. In urban areas, the employment of women in the organised
sector in March 2000 constituted 17.6 percent of the total organised sector.
Employees State Insurance Act, 1948
This Act is administered by the Employees State Insurance Corporation made up of
representatives of employees and employers. The funds under the Act come from
employer and employee contributions. All employees are required to be insured under
this act, which provides certain benefits to employees subject to a wage limit.
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The Act provides for the payment of maternity benefit which is described as periodic
compensation to women who are insured in the event of confinement, miscarriage,
sickness related to pregnancy, confinement, premature birth. Confinement is defined
as labour (including still birth) after 26 weeks of pregnancy. Compensation is paid if
the competent authority certifies that the employee is eligible. In addition, the Act
provides for the conditions for the payment of maternity benefits, its rates and the
period for which it is to be paid to be set by Central Government.
Payment of Bonus Act, 1965
The Act applies to all factories and every other establishment, which employs twenty
or more workmen. It provides for a minimum bonus of 8.33 percent of wages. The
salary fixed for eligibility purposes is Rs. 3,500 per month and the payment is subject
to the stipulation that the bonus payable to employees drawing wages or salary
between Rs 2,500 and Rs. 3,500 per month would be calculated as if their salary or
wages is Rs. 2,500 per month.
Trade Unions Amendment Act, 2001
Salient features of the Trade Unions (Amendment) Act, 2001:
No trade union of workmen shall be registered unless at least 10% or 100,
whichever is less, subject to a minimum of 7 workmen engaged or employed
in the establishment or industry with which it is connected are the members of
such trade union on the date of making of application for registration;
A registered trade union of workmen shall at all times continue to have not
less than 10% or 100 of the workmen, whichever is less, subject to a minimum
of 7 persons engaged or employed in the establishment or industry with which
it is connected, as its members;
A provision for filing an appeal before the Industrial Tribunal / Labour Court
in case of non-registration / restoration of registration has been provided;
All office bearers of a registered trade union, except not more than one-third
of the total number of office bearers or five, whichever is less, shall be
persons actually engaged or employed in the establishment or industry with
which the trade union is connected;
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Minimum rate of subscription by members of the trade union is fixed at one
rupee per annum for rural workers, three rupees per annum for workers in
other unorganised sectors and 12 rupees per annum in all other cases; and
For the promotion of civil and political interest of its members unions are
authorised to set up separate political funds.
Contract Labour Regulation and Abolition Act, 1970
The contract labour (regulation and abolition) act 1970 has been enacted to regulate
the employment of contract labour in certain establishments and provide for its
abolition in certain circumstances and related matters. The act provides for the
constitution of Central and State Advisory Boards to advise the concerned
governments on matters arising out of the administration of the Act. The Central
Advisory Contract Labour Board has also constituted a number of committees to
enquire into the question of prohibition of contract labour system in different
establishments.
Child Labour (Prohibition and Regulation) Act, 1986
The Child Labour (Prohibition & Regulation) Act, 1986 prohibits employment of
children in hazardous occupations and processes and regulates their employment in
some other areas.
Industrial Employment Standing Orders Act, 1946
The Industrial Employment (standing orders) Act, 1946, applies to every industrial
establishment wherein 100 (reduced to 50 by the central government in respect of the
establishments for which it is the appropriate Government) or more workmen are
employed. All regional labour commissioners have been declared certifying officers
in respect of the establishments falling in the central sphere. Central labour
commissioner, joint labour commissioner and deputy labour commissioners have
been declared appellate authorities under the act.
Hours of Employment Regulations, 1961
It regulates hours of work and periods of rest. Workers aggrieved by classification
can approach regional labour commissioner who is empowered to decide such cases.
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Health and Safety of Workers
The provisions of the Factories Act ensure that protection of the health and safety of
workers in all industries is maintained. Since it is a statutory obligation, both
employers and employees are required to observe the safety and protection
requirements. Noncompliance with these requirements would call for penal action
from the concerned government authority.
Termination of Employment
The Industrial Disputes Act provides strict rules for layoff, retrenchment and
compensation. No employee in any industrial establishment who has worked for more
than one year may be retrenched without being given one month's notice in writing
indicating the reasons for retrenchment. The employee is also entitled to
compensation equivalent to 15 days' pay for each year of service completed. The
government has activated the National Renewal Fund (for rehabilitation and
retraining of workers displaced from such units) on a non-statutory basis.
Tax concessions have been extended to beneficiaries under approved Voluntary
Retirement Schemes (VRS) of private-sector companies and employees of an
authority established under a central, state or provincial act or local authority that
meet the guidelines framed for this purpose.
Certain other amenities, such as canteens, rest shelters, first-aid centers, crèches (daycare centers for female employees' children), and educational and recreation centers,
etc., are to be provided by the employer in factories, mines and plantations. Large
industrial units outside the main cities sometimes provide subsidised housing for their
workers. Some states require the setting up welfare fund the contributions payable by
the employer, employees and the state government for promoting activities connected
with the welfare of labor.
15.7

ADMINISTRATIVE ARRANGEMENT

The Organisation of the Chief Labour Commissioner (C) known as Central Industrial
Relations Machinery was set up in April 1945, charged mainly with duties of
prevention and settlement of industrial disputes, enforcement of labour laws and
promotion of welfare of workers in the undertakings falling within the sphere of the
Central Government.
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Presently, there are 18 regions each headed by a Regional Labour Commissioner
.The Industrial Relations Division (Policy Legal) within the Ministry of Labour deals
with labour legislation and schemes applicable to all organisations in India.
The Ministry of Labour has the responsibility to protect and safeguard the interests of
workers in general and those constituting the deprived and the marginal classes of
society in particular. The Ministry seeks to achieve this objective through enacting
and implementing labour laws regulating the terms and conditions of service and
employment of workers. All labour laws provide for an inspectorate to supervise
implementation and also have penalties ranging from imprisonment to fines. Cases of
non-implementation need to be specifically identified and complaints filed before
magistrates after obtaining permission to file the complaint from one authority or the
other.
15.8

