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1J

PREFACE

The concept of workers' participation in rrtindgement as 
one of the forms of industridl democracy hds evolved out of 
the recognition of the fact that vjorkers are also human beings^ 
that they jre not machines, th.it they have the capability to 
contribute to productivity and that on their willing coopera
tion, satisfaction ind morale depends the productivity and 
smooth running of the enterprise. The days of serfdom are gone. 
Those who spend one-third of their working life in an orginisa- 
tion which provides their livelihood should have j say in the 
government of its affairs. Out of this context many countries 
with different types of political and economic systems, such as, 
liberal-pluralist systems (e.g., Germany, France), democratic- Ow... 
socialist systems (e.g., Sweden), authoritarian-corporatist 
systems (e.g. Peru) and bureaucratic-centralist systems (e.g.,

I' Yugoslavia) have been experimenting with some kind of partici
pative schemes with mixed euccesses and failures, the main ob
jective being directed to increasing the productivity through 
acceleration of workers’ job satisfaction by means of involving 
workers in the managerial decision-making.

In Bangladesh several attempts have been made through 
legislation to introduce joint consultation-type participation 
schoaee but all ^re in vain. The failures are attributed, in 
the main, to the non-enforcement of lav;s, illiteracy of workers 
and apathy of management. No empirical research has been carried 
out to find out the real reasons. In the present study an attempt 
has been made to elicit the attitudes of the actors in the in
dustrial relations system, i.e., workers, management and govern
ment, towards workers' participation in management as a whole 
and to make an objective analysis of the same. It is, in fact.
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jn jttitudinil study in a Ijrge nati::;njilised industrial enter
prise in Ejnglidesh. The study covered the period from Jjn.1981 
to December^ 1982. The djta were collected during the period of 
civil governirient.
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ABSTRACT

The study was undertaken in a large nationalised indust
rial enterprise producing jute provducts in Bangladesh with the ‘ 
main purpose of assessing the attitudes of the principal actors 
in the industrial relations system tov/ards workers' participa
tion in management, major emphasis being placed on the demand 
for participation among eiTiployees, both managerial and non- 
managerial. A fully-structured questionnaire study of the 
attitudes of 108 workers, 60 management personnel and 13 go
vernment officials revealed the follov/ing major findings.
First, although the actors think that certain common objectives 
of the organisation can be achieved through participation, 
management personnel like to have workers' participation in 
decision-making through Joint consultation as against the views 
of the other two actors who want real sharing of power through 
involving workers in decisions as real members of management. 
Second, the actors favour statutory participation compared with 
voluntary participation and support the inclusion of a partici- 
pation-clause in the national constitution save the management 
personnel who largely oppose it. Third, the most preferred form 
of participation is joint-committee type participation through 
workers' representatives and the least preferred ©Irira is the 
directoral level participation. Fourth, the desired organisa
tional climate augurs well for the introduction of participation

be
as opposed to existing climate which does not seem to/conducive 
for participative styles of management. Fifth, whilst workers 
experience little participation they expressjLirong desires to 
be involved in all levels of decision-making. Sixth, irrespec
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tive of the nature of decision involved, workers prefer joint 
decision-making. Finally, all the actors identify a number of 
prerequisites that,they feel, should be fulfilled for the in
troduction of any participative scheme.

The findings of the study and the review of the inter
national experiences lead to the following conclusions:
(i) Workers have strong desire for participation in 
decision-making process of the organisation. On the other hand, 
management personnel have shown, altriough they x^ractise bureau
cratic leadersViip in a non-participativc industrial relations 
climate, the willingness to accept the workers' involvement
in the decision-making except in the strategic top-level deci
sion areas. The level of agreement both within and among 
these two partners in production suggests an orientation towards 
participation. Thus, there is considerable scope for increasing 
workers’ influence in different organisational decisions. That 
it is the difference between the perceived and desired influence 
which is the best predictor of job dissatisfaction, suggests 
that may be it is the thv;arting of the individual's basic need 
to participate that is responsible for the widespread dissatis
faction that is so often a consequence of failing to involve 
workers in decision-making, at least at the local and the med
ium levels. Participation must, to be successful, occur at a 
level and in decisions, where individuals are willing, feel the 
need, and are able to participate, only from such a foundatitn 
can participation at higher levels be successful,
(ii) Increasing production, resolving industrial dis
putes, improving job satisfaction, reducing wastes, accidents

Xll
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jno work stoppages and impr:)vinc tejm w  rk have been mentioned 
to be the rruin objectives of pjrticif jtion by mijority of the 
resjondents- So important objectives of the organisation C'-ald 
be ittainod and organisation effectiveness could also be increased 
through successful introduction and implement.jtion of participa
tive management. Sincere .and honest apjrojch by different groups 
in this regard is, of course, essential.
(iii) Since bo^rd level pjrticipjtion was the form least 
preferred by all the actors in the industrial relations system, 
such kind of participatirn may not be much purposeful in our 
country at the present stage of development. Joint committees 
at different levels may serve aS the main forum of institution-! 1 
participative body. But the success of such joint bodies will 
depend upon sincerity of management with regard to consultation 
and the decree of give and take. There must be a more than mere 
unilateral consultation.
(iv) Workers' preference for joint decision-making in most 
of the decision-areas leads to the conclusion that workers want 
to hive their say in managerial decisions through their repre
sentatives, not through direct involvement of themselves. This 
is i.robibly because the workers are concerned much more with 
their living than with direct participation in the government 
of the enterprise. It is also imt lied that they do nr-t like
to be satisfied with mere information sharing, they want to go 
beyond thit.
(v) Informal approaches to pirticipation like job en
largement, job enrichment, individual c'unst.lling, group deci
sion-making, etc. have to be given much importance in addition
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to the formal approaches. This is needed to help change the 
management style of functioning. If the inf'̂ rrmal methods can 
help develop a culture for participative styles of management 
within an organisation, then people will develop faith in the 
system and formal representative participative forums can suc-= 
ceed inspite of different constraints.
(vi) Workers' participation in management should not be 
thought of as a substitute for collective bargaining. Partici
pative forums sViould play a complimentar;;^’' role to the process of 
bargaining. Participation and collective bargaining should not 
be merged together, rather the demarcation betv;ecn the two must 
be clearly defined, VJorkers * participation has no genuine chance 
of success if it is continued in opposition to trade union move
ment.
(vii) Workers and management personnel are in favour of 
statutory participation. There is, thus, the scope for intro
ducing participative schemes with legislative support. But cau
tion should be taken to rulv:: out coercive legislation. It is 
desirable to have enabling statutes or such kind of legislation 
as to promote the institutional preconditions for labour-m.anage- 
ment relations,
(viii) VJorkers viewed the government scheme of participation 
provided in the Industrial Relations (Amen;±nent) Act, 1980 as 
politically motivated. This is because they have experienced
in the past that la;-/s were there for some sort of particjnatj on 
in the enterprises but they were never enforced by the govern
ment. Thus it is not unnatural for them to lose faith on any 
gcvernTient scheme. Nevertheless, they believe that if properly

XLV
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designed and implemented, tho government's schcme of participa
tion may have certain beneficial effects on the enterprise.
The success, therefore, depends on the sincerity and driveness 
of the government to materialise the words of laws, thereby 
acquiring the faith of the workers.

The overall conclusion drawn from this study is 
that there is considerable scope for introduction and develop
ment of appropriate workers' participation programmes in the 
public sector industries, especially jute industries, if certain 
preconditions for participation, are mot.

XV
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1,1, The Philosophy of Workers' Participation in Management 
f

Labour is one of the most important factors cf 
production. Land, capital and organisation - all are important 
but in spite of the combination of all these factors the wheels 
of sn industry can not move without the help of labour. On their 
efficiency and wishes the industrial productivity depends mostly. 
There was a time when the workers were treated as machines. They 
worked in the industries v/ithout any right - political, economic 
not to speak of the collective bargaining right as understood to
day, But now this kind of attitude of the employers to the wor
kers has been changed. That a worker is not just a feudal slave 
and that he has ^hyman mind is now fully understood. A worker is 
not merely a means of production but is essentially a human being 
with a personality having a sonac of responsibility towards his 
family/ thelindustry and the nation,^

A worker is a human resource. His kiiow-how and in
genuity, properly utilized, may make a far greater difference to 
the success of the enterprise than any improvement in his physical 
effort, although of course his effort is not unimportant. More- . 
over, he achieves recognition and other important social and ego 
satisfaction from the utilization of his capacities (McGregor,
1960: 113-114),

A worker is a self-respecting human being. He wants 
to satisfy his feelings, emotions and aspirations through the 
instrumentality of work. He spends a major part of his life in 
the factory, i*e, in the work place. It is at the vrarking place 
th^t people spend one-third of their waking life. So it is quite 
natural for him to expect to participate in the affairs of the 
govemmont of industry. Thus the concept of workers* participation
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their role in this cJevelopmont — growth of industrialisatdoa* 
1̂ " the division of labour# the need for capital investment, the

growth of an industrialist dynamic elite, unionism and result
ant influence of labour in politics. There is an increasing 
demand from people in the organisation to have a say in what 
goes in and around. It is becoming difficult in the complex 
organisational setting to restrict and reserve decision-making 
power to a privileged few* Industrial unions have also shown 
p.n increased interest in moving beyond the traditional limits 
of collective bargaining to issues associated with worker par
ticipation (Hunnius et* al.*. 1973) . They argue that workers 
have a right to have a say in the managentj«t of their enter
prise irrespective of ownership because such right stems from 
the very fact that a worker works in tha entejrprise. In a 
democratic society workers li-̂ ve the right to p^irticipate in 
the org^isations that employ them (Mintzberg» 1979; 203-204) . 
Employees vfrio invest their livGs in a company, as opposed to 
shareholders who invest their capital, have a right to influ
ence decisions, A worker Invests his laboujr and tics his fate 
to his place of work and thus he has a legitimate claim to 
have a share in influencing various aspects of company policy. 
Management is also told that involve your employees and they

«r

will produce more (e.g., Likert,(1961).

It is interesting to note that the role of the 
worker in the organisatioi^, especially his capacity to take 
part in decisions which affects him directly has become a 
matter of increasing discussion and debate in intellectual 
circles. There is the realization of the fact th=it it is

- 3 -
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- 2 -

in the decisions within landertakings has evolvad.

Before the advent of industrialisation the major dece- 
sions affecting the workers were made by the religious leaders or 
the nobility. With the coming of the industrialisation, decisions 
were made by the owners of capital, who regarded workers on® of 
the meeins of production. For various socio-eco-political reasons 
it was deemed necessary and desirable to introduce a degree of 
industrial democracy, involving the labour force in the decisioos 
affecting conditions of work, methods of production, and, ultima:* 
tely, financial and investment decisions,

A cordial relationship between the labour and the 
management is sine-quo-non for industrial peace and productivity. 
With the recognition of this bare truth the participative maivaga- 
ment schemes have widely been practised in many European countries 
for a long time. The needs for effective participation ajc© many 
and varied. Experience and research indicate that thore Is A

2ing concern for democratic values being extended to work life.
This is also reflected in the constant push froiTi the employees for 
greater involvement in decision-making and thereby derive more 
satisfaction from work. Managers tend to work hard when they have 
feeling that they are implementing their own ideas and decisions.
If we want the lower echelons to work hctrd, we will have to pro
vide them with the same type of motivation, namely, an opportunity 
to participate and to get a feeling that they are making decisions 
in a real manner.

The roots of modem cry for participation -.re deep in 
history. We have come a long way from master-ser*v'ant r.ilationship 
to the present stage in participation. Many factors have played
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circles. There is the realization of the fact that it is
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 ̂difficult to conceive of an organisation without at:
-f this juncture of man*s history* although, it mAy be possible

to conceptualize in terms of workers alone without traditional 
management worker system on one hand and managenvent proprie
tor on the other^ The organi-s-atioa/i»aiiagemcnt theorists in 
their writings may have touched on the role of the worker in 
the organisation but his contral role has been viewed as an 
"economic animal**, an interchangc-able part of an organisation. 
Moderately^ from the aa-call£id industrial humanists* pGCfipAcw 
tive, the same worker has been yi&wed as a bei ng witli emotiorv» 
and to be handled delicately and "manipulated*’ by managemen-fc. 
More recently he has been looJtcii at uaderstpod as an 

L independent* Intelligeat xn.divldtial and "Mie of ■us”. Sane
have advocated th^t the worker should have an opportunity to 
participate in those affairs of organisation that have a 
direct and/or even indirect bearing in hi^ well-being one way 
or anotlier. The only for tlis wcirlcars to have a real say 
is to secure adequate representation in the management bodies,^

The demand from the employees for real participa
tion in the decisions vjhich affect them is on increase. In 
the industrial sphere, with every passing day new experiment® 
are tried and carried on to give workers more scope, pover and 
authority to make decisions. On the practical, empirical level 
it is obvious that we are experiencino both widespread aliena
tion from and resentment of the roles we ocGu^>y as workers, and 
a widespread, but poorly understood, attempt to deal with that 
alienation through increased participation (here implying some- 

 ̂ thing more than membership) for workers. Smpirical evidence for
thcaa statements is almost ubiquitous,'

- 4 -
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The major purpose of the use of participation is 
to encourage the growth of subordinates and their ability to 
accept responsibility. "Participation which grows out of the 
assuinptions of Theory Y offers substantial opportmities for 
ego satisfaction for the subordinate and can thus affect moti
vation tow>=ird organisational objectives. It is an aid to achi
eving integration. In the first place, the subordinate can dis
cover the satisfaction that comcs from tackling problems and 
finding successful solutions for them. This is by no means a 
minor form of satisfaction. Beyond this there is a greater 
scns3 of independence and of achieving some control over one's 
destiny. Finally# there are the satisfactions that ccsne by way 
of recognition from peers and superiors for hawing made a worth
while contribution to the solution of an organisational probleni* 
Used widely and with understanding it is a natural concomitant 
of management by integration and self^nntrol' (McGregor/ 1360-* 
130-131) .

The great benefit of participation is that it 
restores to people at work their birth-right”to be contributing 
members of the groups in which they work. It builds human 
values at work is important for society as well as employees, 
because there is evidence that job experiences do affect the 
psychological functioning of people as citizens (Kohn and 
Schooler, 1973: 97-118) , As one authority puts it, participa
tive m'^nagement is more likely to produce high levels of satis
faction and motivation than an authoritarian management (Lawler, 
1974: 27), Since participation has an excellent potential for 
building team-spirit the democratic managers may use it to

- 5 -
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¥
improve tliG subordinates* performance. When participation is 
well done, two of its best results acceptance of ch.-^ge and
a favourable tcam-spirit.

The debate about the institution of worker partici
pation is by now so well established that its proponents and 
critics have come to occupy v;ell-defincd positions quite isola
ted from each other. The proponents of workers' participation 
usually greet it with uncritical optimism - it cannot, after all# 
be a bad thing for workers to participate, no matter how small 
their part may be; and participation-can be regarded as part of 
a trend towards more democratic relationships in industry.^ Its 
critics, on the other hand, have pointed out that participation 
is invariably a state or business initiative rather than origi
nating with workers or trade unions, and it has mostly b<2en in
troduced in order to "buy off’’ at a cheap price or radical up
surge in the working class.^

The benefit that is gained from v;orkers* participa
tion even in the present time with so many constraints in most 
cases outweighs all the argijments against it, put together. For 
this reason, v^orkers' participation is now recognised as a move
ment which is rapidly spreading all over the world. Workers' 
participation is no longer a question of "whethtir or not", taut 
a question of "how". In a democratic society it is not suffi
cient if democratic pnttem exists in political life but ere 
excluded from economic life. If democracy is desired in politi
cal administration, why should it stop at the gate of ch.j indus
try? To ensure that this does not happen, workers' p?}rticipation

7in management becomes a necessity.

- 6 - '
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1,2, Conceptual Framework for Analysis

In this study our purpose is to analyse and discuss 
workiTs' participation in management within the undertaking. It 
is, thejsEore, important at the outset to define and discuss the 
framework of analysis that will be used in the study. Since the 
torms associated with participation pose problems of definition 
and concept, it has, therefore, been deemed necessary to make 
clear how the author of the present study understands the basic 
elements connected with the participation of workers in manage
ment.

Concept of Worker

The term 'v;orker' may have different meeinings
dei-pcnding on the context in which it is used. Traditionally
this term denotes blue-collar employees (i.e. industrial wage-
eamers) as contrasted with the white-collar employees (i.e,
salaried persons) . The meaning of the term may also differ from
country to country. For example, in Yugoslavia the terra "worker*
means not only a physical worker but it also includes everybody

8who earns his living by work. The term is, however, obviously 
vague. Careful practice describes those who work for hourly, 
piece-rate, or incentive wages as wage earners or hourly-rated 
employees. In distinction, those who are paid by the month and 
have a tacit guarantee of steady employment are described as 
salaried employees, seme of '/jhom are supervisory employees and 
foremen (Yoder, 1959:7),

In the context of this study 'worker' will be 
understood as describing an employee who is either <i blue- 
collar worker or a white-collar worker but who does not have
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Gxocutive authority in the specific organisational context.
The problem of directors and managers in this context is speci
fic because of the situation which exists in Bangladesh. It
would be better to exclude them from participation in management 
because of the specific role they are now to play. One more
reason for this is that they have this right through the very

9nature of their positions.

Concept of Management

The concept of management gives rise to difficul
ties as does the concept of v;orker in terms of role r.nd autho
rity. Difficulty arises from the fact that manageracut is at 
the same time a decision-making activity, a system of p.uthority 
and an elite group with particular social attributes (Cl?.rke et. 
al,, 1972:4).̂ *̂  The term management is vague and elusive. It 
is very difficult to define. Some people think of it as 'what 
a manager does'# some as 'getting things done through others', 
while some others define it as 'the process of managing, the 
combined human ability involved in managing and the personnel 
required to manage'(Mhetras, 1966), But these definitions do 
not throv/ sufficient light on the management scene as a whole.

The prime responsibility of management lies in 
achieving the common objectives of the organisation for which 
it is to coordinate and direct the people in a way so as to 
enlist their willing cooperation, thereby maintain the social 
system of the organisation in a state of equilibrium. For the 
purpose of our study we regard management primarily as a deci
sion-making process through which the objectives of the organi
sation and the methods of achieving their attainment are decided. 
We also draw a distinction betv;een 'management' and 'managements'

- 8 -
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The former refers to the process of planning, directing and 
coordinating activities, particularly economic activities and 
the latter refers to certain individuals employed by owners to 
dircct the activities of particular undertakings. They include 
the board of directors, chairm.an/managing director, managers, 
supervisors and foremen.

Concept of Participation

The concept of 'participation' is a relatively new pheno
menon in the history of industrial relations in Bangladesh,
The term participation has often been misused. Douglas McGregor 
(I960; 126-130) realised full well the difficulty of defin
ing the term participation. He conceded to the fact that parti
cipation is one of the most misunderstood ideas that has emerged 
from the field of human relations, and than goes on saying that 
participation "consists basically in creating opportunities 
under suitable condition for people to influence decisions aff
ecting them. That influence can vary from a little to a lot - 
(participation) is a special case of delegation in v/hich the 
subordinate gains a greater control, greater freedom of choice 
with respect to his responsibilities. The term p.-jrticip^tion 
is usually applied to the subordinates' greater influence over 
matters within superior's responsibilities". Here McGrogor 
seems to reptesent the traditional view of superior-siobDrOinate 
relationship with which we do not agree. Participation has been

r

defined in a different manner by Mason Hare (1964; 79);“
"Participation has the unique characteristic of giving a person 
a ch?nce to be part of the final process and a chanco tc expound 
and develop as a participant as u’ell as providing an opport’-inity 
to contribute to the final outcome."

- 9 -
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Davis (1977) defined pnrticipation as raontal and 
emotional involvement of persons in group situations that encou
rage them to contribute to group goals and share responsibility 
for them. There are three important ideas in this definition:
(a) mental and emotional involvement because through participa
tion an individual becfsnes ego-envolved rather than becoming 
task-involved (see Allport, 1945t 122); (b) motivation of an
individual to contribute by releasing his own resources of ini
tiative and creativity towards the objectives of the organisa
tion; and (c) acceptance of responsibility by a person in his 
group's ac tivi tie s,

The term 'workers' participation' does not have 
the same meaning in everyone's mind. It constitutes different 
things to different people, not only ideologically but q I s o  

in fact,^^ Some use this term as workers representatives on 
the supervisory boards while others use it referring only to 
works council or any otjier specific arrangement (I.L.O., 1976, 
p, 63), In industrial relations, participation means at least 
tv:o different things: first, participation is thought of pri
marily in terms of informal interaction, chiefly as a managerial 
style; and secondly, participation tends to mean workers' parti
cipation in management, usually in the form of formal mechanisms 
which permit representatives of workers to influence or even 
control organisational decisions (Strauss and Rosenstein, 1970). 
Worker participation has also been defined as organised "non
doing” activity or, more specifically, as "managing" activity 
carried on by blue-collar workers in conjunction with m.-inagement 
(Rosenberg and Rosenstein, 1980), Here *non-dcir.g' activity
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has been distinguished from 'doing' activity referring the 
latter to purposeful mental^ physical or machine activity 
applied to the object produced by such activity, and ‘manag
ing* activity includes planning, organising, motivating and 
controlling (Cf. Walker, 1970) , Clarte^ Fatchett and Roberts 
(1972) viewed participation as including .any process vjhcreby 
v/orkers, whether as individual or through a union or otiier 
organisation, have a share in the reaching of managerial deci
sions in enterprises (p. 6) . Participation thus refers to a 
process through which v;orkers share in decision making that 
extends from and beyond the decisions that are implicit in 
the s]pecific content of the jobs they do. It refers to the 
involvement of employees in the decision-making processes 
which traditionally have been the responsibility and prero
gative of managers. The same view as that of Clarke et. al. 
(1972) has also been offered by the International Institute 
for Labour Studies which describes participation as ,any process 
whereby workers have a share in the reaching of managerial 
decisions in the enterprise (see Butteriss, 1971, p, 6), as 
v;ell as by Sawtell (1968) who define it as any or all of the 
processes by which employees rather than managers contribute 
positively towards the reaching of managerial decisions which 
affect their work (p. 1).

Renovmed theorists like Rensis Likept (1961: 243)
McGregor (1960: 126-127) and Tannenbeun & Schmidt (1958)
attempt to integrate three elements, considered to bo central 
to the concept of participation, namely, influence, interaction 
and information sharing, into a single •continuum'.
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According to Likert, the lowest level of pnrticix:>ition occurs 
v;hcrG employees are given no information about current situation 
or proposed changes. Towards the middle of the scale arc the 
situations whore employees are given full explanation for any 
proposed change and at the same time their ideas and suggestions 
arc sought generally. The two highest levels are where 'subor
dinates and leader tackle the problem as a group and after con
sideration and discussion decide upon a solution but leader 
holds right to veto power', and 'leader and subordinates acting 
as a group tackle the problem and solve it, using the beet avail
able methods of group functi-'ning'. Similarly, McGregor envis
ages the maximum participation occuring where the manager is 
indifferent to several alternatives and allo\>ra workers to choose 
among them. Both Likart & McGregor stop short of the logically 
possible extension of their continua whore workers would exert 
a greater influence over decision-making than do their managers. 
Using the above mentioned elements, VJall & Lischoron (1977: 36- 
41) describes participation as "influence in decisi^'^n-m-^king 
exerted through a process of interaction betwen workers and 
managers and based upon information sharing". According to 
their view, the degree to which influence is exerted determines 
the degree of participation which occurs given that such influ
ence is exerted through a process of interaction and information 
sharing and is not solely dependent upon coercive po\<jer.

Some authors use 'influence' (French, Israel and 
Aas, 196 5; Tanic, 1969) or 'control' and 'decision-making*
(e.g. Guest and Fatchett, 1974; 9-rl2; Blumberg, 1968; 71; 
Tannenbaum, 1966; 85) as defining characteristic of partici- 
IDation. Guest and Fatchett use the term 'participation' as
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referring to ''those processes whereby subordinntos r.re :oble 
to display an upward exertion of control". A subordin^.te is, 
according to them, one who do not have recognised autliority in 
any particular relationship. Blumberg writes, "what I am pri
marily concerned with is decision-making by the workers......
I should like to include the entire spectriun of workers' power 
from its most rudimentary form (receiving information frĉ m 
management) down to its opposite, complete worker deterrnination", 
Thus Blumberg incorporates the full range of influence in his 
description of participation.

Tannenbaum (1966) views it as "formal involvement 
of members in the exercise of control, usually -through decision 
making in group meetings. Here control is defined as ":.̂ ny 
process through which a person or a group of persons dotermines 
what another person or group of persons will do" (P. 34).
This definition has been further classified by P,t_teman (1970:68) 
in the following words: "This definition makes clear that parti
cipation must be partiglpation in something in this case parti
cipation in decision-making".

Guest and Fatchett argue that a definition of 
participation which emphasizes control is most useful in any 
attempt to study participation objectively. They have adopted 
slightly the definition of control suggested by Tannenbaum, 
Tannenbaum refers to determining the behaviour of other people; 
in the field of worker participation in manngGmont this must, 
according to Guest and Fatchett, be extended to include deci
sions which determine the behaviour of oneself.
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Participation hns not only been viev;od as 'sharing 
by workers in the consequences of the decision-m?.king' (Bass qL 
Rosenstein, 1978) but it has also been referred to as 'proced
ural:) rientati on ' (Fox^ 1971: 9), These definitions concentrate 
on the procedural aspects of participation. However, the insti
tutional structure within which the process occurs c'̂ .uld not be 
ignored. Nevertheless, the core concept of participction lies 
in the kind of inter-personal relationships that corno to charac- 
tarisc participative organisations. Structure gives f o m  and 
shape to changed relationships. But structure should n-'.t get 
ahead of the new expectations, raising them to levels thî t 
cannot bo fulfilled; nor should it strrngulate new relationships 
(Hebden & Shaw, 1977).

For the purpose of our study, we w:uid like to 
mean by participation a process whereby the vrorkers, individually 
or through representatives, and management exert equp.l influence 
over decision-making within the undertaking and, based upon in
formation sharing, attempt to reach agreement by v/orking toge
ther rather than through utilization of coercive power. Here 
we are emphasizing on decision-making processes within an orga
nisation and does not extend to decision-making operating outside 
the organisation. Again, we do emphasize on fcrmal schomes 
through which workers' representatives participate in decisions 
beyond those normally subject to collective bargaining. How
ever, the terms "workers' participation in management", "v/orker 
participation", "participative management", "industrial democra
cy" or simply "participation" would be used in this study inter
changeably to mean the same thing.
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The Actors in the Industrial Rol^itions Svs-tom

An organisation is a common platforrp for certain 
groups to achieve certain common objectives. With a viov/ to 
achieving these objectives a number of actors in every indus- 
trir?l rel^ations system maintain mutual relationships among them
selves. Thus, the very existence of every industrial relations 
system, whether particii:>ative one or otherwise, depends on the 
readiness of certain actors to make an effort to cooperate for 
the pvurpose of acheiving thoir common objectives. Dunlop (19 58) 
identified three types of actors in an industrial relations 
system. They are; (a) the hierarchy of workers, (b) the hier
archy of employers and (c) special government agencies that deal 
with labour problems. Thus we find that workers, employers (and/ 
or management) and government are the principal actors in any 
industrial relations system. In the case ,of public sector enter
prises, however, the government is also the employer. So in 
such cases, we may consider *man.agem;-nt* of the entex'prise -as 
employer. It being the 'representative* of the government.

1.3. Objectives of Workers' Participation

The objectives to be achieved from the participa
tive machinery in an enterprise determine the scope and extent 
of workers'participation. The major objectives of workers' 
particxpation arej

(1) To improve the quality of working life by allowing 
the workers greater influence and involvement in work 

and the satisfacions obtained from work.
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(2) To secure the mutual cooperation of employees 
and ^ployers in achieving industrial peace, 
greater efficiency and productivity in the 
interest of the enterprise, the workers, the 
consumers and the nation.

These two purposes are complementary and both are 
equally important.

The objectives outlined above are general. The 
objectives of participation may, hov;ever, differ from country to 
country'', from society to society and even within the same country 
or society, from industry to industri^. The objectlv^f? of parti
cipation may also vary depending on the ownership of the under
takings, It is, therefore, necessary to recognise these differ
ences in objectives. For the private ownership, participation 
is part of the a<^inistrative process and the objective is to 
contain friction for better response to challenges and opportu
nities facing an enterprise. In the case of social ownership, 
participation is a part of a conscious socio-political process 
to achieve a desired social change beyond the objectives of the 
participation as an administrative device. The others fall in 
between depending on the nature of the regime. This logically 
connotes difference in the practice of workers' participation in 
management. On the objectives of the parties involved in the 
enterprise management depends the success or failure of any sys
tem of participative management. It is difficult for any insti
tutional participative machinery to succeed in the long run in 
the absence of at least some unity regarding the objectives of 
participation among the parties.

- 16 -
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1.4. Approaches to Workers* Participation
VJorkors mtiy participate in the manegericl decision

making process directly or indirF:ctlv. The participative: process 
whereby employeGs are involved in decisions relating to their 
immediate taks or environment are known as direct form? of parti
cipation. Direct participation or bottom-up appro'̂ .ch/ may take 
many forms, from improving the quality of the job itself to shar
ing the financial rev/ards of increased productivity. In includes

12 13job enlargement, job enrichment, management by objectives,
team building and profit sharing. These bottom-up appro--:iches 
embody the goal of providing the worker with managerial values 
through participation in operational decisions, communications 
or benefits. Experience shows that for the great majority of 
employees, this is what they are most interested and regard as 
important (Bell, 1979: 5). Indeed, without direct participation 
giving the individual a greater personal satisfaction in his own 
job, participation at other levels is unlikely to be successful. 
Industrial experiments in the United States, the United Kingdom 
and India have shov/n that the democratic sharing of manaoerial 
pov;er at this level can be stable and effective because it fur
thers the ends of both employees and management.^ '

Workers may also participate in management indirec
tly through their representatives or delegates on works coiancils 
or committees or supervisory boards. In this top-down approach 
the representatives of the v/orkers, in an executive role, parti
cipate in decision-making in such areas as long-range planning. 
This participation involves the worker in actions .ind responsi
bilities traditionally reserved for the board of directo-rs or
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the chief executive officer or other top level managers.
Approaches may also be formal or informal.'-The formal partici
pation is institutionalized, i.e.# formal participation has a 
formal institutional basis. The formal approaches may be inde
pendent of legal sanction or supported by legislation. Informal 
participation takes place at the instance of the owner/ is rela
ted to operative decisions and generally takes the form of consul
tation. In formal versus informal participation, the basis of 
legitimation rests either in formal prescriptions and agreements 
v;hich are imposed on the organisation, or in an informal consen
sus emerging among interdependent partners (Dachler and Wilpert, 
197B) .

In the approaches to participation we see tv;o dis
tinct major trends: one is structural and the other is behaviour
al. The strvictural approach is. the formally organised industrial 
democracy, increasing the equalization of power by joint decision
making through direct or elected representation on participative

16bodies at various levels of managerial decision-making. The 
behavioural approach underlies face-to-facc, informal sharing of 
decision-making at the workplace. It is 'shopfloor democracy'. 
The manager and his immediate subordinates interact, in an infor
mal arrangement, with each other, in consensual decision-r-iaking 
with the manager about matters of consequence to Till concerned. 
Arrangements can be institutionalised to some degree for parti
cipative management making use of such mechanisms as consulta-"v
tion on a regular basis with individual sulDordinntcs alone or in 
groups or formally delegating responsibilities to them \Strauss, 
1963; Strauss and Rosenstein, 1970).
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1.5, Areas of Participation

Workers' participation in management can be ana- 
lysed in terms of areas covered, e.g,, personnel, production, 
procurement, finance, marketing etc. The divergence of interests 
befeireen employers and employees has been manifested historically 
in the area of personnel. Ownership structure of enterprise pri
marily determines the areas to be covered by a participative 
scheme, A private owner is guided by free enterprise conven
tions of the society and thus, he resists to go beyond the pri
mary personnel matters. In a situation where ownership is con- 
terminus with organisation (worker cooperatives) there partici
pation is both an organisational necessity and an ownership right, 
and, therefore, the employees are in a position to discuss the 
various functional aspects of the enterprise. When the owner
ship is extended beyond the organisation, internal participative 
mechanism alone does not eliminate possibility of divergence of 
interest between owners and employees. State ownership carries 
the threat of control and imposition from above and so partici
pation seems to get limited to personnel function only. In the 
case of social ownership participative forums tend to include 
all functional areas,

1.6, Levels of Participation
Participation r.iay take place at policy level 

(or corporate level), administrative level (or plant and depart
mental level) and/or operative level (or shopfloor level), The 
levels of participation are again influenced by the nature of 
ownership. Private owners generally resent if extension of part- 
cipation is proposed to cover the policy decisions. Participa- 

»

tion at operative level is generally tolerated whereas in matters
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of administrative decision, the-fe seem to be divergence of atti- 
-f- tude from resistance to ambivalence. In the case of worker co

operatives it sets no limit on the levels of particip:'>tion. The 
policy decisions become the prerogative of the state if the ent
erprise is state owned. The administrative decisions seem to 
have overtone of control and guidance. Only in the case of op
erative decisions they demonstrate flexibility conducive to 
participation if permitted by the nature of the state policy.
In the case of social ownership, policy decisions are subject 
to harmonization by an external body and actiial participation 
extends to administrative and operative decision.

At the corporate level, long-range strategic

>
 policy decisions are taken. Here workers i^articipate indirectly 

through electing or nominating worker-directors on corporate 
boards. At the plant and department level also the proccss of 
participation is indirect (works committees, joint 1-’.bour-mana- 
gement consultative committees at department and plant Isvel).
At the shopfloor level workers may participate in the decisions 
relating to day-to-day operations directly through job enrich
ment, job enlargement, job rotation, job redesign or restructur
ing of work, semi-autonomous work groups, and so forth.

The participants from 51 countries (including 
Bangladesh) in the ILO-organised Symposium on "Workers' Parti
cipation in Decisions within Undertakings" hold at Oslo in 197 4 
discussed at length to find out an answer to the question of 
whether workers' participation should start from above, i.e,^ 
at the level of governments, employers, and workers' organisa-

V tions or whether it should start from below, i.e., the worker
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at the shopfloor level. The symposiu.m gave an answer to this 
question, v/hich is that initiatives of v/orl<ers' participation, 
to bo successful, must come from all levels and from all sides,
if possible simultaneously. The problem is to properly coordi
nate these various initiatives and merge them into a coherent 
v;holG.

The participative approach needs to pervaded through 
the entire organisation. If it is confined only to workers, it 
will not have the desired effect. Unless the culture of parti
cipation gets accepted and practised at higher levels, the chances 
are that genuine participation will not be generated at the lower 
levels. Therefore, participation in the entire range of manage
rial action is desirable/ though areas and degrees may vary con
siderably at different levels of management.

1.7, Forms of Participation
Participative schemes may range from the mere dis

closure of information to the work force about decisions already 
made elsev/here to full worker control of the total management
process. For convenience in our discussion v;e may group them

17into three major types; (i) perepheral, (ii) conciliatory,
(iii) substantive and (iv) shopfloor participation.
(i) Perepheral Participation;

The most commonly known form of perepheral parti
cipation is joint consultion, where management the
final decision but workers' representatives are ucrrriitteci 
to be heard. This form of participation provides v:ork- 
ers with a forum for discussion and exchange of ic-oas with 
management. This is the least forinal concession that is
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made in recognition of the importance of the role of 
workers in the production process. This is the mo-Tel 
operating in Sweden, Britain, France, Germany(outside 
coal and steel), in Israeli joint production committees 
and plant councils. In VJestem Europe, such consultative 
bodies are generally called worl<;s councils (Strauss and 
Rosenstein, 1970), Legislation on works councils has 
been instituted in such countries as Finland, Indonesia, 
Spain, Sri Lanka and Zambia (ILO, 1976). Other legally 
enforced councils in, e.g., Belgium, France, Luxembourg 
and the Netherlands and joint committees (Carby-Hall,
1977). In other case they are voluntary bodies jointly 
composed of management and employee representatives for 
the purpose of consultation or negotiation (as in Britain, 
Ireland and Denmark).

(ii) Conciliatory Participation;
This refers to process of negotiation that manage

ment and workers, as opponents, undertake in respect of 
wages, working conditions and so forth from two ends of 
the spectrum with a hope to arrive at an agreed resolu
tion of demands and offers. Conciliatory participation, 
popularly known as collective bargaining, is a form of 
•disjunctive' participation, as opposed to 'integrative' 
participation, where workers form an organisation counter 
to that of management for the purpose of interacting with 
it from outside (Walker, 1970, 1974). The system of 
collective bargaining is theoretically based on the prin
ciple of balance of power. Both the parties bargain to
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get the maximum advantage over the other party by using
even pressure tactics. The element of power pervade the

18atmosphere in arriving at an agreement.

(iii) Substantive Participation;
In case of s'Jbstantive participation workers 

participate in policy and administrative matters as 
minority, equal or majority partner either as a group 
c’istinct from management (joint decision-making model) 
or as an integral part of management (workers' control 
model).
a) Joint decision-making; This institutional type is 
usually based on the premise of the porential unity of 
different class interests and hence almost inevitably 
involves exhortations for cooperation in furthering the 
firm's economic objectives (Poole, 1979). '-̂’he workers
may, by law or by voluntary agreement, elect representa
tives to the top level of manage'-aent (board of directors) ; 
The worker representatives may participate in strategic 
policy making decisions, as well es in the administration 
and government of the enterprise in varying degrees. The 
codetermination programme in Germany and the Histadrut’s 
Joint Management Plan in Israel are the examples of this 
model.

Illustrative of codetermination in tb-? private 
sector is the West German System, which reflects an 
ideology where "accommodation ■ and intecjrati':r: a?; wall as 
order and authority occupy an important n l (Schregle,
1978), This type of participation is also in vogue in 
"Argentina, Egypt, Italy, Norway & Tanzania*'(ILO, 1976).
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b) Wrokers*"Control; In this model final authority

f
rests in the elected representatives of the v/ork force.
In theory, these representatives make policy and employ 
management to carry it out. The Yugoslav self-Management 
System offers the best example of this model. The essence 
of self-management is in "building a system of relation
ships in which the workers themselves, linked in the 
labour process, directly manage the means, conditions, 
and results of their labour and in doing so realize even 
greater control over the total social conditions of their 
existence in the narrower and broader community (Grozdanic, 
1981: 4), '̂ he most profound contemporary meaning of self-

>
 management lies in the fact that it establishes the basis

for overcoming social hierarchy and inequality, and con
sequently, for overcoming the political state, that is, 
alienating power alienated from man and society as the 
force and domination of the minority over the majority 
(Djordjevic, 1981).

The most important examples are the experiments in 
self-management in Yugoslavia, Peru and Algeria (ILO, 1976), 
The yugoslav self-management is an example of a formally 
fully developed workers' control scheme developed vrithin 
the framework of a developing socialist authoritarian 
system. The Yugoslav example of the development of 
v/orkers' participation is relevant for developing count
ries which have gone through a socialist revolution and 
established state control over major means of production.

> For a substantial number of present-day developing
countries, however, the path via a mass-based socialist
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revolution becomes an increasingD.y unlikely one to follow 
as they reach middle level o. economic develop’nent.

(iv) Shopfloor Participation:
Through setting up semi-autonomous work groups or

special joint committees, the workers at the shopfloor
level participate with members of management at the same
level in the analysis of production problems and make
suggestions for improvements in the methods of v;ork or of
working conditions and for the development of new job
designs. The aim of participation at the shopfloor level
is, among other, to counter a grov;ing alienation of the

(19)employee through the use of job enrichment and other
techniques.

Most important examp^er of shopfloor participation 
are 'quality of work-life' programmes in the U.S.A. and 
job enrichment programmes in Scandinavia, Britain and 
North America. In so far as these programmes combine ■ ' 
shopfloor practices with formally constituted participa
tive institutions, they serve as links betv7een direct 
and indirect pattern of industrial democracy (Poole,
1979).

1.8, Factors Affecting Development of Workers'
Participation in the Asian Context

A number of factors (socio-economic^ industria.1, 
legal, political and cultural) may Influence the development of 
vrorkers' participation in one way or the other, A knovrlodge of 
these factors would be clearly helpful v/hile considering the 
introduction of any participative scheme in any enterprise.
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^  particularly, in the Asian region. The factors could bo classi
fied according to their attributes, as f o l l o w s:20

a, socio-economic;
- need for economic growth vjhich ip turn 

would mean a balanced growth of all ■ - 
secors (positive)y

- pressures for equitable share in the 
fruits of grovTth (positive) ,

- concern regarding the investment climate 
(negative),

- concern over growing unemployment 
(negative,

- inflationary pressures caused by deve
lopments outside the country's control 
(negative), and

- relative lack of education (negative).

b, industrial;
- current level of industrialization, the 

hypothesis being that WP has better 
chance of success in a situation ’vhere 
secondary and tertiary secotrs of the 
economy are more dominant as cor!ii:>ared to 
the primary (negative);

- existence of a large unorgen.isec' indus
trial sector (negative);

- inter-union and intra-unirsn riv-.'.lrios and 
low level of loyalty o'.' T7ic;T'::i.-?rr;ito the 
union (negative);
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- lack of mutual trust between managem(t:nt and 
union (negative);
influence of multinational companies (positve 
and negative depending on the notions vhich 
MNCs have about their operations); 
rising expectations of workers as recognised 
by management (positive); and
felt need of consulting workers for introducing 
nev7 technology and resulting redeployrac-.nt of 
work force (positive).

c. legal:
- rigid notions about employer's prerogatives 

(negative); and
British common law approach by the judiciary 
in deciding industrial matters/disputes 
(negative).

d. political;
- stability of political system (positive or 

negative) ;
- stage of development of the political system 

towards greater democracy (positive or negative);
~ Government's (and society's) recognition of

right to organise (positive);
trade union links with political parties (posi
tive or negative); and
Government's recognition of equitable distribu
tion of power/authority in spheres other than 
industrial (positive)*
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G. cultural:
- sense of national unity between employors anr3 

workers and among workers themselves (positive); 
changing attitudes to authority (positive and 
negative);
increasing level of self assertion in the commu— 
nity (positive);

- developments in mass communication media (posi
tive) ;
existence of will in the parties for a change - 
working towards a "constituency for change" 
(positive); and
undue haste and enthusiasm disproportionate to 
reasonably expected improvement in abilities 
(negative),

1.9. Promotional Efforts for Workers* Participation
Each country has its own unique features. A country's 

natural environment, historical background, socio-economic struc
ture, political ideas and administrative set up, institutional 
framework, cultural pattern embodied in the people's "-?ays of liv
ing, all these factors have peculiar bearing on its industrial 
relations system and so its experience would be something differ
ent from that of other countries. Thus, there can not be any 
precise model of workers' participation which can be imported for 
implantation by a country. Even there can not be a rigid model 
within a countrry. So each country/enterprise/unit should develop 
its indigenous model true to the concept that participation has 
to be "home-grown" (Wdimhoemer, 1980) •
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A determined promotional effort is needed oven for 
this home-grown variety. To that end, a high level tripartite 
standing body may be constituted which Ccijn sponsor the appro
priate programmes of investigation and promotional activities. 
Apart from the tripartite machinery the apex employers' and 
workers' organisations should have their own units v;hich would 
have both promotional and monitoring functions.