CONCLUSION

Industrial Relations involve human problems which require human solutions.
Legislation may assist pre-empt and tackle problems, but lasting solution lies in
addressing the key concerns of poverty and unemployment among the masses.
Industrial Relations are currently going through a phase of transition in India.
Socialist rhetoric is slowly giving way to a capitalist orientation. If labour reforms are
carried out, which seems likely, industrial climate will undergo a drastic change. The
feasibility of proposed changes would have to be discussed thoroughly before the
imperatives of globalisation are accepted. Free entry and exit of firms and unimpeded
hire and fire of labour could be inimical to labour security. Concerns of labour
welfare have to be reconciled with competitiveness of businesses which presently feel
thwarted due to „rigid‟ labour laws.
15.9

KEY CONCEPTS

Grievance:

Grievance is manifest discontent. Grievance articulation
requires institutional mechanism to nip discontent in the bud.
Grievance articulation and redress form part of corporate
social responsibility. The idea of organisation as a social unit
is stressed and also endorsed by recognition of these aspects
of organisational functioning. An organisation is a human
enterprise requiring human solutions to human problems.

Industrial Unrest:

Strikes, lock outs and indiscipline on the part of workers are
manifestations of industrial unrest. There are many
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causatives of such unrest, which could be classified as
specific organisational problems such as , poor pay, , lack of
benefit and assistance schemes, and wider socio- economic
problems like unemployment and poverty in the country.
Negotiation:

Negotiation functions as a „safety valve‟ by providing outlet
for cathartic reactions on the part of workers in organisations.
The Human Relation School of Thought epitomised the idea
of constructive management- worker interface. By Follett‟s
understanding, conflict should be resolved with a positive
perception, without insisting on either “domination” or
“compromise” on the part of any party. The idea of
Negotiation is to avoid referral the dispute to courts, or
adjudication, which might involve protracted proceedings.

Retrenchment:

Lay off of workers, following mergers and an acquisition of
undertakings is termed retrenchment. Retrenchments are a
problem area in personnel administration in the era of
globalisation where mergers and acquisitions have become a
common business strategy, especially in free- market
economies which practice hire and fire policy of employment
and free entry and exit of firms.
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15.11 ACTIVITIES
1. Address the semantic confusion between Personnel Management, Human
Resource Management and Industrial Relations.
2. Discuss the scope of Industrial Relations in the context of democracy and social
change.
3. Evaluate Conciliation, Arbitration and Adjudication as dispute resolving
mechanisms by quoting relevant examples.
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LEARNING OUTCOME

After going through this unit, you should be able to;
• Gain understanding positive and negative concepts of discipline;
• Know the details of disciplinary procedure; and;
• Understand Civil Service Conduct Rules.
16.1

INTRODUCTION

Promotion and maintenance of employee discipline is vital for smooth functioning of
an organisation. The fundamental purpose of discipline is to establish harmonious
relationship between the employers and employees. Other incidental purposes are,
willing acceptance of the rules, regulations and procedure of the „system‟ (society,
organisation), on the part of workers, securing responsible behaviour on the part of
employees, developing a sense of equanimity and spirit of tolerance and adjustment
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among superiors and subordinates, improving overall effectiveness of the
organisation by emphasising organisational culture.
Discipline, in a more inclusive sense, refers to the state of employee self- control and
effectiveness at work. It indicates the development of genuine team work and proper
appreciation of the hierarchal superior-subordinate relationship. Behaviour of
employees is also governed by informal norms. Such informal rules and norms that
support and legitimise organisational practice are based on the conventions and
culture of the organisation.
Discipline may be corrective or pre-emptive, depending on whether it comes into
effect pre or post-occurrence of alleged aberrant behaviour. Disciplinary action acts
as a deterrent or potentially thwarts future undesired behaviour or corrects aberrant
behaviour on the part of an employee. In its negative aspect, disciplinary action
implies punishment. Satisfactory results cannot be obtained however, if discipline is
perceived only in terms of control and punishment.
Discipline in its positive aspect implies training of the mind that leads to self-control,
character, orderliness and thereby efficiency at work. It indicates the development of
genuine teamwork and proper appreciation of the hierarchical superior- subordinate
relationship.
16.1.1 Aspects of Discipline
The positive concept of discipline assumes a certain degree of self discipline. The
concept of discipline is related to the idea of „self – actualisation‟ (Maslow, 1954) at
work which represents higher order need satisfaction of employees. Such discipline is
achieved when management applies the principles of positive motivation along with
appropriate leadership. Positive discipline is also known as „cooperative discipline‟
or „determinative discipline.‟
Behaviour of employees is also governed by informal norms besides formal. Such
informal rules and norms that support and legitimise organisational practice are based
on the conventions and culture of the organisation. It would be pertinent here to
discuss the major aspects of discipline.
Peter Senge‟s (1990) idea of personal mastery, systems thinking and mental models is
applicable here. „Systems thinking is „concerned with a shift of mind from seeing
parts to seeing the whole, from seeing people as helpless reactors to seeing them as
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active participants in shaping their reality, from reacting to the present to creating the
future.‟
Personal mastery entails developing the self with commitment to truth. Mental
models are our perception of the world. Directing energy towards positive pursuits in
organisations involves fostering openness in organisational climate. It also involves
seeking to distribute responsibly, far more widely, while retaining coordination and
control. “Learning organisations are localised organisations that believe in
decentralisation and delegation. Workers are encouraged to take up responsibility and
are relied upon to produce expected results.” (Senge, 1990). Senge discusses these
concepts in the context of organisations as learning systems. Adoption of innovative
ways is an imminent aspect of discipline, by the modern inclusive understanding of
the concept.
Positive discipline requires certain pre-requisites to be effective. The same are
recounted as follows:
(a) The aim is to help and not harm employees;
(b) Communication of requirements of job and rules to the employees are necessary
to secure better compliance;
(c) Performance standards should be fair and consistent throughout the organisation;
(d) Superior should create a climate of responsibility and observe self-discipline, to
lead by example. The principle is „example is better than precept‟;
(e) Individual differences among men are recognised and methods applied take the
specifics of each case into account; and;
(f) Employee gains a sense of security with the knowledge of scope of actions,
particularly limitations thereof, which help him conform better to organisational
stipulations (concerning formal and informal norms of work behaviour).
16.1.2 Progressive Discipline
Progressive discipline is liberal in nature and ideally progresses sequentially and
systematically through a prescribed series of steps to be effective. These steps are as
follows: oral reprimand, written reprimand, second written warning, temporary
suspension and finally, dismissal or discharge. Observance of the sequence ensures
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compliance with the principle of „natural justice‟, represented diagrammatically
(Wayne and Noe, 1985):

In view of above facts, the idea is endorsed that it is important to have self-discipline
for healthy organisational behaviour.
16.1.3. Requirements of Effective Discipline
Requirements of effective discipline are different in the present climate of „knowledge
era,‟ where employees are better educated and do not acquiesce unquestioningly to
autocratic behaviour. Unions also exert considerable influence on disciplinary
matters. For effective discipline the following principles need to be considered: 1. Discipline should be constructive, in that, emphasis should be on work efficiency
and not mere compliance with rules and regulations.
2. Disciplinary action should not be initiated unless there is imperative need for it
and no other means is expected to be effective.
3. Discipline is not to be administered unthinkingly. Each case should be treated
keeping the specifics in view.
4. All facts regarding a case should be collected to gain proper appreciation of the
case.
5. Employee should be given a fair chance to explain his side of the story.
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6. Attempt should be made to know the worker‟s perception. It helps better
appreciation of the situation. Also, admission of mistake on the part of the
offending party should be encouraged.
7. Employee should not be disciplined in the presence of his colleagues or
subordinates.
8. Right timing of action is important. Action should be taken as soon as possible
after the occurrence of questionable behaviour
9. Corrective measure should be adequately served in order to be effective.
10. Consistency in disciplinary action is important.
11. Once disciplinary action is taken, normal attitude should be resumed towards the
offending employee.
12. Occasions of „disciplining‟ should be reduced to the minimum by showing
constant and sincere interest in each worker's welfare on and off the job.
13. Admission of mistake should be encouraged on the part of the offending party.
14. Every action taken requires auditing in due course to judge its efficacy,
specifically in terms of;
(a) The extent to which the situation was corrected.
(b) Extent to which the employee realised his mistake.
(c) Impact on organisational climate.
16.2

APPROACH OF NEGATIVE DISCIPLINE

Employees are forced to obey orders and compliance is exacted as per rules by use of
coercive means such as penalties, threat, fear or force. Such discipline is known as
punitive, corrective or autocratic discipline. This approach to discipline inhibits
behaviour and ensures only a minimum standard of performance on the part of
employees. The approach of negative discipline entails: (a) 'Big shock', rule-through 'fear' or 'be tough' line;
(b) Punishment is to be deterrent i.e., make one an example for others;
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(c) There is no emphasis on „why‟ regarding punishment;
(d) No fact is essential to explain it; and
(e) Dealing with misconduct is important
16.2.1 Reasons of Indiscipline
Indiscipline implies, unabashed nonconformity to formal and informal stipulates of
work behaviour of the organisation, which has the effect of disrupting organisational
practice. Environmental (socio-economic and socio-cultural) and behavioural factors
contribute to expressed impunity on the part of workers. It has been found, that many
cases of indiscipline in an organisation arise out of managerial actions and decisions.
Such actions and decisions are recounted below:
(i) Lack of proper communication
(ii) Ineffective leadership
(iii)Unfair labour practices
(iv) Inadequate wages and salary system
(v) Unreasonable declaration of payment of bonus or non payment
(vi) Ineffective grievance procedure
(vii) Victimisation by the management, without assigning reasons for actions
(vii) Inappropriate placement policy, leading to employee resentment.
(viii) Undesirable derogatory behaviour of senior officials
(ix) Error of judgement of the management leading to gross impropriety
(x) Unfavourable physical working conditions and social working relations
(xi) Divide and rule' policy of the management
Other incidental causes with wider systemic implications are:
(i) Illiteracy and low intellectual level of workers
(ii) Social background of workers, such as drinking habit, oppressive family structure,
caste discrimination, etc.
(iii)Natural reaction of workers towards rigidities and multiplicity of rules
(iv) Employee's personal problems and subjective fears
(v) Incorrigible tendency to flout organisational rules and instructions in some cases
123

Some other manifestations of disorderly behaviour displayed during work hours at the
establishment include:


Sleeping while on job



Disobedience, smoking in a prohibited area



Failure to obey safety rules



Concealing defective work



Unauthorised collection of funds, and



Allowing unauthorised persons to operate machines, etc.
In a nutshell, indiscipline is the result of inter-related and underlying general,
socio economic, or particular organisational factors, for which the management
and the employees, both are responsible. Control requires effective leadership.
Leadership function should not be construed as a management prerogative alone.
Employees are expected to exhibit an equal measure of responsibility for
maintenance of organisational discipline.