Government has also an important role to play through 
XJroper legslation. VJhile coercive legislation should be ruled 
out, it is desirable to have creation of institutional precondi
tions, The governments' efforts in promoting participatory pro- 
grfimmes may assume throe-fold charactor, viz., supportive, dir
ective and legislative. Promotion of an idea like participation 
can best be.achieved by a supportive effort but it will get a 
lesser degree of response from direction. A legislation of an 
idea has little meaning, A legislation may, perhaps, be the 
best effort at prescribing and regulating the 'procedures', but 
a mere support will not bring the desired results.

If a policy is adopted in support of workers' parti
cipation by government on the basis of the country's tripartite 
wisdom, the government should endeavour to demonstrate its ear
nestness by example, i.e., introducing participatory procedures 
in eictivities where it assumes the role of an employer. Encour
agement should also be given to a selected number of companies 
to adopt participatory programmes which v/ould help in gaining 
insights into the problems involved and their solution and help
in improving the chances of other companies going on the right, 21 track.
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FOOTNOTES;

 ̂ Somnath P. Dave, "Gandhiji's Concept of an Industrial
VJorker", The Indian Worker  ̂ 2 October, 1958, p. 7.

 ̂ J.A. Panakal/ M.J. Shaikhali & S.K. Warrier, "Training
for Effective Participative Management", Indian Managorj 
Foundation for Management Education, Univorsii-y of 
Cochin, Vol. IX^ No. 4, October 1973, p. 363,

 ̂ G. Muhr (Vice-President of the German Trade Union Fed
eration) # "Power to the People"? quoted from Christer 
Asplund, Some Aspects of Worker Participation, p. 4 1.

4 E.F, Connerly, Participative Management and Indust'-rial 
Democracy; Toward a Participative Theory of Organisation, 
Unpublished Doctoral Dissertation, USC, Jan, 1974, p. 14; 
quoted from M. Mohabbat Khan, "VJorker Participation in 
the Decision Making Process", The Journal of Management 
Business and Economics, I3A, University of Dacca, Vol. 3, 
No. 3, July 1977, p. Ill,

 ̂ See, for example, M. Poole, Worker's Participation in
Industry, Routelage, London, 1975; and C. Argyris, 
"Organisational Leadership and Participative Management", 
in Management of Human Resource, Addison Vfesley, 1967,

 ̂ In West Germany, for example. Works councils appeared in
the 1950s as an alternative to nationalisation of the 
steel industry, though they were also part of a more 
general concern relating to the formation of more power
ful trade union movement after the World War II, And in 
Britain the VJhitQ^y Councils of the early 1920s were 
response to the post-World War I upsurge in v.?orking 
class militancy, which one writer has described as plac
ing Britain "closer to revolution th.in at any othor time 
in modern history" (Richard Hyman's introduction to 
C.L, Goodrich! The Frontier of Control, Pluto Pross, 
London, 1975).

7 Emery and Thorsrud (1976) aptly remarked; “We cherish 
democracy in political elections, in organisatir>r.,;>l life, 
in social politics, in cultural politics and in economic 
politics. Why should democracy stop at the gate of the 
enterprise?' (p. 9)?
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8 A speech of Dr. Anton Bratusa, Deputy Prime Mi-ai.'̂ tor of 
Yugoslavia, on "Self-Management", delivered -̂t t’ro Dacca 
University on May 25, 1977. In fact, the vjord ' :'T,,‘nager' 
does not exist per se in the Yugoslavian systciT’ self
management (Virmani, 1980: 31),
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li

12

13

14

15

16

Existing labour laws in Bangladesh exclude all the 
employees from chief executive of the enterprise down 
to the supervisors froin the term 'worker'. Cf. Bangla
desh Factories Act, 1955,

Harbison and Myers viewed management as an economic 
resource, an authority system and as an elite social 
grouping. See F. Harbison and C.A. Myers, Management 
in the Industrial World, McGraw-Hill, New York, 1959.

The difference of meaning of participation to different 
people has obviously to do with the characteristics of 
each society, the way of doing things, the overall socie
tal relationships and the phiiosophical outlook of employe
es and of unions. These factors pose problems in making 
overall generalisations.

'Job enlargement' is the process of providing more variety 
in the number of tasks contained in a given Job. Moving 
from the spec .fic, individual job description to <in en
larged responsibility for a wider scope of activities is 
the primary objective of job enlargement process,

'Job enrichment' refers to the strategies for enhancing 
the employees' personal identification with a job. This 
approach attempts to build employee motivation by load
ing a person's job with components of responsibility and 
autonomy so that the individual identifies with important 
managerial goals. For an analysis of the practicability 
of job enrichment and job enla^ent and other bottom-up 
approaches see K.A. Kovach, B.f . Sands, Jr. and W.W.
Brooks, "Management by Wliom - Trends in Participative 
Management", Advanced Management Journal, 46(1), VFinter 
1981; 4-14,

Reviewed in F.E. Emery, "Democratization of the ttorkplace". 
Manpower and Applied Psychology, 1(3), 1967.

The distinction between 'formal' and 'informal' participa
tion has also been made by Tannenbatun (1974) and Bass and 
Rosenstein (1978) and is similar to Walker's (1974)'struc
ture' and 'living' participation; French's H964), 'objec
tive' and 'psychological' and 'interpersonal' participa
tion; and Emery and Thorsrud's (1969), 'real* and 'appare
nt' participation.

Joint consultation bodies, joint management boards and 
self-management are the major institutionalized arrange
ments of the industrial democracy model. Such mechanisms 
have been viewed as 'integrative* (as apposed to 'disjunc
tive') in that one formal structure is established for 
representatives of both management and worke-̂ ';. Collec
tive bargaining is often regarded as a form of 'disjunctive' 
participation (See Bass and Rosenstein, 1978: 1-16) .
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Based on internal structural properties IDE (1976),
ILO (1976), Sorge (1976) and Jain (1900) have c3assified 
different forms of participation into five categoriess 
(1) workers' self-management, (2) participation of v;orkcrs' 
representatives in management organ, (3) works councils 
and similar institutions, (4) participation through trade 
union action, and (5) participation at the shopfloor level. 
This is similar to our three-type classification. It has 
also resemblance to the classification made by Patoman 
(1970; 68-71) as (a) pseudo participation, (b) partial 
participation and (c) full participation.

There is some inherent conflict between collective bargain
ing and workers' participation. While collective bargaining 
is based on horse-trading^ concealment of inforF.rtion, etc 
participation is based on sharing of information, trust & 
absence of coercive methods.

According to Frederic Herzberg, job enrichment "seeks to 
improve both ta£k efficiency and human satisfaction by 
means of building into people's job, quite specially 
greater scope for personal achievement and its recogni
tion, more challenging and responsible v/ork and more 
opportunity for individual advancement and grovrth". See

i his article "One more time; How do you motivate employees".
Harvard Business Review, January-February, 1968.

These factors v:?ere brought out by the participants in the 
Seminar on "Industrial Democracy in Asia" held in Bankok 
from 24-29 September, 1979 under the auspices of ILO, In 
this seminar reports .gn industrial democracy were present
ed from Australia, Bangladesh, India, Indonesia}, Japan, 
Republic of Korea, Malayasia, Nepal, New?.ealand, Pakistan, 
Phillipines, Singapore, Sri Lanka and Thailand.

Such recommendations have also been made by the ILO Semi
nar at Bankok in 1979.
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CHAPTER TWO

REVIEVr OF RESEARCHES IN THE 
FIELD OF
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We are, in fact^ presently in the midst of something of 
a renaissance of research on the various aspects of participa
tion of workers in decisions within undertakings. Vast amount 
of literature is available and numerous studies are ijnder̂ .vay. 
Numerous field studies, experiments, case studies and su:rveys 
have been conducted in the organisational setting to understand 
the dynamics of participation. However, most of.the studies 
have tried to determine the influence of workers' participation 
on performance in a one to one fashion. In the limited spacc 
allotted here it is not feasible to discuss all the on
participation. In this chapter we shall try to foc’.:.3 or. those 
studies only which have particular relevance to our pr'- -;ent 
study,

F.W, Taylor was the first man to champion tho recogni
tion of the importance of human beings in managing an o";janisa- 
tion, Taylor's momomental work on scientific rr.anagument v/eĥ 
the first explicit attempt at using in an organisation the know
ledge that for increased productivity the employers need to 
make efforts to satisfy worker' 3 needs. Taylor made ccrtain sim
plistic assumptions about human behaviour and motivation espe-.'. .1 
cially that monetary rewards would increase productivity (Taylor, 
1911). The fact that human behaviour is complex and that there 
is the need to go beyond the assumptions that economic or ration
al considerations are not sufficient in explaining human behavi
our got recognition in the studies by Elton Mayo and his associ
ates at Hawthorne (Mayo, 1941)1 Non-monetary factors like super
visory attitude and behaviour, worker satisfaction, moral .2 and 
group membership v/ere shown to be important in these studies.
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Beginning with Hawthorne the h\unan relations tradition placed 
a high value on cooperation and partnership between employers 
and employees. This emphasis has been reinforccd by the find
ings of the Michigan School, by persons like McGregor, by 
rocont proponents of "open system organisation," and by advo
cates of T-Groups to develop a sense of openness, authenticity .■ 
and trust. As a result of the efforts of the advocates of par
ticipative managsment - often known as intellectually objective 
social scientists - the ideology of participation is nov/ v;ell 
acccpted by managers in most parts of the world (Haire et.sl,, 
1966).

The importance of making fuller use of the latent 
potential of workers through management methods was stressed 
in the researches carried out by behavioural scientists like 
Likert (1961) and McGregor (1960). Their analyses were based 
on the assumption that the average worker is willing to accept 
responsibility and will respond to the opportunity of using his 
intellectual faculties in larger measure. Maslow (1970) and 
Herzberg (1966) also concluded that management efforts directed 
solely towards the improvement of physical conditions and human 
relations in the enterprise could do little to create positive 
satisfaction and commitment among workers, whereas the enrich- 
ipont of task and the introduction of a more f3>xible organisa
tion of work to give greater scope for initiative and self-ful- 
filivient could be vastly more rewarding. The introduction of a 
Tiiore 'participative' management style and the improvement of 
job design are reported in several cases to have given good 
results in terms of v/orker attitudes and productivity (ILO, 1976; 
25) .
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Tv70 earliest studies in the area of workers' partici
pation (Coch and French, 1947; Lewin, 1947) have successully 
£.-hovn that changos in attitude and behaviour can raor?5 effecti
vely be brought about through participation rather than by 
lecture or individual instructions. The study of Coch and 
French (1947) clearly showed that resistance to change could 
be overcome by getting the people involved in the process of 
change (pp. 223-250).

In a number of experiments Lewin and his cc-workers 
(1951) have shown that production can be increased by creating - 
a social situation in which workers are, in Allport's (l‘')45) 
terns, 'participant in cooperative activity'. Participation in 
decision-making is generally viewed as an experience wht-.rein 
attitudes favourable to change are taken by thci u-orkors. The 
group-determined decisions, according to Lewin (1951) provide 
the link between motivation and action. These findings are in 
accord with those from studies in the Harwood Manufacturing 
Corporation by a number of psychologists including Marrow (1948, 
•49), Lewin (1949), Bevelas (1948), French (1950) and Coch(1948). 
They have all concluded that employee participation in decision- 
'̂ naking in democratic atmosphere created by permissive leadership 
facilitates the development of internalised motivation, serves 
to raise the level of employee production and morale. Marrow
(1949) conclude from an experiment, undertaken with a vievr to 
examining the effects of group participation in sotting produc
tion goals upon overcoming resistance to change and in arousing 
attitudes conducive to production standards, that the stuation 
represented a deep-seated motivational problems reflecting
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resistance to change which appears with particular strength 
in groups v;ith a 'wc' or 'ingroup' feeling antagonistic to 
management and which may find overt expression in resistance 
to change.

The results of the attiturle survey conducted by Marrow, 
Bowers and Seashore (1967) in the Weldon Company, aftcjr the 
introduction of a kind of participative management, suggested 
stable but moderate changes, more positive view of the company, 

awareness of the reduction in dis.ruptive job chenges, more 
satisfaction v/ith compensation, more willingness to stay in the 

and a general positive attitude. The studies of Morse 
arJ Rcimcr (1956; 120-129) and Lawrence (1969) also offer sub
s’: antial degree of support to the concept that workers* parti
cipation in decision-making does bring about a change in atti
tude and behaviour. If the changes continue for longer period, 
research studies shov;, on the basis of a longitudinal compari
son, 'significant reversal in intervening and output variables/ 
suggesting thereby a curvilinear relationship betv/een partici
pation and measures of its effectiveness (Sinha, 1974; 179-187).

A number of studies have been undertaken bearing upon■ 
the relationship between participation and productivity. Studies 
by Katz and Kahn (1951), Kahn (1956), Katz, Maccoby and Morse
(1950), Likert and Willits (1940), Bose (1957) and Gangi.’.li (1957) 
have shown that employee-centred supervisors are higher produ
cers than the job-centrcd supervisors, Kahn (1958), Kats and 
Kchn (1951) , Mann and Dent (1954) have reported tliat employees 
v'uo feel more to set thoir o\'̂  work-^pace i^rove to bo rf>o:cii 
ductive than those who lack the senee f freedom. ■ Ielt:;'cr(1956) 
and Petz (1957) also obtained evidence that freedom unr̂ ’er certain
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conditions is associated with high performance by scientists.
The; results of studies by Coch and French (1948). showed th.?*t 
group goals can p u ^  ' production up or down. Similar compar- 
ablo results were a_so obtained by Pcpitone (1952) who found 
that both the quantify and quality of ^'roductivity correspond 
to the degree of responsibility felt to the group.

According to Brov/n and Everson (1950) participation 
will also be have ’considerable* benefit of a concrete chara- 
cter# reflected in the output and financial position of the 
enterprise (p. 77). Bevelas' experiment v/ith sewing machine 
operators in the plant of Harwood as reported by French (1950) 
furnishes another evidence that participation in decision-mak
ing can help increase productivity. Maior (195 2) conducted a 
study to find the effect of informal participation on a group 
of telephone repair workers and concluded that group x̂ -̂'̂ ticipa- 
tion in decision-making could improve the performance of the 
group. Experiment by Morse and Reimer (1956) has also establi
shed that productivity would increase v/ith increased role of 
workers in decision-making. Espinosa and Zimbalist (1973) des
cribed the effect of participation on productivity in the follow- .■ 
ing way: "Perhaps the single variable of greatest interest is
changes in productivity. In 29 of the 34 sample firmS/ produc
tivity either increased- or stayed the same and in 14 firms it 
incr'eased at a rate superior to 6% per year. Although it vms 
not the only variable important in explaining increases in pro
ductivity, higher levels of participation were clearly correlated 
v;ith greater increases in productivity" (p. 185).
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A recent study by Rosenberg and Rosenstein (1980) 
sho/jed the effects of a vjorker participation plan on produc
tivity in unionized foundry. This study represents both a 
conceptual and a methodological departure from traditional 
worker participation rosoarch. The conceptual basis of this 
research does not focus either on individual attitudes or the 
motivating effect of psychological participation. In the study 
an index of participative activity, measuring factors such as 
the frequency of meetings, the relevance of the subjects dis
cussed/ and the number of interchanges in a meeting/ was com
pared v/ith an index of productivity through step-wise multiple 
regression and other techniques. The researchers concluded 
that an increase in the level of participative activity was 
associated v;ith an increase in productivi.ty and was more imp
ortant in this respect than a group bonus plan tied to produc
tivity.

Some studies, however, suggest that there is necessa
rily no correlationship between productivity and participation 
(Virmani, 1978). Some of the evidence even contradicts the 
notion that a participative management style yields benefits 
to the organisation by creating more effective performance 
(Miner, 1973). French, Israel and Aas (1960) suggest that 
participation wiii only affect production, labour relations 
and job satisfaction to the extent that the following variables 
are present: (1) the decisions with which participation is con
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cerned are important; (2) the content of the decisions is rele-
2vant; (3) the participation is seen as legitimate; (4) there is 

no resistance to the methods of managing change. Vroom (1960)
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also found that workers who felt that particip^ition in decisions 
was legitimate responded significantly more favourably to the 
experience th.-=tn the workers who considered thot their partici
pation was not legitimate. Espinosa and Zimbalist (1978) are 
also of the view that, v/hen worker influence is limited to con
sultation or inconsequential issues participation will not be 
dynamic and self-sustaining (p. 181).

Employees seek satisfaction in various dimensions of 
their work related situation. Increased participation in deci
sion-making leads to greater job satisfaction and v;ork achieve
ment (Patchen, 1970). But French et. al. (1960)reported little 
evidence of the relevance of participation to satisfaction gen
erally. Most commentators have concluded that available evid
ence shows participation to be an important detcrm.inant of job 
satisfaction^ Employees working under employee-oriented super
vision reported greater satisfaction than those vrorking under 
production-oriented supervision (Katz et. al., 1950; Jacobson, 
1951; Morse, 1953; Mann and Dent, 1954; Katz, 1963) . '̂ he degree

4of 'consideration' which characterizes the supervisors of emp
loyees has been found to relate positively to the employees' 
satisfaction (Halpin, 1957; Halpin and Winer, 1957; Seeman,
1957; Fleishman/ et. al, 1955; Oaklander and Fleisnmari; 1964) . 
Researches suggest that participation is a source of s-itisfac- 
tion only for those who are not strongly authoritarian and v/ho 
have a strong need for independence, but net for those v/ho are 
highly authoritarian and who have a low need for independence 
(Vroom, 1959) . Studies by Tosi (1970) and >/hite and P-uh (1973) 
indicate positive relationship betv/een perceived par-ticiprition
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and satisfaction but in both the caseife authoritarianism nnd 
need for independence did not moderate the relationship, as 
was the case with Vroom (1959). Experiments by Morse and 
Reimor (1956) demonstrated that work satisfaction can bo in
creased if workers are given freedom to make decisions and 
take responsibility for a task. In the \>rords of Kf.tz (1954), 
worker satisfaction will increase to the extent that partici
pation becomes a social reality rather than a slogan (p. lOG), 
Vvall and Lischert:Ĥ  (1977) concludes, on the basis of the corre
lational and experimental evidence currently available, that 
the importance of immediate-participation as a determin.-.nt of 
satisfaction remains undermined (p. 20) . They arc aliio of the 
view that the available evidence regarding the relationr,hip of 
'distant* participation to satisfaction is unsatisfactory (p.34) 
and so needs more systematic investigation.

Although we apparently find a cry for participotlon 
of employees in decision-making from different quart>;;rs, there 
are still quite a few persons who do not believe that such par
ticipation is bcneficial either for the organisation or for the 
employees themselves (see Haire et. al., 1966? Guest and Fatchet, 
1974). They based their opposition on the ground that partici- 
pat6n is not actually desired by most employees. Here t'c shall 
review some research studies dealing with the demand for parti
cipation by employees to find out how much participation is de
sired by them. A knowledge of the v/orkors’ demand for rjartici- 
pation is important because, in the absence of clear evidence 
that majority of workers are strongly in favour of workers* 
participation in management the government is unlikely to pass 
legislation compelling firms to allow such participation and.
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secondly, workers are likely to respond very favourably when 
given an opportunity to participate in managerial decision
making only if they really want to participate in such deci
sion-making.

Investigations of worker attitudes tovjards partici
pation in managerial decisions have been few and most of them 
have failed to yield consistent results. For instance, Tabb 
and Goldfarb's (1970) examination of the attitudes c: vforkers 
in the Histadruth-owned sector of the Israeli econonv ir>''<icates 
that majority of the workers are in favour of per I:;: cipat ior. 
Similar was the results obtained by Ghosh (1967) in lixliar- 
induteries. He concluded that the workers do have a to
partdripate in decision-making both at the shopflcor na pl^nt 
level but they are not at all enthusiastic about the aj^oint- 
ment of worker directors to the board level. Derbyr (197G), 
however, concluded, pn the basis of a survey of attiLvfts in a . 
number of countries including England, I'^rael, Australia and 
the U.S.A., that "in none of the countries was there much evi
dence of widespread or intense worker interest in participation 
in management decision-making" (p. 133), The results of the 
study by Aziz (1980) also indicate that v/orkers shovi low pre
ference to directoral level of participative management and a 
high preference for lon-directoral form, Hespe and Little (1976), 
too, obtained results comparable to that of Derbor (1970) .

In contrast, on the basis of empirical evidence,
Pateman (1970: 56) concluded that "there is at present a '..'ide- 
spread desire among many different categories of v.orV^rs for 
participation". This was also the main conclusion of the 
empirical studies by Lischeron and VJall (1976) among local

- 41 -
Dhaka University Institutional Repository



authority employees and by Ramsey (1976) among clerical v/orkers. 
Orpon (1980) studied the attitudes of 87 black and 72 white 
employees working in six different South African corprpercial 
firms/ following the model of Lischeron and Wall (1976), and 
found that both types of employees desire greater participation 
in managerial decision-making^ particularly at the local and 
medium level. Holter's (1965) investigation into the attitudes 
of employees to the possibility of increased participation in 
company matters indicated that the desire for personal partici
pation was directed towards increased participation in decisions 
regarding their own job and immediate vrork surroundings. Most 
respondents did not feel the need for greater personal involve
ment and control in decisions at the top management level, 
Holter's (1965) study shows a clear indication of needs and 
possibilities for increased participation on the part of t̂ mp- 
loyees, particularly in the sphere of their own daily v/ork.
This study seems to confirm that a very real problen of izidus- 
trial democracy is what Emery and Thorsrud (1969s 86) called 
"the split at the bottom of the executive chain", which has 
plagued all attempts to create effective reprcsent.-itional 
systems. Studies by Hespe and VJarr (1971), Hcspe and I.ittle 
(1971), Hilgendorf and Irving (1970) showed that employees are 
definitely in favour of participation in the decisions affect
ing their day-to-day work and immediate work surrount3ings.

Although Katz (1954) found that slightly over half 
of the v/orkers wanted to participate in decisions concerning 
hov7 their jobs were to be carried out, Morse (1953) reported 
that seventy percent of the white-collar employees in an 
insurance company wanted to make more decisions on their jobs
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than was then possible for them to do. Wall and Lischeron 
(1977) studied the attitudes of 118 British industrial v>'Orkers 
and reported that the v/orkers felt that they should be strongly 
involved in the decision-making processes that affect their 
v/orj: and livelihood, 'At the local and medium levels the maj
ority of workers feel that it would be appropriate to partici
pate to a degree v/hich means that influence over decision-mak~ 
ing is shared equally between themselves and management. Even 
at the distant level a svibstantiol proportion of workers feel 
this to be a desirable degree of involvement’ (Wall and Lischeron, 
1977J 79).

Some studies have shown that participativti schemes 
effective in a given situation may not necessarily bo suitable 
for implantation in some other situations. Studios by Coch and 
French (1948), Lev/in (1947), Lewin, Lippit and White (1960),
Morse and Reimer (195G) suggest that involving employees in 
decision-making tends to be effective in the American society.
But it does not mean that it would also be appropriate in other 
countries - the success of using participative management dep
ends on the situation. This argument was illustmted clearly 
vvhen French, Israel ond Aas attempted to replicate the original 
Coch and French experiment in a Norwegian factory. In this set
ting they found no significant difference in productivity bet
ween work groups in which participative management was used and 
t''ose in which it was not used. In other words, increased parti
cipation in decision-making did not have the same positive influ
ence on factory workers in Norv/ay as it did in America- Similar 
to Hersey's replication of one of Likert's studies in Nigeria,
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this Norwegian study suggests that cultural differences in the 
followars and the stuation may be important in determining the 
appropriate leadership style (Hersey and Blanchard, 1980}.

Studies in Two Neighbouring Countries:
India and Bangladesh

So far v;e have upon the research studies
carried out mostly in the Western industrialised economies.
The remaining pages of this chapter would be devoted to an 
evaluation of the important studies conducted in India and 
Bangladesh. The purpose of such a separate review of res
earches deserves explanation, Bangladesh was until 1947 an 
integral part of British India. As a consequence, the develop
ment of any sphere is not only linked with past developments in 
undivided India but these developments in turn have been largely 
influenced by the socio-political developments and interactions 
in the British India. A separate discussion, therefore/ of the 
researches on participation would, we hope, bring to light the 
position of these two culturally comparable countries in respect 
of industrial democracy.

Studies in Indiai
In one of the earliest studies in Indian setting, 

following the design used by Coch and French'i978},Bo3eC 1957) found 
comparable results obtained by the former. In his experiment v 
and research in Ahjnedabad Textile Mills in India, Rice (1958) 
obtained substantial evidence of better results obtained vhen 
the work is organised by teams of workers and social organisa
tions and the mill is built on a work-group basis. Chakrabarty 
(1962) maintains that usually matters relating to health, safety
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and welfare are being discussed in the vrorks committuos. He 
observed that the joint consultation could be put to proper use 
i£ one v'as aware of its limitations and did not expect it to 
produce miracles. Pandit (1962) cairiG to the conclusjon that 
thci experiment (JMC) did not serve any felt need on either side 
in the industrial establishments. She contended that the details 
regarding the size, structure, decision-making etc. ^̂ rero irrele
vant as long as the groups involved in the experiment le.cked the 
spirit of cooperation.

Das (1964) stressed the lack of interest shown by 
employers and workers and the atmosphere of fear and fjuspicion 
pervading industrial relations in the country. He concluded 
that the socio-economic circumstances in India today arc not 
conducive to the development of workers' participation. Mhetras 
(1966) made a study of the Joint Management Councils in 13 
undertakings (a thorough investigation in five units), both in 
private and public sectors, spreading over eight States of 
India, with respect to their evolution, structure, organisation, 
functions and achievements. An effort has also been made to 
evaluate the Indian experiment in worker participation in terms 
of attitude - reflections of labour, management, governrr-cnt and 
the community. His major findings were as follows^

(a) Neither was labour production and productivity 
conscious nor î/as management adequately welfare— 
oriented.

(b) The workers are normally reluctant to shoulder 
the implied responsibility of participating in 
the managerial action; on the other hand manage
ment equally hesitates to share with workers its
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right to manage the affairs of industry.
(c) Management, in general, do not show a live interest 

in disseminating all necessary information to the 
councillors. Labour representatives do not appear 
to be much interested in securing information having 
no direct bearing on \\iorkers' living standard or 
relevance to their v/elfare.

(d) Consultative and associative participation each 
occupied prominent place in the council' s v/ork. 
Administrative participation did not occupy any 
significant place in the total scheme. Similarly, 
in decisive participation both labour and mancLgement 
do not seem to come out in their true colours,

(e) ilanagements were not particularly willing to provide 
labour greater scope for particifietion in the runn
ing of the.' undertakings beyond o<i*i*ultativo and even^ 
tually associative levels of participatloa*

(f) Smooth functioning of the councils had positive 
effect on the level of employment, production, rate 
of absenteeism and accidents. So long as the coun
cils functioned satisfactorily in an enterorise, 
cordial relations existed betv/een labour and 
management.

Mhetras concluded! "It is therefore better an' 'esir- 
able that we learn from the knov/ledge and exporionro -.r:r'jr".latGd 
within our own country and develop institutions suit-.’-lo to 
India's native genius; that the institutions which iro cr!tc7bli- 
shed for a given purpose elsewhere can not be copioc
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nor can they be borrowed from other countrifes with advantage; •
for, borrowed institutions, like readymade clothes/ may fit 
without alterations but not necessarily Wei!' (p. 230). Mhetras' 
another important conclusion was that lack of clearcut distinc
tion from other consultative bodies endangered the effectiveness 
of JMG, a finding subsequently supported by Sheth (197 2).

As Mhetras (1956) suggested certain conditions for• 
successful participative management, S\ibraitianiam (1967) is also 
of the view that the creation of conditions favourable to the 
aeveloprr.ent of healthy unionism and vininhibited grov/th of col
lective bargaining vjill pave the way for participative practices.

The results of the attitude survey conducted by Ghosh 
(1957) showed that management felt that the scheme of partici- 
patron vjould result in more production and better efficiency.
The majority of the labour is of the opinion/ according to 
Ghosh^ that the working of the shop councils would not bo effec- 
-tive unless accompanied by fair wages, docent working and liv
ing conditions. Ghosh also observed that the v;orkers do not 
favour codetermination but they have a desire to participate in 
decision-making at the shopfloor and plant level. Ke also found 
that the v;orker.s are mainly interested in information-sharing 
and consultation. From thip, observation of Ghosh it appccj.rs 
that the workers are in the minimum range of the five-;'3t-ge 
continuum^ developed by Mhetras (1966),

il|anic (1969) studied the problem of the possibility of 
workers' participation in management in India. Hu co-T!-"o-'.t3J 
that the existing relationship among tra^e unions^ ic .'.'-'C'-l tr-̂ t 
it cannot develop any scheme for workers* participatet . in 
management. He observed that joint consultation cov.lt'
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r
neither make any success nor promote the interests of: employees, 

y He concluded that the experiment of vrorkors* particip'tion India
was not only at the lov;est level of evolution but also that 
v^orkers, unions, employers and state do not h^ve any real int
erest in its success and that there existed a gulf between the 
proclaimed attitudes on participation and its real situation in 
the country-

It is generally held that the scheme of workers' parti
cipation in management v/ould hardly find any favour from either 
of the partners. It is argued that management would not be 
willing to share its prerogatives with workers and workers also 
would not be interested in participation. The most representa
tive of this view is that of Cole (1957). But in the Indian 
context, at least, these viou^s do not have emprirical support. 
Alexander (197 2) asserts that the interests of both the activi
sts and the rank-and-file workers to participate ir very high. 
This was further corroborated by the study of Aziz (1930). 
Alexander (197 2) also observed that the institutionalisation 
of participative management might lead to I'etter organisational 
health and effectiveness and participative management is better 
institutionalized in an organisation where the management v?as 
genuinely interested in participation process,

Sheth (197 2) studied the functions performed by the 
Joint Management Councils in six indutsrial units and attitudes 
of management and workers towards the scheme. Most of the res
pondents in this survey shov'ed positive attitudes towards the 
principle of joint consultation. They regarded it as a tool 
of better industrial relations. Hovjever, there were widespread 
reservations and dissatisfactions regarding the JMC machinery
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existing in the various units. He found that the functioning 
of JMC had not been satisfactory mainly due to (a) overlapping 
of its functions with other joint committees, (b) its failure 
to meet the perceived needs of the concerned people at the 
level of the organisation. He observed that "outside pressures# 
whether in the fortn of law (as in the case of the Works Commi
ttee) or by persuasion (as in the case of the T̂MC) may not be 
congenial to the development of joint consultation" (p. 129).

Nanda (1973) examined the experiences of a union with 
the Works Committee in an enterprise where collective bargain
ing was in existence. He surveyed the functioning of the 
Works Committee ovejT^ period of 18 years (1953-1970) , From 
the enterprise Works Committee experiences Nanda drew the 
following conclusions;

(a) The Works Committee serves as a useful adjunct in 
establishing continuing bargaining relationshix:*.

(b) It provides an effective grievance-resolving machinery'- 
and thereby helps smooth work relationship,

(c) VJithout encroaching upon each other's spheres of 
influence^ rights, and prerogatives, both maniigement 
and union use the V/orks Committee for exploring the 
areas of cooperation,

(d) Under strained union-management relations the VJorks 
Committee gets bogged down.

(e) Whenever a worker representative is the chaiirman of 
the Committee, the management adopts a negative atti
tude towards it.
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The results of a study on Indian sample by Dadi (1974) 
suggest that the level of economic development negatively corre
lates with workforce participation rate, and age,.shov;s a curvili
near relationship with participation. On the othc-r hand, a 
longitudinal comparison by Sinha (1974) pointed out a reversal 
in the participative management over,three-year period. The 
study showed a definite increase in input (physical, personnel 
facility and personnel competence), intervening (e.g., suppor
tive relationship, goal settmg, decision-making motiv,:t.ion) and 
output (quality and satisfaction) variables ir, the oTjployecs of 
a hospital after the introduction of a participative decision
making. However, a subsequent measure on •* - same vstriablos 
after a period of three years revealed significant rovcr'^al in 
intervening and output variables, suggesting thereby a curvili
near relationship between participation and m-jasurcs of its 
effectiveness.

Studies by Mehta (1976) on worker participation show 
that vrorkers seek satisfaction in various dimensions of their 
work related situation, such as, influence In decisions, greater 
autonomy at work, friendly relationships with peers, respectful 
relationship with supervisors, trust and support from others 
in the work organisation and work amenities. Tv/o other studies 
by Mehta (1977, 1977a) tend to suggest that employees v'ith high 
personal achievement motivation supported by high influence or 
power motivation show a significant tendency toward authori
tarian and non-participative tendencies, whereas employees with 
high motivation for social achievement and influence sho'./ the 
opposite tendency conducive to participation. Understanding 
motivational issues is therefore important for promotion of
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effective workers' participation. These studies suggcist the 
need for redesigning management practices as well as the need 
for educational programmes for appropriate motivation among 
the managerial employees as well.as the workers.

De's (1977) case studies on participative redesigning 
of vjork systems conducted in three largest Indian orq.-anisations 
seem to have been beneficial for the organisation, Malavia 
(1977) conducted a study in t̂\ro textile factories and concluded 
that perceptive participation is related to job satisfaction 
and job effectiveness irrespective of an individual's biodata 
and ipersonality*

Bhatnagar (1977) undertook a study in a textile foctoiy 
having traditional technology and a fertiliaor factoiy with 
advanced technology to find out the extent to whiah employ«a* 
vfant participation in different areas of managerial decision- 
making, The result obtained indicated that workers desired 
decreasing amount of participation.from first to last decisional 
category (decisional areas were (a) work related decisions,
(b) safety, (c) technical decisions, (d)personnel deci.sions,
(e) welfare decisions, and (f) managerial decisjons). Workers 
in technologically advanced factory demanded, she cortonded, 
greater participation than those in traditional or primitive 
technology. With respect to managerial decisions v;orkai's in 
both factories were not interested. These findings ir.:̂ iccLte ■ 
that demand for different forms of participation varie.*:; frcn 
decision to decision and from organisation to organi£ati::̂ :i.

Aziz (1978) came out with the findings th-it leaders
have faith in participative management in principle, Uci :g the 
control graph technique developed by Tannenbaum, ?*nother Etudy
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by Aziz (1980) pursues the h^'pothesis that participative mana
gement does not result in a "zero-sum-game" type of. power clis- 
tribution between managers and workers. He found that after 
the establishment of the shop and joint councils the total 
amount of power incJ^eased and that, although v;orkers got more 
powers, the actual power had fallen short of what was ideally 
desired. In Azizas (1980) study all the respondents appear to 
be sailing with the spirit oi: the time and accepting participa
tive management as a sure means of ensuring democratization of 
decision-making. The v/orker leaders categorically stated that 
they were "interested in real particpation in the sense that 
they should have substantial share in decision-making and ad
ministration" (p. 129) .

In a very recent stvidy Sahu (1981) found that workers 
have shô xm considerable interest to participate in the decision
making process of the organisation and the management personnel

Nhave also shown the v/illingness to accept the workers involve
ment in the decision-making except in distant level decision 
issue. He observed that in most of the organisations joint 
committees were not functioning satisfactorily. Reasons for 
failure were identified to bo lack of real decision-making power 
of most of the joint committees, lack of proper information 
sharing, limited scope of the committees, no clear-cut relation
ship betvreen the joint committees and collective bargani^-^g, ab
sence of well functioning grievance machiner-/, non-inpl ".'nGnta- 
tion of unanimous recommendations, lack of unanimity ir- frr-ltic- 
tion of workers' representatives to the conT'dtteGs.
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Studies in Bangladesh;
In Bangladesh a little research has been done on workers' 

participation in management- Although the Governrnent has taoen 
and is still now interested in some sort of participation, basic
ally joint consultation in the form of Works Councils or Works 
Committees, it failed to create enthusiasm or interest either 
among the partners of production or among any circle of the intel
ligentsia in the country. Dut to lack of inspiration researchers 
probably did not pay any attention to this important aspect of 
industrial relations. Here we shall present the findings of some 
studies having direct or indirect bearing on the participation of 
workers in managerial decision-making.

Rasa (1963) observed that the works committees, estab
lished in some industries in accordance v/ith the provisions of 
Industrial Disputes Act, 1947, had not proved very successful.
The main reason for the failure, he maintained, was that the 
laws provided a framev/ork for such committees but could not pro
vide the norm of social behaviour which were vital for the suc
cess of these committees.

Habibullah (1967) investigated into the effects of emp
loyee-centred supervision on productivity in the jute manufactur
ing industry of Bangladesh (formerly East Pakistan). His findings 
are quite revealing. Hig^tudy indicated that botii the supervis
ors and *line sardars'^ are mostly 'Theory X' t^^o. They belie
ved, as Habibullah remarked, that workers are lazy and, there
fore, have to be goaded with strong hand for getting things done 
by them. They also did not believe that the workers might be 
allowed to work out their own vjithout detailed instruction and 
constant check.
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Habibullah observed that the supervisor who subjected 
his group to greater degree of pressure did not appear to get 
higher production. He found that employee orientation renders 
high productivity only when it is integrated v;ith procuction 
orientation. Habibullah's study also sup-''orted the hyr-’Othasis 
that work-group's productivity is related to group menbors' 
satisfaction with the company and that there is a positive corre
lation between productivity of a work group and its economic 
motivation. He maintained that once employed, workers show pre
ference for a good boss who vrould hear their grievances sympa
thetically and who would treat them in a supportive manner,

Ahmed (1978) made a study of the scheme of participative 
management in the units under the control of Bangladesh Textile 
Mills Corporation. Of the 49 units only in five units some at
tempts v/ere made to form shopfloor committees at the instance 
of an administrative order of the Corporation. In fifteen of 
the units there were factory level committees whore the nature 
of the meetings held was generally consultative. Ahmc:'d obser
ved, "ten of the these fifteen managers agreed that the con'.mittee 
was able to create better atmosphere and understanding; eight of 
the fifteen labour officers thought that grievances v/erc fexver 
and six of the fifteen administrative officers admitted improve
ment in work atmosphere. The trade union officials rot gen
erally happy as they thought that management still doaiir.-te.-’ but 
twelve out of fifteen mill labour union officials a-:roc;: t’-'ot 
they could now sit do\>m v?ith problems more easily jvcn t’.iov.gh 
they rarely found a solution of their liking. The ginvvral la
bour was neither enthusiastic nor antagonistic to 'rrc'';ar?-
ment; while the staff unions were divided in micdle noro cr 
less according to their political affiliation. " (p. l:'l)
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Examining the five units v;here shopfloor ccmmitteon were 
constituted, Ahmed found that the production had shown remark
able improvement by as much as 20%. He, of course, conceded to 
the fact that such imi:>rov.3ment cculd not solely be ottributed 
to participation. He observed thcit the best and mentionable 
gain that need to be underscored is the pleasure of r'.ttainm.cnt 
that the workers shared and this v;as the best of all motivation. 
He observed that the decision-making jjî ocess has centrapetal 
tendency often reaching the ministry concornt or b-. Thus,
though the broader social and political imperative he c::inclu- 
ded, in favour of participation in management, tho ;̂r..'Tactlon 
relation and legal basis remain at a far dist'inci.-. ■ creo.tiag both 
contradiction, confusion and barriers to progress. His cpinion 
survey indicated the basic ignorance of all gr'-ues about parti
cipation and lack of proper reaction to the conc-pt,

i'-fter making a detailed analysis of thi.. vari-^us labour 
lav;s now in force in Bangladesh, Z^hmad (1979) came to tĥ , con
clusion that the whole procedural framework reflects a tradi
tional approach towards labour management relations v;ith parti
cular reference to labour disputes and consists of nothing of 
relevance to workers' participation in management. He pointed 
out that whatever attcripts wore made in tho field of v.virker 
participation in the past were merely ritu*'! exercises aimed at 
r.iinimising operational problems in tho industrial onterr'rises 
with a p.articuj-ar eye on industrial ijcace.

Having examined the 47 meetings of the particioative 
committees of three public sector manufacturing firms, hannan 
^ 1979a) found th't both the employee and management re .'rcsenta- 
tives on.the committees showed sufficient interest i* the
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cominittees' work. The management failed to recognise t'/.o fjiiman 
element in production, while the v'orkers not only talhcf':'' on 
personnel and welfare problems, they also brought a larne num
ber of production problems before the committees for dl3cu£;f-:ion.
The workers could realize that if there was a low production the 
factory's resources would not be able to keep them in- encloyment. 
Following the 'Mhetras Model' (1956) Mannan made an evalu:ition of 
the stages and extent of participation in the above-mentioned 
three units. An analysis of the available data shov;ed that the 
management did not reflect a live interest in disseminating in
formation to the committee and the workers did not seem to bo 
interested in securing information having no direct bearing on 
their welfare or living standard. Associative participation was 
found to be most important of all the stages of participation, 
although consultative participation occupied a prominenL place.
The study indicated the management’s willingness to associate 
the workers with the solution of the problems so lorig a?; they 
are concerned with welfare matters and amenities. Mono of the 
committees was found to be invested with any appreciable amount 
of decision-making power and most of the issues on v;hich final 
decisions were taken related to relatively unimportant matters.
An analysis of the issues (in terms of issues accepted, rejected, 
unresolved, discussed and intimated) also indicated the management's 
unwillingness to provide greater scope for participation by 
employees in managerial decision-making and goes only to the 
extent of consultation,

A case study in a cotton textile mill by Mannan (1979a) 
revealed that parity of representation was not followed in the 
participative committee and that the size of the committee was 
determined by the Sector Corporation - it was not dependent
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upon the nature of the undertaking or the volume of eniploYnont. 
VJorkers were found to be much more enthusiastic in raising 
issues in the meetings but the overall spirit of the comr.ittee 
was not cooperative. The study revealed that the results of 
the committee were unsatisfactory which tantamounts to the fail
ure of the participative scheme.
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FOOTNOTES
^Blumberg looks at the re.oarches in the Hawthorne Works from 
an entirely different angle compared with that of the hximan 
relations theorists. See Blumberg, Industrial Democracy. 
Constable, London, 1968.
2French defines legitimacy of participation as the extent to 
whicU-'it is considered rig^^ and proper by the par*H.es invo
lved^ Also see Ramesh Chandra Srivastava, An Investigation 
into the Faculty Participation of Institutions Offering Pro
fessional Courses of Study,unpublished doctoral dissertation. 
University of Delhi (Department of Education), 19 80,

^Reviewed by T.D, Wall and J.A. Lischcron, Worker Participation;
A Critique of the Literature and Some Fresh Evidence, McGraw- 
Hill Book Company (UK) Lt'd'i!", London, 1977.