Indiscipline if allowed to grow creates an environment of noncooperation in the
organisation, whereby strikes, go slow tactics, and unauthorised absenteeism and loss
of production are potentially possible.
Clause 14 of the model standing orders provided in the Industrial Employment
(Standing Orders) Act (1946) give an illustrative list of omissions and commissions
which are regarded as constituting misconduct, and refers to disciplinary action that
needs to be taken in case of misconduct. Indiscipline is categorised into two broad
groups: (i) minor or moderate offences (ii) serious offences. It is difficult to give an
exhaustive account of all behaviours constituting indiscipline. Examination of facts
relating to indiscipline would however be desirable.
Categories of Offences
A. Minor or Moderate Offences
Minor or moderate offences include:
• unauthorised absence on one or more scheduled work days
• leaving job or work area without proper authorisation
• wandering around to the general disquiet, and,
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• fighting
B. Serious Offences
Serious offences involve malicious damage or wilful destruction to organisational
property, gross insubordination, deliberate negligence of duty, stealing and fraud,
carrying dangerous weapons inside organisational premises, promotion of gambling,
frequent repetition of offensive act (s), striking work, tempering with official records,
misappropriation of funds etc.
Disciplinary Action
The disciplinary action process is dynamic and on-going but there is no hard and fast
rule to deal with it. Discipline involves behaviour- management skills, which may be
subjectively determined. Several concepts regarding administration of disciplinary
rules have been developed. Counselling and educating employees can be effectively
and positively applied to check indiscipline. One view regarding disciplinary action is
commonly referred to as the „Hot Stove Rule'.
According to this approach, disciplinary action should follow precepts such as: 1. Burns Immediately - Disciplinary action should be taken immediately for
maximum impact.
2. Provides Warning - It is also important to provide advance warning to errant
employee to deter future occurrence of unacceptable behaviour. The analogy
offered to express the situation is; punishment grows in succeeding stages, as one
„feels the heat‟ as one moves closer to a stove and is likely to be burnt on
touching it;
3. Gives Consistent Punishment - Disciplinary action should be consistent. As with a
hot stove, each should be affected (burnt) in equal measure (to an equivalent
degree) by it (on touching it); and;
4. Burns Impersonally- Disciplinary action should be impersonal.
In order to maintain the motivation and morale of employees at a desirable level,
it is relevant to adopt a formal system for dealing with indiscipline. Informal
approach to managing discipline is not recommended as it creates bitterness, is
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mostly based on hear say, and also lacks effectiveness. The formal system mainly
refers to the judicial approach.
16.2.2. Judicial Approach to Discipline
In order to ensure security of jobs, the government has assured a measure of
protection to industrial workers from apprehended misuse of managerial power of
hire and fire.
Industrial Employment (Standing Orders) Act, 1946, defined the conditions of
recruitment, discharge, disciplinary action, holidays, leave, etc. This act is applicable
to industrial establishments where hundred or more workmen have been employed.
Under this act, every establishment is required to submit standing orders for approval
of the Labour Commissioners of the respective areas. A copy of this draft is
forwarded to the trade union of workmen or to individual workmen requiring them to
submit their objections within fifteen days from the receipt of the draft.
If modifications or additions have been made by the parties, the Commissioner sends
a copy of the certified standing orders to the employer. Any party aggrieved by the
orders of the commissioner can appeal to the appellate authority. The order of the
appellate authority is final. The standing orders come into force at the expiry of thirty
days from the date on which the copies are sent by the certifying officer.
Acts amounting to Misconduct:
1. Wilful insubordination or disobedience;
2. Theft, fraud or dishonesty in connection with employer‟s business
3. Refusal to accept any order or notice or charge sheet communicated in
writing;
4. Wilful damage to work in progress or property of the employer ;
5. Non-observance of safety precautions or rules;
6. Taking or giving bribe or any other form of illegal gratification;
7. Late attendance and absence without leave on more than four occasions within
a month;
8. Habitual absence without permission for more than ten consecutive days or
overstaying the sanctioned leave without sufficient grounds or any satisfactory
explanation;
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9. Absenting without express permission;
10. Assault, abuse or threat to any officers or colleagues;
11. Drunkenness or reporting to duty under the influence of alcohol;
12. Smoking or spitting in prohibited areas;
13. Sleeping while on duty;
14. Unlawful interference in the work of other employees;
15. Habitual neglect;
16. Malingering or pursuing slow down tactic;
17. Preaching or inciting violence;
18. Striking work without tendering fourteen day‟s notice;
19. Conviction in any court of law for any criminal offence;
20. Unauthorised communication of official documents;
21. Collecting money or canvassing for any purpose during work hours without
permission of the management;
22. Organising meetings in company premises without the consent of the
management;
23. Money lending or carrying on any private business activity within the
premises of the organisation;
24. Giving false information about personal particulars, name, age, father‟s name,
qualification, previous experience, etc., at the time of employment;
25. Spreading rumours or giving false information or making defamatory
statements, which bring the management or officers into disrepute;
26. Speculation in any commodity;
27. Abetment or commission of any act of misconduct;
28. Breach of any rule applicable to the establishment.
From the above recount, it is clear that the model standing orders specify the terms
and conditions of employment and define day-to-day employer-employee
relationship. The Manager has the right to take disciplinary
action against
subordinates for misconduct but has to observe the principles of natural justice in the
process. The subordinate should be given „reasonable opportunity‟ of being heard.
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Domestic Enquiry
There is no statutory regulation of disciplinary action. However, case law has been
developed by the Supreme Court, the High Courts and Labour Courts and Industrial
Tribunals in India. Awards of courts have indicated detailed procedure for
disciplinary action and made it compulsory on the part of the management to hold
domestic enquiry before a worker is punished for misconduct.
The principle behind domestic enquiry is to do justice to the accused. No employee
should be punished unless proven guilty. The rules of „natural justice‟ require that a
party should be afforded the opportunity of providing relevant evidence and that the
evidence of the opponent should be taken in his presence and that he should be given
the opportunity of cross examining the witnesses who were examined in support of
the charges and no materials should be relied upon against him without availing an
opportunity of explaining.
The purpose of an enquiry is to ascertain facts with respect to a case. This has to be
done through oral evidence given witnesses or documents produced by the official
counsel in support of arguments.
In cases where an employee has been punished, it has to be established that action
taken was in conformity with legal requirements, and, even otherwise, manifestly
just. In this context certain legal aspects which managers might come across when
dealing with a delinquent employee need to be discussed.
(a) When there is reported misconduct on the part of an employee, the manager
should immediately arrange for a preliminary investigation. Disciplinary
action should be instituted only if there is a prima facie case against the
employee and that too, if the management is convinced that corrective action
like oral reprimand or warning would not be sufficient to meet the situation.
(b) If the management decides that the misconduct alleged against the employee
is grave enough to warrant issue of a charge sheet and institution of further
proceedings, certain simple guidelines should be followed to ensure that no
unjust action is taken against the employee.
These principles have been discussed by the Highest Court of the country and
form the corner stone of legal requirements of disciplinary proceedings. The
same are: -
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(i) Action taken should be in good faith;
(ii) There should not be victimisation or any unfair labour practice;
(iii)Proceedings should be free from basic errors and principles of natural justice
should always be observed; and;
(iv) Case against an employee should be based on the material facts presented
during the proceedings.
The management has full power to regulate internal administration but any action
taken by the management opposed to above principles is bound to be resisted by
workmen and quashed by the courts on grounds of victimisation.
Victimisation implies punishment of an innocent employee in an arbitrary manner,
and, also, illegally, because he has in some way displeased the employer. An active
member of union is given punishment quite out of proportion to the gravity of the
offence simply because he has incurred the displeasure of the employer.
If findings at the enquiry are based on extraneous considerations or the employee is
held guilty and punished for an act not mentioned in the charge sheet, the enquiry
officer is held guilty of basic error.
Procedure of Domestic Enquiry
From the above analysis, it is clear that disciplinary proceedings (including holding
an enquiry) cannot be deemed to have been properly instituted, unless the following
requirements have been met: (a) The employee concerned has been informed of the charges levelled against
him. Sufficient notice has to be given to the employee to enable him to
prepare his defence and ready all documentary evidence;
(b) Enquiry officer should be unbiased and independent. He may be a senior
officer of the organisation or an outsider or a lawyer, as mentioned in the
standing orders of the organisation;
(c) Witnesses are to be examined in the presence of the employee, in respect of
the charge or charges levelled against him;
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(d) Employee is to be given a fair opportunity to cross- examine the witnesses;
(e) Employee are to be given a fair opportunity to produce his witnesses,
including himself in his defence; and ;
(f) Enquiry officer is required to record his findings with reasons for the same in
his report.
Apart from the principles of natural justice, the other two requirements are:
(1) Unbiased enquiry proceedings; and;
(2) Opportunity to the other party to be heard in good faith.
The Supreme Court has set out the duties of a Labour Court in terms of its role in
domestic enquiry. First step is to determine the validity of a domestic enquiry. If no
enquiry or a defective enquiry was held, the labour court can quash the proceedings
and conduct a fresh enquiry on its own. Both the management and employee are
allowed to produce witnesses and adduce evidence in their support. Based on the
principles discussed above a domestic enquiry consists of the following stages: Issue of Charge Sheet: - The charge sheet should be carefully drafted and should be
based on a written complaint or report. It must contain, in clear terms, full particulars
of information regarding date, time, place, description etc., relating to alleged
offence. The relevant standing orders should also be cited. The charge sheet should be
duly served to the employee.
Reply to the Charge Sheet: - A specific time period should be allowed to the
employee to submit his explanation in reply to the charge sheet. If reply to the charge
sheet is found satisfactory, there is no question of any enquiry and the employee is
exonerated of the charge. If satisfactory, the employee should be intimated and asked
to attend the enquiry.
Enquiry: - The enquiry officer should not have any personal knowledge of the
incident, nor should have any personal interest in the case. Enquiry officer should
also not be a likely witness in the case.
Examination of Witnesses: - The charge sheet should be read over and explained to
the employee concerned who should again attest to understanding it. The complainant
and his witnesses should be examined before the charge-sheeted employee. The
employee can be asked to make any statement regarding the incident on which he
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stands charged. The under lying principle is that the complainant should prove the
commission of offence and the employee concerned is not to be required to disprove
the charges levelled against him.
Admission of Guilt: - If the charge- sheeted employee admits to guilt, it does not
necessarily follow that the enquiry is to be dispensed with. To ensure that any
punishment awarded has been justly meted out, it is suggested that even when the
employee admits guilt, a formal enquiry should be held to have his admission
confirmed.
Findings: - On the material available to the enquiry officer in the course of the
enquiry, should be considered the evidence on record and he state his own
conclusions. The object of holding an enquiry is to enable an independent person to
arrive at a just decision as to charge. The conclusion should be recorded precisely and
clearly indicating the reasons for arriving at the same. No extraneous information
should be relied on and the totality of the evidence should be considered. On receipt
of enquiry report, appropriate authority examines the proceedings, evidence,
documents and the findings of the enquiry officer. In case the appropriate authority
agrees with the findings of the enquiry officer and decides to impose punishment on
the basis of conclusions arrived at, the second stage of enquiry begins because it is the
right of the delinquent employee to make a presentation against such findings in the
report which is the demand of the reasonable opportunity as has been laid down by
the Supreme Court in MD, ECIL vs. K Karunakaran (1993). Denial of the right to a
copy of the enquiry report amounts to denial of „reasonable opportunity‟ and violation
of Articles 14 and 21 of the Constitution of India and principles of „natural justice‟.
Accordingly, a copy of the enquiry officer's report is supplied by the disciplinary
authority to the delinquent employee, for him to submit his explanation against the
findings of the enquiry officer against. In response, the delinquent employee has a
right to question the fairness and findings of the enquiry officer and the employee
submits his explanation or representation against the report. The explanation so
submitted by the employee is to be considered by the disciplinary authority the
seriousness of the charges proven against the employee. Punishment order is passed
in accordance by the disciplinary authority. Punishment should be based on the
findings of the enquiry and should be in proportion to proven misconduct and
considering the past record of the employee.
Punishments for Misconduct
(i) Workmen who are adjudged guilty of a major misconduct are liable to any of the
following punishments: 131