"^Fleishman and Harris (1962) define 'consideration' as "behaviour 
indicating mutual trust, respect and a certain v;arrnth and rapport
between the supervisor and his group.... This dimension appears
to emphasize a deeper concern for group meanbers' ne'̂ ;ds and inclu
des such behaviour as allowing subordinates more partic5.pation 
in decision-making and encouraging two-way communication",

^The five-stage continuum, as suggested by Mhetras, was. Infor
mative, consultative, associative, administrative and decisive 
participation. They ranked from minimum to maximum degree of 
participation.

®In the jute mills of Bangladesh, a 'line sardar' is a senior 
skilled worker who works on the machine as well as supervises 
a small number of unskilled and/or seni-skilled workers simul
taneously, He remains accountable to the supervisor for his 
work.
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Workers' participation in management^ inspite of its 

controversy and conflicts, is being increasingly adoptee", in 
different countries, both in capitalist and socialist blocks 
particularly in the European countries, and the Third v;orld, 
as an ideal form of industrial democracy. Since the conclusion 
of the World War II, more appropriately in the fifties and 
sixties, various European countries have been experimoTiting 
in what may be called 'participative management'. r>..irinq this 
period a jargon or slogan like "workers' particip:'tion in deci
sion-making within undertakings" acquired great curr ency and 
popularity. These were also being championed by the Interna
tional Labour Organisation,

Although the experiences of other countries, liko that 
of, say, Yugoslavia, West Germany or Sweden, can be held up as 
examples of participation, this can hardly be the right frame 
of reference for our needs. Institutional arranqaments or forms 
of worker participation developed in a foreign setting can not 
be transplanted easily in other country regardless c£ their 
potential advantages. Nevertheless, as business becomes more 
international, it is increasingly more important tu understand 
that, each country has values, attitudes and assumi;^tions of its 
own that go well beyond the' technical and economic traits that 
tend to take the centre stage. A greater understanding of other 
work cultures can not but succeed in sheding nev; light on un
recognised assumptions, and can perhaps make us more open to 
new ideas.^
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This section is designed to provide a broad range, over
all, cross-national survey of the existing systems where the 
industrial workers participate, in varying degrees, in the 
managerial decisions which directly or indirectly affect them.
It deals mainly with how the concept of participative decision
making has worked in practice and the experiences gained. Our 
purpose is to explore how to benefit from the experiences, the 
successes and the failures of others. Any attempt to transplant 
in Bangladesh a part or the entirety of the system that has suc
ceeded in some other country might prove difficult because of 
the complexities of industrial relations in Bangladesh in terms 
of social, economic and political backgrounds, however success
ful it might have proved in the other country,

3,1, Germany; The Codetermination Model
In order to fully understand the codetermination 

model of VJest Germany it is important to know the nature of the 
industrial relations systam of the country. Unions in West 
Germany are organised at the industry level and represent all 
employees in an industrial branch. The main issues arising at 
the plant level are dealt with by negotiation betvjeen .nanagement 
and members of the works council. The works council ropresents 
all canployees in a plant except for the executives. -therefore/ 
at the plant level, the unions do not influence personnel mana
gement issues directly,

Labour-management relations are expressed at t'-.-o ^liffer- 
ent levels simultaneously: at the industry level, botv;;: : : onp- 
loyers' organisations and trade unions, and at the ?n';or-oriso 
level, between employers and works councils. At th:; n'^.icnal 
level, the unions concentrate on influencing larcc-'-ca?.'̂  social 
and economic policies.
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The right to bargain collectively is vested in the 
sixteen industrial unions federated in German Trade Union 
Federation (DGB) and the Federation of Salaried Employees 
(DAG), which plays a relatively minor role. On the manage
ment side it is the Confederation of German Employers Asso
ciations with its sectoral subdivisions that negotiates v;ith 
the unions. Such negotiations usually take place at the 
industry level and result in master agreements on ’-/aqes and 
other working conditions.
Collective Barqainlng;

In Germany, collective bargaining usually t > p l a c e  

betv;een DGB and BDA (employers' organisation). -ciloc‘;lve 
agreements are registered V7ith the Department, of ua'cour and 
during the pendency of an agreement strikes an<? lockout.o are 
illegal. Before calling a strike, seventy five percent of 
the members should sign a secret ballot and the executivo 
committee of the trade union should approve it. The Labour 
Court also plays a central role in resolving disputes. Trade 
unions are more associated with constructive roles, including 
increasing productivity and maintaining industrial peace as 
well as collective bargaining and resolving industrial dis
putes, than with creating disputes and calling on strikes 
unlike in countries like Bangladesh.
Works Councils^ Supervisory and Management Boards;

The origins of workers' participation in Germany can 
be seen as a result of a temporary impact of external forces 
on the internal constellation of socio-political forces. Co
determination was introduced during the period of Allied admi
nistration of Germany right after the VJorld War II as a response
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to pressures from organised labour. As a compromise solution 
that reflected more the conception of business than of l?.bour, 
a scheme of codetermination was introduced in 19 47 in the steel 
industries only, and in 1951 in coal and iron mining (Stephens, 
19S0J 48). This law was called the Codetermination Law of 1951.

Codetermination is employed in three stages, viz,, (a) 
works councils, (b) workers' representatives on the Supervisory 
Boards of companies and (c) labour directors on their Management 
Boards. Works council constitutes the direct representation of 
the v/orkers in the enterprise. The council's membership is di
vided between workers and white-collar employees on the basis of 
their numerical strength. The council is entitled to negotiate 
on wages and working conditions, on the plant rules, on the 
hiring and firing of groups, on cases of discrimination and on 
substantial changes in the plant (Sturmthal, 1964: 63). The 
council has a considerable amount of codetermination rights in 
rcspect of social and staff questions as well as organisation 
of jobs. At the same time, on financial economic matters, their 
rights are limited to information and consultation (Michael, 
1979: 184) .

A work council has to be set up in all unde.rtcii'ings 
normally employing at least five employees of over 18 years of 
age. It has to be elected directly every three years by secret 
ballot. It consists only of the employees* electee: ro-„'>r -;ccnta- 
tives. It is an independent unit. The employers ancl the -vorks 
councils must vi/ork together within the framework of c;ci"ting 
collective agreements and in conjunction with the tr:. dc unions 
and employers' association.
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According to the provisions of the Act of 19 51, all companies 
^  v.’ith more than 1,000 employees in the coal, iron and steel indus

tries, having a specified amount of capital must have a supervi
sory board.^

The Codetermination Law of 1951 requires the following 
composition for a supervisory board of 11 memberr.: (a) four 
stockholders' representatives and a "further member ", (b) four
employees' representatives and a "further member" and (c) a neut- 
r-al member. The general meeting of stockholders can appoint four 
stockholders representatives without restriction and a "further 
member" with the restrictions that this person (i) must be inde
pendent of both employers' and employees' organisations, (ii) can 
not be an employee of the organisation and (iii) must not have a 
financial interest in the organisation. On the other Viand, two 
of the workers' representatives must be workers nominated by the 
vjorks council. The works council has to discuss its nominations 
v/ith the appropriate unions which have veto power. The other 
three are nominated by the unions recognised by the company.
The "further member", nom.inated by the unions, is subject to the 
same restrictions as the stockholders' "further member ", The 
two sides elect the eleventh member, who is an independent. In 
respect of the nomination of the eleventh member, one restriction 
is that at least three members of the stockholders' representa
tives must favour the nomination. If no agreement can be reached/ 
the court appoints him.

The Law of 1951 also calls for a labour director on the 
management board, to be appointed by the supervisory board. But 
the labour director can not be appointed without the consent- of
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of tho majority of the workers' representatives on the super
visory board. The labour director is in charge of all labour 
and personnel matters, and also participates on an equal foot
ing in all policy decisions made by the management board.

The Codetermination Law was amended in 1956 taut this 
amert^nent affected only three companies (coal, iron and steel) 
and resulted only in minor changes. The major changes for 
these companies were that the supervisory board must consist 
of 15 members and the labour director must be elected by a 
majority vote of the total supervisory board.

In 1952 the Works Constitution Act v;as promulgated 
which introduced a joint-consultation type of workers' oarti- 
cipation in all enterprises with more than five ■̂•’orlcers throiigh 
the creation of works councils (Stephens, 1980: 49).'^ In this 
Act labour was again allowed to elect or designate workers' 
representatives to the supervisory board but the nvmibo.r of 
v;orkers* representatives was limited to ^rd oL the total number 
of seats on the supervisory board* The provision for a v/orker 
director on the management board was also omitted.
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Thore are five major difforcnces betv/eon the Co.ioter- 
mination Law of 1951 and the v’/orks Constitution Act of 1952;
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Act of 1951 Act of 1952

1, Nature of repre- 1. Parity reproscn-
sentation in the tation in the
supervisory board. supervisory

board.

1. -rrd V7orkors' repre-
2sent'^.tives and -̂ rd 

stockholdors' repre
sentatives.

2. Neutral member. 2. Required one .. 2. Ko neutral member
neutral member, required.

3. T'Jorki-’r director- in 3, A worker director 3. No roquircmcnt for
management board. must be appointed. a worker director.

4. Po\7C:r of unions in 4. Unions have pov?er 4. Workers ol-"x:t all
the selection of to influence the workers' reprcsen-
suDervisory board selection process. tatives dircctly.
in.'mber s .

D. Scope. 5. Only iron, coal &: 5. A large r̂ unib-r of 
steel industries companies -̂re
are covered, covered.

The Codetermination Act of 1976 foresees for companies 
which employ more than 2,000 employees'a quasi-parity represen
tation for employees on the supervisory board. Tliis l<"v: :vprlies 
to all joint stock companies and companies v;ith liriiib'';d li'Ability 
in general except (a) coal, iron and steel industrivis, (b) com
panies with less than 2,000 employees and (c) all politic'-1, 
religious, artistic, educational, and charitable tior̂ :
and news media.
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The total nvimbtr of members of supervisory board ^]eponds 
on the number of the employees of the organisation concerne.i. 
Below is given a graphical overview of the member and typô  of 
representatives on the supervisory board level, based on the 
Codetermination Act, 1976.
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Total No. 
of

Employees
Total No. 

of
Supervisory

Total No. 
of
Stockholders'

Union
Represen
tatives

Company
Enpioyees

Board
Members

Representa
tives

Employees * Representatives

2, 000 to 
10,000 12 6 2 4

10,000 to 
20/000 16 8 2 S

Over
20,000 20 10 3 7

In case of 12 and 16 members at least tvjo members must 
be representatives of the trade union. In supervisory boards 
with 20 members, three members must be union representatives.
In each case at least one blue-collar v;orlcer, one v/hite-collar 
and one member of the supervisory personnel must be represented 
on the board. The nomination procedure for employees' represen
tatives is as follows; The trade unions active in the company 
nominate tv;o or three union leaders as employees' representatives 
for the supervisory board, and the other employees' representatives 
are nominated by the company employees. All employers' ropresen- 
tctivcs whether nominated by the unions or employees, must be 
elected by the employees.
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The supervisory boarc3 olects a chairinan -nnci a vico- 
chairman from its members by a two-third majority. a sccond 
Glc'ction is called for if this majority is not roach-id. In 
such a situation the stockholders' representatives elect the 
ch.aimian and the employcGS' representatives cloct the vict̂ .- 
chairman. A simple majority of votes is then surficir.nt.

The supervisor^' board appoints the m'’nagoment board 
VJith two-third majority. If the majority is not reach*-d, an 
arbitrary committee, composed of the chairman, vice-chairman 
find the employee representative and one shareholders ' represen
tative, v/ill make a proposal to the supervisory board. The 
board then decides on the basis of a siiirplo majority. If a 
need exists for a third clcction then the chairman hns a tie- 
breaking vote.

The Act of 1976 also provides for the apoointmcnt of a 
labour director to the board of management. The labour director 
has equal voting rights to any other management board members. 
Tunctions of Su-pcrvisory and Manaqcraent Boards:

The supervisory board meets four or five timrs a year 
and oversees the activities of th-’'; company. Its main lea'T'-l 
function is to appoint and control the management board. To 
look after the day-to-day operations of the company is:- the chief 
responsibility of the management board. The suporvisor\'- board 
has the right to inspect books, accounts and correspondences of 
the company as well as to ask management questions regarding 
the company's finances. Subject to the formal approval of the 
supervisory board, the management board usually makes the major 
policy decisions on such things as mergers, takeovers, closure 
of plants, increases of capital and overall manpower planning.

-  6 6  -

Dhaka University Institutional Repository



an Svaluation of the German Model;
In Germany, codetermination is viewed as a moans of 

introducing democracy into industrial life, but, according to 
Martmann, its relative success is due to the fortunate juxti- 
position of several interests; managers saw it as a means of 
protecting their plants from Allied disma ntling iirnerTiately 
after the war^ unionists vie^^ed it as a means of preventing 
the re-establishment of a management-controlled n'.'tiono.list 
party, v/hile Catholic liberals found it consistent with papal 
encyclicals (Strauss and Rosenstein, 1970; 199), DCJB claims 
that codetermination systcam can be credited for the follov/ing 
achievements; it has improved communication v/ithin the enter
prise, broken down the often oppressive anonymity of the admini
stration process and made it apparent that the int'.rests of the 
employees in all decisions are taken by management o.C the plant 
(Jain, 1980 s 35),

Codetermination in Germany has favourably aff-jct.ed \vage 
level. It has also boen argued that codetermination has succeed
ed in bringing about more rational, objective and equitable 
systems of administration. But codetermination has been least 
effective in affecting working conditions at the shopfloor (Jain 
1980) , Improvement in the industrial climate has been reported 
due to the interests evinced by labour in the welfare of the 
enterprise through its participation on boards (Das, 1954s 75), 

Employees* attitudes towards representation in the works 
councils are typically favourable (Wall and Lischcron, 1977) .
This is evidenced not only by the fact that betv/een 50 and 90 
per cent of workers express approval of works councils and 
believe them to be important to them individually but also that
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upto 80/O participate in council elections (Roberts, 1973) . 
Hartrnann (1970; 137-147) discorns a positive attitude among 
the v/orkcrs towards the total system of codetermination.

The investigating commission of the Bundestag reachcd 
the conclusion that boards with equal representation of omployGrs 
and Gmployees have discharged their control and consultative 
functions with less conflict and greater efficiency than boards 
on which the employers are under-represented (Almanasreh, 1977: 
113), These investigations showed that the interest of the 
employees in the continued prosperity of the enterprise V7as 
never less than that of the shareholders or o\mGrs.

However, Gentian type of representative iatcc-rative 
participation through works councils and workers' representa
tives on company boards has had practically no effect on the 
daily life of the v;orker on the job (Freidrich, 1969; 148),
Thus, this type of participation does not serve the pur-pose of 
increasing workers' personal fulfilment in their daily work 
situations (Walker, 1974; 3-35),

Studies carried out to assess the effect of codetermi
nation on the attitudes of work^;rs have consistently found lack 
of information, disinterest or even cynicism. In general, the 
attitude toward codetermination has been found to bo closely 
associated with the work'.’rs' relation to their union. Involve
ment in and satisfaction v/ith union activities mostly carried 
v/ith it the same attitude toward codetermination (Stephens, 1980: 
51), These findings highlight the crucial role of unions for 
the development of any scheme of workers' participation, .
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-Y Studies also indicate that parity representation in the
supervisory board has not substantially increased the influence 
of the workers and employees on the affairs of their c'-jmpanies; 
it does not guarantee employment for the workers or bring them 
any other substantial advantages (Jain, 1980: 29). The findings 
of a stu^y conducted by the confederation of German Employers' 
Associations showed that workers were not as satisfied with 
parity representation as had been anticipated. Based on his 
practical experience in the Federal Republic of Gc^rmany,
Thusing (1973) concluded that "participation of workers is at 
best irrelevant to productivity; that the special form of equi
table codetermination even has a negative effect on productivity'' 

Jr" (p. 339). From the employers' side it is claimed that v/orks
constitution as one form of codetermination has proved to be "a
ver̂ ' important, a very practical, a very much educating instru
ment" and that one-thii-d codetermination according to the Works 
Constitution Act has brought a lot of more information to more 
employee representatives, has given a lot of opportunities of 
influencing important decisions on the boards (Ronnenberg, 1978), 
Trade unionists, on the other hand, arc skeptical of the minori
ty board representation. Their view is clear: (a) tho inherent 
majority of two-third allows the shareholders to provatl in case 
of conflict; (b) the works councils' possibilities to influence 
personnel planning are still unsatisfoctory; (c) th.' weeks coun
cils can do nothing but to play the role of a ’’f ire-bri'-ado” in 
the field of economic affairs (Marknan, 1978).
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3.2. Yoqoslavla; Workers' Self~ManaqemGnt Model
In the communist block participation programmes 

have thrived in Yugoslavia where they may be viewed as a moans 
of logitimating a retreat from a centralized to a market econo
my, reflecting the intensions of the political leadership to 
centralize and liberalize economic life.

The Yugoslav self-management system is based on 
social ownership. This means that the capital assets are ent
rusted for direct managdmont to the workers, but society as a 
vhols has the legal right of ovmership over the means of produc
tion. In Yugoslavia there is no employer-emijloyee relationship, 
£lv;;Ty factory, industrial enterprise, banks, etc. is an assocla- 
ticn of labour (under the 1974 Yugoslav Constitution knovm as

Organisation of Associated Labour or BOAL^) . A worker^ is 
rot employed or engaged on a contract as happens elsewhere; he 
joins the association and takes up a job.

In the 19 50s Yugoslavia embarked upon a transforma
tion from a system approximating the bureaucratic-centralist 
type in a democratic socialist direction. Workers' participa
tion originated as a response of the elite to a threat from 
external forces. Following the break between Tito -ind Stalin, 
Tito found it imperative to expound a new ideology seemingly 
different from the originally followed bureaucratic-centralist 
Soviet model. Accordingly, a doctrine of direct socialist demot- 
cracy was developed, calling for the replacement of buroaucratic- 
centralist decision-making v/ith direct participation of the popu
lation in the decision-making based on a system of self-managing 
political and economic units,
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Ar-

Supereme dGcision-making authority within the enterprise 
was trcinsfered in the oarly 1950's from party-aPpointe<3 adminis
trators of enterprise to workers' councils. The means of produc
tion were made available to the working collectives who wore free 
to buy and sell in accordance with thoir needs and market condi
tions, Gradually State investment funds were abolished, ’I'Jith the 
increase in the workers' role in production the Stat<> withdrew 
in growing degree from the sphere of economic life. Rigid State 
production plans were replaced by independent plans drriwn up by 
the enterprises themselves in response to market demand. The 
idea of wages and slaries for workers was replaced by the prin
ciple of remuneration based on performance (Blum, 1973),
Operation of the Self-ManagomGnt 3vstern;

Under the self-management system, the total econoinic 
organisation is sub-divided in economic or work units of asso
ciated labour. The workers of each economic unit/work unit 
elect their units* workers' council. In the case of an economic 
organisation having several units, indirect management is carried 
out through the units' workers' council at the unit level and 
through a central v;orkers' council at the organisation's policy 
formulating and decision-making level (Kuhne, 1980! 73-74),

The Central Workers' Council is the highest decision
making element in the organisation. It approves the organisation's 
annual report, has the final v7ord in investment and reorganisation 
decisions and appoints the management board and a director. The 
latter two are responsible for the day-to-day operations of the 
organisation, '-The managanent is often elected from the ranks of 
the organisation's workers who have performed vjell in their field
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of specialty (Carlson; L973: 74-82). The units' wcrhers* coun
cil is responsible for the supervision of the day-to-day opera
tions of the economic or work unit and makes decisions concern
ing investments and reorgp.nisation.

The v/orkers' council is olected on a one-man-one-vote 
basis by secret ballot/ for a period of two years. Depending 
on the size of the enterprise it consist of 15 to 120 members 
olected by all the work units. The tenure of office of the 
management board is one year and th.it of the director is four 
ye'j.rs. He is eligible to be re-elected. The manageiTsent, exe
cutive organ of the workers' council," consist of minimum of 
five mem.bers elected frora among the members of the latter. The 
dir>jctor is an ex~officio member of the management board. The 
workers' council has the pov/er to remove an inefficient director.
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An Evaluation of the Self-ManaqerriGnt KodGl
Research studies (Kolaja, 1965) show that the Yugoslav 

experiment has not boon all that successful. The workers* 
councils vjere found to participate actively when personnel 
matters were discusscd but their participation was discouraging 
wh;;n technological developments as well as financial and market
ing issues v;ere discussed. Opinion polls revealed that workers 
were not satisfied with the execution of the self-management 
sy3t.2rn. Results of opinion polls in 1971 pointed to a mood of 
bitter and resentful apprehension among the workers toward self- 
ivanagiiimont. Workers in Yugoslavia are not against the self
management system as such, but they thought that much Xv?as wrong 
in the way it was practiced.

In survey studies investigating the perceived influence 
of different groups on decisions within the enterprise, the inf
luence of unskilled workers was ranked lowest, and the one of 
the union second lowest (e.g,, Rus, 1970s 148-160), These same 
studies also found a discrepancy between actual and desired 
distribution of influence.

Top and middle-level management play major role in the 
workers' ccuncild deliberations. This is supported by the 
studios of Obradovic (197 5) and Adizes (1971), In an empirical 
study in 20 Yugoslavian workers' councils, Obradovic found that 
the top management played a major role in all stages of councils' 
deliberations, although this was less so at the dccisicn-maJcing 
stage than in explanations and discussions (p. 36-37), In gen
eral, top management participated most often, interact.:^i most 
often and for the greater length of time, offered the most pro
posals, and had the most proposals accepted.
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Rank-and-file workers also perclcve power as boing 
concentxatGd in top management. It is consistent with the 
findings of Obradovic's (1970) another study that rank-and-file 
vjorkers who bccome council members are more alienated from 
their work than those who merely view its operations from afar; 
those v/ho actually are present at the proceedings rccognise how 
limited their real power is, Adizcs (1971) observed, in his com
parison of two Yugoslavian textile firms, that there v/as a gen
eral trend towards managerialism in Yugoslavian firms after the
1965 economic reforms. In one firm Adi^or. (1971) found that 
the decision-making was centred more and more in the hands of 
middle management and workers had less and less influence on 
decision-making, and attendance at workers' council meeting 
fell off.

Survey research carried out in Yugoslavia shows that 
s^cio-economic status, measured by education and income, and 
organisational affiliation are the crucial determinants of parti- 
cipition in enterprise self-management organs (Verba and Shabad, 
1973). Obradovic (1975) is also of the view that participation 
in wprkers*’ councils is dominated by a small group of top mana
gers and professional staff employees, who also tended to be 
better educated and to be member of the League of Communists 
(p. 43).

Some authors have pointed to the increasing concentra
tion of capital and growing material consciousness in Yugoslavia 
in recent years (ObradoviC/ 1972; Hunnius, 1973; Vlatchcll, 1973; 
Jenkins, 1973). It is likely that these tendencies are associa
ted with the strengthening of the market and, in the long run, 
will contribute further to the weakening of industrial democracy.
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Act has changed the relationship between works cornmittoo .tind 
the union, '-l̂e delegates arc now appointed by the union nnd 
the union decides their term of office* The head of the firm 
acts as the chairman of the committee and appoints a deputy 
(Balfour, 1973: 185).

The works committees are primarily consultative bodies. 
The committee is in charge of the administration of welfare 
schemes and social organisation, but it has no influence v/hatso- 
ever on production-related decisions. The committee has v;ider 
powers as far as welfare activities are concerned. It is res- 
P'l'nsiblo for the administration of cantc-ens, libraries, coopera
tives, housing socict~ies and such other welfare services. The 
spheres for participation weri-' extended, through several amend- 
m.;„nts to the original legislation, to joint consultation on major 
chnnges in v;orking hours, annual leave schedules, rules of dis
cipline, and long-range development of the enterprise, parti
cularly redundancy.
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No Gvidence is available that the workex'S* participation 
programmes in Yugoslavia either pushed up productivity or incre
ased job satisfaction,

3,3, France; Joint ManacfGirient Model
The introduction of workers' participation in French 

industries in fact came iii 19 45 (with the issuance of an ordi
nance when the Provisional Government v;as established) as part 
of the general reform programme v;hich included nationalization 
of 3.5me key industries and a significant reorganisation and

9expansion of social security system, All enterprises employ
ing at least 50 workers are required, under the 1945 legisla
tion, to constitute a works committee. Participation in deci
sion-making by the works committee is extremely limited, extend
ing only to the lowest levels in the hierarchical order of de
cision and involving a minimal transfer of actual control to 
workers (Stephens, 1980: 42), The scope and powers of the works 
committees v;ere extended by the Act of 19 46, An Act of July,
19 47 altered the method of election of members to the committees, 
replacing majority representation by proportional rerepresenta- 
tion (Das, 1964s 54) ,

The v/orks committee, headed by a Chairman, consists of 
elected members, generally ranging from 3 to 11, depending on 
the member of employees of the enterprise. Election i.s held ■ 
at every two years and the candidates are put up by the trade 
unions recognised as representatives of the workers in ihe 
undertaking. If in an election, the number of votern irj less 
than the half of the total number of eligible voters, a second 
election is held, v/herein anyone can stand for eloction irres
pective of trade union support (Michael, 1979; 192). The 196S
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An Evaluation of the French Scheme
Several independent studies have underlined tho fact 

that the agencies of participation, i.e., works committees, 
did not v7ork effectively in discharging the functions assi^gned 
to them by law,^^ The works committees gradually became a for
mality, although they yielded good results in the beginning, 
and remained largely without effect at all. They provoked nei- 

*
ther challenges to the existing distribution of power nor did 
they serve the purpose they hsd been designed to - integrating

I

workers into the enterprise and improving labour relations 
(Stephens, 1980: 43), Michael (1979; 193) also observed that 
the committee mechanism failed to achieve its objectives in the 
case of economic and industrial relations and the control of 
industrial tension.

The effectiveness of the works committees can be judged 
from the following comments of Raffalovick; "Some of them exist 
only in name; elections arc hold regularly, but no important 
question is dealt with at these meetings and the minutes are a 
record of discussion which are devoid of interest end are in
effective. Others merely duplicate and supplement the activi
ties of the staff delegates and mainly raise problems in the 
form of demands without contemplating any constructive solutiorij^ 

Montuclard's study of eight French entr^rprises over 15 
years, as reported by Stephens (1980), found that the committees 
had elicited a certain interest for questions of -orocu-r̂ tion plan
ning and organization among the union representp.tives elected to 
the committees. Enterprise committees put forward suggestions 
and demands for the protection of their entcrprisrj proposed
certain conditions, in the case of mergers, that wculd ensure
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continued omployment for the v/orkforce, but the C'̂ ifimittGos could 
not materialize these due to absence of power base behind them, 
resulting from the failure of the labour unions to talce them Tipi‘s 
Thus, the committees rerriTiinod ineffective in their attoir.pt.

In the public sector where there is the provision for 
’̂orl'-ccrs' prirticipation in boprds of managemont, organised on 
tr^ipartite basis - governraent represontatives, consurn.cr repre
sentatives and emplcyeo representatives - the position has been 
slightly better. Here th.-; v/orkers have a minority representation, 
appointed by the state upon recommcadation by trade unions. This 
nrrangenent provides a method by which the conflicting interest 
of the three parties can be resolved. But how this h-3s worked 
in practice is not clear (Mannan, 1979a),
3. 4. Swedens Negotiation for Codetermination

V^ith her powerful labour movement Sweden saw, for 
more than 40 years, the Social Democratic government, having 
close links with the trade unions, in power. The first Social 
Democratic government, in response to pressures from organised 
labour which is exceptionally strong in organisational penetra
tion as V7cll as political unity and ideological commitment, 
raised the question of industrial democracy in 1920 and the 
Crown appointed a committee in that year to examine tVie feasi
bility of introducing some forra of industrial democracy in the 
private sector industries, A separate Socialisation 3-.̂ r.rd was 
appointed for that purpose for the public sector un'lortakings 
(Wigforss, 192 4) , But nothing fruitful came out due tc the fall 
of the Social Democratic government.
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The origins of worker participation lie in a collective 
■;̂ra;.;.';i.?nt, ccncludcv-!! in 19 46, between the Swedish Confederation 
of Trnde Unions (L.O.) and the Swedish Employers Associations 
(S.A.F.) about the stablishment of works councils/ in firms with 
over 25 employees (later changed to 50 enployees), The works 
councils had m-i.inly joint consultation functions similar to the 
ones in Germany and therefore were of equally limited signifi
cance, The agreement left the method of selection of represen
tatives of the council to respective trade unions.

In the mid-1960’s the question of workers' infiuence 
again came to the force b^-cause of the workers' dissatisfaction 
with the previous arrangement. Both the L.O, and thcem_3loyers, 
became concerned about the high labour turnover, absenteeism 
and occasional wildcat strikes which brought into sharp focus 
the importance of the quality of worklifc as a necessary comple
ment to satisfactory wage settlement. The workers' representa
tives began clamouring for widening the^process of domocrati- 
zaticn and for more power to the workers in shaping the decisi
ons v;hich affected their v/orkinq lives (Balfour, 1973; 201).
The L.O. and T.C.O. (Central Organisation of Salaried Employees) 
':lso declared, at the beginning of the 1970's, that consultative 
influence was not e n o u g h , I n  1973 an Act was passed which 
entitled the workers in companies with 100 or more XA’orkcrs to 
at least tvro representatives on the board of directors, to be 
appointed by the local u n i o n , S i n c e  1975, companies are req
uired to give works councils full access to all financial figures 
and also assistance of a financial consultant if they do not 
understand the figures appropriately. To maintain the indepen
dence of the union vis-a-vis the enterprise, the worker repre-
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SGntatives were prohibited from participating in decision about 
labovir-managGment conflicts and collcctive cigrocnGnt-3.

The latest legislation concerning workers' participation. 
Democracy ĉ t *̂Jork Act 1977 covering the entire labour markcty 
has opened up possibilities for direct as well as in;Hrect par
ticipation at all levels of decision-making within the enterprise. 
This law ĥ .s two consistent features which deserve attention, 
l̂ irst, \i7orkcrs have at their disposal the organisational machinery 
to coordinate their efforts tov^ards greater influence at both 
central and local levels. Secondly, all of this legislation is 
of an outline character, defining the general rules and assuring 
the v/orkers of certain fundamental rights. Within this framework, 
employers' association and workers' unions are left free to de
cide questions of detail in separate agreements, so that due 
provision can be made for the varying circumstances of different 
industries, different size firms and so on.
An Evaluation of the Sv;edish Model;

Swedish experience, to some extent, has bv-;on a story of 
success largely because of the efforts of trade unions and com
prehensive training schemes. Some authority is of the opinion 
that works councils have been premoting better understanding 
between the management and the v;crkers (Das, 1964) , This has 
been made possible by the increasing \7illingness of tb̂ - employers 
to share information with v;orkers on important aspects of produc
tion and on the financial conditions of the firm.

It has been observed in various studies th-\t ’̂':rks coun
cils have been more successful in promoting the habit of joint 
consultation and in establishing good industrial relations in
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Swoclcn th-:in in any other country (Misra/ 1976) , Enllghtoncd 
le-r.dc-rship, strong unions, socialist form of govGrnmcnt nnd less 
govornmcnt interventions arc seme of the import-'.nt f'-'.ctors for 
this success, Swedish executives also are in favour of workers' 
participation as they think it as social imperative (Foy and 
Gadon, 1976) ,

3,5. Netherlands, Norv/ay and Denmark;
Joint Consultation Moc’el

All the Scandinavian countries, during the twenties 
endeavoured to involve the vjorkers in management of the indust
rial-enterprises but they achieved a very limited success, 
Hovrevcr, after the World War II, with a view to achieving 
greater cooperation between em'^oyers and employees in increas
ing production and productivity, extension of social 3crvices 
and safety measures and the organisation and expansion of train
ing activities, the seand inavian countries initi ated joint con
sultation arrangements.

In the Netherlands the 1950 *.ct, which c"me entirely 
within the scope of the prevailing collaboration betvx'ecn emplo
yers and employees (VJindmuller, 1969: 399-433), T) r* O V1 C;Ci for the 
introduction of Works Council v;hich was empowered toj

(a) deal v/ith the wishes, complaints and coiTHnonts 
brought to its attention as they affect the 
employers^position in the enterprise;

(b) to hold consultations regarding the fixing of 
holidays, work schedules, shifts and meal breaks, 
if not done collectively;

(c) to ensure that the working conditions applicable 
to the enterprise are comp'*€.:l v/ith.
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I

It was provided that the council p.-^.rticip?nts iii the 
raanagcmcnt of institutions attach^;d to the enterpriL'o rarku sugg
estions -̂ .bout the fimfe methods :ind ufficicncy ra*.-̂ suras ind regu
lations. It is, however, obvious from *i look it the functions 
'■f the v/orks council that the pc'wers of the V̂ 5rks'̂ ;Vr\î 'm‘nfniy con
sultative in nature. 'J-'he Act vjhich c~)V'ic into force in th ; Neth- 
vrlan’.‘’s in 1973 provides for the intro'.".uction, in comp.-ini>;s 
.employing more th?n 100 persons end possessing a certain nmount 
of c?.pital ?issets, of a new method of appointment by C'-:":-perstion 
of the members of super\?’isor^’- boar'’’s - v/hich henceforth ere 
wnpowcred to appoint the managers - v/ith the Works coucil having 
veto rights. The objcctiVQ, in this ce.se, is to enible the mem
bers of the board to enjoy the confi''’once cf the v;orkers r.s \;ell 
ri3 of the sh'Trehclders. In cise of -■>. veto, the board may  appeal 
to thi% n.itional trip-artite Econ:)mic end social crjuncil, whici- 
has the finn.1 ri-'ht of decision. In tho, Netherlands lik̂ ; VHG, 
the trend has been towarc’s extensic'n of the infomati. n to be 
given to thê  works council ceTicerning the ecrnomic an T: fin.^ncial 
situeti'.n of the uni^ertnking to include forecast such a:;: investment 
'/irogrami'iiec, plans for rationalisation .and the introduotif-'n of new 
methods and changes in the structure of the underta’̂ings (ILO,
1976; 10) .
7 A new VVorks Council Act in 1971 increased quite substan
tially the powers of the old councils. Emv.iloyees, through their 
elected representatives, are now entitled to make decisions joint
ly vjith management over such issues as work rules, pension and 
p.L*cfit sharing schiimes, hours and holiday arrangements, and safe
ty -nd health regulations - provided th-se are not subject to a 
nati :;nal agr^i-oment between employers end trade unions.
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In thv; samc2 year as the Works Council Act was introcluc_-cl 
legislation was also passed, which allowed for omployce rc^re- 
5ont:ition on the boarc! of directors. This Act brought tiie Neth- 
e.rlan'̂ ŝ into lino with the existing situi.tion in GLjrrâ ny and 
Frv'inoe, and the examijle VJas followed shortly after by Donrn:ir5c.

Legislation in the Neth jrlan’’s has rojcctcd a unitary
I

board system and an Act which camo into forco in 197 3 mndo super 
vis:;ry boards compulsor^'^ in til companies v/hich h'lvo a works 
councils and whose capital and resarvtis arc valued at 10 million 
guil'.lors 1.5 million) (Smith, 1977; 45). The Act stTt,.s that 

when an initial supervisory board has bc-en olcctod' by the share- 
hol u3rs, any vacancies which -.rise thereafter should bo filled by 
a process of co-option, siol:>ject to the ap-orcval of both shorc- 
hold^'rs and works council. Nomin-'tions for appointments can coma 
from cither of these two bodies, or from the management bo^'rd, 
or from the board of directors, although it is only the latt>.,r 
who are entitled to make the appointing.nts, Anyone may cjiji-lify 
for appointment to th:. board, x^^rovided h ;■ is not alreridy an emplo
yee of the enterprise or a memb..r of a trade union represented 
within the company. If the works council .']oes not think a . 
can.‘'idato suitably qualified, or if it docs not ?.gr--e with the 
general composition of the board, it has the right to veto the 
dir ctors* decision, and can appeal to the Social Economic Council, 

The new proposals, put forward in 1976 and 1978 but not 
yet given legal force by th^ legilsature, take a cautious step 
toward increased independence for works councils. The councils 
v.'-’V.l'T consist only of empoyee members. The objective, however, 
v.'-'ulcl continue to b.. consultr.tion with the management. The works 
oouncils would have veto rights with regard to p.;rsonnel policies.
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But the it has been observed thit the unions <nro ap’.-rch..nsivo of 
v/orkcrs t'2l<:ing rjsponsibility fcr inr.n.iigemGnt; employers fc.?.r an 
■ntt r-ck on their prerogatives. Doth 'jarties arc; reluctant to 
grant more authority to councils (Hovels and Nas, 1980),

In Denmark, the Acreemcnt on -‘Joint Consultation C"".Tiraitt- 
oes" prcviciec'i that Joint Consultation Committee shoul'?. b.̂  set ujd 
in finns employing 50 or more persons if demaniied by the employer 
or a majority of the workers (PChan, 1977 : 144). The functions 
of tĥ  ̂ committees inclu'le c'calings with prociuctivity -ncil general 
rifficiency of the unclert.aking, technical ch-'nges, safety an:=̂ emp
loyee welfare measures etc. The functions are primarily consul
tative, not decisive, Vith the sole purpose of increasing parti
cipation collaboration comrnittcos wc-re formed in 1971 to take 
part in decision-making rel-’ting to the principles governing work
ing conditions and personnel policy (ILO, 1975: 13) nnd an Act 
v;as adopted allov/ing work^,rs two representatives on boards of 
L'irectors. A Bill was introduced in parliament at the beginning 
of 197 3 with a view to creating a national' investment fund, con
stituted by a levy on employ._rs, both ;;:u]:;lic and privat.j, cal
culated as a certain percentage of wages, which among other 
t’ninrjs, would allow workers to have a member of representatives 
'̂n each board corresponding to their share of the cai'ital of the 
undertaking, upto a maximum of 50 per cent.

In Norway, around the First World War, the first wave of 
discussions and political actions related to workers' participa
tion appeared. But it was not until 1945 when, afts.:r an agree
ment b'tween employers' organisation and unions, joint pr'".1uc- 
tion committees were set up for promoting effective production 
and maintaining good hygiene conditions and vocation<?.l training*
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Some years later these committees were replaced by works councils. 
Subsequent agreements have progressively strengthened the powers 
cf these organs, in particular by extending their rights of con
sultation. Thus at the present time, all significant chan'.es in 
production plans, methods, and plans for expansion, reduction or 
reorganisation must be discussed with these ccmmittoes. Ŝ jsme 
state-owned companies introduced an arrangement to place repre
sentatives of employees directly onto the boei.rds of companies 
but the actual effects of this scheme as well as the ox;'ci:i...nce 
from similar arrangements abroad was not agreed upon by indust
rial and trade union leaders (Thorsrud and Smer-y, 197 3).

The Act of 197 3 provides for the establishment, ii:! min
ing and manufacturing enterprises^- which emplcy mor'̂  200
v/orkcrs, of a new type of assembly of which a third cf the mem
bers are to be elected by the personnel. This assem}j] y h-i.s the 
final power of decision-concerning important investm:;nts as well 
as in matters of rationalisation or ro-organisatif^n of the under
taking which substantially affect the employees. It nominates 
the Board of Directors on a basis of proportional representation 
if one-third (at least two) of the members of the board ' the 
workers* representatives. Companies in the extractive or manu
facturing industries which employ from 51 to 199 workers are 
obliged, if the majority of the wor]cers so requests, to hold an 
election by the personnel of a maximum of one-t .ird and no less 
than two of the members of their board of directors (ILO, 1976),
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An Api>raisal of the Morwccrian Schem'o:
The fint^ings in a few establishments where the cx^pori- 

mcnts of industrial democracy were carrieid out, ^verc that 
tivlty increased 20% or more with less suj^orvision and the work
ers had higher job satisfaction (Chattcrjee, 1978). The works 
cornrrdtteas, however, aroused, as reported by Schiller C1977) , 
dissatisfaction for being weak and having only an advisory fun
ction, Even the information flov; to employees seemed irregular 
■■.n'il insufficient,Thorsrud and Emery (1973) also observed that 
the r^.sults of works councils, production committees, suggestion 
system and so forth were not impressive* Similar findings have 
emerged in relation to works councils where not only were repre
sentatives relatively uninvolved in decision-making but the work
force did not view the system very favourably (Mulder, 1971) .

Thorsrud and Emery (1966) interviewed 30 persons v«rho had 
personal experiences of the Norwegian participation model;
and found little evidence of active communication and feedback 
between the electors and th^ir representatives, and failures of 
representatives to exercise control over managers or ;'ush vrelfare 
deraands in the face of either company requirements or they vjere 
ill-equipped to judge. Holter's (1965) attitude survey, however, 
indicated that a majority cf lower grade industrial work-jrs fc - 
that they could cope up with and wanted more responsibility in 
their daily work.
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3.6, United Kingdom; Joint Consultation
In Bangl^idesh, the development cf labour unions 

?.s well 2 S morf!c-rn managi'mcnt pncticc'S including P'3rticip''_tion
practicc owe much to th^ links with U.K. In revi-.wing the ---
British expcriance it .-appears that participation hn.s gen rally 
meant consultation botw.;cn labour and management as ap-j-.a.-'.red to 
p-irticipation of workers in the managomcnt board (Chakravarty, 
1971). Collective bargaining and joint consultation - those two 
thaorGtically distinct processes to advance worker participation 
in m->nagemGnt are heavily followed in U.K.^^ For the most part 
collective bargaining was confined to tha determination of gen
eral v;agc chmges, minintum rates, hours of work and other condi
tions of employment bub dirl not impinge on managerial decisions 
rol:;ting to methods of loroduction, new technology or other pro- 
■■'uotir’n . matters. Joint consultative committees and production 
c-;:nmittecs still continue to be the main body of v/crker partici
pation. These corniaittees (v;ith parity representation) are desig
ned to promote cooperation between management anr] em.ployees in 
subjects outside the collective bargaining domain. In the mid- 
1960s, initiatives were taken to examine what extent worJcer dir
ectors might be a potential form for the development 'f indus
trial democracy in British industry’. The British G-'V- .rnr;i-nt c * - 
ablished, under the pressure from the trade unions, the codeter
mination concept in the nationalised industries. Or7;ani,- cd lab
our won trade union appointments to tho managing bo^r*'. ' The 
British Steel Corporationis (BSC) attem^^ts to incorrrr ito '‘v;'.:rker 
director" is an example of this trend (Derbcr, 1970: 12fO .
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But the BSC's worker director plan had failed. A 
rosearch toam concluded tho.t the worker director plan was 2

dissnppointing Gxperimont. ScvoTal reasons w(5ro citc-rj for 
f-iilure (Prospero, 197 2) :

a) The worker directors lost the faith of tĥ _ fellow
17workers as they lost touch with the latter.,

b) They were blorned to be unrepresentative of tho 
average worker and 'hand-picked* by the unions.

c) The worker directors were obliged by law to 
resign from any union positions and this resulted 
in a situation where tho unions ignor d the workers 
and behaved as if they did not exist.

d) Management treated the worker director very much
as "second class" management; senior management kept 
them off the major policy-making committees and 
frequently denied them access to relevant informa
tion, especially on financial matters.