(a) Withholding increment (s)
(b) Demotion to a lower post in the same cadre or to a lower cadre
(c) Suspension; or;
(d) Dismissal
(ii) The employer may award the following punishments for minor misconduct: (a) Fine
(b) Warning
(c) Censure
Imposition of Fine: - A fine shall be imposed in accordance with the provisions of
the Payment of Wages Act, 1936, by the officer authorised to impose fines. The
proceeds of all the fines realised are to be remitted to the Welfare Commissioners
under U.P. Welfare Funds Act, 1965 as per the rules made there under.
Punishment should be only awarded after affording reasonable opportunity of being
heard to the workmen in accordance with the principles of natural justice.
16.3

DISCIPLINE IN CIVIL SERVICE

Government servants have to comply with strict norms of behaviour relating to
prevention of corruption and personal and professional ethical conduct. Enquiries are
instituted against government employees in case of breach of stated provisions in
accordance with Article 311of the Constitution of India. It reads as under:
Dismissal, removal or reduction in rank of persons employed in civil capacities under
the Union or a state
(1) No person who is a member of a civil service of the Union or an all India
service or holds a civil post under the Union or a state shall be dismissed or
removed by an authority subordinate to that by which he was appointed.
(2) No such person as aforesaid shall be dismissed or removed or reduced in rank
except after an inquiry in which he has been informed of the charges against
him and given a reasonable opportunity of being heard in respect of these
charges.
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(3) Provided that where it is proposed after such inquiry, to impose upon him any
such penalty, such penalty may be imposed on the basis of the evidence
adduced during such inquiry and it shall not be necessary to give such person
any opportunity of being of making representation on the penalty proposed.
(4) Provided further that this clause shall not applya. where a person is dismissed or removed or reduced in rank on the ground
of conduct which has led to his conviction on a criminal charge; or
b. where an authority empowered to dismiss or remove a person as aforesaid,
a question arises whether it is reasonably practicable to hold such inquiry
as is referred to in clause 2, the decision thereon of an authority
empowered to dismiss or remove such person or reduce him in rank shall
be final.
The distinction between „dismissal‟ and „removal‟ lies in the consequences of the
respective orders. In the former case, the person is ineligible for reemployment in
government service, while in the latter case he is eligible. To constitute „reduction‟ in
rank within the meaning of clause (2), there should be reduction relating to
classification as a government servant, and such reduction or demotion must be by
way of a penalty. The decision should cast entail „stigma‟ on the employee and entail
of penal consequences to imply dismissal, reduction in rank or dismissal within the
meaning of Article 312. Punishment may not be handed down to a civil servant by
any authority subordinate to that by which he was appointed. The term „subordinate‟
refers to subordination in rank and not in respect of „function.‟ The power under
article 311cannot be delegated. But the power to inquire to the charges against the
employee and report may be delegated to a subordinate authority or to an independent
individual or a tribunal provided the final consideration and dismissal is by the
appointing authority. The advice of the union public service commission is taken in
every case where it is necessary to consult the commission before making an order
imposing penalty (Hidaytullah, 1986). Members of defence services or those who
hold any post connected with defence like civilians in defence establishments are not
governed by the clause. It has also been held that employees of a government
company or of statutory corporation being juristic entities apart from the state cannot
be said to hold civil posts within the meaning of the clause.
As per Central Civil Services (Classification, Control and Appeal) Rules, 1965, Part
IV , Suspension (Rule 10), “The appointing authority or any authority to which it is
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subordinate or the disciplinary authority empowered in that behalf by the President,
by general or special order, may place a Government servant under suspension:a. Where a disciplinary proceedings against him is contemplated or pending; or;
where, in the opinion of the authority aforesaid, he has engaged himself in
activities prejudicial to the interest of the security of the state; or
b. where a case against him in respect of any criminal offence is under
investigation, inquiry or trial:
Provided that, except in case of an order of suspension made by the Comptroller and
Auditor-General in regard to a member of the Indian Audit and Accounts Service and
in regard to an Assistant Accountant General or equivalent (other than a regular
member of the Indian Audit and Accounts Service), where the order of suspension is
made by an authority lower than the appointing authority, such authority shall
forthwith report to the appointing authority the circumstances in which the order was
made.” (R. Kannan)
Penalties classified as per Rule, 11 are as follows:
A. Minor Penaltiesi.
ii.
iii.
iv.

censure;
withholding of his promotion;
recovery from his pay of the whole or part of any pecuniary loss caused by
him to the Government by negligence or breach of orders;
withholding of increments of pay;

B. Major Penalties
v.

reduction to a lower stage in the time-scale of pay for a specified period, with
further directions as to whether or not the Government servant will earn
increments of pay during the period of such reduction and whether on the
expiry of such period, the reduction will or will not have the effect of
postponing the future increments of his pay;

vi.

reduction to lower time-scale of pay, grade, post or Service which shall
ordinarily be a bar to the promotion of the Government servant to the timescale of pay, grade, post, or Service from which he was reduced, with or
without further directions regarding conditions of restoration to the grade or
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post or Service from which the Government servant was reduced and his
seniority and pay on such restoration to that grade, post or Service;
vii.

Compulsory retirement;

viii.

removal from service which shall not be a disqualification for future
employment under the Government;

ix.

dismissal from service which shall ordinarily be a disqualification for future
employment under the Government
The President may impose any of the penalties specified in Rule 11 on any
Government servant (Rule 12)

The President or any other authority empowered by him by general or special order
(Rule 13) may:
a. institute disciplinary proceedings against any Government servant;
b. direct a disciplinary authority to institute disciplinary proceedings against any
Government servant on whom that disciplinary authority is competent to
impose under these rules any of the penalties specified in rule 11.
A disciplinary authority competent under these rules to impose any of the penalties
specified in clauses (v) to (ix) of Rule 11 may institute disciplinary proceedings
against any Government servant for the imposition of the penalties specified in
clauses (v) to (ix) of Rule 11 notwithstanding that such disciplinary authority is not
competent under these rules to impose any of the latter penalties. (ibid)
16.3.1 Issue with Discipline
It is felt that discipline in government is based on „archaic‟ rules governing civil
service neutrality and anonymity. Particularly, the Weberain construct of the ideal
type bureaucracy is held unsuitable for development administration by a leading
group of scholars. While specific merits of the arguments may be discussed
separately, it would be in order for the purpose of this discussion to glance at conduct
rules for civil servants in India to take sides in the raging controversy about strict
construction of the rules. The same has to be appreciated in the context of „good
governance‟ that forms the informing ideal to administration in general and
development administration in particular. It is opined that bureaucracy needs to be
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multi skilled, horizontally integrated with other organisations, both government and
non- government and more expressive and articulate with respect to responsiveness
and better accountability of personnel in order to be people friendly and truly
effective. Present rules „gag‟ the service and make it unresponsive to peoples‟
aspirations. Some select provisions of All India Civil Service Conduct rules could
now be studied, as mentioned in the following text.
16.3.2 All India Civil Service Conduct Rules 1968
Rule 3(1) states the requirement and desirability of every member of the service
maintaining absolute integrity and devotion to duty and refrain from acts unbecoming
of a member of the service. Implications of the rule are as follows:
Every member shall:


Ensure integrity and devotion to duty of those under his control and authority;



Shall be courteous;



Shall not employ time wasting tactics; and



Shall act in his own best judgment except when acting under the explicit order
of the superior. He cannot evade responsibility by seeking instructions or
approvals when not necessary.

Note 1-Oral orders, if absolutely necessary, should be put down in writing as soon as
possible.
Note2- A candidate who regularly falls short of deadlines and quality targets should
be deemed lacking in devotion to duty within the meaning of rule 3(1)
Note 3-Engagement in proselytising activities are a just ground for initiating
disciplinary action against a civil servant under rule 3.}
Rule 4: Employment of near relatives in companies or firms.
No member shall use his position to secure employment for members of his family in
private undertakings (rule 4. cl.1) Employment of a near relative or a member of
family with a private undertaking having official dealings with the government
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requires previous sanction (rule 4-cl.2a) or communication forthwith (rule 4-cl. 2b) to
the government.
In case of employment of a family member (s) with a private undertaking, or interest
in the affairs of the firm, directly or indirectly, concerned member shall refrain from
any dealing relating to awards of contracts to the undertaking. If such eventuality
arises, the direction of the superior should be taken. As per rule 13 (3), every member
of the service shall, if any member of his family is engaged in a trade or business, or
owns or manages an insurance agency or commission agency, report that fact to the
government.
Rule 5: Taking part in politics and elections.- As per rule 5, no member of the service
can in any way be associated with the activities (fund raising or active association) of
any political party or organisation with political overtones or support any political
movement or activity ideologically or financially (rule 5-cl.1). As per rule 13 (2), a
member of the service may, without the previous sanction of the government.
(a) undertake honorary work of a social or charitable nature, or
(b) undertake occasional work of a literary, artistic or scientific character, or
(c) participate in sports activities as an amateur, or
(d) take part in the registration, promotion or management (not involving the
holding of an elective office) of a literary, scientific or charitable society, or of
a club, or similar organisation, the aims or objectives of which relate to
promotion of sports, cultural, or recreation activities, registered under the
societies registration act, 1860 (21 of 1860), or any other law for the time
being in force; or
(e) take part in the registration, promotion or management (not involving the
holding of an elective office) of a co-operative society substantially for the
benefit of the members of the service or government servants registered under
the co-operative societies act, 1912 (2 of 1912), or any other law for the time
being in force in any state:
Provided that:
(i) he shall discontinue taking part in such activities, if so directed by the
government; and
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(ii) in a case falling under clause (d), or clause (e) of this sub-rule, his official
duties shall not suffer thereby and he shall, within a period of one month of
his taking part in such activity, report to the government giving details of the
nature of his participation.
The restriction extends to members of his family, in case of organisations involved or
suspected to be involved in activities subversive of the government. In case of such
eventuality, a report shall immediately be made to the superior (rule5-cl.2)
In case of ambiguity regarding application of the rule, question shall be referred to the
government for decision (rule5-cl.3).
No member of the service shall bring to bear, his influence, on the political process in
any way, such as canvassing for a political party in elections or interfering in any
other way (5-4) for example, propagating political ideology, giving indication of
voting preferences, display of electoral symbols on vehicle etc.(explanation to rule 5).
Rule 6: Connection with press or radio: - Previous sanction of the government shall
not be required when the member of the service, in the bonafide discharge of his
duties or otherwise, publishes a book or contributes to or participates in a public
media (rule13-cl.f) provided that he shall observe the provisions of the rules and at all
times make it clear that the views expressed are of his own and not that of the
government. Participate in, or associate himself in any manner, in the making of:(i) a sponsored media (including radio, television programme, or
(ii) a media programme commissioned by Government media, but produced by
an outside agency, or
(iii)a privately produced radio or television or other media programme including
a video magazine; provided that no previous permission shall be necessary in
the case a member of the service participates in a programme produced by
the „Doordarshan‟ on a subject dealt with by him in his official capacity.
Provided that he shall observe the provisions of rules and at all times make it clear
that the views expressed, are of his own and not those of the government.
Rule 7: Criticism of government policy:
As per rule 7, members of service are prohibited from:
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-

Publicly criticising government policy through publications or announcements
(does not include bona fide discharge of duty); and

-

Affecting relations between the central and state governments or the Government
of India with foreign states