In early 1977, some far-reaching proposals for workers' 
representatives to sit on the Board of Directors of Companies 
with 2000 or more employees, were put forward by the Government- 
backed Bullock Committee. The major recommendations of the 
Bullock Report is to suggest legislation requiring corpor-'tio? 
in the private sector to accept v/orkers' reprcsentativ:s j.n the 
Board of Directors. Bullock Committee su-jgests giving lab .ur 
and stockholders an identical number of scats on th-. 3^zrV- of 
Directors and a small number.of seats of impartial outsiders.
The third group of directors, the outsiders, (1) must occupy 
loss than one-third of all the Board's seats, (2) may rcpre-

i' sent any distinct interest group, and (3) must bo of an
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nu-'ibor. These outsiders are to be appointed by agreement between 
the stockholders' representc>.tives and the workers* reprcsonta- 
tives cn the board. When these parties f?.il to come to an agree
ment, thon the Industrial Democracy Commission will make a choice 
(Kuhne, 1980; 51-54).

At present time, the British “Government hus not legisla
ted on industrial democracy (Jain, 1980; 141). The only law 
that currently calls for employee participation of any sort is 
the "Health and Safety at Work Act," v;hich requires oinployee 
representation on safety committees (Foy and Gadon, 1975; 71-83),

An Appraisal;
One reason for the failure of the participative struc- 

cure in Britain is goal incongruence as v;ell as lack of clear 
obj.-ctivcs (Virmani, 1976). All the involved parties have their 
ovm different objectives and expectations. Apart from that, in 
i;-..'st British Companies, information about the inside is like 
property on the outside in that it confers status and is thus 
yu.ir'led jealously along with other manage.'nent porks (Foy and 
Gad':-n, 1976). Ramsey (1976) also observed that the system has 
failed to inculcate a sense of participation, though it has 
formalized serious consultation, communication and. often con
frontation, Formally constituted joint council neetinjs bctw i 
management and unions at the plant level h^ve bocome lar^elv 
ritualistic and unimportant gatherings v;here the t\7‘̂ 3i“:.F meet 
siiHply to register some of the agreements and disagr.-emont/:! that 
they have decided informally before hand (McCarthy, 1951; 31). 
Joint consultative committees have, infact, degenerateinto a 
kind of consultative clubs where one can possibly voice and not 
solve grievances.
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3.7. United States: Collcctivo Bargaining
In the United States, v;here the trade unions continue 

to oppose on principle the representation of workers in m-’.nage- 
ivicnt orgnns, collective agreements are the main forrr: of partici- 
•oation. Collective bargaining, which in fact has, reached a point 
o'.er years where they cover most decisions affecting employment 
and wrjirking conditions, is the American route to industrial demo
cracy. Workers' participation in USA is generally associated 
with participative style of management (Bass et. al., 1979). 
Collective bargaining is much widely used as the chief mians for 
industrial democracy. The belief that collective bargaining is 
the main road towards industrial democracy, and. that the collec
tive agreement in its widest sense is its principal expression, 
is almost unchallenged by contempejrary thought in the United 
States (Sturmthal, 1959: 160).

The best knovm form of workers participation in the 
US7-V is the Scanlon Plan,^^ Ths/Scanlon plan, however, differs 
from the typical participati'>n plan elsewhere in two important 
respects: (1) workers receive a direct, usually monthly, finan
cial payoff which reflects improved productivity presumably 
brought about through their contributions; and (2) through a 
surigestions system and a series of departmental committees an 
atterript is made to involve all workers in active participation, 
not just those elected to the top committee {Strauss' and Rosens- 
tein, 1970: 204-).

Union-management productivity committ-es, in the 
^ur-'pean style, also existed in the USA during 1920s and the 
Second World VJar. As early as in 1920s U.S. enter^prises had 
formed elected bodies of w'orkers according to the "employee
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ror>rccont.iti ;.n pi ms". Those tao-'lics srit tooyothor v;ith the
m?.n'qorn:nts to discuss proble ms of mutupl interest, csp^:cially
^._r3.nncl in;-̂ v/elfr'rc m-'ttcrs nnthe-; c'’.ormnc2s 'f wc-rltin-;;; cliss.
But these bo(Ues coul * not survive; th.̂  great de-;rossi:.n of 1930s,

Since 1970 the PO'lcr'il Government his enc''ur*i0'c'.'l Joint •,
uni .)n-raan-igc.r.ent ccTumi ttoG .̂ncl luten-imous v;ork greu.-' ^x.icrimcnts
te inr r- ve productivity -̂.n ■■ qu->.lity e:l: v/orking life (Dcrb.„r,
1977). Many of the ex3?.criments in n..w f 'rms cf '.v'rk or7 --aisa“
tion h'lve taken place mostly in nnn-unionizerl L'irms. Of; ceursc,
unions now show some inter-^st in the democr::ti2:?.ti n vf the

19\7orkpl.^ce. A numb..r of compinies li.“>ve, inriepeti'*i<̂ ’.it-.l2- or in 
collaborntion with unions, intr'„;'iuce';l job onrichn. .n ': . r-'.iTinies/
flc-xible work scher^ules, .-’n .l semi-r.uton omous wcrk grv̂ u; c.
An Appraisal;

The Union leaders cf the USA ĥ 'vo generally b^er. suspi
cious of the management schemcs of job -enrichmijnt, etc. ">.3 VJcll 
as productivity plans unless safegunr-s v.ro provided for worker 
job security and employment conditions (Sahu, 1981), But the
introduction of more “participative'" management style and the
impr .'>vom--nt of job .design -̂ re reported in st-veral coses t.-7 have 
given good results in terms of worker attitudes and productivity 
(ILO, 1976).

In a study by Drexler and Lav;lor (1977) it h'S b.̂ en
found th-:it both union and itianagcment officials felt th-?t '/ork
could bo improved in many ways by collaborative efforts that

20would benefit both the union and management. In a sturly of 
eight U.S. Firms involved in joint union-managem^nt '-Jork innova
tion projects, Schlesinger and Walton found th-t various stake
holders were suspicious of each other and of the motives behind
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such joint ventures. But the authors arguad th-it wViore such 
projects came to fruition, these joint undertakings dici have 3  

positive impect on the process of collective bargaining.

3.8, India; Joint I'^anaqement Model
In the Asî -̂ n context India is a very prcminont 

country vvhich has been experimenting v/ith some kind of partici
pative schemas for a long time having blessed with active gcvern- 
ment patronage. Starting from the limited scheme of statutory 
vjorks committees (provided for in the Industrial Disputes Act, 
1947), voluntary arrangements were mad£ in the form of 'joint 
iaanagement councils' (JMC) , scheme of worker directors, both as 
a Etututory arrangement in the nationalised banks as well as a 
vc.’luntary one in selected central public enterprises, and volun
tary schemes of workers' participation for manufacturing/mining 
industries in 1975 and for commercial and service organisations
in the public sector in 1977 as essential ingredients of the

¥20-Point Economic Programme of the Prime Minister Mrs. In.'ira 
Gandhi. A 21-Member Committee has recommended a legislutive 
schcme of workers' participation providing three-tier pirtici- 
pative forums at shopfloor level, pl--̂ nt level and corporate/ 
beard level.

VJorks Committee;
The Royal Commission on Labour in India recommended 

in 1931 to constitute works c-Dmmittces at plant as well as 
industry level consultation and resolution of disputes. Not 
r;uch came out of it, however. Workers' participation, in the 
.\orm of works* committees became statutory only in 1947 with 
the promulgation of the Industrial Disputes Act, which requires
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cessation of operations. The councils arc also given somo ad
ministrative responsibility with regard to welfare measures, 
safety measures, preparation of . schednlos of worV.ing hours, 
breaks, holidays and payment of rewards for valuable suggestions 
froiTi workers. All matters c.-ming within the purvic^w of collect- 
iving bargaining are, however, kept outsiCe the scope of J14G.
It, thus, ^ippears that the JMC is a bipartite pl~'nt level commi
ttee instituted voluntarily by the entcr/jrisG with the coll abo- 
ration of union with equal representation from management and 
union h-'.ving consultative communicative and administrative func
tions.
B oard-L ovel P art i c i r ati on:

VJorkers' participation in management through representa
tion on company boards has also been tried out in limited cases. 
Introduced in 1977, the scheme v/as tried on an experimental basis 
in those enterprises whore there was a good cordial relations & 
mutual settlements on disputes. A more systematic attempt in 
this r; gnrd has been made in the nationalised banks.
Shop and Joint Councils %

During the national emergency (Prom 1975-77) not only 
"workers' participati'-n in management of in''ustry“ w ~r included 
in the constitution as one of the Directive Principles: of State 
Policy, but in October 1975 a scheme for workerspirticip-.tion 
at shopfloor and plant level of the enterprises Oinrl n - 500 
workmen or more was also introduced. A shop council c~.oh
department or shop (or for more than one shop) i- t; ’ accord
ing to the scheme, constituted for a period of tv7(. ye'ri; vith 
equal representation from employers and employoes (tct:1 number 
not generally to exceed twelve) who would meet at le-'.st ;nac a
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nv:nth .-ind miko decisions on the basis of consensus/ not by a
:;.r"cc.jS of voting. The shop c runcil is intended to assist
in increasing production, productivity and overall efficiency
■;5 thv. shop or dep.'artmont, safety and health measures and help

24nianagerr. -nt in achieving monthly/yearly production targets.
Joint councils have been prescribed f'r the same types 

nf units as in tho case of shop councils for the undijrtaking as
*a whole to be governed more or less in th.. same mann..r as that

of shop council. It V'/ill, however, meet at least once in three -
months, and deal with matters pertaining to optimum production,
efficiency and fixation of productivity norms, vjork planning and
achievement of production targets; developmv^nt of skills and
facilities of training? optimum use of raw materials and quality
of product; general health, safety and welfare measures for unit/
plant; and rewards for creative work and valuable suggestions.

The scheme is at present applied to the units of manu~
facturing and mining industries and large-scale commvi-rcial and
servi.ce organisations like hospitals, post and tel-rgram, railway

25stations, banks, electricity etc. The scheme is quite flexible 
X’ as t: allow variations to suit local conditions.

Eygluqticn of the Indian Schemes;
As regards works councils, the initial response from 

employers was encouraging. The First Five Year Plan also v/elcomed 
it as an institution within the framev/ork of industrial relations. 
In a situation of good industrial relations, the v/orks committees 
invariably emerged as a good adjunct to collcctive bargaining 
process. But, by and large, the scheme did nat come up to tho 
expectations behind it (Thakur, 1980), The general consensus 
is that the experim^int of works committee have failed due to
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diversity in approach, advisory mturo of the committees'
rc'Commondations, inter-union rivalries, union opposition, omploy-
ors' non-cooperation and conflicts b'twcon union jurisdiction

26anfl jurisdiction of works c^;>mmittees.
The w:;rks committee mechanisra failed becouso "the real 

r-ason lies in the fact that while th^.ra is no change of heart 
,>r outlr ik on the part of either the employers or the workers, 
the c^’nstitution of works committees has been made a statutory 
obligation" (Giri, 1972: 231). Both vjorkers and managements 
have utilised the machinery for highlighting each other's com
plaints. Nothing constructive did turn out. The imposition of 
a structure, unrelated to human motivation and commitment, thus 
simply succeeded in creating a machinery not more meaningful 
than a ritual. The pious hopes that conceived the works committ
ee have not been realised (De, 1969: 104),

With regard to the functioning of JMC the Report of
281966 found, on the whole, a positive role. But studies on 

JMCs indicate that they have not fared equally well everywhere. 
The primary reason being that the national bodies of both the 
employers and the workers have taken inadequate interest in mak
ing their affiliates enthusiastic aboutit (Tanic, i969), The coun
cils were either not meeting at all or had ceased to function 
due to limited actual commitment to the idea of part’icip.ition , 
and conflicts between the representatives of workers and emplo
yers on the councils (Mhetras, 1966) . Pandit (1962) ca-ic to 
the conclusion that the experiment did not serve any felt need 
on either side in the industrial establishments. ..‘-he .-contended 
that the details regarding the size, structurie, derision-making 
etc, were irrelevant as long as the groups involved in the 
experiment lacked the spirit of cooperation.
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The main conclusion of the study by Sheth (1972) is 

that the Joint Management Council is effective and acceptable 
to the people and groups concerned with it only if it meets the 
perceived needs of each of them at the level of the organisa
tion. A joint consultative machinery imposed from above or 
accepted after hard persuasion from outside may at least only be 
a mirage of success.

There has hardly been any evaluation study of the work
ing of the Board-level representation. It is, therefore, diffi
cult to precisely identify the areas in which such a training
programme should strengthen the knowledge and skill of worker-

29directors. In the judgement of an Expert Committee/ the low 
level of education of Indian workers could be a serious handicap.

The scheme of shop and plant councils was received with 
enthusiasm but the trade union leaders have their reservations 
on the objectives of the scheme. They feel that the scheme is 
not complete on two accounts; Firstly, th.? outside trade union 
representatives do not find a place in the scheme, and secondly, 
the involvement will not be complete unless the workers or the 
trade unions are associa.ed in sales, financial and production 
planning policies of the organisation (Sahu, 1981). The charac
teristics of the new scheme suggest that it is designed more on 
the basis of the immediate problems of industrial, efficacy than 
to serve long-term democratic goals (Sheth, 1977? 1736-42), In 
a very recent study, Sahu (1981) found that in most of the orga
nisations joint committees were not functioning satisf vitorily. 
Reasons were identified to be: lack of real deci£ic:j-i.iaking 
power of most of the committees, lack of proper iri::crrr..?.tion 
sharing, limited scope of the committees, no clearcut relation
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ship between the joint committees and collective bargaining, 
absence of well functioning grievance machinery, non-implementa- 
tionof unanimous recommendations, lack of unanimity in selection 
of workers' representatives to the committees.

Summing up of the above findings reveals that (i) mana
gement and workers in Indian industries are at the tv;o ends of 
the pole as to the forms, and objective of the particioative 
schemes and (ii) there is a fundamental weakness in the indust
rial relations system - the mutual acceptability of tn..? logiti- 
macy of each other's role and mutaial perception of intovimpen
dence between the key parties are strikingly cibsorit. L’he scheme 
was imposed from above rath^^r than evolved from the grniis-root, 
and interestingly enough, although the central ?rs' orga
nisations and central workers' organisations supoort.";d the scheme, 
their affiliates at the plant level did not show any enthu
siasm for it,

3.9. Lessons from the International Experiences
It is clear from the account given above that works 

councils/committees or supervisory boards and other bodies of 
the same kind still represent the most widespread form of v/ork- 
ers' participation. It has been found that although these bodies 
alv/ays enjoy the right to information, they only rarely enjoy 
rights of co-decision. Works councils do not seem to have come 
upto expectations which was seen in particular in the fact that 
in countries where their establishment was not compulsory, gen
erally only a few of them have been set up. There ŝ r̂cms to be 
many reasons for this lack of enthusiasm and particular mention 
may be made of certain lack of interest on the part of the work
ers in the matters dealt with by the works councils, the bureau-
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cratic nature of some of the procedures followed within them 
and the fact that supervisory staff are not associated with 
their work. The relative disinterest of the workers in works . 
council is due primarily to the fact that in the majority of 
cases these councils have only advisory powers, and not pov;er 
of decision, A perusal of comparative literature on joint co.:- 
cultrition in the West leads us to the conclusion that on the 
whole the idea has made little headv/ay except in the initial 
stages and during major crises such as the World vvar. But one 
thing positive we can learn from the European experience which 
tells us that despite the difference in size, composition and 
competence of works councils or committees among different 
European countries, they have demonstrated, over a period of 
time, a capacity to find solutions of some kind to some major 
problems in the enterprise before they evolve into hardened 
issues.

The discussion of the foreign mooels in the previous
pages has unveiled the attitudes and approaches of workers and
management towards the practice of workers' participation in 
various countries. It is evident that the workers' participa
tion proposition, irrespective of the operational distinction, 
has succeeded in achieving its objective only to a very limited 
extent in many countries. Unless workers' participation jprogra- 
mmes help to establish a proper and effective conimunicition 
system between the workers and their employers, the programmes
would never become successful. This is what v/e see from the
experience of the Western Europe. Indian experience is also 
not much different from the Western experiences.
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The involvement of union and management in collaborative 
ano' cooperative endeavours requires a change in the attitude and 
value systems on the part of both parties. Unless accompanied 
by such changes the introduction of any participative schemes 
through legislation will hardly find a success, '̂'he best parti- 
dipative structure of a company is one that is worhed out volun
tarily and agreed upon jointly by its management and workers. 
Legislations have been adopted in some European countries (also 
in India worlcs committees were made statutory) to IncraaGe the 
powers of codecision of the v/orks councils. But it did not 
solve the problems that result from the dualism at plant level 
between the bargaining structures and the joint consultative 
structures.

The discussions of the workers participation in the
European countries, the U.S.A. and India shov/ed that it Vvas a
result of a challenge to the existing distribution of pov/er and
wealth. Workers' participation was introduced in societies
at different levels of economic development and with different
politico-economic systems. In each case, its introduction was
a subject of political dispute, and it aroused strong opposition

30among status-quo-oriented groups. In France, Germany an<3 
Sweden (developed capitalist democracies) the introduction of 
workers' participation came as a response to a challenae from 
organised labour to capital owners' exclusive exorcise of -cont
rol over production. In Yugoslavia (a devloping socialist auth
oritarian system), on the other hand, the introduction of work
ers' participation was an elite^^ response to an external threat 
that challenged the legitimacy of the existing order. The purpose 
of workers' participation was also never the s’ibject of general
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societal agreement. Different designs wore promoted to serve 
the fundamentally different purposes of either consolidating 
th3 existing social order or transforming it toward a democra
tic - socialist order. Status-quo-oriented forces typically 
promoted incentive schemes emphasizing joint consultation that 
v/ere intended to integrate workers into their enterprise and 
thus neutralize the challenge to the existing order (Stephens, 
1980).

A point may be made about the bureaucratic-rul^-oriented 
formalistic approach in U.K. and India. This s.-v ms not to have 
impressed the workers, while goal-orxentcd m^'inagcrial :5o;oro;--,Gh 
in Germany and to a less extent in France seems to hvvo •■/or'ku.'d 
better.

From the experience of the various mo'3els of v/or^.ers' 
participation already outlined, the follovjing seems to be the pre- 
roqulstes for meaningful workers' participation in m̂ nagr7;;a,7nt:
1, Genuine, not sham, participation at all levels in the

organisation and concerted efforts to create an environ
ment and the mechanisms in which the workers can truly, 
participate in the decision-making process.

2. Clearly laid down objectives of the vjorkers' participa
tion and positive attitudi-nal change of both manage
ment, workers and trade union leaders tov/ard the philo
sophy of participation,

3. Positive role of trade unions in the microunit in the
context of the mAcrounit to be blended with the broad 
national and social objectives. ■

4, Existence of strong and effective trade unions as
because politicisation and. multiplicity of trade unions
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are not conducive to worker participation. Multiplicity 
of unions is harmful to effective participation as it 
gives rise to intcr-union and intra-union rivalry (in 
Germany the presence of one well Gstablish.id union in 
each industry has contributed much towards the success 
of participation).

5. Having direct workers' participation through their repre
sentatives at plant level, for participation to be real
and meaningful, rather than external tra^'e union ropre-

32sentatives who may not be aware of the real problems.
6. Clear demarcation of functions between tii. participative 

institutions and other consultative bodies in the enter
prise as well as between the participative bodies and 
collective bargaining,

7. Setting up of participative scheme not by foz'ce or per
suasion from an outside agency (e.g., government) but by

3 3genuinely voluntary agreement betv/een the parti .-s.
8. More concencration on lov/er level participation, in view

of the workers' more inter.ist in day-to-day plant level 
decisions, and at the same time having workers' represen
tatives at top level to ensure the success of participa
tion at all levels.

9. Education and training of all those involved in th^
participation schemc.

10. Conscious efforts on the part of the government to
promote sharing of responsibility in management in the 
microunits.
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FOOTNOTES

^As Blanpain remar'ked: comparability between industrial
relations systems and participation schemes in different countr__
is full of traps.....  and transferability is often e. fallacy.
Nevertheless comparative studies....  are more th-an needed, not
only for academic purposes, but also for very practical reasons" 
(Foreword to JainCl980)).

2A company with a capital of 20 million D,M.(approximately 10 
million dollars) must make provision for a supervisory board 
of 15 members and a company v;ith capital of over 50 million 
D.M. (25 million dollars) must have a super\''isory board of 21 
Tiembers,

^But according to Kuhne (1980; 30), family owned public stock 
companies with less than 500 employees, all private limited lia
bility companies with fev'/er than 500 employees and those compan
ies subject to the codetermination LavJ of 1951 are exempted from 
the provisions of the Act of 1952.

^Ms o  see Otio (1973; 341-355).

^See B, Prasad, "The growth of codetermination'' Business Horizons,
20 (April 1977), p. 26. . ' ‘

^In Yugoslavia, the concept of 'vjorker' includes all me'̂ ĵoers of 
the organisation, including managers and all are members of the 
union. See Chatterjee (1978s 513).

7In Yugoslavia, trade unions do not have any direct role/the 
management of the enterprise but they have the right to prsent 
list of candidates for election to the workers' councils and 
their approval is necessary for the councils' decisions regard
ing wages and distribution of the surplus. At a higher level, 
trade unions are consulted on legislations in the field of I abour,
8In 1958, a system of social self-management was introduced, with 
considerable autonomy of communes in economic, cultural, anc 
educational affairs and social services. The constitution of 
196 3 adapted the political system to this self-management struc
ture, The economic reforms of 1965 implied a substantial trans
fer of income rights frosri the state to worker-managed enterprises. 
Sir... 1971, a great many efforts have been made to carry out thor- 
out•■'renovation of the system and to remedy certain difficulties 
to ■".' :h oven the highest authorities in the country have drawn 
atterv.i on. Vide ILO, Workers' Management in Yugoslavia, Studies 
and Reports, New Series No. 64, Geneva, 1962 and Series No. 48, 
1976.

The worker participation movement in Prance owed its origin to 
the radical ideologies which gained a foothold in the wake of 
the Revolution of 1789. The first attempt at establishing
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national workshops was, however, made in 1848 =>fter tht,- collapse 
of Third French Revolution. But this proposal, aiTied chiefly 
at entrusting the ownership of the moans of production to work
ers, could not materialize. The idea of shop delegation to asso
ciate labour with manager.nent received a spurt in 1890 when th. 
appointment of shop delegates in coal mines was made compulsory 
by a state law (Vide: ILO, Labour Management Cooperation in 
France, Geneva, 1950). Tho decrie of 1899 strengthened the move
ment which required all enterprises having dc-aling with pujolic 
body to constitute labour councils having official representa
tives of workers and employers (see K. ' '"'ikari, 1959). Bl.*- due
to the hostility of employers and the mii. ancy of trade unions 
the movement could not gain momentum until 1945.

10'See, for example, ILO, Consultation and Cooperation between 
Employers and VJorkers at the Level of the Enterprise, Goneva> 
1962.

^^Extracts from M.O, Raffalovich's study quoted in the ILO Report, 
"Cooperation in Industry/”, Geneva, 1950.

12Although the militancy of French labour unions in terms of strike 
behaviour is comparatively very high, the French labour movem.ent, 
in general, is among the weakest in Western Europe in organisa- 
ational penetration as well as ideological unity. In addition 
to the lack of organisational and political unity, one of the 
most important causes for the low strength of French labour as 
a sociopolitical force is the small union membership, which is 
15% of the total labour force of France as against 30% in Ger
many and 75% in Sweden, See, for example, European Communities, 
Press and Information Service (Summer 1971) .

^^Cf. N. Das, The Public Sector in India, (Bombay, 1961).

'̂̂ In 1966, a new agreement on works councils was concluded between 
L.O. and SAF, which emx^hasized that consultation take place prior 
to managerial-decisions. However, the functions of the councils 
remained restricted to joint consultation (See, for references;* 
Stephi-'ns, 1980).

^^In 1976 this law was extended to apply to all industrial enter
prises with 25 or more employees as well as to banks and •'nsura- 
nce companies.

^^Worker participation is not a new concept in U.K., several ini
tiatives have been taken in this direction since the late 19th 
century, in the form of guild socialism, nationalization, joint 
consultation and so on (See Jones 1977) ,
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17The same ch;:r.'je has also been made by Berber (1970; 126),
18For a full description of the Scanlon Plan, see F.G. Lesieui 
(cd.). The Scan Plan, MIT Press, Carabridge, 1953; and, F.G. 
Lcsieur and E,S. Puckett, "The Scanlon Plan has proved itself". 
Harvard Business Review. XLVII (October, 1969); 100-118.

1 g' For example, in 197 3 the United Automobile Workers (UAW) and 
crriploye(?s in the automobile industry in the United States 'and 
Canada) signed an aqre..?:nent that provided for setting up in 
each of the major autonobile companies a joint committee for 
th3 Improvement of the quality of working life, with three 
raembr-rs each from the union and the company, empowered to study 
and analyse possible changes in the organisation of work and 
to undertake experiments (See ILO, 1976: 315 and Jain, 1980: 
164). ?or problems encountered in starting a cooperative pro- 
j’.'Ct in one of the largest companies in the USA, see John A, 
rrexl3!r, Jr. and Edv/nrd E. Lawler, "A Union-Management Coopera- 
civc Project to improve the quality of work life", Journal of 
■■•-p-pli3d Behavioural Sciences, 13, 1977,

Hovjevor, this study unveiled certain forces favouring adver
sary traditional type of labour-managemcnt relations which 
vfcre very strong. These forces included the different goals
of the union and manr>gemont; the lack of any model of, or
experience with, successful cooperative problem solving; the 
desire of both parties to maintain a contract; the risk to 
both union officials and company management in changing a 
relationship that brought them to pov/er; and the time and cost
required to change; Ibid. p, 386,

^^Reported by Jain (i;?80: 185-86).
22Vide Government of India (Planning Commission), Sixth Five 
Year Plan, 1980-85, pp. ^04-405.

2 3Government of India, Ministry of Labour, "Seminar on Labour 
Man^iigement Cooperation", 1958.

^"^See Michael (1980; 2 22) and also Government of India, Report ' 
on the Working of the Joint Management Councils, Ministry of 
Labour and Employment, 1966.

25See Appendix III of Avendano et. al. (1981), Report II. In 
January 1977 the Government decided to extend the sc'r.eir.e to 
public sector, commercial and service organisations. .fhe 
scheme would apply to the lowest operating unit of e. oublic 
sec-i-or, commercial or service organisation - .jquivalor/i to a 
shop in a manufacturing unit having at least 100 W'.'.rkjrs. 
Hov^ever, if any organisation desired to apply it to units v/ith 
lesser employment, it was left free to do so.
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CHAPTER FOUR

EXPERIENCES IN PARTICIPATION 
IN BANGLADESH :
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■1.1 Labour Legislation^ Labour Welfare and Labour Policy
Labour legislation is one of the most dynamic and 

vital institutions in modern society and is based on certain 
princblies, such as, social justice, social equity, interna
tional uniformity and general economic situations of the country. 
The real progress of national labour legislation depends upon 
L-several factors, of which the most important are the growing 
class solidarity among worhers and their realisation of the 
power of collective bargaining, the grovjth of enlightened self- 
interest among the employers as to the importance of an efficient 
and contended class of workers who, vrith higher purch.'-i;-'.r..:? povjer, 
can ensure the continued development of national industry and the 
realisation by the public in general of the signific-'::ico of moral 
and material amelioration of workers for welfare o ' tlia 30c,:iity 
as a whole (Atimad, 1980a: 61) ,

It is often felt that a country under the dominance of 
imperialism and a country where capital is more favourably com
pared to labour, the labour legislation would show clear dis
tinctive mark of transformation beginning with the negation of 
basic human needs and right to a transformed relation of main
tenance of a dependent prolettt’iat (Ahmad, 1977; 65), But the 
social and political evolution has its own course and often 
forces upon the government certain measures which though intended 
cc be defensive in nature also, through the interaction, promotes 
:.olari2ation for iSore radical measures to be adopted later. This 
is in a nutshell the position of the labour legislation controlled 
by western-oriented liberal bourgeoisie bureaucracy and politici- 
in tho undivided India and the United Pakistan. Ke, in the newly 
born country Bangladesh, expect some fundamental changes in the 
approach towards labour legislation.
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The labour laws so,far enacted and enforced may be dis
cussed either historically or on the basis of types and areas 
of legislation,^ It will be convenient for our present discussion 
to follow the second approach. Let us begin v;ith the rights of 
association. The Trade Union Act of 1926, which provided the sta
tutory basis for the formation of trade union, was amended in
1960 by the Pakistan Government and an altogether ncv; Act was 
passed by the Provincial Assembly of East Pakistan in 1965. The 
Act provided for the optional registration of trade unions. Any 
seven or more members of a trade union might, by subsc'-xbing the
ir names to the rules of the trade unions, apply for rocirtrsti.on. 
The unions could not have more than fifty per ccnt of the office 
bearers from outside. The Act provided for immunity froTi civil 
and criminal suits for activities furthering their ccus~, unless 
such activities involved committing an offence. The Act :orbade 
compelling any union member to contribute to a political fund.
Since the Act did provide for compulsory recognition of a trade 
union by an employer, there was no inducement to register even 
after a trade union was formed. The Act was not strong enough' 
to grant protection against victimization of union officers.
The Act also forbade election of union officers who had been convic
ted of illegal strike or instigation of strike. Again, people 
convicted of offence involving moral turpitude or anti-state acti
vities could not be elected as union officers.

In the Labour Policy of 1955 the then Pakistan Govern
ment made it a policy to encourage growth of genuine and healthy 
trade unions in order to promote healthy collective bargaining 
on the part of labour and desired recognition of genuine trade
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unionism, '̂he recognition of trade union was rscornmendt;5 to be
an adjudicable matter. It incorporated all assuran-jes to protect

2"appropriate" trade union activities.

Pakistan ratified a number of ILO Conventions (T’articular 
mention may be made of Nos. 87 and 98) giving workers tlio freedom 
of association and collective bargaining. The adoption of the 
Cenventions 87 and 98 by Pakistan at this early stage of its labour 
movement might have been a landmark in the history of our trade 
union movement if they had only been properly implemented. The 
then Provincial Minister for Commerce, Labour and Industries,
Sheikh Mujibur Rahman, during the meeting of the East Pakistani 
Labour Advisory Board on May 23, 1957, commented that the govern
ments' labour policy could neither be formulated on 100 per cent 
30und lines nor could it be efficiently and effectively implement
ed except with the unstinted cooperation, assistance and advice 
of the leaders of both employers and employees.^ The "Labour- 
Industrial Truce" • 'as a major component of the Government of East 
Pakistan's Labour Policy, v/as formulated in this meeting which
made far reaching provisions regarding, inter ̂ --- facilities to
form free trade unions.

The Martial Law Government during the regime o:̂: Field 
Marshall General Md. Ayub Khan also paid attention to trade uni-

»
onism. This was reflected in the labour policy of 19 39 an'.ounced 
by Lt, General W. ' Burki, Minister for Social T'Jelfarc'. This 11- 
point Labour Policy promised suitable amendme-;nts of the 
Unions Act, 1926 to ensure that the workers were ncfc e'::?loited by 
outsiders for their o\'/n personal or political It also pro
mised to set up, in order that there was a cOTipulsory recognition
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of i-.rade unions by the employers, a machinery vJhich coul-:! decide 
which union v/as worthy of recognition,'^

It may be noted that the policy was relatively broad 
and in general appeared to conflict somewhat with certain !4artial 
Law Regulations. Pakistan ratified Convention No. 87 vmich deal 
with v;orker's right of association and collective bargaining.
But it became most obvious in East Pakistan that the riaht of 
association was being denied to many legitimate trads union 
leaders.

The Trade Union Ordinance of 1960 provided ' "•r compul
sory recognition of trade unions,^ -̂̂ here there ’.var, ;vicr.. tĥ :n one 
trade union, if the number of its members v;as not Icl's th-nn ten 
per cent of the total number of workm/.n .̂m-ploy-.d in luch industry, 
and exceeds the number of members of every other trade union in 
such industry, such a union must be recognised by the eriToloyers.
If the employer refused to recognise a trade union vithin three 
months after application' the union might apply to the Industrial 
Court for recognition.

This Ordinance also listed unfair labour practices by 
the employers and v;orkers. Unfair labour practices by the emp
loyer include interfering with, restraining or coercing x-jorkers 
v7ho would exercise their rights .to organise a union, interfering 
or supporting a union, victimizing or discriminating against any 
worker or union officer because of his being an officer or member/ 
discharging or discriminating against any workmen giving evidence 
under the Ordinance. The unfair labour practices on the part of
the workers include engaging in illegal or irregular strikes,

^ instigating an illegal strike, coercing a worker to join a union
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against his will, submitting false returns and causing an untruth 
to bo told in any report required of the union under the Ordinance 
(Galcnson, 1963). "It may be noted in passing that this ordinoace 
v/as drafted after the Labour Management Relations Act of the United 
States and this was serviced through a consultancy provided for by 
the USAID. The basis is certainly for a democratic procedure in a 
caoitalistic sot up (Ahmad, 1977s 67),

The East Pakistan Trade Unions Act, 1965 dealt a fatal 
olcv: to the trade Union movement. Under this Act the registration/ 
rooognition of trade union became the purview of the Director of 
L?.bour. Leftist critics of the Act argued that this was intended 
to b3 a mechanism wherewith to prevent the formation of a trade 
vr.iions v;ith leftist leanings. This was then tentamount to deny
ing the v;orkers the right to organise. The matter was aggravated 
because the same year saw the passage of the Labour-Disputes Act 
which by and large was responsible for the denying the v/orkers the 
right to bargain collectively (Chowdhury, 1977; 22-23). The Employ
ment of Labour (Standing Orders) Act, 1965 provided for the mass 
dismissal of workers of an industry for any attempt at collective 
bargaining.

From the above discussion of labour legislation we can 
draw two inferences. First, the improvement in the industrial 
relations climate during Third Plan Period (1965-70) was a statis
tical artifact due to the denial of the v/orkers of the right for 
collective bargaining, through strikes if necessar-y, and to the 
provision of other measures for grievance settlcracnt vjhich tended 
to weaken trade unions, fondly, the works coriT'ittccs c >uld scar
cely flourish in such antithetical settings. There remain
ed in East Pakistan a large gap between the statutor-y provision of
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progressive measures, if at all, and actual governmental follow- 
up and implementation thereof. The Works Comraittecs were mostly 
jcnfin-d to the mere statutory provisions during the 1950s and 
1960s. Private enterprise was the dominant factor in the indx's- 
trial sector of Bangladesh. Such capitalist elites, Predominantly 
of a non-Bengali type, were naturally reluctant in di/t.st of the 
exercise of all powers of management.

Air Marshal Nur Khan recommended an outline c£ the Labour 
Policy in 1969, under the Second Martial Law imooscd hy •̂ ..noral 
Yahya Khan, which promised every encouragement to the grov/th of 
constant trade union movement through making the l?ab''ur la-vs fnr 
less restrictive than they were at that time. The Govornnent 

^  policy was to permit the free exercise of the righr. of as.oocia-
tions to all workers and encourage and foster the growth of trade 
unions,^

V'Jith the appearance of Bangladesh on the v;orld map on 
the 16th of December, 1971, the Government took the trade- union 
as a matter of fact and recognised that, during the Pakistan 
Regime, trade union activities vjore viewed with disfavour and no 
opportunity was given for the growth of free and democratic atmos
phere. The Government of Bangladesh made public its first Labour 
Policy in 1972, where it was noted that the absence of collective 
bargaining by workers in nationalised industries would not mean 
cessations of trade union activities, '̂ 'he policy discouraged 
grovrth of multiple and mushroom trade union in each industrial 
establishment and encouraged formation of one National Trade Union 
for each industry in the nationalised/taken over industries which 

^ would, it v;as expected, facilitate consultation on issues which
7were of national character at national levels.
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The Government of Bangladesh in 1580 declarc'd its 
SGcond Lobour Policy. This v;as discusoed several tirr'.v'S in the 
National Tripartite Consult-ative Committee. The policy upholds 
the govcrninent's belief in the need for grov/th of hjalthy trade 
unionism and discouragement of the multiplicity oy. trade- unions.
The government further believes in the right of irarl'C_r3 ":o form 
trade unions. The government further intend.-̂  to inain̂ -'̂ '.n the 
existing practice of formation of Executive ComTnittec.s o.̂  trade 
unions at plant level with representatives from ranona ~ho workers. 
The services of the members and other office-bnarcrs of t/.-̂ Sxe- 
cvitive Committee shall not be terminated without ’■-irz'-r aooroval 
of the Government. There will however be no resi.ricti or 3 cv. the 
election of non-v/orkers as members and office be c
Executive Committees of Trade Union Pederations. Tl'j ; jvnent
recognises the right of strike of workers and t^int of lo..‘-:out 
of employers as instruments of collective bargaining. v'; ’.rphold 
the democratic principles the right of strike may be cxv'rcised 
only after securing through secret ballot support of maiority of 
workers of the collt--ctive bargaining agent. ̂

Besides the rights of association and of the "ormation 
of trade unions, the other significant set of laws concern settle
ment of industrial disputes.^ Governments' labour policy for the 
major part of the period upto the World War II was that of a pas
sive regvalator of labour in industry. All legislative and govern
mental intervention was designed essentially to achiev-o two ends:
(a) to ensure labour the minimiom of protective legislation against 
the more flagrant abuses of the industrial environment; and (b) 
to ensure that labour-management frictions did not overtly dis
turb the peace and security of the State. The Trade Disoutes
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Act, , 19 29 which was enacted to provicle for conciliation 
or courts of enquiry for the settlement of disnutos between 
employers and workmen belonged to the second c=itcgorv. This -̂wi-t 
imposed limitations both on employers' right to lodic.rt as vrell 
as employees’ right to strike, A fev: days before the partition 
of India the Industrial Disputes Act of 1947 was enc:ct'jd over 
the bitter ODPOSition of labour representatives in the Central 
Legislative Assembly, The Act continued the restrictive aspects 
of v;artime labour policy. It er'.powered the government to refer 
any disp\ite to adjudication by industrial tribuncls. Strikes 
were forbidden during the pendency of conciliation or arbitration 
proceedings, and during the period when an award was in force. 
Under the Act, conciliation was compulsory in the case of disputes 
in public utility services and optional in the case of other Indus- 
trial establishments. 3tri]ces in the public utility .services 
without fourteen days' notice was prohibited.

The Act was amended in 1956 the object of v^hich '̂Tas • 
to provide a speedy remedy to the aggrd eved employees in cases 
of violation of Section 33 by altering the condition of service 
to a v;orker's pay during the pendency of the dispute in order to
safeguard against the victimisation of workers for raising the

11 12 dispute. The Act was again amended in 1957. The objective
of the amendment v;as to provide safeguards against dislocation 
of industrial production by placing restrictions on the workers' 
right of strike, the employers' right to lockout, to enable the 
conciliation and adjudication of industrial disputes in a peace
ful atmosphere. The Act was repealed in 1959 and Industrial 
Disputes Ordinance, 1959 was promulgated which further forma
lised the position of industrial tribunal by giving it the powers 
of civil court to call for records and to" examine ovi .̂ 'ence. The
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courts v/ere constituted to arbitrate but they were encouraged 
to secure available settlements. The courts suffered from 
absence of any uniform body of decisions, principles or prece
dence. Further, the trade union representatives often failed 
to understand the legal r.:.cuirement of onus of proof. Two 

rab;r:;rs who represented the e.Tiployers and the workers often 
' •■\.£onted pcirtisan views leaving the Cahirman in the lurch.
■i'hc procedures have been subsequently amended but the essential 
. sition remains the same.^^

The 1969 Policy made distinction between conflicts 
•rising out of matters of right (e.g., breach of contract) 
which were to be dealt in the court of lav/ and conflicts ari
sing out of matters of interest which must follow bilateral 
negotiation, conciliation by government agency, voluntary arbi
tration and finally strikes and lockout. Thus the natters of 
jurisdiction of industrial court v/as further delimited.

We shall now turn our eyes to the labour laws dealing 
v'ith labour welfare. In the united Pakistan the central govern- 
. 3nt's activity was confined to amendment or extension or fram- 
:.nc of rules under existing central laws relating to mines, dock
l..b-'ur, omployment of children, industrial disputes, training 
-ri jrnployment, etc. and the province? concentrated on introducing 

expanding legislation relating to maternity benefits, commer
cial establishments, etc. Pakistan adopted the entire factory 
I ':ri3lation which evolved in undivided India from 1881 to 1947 
■■nl promulgated the Employers' Service Records Act, 1952. Seme 
IljO conventions had also been ratified which Bangladesh has also 
.-‘cpted. ^he factory legislations now in force in our country
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apply to alT factories employing ten or more workers ani using
14power-driven machinery.

The GfnploymGnt of children and women has been restricted 
to certain extent. No child below fourteen years of ago is allowed 
to work in a factory and a child having completed fourteen years 
of age is allowed to v/ork if a certificate of fitness is granted 
liim. A child worker can not work for more than five hours in a 
day and between the hours of 7 p.m. and 7 a.m. Female labour is 
forbidden in dangerous industrial process or at night and is also 
restricted to a nine-hour work day. Paid holidays for ten days 
for adults after a year of continuous service and fourteen days 
for children are provided. Large industrial enterprises employ
ing more than 250 persons must make arrangement for canteens 
providing service of specified standard. Health and saf-^ty rules 
are fairly detailed and rather advanced, but many of such pro
visions are discretionary and only a few have boon enforced thus 
far.