Rule 9: Unauthorised communication of information:
Rule 9 prohibits unauthorised communication of information (except in accordance
with general or specific order to that effect from the government or in the course of
performance of official duties assigned „in good faith‟) on the part of members of the
service (right to information) Quoting from documents not authorised to have access
to, is deemed unauthorised communication within the meaning of the rule
(explanation to rule 9)
No member of the service may subscribe to fund raising activity, for any object
whatsoever, except with the previous sanction of the government (rule 10).
Rule 13: Previous sanction of the government is needed to:
(a) Engage directly or indirectly in any trade or business, or
(b) Negotiated for or undertake, any other employment, or
(c) Hold an elective office, or canvass for a candidate or candidates for an elective
office, in any body, whether incorporated or not, or
(d) Canvass in support of any business of insurance agency, commission agency etc.
owned or managed by any member of his family, or
(e) Take part, except in the discharge of his official duties, in the registration,
promotion or management of any bank or other company registered or required to
be registered under the Companies Act, 1956, or any other law for the time being
in force, or of any co-operative society for commercial purposes.
Rule 14- Investment, lending and borrowing: As per rule 14 (1), No member of the
Service shall speculate in any stock, share or other investments but this provision will
not apply to occasional investment made through Stock-brokers or other persons duly
authorised on licence under the relevant law.
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As per rule 14 (2), No member of the service shall make or permit any member of his
family or any person acting on his behalf to make any investment, which is likely to
embarrass or influence him in the discharge of his official duties.
As mentioned in Rule 14 (3), if any question arises whether any transaction is of the
nature referred to in sub-rule (1) or sub-rule (2) it shall be referred to the government
for its decision.
According to 14 (4) (i), No member of the service shall save in the ordinary course of
business with a bank or a public limited company, himself or through any member of
his family or any person acting on his behalf.
(a) Lend or borrow or deposit money as a principle or agent, to, or from, or with, any
person or firm or private limited company within the local limits of his authority
or with whom he is likely to have official dealings or otherwise place himself
under pecuniary obligation to such person or firm; or
(b) Lend money to any person at interest or in manner whereby return in money or
kind is charged or paid;
As per rule 14 (4) (ii) When a member of the Service is appointed or transferred to a
post of such nature as would involve him in the breach of any of the provisions of
sub-rule (2) or sub-rule (4), he shall, forthwith report the circumstances to the
Government and shall thereafter act in accordance with such order as may be made by
the Government.
Rule 16 deals with movable, immovable and valuable property: As per rule 16 (1)
every member of the service, on his first appointment to the service, submit a return
of his assets and liabilities in such form as prescribed by the government giving full
particulars.
As per rule 16 (2), every member of the service shall submit an annual return giving
full particulars regarding the immovable property inherited by him or owned or
acquired by him or held by him on lease or mortgage, either in his own name or in the
name of any member of his family or in the name of any other person.
In accordance with Rule 16(3), No member of the service shall, except with the
previous knowledge of the government:
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(a) Acquire any immovable property by lease, mortgage, purchase, gift or otherwise,
either in his own name or in the name of any member of his family; or
(b) Dispose of by lease, mortgage, sale gift or otherwise any immovable property
owned by him or held by him either in his own name or in the name of any
member of his family:
As per rule 16 (4) every member of the service shall intimate the government in
respect of each transaction, whose value exceeds Rs.15,000/- within a month of the
completion of such transaction.
Previous sanction of the government shall be necessary in case of transaction with a
person having official dealings with the member of the service.
As per rule16 (5), a member of the service is required to furnish a full and complete
statement of such movable or immovable property held or acquired by him or on his
behalf or by any member of his family
Rule 17 reads that for vindication of official act, recourse to the court or press might
be had after obtaining previous sanction of the government. If within twelve weeks
such sanction is not granted the same is taken as accepted.
Members of the service are obligated to observe cultural norms in personal and
official capacity. The same are enumerated under rule 17 A:
(i) Observe strictly, the existing policies regarding age of marriage, preservation
of the Environment, Wild Life and Cultural heritage:
(ii) Observe the existing policies regarding crime against women and
(iii)Observe the two children family norms.
Rule 18, makes canvassing for political or other influence to bear upon superior
authority is deemed undesirable conduct on the part of a service member.
Personal ethical conduct is stipulated for public servants. Rule 19(1) prohibits a
member of service from entering into or contract a marriage with a person having a
spouse living unless the government sees that such marriage is permissible under the
personal law applicable to such member and the prospective spouse or on other
grounds and permits such a marriage. Also, a member of the service who has or
proposes to marry a foreign national shall intimate the government of such
marriage/intent.
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20. Consumption of intoxicating drinks and drugs-A member of the service shall:


Strictly abide by any law relating in intoxicating drinks or drugs in force in any
area in which he may happen to be for the time being20. (a);



Not be under the influence of any intoxicating drink or drug during the course of
his duty and shall also take due care that the performance of his duties at any time
is not affected in any way by the influence of such drink or drug20. (b);



Not consume any intoxicating drink or drug in a public place20. (bb);



not appear in a public place in a state of intoxication 20 (c);



not use such drinks or drugs to excess 20 (d).

Above rules have to be studied in the context of ethics in governance. As has been
seen government servants are expected to be model employees in that both their
personal and professional conduct is expected to be exemplary. Their behaviour is
expected to approximate the „ideal‟. It corroborates the idea that it is indeed people
who make an organisation and individual discipline constitutes organisational
discipline. (Ministry of Personnel Pension and Pensioners‟ Grievances: Official
Release, 2005)
16.4

CONCLUSION

An attempt has been made in the text of this Unit to clarify the meaning and
importance of discipline and conduct rules towards effective working of an
organisation. Special focus has been on explanation of discipline in empowerment
organisations and relevant rules from All India Civil Service Conduct Rules have
been highlighted.
16.5

KEY CONCEPTS

Enquiry:

The legal process of inquiring into a dispute is termed an enquiry.
Rules of natural justice deem that punishment should follow proper
judicial procedure. It should not be arbitrary in any manner. Each party
should have a reasonable opportunity of being heard and judgment
should be handed down in a fair and impartial manner.
Indiscipline: Non conformity with rules and regulations of an organisation
constitute indiscipline. Indiscipline could result from express violation
of some rule on the part of the employee which constitutes indiscipline
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in the legal sense or simply unethical or unacceptable behaviour on the
part of the offending employee.
Victimisation:Punishment of an innocent employee. Victimisation implies
harassment. Victimisation is matter of legal interpretation. The court
decides what constitutes a general disciplinary action and when an
action could be interpreted as an instance of victimisation.
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16.7

ACTIVITIES

1) Discuss the negative and positive concepts of discipline. Analyse the extent to
which positive discipline is practicable.
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2) Why is indiscipline caused? Who bears the responsibility? Bring your own ideas
on the subject.
3) Discuss All India Service Conduct Rules in the specific context of discipline.
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