The Industrial Employment Standing Orders Act, 1946
provides for certification by government authority of standing
orders concerning detailed conditions of employment (Andr.-us
and Mohammad, 1958) . The East Pakistan Emploment of Labour
(Standing Orders) Act, 1965 v:as passed by the E.P. Assembly on
the 12th August 1965, which repealed and, with certain a'Tiendments,

f
re-enacted the Industrial and Commercial Emplo^Tnent (Standing 
Orders) Ordinance, 1960, The principal aim of the Act was to 
regulate the conditions of Sforvice of workers employed in Shops 
and Commercial and Industrial Establishments,
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Another body of legislation is conccrno>'i v/ith the wor
king conditions in the factories. Bangladesh has apr.roximatGly
1.1 million organised labour force. Each year approximately 
4, 500 vrorkers are injured, imapired or died in C,.jnglado-3h due 
to accidents in course of employment. The money coat of these 
accidents amounts to about Tk. 1,2 million (Tk. 12,00,0CC) of 
which about Tk. 2,50,000 accounts for death, Tk. 8,25,000 for 
partial disablement and Tk* 1,25,000 for total disablement per 
year. Approximately 950 workers suffer permenent disablement 
annually. The total working time lost by these workers through 
on-the-job injuries amounts to approximately 40,000 mandays each 
ycar.^^ The first Factories Act for regulating conditions of 
labourers in factories was passed in 1881 in British India. The 
provisions of this Act were far from satisfactory. The Factories 
iiCt, 19 34 was later enacted to implement the recommendations of 
the Royal Commission on Labour in India. Tne factory legislation^ 
namely, the Factories Act, 1965 is based, to some extent, on the 
linos of the U.K. Factories Act enacting provisions rol-iting to 
occupational safety, health and v/elfare. In fact, in the field 
of enacting labour legislations in Bangladesh, Her Meiesty’s 
Inspectorate of factories in U.K. and the systcn of v'crking there 
have been accepted as model.

Many of the safety provisions of the Factories Act con
cerning safety of building and machinery, fencing of ni.'ji::’iinery, 
work on or near machinories in motion, employTjient of young persons 
and women in dangerous machines, striking gears, c 'lsing of machi
neries, cranes and lifting machineries, protection of oycs, pre
cautionary measures against dangerous fumes, etc. h^d to bo
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oxploined to the managements to bring home to them their statutory 
obligations to implement them and thus offer scife v?orking conditions 
to v/orT:~places with a view to minimizing industriTil accidents, 
improving efficiency and production. In spite of these regulations, 
being more or less implemented, there exist deficiencies relating 
to social aspects of the life of worker in soma factories in Bangla
desh, This refers to a situation more or..less for counselling to 
both the parties involved, c^g,, management and labour.

In order to improve the conditions of workers t’-.Tovern- 
ment. has set up a separate Department of Inspection for F ictories 
and Establishments in 1970 which is responsible for Im'il -ieii:--tion, 
administration and enforcement of 46 labour laws, now i; iorre in 
Bangladesh. Over 9,000 factories have been register...cr this
Department (upto 1977) and a large number of factories i;- irispcictcd 
every year. In the past, during the inspections. Inspecting Offi
cers have detected quite a good number of infringement/violations 
of various labour laws. It is, however, gratifying to note that 
in some of the industries "safety committee'’ have been formed and 
training courses on safety have been undertaken, I’he government 
also is contemplating to enact provision in the Factories f-.ct to 
set up safety committees covering all industrial establis’riments 
vjherein 100 or more workers are engaged with equal representations 
of workers and employers (Hafiz, 1977: 14). The government may 
'Iso take necessary steps to set up a full-time national Safety 
Council' consisting of representatives from v/orkers, manaa:.-.ment 
and the government. '̂ he objective and functions of the- council 
may be as follows:

a) to formulate national policies on safety;

- 120 -

Dhaka University Institutional Repository



b) to support the national programme for promotion
of safety in industries and othor economic activities;

c) to stimulate throijgh educational and motivational 
services the acceptance of safety practices by 
v/orkors, employers and public at large;

d) to create incentive for adopting safe v;orking 
conditions and to avoid unsafe acts and unrafe 
conditions,

4, 2 Workers' Participation in Decision-Makiaa in .̂̂cdodeshi
Industries in Retrospect

4.2.1 Historical and Legislative Development;
In this section of our study we shall try to tr !.ce 

the history of workers' participation in managoftent in Bangladesh 
and the motives present behind the steps taken in this particular 
field. The importance of joint consultation/v;orkor participa
tion in the mechanism of industrial relations v/as gradually felt 
in this part of the world partly due to the influence of ILO 
and partly because of growing conciousness of workers. In 
British India trad- union leaders began movement for the very 
existence of their union from the beginning of the present cen
tury. Upto 1920 they were unsuccessful. Then came a new leader
ship after the entablishment of ILO after the First ''orld War 
in 1919 from which period the movement of the trade union leaders 
was concentrated for the right to recognition which resulted in 
the Trade Union Act of 1926. Then came the movomont for partici
pation in the decision-making bodies and sharing the profit apart 
from the right to information for collective bargaining. Hence 
the idea of participation in management.
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In the pre-partition days during British Colonial Rule 
the Royal Commission on Labour appointed in 1929 vith Vhitley 
as Chairm.'in and with N.M. Joshi (Bombay) and Chamonlal (Lcthorc) 
as members, recommended the establishment of Works CorpmitteG as 
a m3asure to avoid small frictions bctw-en the employers and the 
employees (Ahmad, 1978: 55). The Commission's rjcommen.'tatj.on 
was virtually the firat attempts to introduce the system of joint 
consultation in the industries of India of v/hich B'mgladesh was 
a part. Some establishments made experiments v;ith the vTorks Com
mittees, as envisaged by the Royal Commission on labour, but the 
practice was not universal, '-̂'he result achieved was also not 
satisfactory. The employers began to regard such committees as 
substitutes for trade unions while the trade unions regarded 
them as rival institutions deserving no encourage"nent. In the 
face of hostility and non-cooperation from the public the Royal 
Commission could not delve deep into the problems of work^ars 
and therefore their recommendations were bound to be hazy and 
vague.

In the sub-continent statutory provision for Works 
Committee as a foruin for joint consultation was mc^de in the 
Industrial Disputes Act, 1947. During the Pakistan Period the 
Industrial Disputes Ordinace of 1959 which replaced the Indus
trial Disputes Act of 19 47 made provisions for the form"tion 
of Works Committees, '̂ "he Works Committees to be ost 1 1 "'."hod in . 
the industrial plants by vjorkers and managers, ‘ rr, the 
Ordinance, were described as follows:
1, In the-case of any industrial establishi'i..:r:r ; ±Si

fifty or more workmen are employed or h'lvc hc.n •: -ployed 
on any day in the proceeding twelve months, '-'c -;mcloyer
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nhall constitute in the prescribed manner, Works 
Committee consisting of representatives of omployors 
and v/orkmen engaged in the establishment, so however, 
that the number of representatives of worlcmen in the 
Cororaittee shall not be less than the nuinbor of represen
tatives of the employer,

2. The representatives of the workmen shall be chosen in
the prescribed manner from among the wor>:men engaged in 
th;:- establishment and in consultation vrith their trade 
v'ir.on.

'■he '■'or]<iS Committee shall promote measures for securing 
■n; preserving amity and good relations betvreen the 
■•• 'jlcyer and the worl;men and to that end, comment upon 
•r-.b':_rp of their corniTion interest or concern and endea- 

lli"' 'to compromise any material difference of opinion 
in u-espoct of such matters (Shafi, 1962: 266-267).

rh Industrial Disputes (Central). Rules, 1960 specified 
functions of the Works CJommittees. These functions related 

the following:
a) allocation of festival holidays;
b) fixation of festival hours within limits prescribed 

by the relevant laws;
c) regulation of rest intervals within the limits 

prescribed by the relevant laws;
d) grant from the five-fund or compassionate funds in 

such concerns where v;elfare fund committees do not 
exist;
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:■;) adoption of measures for safety end mocins of 
prevention of accidents;

f) adoption of measures for general welfare of employe^3 
such as sanitation of work room, first aid and medical 
treatment, recreation, entertainment etc. in such 
conccrns where separate committees for such purpose
do not exist, and

g) consideration of the grievances arising out of the 
punishment awarded upon the employee (includirig the 
industrial grievances)(Shafi, 1962227-228).

Since the Industrial Disputes Act of 19 47 all the laws 
on Industrial Relations enactcd in this country had provisions 
for Works '^ommittee/Councll for promoting measures for socTiring 
and preserving amity and good relations between the employers 
'ii-id the workers and to resolve material differences, if any.
At the unit level.

It is worthwhile to note that the Industria'l Disputes 
Ordinance, 1959 made it mandatory for firms hiring mere than 
fifty persons to constitute VJorks Committees and the Industrial 
Disputes (Central) Rules, i960 limited the number of members of 
this Co'Timittee to not more than twenty (Raza, 1963; 154). 
Sinployees and employers were supposed to have equal representa
tion with the idea that management would have a forum to exchange 
views. Lack of adequate data forbids us from ascertaining the 
number of such Committees established in productive enterprises 
in actuality. We arc also not in a position to evaluate their 
porformn.nce for lack of evidence. One author noted that the 
vTorka committees had not proved very successful in cases where
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they v/erc formed. According to him the laws proviĉ 'jrJi .i frame
work for such committees but couldnot provide- the propor no.rm 
of social behaviour which were vital for the succoss of these 
coniTiittees (Ahmad# 1979: 51-52). Another authority al.oo pointed 
out that the works committees have not proved very successfiil, 

goes on saying; "The Law can only provide a -Fr^^mework for 
social behaviour, it cannot infuse the spirit of cooperation 
nccessary for successful solution of the problu..- th?t must 
spring from a desire to cooperate. People may be compelled by 
law to go through the motions/ but may lack the spirit to carry 
out the provisions, and such proved to be the case with the Works 
Committee" (Raza, 1963: 154),

In areas where such Committees v;ere formed they were 
formed ritually and mechanically but the spirit behind the lâ vs 
v;ore not translated into reality to deliver the goor's for which 
the committees were intended. It is probable that the socio
political milieu of our country as it was related '■■.'ith the spe
cific material aspirations of different groups of people did 
not actually correspond to the same wavelength v;ith th.. goals 
implicit behind the legisliitions enacted to croato the Works 
Committees (Ahmad, 1979: 52). In mid late sixties little or 
no new development took place in the field of worker participa- 
tion. The most important development of the period v/as the 
accommodative labour policy by the Martial Law Authority which 
succeeded the reign of President Ayub Khan in 1969. This poli
cy, however, had very little or almost nothing to offer in the 
field of participative management.
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V  Beginning from 1962 upto 1969 several movements took
place against the than fonn of Pakistani rule undar Prosi;7ent 
■lyub IChan who v/as dislodgciiJ in 1969 in the f?.ce of unprccoden- 
-c.i mass upsurge largely participated by the workers with the 
':rar^itionally militant students who spearheaded the dcmonstra- 
cir;:';£ against Ayub, Under the tutelage of Shcrikh Mujibur Rahman 
r.hc Avami League Manifosto, on the eve of 1970 general olecticn, 
'•;as fr'inicd in mid-1970. Of significance is that it was also 
sui ■: that the workers shall participate in the equity capital 
:s well as in the management of the enterprise. This also appli
ed to industries not directly nationalised. Hero was thus at
1 ;sst a commitment on the part of Av;ami League (which ruled 
"'’.ngladesh for four years after liberation) binding it to work 
j'or workers' participation. T]̂ e exact form, proc(2dure and impli- 
.--tlors of *v>:orkers' participation, however, was not vrorkod out 
T =̂ ctail. The above discussion tempts us to conclude that the 

"'■rk.s Committees/Councils were mostly confined to mere statutory 
•r'rovi:?-ions during the 1950s and l960s. Private enterprise was 
fne dominant factor in the industrial sector of Bangladesh, Such 
capitalist elites (mostly non-Bengali) naturally opposed to part 
with the powers of management. Thus WPM could not grow in Bangla. 
desh territsry,

VJorker's Participation ^fter Nationalisation;

Years of neglect to economic and social development 
plunged the country into chaotic poverty and indiscipline. Exp
losive demographic pressure coupled v/ith unemployincnt 'md under- 

^ employment in their ugly form accumulated an utter sense of
despair, VJhcn the country was liberated on th<̂  16th of December,
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1971, the nation was loft with the blfick legacy of tl)c conse- 
quencGs of past exploitation and the barbarous niarl: -;f atroci
ties in the history of mankind. National priority v/as naturally 
given to a planned programme to combat all economic “rid social 
evils. The immediate area v;as identified to be the industrial 
sector where the depression has been let loose to a form of 
physical manifestation.

In view of the socialist ideology of the society, as 
embodied in the constitution of B a n g l a d e s h , t h e  political 
thinking naturally apt to loan towards measures for establish
ing industrial and economic democracy. The ider>, about workers' 
participation was therefore activated and seems to h^vo got 
formal consideration from the government scon after lib-^ration. 
The then Prime Minister made a statement on the 9th Fcbx'unry, 
1972 which read as under:

■'I assure our workers that basic goal of tb;.: socilaist 
economy, which we arc committed to esta?olish, v;ill be 
securing the just rights of workers and assuring their 
welfare, A plan is being prepared v?hereby measures 
of nationalisation would be combined v/ith new arrange
ments to ensure vrorkers' participation in managomcnt of 
industries" (Ahmad, 1979: 54).

In fact, the Planning Commission set up a "Study 
Circle" to prepare a report on "Workers' Participation in the 
Management" with Mr. Kamruddin Ahmad as the Co.hirman (on 19th 
February, 1972). After about three months' weekly meetings 
the report was submitted to the Planning Commission. '̂ he rele
vant points of the report were as follows (Ahmad, 1978: 108-10):
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1. Industrial peace is essential for economic pronross 
and prosperity of the coantry,

2. Differences between labour and management are innercnt Ia  
work situation. There should bo settlement of such 
difference between the labour and managnmont through 
peaceful and constitutional mo^ans such as jojnt con
sultation, mediation, conciliation, voluntary arbitra
tion and adjudication.

3. There should be national Wage Board consisting of
representatives of Government, workers and employers 
vifhich would after hearing all the concerned parties 
give an award for at least two years for the whole 
industry on the basis of the capacity to r̂ ay and 
essential needs of v;orkers,

4. In nationalised sector a Management Board should be
set up in which workers should participate in decision 
making:
a) This should be the pattern in Management Board in

which General Manager and Senior Manager v7ill preside
and if the experiment succeeds then the above princi
ple might be extended to the Board of Directors or
for other policy-making bodies like Corporations,

b) This is necessary in view of the fact that it could 
not be extended to the policy-making until there are 
sufficient experienced workers and Directors who 
could take the responsibility in policy matters in 
nationalized sector. But this would not be extended 
to the joint venture between the government and the 
foreign investors.
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^  c) Principle of equal representation is not acceptable,
therefore it would be solved if the government nomi
nates someone in the Board ivoid sta4 jraeites.

d) Employers are of the viev/ that no outsider should be 
allowed to be on the Kanagement Board and if the trade 
union nominates rather than elects their members they 
must be workers of the factory. The v/orkers insist on 
their right to nominate anyone they would like. The 
employers were unbending on this point, then problem 
may be solved by having Management Board at the plant 
level where outsider should have no entry but there 
might be a national council where the recognized feder- 
ations might be represented by outsiders in the policy 
matters and may discuss with the Cahirman of the Corp
oration assisted by the Directors.

e) It should be a national effort for the workers backed 
by government to have not more than three national fed
erations and the union at the plant level have to affi
liate itself in one of those national federations- This 
is also necessary for setting up of a natioi îal
Board which should be presided over by a retired High 
Court Judge or a judge who had been holdin;, Jc.e posi
tion of a District Judge or Additional j^istrir:t v^udge 
for more than five years.

f) It may be clearly understood that the c c l l e c b a r g a i n 
ing agents would be entitled to bargain o--> all matters 
except which concern financial commitments like v'ages, 
dearness allowance, medical allov/ance, house rent 
allov;ance, etc.
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It is important to note here that the Kamriidcin Commi
ttee had long deliberations including discussions with the 
leaders of the various trade unions and top management personnel. 
There was a strong view from some labour leaders of Sramik 
League (one of the national level trade union - a sister organi
sation of the country's ruling political party, Awami League) 
that worker's should be o\'mers or should dominate the management 
■ocards. They had a very exclusive view on consultation and 
felt that only they should be consulted. "̂’or this reason they 
declined any attempt to meet collectively with other union lead
ers to work out a consensus on the rule of labour. The recommen
dations of the Xamruddin Committee Report dearly reflv?cted the 
contradictions of policy-making in a bourgeois state and could 
not clearly distinguish between the political question of workers ^ 
as a dominant class force in the state sector and the operational 
problem of inducting workers into positions of management in the 
nationalised enterprises. The main future of the Committee's 
recommendations was to give the workers' elected representatives 
a place on the management board of the enterprises and in shop- 
floor worker-management councils. It is of interest to note 
that the Committee's attempt to elicit labour views were deemed 
inadequate and it was also felt that for an effective policy on 
labour participation to emerge it was important that major labour 
unions/factions support the policy. The failure to secure a con
sensus would frustrate the policy. To achieve this goals dialo
gue was initiated by the Prime Minister in April 197 2, Hovjever, 
a session held to this end ended, in utter chaos and bitterness 
as rival union leaders with affiliations to different political
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parties questioned the right of other participants present.
This failure to develop a dialogue with the vjorkers and elicit
a consensus from them led the government to unilatarally set
r:d:)Out making policy for the workers. Thus, on I-iay 30, 1972
the NID submitted a policy paper to the Cabinet on v;orl<:Grs'
participation and incentive systems, which v/as bas:jd on the

17recommendations of the Kamruddin Committee.

Composition and Functions of Hanacrement Board:
The Management Board as proposed by the Kararudcin Committee 

as well as by the labour policy of 197 2 was to he constituted 
as under:

I. Corporation Representatives;
(a) a nominee/appointee - 1
(b) chief executive of the

enterprise. - _1__ 2

II. Financial Institution Nominee 1

III. Workers' Representatives. 2

- 131 -

The Corporation was to appoint or nominate a member who 
should either be a Director or a Senior Officer of the Corpora
tion or a S'^nior government officer or an outsider having out
standing background in the field. The Chief Executive of the 
enterprise, who is a wholetime employee of the Corporation, would 
by virtue of his position be a member representing the Corpora
tion. The financial institution allowing the credit accommodation 
for the capital investment or working capital would nominate one
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of their senior officers in the management board to se-’ the 
interests of the institution. The workers' repren ;:c-..tiv'3, 
who must be in the services of the enterprise and had put in 
at least three years of continuous service, should be elected 
by the workers by way of secret ballot. The electcd represen
tatives would sit on the Board for a period of two years. The 
corporation would select one of its two' nominees to be--the 
Chairman of the Board which was proposed to meet at least once 
in two months, to transact the day-to-day business in th-̂  conduct 
of the enterprise. Decisions in the management board should be 
carried out by a siraple majority and in case of □ tie on any 
issue the Chairman might have the right of a ce£;t:'.;̂.c vote.

The functions of the management board v;ould in principle 
remain to be those perfonrted by the erstwhile bo^rd of directors 
but in view of the complete change in the adndnistrative system 
of the government and since the enterprise is a wholly owned 
property of the state major policy and financial decisions v;ould 
be dealt v/ith at levels above the management board. Certain top 
policy decisions having national and sectoral importance were 
taken by the Cabinet. Administrative and financial decisions of 
slightly lessor importance and of technical nature are taken by 
or on the advice of a cabinet sub-committee. At the level of 
the Ministry, all policy and administrative decisions reflating 
to the operation and control of the enterprises and administration 
of the sector corporations are taken. To restate the position, 
it v.'ould appear that all policy, administrative and financial 
decisions, would be taken at any one of the upper tiers of the
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I'iur-^rchy* ^Jhat would remain for the management board was 
-ssantially the operational assignment pursuant to policy, 
rvilos, regulations, budget, etc. communicated to the enterprises 
trOQ time to time. /,-i -•* '/oyyrif- shows the decision-
uiaking hierarchy as stated above.

The decision to establish management board in r,he enter
prises was, however, not ultimately materialised f’.tlly due to 
shortage of qualified and experienced professional managers and 
lack of education and managerial knowledge of the -workers in the 
industrial sector.

In addition to the management board, the Labo'ir Policy 
of 197 2 proposed formation a "workers' management council" at 
each individual plant with euqal number of represer-tatives of 
management and workers to deal with the day-to-day prcbloms and 
also disciplinary cases relating to the workers. The representa
tives of workers were to be directly elected by and from the 
workers. But these provisions could not be acted upon as the 
labour wing of the ruling party decided to disassociate from 
deliberations, on the plea that other trade unions' participation 
be restricted. Thus a great possibility of introducing partici
pation of labour in management was frustrated.

In order to get expert advice on hov? the concept of 
v/orkers* participation in management could be introduced in 
this country the government sought ILO's assistance and accord
ingly an ILO Mission known as SIDA Mission under the leadership 
of Mr. Joan de Givry, Chief of Social Institutions Development 
Department of ILO visited Bangladesh in the middle of 1973.
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Figure - 4.1
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The ILO Mission submitted its report to the government in due 
time, iurthomore, a tripartite delegation consisting of re- 
present-itives of trade union, management and govorriment under 
the leadership of the Secretary, Ministry of Labour, visiteu 
i^ederal Republic of Germany, in 1974 to make an on-the-spot 
study of the system of workers' participation in th't country,
A very senior officer of the Ministry of Labour has Tiiore than 
once undertaken extensive study tours to a nuiTiber of jJuropean 
countries to study the system. A series of semin'irp including 
a study tour were organised jointly by ILO and NOI-IAT/ in the same 
conncetion. But these discussions failed to drav/ any conclu
sions of general character.

^  In December 1975 the Industrial Relations Ordinance,
1969 was amended where it was shown that every enterjrise should 
constitute a Consultative Committee which should co'isist of 
equal number of representatives of workers and ei.'i>loyers to 
examine workers' grievances and suggest measures for redressing 
such grievances. It is of relevance here to note that the Ordi
nance of 1969 renamed the Works Committee as the Works Council 
which hod to perform the functions of the Works Committee. This 
Ordinance also made provisions for the establishment of a Joint 
Consultation Committee in the Industrial enterprises for produc
tion, housing, safety, recreation, etc.

The concept of the workers' participation onco again 
caught attention of the Government in 1977 when President Ziaur 
Rahman while announcing the 19-point Programme over radio and 
television on 1st May, said that the issue of v;orkers' partici
pation in the management boards of enterprises under the
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r-^oraticns and in different floor irtanagcments was unier the 
active consideration of the government. The Industrial Relations 
Riilos, 1977 detailed out the constitution of VJorks Council in 
the industrial enterprises. Accf ding to the Rules, the number 
of niembcrs constituting the works council shall not be less than 
10 and not more than 20 and shall be so fixed by the' employer 
in consultation with the collective bargaining agent as to afford 
representation to the various categories, groups and classes of 
workmen engaged in, and to the section, shops cr departiiiv. nts of 
the establishment. The President shall be nominated by the emp
loyer from amongst the employer's representativjs on -ha council. 
The workers' representatives shall elect the VP an.3 or.'-. Jfint 
Secretary from amongst themselves. The term of ofI:\cc O''! the 
Works Council shall bo two years from the date of i f  constitution 
and the VJorks Council may meet as often as nec;2ssarv but not less 
than once a month.

The Industrial Relations (Amendment) Act, 1980 further 
provides for the formation of "Participation Committee", instead 
of VJorks Councils as was provided for in the Industrial P.elations 
Ordinance, 1969, in any establishment in which 50 or more wC'rVjmen 
are employed, consisting of representatives of the employer and 
the workmen so however that the representatives of the workmen 
is not less than the number of the representatives of the employer 
in the Participation Committee. The Committee shall meet at least 
oncc in every two months to discuss and exchange vievis and rccom» 
mend measures for performance of the functions of the Committee. 
The Act provides for the submission of the proccodings of every 
meeting of the Participation Committee to the Director of Labour 
and the Conciliator within seven days of the date of the meeting.
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The functions of the Participation Comraittee are to 
inculcate and develop a sense of belonging and workers' commit- 
m.'nt and in particular:

a) to endeavour to promote mutual trust, understanding and 
cooperation between the employer and the worfcnon;

b) to ensure application of labour laws?
c) to foster a sense of discipline and to improve and 

maintain safety, occupational health and ’-/orking condi
tion;

d) to encourage vocational training, workers' education 
and family welfare training;

e) to adopt measures for improvement of welfare services 
for the workers and their families;

f) to fulfil production target, reduce production cost
n 1and v/astes and raise quality of products.

The Labour Policy of 1980 also upholds the philosophy
0.1: v/orkers' participation in the enterprises, ^̂'he Policy states 
that the government will encourage effective participation of 
the workers (to be nominated at various levels by the collective 
bargaining agents) in such matters as (a) application of labour 
laws; (b) improvement of v/orking environment and safety, (c) 
adoption of welfare programmes for the workers, (d) fulfilment 
of production target, (e) reduction of production cost and 
wastage, and (f) education and training of v/orkers.
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4.2.2 Statutory Basis for Introducing Workers'
Participation in Bangladesh

A relevant question ’\rhicln may often :'.3>red is 
v/hcther wor''cors' particip^^ition should be introduced b- wr-y of le 
logislation or by agroeniont betwc-o-'n the parties. \-̂h-.Lth:-r a 
covintry opts for legislation or agreement as ?. to bring
about workers' participation is, of course, a choice wl̂ ich will
hc.ve to be made in accordance with the practice and traditions

22 2 3of the coun-cry concerned. There are many countrios ' in which
by tradition, the law plays a central role in indu;'trial relations, 
This is not always explainable by rational reasons. In a general 
v;ay the need to choose between collective bargaining and legis
lation as possible instruments for ir^troducing v/orkers' partici
pation needs two qualifications: Firstly, the ĉ 'icice between the 
-z\:o methods will be largely determined by the types of workers' 
Participation arrangements one has in mind. As regards machinery 
’ivith primarily consultative and advisory functions, it is easy 
to conceive of establishing v;orks councils or simil-r bodies on 
a voluntary agreed basis. Hov/ever, it would hardly bo concei- 
val'le to introduce workers’ representation on tncnaoc/.ient boards 
or supervisory boerds without having recourse to lav,’. Secondly, 
the possibility of leaving the introduction of worrcr.'' partici
pation schemes to the initiative and agref.ment oi' r-'. ’ 'rties 
presupposes the existence of organisations of j'. ' nd
workers of approximately equal strength and a lorx-̂  icion
in the habit of collective dealings. Clearly, th- ; co; ditions 
are not met in many of the developing countries lij'-j Bangladesh.
In the developing countries the government plays the strongest
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>■ Gst<!'blish socialist economic system has been dropped after 
fie co;p of August 15, 1975. Of even greater interest is that 
oven when the establishment of a socialist economic system was 
a constitutionally declared principle of the state policy, noth
ing of a specific nature v/as in the constitution, v/hich could . 
have direct implications for workers' participation in the mana
gement of the enterprises where they wor'k. Beyond the constitu
tional provisions in the field of laws and ordinanccr. vJhich deter
mine the institutional framework for labour-manage-.i;.-nt relation 
the picture is even at present equally discouragi 'ig.  ̂brrief but 
systematic presentation of the relevant laws and o_‘d-n ,:r. ros in 
the field is made below which justify the observ.::ti •:.u

The Industrial Relations Ordinance, 1969 (atuor.c.3d in 
1975,)Jand again in 195’.':’) is one of the main statutes governing 
labour management relations in Bangladesh. It is equally appli
cable to both the public and private sector establishments and 
industries (with a few exceptions). The whole procedural frame
work as envisaged in the Industrial Relations Ordinance reflects 
a traditional approach towards labour disputes, and <:onsists of 
nothing of relevance to workers' participation in management.
The Smplo^nment of Labour (Standing Orders) Act, 1965, The Fac
tories Act, 1965, the Shops and Establishments Act, 1965, the 
Minimum Wages Ordinance, 1962, The Payment of VJages Act, 1936 
and the Maternity Benefits (Tea Estates) Act, 1950 all deal with 
conditions of work and terms of employment practices. Again, 
wages are fixed in the private sector through Minimum Adages 
Board established under the Minimum Wages Ordinance, 1961 as 
well as through collective bargaining under provisions of the
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IRO. In the public sector, however/ wages have fixed
through the machineries of the National Pay Commicislon and the 
Industrial VJorkers' Wages Commission (IVMC) . The S'-ate Owned 
Manufacturing Industries Workers i^xerms and Conditions of 
Service) Act, 197 4 gives effect to the recommendations of IWWC 
so far accepted by the Government, According to this Act the 
government will determine the wages, bonus, medical allovjanc^, 
house rent allowance, conveyance allowance, and leave which 
will be payable or admissible to any worker employed in any 
state-ovmcd manufacturing industry.

Needless to say, in both private ana public srctor those
vital things are related with the actual working of the enter- 

t
prises and the ultimate welfare of the workers are outside the 
joint control of a worked-out labour-management decision-rr.aking 
entity within a developed system where participatory rriin-igement 
involving the workers is practised. Actually tlio pitu'tion is 
such that while the workers in private enterprises legally retain 
some of their collective bargaining rights in such fields as 
wages, bonus, leave etc., the collective bargaining in the public 
enterprises is recognised to a very limited extent. Legal basis 
for workers' participation in taking decision on thase matters 
does not naturally exist. As is evident from a discussion of 
the labour laws now in force in Bangladesh, the legal framework 
as enunicated by the labour laws provides for a limited opportu
nity for the labour to participate in management.
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^  ILO Conventions and Workers' Participation
The ILO Conventions which have b'Sen ratiefied by 

Bangladesh may be considered to be of relevanco to workers' 
participation. The Conventions ra\--Lfied having relevance to 
participation are;

- No, 87 (Freedom of Association)
28- No. 98 (Collective Bargaining)

But there are certain other Conventions v/hich are very inuch 
relevant to vjorkers' participation but not ratified by Bangl.-:̂ dcsh

- No. 135 (Workers' Representatives)
- No. 144 (Tripartite Consultation)
- No. 151 (Labour Relations Public Policy)

—^ Ratification of these conventions are important if t’xO 3 T/ornment 
sincerely vxants,participative management in industry.

' But the responsibility of employers and v/ork.-rs' orga
nisations does not end with ratification, which is but only the 
beginning of a progressive policy. The organisations should 
see to it that the spirit of the conventions is observed by all 
sides (Wehmhoerner, 1979: 12).

4,3 An Experiment in the Cotton Textile Industry 

Background;
At the behest of the Ministries of Labour and Industries 

the sector corporations went ahead in the end of 1976 towards 
the formation of certain participative forums. But virtually 
Oily one Corporation could, in the long-run, introduce the parti
cipative schemes in the enterprises under its control - this was 

■ the Bangladesh Textile Mills Corporation. The most important
body in this regard was the Vigilance Committee (VC) at the
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'f
enterprise level. The objectives of the VC wore: (a) to c.nGure ■ 
proper utilisation of existing resources, (b) to take effective 
measures against all types of indiscipline in tho mills and (c) 
to m^iintain unhampered production the enterprises.

In the later half of 1976 Bangladesh Ti-.-xtile Kills
Corporation (BTMC) issued, for the first time, a circular to

mills under its control where the authorities v?ere instructed
-o form some kinds of committees for encouraging v/orkors ‘ parti
. . . 29cip.->tion in management. The circular was issued in thi":; name of

tho Director (Personnel) which ran as follows:

"Sub; Labour Management Relations;
It is being observed that gap in understanding between 

the trade unions and the respective managements of mills is gra
dually widening to the detriment of overall cordial relationship 
between the two most important factors of production namely the 
management and the workers. Apart from the fact that intor- 
union and intra-union rivalry is much more responsible for drif
ting away the 'vvorkers from their role in and responsibility to
wards the increase in production as co-partners in the enterprise 
ir the interest of both the parties. It is also true that there 
is lack of initiative from the side of the management to attract 
top trade unions or for that matter the v/orksrs tov/ards their role 
■̂.3 a factor of production and in winning their goodwill and con
fidence while appreciating the difficulties and limitation of the 
Managers in meeting with the material demands cf the v;orkers which 
?;re confined within the limits of the awards of the Industrial 
Viorkers Wages Commission and also the decision of the government 
decisions are not properly explained to the workers and their
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'f trade unions thereby creating a sort of comrn\inic?.tion g-̂ .p between 
the parties. This in its tum- gives rise to mis7 ivir.".s and mis
understandings in the minds of workers who fe>2l that they are 
being ignored and neglected.

In view of the above it has been decided by the corpora
tion to drav7 the attention of the Chief Executives of the Mills 
.'ind to urge upon them to take special care for creation of harm
onious and cordial relationship by maintaining constant touch 
with the v/orkers through their authorised agents^ i.e., unions. 
Though for the purpose of negotiations in respoct of demand of 
workers the Executive Heads will deal only with the Collective 
Bargaining Agent, the rationale of the government/corporation

—t orders and decisions should be explained to the officr-bearers 
of all the registered unions and to individual v/orkers whenever 
possible. It is also enjoined thrt even when there is no appa
rent dispute the heads of mills should make it a point to sit 
v/ith the representatives of workers once or twice in a month on 
previously fixed dates and discuss any matter that may be consi
dered to be of common interest. All opportunities should be 
afforded to the representatives of workers to ventilate the 
grievances/viow-points of the workers in respect of any matters, 
Proceedings of such regular sittings together v/ith comments of 
the heads of mills should be sent to the General Manager (Emp
loyee Relations) with copy to Director (Personnel) and Chairman 
of the Corporation.

The above instructions should be meticulously followed.

Director (Personnel)"
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T  '-̂hc Deputy Secretary of BTMC sent an express telegram on
3Cth Docetrtoer, 1976 to all the heads of the 1411 Is/Projects 

its control directing them to constitute '’VIGILANCE 
COf'^'ITTEE" Cvc) for the respective units by the 31st December,
1 '7G, Guidelines for the constitution of the Corrjnitcee were a 
.ilso given in the telegram. According to the guidelines the 
Chief of the Hills would be the convener of the VC and one 
senior most officer each from 'Aministration', 'Technical', 
'Accounts' and two representatives from the v/orkcrs would act 
as members. “̂he purpose of the Committee was, as expl.iined in 
the telegram, to (a) ensure proper utilisation of existing 
resources, (b) take effective measures against all types of 
indiscipline in the mills and (c) maintain unhampf^red production.

The Mills did not actually pay any heed to the directions 
of the Corporation except a very fov; ones. The mills did not 
foriTi any Committee, or if formed, did not send con'iplience reports 
to the Corporation. The Manager of Employee Relations of the

then issued another circular to be distributed to the heads 
o:.f the mills where the latter/directed to follo’.' the instructions 
s-ioticulously and submit monthly reports/proceedings of the meet- 
ir.-̂ s of the VC together with their comments. The heads of the 
mills were also threaten^ed in the circular that if they failed 
to follow the above instructions their names would be brought to 
the notice of the higher authorities.

Still then the results of the circular were not encoura
ging. BTMC issued another throe circulars to tlie ndlls on Jan
uary 22, February 12 and 15, 1977. By this time about 26 inills 
complied with the directions of the corporation and sent their
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monthly reports of the meetings/ held in the month of February,
1977, These mills were regularly sending their monthly reports. 
The defaulting mills v;ere again directed to form the Vigilance 
CoiTfimittec in a circular issued on Jane ICy 1977, after v/hich 
the Corporation did not issue any circular in this rogard.
After taking over charge of the Ministry of Textiles as an 
Advisor to the President of the Peoples' Republic of Bangladesh 
with the rank of a Cabinet Minister by Professor i'̂ .û affer Ahmad,

-:onfc-ronce of the Chief Executives of the Textile Mills and 
-ho Senior Executives of the Corporation was called to deliberate 
on all aspects of the management problems and here Professor 
Ahmad tried to define the approach of participative man'igement.
Ho askod the Bangladesh Textile Mills 'Corporation to introduce 
v/orkers' p=5.rticipation in management. Prof. Ahrnad (1977) obser
ved in his study that, of the 49 units only in 5 units some ■
attempts were made to form shop floor committees, while in all 
others especially in fifteen of the units there were factory 
level committees (these were named as Vigilance CoTnmittees) .
The committees, however, ceased functioning from the end of
1978, particularly after the Minister concerned left the Ministry 
of Textiles,

Bvaluation of the Experiment
With a view to making an evaluation of the functioning

o; the VC the author of the present study (see Mannan, 1979b)
an attempt to conduct a case study in a leading cotton

textile mill under BlViC, located in Dacca. Belowccftfe produced
32l:nci main findings of the study:
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Vigilance Committee v/as introduced in tha textile mills 
in the public sector under cidministrative orders of BTMC. The 
size of the committee did not depend upon the nnture of the 
undertaking or the volume of employment - it was determined by 
the Corporation. VC consisted of seven members, 4 from manage- 
■.T!r.:-nu and 3 from the employees. This size in the mill under study 
secsas to be small in relation to the number of vrorkers. Equ£- 
tity in representation was not maintained. The Chi:;'f Executive, 
Administrative Manager, Production Manager and the Cb.ief Accoun
tant represents?, management. The representativs of the workers 
ware nominated by the Collective Bargaining Agent - tvo represen
tatives from the workers' union and one from the st-’ff union.
The chief executive of the mill was permanently the Chairman of the 

"S' the Vigilance Committee. C p case study revealed thrt monthly
meetings were held regularly for the first few months and there
after the committee met four times a month but submitted a com
posite monthly reports to the Corporations. The average attend
ance at the meetings was 82.5%. The average attendance of mana
gement was smaller than that of the workers. The meetings were 
held in between the first and second shifts to keep the normal 
duties of the representatives undisturbed.

The average frequency of the activity per meeting was 
r:.S2 excluding repetitions and 4.0 including the repetitions. 
Considering the difficulties involved in the preliminary stages 
the performance did not seem to be discouraging. The committee 
had to face problems relating to production, personnel policy, 
safety, welfare, grievances and complaints. Data showed that 
the mill was not credited with improved methods of production 

^ or provision of sufficient welfare facilities nor it vjas endo
wed with good personnel management.
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Workers' representatives raised 55.55 per of the

total issues, while the management representatives r^iiscd 29,7 
par cent. The committee did not show a coopontive spirit re
garding the problems raised and discussed in its nc-̂ triing.

The Committee had actually nothing to dc v/ith reduction 
of absenteeism r prevention of accidents. In the absence of 
definite and reliable quantitative analyses, thj assessment of 
the committee's impact on industrial relations - indicated by 
the number of matters mutually settled - could '.it best be a 
guoss-work. A good relation existed between labour and manage- 
rrj.̂nt as a whole.

Although the committee met quite regularly ir.ept proceed
ings of the meetings and discussed operational problems as well 
as grievances, the nature of the meetings was g.jnir?;lly consul
tative in nature. The union officials were not c'enGrally happy 
as they thought that management still dominated and th"t they 
rarely found a solution of their liking.

FOCTNOTES

^Thc existing labour l̂ v/s mainly apply to workers employed 
in (a) factories where manufacturing process is carried on 
employing workers using mechanical power, (b) Hines, (c) Rail
ways, (d) Shops and Establishments, both commercial and indus
trial, (e) Inland Steamers, (f) Sea-going vessels, (g) Docks 
and ports, and (h) Plantation workers.

'}'Labour Policy, 1955, This Policy statement was never imple
mented mainly because it was never accepted by the many different 
governmental departments which were directly or indirectly invol
ved. The leftist trade union leaders, however, maintained that 
it V7as announced to bluff the v/orkers and the Muslim League Govt, 
had never intended to do anything for workers except saying sweet 
words, as that organisation was wholly dependent on the indus
trialists for its survival,

^See for details, K. Ahmad C1978), pp. 66-67.
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"^Lebour Policy^ 1959,

riL- :::ast Pakistan Trade Union (RGCognition) Ordinance-, 
r'.’.---jjiulgatcd on the 27th of January 1958, was applicable 
only in East Pakistan (now Bangladesh) and provided for 
the recognition of registered trade union. This Ordinance 
was in addition to and not in der.. Ration of thc.̂ provisions 
of tho Trade Union Act, 1926.

^Vide Labour Policy, 1969.

^Vide Labour Policy, 197 2.

^VidG Labour Policy, 1980.
gIndustrial dispute (or labour dispute) means any diimpute or 
difference between employers and employers or between employers 
and workers, or between workers end workers v/hicn is connected 
with the employment or non-employment or the terns c'z employ
ment or with the conditions of work of any person.

^^For complete text of the Industrial Disputes Act, 1947, see
Mathrubutham and Srinivasan, Indian Factori’-js and Labour Manual. 
Madras, 1952, pp. 647-82.

^^The Industrial Dispute (Amendment) Act, 1956 was promulgated 
after the exit of Dr. A.M. Malik as the Labour 'linistor. The 
most important feature of this Act was the incorporation of 
S'.'ction 33-A. This Section provided that where an employer 
contravened the provisions of Section 33, the employee aggrie
ved by such contraventior may make a complaint in v7riting to 
the Board or Tribunal as the case may be which shall adjudicate 
upon the complaint.

main provisions of the Industrial Disputes (Am:,ndtnent) Act, 
1957 was the substitution of Sub-Section I of Section 20 of the 
Act dealing with commencement of conciliation proceedings.

ITThe Industrial Disputes Ordinance, 1959 was amended twice in
1961 and 1962, Under the Constitution of 1952, labour became 
by and large a provincial subject and consequently a new Act, 
namely. East Pakistan Labour Disputes Act, 1965, came into being 
In 1969 the Industrial Relations Ordinance was promulgated repeal
ing the East Pakistan Trade Unions Act, 1965, East Pakistan Lab
our Disputf.-t Act 1965, West Pakistan Industrial Disputes Ordina
nce, 1963 and West Pakistan Trade Unions Ordinance, 1968. This 
Ordinance was made to amend and consolidate the law relating to 
the formation of trade unions. The regulation of relations 
between employers and workmen and the avoidance and settlement 
of any differences or disputes arising between them. The 1969 
Ordinance vjas further amended in 1975, 1977 and 1980 by the 
Government of Bangladesh.
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^^Section 2(f) of the ^.^ngladGsh Factories Act, 1955,

statistics in this section have besn taken from S.M.A. 
Hafiz, "Labour Laws relating to working conditions", Bgngla- 
desh Labour Journal, Dacca, 1977: 10-14.

^^According to the Constitution, socialist economic system 
shall be established with a view to ensuring the attainment 
of a just and egalitarian socicty, free from or.iplcitation 
■:-f man by man^ Vide Article 10, part II,

1 7Sec, for reference. Government of Bangladesh (Ministry of 
Industry), Participation in Management (mimeo), NID, 1972.

^^Abul Hasnath (Additional director of Labour), "Joint Consul
tation and Workers' Participation in the Management", Bangla
desh Labour Journal, 1977, p, 16,

1 Cl■■'Vide the Bangladesh Labour Journal, Department of Labour, 
Government of the Peoples' Republic of Bangladesh, Vol. 4,
1977, p. 3.

9QGovernment of the Peoples' Republic of Bangladesh (Ministry 
of Health, Population Control, Labour and Social Welfare), 
Industrial Relations Rules, 1977, p. 8-10.

^^Vide Act No. XXIX of 1980, published in the Bangladesh Gazette, 
Extra-ordinary, 26th July, 1980.

22 In the Scandinavian countries with their very long tradition 
of basic agreements between central employers' and workers' 
organisationcjy ihG traditional approach is collective bargain
ing. Agreements have been characteristic features of Scandi
navian industrial relations long before the idea of workers 
participation became a topical issue. Some other countries 
like USA, UK, Canada, etc. are also reluctant to legislate on 

v;orkers' participation in the form of works councils and they 
prefer to leave this matter to voluntary agreements.

2 3Such as, FRG, Austria, Belgium, France, The Netherl?nds, etc.
24The Constitution of Bangladesh: Article 14, Part
25Prea> tie. to the Constitution of Bangladesh,

^*^The Constitution of Bangladesh; Article 10, Par':. I".

"̂^Ibid, Article 20(l) and 20(2), Part II.
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- Only 23 ILO Conventions have been ratified by Bancjla-Jesh,
Thĉ y are Convention Nos. 1, 4, 6, 11, 14, 15, 16, 18, 19,
21, 22, 27, 29, 32, 45, 59, 80, 81, 87, 89, 90, 96 anr3 98.

0 ̂" ’3TMC Circular No. ERD/TMC/Misc-11/461, dated Octobrj-r 4, 1976.

^^Circular No. ERD/TKC/i“lisc-I/862, dated January- 3, 1977.

^̂ Thc' reasons for the abandonment of the scherie could not be 
ascertained. But from personal talks with the BTMC officials 
concerned and some mill managements the reasons seemed to be 
the- lack of interest in such committees both by managenicmt and 
'.•■orkcrs, indifference of the BTiMC authority, absence of legis
lative compulsion and, above all, the leaving of the Minister 
concemcd who virtually activated the scheme through his per
sonal initiatives. One Mill Manager observed, ''Since the Mini
ster is not here, so we are also not here to continue the Vigi
lance Committee which v/as virtually his own creation".

2The other committees v/ere, though not that much significant, 
are the Provident Fund Committee and the Fire -jnd Accident Com
mittee. The PFC, having equal representation from the workers 
and the management, is charged v/ith the administration of the 
provident fund on behalf of the workers- It meets oncc monthly. 
The FAC, having tv\ro r̂ ’̂̂ r•'^sentatives each from workers and mana
gement, is concerned srjocifically with the prevention of
•=ire and industrial ;;.ocidents. Of all the three committees, the 
VC is undoubtedly the most important in terms of the exercise 
of executive functions. It is also, therefor:, the one where 
tliC greatest potential for intra-cvOmmittee divergence of inter
ests exists. Hence the study was confined only to the Vigilance 
Committee.
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5.1, The Context
The participation of workers in man^.gerial Jecision- 

ni=iking within undertaking is not now an academic issue, which 
could be forgotten, rather it has already taken the colour of a 
social and political issue in different nations, both within 
and outside the Asian region. Bangladesh is no exception to 
this. The idea of 'workers' participation* has been dabated 
many times in the political level and the government has been 
r^ncouraged to legislate it, but no concretate results came out 
except the recognition of the idea in the relevant labour laws 
::ind the latest labour policy, Bangladesh governnent today x-'sr- 
cei'/es workers' participation in the management of enterprises 
as an administrative process to limit labour dissent.

The review of literature and the evaluation of the 
cross-national experiences in the previous chapters h^ve shov'm 
that demand is emanating from diverse sources within society for 
workers participation in management. As Towers (1973) obser
ved; "Over the last fifty years powerfi. , oocio-cultural, poli
tical and industrial pressures have coalesced to articulate them
selves into a widespread demand for greater participation and 
democratization". On the contrary despite the pressures being 
faced by work organisations to drastically increase the extent 
to which their employees are allowed to participate in decision
making at all levels, there are still quibe a few persons who 
believe that participation is not actually desired by most emp
loyees (see Haire et. al., 1956; Guest and Fatchett, 1974),
Derber (1970) also noticed lack of evidence of widespread or 
intense worker interest in participation in management decision-
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making^ even at the shop or departmental level. The present 
3tudy> which is a mono-cultural investigation of, lnt;.r-''lia, 
vrorkers' attitudes towards participation, is partly an atte'rrpt 
to throw light on this contention. ^

Despite the importance of the issue very little research 
has been done in Bangladesh into the question of hovr much parti- 
oip.ition is desired by invdustrial v/orkers as veil as hov; the 
iTianagerial people View the dynamics of particip^.tion. This is 

important gap in our knowledge, for at least three reasons, 
7irst, in the absence of clear evidence that majority of workers 
■’.re strongly in favour of participation in managerial decision- 
:r.aking it is unlikely that government v;ill pass legislation cor 
polling enterprises to introduce and implement participative 
scViemes. Secondly, managers are, in the absence of statutory 
cornpulsion or demand from their workers, unlikely to voluntarily 
divest of their decision-making power which is their jealously- 
guarded prerogatives. Thirdly, unless the government knows 
clearly the attitudes of managerial personnel towards v/orkers 
participation, it will be in a puzzle to frame suitable guide
lines for the formation and development of p£rticip;-.txve forums.
It was also considered important to know the attitudes of govern
ment toward participation as a whole compared with that of the ’ 
other two actors in the industrial relations system.

The present study was undertaken against thia b-ckground.
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5,2 ObjectIves of the Study
The present study was centred around the following

objectives with certain specific queries:

1. How far a background for participative rrianagcmont has 
been created through the nationalisation ol' inr^^ustries 
as perceived by the actors, i.e., workers, n-snc-gement 
and the government?

2. VJhat are the attitudes of workers and man'gemrnt toward 
industrial relations? A study of the attitu-os of these 
tv;o parties is important to find a con-jMon pl-rrtform to 
iron out their comn:ion disparities and to deV'̂ ;lno better 
mutual understanding and relations.

3. What kind of managerial leadership does prevail in the 
organisation? The styles of executive leadership not 
only affect organisational climate, it also exerts a 
direct influence on the potentiality of workers parti
cipation.

4. How much is the existing organisational climate condu—
clvG to participative management?

5. How does each of the actors in the industrial relations
system conceive the term workers' participation in 
management?

6. What are the major objectives of participative manage
ment as viewed by the different actors?
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7. VJhat is tha existing and desiro^ degree of vor'kors' 
influence in different decisions at various l-'-vcls, in 
other words, the relationship between the ?.mount of 
participation th^t they should hrive and tho amount they 
perceive they do have in a variety of arjas? And, in 
what way workers should be involved in decision-raa’cing 
areas?

8. VThat are the desired forms of participative manaqerr'en : 
as expressed by tho actors?

9. What is the image of the possible effect of participa
tion as perceived by each of the actors?

10. How do workers and management perceive the impact of 
the Government's policy on participation? How do they 
view the governineat' s intention?

11. VJhat should be the statutory status of participative 
schemes as expressed by the actors? Should participa
tion be statutory or voluntary?

12. VJhat are the essential pre-conditions for successful 
implementation of participative schemes as desired by 
the actors?

13. In the light of views expressed by the actors, v/hat is 
the future prospect of participation in the industrial 
enterrjrises?
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5.3 Method and Procedure
5.3.1 Research A':;proach :

Tne study is based on:
i) Literature survey to review the e:q;>eriences in 

participation abroad and in Banglides'*i;
ii) Suirvey of labour legislations and labour policies 

currently in force in Bangladesh to trace the 
history and present state of participation in 
Bangladesh;

iii) Field study conducted in a large industrial under
taking under the public sector, in Bangladesh, 
adopting questionnaire survey method. The study 
\;as carried out in a company representing one 
plant of one of the leading and olde;.-t manufac
turers of jute products in Bangladesh. One plant 
v;as studied in order to eliminate inter-plant 
variance.

5.3.2 The Questionnaire; Development and Administration:
Based on the informal interviev;s v/ith management 

l-ersonnel and general v^orkers at the plant level, scrutiny of 
available job descriptions and survey of literature three sets 
of questionnaires, one for manageinent, one for v;orkers and one 
f!_r government officials - v;ere developed tentatively and pre
tested with managanent personnel and vrarkers in the plant where 
final survey was conducted. After the pre-test those questions 
which had poor spread of responses or which the respondents felt 
difficult to understand or vniich were considered by therr̂  to be 
inappropriate were either modified or altogether rejected.
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Expert advice was also solicited before finalisation of the 
questionnaire v;hich vras then administered to the sarivli-s.

The survey was conducted by means of two instruments: 
questionnaire and interviews. In the case of all the three 

groups of samples# the questionnaire v;as submitted simultane
ously at the time of interviews. Since our questionnaire was a 
fully 'structured' one for all groups# v/e planned to conduct 
open-ended unstructured interviews to allow the respondents to 
elaborate further on their attitudes tovwrds particip^^tion and 
other related issues. Because of the illiteracy of the common 
Vv'orkers the questions were elaborately explained to them in 
their vernacular. The questionnaires were, however, administer
ed to the other two groups in English. In case any respondent 
felt difficulty in understanding a particular item or point, it 
'-;as clarified by the researcher at the tircie of personal interview,

5.3.3 Features of the Questionnaires:
A total of twelve areas v?as identified for study.

'They were as follows:
Area-I: Nationalisation of industries
Area-II: Industrial relations
Area-Ill; Styles of leadership
Area-IV: Meaning of participation
^-rea-V: Objectives of participation
Area-VI; Forms of participation
i.rea-VII: Effects of participation
Area-VIII: Legal basis for participation
.rea-IX: Government policy and participative managenent.
Area-X: Measure of participation characteristics
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Area-Xl: V/orkers' influence in decision-making process
Area-XIA; Mode of participation/involvement 
;irea-XII: Preconditions for successful participation

All of the areas comprised of certain stateraents or 
forced-choice items except Area-VI (forrns of participation) where 
the subjects were asked to rank the itens according to their pre~ 
ference. Certain areas (I, III, X, XI) were selected to obtain 
information for both 'actual' and 'desired* situations. In these 
areas the statements v/ere accompanied by tv;o 5-point Ijikert-t;Vpe 
seales - ACTUAL and DESIRED. Ihe former ranged from "strongly 
c^isagree' (score 1) to "Strongly agree" (score 5) and the latter 
from ’’not important" (score 1) to "essential" (score 5). On each 
statement a sabject was asked to give tv/o answers: one on the 
basxs of existing situation and the other on the basis of "how 
important do you think each itera to be". The remaining areas 
v/ere designed to elicit either the perceived or the desired opin
ions of the respondents along a 5-point scale (score assigned as
1 to 5 in an ascending order).

All the areas described above except Area-Ill v/ere 
the contents of the 'questionnaire for the Vvorkers'. The "ques
tionnaire for the management personnel" contained all toe twelve 
areas v'hile the "qpjiestionnaire for the government officials" con
tained only seven areas (namely, Area-I, Area-IV, Arc.c-V, Area-VI, 
Area-VII, Area-VIII and Area-XIl).

5.3.4 Workers' Influence in Decision-Makina: .-.o:.ie Clarity:
Ihe responses of v/orkers and managcm--nt ’.'ersonnel

A  • '/different levels and forms of participation v/ere csser,r.cd by a 
specially designed questionnaire for Area-XI and Area-Xl/i con-
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sisting of a total of 21 items, each covering a ^)articMlar de
cision area. Depending upon the level of manage'ac-nt --.horc;
these decisions are taken and tip specific nature of t e deci-

\

sion items, the 21 decision items v/ere classified into five 
categories: (a) distant level participation issue, (b) medium 
level participation issue, (c) local level participation issue,
(d) all-level cooperation issue (i.e., issues.which require coop
eration at all level both from management and v/orkers) and (e) 
bonus issue, Itiese labels have been acl̂ ’jted from Hespe and V̂ all 
(1976), Wall and Lischeron (1977) and Sahu (1981). Certain 
modifications in the decision itans v/ere, hov/ever, made so as 
to suit the local conditions in Bangladeshi industries.

It is necessary to clarify the meaning of the differ
ent levels identified. Distant level participation refeis to the 
participation of v/orkers in the decisions v'tiich arc taken at the 
highest level of the organisational hierarchy having fcr-reaching 
implications on the organisation as a whole, thus affoe ting 
everyone within the organisation. Distant level participation 
issues include (Dl) formulation of overall organisational policy 
and their implementation, (D2) formulation of mnrkrting policy, 
(D3) operation of sanctioned budget, (D4) allocation cf profits 
betvjeen investments, dividends and reserves, (D5) expansion and 
diversification of business and (D6) formulation of recruitment 
policy of executives/officers.

Medixim level participation refers to the decision
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making at tlie middle level cf the organisational hierarchy gen
erally dominated by the middle-managers , ̂ Mediiom level decisio 
"aking typically affects the whole department and provides the
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.̂ v
frames.’Crk ''dthin which lov/er-leve.- decisions are made. In this
'.'‘ici are included (Ml) formulation of recruitment policy of
’.'orkcrs, (M2) development of training programmes for the workers,
(M3) forf!:ulation of promotion policy for workers, (M4) principle
o_' b.iiking discix^'linary action, (M5) formulation of policy for

I
/;ay/ullcv;ances and other M n g e  benefits for workers, (M6) prac- 
ticc for handling grievances of v;orkers and (M7) policy for re
warding workers for good work.

V̂ hen Tvorkers take part in decision-making at the lov/- 
est levels of the organisational hierarchy, local- liivol r. artici- 
pation occurs. Local level decision-making does not v;ider
relevance v/ithin the organisation as a v.'hole, rather concentrates 
on day-to-day problems having immediate relevance to the workers' 
own job. In this level arc included the aecisions aoout (LI) 
arrangement for workers' housing, (L2) determinin^g vrcrkers' v'Clfare 
programmes, (L3) maintaining good vX)rking,conditions, (L4) pro
vision for safety measures, and (L5) one's work.

There are certain issues in the organisation v/hich 
require cooperation of both v.crkers and management at all levels, 
.■uc:. as introduction of new technology and increasing productivity. 
Decision-making on these issues has been labelled as 'all-level 
cooperation issues'. Bonus issue has been separately dealt with 
oeceuse of its special imxjortance in the context of industrial 
environment in Bangladesh.

To each item the s’jbjects gave three responses indi
cating (a) tlie amount of influence which they felt they naturally 
possessed (perceived influence), (b) the amount of influence they 
felt they should have (desired influence) and (c) the way in which
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they felt they should exert such influence (mode of participation) 
The amounts of perceived and desired influence fcr each decision 
V7cre indicated on five-point scale,

5.3.5 Mode of Participation:
The mode of influence desired at cacri level v;as 

iTicasured by a short scale which required the subject:? to indicate 
which of the following five alternative v/ays of participating 
tiiey preferred fcr the various decisions at each level: (i) in
formation sharing, (ii) joint consultation betv/een tvorkers and 
management, (iii) collective bargaining, (iv) joint decision
making, and (v) this is a management prerogative.

This terminology has been used to obtain the respon
dents' views with regard to the desired mode of workers' involve- 
mont/participation in the decision-making process in each of the 
21 itans. It should be mentioned here that collective bargaining 
has been incorporated as one of the alternatives because of the 
fact that workers also influence the managerial decisions through 
collective bargaining at least with regard to their interest re
lated items. Schregle (1976) has also indicated that through
collective bargaining mechanism workers exert influence in diff-

2erent organisational decisions'.

5.3.6 Forms of Participation;
In this study we have classifiec. wor^ccrs' parti

cipation broadly into two categories: Informal Farti.:i.;; tion
and Formal Participation. Informal participation r.'icl j 'c.s per
sonal talks with the supervisor at the workplace, j^b enlargement 
and job enrichment, job redesign, participative supervisory style 
etc. On the other hand, five types of formal prrticip' tion v'ere
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tAr given separately as outlined below:
i) Having v/orkcr directors in the Board of Directors

(minority or parity).
^ ii) Workers’ having share in the ownership am.' represent

ing in the Board,
iii) Having workers' representatives in different joint

committees,
iv) Suggestion systera only,
v) Extending collective bargaining to cover the deci

sion-making process, 
vi) Informal participation at v;ork place.

The subjects in all the three groups, i.e., H’OrkerS/ 
managanent and government officials were asked to rank the various 
forms of participation in order of their prefercnco.

5,3.7 The Selection of Samples:
Workers - A total of one hundxed and eight workers, 

out of a workforce of eight thousand and four in tv'elve depart
ments, v/ere selected randomly. First a v/orkers' list was pre
pared department-wise, dividing them into skilled and unskilled 
workers. The size of the sample from each was determined propor
tionately on the basis of the total workforce v;orking in each de
partment excluding 'badli' workers (casual cind terttporary workers 
ju::: Icyed on hourly-rate basis from the 'callers at the gate’ to 
taapcrarily replace absentee \-rarkcrs or leave-enjoyers) . The 
number of workers thus decided was equally divided into skilled 
..nd unskilled workers i.irfno were then selected randov.'tf'̂  by the 

^  help of a Random Number Table prepared by Kendall and Smith 
(1953).
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Hanacrcmcnt Personnel - A total of sixty rnan:-C;uj::.;il ;̂ ::cople 
including supervisors, v;ere selected. Care v?os tak;:;n so is to 
include in the sample management personnel of all i.-'i. ortcnt 
functions at different hierarchies.

Government Officials - Thirteen government officials emp
loyed in the Department of Labour, Ministry of Labour, and the 
Nationalised Industries Division (NID), Ministry of. Industries, 
could be contacted for personal interviews. The author tried 
to increase the size of the sample in this group but failed to 
do so mainly because of the unwillingness of many government 
officials to be interviev/ed; these people also did not agree to 
fill~up the questionnaire. Others v;lio did it did so anonymously. 
The government officials who filled up the questionnoirg and 
agreed to be personally interviev;ed were holding senior posi
tions in their respective offices.

5.3.8 Processing the Data;
After collecting the data from ail the three 

groups of our respondents, Likert' s attitude scorinr; mc'thod vjas 
used for compiling and computing the data. Each stimulus itan 
in the ciuestionnaires was followed by five responses, in each 
case of "Actual" indicating degree of strength of attitude, 
such as, (01) strongly disagree, (02) disagree, (03) undecided, 
(04) agree and (05) strongly agree; and also five responses in 
case of i)esired" indicating degree of strength of desire, such 
as, (01) not important, (02) less important or of little impor
tance, (03) quite important, (04) very important and (05) essen
tial. The stimulus itans for only desired opinions were also 
assigned scoring weights in the above manner in ascending order 
(negative to positive responses).
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Use of Computer;
After establishing th& scoring v;eights for all the 

statements in the questionnaire, the data were ;prccc.sr!e-l v.dth 
the aid of a computer cmd prepared for analysis and interpreta
tion. With the help of Fortran Programme# Means, Standard Devi
ations and Standard Errors were computed for each item. The means 
of “Actual" were computed to find out the average attitude of the 
subjects as regards existing situations as described in each state- 
nent. ’The means of ''Desired'' v/ere computed to find out the average 
desire of the subjects as regards each statement. Standard devia
tions of '•Actual'* and "Desired" of each statOTicnt were obtained 
to find out the normal attitude of the subjects and their normal 
desire as regards on-the-job conditions or othcrv.'ise as iititod 
in each statement. Standard errors v/cre computed in 'jr'U/r to find 
out the range of variation of the mean "Actual” anr? m.:cr. "Desired" 
of each statement.

The Computer Programme "Statistical Syftan .̂n-Jilysis" 
v/as used with separately punched cards to compui:e coj'rclr.tions 
with a viev7 to find out the .relationships between "Actuc.l" and 
“Desired", of each Area, between the "Actual" of one area v/ith 
the "Actual" of each other areas, and between "Desired" of one 
area and "Desired" of each other areas. Correl?tions v/ere also 
computed between the background information of the subjects like 
age, education, income, experience etc. and both "Actual" and 
"Desired" scores of each area. V’ith the same cards factor ana
lysis v;as also carried cut but this has not been used in the 
thesis as it was deCTed to be of negligible im‘..ortance for ulti- 
:nate analysis.
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5.4 A Brief DGscriT:tion of the: Orqaniscition Stuc!*.!
Madhumita Jute ^'ills Ltd. is the pioneer

anri the biggest jute mill of Bangladesh producing 'hessian', 
'sacking cloth and bags', and 'laminated bags' for the buy.^rs 
coming from all over the world.

The mill is situated on the bank of the river 
Sitcilakhya comprising 300 acres of land. It is eleven miles 
south-east of Dacca, the Metropolis of Bangladesh. MJI4 has 
the largest number of industrial workers. Total strength of 
enplcyees ir 25,000 (approx.)^, Madhumita Jute Mills Complex 
GOUipriscs of three big mills, one broadloom unit, one cQtton 
bagging unit, one lamination unit and four soft soap plant 
workshops. The total jute goods production capacity -̂er day 
of the MJM Complex is as follov;s:

Hessian 116 tons
Sacking 13 2 "
Carpet Backing 24 "
Cotton Bagging 16 "
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Total 288 tons

85% of the products are exported. Main buying 
countries arc: Argentina, Australia, Algeria, Eulgeria, Belgium, 
Canada, Ceylon, Chili, China, Cuba, East Africa, Egypt, France,
O.D.R., Hungary, Holland, Hongkong, Indonesia, Iraq, Iran, Italy, 
Japan, Malayasia, Middle East^ Mombassa, Mozambiq, Nov:zealand, 
P.-kistan, Philliphines, Portugal, Rumania, S. America, Singapore, 
iJudan, Sweden, Syria, U.S.3.R., V’est Germany, Yugoslavia^
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5.4.1 Organisation:
IVie organisation of the MJK is divioed into 

brcacUy 20 dopGrtmcnts under the Executive Director: Production, 
i^nning. Administration, Marketing (Sales), Marketing (Exports), 
Porsonnc'l, Labour, Engineering, Security, Workshops, Training, 
Quality Control, Stores, Finance, Costing, Purch^ise, Jute, Con- 
;.utor, Insure.nce, and Accounts.

5.4.2 Management;
Prior to the independence of Bangladesh, ModJiu- 

mita Group of Industries v/as managed by the then non- Bengalee 
OTicrs (family ccntred) headed by the Managing Director, After 
the independence, this industrial complex has been nationalised 
under the Presidential Order No. 27 of the 26th March, 1972. 
Because of its huge comi:)lcx the mill has been given operational 
autonomy under a Board of Director which worked on general policy 
gui.-lance from the Bangladesh Jute Mills Corporation and the Mini
stry of Juts. Prior to 1977, the Chairman of the Board was the 
General Manager of the I4JM with members stated under:

1. Manager (Finance) - Member
2. General Manager,

Dacca Zone-1(BJMC) - "
3. Dy. General Manager - "

Rupali Bank (Lead Bank)
But in the year 1977, the above Board was dissolved 

and a Board of Directors replaced the same. The new Board of 
Directors constitute as follows:
1. Cliairman of the Bangladesh Jute Mills Chairman

Corporation
2. General Manager Director

Aaamj ee Zone
3. Director (PP), BJMC
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^ 4. Joint Secretary .
^  Ministry of Jute

5. Deputy Secretary
(External Finance) "
Ministry of Finance

6. Deputy General Manager „
Rupali Bank, Dacca

7. Manager (Finance) „
Adamjee Zone

The Executive Director with the assistance of a 
General Manager and the mill managers operates the functional 
management of this huge complex.

5.4.3 Organisation Structure of the Unit Studied:
For the purpose of our study we have selected 

one of the big mills of the Modhumita Jute Mills Complex, v.'hich 
employs 8,0004 workers^ in twelve divisions/departments such as 
Jute Batching, Preparing, Spinning, Winding, Beaming, VJcaving 
(Hessian), Weaving (Sacking), Finishing, Mechanical Maintenance, 
Vorkshcp, Store and Electrical Departments. Mien v;e visited the 
Complex V7C did not find any ai^proved Organisation Chart cither 
of the Complex or of any of the mills within its jurisdiction.

5.4.4 Trade Unions and Industrial Relations:
In the company v;e found what may be called mus

hroom growth of trade unions after the liberation of Bangladesh. 
There are some unions which have been formed by the defectors 
of some established unions. These unions do not generally enjoy 
the support of the general workers and they are also not affili
ated to any national federations. Amongst the unions which have 
ncen registered, approved by the company and affiliated to the
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national federations, tho follov/ing are notev/orthy:
1, Jatiyatabadi Sramik Dal
2, oramik Union (colloctive bargaining agent at prosent)
3, Sraniik League
4, Src-mik Sangha
5, Mazdur Trade Union
6, United Employees' Union.

ItiG industrial relations history of the company is 
not a pleasant one. Labour troubles have becomc chronic. After 
chc independence of the country in 1971, strikes, ghcraos, go- 
slov/ and all other techniques of showing labour resentment be

e rampant. During the period of our study we found relati
vely good industrial relations, as the militant labour leaders 
■"he bocame famous for their militancy, especially of the Collec
tive Bargaining Agent, were tnen living behind the bar.

5.5 Profile of the Samples’
All of the respondents in tho present study were 

m.?l,:, married and hailed from rural areas except two workers 
V7I.O were bachelors and one government official who had urban 
background. Tl-ie workers were, on the average, in their mid
thirties, manag^ent personnel in their early forties and go
vernment officials in their late fortic.

One-tenth of tho workers had no formal i.;d̂ icctiGn, 
seven-tenth had primary education, about onG-scventh i'jr.d junior 
high-level education and four per cent v/ere matricul -tes = ;-'jnong- 
st the mmagoncnt personnel, one-third had post-gr ■■.dur to decfrees, 
nearly one-fourth had bachelor's degrees and forty five- per 
cent were matriculates and received special job-oriented training. 
Government officials were all holding post-graduate degrees 
except two who had bachelor's degrees.
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FOOTNOTES

^Middle managoment is the group of adriiinistro.tc?rs i.'-imcdiately 
below tOTj management with which it is closely bound Tlie
senior administrative officers share with end delegate a lar
ge part of their responsibilities to middle managers.

^Quoted by Sahu (1980).

Ttie name of the company has been disguised to conceal its 
identity.

4According to a Bulletin published by the Public Relotions 
Department of the company.

^Ibid.

^This figure relates tc the vrorkforce as on 19.12.1981, This 
figure has been supplied by the Chief Laboiir Officer of the 
plant studied.
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CHAPTER SIX

ANALYSIS OF THE RESULTS 
AND ■
DISCUSSION
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6.1 Impact of the Nationalisation of Industries
on Participative Environment

The attitudes of the workers# management personnel 
and government officials toward the impact of the nationalisation 
of industries in the context of Bangladesh are presented in Table 
j.1.1 and Table A.2. The impact of nationalisation on participa
tive environment was measured by five forced-choice statements 
where the respondents indicated their attitudes on a 5-point 
scale, evident from Table A. 2, the differences between
perceived and desired mean scores obtained in all the statements 
by both workers and management personnel are statistically highly 
significant (P-C.Ol), In the case of government officials the 
mean difference's are significant on items 1 & 2 (P 01) and 3 
(P<.05) .

Taking a criterion o f a n d  below (i.e., between dis
agree to strongly disagree) it can be inferred that workers per
ceived three conditions relating to the impact of nationalisation 
(items 1, 4 and 5) to be non-existent (see Table 6.1.1). They 
were doubtful about the existence of the conditions described in 
items 2 and 3 (taking a criterion of 3 and below 4 i.e., undeci
ded to below agree). Although the perceived mean scores of the
■ crkers on items 1 (nationalisation has been a panacea for the 
-̂ qiloitation of workers by employers or top managers), 4 (Tiationa- 
liL=ation has created enormous power in the hands of a minority 
croups of union leaders over the managers) and 5 (nationalisation 
has created the background for workers' participation in manage
ment) were very low (being 1.83, 1.74 and 1.83 respectively), 
their desired mean scores on these three items were quite high
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(being 4,58, 4.06 and 4,51 respectively). In items 2 (nationali
sation has resulted in the emergence of a powerful professional 
class of top managers who wield almost a similar power over the 
workers as the employers of private enterprises) and 3 (nationali
sation has resulted in bureaucracy v/hich further prevents the 
workers to have their say) desired mean scores v;ere less than 
the perceived ones which indicate that workers are against the 
existence of these two conditions on their jobs.

Table 6,1,1 also shows the actual and desired impact 
of the nationalisation of industries as viewed by the management 
personnel of the enterprise understudy. The differences of means 
between 'actual' and 'desired' in all statements from No. 1 to 5 
are statistically significant at the ,01 level of confidence.
It can be observed that the management personnel disagreed (tak
ing a criterion of 2 and below, i.e., between disagree to strongly 
disagree) with the statements that nationalisation has (1) been 
a panacea for the exploitation of workers; (2) resulted in burea
ucracy which further prevents the workers to have their say; and 
(3) created enomous pov^er in the hands of a minority group of 
union loaders over the managers. The managers were near to indi
fference as to 'nationalisation of industries has resulted in 
the emergence of a power'ful professional class of top managers 
who wield almost a similar power over the workers as the emplo
yers of private enterprises' (taking a criterion of 3, i.e., bet- 
'J'̂ en indifferent to strongly disagree) , They were also of the 
opinion that nationalisation had not created the background for 
•': :3 workers' participation in management (x = 2,37). They did 
neither agree nor strongly agree in respect of any of the items
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As regards the 'desired' impact of nationalisation, 
not a single item was found to achieve the maximum level (i.e., 
essential) but item 1 and item '-re viewed, taking a criterion 
of 4 (very important) and above, as very impoirtant. Thus the 
management personnel were of the v x d v / that mtionalisation should 
reduce, if not fully eliminate, the exploitation of v/orkers by 
the employers or top managers and that it should create the 
background for workers' participation in management. Item num
bers 2 and 3 were considered as 'quite important' where*s item 
number 4 (creation of enormous power in the hands of a minority 
groups of union leaders over the managers) was viewed as less 
important,

'ujiIn summing up, the conditions which were not/ (/j
nationalisation of industries has been a panacea for the exploi
tation of v;orkers by employers or top managers, and (4) n .-'.tionali- 
sation has created the background for v7orkers' participation in 
management. The conditions which were not only absent but also 
viewed as of little importance were (3) nationalisation has 
resulted in bureaucracy v/hich further prevents the workers to 
have their say and (4) nationalisation has created enormous 
power in the hands of a minority groups of union loaders over 
the managers.

Table 6,1,1 further shows the raean responses of the 
government officials to the impact of nationalisation. Taking 
a criterion of 4 (agree) and above, not a single item vjas found 
to achieve this level. While they i-Jere not sure about the exist
ence of items 3 and 5, their pcrceived mean scores on the remain
ing items, ranged from 2.31 to 2.92. Like the v;orkers, the desired
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mean scorcs of the govGrnmcnt officials on items 7. 3 v;cre
less than the perceived scores. The conditions which v/ere not 
existing but highly desired by the government officials were 
those in items 1 and 5.

An examination of Table 6.1.2 indicates that both 
v.'orkirs and management personnel held the uniform viow regarding 
itcn 1. They perceived that the nationalisation of industries 
;'.r. Bangladesh has failed to emancipate the workers from the 
:.:-:ploit3tive clutches of top managers. After the independence 
of Bangladesh the government, owing to committed political 
ideology and persistent demand from v;orkers, took over the owner- 
sliip of major industries, including jute industry, v.dth the be
lief that nationalisation would be a panacea for the c'xploitation 
of v/orkers. Our study confirms the failure of such a belief.
Both the partners in prodiiction, i.e., v/orkers and management, 
believed that the policy of nationalisation should be used as an 
iiTiportant vehicle for the amelioration of the conditions of lab
our, Government officials' desires also corresponded to that of 
workers and management personnel, '

Although the workers were near to the agrec-point 
(raean score = 3.76) both management personnel and government 
officials did not perceive that nationalisation has resulted in 
tr.c- emergence of a powerful professional class of top managers 
..'ho v/ield almost a similar power over the workers as the employ- 
i:s of private enterprises. All the three groups were of the 

’■i;w that nationalisation has not created enormous power in the 
hands of union leaders over the managers. Creation of enormous 
pov;er in the hands of union leaders due to nationalisation is

- 176 -
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'.-ighly desired by workers (x score = 4,06) but it is thought to 
be least desirable by management personnel (x score = 1.20) and 
quit" important by government officials. While the government 
officials were undecided, both workers and management personnel 
viewed that nationalisation has not been able to create the back
ground for workers* participation in manag'j:mont. But all the 
actors considered this to be very important.

From the analysis of the data the situation doos not 
seam to be frustrating for introduction of participative raanage- 
n3nt in the nationalised industries, in particular. From the 
desired mean scores one can find an optimistic/ rato thin 
pessimistic, attitude of both v/orkers and management prri Dr.nel - 
the leading actors in industrial administration.

6,2 Industrial Relations Climate
Industrial relations climate as perceivcc^ by the 

workers and the management personnel was studi-,.<̂ - by a question
naire consisting of 16 forced choice items.^ The respondents 
indicated their opinion on a five-point Likert-type scale run
ning from strongly disagree to strongly agree. The attitude 
materials have been depicted in Table 6.2.1. As the table indi
cates, obtained differences between responses of workers and 
management personnel are significant on 14 of the 16 items. 
Therefore, it can be inferred that the two samples differed sig
nificantly from each other with respect to these 14 items.

Perusal of Table A,3 reveals that maximum divergence
I.significant at the one per cent level of confidence) of opinions 
between workers and management personnel happened on all the 14 
items. While more than half of the management personnel felt

- 177 -
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that most employers/managers take a real interest in their
■ r-:'/. i. ■ i.tn..employGos' v;elfare
93 per cont of the workers happened to oppose this view. How
ever, 91 per cent of the workers were of the opinion that emp
loyer should consult the union more, whereas only 43 per cent 
of the management personnel agreed with them in this respect. 
Although more, than three-fc^ths of the workers showed a positive 
attitude toward the view that most employees cooperate with the 
.’'."̂ lagement, only one-third of the management personnel supported 
i'-. All management personnel were of the view that workers usual
ly get a fair return for the v;ork they do, whereas only seven 
v:orkers out of 100 agreed with the management people on this 
issue. A little more than three-fourths of the management per
sonnel agreed that most supervisors treat their workers fairly, 
•:hile on the contrary 12 per cent of the workers viev/ed that 
meet supervisors do not treat their workers fairly. VJhile 53 
per cent of the management personnel did agree that a union could 
raake satisfactory progress without striking, 84 per csnt of the 
vjorkers were opposed td this view. Although a pro-attitude to- 
v;ard the view that managers and union leaders should see more 
of each other off the job is revealed in the case of tooth the 
groups, a difference of opinion in their emphasis is found so 
far as nearly a quarter of the workers and a negligible number 
of management personnel did not render their support to it. Al
most similar was the attitude toward the viovjs that (a) •..I'-.nagers 
should do more to encourage their employees to make surrg^stions 
about their work, and (b) extra pay for the extra v.'crj'. i- che 
best way to get more output from workers. Sixty tliree p-.r cont
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Table 6.2,1; Actual Opinion of Workers and 
Management Personnel

- 179 -

Items

Per cent agree- Mean Score** Sig.
ing to the Level
i tern S'•
Workers Mgt, Workers Mgt. 
(N=103) Personnel (N=108) (N=50)
_________ CN=60) ______________

Industrial Relations
1. Most employers/managers 7 57 1.69 3.10 ,01

take a real interest in
their employees' welfare.

2. Management should con- 91 43 4,42 2.83 .01
suit the union more.

3. Most employees cooper- 84 33 4.22 2.52 .01
ate v;ith management.

4. A worker usually gets 7 100 1.64 i.37 .01
a fair return for the
work he does.

5. Most supervisors treat 12 77 1.92 3.47 .01
their workers fairly.

6. A union could make sati.16 53 1.98 2.93 .01
sfactory progress with
out striking.

7. Managers and union 80 97 4.09 4.60 .01
leaders should see more
of each other off the job,

3. Anyone who has the 9 7 1.64 1.77 NS
ability and who is willing 
to work hard can get to 
the top in industry today.
The difference between 61 80 3.67 3.50 NS
th3 lowest and the highest 
incorae groups in our country 
i^ too wide to be fair.

I.', -v firm that makes large 77 50 4.12 2.90 ,01
profit is usually more
efficient than other firms,

II. The average union leader85 37 4.20 2,27 .01
has as much ability as
the average manager.

Contd.....
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Table 6.2.1 (Contd.)
- 180 -

12. Most employees take pride 91 4.32 2,57 ,01
in their work.

13. Extra pay for the extra work 0 3 97 4,39 4,77 .01
is the best way to get more
output from workers.

14. Employers/Kanagers should do 86 97 4,35 4,13 ,01
more to encourage their emp
loyees to rrake suggestions
about tl ir work,

15. Industrial relations would 12 100 1*87 4,60 ,01
be more peaceful without
the arbitration system.

15, Unions should restrict them- 19 100 1,99 4.57 .O."
selves to getting fair wages 
and working conditions for 
their members and keep out 
of the management of industry.

■Combination of ‘Agree and 'Strongly Agree', fractions have 
''een rounded to the nearest figure. For details, see Tab'le

3 in Appendix A,
■'Mean socre is calculated on the basis of the raw score obtained 
on 5-point scale and the significance ievel " 4 determined through 
tv70-tailed t-test of the mean differences.
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of the management personnel felt that the average ’anion leader 
is not equal in ability to the average manager, v/hile 85 per cent 
of the workers regardec3 their union leaders as able as the aver
age manager. The management personnel v/ere unanimous to the view 
that unions should restrict themselves to getting fair wages and 
v;or'king conditions for their members and keep out of the manage
ment of industry. Workers v;ere clearly opposed to this view, A 
over-whelming majority of workers favoured unions participation 
in the management of the affairs of industry, in addition to its 
role to be played for getting fair wages and working conditions. 
Management personnel mostly felt that most employees do not take 
pride in their v;ork. Conversely, almost all the workers viewed 
that most employees take pride in their work. Although half of 
the management personnel agreed that a firm th^t makes large pro
fit is usually more efficient than other firms, a little less 
than one-quarter of the workers opposed this view. Mancigoment 
personnel displayed a positive attitude tov;ard the view that 
industrial relations would be more peaceful v;ithout the arbitra
tion system. But more than t’nree-fourths of the worl^ers did show 
a negative attitude toward the same view.

As the above analysis of the results shov/s, the manage
ment personnel tended to emphasise the view that unions should 
work only for wages and working conditions and should not be part 
of management. It is perhaps because of the fact that, with the 
promulgation of the Industrial Relations Act, 1980, experienced 
and educated persons from the intellectual elite outside of the 
in:lustry can not become union leaders whose knov/ledge and exper
tise could be gainfully utilized in the process of managerial 
dacision-making. The current practice is to select/elect union
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leaders from among the workers employed in the plant concGrned.
The general workers are mostly illiterate (see Table ;.l in 
Appendix A) who are not qualified and competent, man?igoment 
probably believes# to participate in managerial functions. The 
management personnel's negative attitude toward union's partici
pation in the management of industry may also be moulded up by 
the fact that with the emergence of militant unions# management 
has become irritated with delays and with restrictions in taking 
^.cticn on placement, hiring, firing, promotions, lay-offs, work 
assignments, and other personnel decisions (Harrel, 1967: 323).

The v/orkers felt that \7orkers usually do not get fair 
day's wage for fair day's work. This is in line v;ith the obser
vation that in the industries the real wages have gone down sub
stantially, although the cost of living index and consuiTter price 
index of the industrial workers show a considerable rising tend
ency (Chowdhury, 1976), Government reports also indicate that
real wages of industrial workers have gone down due to reduction

2in money wages. The results of research study reveal̂ >̂d that 
almost all workers considered their wages to be inade.-^uate (Ahmad, 
1978). In fact, the wages that a worker receives has perhaps 
greater significance for him than any other feature of the struc'r 
ture of organisation. This trend is not uncommon in other count
ries, too. In India, for example, low pay was mentioned as a 
c'*use of v^orker dissatisfaction by every supervisor (Ganguli,
1961; 37). In Bangladesh also, decreased real wages have been 
mentioned as an important cause of increased industrial conflict 
CChowdhury, 1978: 14),
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The Management personnel stressed the view that most 

supervisors treat their workers fairly. This soera:: plausible 
because like most practical people/ the supervisors do not want 
overriding powers over their men. Research studies indicate that 
supervisors in high producing sections tend to identify themsel
ves more with the workers than with the organisation (Ganguli, 
1961; 55). Habibullah (1967) also reported cordial rclr;>tionship 
betv/een supervisors and workers. In fact, for efficient irunning 
of a company there should be a relationship of mutual respect 
betv/een the supervisors and the workers. For this, the supervi
sors should be such who would take active and consistent interest 
in workers (Dey, 1959; 548).

The v/orkers tended to emphasize the view thct manage
ment should consult the union more. This approaches very close 
to Raza's (1963) observation that an attitude of give-and-take 
must be generated between the management and labour if any pro
gress is to be expected. Governmental guidance or outright 
direction is no substitute for direct, well-intentioned, reaslis- 
tic negotiations between the parties themselves. The greater the 
amount of contact between the parties, better is thoir attitude 
tov/ard each other. Adequate contacts and communications between 
the labour unions and employers may minimise chances of their 
opening violent action against each other.

The management personnel viewed that the union could 
make satisfactory progress v;ithout striking. After the libera
tion of Bangladesh industrial workers have become much more mili
tant than the pre-liberation period and they have resorted to a 
number of wildcat strikes. They tend to think of strikes as an
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important weapon to realise their demands and to shov; their mili
tancy and power over management. The number of workers involved 
in strikes (and other disputes), increased two-fold within seven 
years from 1971,^ Union leaders also often tend to justify stri
kes as a means of enhancing the union's strength in the long run. 
Indeed, the strike may strengthen the membership and furnish evi- 
aonoe that the union is fighting vigorously for the vjorkers' int- 
::*rests. It seems important to prove this if the union is threat- 
enad by apathetic members or by a rival institution.

The management personnel tended to feel th-'t the average 
union leader does not have as much ability as tho average manager. 
This seems logical in view of the lack of knowledge on labour laws, 
rules and regulations and lack of proper education ?jnong the union 
executives (Ahmad, 1978). The workers' favourable attitude toward 
the ability of union leaders may probably arise from the fact that 
generally those workers become union leaders who have convincing 
power, the clever use of which makes the common workers believe 
that their leaders have no less ability than the educated mana
gers. The general workers mostly hailing from the 3rural areas 
usually happen to be hoodwinked by the external glamour of the 
union leaders' gesture and posture. The average trade union lea
der in our country can not be termed as an intellectual which may 
be possible in, for example, India where the average union leader 
i3 found to have considerable education (Punekar and Madhuri,
1957) .

The workers emphasized that most employees take pride 
in their work. This is in congruence with the finding of an 
Indian study where the labour leaders expressed the similar view
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(Dwivedi/ 1970), but opposite to the results of Go.ngrade' s (1954: 
175-183) study which showed a negative attitude of the oinployees 
tow=ird pride in v/ork.

Both the workers and management personnel tend to think 
chat extra pay for extra work is the best way to get more output 
from workers. This conforms to the reports of the International 
Labour Organisation that various governments, employers and wor
kers' organisations feel that incentive systems of pai^nent have 
ganerally led to increased output per worker (ILO, 1951) . Like
wise/ both the workers and mr.nagement groups almost unanimously 
view that managers should encourage suggestion system. This 
sisems justified because "participation in the making of decisions 
'̂ hat ?,ffect the individuals* ovm job conditions is of the great
est importance from the point of view of productivity and morale" 
iGanguli, 1964:53).

6.3. Styles of Executive Leadership in the Enterprise
Table 6.3.1 shovjs the styles of leadership as prac

tised and desired by the managerial personnel, '̂or our purpose 
wo may define leadership stylo simply as a pattern of interacting 
with subordinates. From Table A.4 in Appendix A four types of 
leadership, such as, laissez-faire^ autocratic, democratic and 
bureaucratic rule-oriented leadership, were identified and sep
arately presented in Table 6,3,1. Across all itmes/ the percei
ved mean score and desired mean score were 1.63 and 3,21 respec
tively for laissez-faire leadership, 2.36 and 3.93 for autocratic 
leadership, 1,99 and 3.86 for democratic leadership and 3,29 and 
:,63 for rule-oriented leadership. This indicated absence of 
•h' first three categories of leadership and general presence 
;f :j:iTeaucratic leadership in the enterprise concerned.
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An examination of Table- A. 4 revealed t'r.-rt tnore v;ere 
wide differences between the perceived and the desired 
scores in all the items which v/ere all statistically significiint 
at the one per cent level of confidence. Talcing "i crit^-:rion of
4 (agree) and above, not a single item could achiove this level. 
In the desired scale, taking a critierion of 4 (very important) 
and above, all the items in the category of rule-orionted leader
ship (i.e., items 3# 7, 11, 15 and 19), one item (No. 18) in the 
cat̂:;;̂a>;'* of democratic leadership and two items (nos. 5 and 9) in 
the category of autocratic leadership were found to ic!*.ieve this 
level. This was an indication of the fact that although autocra
tic and democratic leadership v/ere non-existent, the manogement
personnel desired autocratic control in deciding the t;;chniques 
'''W/ meiAu'JA ojf- 4A&1

/and in 'job assignment to their subordinates'; democratic leader
ship in taking disciplinary action; and rulo-oriented leadership 
in 'departmental policy making in connection with subordinates' 
work'^ in 'determining the technicques and methods oz the depart
ment', in 'assigning jobs to subordinates', in 'participation in 
subordinates' work' and in 'the maintenance of discipline'.

To sum up Table A.4 and Table 6.3.1 management person
nel neither practised laissez-faire leadership, nor did they 
desire to practise the same. They were also not autocratic in 
their departmental policy-making in connection with their sub
ordinates' v/ork as well as regarding the (i) techni'^ues and met
hods of their department, (ii) job assignment to subordinates, 
(iii) participation in sul:iordinates' work, and (iv) discipline. 
But they desired autocratic control in deciding the techniques 
and methods of their department and in assigning jobs to their
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rubordinatas. Democratic leadership also could not get any 
foothold which, however, was conisered to be quite important 
in nil the cases except in discipline where they though it to 
be very important to hear both sides and collect all the rele- 
V ii:t facts and check them before taking any action. Again, 
compared with the laissez-faire, autoc^tic and democratic styles 
of leadership, the management personnel were actually vaore prone 
toward strict adherence to the systems and procedures laid down 
by the company, and, in the same tone, they thought it highly 
desirable to follow the company rules.

One of the most important criticisms of the classical 
view of organisation is directed to its assumption that the 
accomplishment of organisation goals req^aires the exercise of 
asymmetric, one-way control from c single source at the top of 
the organisation. Research into the nature of democratic leader
ship and the benefits of participation in group decisions bols
tered the attack on this autocratic conception of management.
It would, however, be a mistake to interpret this attack as advo
cating the elimination of influence by an organisation over its 
'vCmbers. The early study by White and Lipp'i tt (1960) on styles 

leadership documented the negative consequences of morale and 
productivity of laissez-faire leadership. The main tlTicrot of 
the criterion was to advocate an organisation v/hose parts are 
-lII dependent upon centralised source of control.

Several studies by Smith and Tannenbaum (1963), Tannen- 
baum (1957, 1961), Tannenbaum and Georgopolous (1957), and Tannen
baum and Kahn (1957) have underlined the importance for organisa
tional functioning of a sufficiently high level of social influence
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within the organisation. These investigations employed research 
devices known as 'control graph-technique' and found, ii"! a 
majority of organisations studied, a positive correlation between 
the amount of total control and effective organisational perfor
mance. It thus appears that organisations require for their 
functioning the exertion of an adequate amount of the influence 
by one part on another, but this influence may take a variety of 
forms.

Table 6.3,1 of the present study reveals th-̂ t the mana
gement personnel act largely on the basis of rules and regula
tions laid down by the company rather than on the immediate re
quirement of the situation. While the reasons for those rules 
and regulations may be sound, nevertheless, they have the effect 
-f restricting freedom of action and consequently the initiative 
c£ the managers in taking decisions. Prevalence of rale-oriented 
le':dership indicates that control over certain policy matters 
reside maximally in the central authority. Perhaps, by the very 
nature of public sector, this is inevitable. In the public sector 
enterprises state-dictated rules bccome the company rules which 
the people responsible for managing the affairs of tac enter
prise are expected to meticulously follow. It might probably 
be one of the reasons for non-practice of either autocratic^or 
democratic leadership,^

The findings of the present study regarding leadership 
styles do not conform with that of Chatterjee (1955) vjho found 
that majority of managers practised democratic-laisa^s-caire 
styles of leadership and they considered it also very important

7on-the-job conditions of work. However, our finding is in line
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with the observation of Sreenivasan (1954) that managers in 
public SGCtor enterprises act largely on the basis of rules 
and regulations laid down by the company.

5. 4 The Meaning of Participation
Table 6.4,1 depicts the ranking of the concepts of 

participation made by the subjects. Six alternativo concepts or 
meanings of participation were presented to the subjects for 
their opinion on a five-point scale. This was do.'v. to evaluate 
their perceptions of the meaning of participation. For each of 
the three groups of respondents, the score, achieved in each of 
the alternative^meaning of participation and percentage of maxi
mum possible score were calculated and ranks were ascertained on 
that basis. The correlation coefficient (rho) was computed by 
the Rank-difference Method, as suggested by Garret (1951). The 
rho was significant at .01 level of confidence in all the cases, 
i.e., between workers and management (,50), workers and govern
ment (.77) and management and government (.89).

The items describing the concept of participation are 
numbered in the order of their appearance in the.' questionnaire.
As Table 6.4,1 shows, the sixth item (workers' representatives 
sit as real members of management but continue to wor'K; at their 
regular jobs) vfas ranked first both by the workers and the govern
ment officials. Management's first choice was the third item 
(vrorkers* representatives participate in discussions regarding 
managerial decisions). While workers' second preference was ‘ 
‘v7orkers participate in ownership in industry*, management per
sonnel's second preference was 'workers* representatives sit as 
real members of management but continue to work at their regular
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jobs', 'workers' representatives participate in discussions reg
arding managerial decisions' got second ranking from the Govern- 
T:c-nt officials. The item which v/as ranked third both by the mana- 
g'^ment personnel and government officials was 'workers participate 
in ovmership of industry'. Workers' third ranking v/cnt to the 
item v/hich was ranked first by the management personnel and second 
by the government officials. The least preferred item by the 
workers v;as 'the workers share in profits and losses' (rank'd 
fourth by both management personnel and government officials),
On the contrary/ the corresponding items for the m-inagemcnt 
personnel and government officials were 'workers' representatives 
associate at all levels in the various functions of management 
but don't continue to v;ork at regular employment' (ranked fourth 
by v/orkers and fifth by government officials) and 'the workers 
share in profits only' (ranked fifth both by workers and manage
ment personnel) respectively.

The analysis of Table 6.4.1 makes it clear that workers 
nnd management personnel differed significantly in their attitude 
u:)v;ards the meaning of particip<?tion. While management personnel 
lie: not like to go beyond information sharing (discussion), work
ers v.vanted real sharing of power between labour and management.
Jo the workers, participation means association of '.vorkc-rs' repre** 
s.--ntatives, without evading their responsibilities as workers, in 
r'lanagerial decisions as real mertibers of management. On the cont
rary, to the management personnel, participation means associa
tion of v/orkers' representatives in discussions regarding manage
rial decisions. The government officials share their views with
■ ,’orkers.
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The findings indicate th?.t there oxist«^,no common con
ception of the term 'participation' among the p'lrtnors of pro
duction which is a devi.ition from the findings of oth-jr r'. soarchos 
(e.g./ Tobb and Goldfarb^ 1970). However, the work^srs' view to 
the concept is similc?.r to that found in a survey by Tab and 
Goldfarb (1970) among the Israeli workers. It c:in bo noted th-st 
the findings ar^ in line with the general assumption l:h-;t there 
would be significant differences in the conception or the term 
participation among those who actively play their roles in the 
production process, Again^, the management personnel liked to 
associate v/orkers in managerial decisions through consultation 
without giving the right to co-decide, and at the some time, they 
wanted that the workers assumed responsibility for the outcome of 
the decisions in which workers participated synibolically with no 
rights of deciding. This found its expression in the :cact that 
management personnel attached high importance to 'worx'^rs share 
in both profits and losses' (41 per cent of maximum p jSSUDXg 
score) and much less importance to 'workers share in profits' 
only (21 per cent of maximum possible score). On the othrjr hand, 
workers wanted participation in managerial decisions (tljr.̂ ugh 
representatives) î ut didn't like to assume the responsibility 
for the outcome of the decisions, which is evident from tha fact 
th^t their score in 'workers share in both profits and losses' 
is the lowest (155, i.e., 29 per cent of the maximum possible 
score),
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6,5 Obi’ectives of PgrticLD^tive Man.:iqemc-.nt
Table 6.5.1 shows the dosired objective J: pnrtici- 

po.tivQ mr.nagGment among the v/orkcrs, management personnel and 
government officials in terms of the percentage cf: respondents 
endorsing each response category in a scale running fr.'̂ m 'not 
important' to 'essential*. It nlso contains the itiim-wise moan 
score for all the three groups of respondents. The differences 
■■f. mean between v;or>ters and management personnel, v/orkers and 
government officials, and management and gavernment officials 
for all the 13 items concerning objectives of participative mana
gement have been separately tested with resoect to their signi
ficance by two-tailed t-test. From Table 6.5.2 it can be seen 
th-'it mean differences between workers and mamgcment personnel 
in items 1, 4, 5, 6, 7, 10, 12 and 13 are statistically signifi
cant at .01 level and in items 8 and 9 at .05 level c± confidence. 
Similarly, between management and government officials and bet
ween workers and government officials the mean differences are 
significant at .01 level on items 1, 4, 5, 6, 7, 9, 10, 11, 12 
and 13 and 1, 6, 7, 9, 10, 11, 12, and 13 respectively. In case 
of the former only item 3 and of the latter only item 5 is sig
nificant at .05 level of confidence.

Table 6.5.3 displays rank-wise objectives of participa
tive management. The rank-difference correlation coefficient ' 
bv:tw-een workers and management (.39) and between workers and 
government officials (,43) was not statistically significant.
This implies that workers and management personnel, and workers 
and government officials differ significantly in respect of the 
ranking of the objectives of participative management. The
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correlation coefficient (rho) betv/een m^nagomcnt personnel nnd 
government officials (.55) is significant at .05 Icv'il  ̂ con
fidence. Thus it can be inferred that there are sirnilaricies 
of opinions between management personnel end gover’̂inont ..fficials. 

The most important objective of participati.v^:' r.T r; ■;oment 
is, according to vjorkers, (a) to resolve industrial disputes and 
increase production simultaneously, and (b) to dev̂ ilo-̂  people to 
accept change (tied rank) . On the other hand, the most important 
objective was, as perceived by both management perscnnsl and 
government officials, to increase productivity, improve job 
satisfaction, decrease -absenteeism and reduce waste. As per
ceived by management personnel the second most important objec
tives v;ere (a) to resolve industrial conflicts amicably without 

« disrupting industrial peace and (b) to improve team v;ork (tied) , 
whereas v;orkers assigned- the same place to 'increase security 
and v;ages of worker:?; Two items were ranked second (tiu-d rank) 
by government officials^ (a) to provide means for close involve
ment of the workers with the enterprise and the decisions which 
directly affect them, and (b) to resolve industrial disputes and 
increase production simultaneously.
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Table 6.5.1: Desired Objective of Participative
Management among Industrial VJor'kers, 
Management Personnel.' and Government 
Officials (percentage of respondents 
endorsing each response category),

- 197 -

The Objective of Res-
Participative pon-
Hanagement is to: dents

NI LI QI VI E Mean
Score

1 V A Increase security VJ 0.00 0.00 12.04 46. 30 41.67 4.30
and wages of M 0.00 0.00 46.67 50.00 3.33 3.57
workers. G 30.77 30.77 23.08 15. 38 0.00 2.23

2. Increase production VJ. 0.00 7.41 4.63 49,07 38.89 4.19
wliich may not nece M 0.00 6.67 0.00 46.67 46.67 4. 33
ssarily result in hi
gher wages & greater 
security for the 
v/or>:ers.

0.00 0.00 0.00 76.92 23.08 4.23

3 , Resolving industrial W 0.00 0.00 4.63 41.67 53.70 4. 49
disputes and increas M 0.00 0.00 3. 33 46.57 50.00 4.47
ing production simul
taneous/^^

G 0.00 0.00 0.00 69.23 30.77 4. 31

A « Resolving industrial W 0.93 9.26 12.96 41.67 35.19 4.02
conflicts amicably M 0.00 0.00 0.00 43. 33 56.67 4.57
without disr^apting 
industrial peace.

■■G1 0.00 0.00 23.08 61.5 4 15. 38 3.92

Increase productivity W 0.00 7.41 11.11 37.0 44. 44 4.19
improve job satisfac M 0.00 0.00 6.67 3. 33 90.00 4.83
tion, decrease absen
teeism & reduce v;aste,

G
•

0.00 0.00 0.00 53.35 4S.15 4.46

) . Revolt against bureau-W 0.00 9.26 15.74 37.04 37.96 4.04
cratic authority over M 0.00 3.33 73.33 10.00 13.33 3.33
=:n enterprise. G 15.38 45.15 23.08 15. 38 0.00 2.38

1 t « Extending power and VJ 0.00 16.67 18.52 28.70 36.11 3.84
influence of trade M 40.00 3.33 40.00 10.00 6.61 2.40
anions. G 38.46 38.46 0.00 23.08 0.00 2.08
Provide means for W 0.00 1.85 13.89 46.30 37.96 4. 20
close involvement of M 0.00 0.00 3.33 56.67 40.00 4.37
the workers with the G 
:-nterprise and the 
decisions which direct, 
ly affect them.

0.00 0.00 0.00 69.23 30.77 4.31

■i
» Prevent workers' W 0.93 0.93 9.26 50.00 38.89 4. 25

exploitation either M 0.00 0.00 3.33 43. 33 53. 33 4.50
by o\'/ners or top G 0.00 7.69 23.08 53.85 15.38 3.77
'.anagers,

Contd...
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Table 6.5,1 (Contd.)

10. Improve quality of w 0.00 9,26 9.26 46.30 35.19 4.04
monagcrial decisions. M 0.00 0.00 40.00 50.00 10.00 3.70

G 23.08 46.15 15.38 15. 38 0.00 2.23
11. Dovelop people to W 0.00 0.00 4.63 41.67 53.70 4.49

ficcept change. M 0.00 3. 33 0.00 46.67 50.00 4.43G 7.69 23.08 0.00 53.85 15. 38 3. 46
12. Improve team-work. W 0.00 0.00 13.89 46.30 39.81 4. 26

M 0.00 0.00 0.00 43.33 5 G. 67 4.57
G 0.00 15.38 23.08 46.15 7.69 3. 23

13. £h-'ring financial W 0.00 13.89 9.26 39.81 37.04 4.00
and other information M 0.00 0.00 40.00 50.00 10. •'0 3.70
about the enterprise. G 23.08 46.15 0.00 30.77 » L.'C 2. 38

Average across all W 0.14 5.84 10.75 42. 45 •  — :.18
items M 3.08 1.28 19.74 38. 46 r:. ■::4 ..06

G 10.65 19.53 10.06 4 :. 97 .  r D 3.31

Notes; Scale: Not Important (NI) = 1, Less Important (LI) = 2, 
Quite Important (QI) = 3, Very Important (VI) = 4, 
Essential (E) = 5,
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Table 6.5,2: Mean Responses to the Objectives of 
Participitive Man.-2gemGnt as Desired 
by Workers (N=108), Management Personnel 
(N=60) and Government offici.'l.s (l.=13) »

- 199 -

SI.
No. Objectives

W
X

Score

M
X

Score

G
X

Score
Diff.i-r.

6i

ance Between 
W & G M & G

1. Incref.SG security and 
v;ages

4.30 3.57 2.23 0.7 3̂'̂ 2.07* 1.34*

2. Increase production 4.19 4.33 4.23 0.14 0.04 0.10
3. Resolve disputes and 

increase production
4.49 4.47 4. 31 0.02 0.18 0.16*^

*• Resolve conflicts 4.02 4.57 3.92 0.55* 0.10 0.65*
5. Increase satisfaction 

etc.
4.19 4.83 4.46 0.64* 0.27** 0.37*

« Revolt against 
bureaucracy

4.04 3. 33 2. 38 0.71" 1.66* 0.95*

7 . HIxtend union power 3.84 2.40 2.08 1.44* 1.76* 0.32*
G . Means for involvement 4.20 4.37 4. 31 0.17* • C.ll 0.06
9. Prevent ejqploitation 4.25 4.50 3.77 0.2 5*- 0.48* 0.73*
10. laiprove quality of 

decisions
4.04 3.70 2.23 0,34* 1.81* 1.47*

11. Accept change 4.49 4.43 3.46 0.06 1.03* 0.97*
i:,'. Itnprove team-work 4.26 4.57 3.23 0.31* 1.03* 1.34*
13, Sharing information 4.00 3.70 2.38 0, 30* 1.62* 1.32*

Average across all 
items

4.18 4.06 3.31 0.12 0.87* 0.75*

Details of the items have been given in Table 6.5.1.
P /.Ol 

'p ^.05
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As is evident from Table 6,5*1 the objective which wos 
viGU’ed as 'essential' by most of the managers (90 per cent) ds 
"to increase productivity, imporve job satisfaction, decrease 
absenteeism and reduce waste". The next two objectives consi
dered 'essential' by 57 per cent of the managers were (a) to 
resolve industrial conflicts without disrupting industrial peace 
and (b) to imporve team work. Majority of the managers viewed 
'revolt against bureaucratic authority over the enterprise' as 
quite important.

Taking a criterion of 4 (very important) and above, it 
becomes obvious that the objectives described in the item numbors 
// .’>/ i'-'t ~U and /J'̂ have achieved this level but

not a single item achieved the maximum possible level (criterion 
of 5) . Only item number / (extending power and influence of 
trade unions) has been consiaer-d j.ess important' by management. 
Oth^r items have been viewed as quite important.

Majority of the workers (53.70%) considered (a) 'resoiv-- 
in-j industrial disputes and increasing production simultanecur^l;'’, 
and (b) 'develop people to accept change' to be 'essential' obj.,.c- 
tives of participative management.

Considered against the criterion of 4 and above, all the 
items have achieved this level except item number 7 (extending 
power and influence of trade unions) vrtiich has been viewed as 
quite important.

The views of the government officials varied frcan 'of 
no importance' (NI) to 'of little importance' (LI) in the case 

item numbers t 4 and 4̂ 3* None of the objectives
listed were considered to be 'essential' by majority of the

- 202 -
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government officials. Taking a criterion of 4 (very important) 
and above, only item number (increase production which may 
not necessarily result in higher wages and greater security for 
the workers), number o  (resolving industrial disputes and in- 
creasing production simultaneously)//^mprove.job satisfaction, 
d'-crc-'.se absenteeism and reduce waste) and number (provide 

for close involvement of workers with decisions which 
'iroctly affect them) have achieved this level. Th^ means that 

obove objectives have been desired, on the average, to be 
\'ivy important for participative management. Other items have 
'-'ithcr been considered to be quite important (item Nos, %■ , ,
-'/ and . ' or of little importance (item Nos. i, ' tj "'if, U7 
and ?.; ) .

The opinions of the workers, management and government 
officials brings an important fact to light. It is quite ob
vious that the three parties seek to obtain ob
jectives from participative management. In terms of total per
centages of responses (combination of the responses in scales 
'VI' and 'E')* managers attached highest preference to the ob
jectives of the participative management stated in item numbers 

(rjsolving industrial conflicts without disrupting industrial 
p^r’co) and '■‘L (improve team work), while workers placed highest 
O'rphasis on item numbers < (resolving industrial disputes and 
'..'.creasing production simultaneously) and i! (develop people to 
rccic.pt change) . The objectives that were given highest priority 
by government officials are to increase production which may not 
necessarily result in higher wages and better security for wor
kers (item 3̂  f to resolve industrial disputes and increase
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production simultaneously (tern to increase productivity,
i-.nprovo job satisfaction, docrcaso absenteeism and reduce 
vjaste (item C )f and to provide means for close involvement 
of v/orl'.ors with decisions which directly affect them (item

The opinions expressed by the actors in the industrial 
rel'tions system with regard to the objectives th^t they seek 
to obtain from workers' particip-tion indicate an important 
trend in their attitudes. All of them regard participation as 
a means to resolve industrial disputes and increase production. 
Participation is also expected to develop people to acccpt 
change and to improve team work. Workers' expectation ir. 
to achieve security and better wages.

An idea about the objectives of participation as - 1
by the parties concerned is important because the scopo, .z,
form and level of participation largely depends upon the objec
tives in which the workers' participation is viewed,

6,6 Forms of Participative Management
Table 6,6,1 presents the ' ranking assigned

to each of the forms of participative management by workers, 
r:̂ .nagcriient personnel and government officials. A respondent 
could rank any alternative form of participation in a continuum 
cf .:.no to seven. The maximum possible score in every case was 

auviiber of observations multiplied by 7,
An examination of Table 6,6.1 indicates that the co-

<:;fiic:icnt of correlation (rho) between workers and management
porsjnnel was very high (.96). This revealed high similarities 
of opinions between the two groups. Similarity of opinions 
has also been found between management and government officials

- 204 -
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as the ojpHp̂ incd rho (.75) was significant at ,05 level of confi
dence. 1\ can bcfioted from the same table th-'t all the throe 
groups - workers, management personnel and government officials
- professed to be most favourably disposed toward item 4 (wor
kers' representation in joint committees). Workers and manage
ment personnel expressed similar views on items 3 (vjorkers* owner- 
siiip and,board level representation) and 6 (collective bargain
ing in decision-making), 2 (parity in the board of directors) 
and 1 (having one or two directors in the board of directors). 
Government officials shared their views with work:;rs in items 
1, 2, 4 and 7 (informal facc-to-face participation in decision
making at work place).

It is obvious from Table 6,6,1 that the most preferred 
form of participation among the actors was having workers' repre
sentatives in the various joint labour-management committees at 
different levels in the organisation. Other forms preferred by 
workers and management personnel (upto third rank) were worker- 
suggestion system and informal, direct participation in decisions 
r7.t the shopfloor level. The least preferred forms of partici
pation, according to the parties^ were boardroom representatic 
by workers, either as minority or parity or representation -1 ng 
with ownership. This leads us to the conclusion that the ir: as- 
trial workers are least interested in ownership of industry/ r 
in codetermination,-jrather they like to concern themselves 
raasonablSS" sharing of power‘**W5tr>tigl̂  their representative.. ' ' iv 1- 
vemcnt in managerial decisions. Since the management pcrscr.'el 
also hold the same view as that of the worktsrs, it augurs v:e_l 
for the introduction of a consensus form of participation in the 
enterprise, ^
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Table 6.7,2 shows the effects of participative managomcnt 

'n the ontorprise as psrceived by the actors in the industrial 
rcl''.tions system in terms of the percentage of respondents 
endorsing each response category in a five-point scale running 
frcm ’not effective' (l)to 'most effective' (5), The management 
p.'-rsonnal wore of the view that participative management vr:;ulc! 
be nest effective' in (a) increasing production, (b) reducing 
cost, of production, (c) improving communications, înd (d) iir- 
proving labour-managemcnt relations. A little more than 50 
per cent of the workers that participative man ̂ gom,nt
would be 'most effective* in (a) increasing production, Cb) re
ducing cost of production, (c) reducing accidents, and (d) im
proving loitour-management relations. On the other h?.nd, fifty 
four per cent of the government officials considered 'j'mproviijg 
communications' only to be the 'most effective' consequenco ;f 
participative management. Majority of the government offici'ls 
viewed that participative management would be 'very effective' 
in almost all the areas desired as most effective by both m'lr.-'.- 
g'^ment and workers including 'reducing waste* and 'reducing .rk 
stoppages'. Forty three per cent of the management pers-nrnJ 
wore doubtful about the effect of particip-'.tive management n 
improving the product.

From a look at the mean score (Table 6,7.2)it appears 
that, taking a criterion of 4 (fairly effective) and above, 
workers and management personnel considered th-t particip-^tion 
would be fairly effective in increasing production, improving 
the product and labour management relations and reducing cost 
of production, waste, accidents and work stoppages.
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Following the same criterion, it can bo s'l'.icl th't '>nly 

one item (improving communications) in the case of the govern
ment officials achieved this level. Across all it̂ jras, 'vjr 90
per cent of the workers and the management personnel folt parti
cipation to be highly effective (fairly effective plus n’-'st 
effective) whereas a little more than one-third .:f t'.e gj,vo-rn-
mcnt officials did not feel so.

All items taken together, workers and m.-̂ n-'goiTiont p.rso- 
nnel did not differ in their attitudes toward the imagined impact 
of participation on the enterprise (P> .05: see Tabic *
Similarities of opinions were not found between work'3rs end 
government officials as well as between management personnel 
and gcwernment officials (P 01),

From the above discussion it can unhesitntingly be said 
that the main two partners in production, i.e., workers and 
management, are very much hopeful about the beneficial aspects 
of participative management. In the context of the prevailing 
socio-eco-political environment of Bangladesh, th ĵy f ind a hope 
of rays in participative management programmes to ox^rt contri
buting effects on over-all productivity of the org'nisaticn as 
well as on the enterprise's industrial relations.
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Table 6,7,2; Effects of ParticipativQ Management 
as Perceived by Workers, Man:>.gemont 
Personnel and Government Officinls 
(Percentage of respondents endorsing 
each response category)

- 211 -

51
No Contents•

Res-
pon- NE 
dents

LE
Response Catcaoiry 

U FE ME
Mean 
Sec re

Participative
Manigement would
be effective in:

1. Increasing W 0.00 0.00 9,26 34,26 56.48 4.47
production M 13.33 3.33 3,33 16,67 63.33 4.13

G 15.38 30.77 0.00 53,85 0.00 2.92
O ̂ * Improving the W 0.00 0.00 9.26 49.07 41,67 4.32

pr-;duct M 0.00 0.00 43. 33 33,33 23.33 3.80
G 0.00 38,46 23,08 38,46 0.00 3.00

3. Reducing cost of W 0,00 0.00 7,41 38,89 53.70 4.46
production M 0.00 0.00 0.00 40.00 60.00 4.60

G 0.00 15.38 23.08 53,85 0.00 3.15
4. Reducing waste W 0.00 0.00 7.41 45.37 47.22 4,40

M 0.00 0.00 0,00 76.67 23,33 4. 2 3
G 0.00 0.00 23,08 61,54 15,38 3.92

5. Reducing accidents W 0.00 0.00 7,41 37.04 55,56 4.48M 0.00 0.00 0,00 80.00 20,00 4.20
G 0.00 30,77 0.00 46.15 23.08 3.62

6. Improving W 0.00 0.00 7.41 42.59 50.00
communication M 0.00 0.00 0.00 33.33 66,67 • -’7t. s

G 0.00 15,38 0.00 38. 46 53.85 -1 -■ 1 - - -X
7. Reducing work W 0.00 4,63 11.11 35,19 49.07

stoppages M 0.00 0.00 0,00 73.33 26.67 .7
G 30.77 0.00 15.38 53.85 0.00 2 2

8. Improving labour- W 0.00 7,41 5.56 30.56 56.48 *. 36
management rela M 0.00 0.00 0.00 26.67 73.33 4. 7 2
tions G 0.00 15.38 0.00 69.23 15.38

Average across all W 0.00 1,51 8,10 39.12 51.27 ■ .
items M 1.67 0,42 5.83 47.50 44.58 i

G 5.77 18,27 10.58 51.92 13.46 3-4,
Notes: Scale -

NE ( Not Effective) = 1, LE (Less Effective) - 
U (Undecided) = 3, FE (Fairly Effective) =
ME (Most Effective) = 5.

2 ,
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Table 6.'/, 3: Moan Rcasp^nses to the Perceived
Effect of P.-=irticip?.tive Managoment,

- 212 -

Workers Management Government Differences
Summary Contents (W) Personnel Officials Between
Effect on:

(N=108)
(M)

(N=60)
(G)

(N=13)
W&M WStG MScG

1. Production 4.47 4.13 2.92 .34^.55**1.21**

2. Product 4. 32 3.80 3.00 ** *★ ★* .52 1.32 0.80

3. Prodviction cost 4,46 4.^0 3.15 a ★* ★* -.14^1.31 1.45

VJaste 4. 40 4.23 3.92 @ ** ** .17®̂  .48 0.31

5. Acci^’erti. 4.48 4.20 3.62 ** ** *h ,28 .86 0.58

6 . C ■■ .r.mun i c a t i on s 4.43 4.67 4.54 ** * ★ -.24- .11 0,13

•7 Work stf,';7yages 4.29 4.27 2.92 * ** ** .02 1.37 1.35

8. L-'jjcur relations 4. 35 4.73 3.85 ** ** ** - .37 .51 0.88

All items taken 4,40 4.43 3.49 * ** ** -.03 .91 0.94together

Notes: When moan score of management personnel or of government
officials is greater than that of workers (-) sign is used.
*Not significant
P^.Ol

®P^,05 (two-tailed t-test),
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6,8 Statutory Basis for Participation

In order t olicit the attitudes cf the actors in 
the industrial relations system toward the legality of partici
pation, a sub-questionnaire coraprising four forca-'̂  items
was given to each respondent and was requested to indicate his 
own ox:iinion on each of the accompanying statements by putting a 
ring ariund any of the five response categories. Table 6.8,1 
shows the percentage of respondents endorsing each response 
category an'" the mean score on each statement, A lock at the 
table unveils the significance of the differences of meeins bet
ween workers and managoment personnel, between workers and govern
ment officials, and between management personnel and government 
officials, for each item separately. The difference of the means 
between workers and management personnel is significant at .01 
Ijvel of confi'i‘'once for all items except item 1, The same is the 
result in case of management versus government. The difference 
of the moans betvreen workers and government officials is signi
ficant for items 2 and 3 only. This indicates similarities of 
opinions b.’twcen the parties regarding item 1 (Participative 
man:igemcint shouli be introduced i;ith relevant statutory basis), 
but differences of opinions regarding items 2 (participation 
should be introduced by way of voluntary agreemo'at between labour 
and management) and 3 (the possibility of leaving the introduc
tion of participative schemes to the initiative and agreement of 
the parties pre-supposes the existence :f organisation of emp
loyers and workers of approximately equal strength), Workers 
and management personnel differed in attitudes with regard to 
item 4 (in order to have a strong legal basis to introduce

- 213 -
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, v/orkers' particip■’.tion in manngcniGnt, an nmenamGnt to this
effect shoul 1 bo nn le in our national constitution), but govern
ment officials were very close to the workers in this respect. 

Perusal of T'l.blc 6.8.1 reveals that the respondents in 
all the three gr 'ups lo'-'kcc', f avo\ir:̂ .bly to introduction of parti
cipation with relevant statutory basis an t_- the existance of 
equally str'ng employers' an.fl worksrs' erg-:n is at ions for succes
sful intrDciuction of participation by voluntary agreement between 
the partners of production. While none of the m-.nagement person
nel and government officials viev/ed vclunt-r^/- participation most 
desirable, only one-seventh of the workers -.li'T feel so. Both the 
workers and government officials were fav.ur-'bly disposed toward 
inclusion of a clause on participation in the constitution.
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Table 5*8*2: Lego.1 Basis for Participation* Percentage 
of Responrlents v/ho Considorod the Items 
Most Desirable

- 216 -

Resi'iondents 

I terns (Summary.)

Workers
(N=108)

Man agcment 
P.?rs'''nnel 

(W=60)
Government 
Officials 

(Nil 3)

1, Participation with 
statutory basis.

56 53 62

2, Participation through 
voluntary agreement.

14 - -

3. Equally strong organisa» * tion of employers and 
workers for voluntary 
participation

44 90

4. A clause on participa
tion in the c ;nstituti'.-n

51
•

13 77

Table 6*8,2 shows that 90 per cont of management per- 
s.-nncl and 44 per ccjnt of the v/orlccrs felt that if voluntary 
p; rticipati n is to be institute'’, there is definite need for 
the existence of employers' and \/-:rlcors' crganisaticns with appro
ximately equal strength. Workers not only favoured statutory 
participati'-.n, they als' favoured the inclusion of a clause on 
participation in the nati^'nal constitution. Interestingly enough, 
although management pers;-'nnol supported the intr :-cluction of parti
cipation v/ith statutory basis, they did n:.t like t have partici
pation clause to be included in the c-nstitutirn.

Participation with statutory backing is often supported 
for real success in its implementation (Chandra, 1978). For exa
mple, one of the reasons for the f'.ilure ■ f th_, joint m-inagement 
councils in India is believed to their voluntary status. Simi
larly, in Pakistan and Bangladesh also workers* participation 
schemes in the form of works councils/works c-irimittees could not
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make -any hcaclway due t l̂ .ck of legal b-'cTcing. It is thus 
believed th--t if participative m-'n-T.gomcnt is t.) tn-'.ko positive
contributions to the in’Justrial system it sh.uld bo made

8st'ituto.ry.
If scma systems of pirticip-'.ticn are intr:'''uced by 

o.n cnlightcncid m'̂ .n'igemc-nt it w.:ul-;i like to associate workers 
for achieving higher productivity/ product impr.vement and 
efficiency, but th3 trade unions might assiduously attempt to 
utilise participative f'.̂ jrums t improve their callective bargain
ing strength an'-’’ to make an in-road into managerial power to 
safeguard the wrrkc-rs* interests and not to share the responsi
bilities of management. This kind cf divergence of objectives 
can be narrowed dov.m if tht government formul-'tes, by making 
it statutorily obligat^-ry, a scheme of participation which 
W'-uld generally be .̂n the grr.unds of econ-imic p^wer-equity and 
social justicc. The government-initiated schrmo may be such as
to contribute t'.. the "establishment cf v/arking class centres of
authority within the hostil.i framework of capitalist society"
cr to Dring aJDOut "a du-'l rel'ti-^nship in which one human party

gc-;nstraints (superintends, supervises) -'.n'̂th-.r."

6,9 Participative Mp.naqemcnt end Gov^rnm-'-nt Policy
The attitu:^es of workers an' rri-'.n̂ gement pers:nnel 

toward the g^/vernment policy jn particip .tlve rr.-n-'.gement are 
presented in Table 6,9.1. Out of six it̂ r̂rs, tw iten.s were 
related to the government's decision regarding the establish
ment of "Participation Committee" in the industrial un'lertak- 
ings of Bangladesh, as per the provisions of the Industrial 
Relations (Amendment) Act, 1980, and the remaining four items
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c'jncornod themselves v;ith the .^nticipat&d consequences of the 
afcresai'i g-jvernmGnt decision. Tnblc= 6,9,1 discloses the fact 
thit workers ."■.nd management personnel did not hold uniform 
opinion on all the items save one which is not statistically 
significant. They hold the same view on item 5 (government's 
schcme will not be effective unless accompanied by fair wages, 
decent working and living conditions). In all '-thcr items mean 
differences are statistically significant beyond one per cent 
level of confidence.

While a little more than four-fifths of the management 
personnel str'.ngly agreed to item 2 (government's decision regard
ing the establishment of participation committee is a genuine 
desire to involve workers in decision making process), three- 
fifths of the workers strongly disagreed to the same item. More 
than half of the workers strongly felt that the government's sche
me would bo able to generate future union leaders from rank-and-, 
file but n:'na of the managerial people thought S': - half of them 
simply favoured the idea, Man?.gerial personnel felt that the 
proposed scheme would not undermine the trade union activities.
The v;orkors also felt in the same direction barring a few (17%) , 
Seventy one per cent of the workers/ as ^gainst 53 per cent of 
the mnnagcment personnel, did not agree that the scheme would 
result in more production and better efficiency. Sixty per cent 
of the workers thought the government's schcme to be politically 
motivated, whereas sixty four per cent of the managerial person
nel stood by the opposite pole on this point.

= 219 -
Dhaka University Institutional Repository



- 220 -
Our worker and minngemcnt samples ilso cnc!orsecl their 

views on 'v/hy our g''.'Vernmcnt w^.nts p'trticipitivo man-'gcmcnt' ,
Table 6.9,2 shows thit th:i' differences of the m^nns b.itwoen 
W'-.rkcrs ind mnm.gem^nt pcrsnnncl are significant at .01 level 
of confirlonco '.n all tho six items. This is a clear indication 
of tho absonco of similarity of opinion botween the two parties,

Thi_ st-'tements th-'t the Government wants i^articipative 
management because it feels th^t (a) 'The enterprises bolonw to 
the workers and every worker in the enterprise ought to have a 
v 'ice', and (b) 'it believes that the workers v;ill work harder', 
hive boen rejected by the majority of the workers (more than 80 
P~r cent). Management personnel also l-'rgely endorsed the wor
kers' views with the former statement, while they romainod un
decided about the latter. Both the workers and management pcr- 
S'.nnel felt that participation would, as the government believed, 
do av/ay v/ith the differences bctv;een workers and management, 
although the emphasis of b'-th the parties varied (43 p..r cent 
of the management personnel agreed strongly as against 25 per 
cent of the v/orkers) . One-third of the workers, as against 3 
per cznt of tho management personnel, strongly felt that the 
government v;anted t strengthen its base among the millions of 
W'>rker-voters in the country. Forty per ccnt of the management 
personnel anr1 26 per cent of the workers disagreed to this state
ment. With varying emphasis both the parties showed fav'-^uroble 
attitudes toward item 6 (government believes that participation 
v;ill lead to greater democracy) . In the case of item 4 (Govern- 
wants t;. solve the labour problems in the enterprise), although 
a substantial number of management personnel remained indifferent, 
the workers had clear-cut views - they leaned towards the upper 
side of the scale.
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6,10 Orqinisationgl Climi.te f-̂ r Particip'itlvo :i?Ln''qoiT\ent 
Tnble A,5 in Appendix A shows the purcaivod nnd 

desired viGV7s of workers -’.nd m̂ .n igamcnt pors .-nnol r-.gnrding 
or gcin is.It ion 3.1 climate for p.irticipitive m-^n-igomont. Organisa
tional climate his been measured fr'T.-n the opinion of the- res
pondents expressed on ten items in a closed sub-qujstionnaire,^*^ 
The mean differences between actual and desired opinion on call 
the items are statistically significant beyond one per cent 
level of ccnfidenco. Thus, it is obvious that the existing 
organisational climate f r participative management as perceived 
by the partners in production clearly differs fr̂ .m v/hat they 
desire to bo.

Taking a criterion of 2 and bol<--w (between disagree and 
strongly disagree) none of the items could achicve this level 
in the case of workers. This implies that existing organisation
al climate, as viewed by workers, was n^t conducive to workers' 
participation in m.anagement. On the average, the man-'.gement per
sonnel also shared the workers' view (average perceived mean
being only 2.00 as against 1.70 of workers). The workers and
the managi^mont p-rs nnol, h'-'Ŵ vor, diffcr^'d in their perceived. 
Opinion on items 2, 3, 5, 6, 7, 9 and 10 (vide Table 6,10.1),

Taking a criterion of 5 (essential), not a single item, 
as desired by both the pnrties, achieved this level. But if
criterion is chan.ud to 4 (very important) and above, one would
find that all the items achi ved this level except items 3 (only 
workers) and 7 (management personnel), Almost all the job con
ditions described in the ten statements wore absent but highly 
desired by both the workers and management personnel. The mana-
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gcmcnt pc-rscnncl were- indifferent to item 7 (managers/supervi
sors sh.'?w th‘.ughtfulness and cr.nsideration others) which 
they c :nsi'.lcrv '1 to bo quite import-int. Likewise, the workers 
felt th-".t the mr.n-igers ''.n':'’ sup,-,rvis .nrs did net remain aware of 
the state of thr compr.ny's nr.?r->le -'.nd dir’’ n>'̂t do everything po
ssible to m'̂ k:. it high (item 3), but tĥ jy th ught it to be quite 
important.

Tnble 6.10,1 further shows th*!t th^rc ''.re dissimil.-^rities 
of opinions between workers -'.nd m-'.n^cem^nt x-̂- rsonn^l in respect 
of desired organisr.tienal climatc fcr pr.rticip-'tivc mp.nagement 
on items 1, 2, 5, 1, Q, 9, -'.n-T 10. The n'ximurr. div._-rgcnce (sig~ 
nificint at one per cent It̂ vel of c'nfi "enc-) h-'ppened on all 
these items except item 8 (P^.05).

The desired m̂ -->n sc .res of both workers C4.37) and mana- 
gemcnt personnel (4.31) being v ;̂ry high indic-te th-'t both the 
parties equally desired for better orginisati -'nal climate that 
might be conducive to p^rticip^.ti'/e management. Although exist
ing organisati :nal climate is not congenial f t  participative 
management, which finds its expression in the over-'.ll perceived 
mean scores (workers, 1.70 and man-'gement personnel 2,01), the 
future does no'- seem t:.' be bleak.
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gomcnt pcrsc.nncl were indifferent to item 7 (m?.nagers/supervi
sors show thoughtfulness and ccnsidcration others) which
they c.'nsidcr-.'-l to be quite- important. Likewise, the workers 
felt that the manag'-rs an'-̂ sup. rvis :>rs dir? not remain aware of 
the stat.. the company's morale and die! not do everything po
ssible t'f make it high (item 3), but they th-ught it to be quite 
important.

Table’ 6,10.1 further shows that there are Jiissimilaritics 
of opinions between v/orkers and man ̂ .gomcnt X-Jcrsonnel in respect 
of desired erganisati:mal climate for participative management 
on items 1, 2, 5, 1, 0, 9, and 10. The maximum divergence (sig- 
nific-.nt at one per cent level of confidence) happened on all 
these items except item 8 (P^,05).

The desired m^an scores of both workers (4.37) and mana- 
gemv_:nt pers.^nnel (4.31) being very high indicate th-'t both the 
parties equally desired for better organisational climate that 
might be conducive t p-^rticip^.ti'/e managem^-nt. Although exist
ing organisati n̂ .l clim-'te is net congenial f .'r p:'rticipative 
m'lnagement, which finds its expressi'^n in the over-'.ll perceived 
mean scores (workers, 1.70 ^nd man-^gement personn^d 2.01), the 
future does no seem tc be bleak.
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6 . 1 1 .  W .rk ^^rs ' In f lu c n c k ^  i n  D c - 'c is ic R -M a k in q  

f  An a t t e m p t  v;as a l s o  m^.cle i n  th e  p r e s e n t  s t u d y  t o

nssi_’ss th e  itti -cu .'. 'os  o f  b c t h  w r 'k jjrs  ?.nc? m m a g e m c n t p>.-rscnnel 

t ' .w a r d  c’ i f f c r  n t  l e v e l s  -^nd mocfes •'■f p a r t i c i p a t i ' n  and t o  e x p l o r e  

the- r c l - ' t i  n s M p  b .^ tw jo n  thu, -im''.unt f  p - r t i c i p a t i - . n  th->.t th e  

W - 'r ^ ^ r s  sh u l d  h ::vc  o.n'? th o  ?.m'unt t h e y  p e r c e i v e  t h e y  do h a v e .  

W it h  t h i s  end i n  v i e w ,  a t ^ t ' i l  ■'■f t w e n t y  ■:ne d e c is i - ' -n s  w ere

i  l e n t i f  ic*d whi ch a r e  u s u a l l y  ta k e n  i n  an . r g '^ n i s a t i a n .  D epend

i n g  upan th e  l e v e l  managonicnt vJber.. th e  d ^ :c is io n s  p r o  ta k e n ,  

t h e s e  is s u e s  a re  p u t  u n d e r  f i v e  c a t e g - r i e s ,  I"') .d i s t a n t

l e v e l  p a r t i c i p i t i c n  is s u e s  ( s i x  is s u a s ),  (b )  -ncc.iu^ 1 vv’-^jl p n r t i -  

c i p a t i c n  (s e v e n  issu e d ), ( c )  l o c a l  l e v e l  p - ' r t i c i p a t i ' r  ( f i v e  

is s u c s V  (d )  is s u e s  w h ic h  r e q u i r e  c p ^ r c . t i  n f r ’ ni b - t h  m-inagement 

^  and w ^ r k t .r  a t  a l l  l e v e l  ( t w o  is s u e s )  and (e )  b a n u s  i s s u e  (o ne  

i t e m )  , T h e  am.-.unts o f p e r c e i v e d  and d e s i r e d  i n f l u e n c e  f o r  each 

d e c i s i o n  w ere i n d i c a t e d  on f i v e - p e i n t  s c a l . i s ,  and t h e  s u b j e c t s '  

re s p o n s e s  t:. th e  i t e m s  a t  cach l e v e l  summed t o  y i e l d  s c o r e s  

i n d i c a t i n g  t h e i r  p e r c e i v e d  and d e s i r e d  i n f l u e n c e  f  - r  d i f f e r e n t  . 

l e v e l s  o f  p a r t i c i p a t i ; . n .  Th e  m^dw o r  f : .rm  _f i n f l u e n c e  d e s i r e d  

a t  e-^ch l e v e l  was m ^ a r u re d  b y  a s c a l e  w h ic h  r e q u i r e d  t h e  s u b j e c t s  

t o  i n d i c a t e  w h ich  o f  f i v e  a l t e r n - ’t i v e  ways o f  p a r t i c i p a t i n g  t h e y  

pr.;::fv.;rred f  =r th e  v - ' r i e u s  d e c i s i o n s  a t  each l e v e l  (s e e  t h e  Q u e s -  

t i ; ; n n a i r e  in  A p p e n d ix  B) .
Th e  r e s u l t s  a re  d is c u s s e d  i n  t h e  f o l l o w i n g  o r d e r :

( a )  P e r c e i v e d  i n f l u e n c e  z± w o r k e rs  i n  d e c i s i o n - m a k i n g ;  ( b )  d e s i r 

e d  i n f l u e n c e  - f  w o r k e r s  i n  d e c i s i - n - m a k i n g ;  and ( c )  d e s i r e d  way 

o f  i n v o l v i n g  w  r k e r s  i n  d e c i s i o n - m a k i n g .

- 226 -
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(A) Distant Level Influcnco;
V/crkers' pc-rccivod -̂.nd desired influcnci'.s in distant 

 ̂ level dccisi':;n -’.reas arc; shov/n in T.tsble 5,11.1. The pcrcoivad 
mean scores in n'no of th;: -ire s oxceedocl 2.00 in-Ucitiag that 
workers hid virtually no influence in th.i distant level decision 
areas. Ninety per cent n̂d- rsod the irirst tv/', scale points on 
the average ncrc-ss all items implying th ̂ t they had exerted no 
influence :r very little influonce in distant level decision
making.

The desired me-’n sc"'re f--r uach "rea ex'nibit,„d a strong 
desire of the workers f'r partinipati 'n in dist-'nt level decision
making. Equal number of w rkers (39 por c<int) , acr .ss all items, 
expressed a prefer^-nce f'r ' c:nsidurable' "r ' complete' influence 
(response catcg rî -S and 5). The v/?rk_rs were unanimous on 

^ the first scale (n: influence at all) - they were against the' 
viev/ that they should n t have any influ.,nce in the strategic 
decisiO’n areas which have traditi rnally been regarded as jealously 
guarded prerogatives of management. Over 45 p^r cent desired 
complete influence in the three areas cf distant level decision
making; they arc, (Dl) f-nnuloti..n :>f overall organisational 
policy and their iraplemcntati n, (D3) cporati-^n >jf sancti^.ned‘ 
budget and (D6) formulati-n ;f recruitment policy *f executives. 
Abjut half "-f the w rkurs opted for c'nsiderable influence in 
(D2) formulati:.n of marketing policy and (D5) expansi'.'n and di-

 ̂♦
v»:^rsificati n of business. A v,ry neglijbl<_ number opted for the 
intermediate degrees of influence.
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(B) Medium Level Influcnc-j:
Wor'kcr's dosir<^s f r medium level influo-nco and thoir 

perc.ipti jns f the current pr-’.ctice are dv.piotod in Tnble 6.11.2 
fr-:m v/hich it is evident thit w-rk.^rs hid little influence over 
the decision ■■.rcr’s in m.dium level but they desired f^r much 
mere influence in th^so -'re'',s. Tĥ - current r'r̂ .ctice is 
rem’ ved fr'm thw ideal. Ninety one per cent reported/ acr'.-’ss 
items, they h^d very little influence _r n influence at all in 
th-j sev'̂ n areos of the medium lt: vel decisi' n-m-̂ .king. Ver̂ ' few 
thought they c uld exercise a l''t :f influence (8 p^r cent).

On the contrajry, ':s Table 5.11.2 discloses, there exist
ed aiaong the W'rki..rs c-nsidcrable agr.. em.c: nt c 'ncerning their 
desire for medium level influence. I-i::st \z the v?'rk̂ .rs felt they 
should exert c'nsidcrabl'-" influence in the decisi .n-making areas 
specified (response categ:ry 4), Forty f-ur p,r c_nt desired to 
exercise c.^mplete influence in all th..- t’Toos. Majority opted 
for response category 5 (compl--te influ-nc^) in formulation of 
policy of pay/allowances --nd 'thor frino'C- benefits f-’r w.Tkers 
(M5) . In respcnse category 4 (consideroble influence) mo:jcrity 
wcs clw .rly in f iv.ur of the devel'.pn .nt ;.f tr-̂ .ining programmes 
fox the w':rkers (M2) on:̂  practice for hondling grievances of 
w'rkcrs (M6) . In respect of influence 't' s ..-me extent'(response 
category 3) the percentage of resp odents ranged from 4 to 12 in 
differ.-nt areas. Mob-^dy was f unc to opt for response category
1 (n'̂. influence) . These figures ire very far fr-m those for the 
W'Tkers' ĵ '̂ '̂ cê ptions. The diff^^rence between tho means of the 
pcrceived -̂ nd desired sc:res acr.ss all these itemc, as well as 
f r  each item individually, r.fleets the overall discrepancy

- 229 -
Dhaka University Institutional Repository



ABO

Xf
O D- 

•C O
o
3  (Jia. H-

Hi 
(+ Ml
3" OCj M

c
O 3 
D O CU O 

to
*'dQ Cr 
h  Q 

ft 
O ^
oa c; 
c+ 3

ft 
fi) S'
< o
Q

3
o 

:> ill 
ht, 3 Ul
0
1 o
3  t-h 
l-h

a  o
G) h 
3  n  
n  o
O H- • <

0
01

: ) 
D

fi)
W
H-
l-i(C

H-
DMl
CO
3
(0
(D

: j
iTj

o
;’J
3
ft

X-
)!-Ol

n
,j
!-■fill

O
ft
P
rt

P

to
II

Ui
H
H-

O
3"
t+

oiJJ
o
h
,j
rtfj

><;

oo
3CQ
H-Qj
O
h

&

Ul

n

tfl 
H- IG
H- 3Ml ►u; H- H

f;<
rt
O

*
CfJ
n
;'j
H
[D

H  H
3
Ml II 
M0 ao o 
3
O (-■
IbJ hJ
** Ml

Ul p 
O 

11 3
nH  (I,

3 "l-h M 
H' IIc <  
o o
Co

H  
ft H- 
U ft 

rt :j t-' 
Q

>o

(.•J Ml 
(t

c
{D O 
X 3
( t  n  
o o 
3  “ 
ft• (jJ

II

H
3
Ml
H
0Cj
3
no
(+o
w
o
3
Q

Q
X
ft
f'j
3
ri-

a
i:;
H-
ft
o

o
(+

a

CO
h

iQ
(D

;'j
n>-s
o
COW I I 
■,J

H-
it

3
u

cn

ui
NJ

OJ

<1
>>

oo

fO
o

UlIjO

Ul
CO

Oo

o
cr\

■

C7\

.r»(0
o
to

w

U)
cy»

o

hi M 
M H- 

O mik;
h i-n 

Oa  hi

o  h
ra

s: . j
r> M
f i  O j

• 3
iQ

s:
0

1

'7\

CO
Ul
•
oo
o
•oo
to

'Oo

UDLO
>->
*1-1•0
o*oo
o
•oo
vx)*
too>
hiOi
•CjJo
k>-

OJ
Ul

s
Cl

c n3 .j i-i 
3  Po oO c+ W H-0C (■ 
Ml

Ml g; ,, O M h
;v  3- 
c- : j  
)-i 3  W » t~> H-

3
■Q
iQ
H-fC1
Ul
•CTi
OJ
OJ
\D•
CO

oo

3:Ul
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between the degree of influence the workers w uld like and 
reported they h.ive nt th<= medixom level. The difference of 
mcnn scores f 'r e?.ch item and f.?r the average -\cross all items 
is statistically significant bey ;'nd the :;nt; per cent level of 
confidence. This indicates high divergence between perceived 
and desired influence in decisi n-making in the medium level 
by the workers.

(G) Local Level Influence:
Table 6.11,3 shows the perceived and desired influence 

in the local level decision areas as reported by workers. It 
reveals that the workers did n:t have influence in those deci
sion areas. Across all items 43 per cent rep.,rted they exerted 
no influence, while 39 per cent rep'Ttcd they had very .little 
influence over the five areas in the local level decision-mak- 
ing. Only 16 per cent held the view that they experienced qui
te a lot of influence. Item-v/ise only 'provision for safety 
measures' (L4) could have been influenced quite a lot (response 
category 4) by majority .:f the workers. High consensus prevail
ed among the workers regarding response category 5 in that they 
did not have maximum influence in any ?-f the areas.

I

The differences ::f mean scores between p-^rceived and 
desired influence in each decision area being statistically 
significant at one per ccnt level of confidence indicate thtat 
the ideal influence of workers in the local level decision 
-areas wns far from practice. Across all items, majority of the 
workers (58 per cent) expressed a preference for 'complete' 
influence (response category 5), while 36 per cent leaned tO" 
ward 'considerable' influence (response category 4), In none
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of the nrcas w;rkors optc:id for rusponse category 1 (no influence 
at all) -r 2 (slight influence) :-r 3 (moderite influence). It 
cnn thus be inforrod thr.t workers lik^d to do the work in the 
way they think best. A perusal of Tible 6.11.3 further indicate 
some differences in the desire associ?.tod with pnrticulnr decision 
areas. The desire fcr c^ntr^l, f-.r exaraplc, over S'?.fely measures 
v/as higher than in other areas. This is a reflc-cticn of the 
physical safety involved which the w,:.rkers are s loly obie to 
look after \irithout much help from the man lyup.-r t .  The mean 
score of 4.56 in area L5 suggests t h a t  \'J r\-rs aspired far maxi
mum freedom or autonomy in determining t h e  se-vr'Aonce and method 
of their own work as well as its ct'' rdin '.ti n -n.’ evaluation.

^ (D) All-level Cooperation & Bonus Issues:
Perceived an3 desired influerCw 'f %i r'.̂ ors in issues 

requiring co >peratian of both workers and managerr.cnt at all 
levels and in bonus issue is presented in Table 6.11.4. Intro
duction of new technolc>gy and increasing productivity - these 
two decision areas require cr-operition of workers and management 
at all levels in the organisation. But in these tv/o areas and 
also in the way of determining rate of bonus the workers felt 
that they exerted little influence. Nearly all of the workers 
expressed their opinion on the first two scales indicating that 
they had very little or no influence at all. In contrast to 
their perceptions, they exhibited a very high desire for influ
ence in those areas. Majority desired for 'cimplote' control 
(response category 5) over the three issues specified, Tmiong 
these throe issues their highest desire was for influence over

X the way of determining the rate of bonus where they experienced 
the lowest degree of influence.
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Workers' Influence In DGcision-MakinQi An Overview
As shown in Table 6,11,5, not only workers, management 

y personnel also perceived that workers in their organisation had 
very little influence over all categories of issues. However, 
both the groups indicated that level of workers* influence should 
be moro than vrhat they currently do have. Workers should maxi
mum and minirnum desire to participate in bonus issues and distant 
level issues respectively, whereas management personnel expressed 
maximum and minimum interest to accept workers* influence in 
local level issues and distant level issues respectively. Workers' 
participation in decision-making in the local level decision areas 
is equally desired both by workers and management personnel, Mana
gement personnel also showed substantial interest to accept wor- 
kers' influence in issues vrhich require cooperation of both wor- 
kers and management at all levels. Although management personnel 
desired much less influence than workers in the distant level, 
medium level and bonus issues, their mean desire scores did not in 
in any way indicate management's anti-participation attitude*

An examination of the mean desired influence scores of 
workers suggests that the workers in large majority desired con
siderable influence over decisions at different levels. The 
workers' greatest interest, hov-ever, was in decisions affecting 
the bonus scheme and local level issues like sequence and method 
of work, safety measures, working conditions, welfare programmes 
and workers' housing facilities. It is also apparent that work
ers desired almost s;ime influence at the local participation 
level, and more influence at the medium level than they did at 
the distant level. This trend is reflected in the fact that 
the mean desired influence score of the workers is not signifi
cant (P ,05) for local and medium level decisions but it is

- 235 -
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significantly greater (P ^.01) f; r mcc.'uu'Kth:?.n f yr aist.̂ .nt level 
decisicns. The management samples c .nfinnod tho gc-neral belief 
that management does not like much in flucnco by wr-rkers in 
manngextal decisions. This is cbvicus fr m tho l:act that the 
differ^-nce moan desired influence sc res in '-.ll the issues, 
except the lac'll level ')n.:s, betv;een w rk^rs and inanagement is 
signific-int at the one per cent level of confidence.

Five m'.in ccnclusicns emerge frvm the c-beve analysis with 
respect t-. th.i- demand fv.r p-rticip-ti:.n;
1. The i^erkers exhibit a str-ng desire t.. influence 

decisi'.n-making at all levels Including th>2 strategic 
decisions which are traditionally taken at the top 
level of the undertaking.

2. It is the bonus issue where the greatest increase in 
participation is desired. The n-:xt most imp.-rtant 
level is the medium level where desire- r participa
tion is stronger th^n in others,

- 227 -

3. Management is in fav'•ur of participati. n of v/̂ r̂kers
mainly in the local 1-vol issues and the issues which 
require c'.'oper?.tion cf both workers -̂ nd man-''gement at 
all levels.

•i. Workers v/ant to b: c''me more involved in decisions
affecting financial interests an"' their immediate 
tasks than in more remote decisions concerned with the 
'Werall running of the enterprise.

5. Management do not like v/orkers t ̂ have m.re than
'Moderate' influence in distant level decision areas 
.and in bonus issues.
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6, The clc-'groe of congru^ince between the desired level of
w'rkors' influence as t,xpressed by botli v7-;):hcrG and 
man-igGmcnt personnel in issues v/hich require co^'pera- 
tion from b :th sides -!t nil levels, locil o.ncl medium 
level issues augurs well f-r the p ssibility of genuine 
pcirticipnti -n in these issues.

There is the geno.rr;l assumpti n that clemogr-iphic charac
teristics -;re likely tc determine attitu.^es tovjord participation 
-f W'Tkers in decisicn-moking. Age, oduc^ticn, inccrne, experi
ence and skill were all investigated as p;:ssiblo K’r.t
attitudes t-rv/ard participation. From a lo.'k at Table 6.11,6 it«
becomes evident thnt age, educ-iti: n, income, skill and length of 
service of w- rkcrs v/ere unrelnted t '• r'̂ esired influence of workers 
in decisi. n-m-’.king at -̂.11 l.-vels as a whale. Thus, the attitude 
of workers concerning the degree t:, which they should partici
pate were independent af th.J five individual difference varia
bles considorv^d. lixpcrience ' r length of service of management 
pcrs':'nnel was -ilsf-;und unrelated to desired v;crkcrs' influence 
in decisi :n-m-king. However, age, -education level and inc'-ime of 
management p^rs ̂ nnel ŵ r̂e f und t' have significantly correlated 
with desired influence.

In two separate studies by Wall an Lischer .'n (1977) among 
hospital nurses andlocal authority work̂ ..rs (Liccher 'n and Wall, 
1975), skill £nd length of service of employees were also found 
to be unrelated to desired influence in 'J.l tĥ  ̂ -jlecision areas 
considered, a finding ccrrob-.rated by thr- findin.js of .'-'ur present 
study, Hespe and VJall (1976) , h :v/over, f .un.i negative associa
tion of age with the desire f r medium and dist-^nt participation

Dhaka University Institutional Repository
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T ab le  6 ,1 1 ,6 ;  P earson  C o rro la tio n  among D isrccl W orkers'
In f lu e n c e  in  D ccision -m ak ing  and Demographic 
C h a r a c te r i s t i c s  o f R espondents

- 239 -

Ago E ducation Income E x p erien ce S k i l l

W orkers - .1 0 - .0 9 - .1 0 4 o2 .03
CN=108) P NS NS NS NS • ,NS

Management
P erso n n e l

,35 ,B3 ,63 .06 ••

(N»60) P Z*oi ^ ,01 Z-01 NS

b u t  a cco rd in g  to  thom “ .......... age and le n g th  o f s e rv ic e  h-we

been re v e a le d  to  bo weak p r e d ic to r s  o f d e s i r e d  p a r t i c ip a t io n * ,"  

(P . 422). •
«

6,12  Mode of P a r t i c ip a t io n  D esirod

Both w orkers and management p e rso n n e l were asH©<3 

to  in d ic a te  how th ey  wanted to  in v o lv e  w orkers in  d e c i s ic i ^  

making in  d i f f e r e n t  c a te g o r ie s  of i s s u e s .  The r e s u l t s  o f th e l r_  ' 

re sp o n ses ?5re p re s e n te d  in  T a b le '6 ,1 2 ,1  and T able 6*12^3^ H h lle  

in  d i s t a n t  and medium le v e l  p a r t i c ip a t io n  is s u e s  m »ijo rlty  of 

w orkers p r e f e r r e d  j o i n t  d ec is io n -m ak in g , m ost o f th e  m an ag e ria l 

paop le  c o n s id e ^ ^ h o s e  is s u e s  as  management p ro ro g a tiv e a ^  

th e  groups showed c o n s id e ra b le  d e s i r e  f o r  j o i n t  dccisioi^aKsOclnQ 

in  lo c a l  le v e l  and bonus is s u e s  in d ic a t in g  t h a t  g r e a te r  

ment of w orkers in  th e s e  two im p o rta n t isafues o f irnmedlate 

■ in te re s t to  w orkers i s  p o s s ib le .  A lthough a l i t t l e  moa«e th a n  

o n e - th ird  of th e  w orkers ^dmi-tel t h a t  d i s t a n t  l e v e l  is in ie«  n e c e  

m anagem ent's p re ro g a tiv e j^ , app rox im ate ly  o n e ^ o u r th  o f th o  

management p e rso n n e l fejLt t h a t  th e  company m ight sh*\re’ Info, 

m ation w ith  th e  workers* ■ In  r e s p e c t  of medtuw le v e l  lsAue4 

47 p e r  c c n t o f th e  management p e rso n n e l f e l t  them to  b <5
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gement's prorogativos but 30 p..r cent f  > allow collective
br'irg-'.ining at this level, -is -\gainst 21 per ccnt of workers 
liked tzj cTeci-1e jointly the- issues which raquire- c^'oporation of 
both workers ^nd managoment at all levels, v/horoas nearly half 
of the management personnel preferred consultation between the 
two groups which was favoured only by IP per c:-nt of workers.

Fr':m Table 6.12,2 it is apparent that participation has 
to go much beyond inf^^mati■:n sharing, and suggestion. Further 
participati-n can not be restricted, as is evident from workers* 
preferences, t local level and bonus issues only if its success 
is desired in due course. Since the management personnel differ
ed in their preferences for the mode of workers’ ijarticipation 
in other issues, the start should be made in the local level ini
tially and then it sh'-jjld be extended gradually to other areas.

To summarizo this section, we may say that workers in
*

general d:5 not consider decision-making within the undertaking 
to be sole prerogatives of managomout. At all the levels of

- 242 -

decision-making they arc desirous of sharing it equally between 
themselves and management. C'ntrory to general belief, workers 
show much intorest to participate with management in deciding 
the distant level issues. This kind of attitude probably stems 
frcan the nationalisation of in-̂ ’ustries which makes the workers 
feel that they are really the owners, as al?,' propagated by the 
socialist-biased political parties, of the in-'^ustrias. Absencc 
of private copitalist employers might als.' be the reas'ii. Fur
ther, management pors-nnel do not like t. ■ divest of their powers 
with respect to the policy issues having over.-11 organisational 
implications. That management resents any attevnpt to wrest
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power from them in distant level issuc-s as woll as in introduc
tion of new technology and incrcar'.sing productivity is roflocted 
in their support for inf ;rm-:.tion shp.ring -■.n:'’; consultation only 
in thcso decision nrc-r.s,

5.13 PruconditjTns f or Pgrticipntivo! Mm-iqoment
Table A, 8 sh:;v/G the preconditions desired by wor

kers, management pcrs 'nnol Tind government officials for success
ful implementation of participative managemont in the under-t<ak- 
ings. The instrument used to finrZ out the attitudes of the par
ties was a sub-quv'jstirnnaire with 16 forccd-chcice stat-jments 
along a five-point scale. The sc%le h-'/J fiv:. stops fr to 'net 
essential' t.i 'most essential'. Table 6.13.1 summ-;ri3es the 
mean responses of the samples where it is f und that the mean 
differences between the workers and the nv''n • c;.:rncnt p^rs -nnel are 
statistically significant in items 1, 6, , 9, 10, 11, 13 and 16
“(a't ,01 level of confidence) -.nd also in items-3, 4 -and 12 (at 
,05 level of confislence) . The differences cf m..ans between 
workers and government officials are significant at .01 level 
of confidence in all the items except items 5 (P /.05), 4,6 and 
16 (P)?.05). The mean diffcr^-ncjs botv;een m-:nagemcnt personnel 
and government officials arc also significant at ,01 level of 
confidence in all the items except items 10 (P /,05) and 4 
(P’̂ .05), It can, therefore, be inferred that the attitudes of 
the three gr'ups of respondents are not the same toward m-st cf 
the desired preconditions for particip-^tive management
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An examination of Table 6,13,1 reveals that thermaximum 
divergence of opinion between workers and management personnel 
happened on eight items. When this table is read with Table 
A,8 in Appendix A, it becomes evident th:.it while 45 per cent of 
the workers considered item 1 (decentralisation of the organisa
tion stjructure as well as of the authority) most essentialj only
3 per cent of the management personnel agreed with workers* 
viev7s. Similarly, one-fourth and more than one-third of the 
workers respectively felt that items 9 (presence of only one 
established trade union in each industry) anc? 10 (clearly de
fined area of collective bargaining and non-merging pf collec
tive bargaining and participative manageiiient) wers most essential 
preconditions for participation, but around nine-tenths of the 
management personnel voted against the views of the workers.
In a like fashion, while more than 80 per cent of the manage
ment personnel vie\^d items 3 (existence of strong trade unionism 
in the enterprise)^, 11 (management* s recognition and acceptance 
of the concept of democratization of work place), 13 (harmonious 
industrial relations climate) and 16 (It must not threaten to 
undermine manager's formal authority) as most essential pre
conditions for participation, less than half of the workers did 
not agree with the management personnel on these items. In item
6 (complete sharing of information by the company with the emp
loyees) also the divergence of attitude \vas very high. Sixty 
per cent of, the management personnel endorsed it to be most 
essential as against 33 per cent of workers. These two groups 
of our samples also displayed remarkable attitudinal difference 
(significant at the 5 per cent level of confidence) on items 3,

- 246 -
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4 and 12, A little more than forty per cent of the workers, as 
against around half of the manageinent personnel, felt that (3) 
efficient channels of communication, the participant’’s common 
perception and an appropriate system of rewards, and (4) free
dom 03: organisation's leadership from the control of any politi
cal party are highly essential preconditions of participation. 
Clarity^ of the objectives of participative management (item 12) 
was considered most essential by 51 per cent and 43 per cent of 
worlcers and management personnel respectively.

With the exception of items 1^ 9, and 15 all other items 
were considered 'very essential' ^by majority of the government 
officials. None of the items were viewed 'tnost essential' by 
them (see Table A.8).

6,14 Relationship Between Perceived and Desired
Responses in Different Areas

Table 6.14.1 and Table 6.14,2 shows the product- 
moment correlation coefficients for the relationship between 
different areas as perceived and desired by workers and manage
ment personnel respectively. These tables contain only those 
areas which have both 'actual' and 'desired' responses. Rela
tionship between 'actual and actual', 'actual and desired' and 
between 'desired and desired' has been depicted in the tables.
As is evident from Table 6.14.1, as regards relationship between 
actual and actual, only attitude tov/ard nationalisation of ind- 
dustries (NAT) was found to be inversely correlated with attitu
de toward workers' influence in decision-malting (WIDI'̂ ) which 
was significant at ,05 level of confidence. As regards rela
tionship between actual and desired, correlation was observed
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Table 6.14.1; Product-Homent Correlation Coefficients 
for the Relationship betv/een Different

- 246 -

Arecs as Perceived and Desired by»Workers.

ACTUAL 
NAT PC WIDM

DESIRED 
NAT PC WIDEM

A NAT .02 -.21** -.27* .06 -.02
C
T PC .16 .12 -.21** -.08
U
A WIDM . 32* -. 20** -.21**
L

D
E NAT -.14 .04
ST PC - .03
R
E WIDM —
D
*3ignificant at .01 level of confidence

**Significant at .05 level of confidence.

TABLE 6.14.2: Product-Moment Correlation Coefficients for the 
Relationship between Areas as Perccived and 
Desired by Management Personnel.

NAT
ACTUAL 
LEAD PC WIDM

DESIRED 
NAT LEAD PC WIDM

A NAT .18 .01 -.03 -.20 -.04 -.02 -.06
C
T LEAD -.57* -.06 ,44* .24 -.01
U
A PC -.90* .08 .14 .38* .03
L WIDM .15 -.11 -.35* -.02

NAT 39* .33* .10
D
E LEAD .19 .03S
I PC .02
R
E
D

WIDM

Notes: NAT 
LEAD

Nationalisation, PC = Participation Characteristics, 
: Leadership Styles, WIDM = Workers' Influence in 
Decision-making.

^Significant at .01 level of confidence.
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between NAT ?.nd NAT (-.27; P/.Ol), between participation charac
teristics (PC) and PC (-.21; P/.OTi) , VJIDM and PC (-.20; P/^05) 
and between VJIDH and VJIO'l (-.21; P^.05) . No significant corre- 
I'Ttionship was found between desired responses in any area,

PeruFal of Table 5.14.2 reveals that manageTient perso
nnel's perceivcd attitude toward NAT had no relationship with
either actual or desired attitude in any of the areas. Hcv;ever,
correlationship was found between perceived styles of leadership
(LEAD) and PC (-.57; P/.Ol), perceived Iii2>\D and perceived WIDM 
(-.59; P^.Ol) , and between perceived LEAD and desired LE7vD (.44; 
P^.Ol) . Similarly actual PC w~.s correlatod vith actual WIDJ4 
(-.90; P/.Ol), and desired PC (.33; P/.Ol) and actual V^IDM was 
inversely correlated with desired PC (-.35; P/.01). As regards 
relationship between desired and desired, only NAT was fo\and to 
have correlation with LEAD (-.39; P/.Ol) and PC (.33; P/,01),

From above it follows that workers' perceived attitudes 
toward nationalisation were negatively related to perceived in
fluence in decision-making and desired attitudes toward nation
alisation. Similarly, perceived participation characteristics 
were negatively relate^d to desired participation characteristics. 
Perceived influence vjas also inversely correlated with desired 
influence ar.l positively to attitude towards nationalisation.
One important point emerges from this interrelationship: the less 
the workers perceived their influence in decision-making the hi
gher v/as their desire for the influence;, and the less the percep
tion of workers was to participation characteristics (in other 
words, organisational climate) , the more was their desire for l.c? 
bettor organisational climate. In case of management personnel, 
perceived attitudes towards v/crkers' influence were independent 
of their desired attitudes.
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6,15 Demographic Characteristics and Attitudes
Toward Different Aroas

The relationship between the devaographic charac
teristics {such as, age, income, experience, education, skill 
etc.) of the ^/orkers and the managerial personnel and their 
perceived and desired attitudes toward different areas have 
been presented respectively in Table 6.15,1 and Table 6.15.2.
It is evident from Table 6,15.1 that the age, income and exper
iences of workers were significantly correlated to only perceived 
workers' influence in decision-making (r - ,22, ,21 and .33 and 

P^,05 and^.Ol respectively). Education of the workers 
was found to be positively correlated with perceived worker's 
influence in decision-making (P^.Ol), desired objectives of 
participation (P/[.01), desired participation characteristics 
(P/.Ol) and desired preconditions for successful participation 
(P/.05) and inversely correlated with perceived impact of nation
alisation (P^.05), perceived industrial relations (P/.05) and 
desired effect of participation (P/.Ol). Skill of v/orkers had 
no positive relationship with any of the areas but desired legal 
basis for participation (P/.05). Skill was found to be negati
vely correlated with perceived participation characteristics 
(P/.05).

Table 6.15,2 shows the correlation between background 
information and the attitudes of managerial personnel to differ
ent areas. Age and education of managerial personnel were corre
lated with only desired influence by vjorkers in decision-making 
(both are significant at .01}. Significant positive correla
tion was found between income of management personnel and their
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^desired attitudes toward legal basis for participation (P^,05) 
and dasired Influence of workers in decision-makirjg (P^.Ol) .
Income and experienca negatively corrtjlcited with pcrcoived
workers' influence in decisioi^-raaking (for both, P^.05), Exper
ience v/as also found to bo negatively correlated with desired 
legal basis for participation (P^,05) and positively with per- 
ceivod participation characteristics (P^.05),

While father's pducation of workers was not related 
significantly to any of the v^riableg^ father's occupation was 
found to be n.;\jatively related to perceived v;or''ers' influence 
in decision-making and positively to perceived government policy 
and desired prtrticipation characteristics. Similarly, father's 
education as well as occupation of management personnel were 
significantly positively correlated with desired workers' inf
luence in docision^making. Father's occupation was also found 
to be related positively to perceived impact of nationalisation,_

f o o t n o t e s

^All of the items were selected with slight modifcations from 
Walkers' investigation. Language facility/ conciseness/ clear
ness and adaptability to Bangladesh conditions determined the 
selection of each item. Cf. K.F, Walker, "Executives' and uni
on leaders' perceptions of each other's attitudes to industrial 
relations: The influence of stereotypes", Huraan Relations, 15, 
1962: 183-196.

2Government of Bangladesh, Ministry of Planning, Bureau of Sta
tistics, Economic Indicators of Bangladesh, May 1980, (Table 9.1)

^ftovernment of Bangladesh, Directorate of Labo^^r, Bangladesh 
Labour Journal, 1977.
4See G.W. Brooks, The Sources of Vitality in tho American Labour 
Movement, Cornell University, Ithaca, w.Y., 1960; S.G. Levine 
and B. Karsh, "Industrial Relations in the Next Generations", 
Quarterly Review of Economics and Business, February, 1961: 18- 
29; and, S. Petro, Power Unlimited: The ion j::^_Unj^^

Leadership, Ronald Press, New YorkJ"i959r*
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Aiitoeratic leadership appears to be theoretically absent. But 
pr^^cticrilly it is v;holly present which fine’s its expression in 
th'L- strict adh 'rence to tho company rules formulated by the cen
tral authority. To follow the systems and procedures laid 
down by the company is nothing but practice of autocratic leader
ship, unless the systems end r>rocedures contain elements of other 
kinds of lea<^v;rship.

^In Bangladesh, the jute mills in the public sector (68 out of 
a total of 77 jute mills2 see, for reference. Quarterly Summary 
of Jute Statistics, published by Bangladesh Jute Mills Corp.,
Vol. 29, l'980-8i) virtually face no competition i'.-ithin the count
ry. The price of the product is fixed on the basis of cost , 
not in relation to the market competition. As ? result, it is 
difficult to assess the pr?rformance of those mills. Inefficiency 
is covered up by an upv;ard revision of selling prices. Consequ
ently, the management people have no opportunity of knowing how 
well they are doing and how much scope there is for improving 
performance. Under these circumstances, it is not unexpected of 
the managers to go by the v/ind, •

7Chatterjee (1969) carried out investig??tions in a large industrial 
undertaking in India, The sample inclured 55 middle managers.
0
For example, some advocate for statutory participation in the 
Indian industries. See S, Chandra, "Participative Management in 
India - Forms, Levels and Areas“, paper presented in the National 
Seminar on Workers' Participation in !'ianaqe:aent held at Delhi 
fror^ 28-30 Noverr^er, 1978, __ _ _

9K.F. VJalker, ‘‘VJorker participation in management: Problems, 
practices and prospccts", IILS Bulletin, No, 12, p, 5,

^*^The questionnaire items were adopted from L.E, Greiner, "What 
managers think of participative leadership-'. Harvard Business 
Review, March-April, 1973,

^^This is reflected by the discrepancy betv/een the degree of inf
luence workers perceived and the degree they wanted to have (vide 
Table 6,11,5),

- 254 -
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^ The important findings of the present study, as it
follows from the analysis of the relevant data in the previous 
chapter, are incorporated belovj;

1. Th- principal partners in production, i.e., v7orkers 
and management, did neither viov; the nationalisation 
policy as a panacea for the exploitation of workers 
by employers or top managers nor did they perceive 
that nationalisation of industries was in any way 
instrumental to creating the background for v:orkers' 
participation in management. All the three actors 
felt that nationalisation did not create enormous 
power in the han'̂ Is of union leaders at the plant 

^ level ov‘„-r the managers. Although the workers were
near to the agree-level in respect of the two impor
tant impacts of n^:tionalisation, that is, emergence 
of a powerful professional class of top managers who 
wi^ld almost a similar pov/er over the v/orkers as the 
employers of private enterprises and growth of bure
aucracy which further prev3nts the workers to have 
their say, both the manageiaent personnel and the 
government officials reacted negatively to the former 
and almost in the similar fashion :\s of the workers 
to the latter.

Workers, managament personnel and government 
officials unanimously favoured the idea, as is evi
dent from Figure 7.1, that nation:ilisation should be 
a panacea for th.i exploitation of ..orkers by employers
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or top managers and thet it should create the background 
£or participation of workers in man?.geir.Gnt, While the 
vjorkers thought it very important to h-ivc enoriTious power 
in the h-̂ .nds of union leaders over the managers, the 
mnnageivient personnel thought it of no importance and the 
government offici.ils were undecided.

2. Industri-.l relations on the whole as perceived by workers 
m d  ruanngeiTient personnel do not seem to bo that much har
monious. Workers felt that m.ost employees cooperate with 
man-vgem.5nt while m:inagement personnel opposed this view, 
Mnnngement personnel did not like to consult union more 
as against the workers' views. While management personnel

•

thought that <i) a worlcer usually gets a fair return for 
the work he does, (ii) industrial relations system would 
be more peaceful without the arbitration system, and 
(iii) unions should restrict themselves to getting fair 
wages and working conditions for their merrdoers and kaep 
"out of the management of industry* workers were absolu
tely ag-'inst such opinion. Workers felt, as opposed to 
the oth.. r partner, th?t the average union leader has as 
much ability as the average manager and that most employe
es take pride in their work. Thera is a yawning gap, aS 
is evident from Figure 7.2, between the attitudes of the 
partners of production towards existing industrial rela
tions.
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3, Four types of leadership styles, such as, laissez-faire, 
autocr-'tic, bureaucratic rule-orii^nted, and democratic 
leadership, wore identified in the study for the measure- 
TTi.~'nt oc their presence in the enterprise concerned. It 
was found th-;t the management personnel neither practised 
laissoE-L'aire and autocratic leadership nor they exerci
sed derriocr̂ jtic leadership styles. They rather acted lar
gely on the rules and procedures laid dovm by the company. 
Interi'Stingly enough^ the managerial p-rsonnel of the ent
erprise did neither aspire for autocratic nor democratic 
leadership, they were strongly in favour of bureaucratic 
rule-oriv::ntod style of leadership. Thus, it is apparent 
thau what they practised, they also desired to continue 
the sam-',. irrespective of changes in situations,

Fio.'ure 7.3 further indicates that perceived control 
in doc ir. ion-making by the manageinent personnel was much 
far from ideal. In the decision-making areas, such as, 
d.jpart: tal policy-making in connection with subordina
tes' work, determination of the techniques and methods 
of department, job assignment to subordinates, participa
tion in subordinates' activity and maintenance of disci
pline, they had virtually little influence. They had to 
act in accordance witn the systems and procedures laid 
down by the company. They, 6f cou.rse, der^ired much in
fluence in decision-making in all the areas.
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4. As regards workers' participation in mann,gement# the first 
area to be investigated was the me?,ning thnt the actors in 
the industrial relations system ,attiched to the term 'par
ticipation', The findings indicate that there did not 
exist a common conception of the term 'participation' bet
ween worlcers and management personnel, although government 
officials shared their views with worlcers. The workers 
and the government officials happened to understand by the 
conccpt of participation as "workers' representatives sit 
as real members of management but continue to work at their 
regular jobs." On the other hand, the management personnel•
selected the answer: "v/orkers' representatives participate 
in discussions regarding managerial decision". This makes 
one point clear to us. Workers conceived of participation 
as real sharing of power v/ith management v/hile management 
personnel emphasized on sharing of information only. These 
findings-are in conformity with the general assumption that 
there would be significant differences in the conception of 
the term 'participation' among the v/orkors and the manage--^ 
rial people in the enterprise. The workers' positive view 
toward the most acceptable meaning of participation - that 
is, participation of workers' representatives in managerial 
decisions while remaining workers at thr,ir regul-r jobs - 
is close to the ideological formulation of industrial demo
cracy or participation by v/orkers Ctlirough elected repre
sentatives) in managerial decision.-^ with full readiness 
to assume responsibility for the outcorr.e (T-.bb and Goldfarb, 
1970; 148).
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to the board. Informal participntion at the workplace 
v7as the third choice of the workers and the govornment 
officials but second choice of the management personnel. 
Figure 7,5 shows the nature of the actors' preference 
for the different forms of participative management,

7. On tl'C ?.v3rage, half of the v/orkers and a little less 
than half of the management personnel anticipated that 
participative management v;ould be 'most effective' in 
increasing production, reducing cost of production, im
proving labour-management relations, improving the pro
duct, improving communications and reducing wastes, acci
dents and vjork stoppages. Only onc— seventh of the go
vernment officials felt so. However, 52 per cent of the 
government officials and 47 per cent of the management 
pvirsonnel thought th^t participation would be 'fairly 
effective’ in all the cases mentioned above. Figure 7,6 
shows that government officials are residing in an area 
fairly distant from that of workers and management per
sonnel with regard to their evaluation of the possible 
effect of participation on the enterprise as a whole. 
While workers were confident about the positive effect 
of participation, management personnel were found to show 
the same tendency except in the case of improving the 
product. Workers' favourable attitudes towards the eff
ect of participation point to a belief on the. part of the 
workers that they could contibute to the productivity 
and efficiency of the enterprise, th -t if they were in
volved in the economic life of the enternrise they could^
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riJUItB 7 .5 1 FRBuUBMCY POLYGON OF I'HE PREFERRED FORMS 
OF PAHTICIPATION'(DATA TABLE 6,6*1)

IV'

( hl(jh s c o re -  h igh  p re fe re n c e  )
■'V--

MWD- MINORITY WORKER DIRECTOR 
PWD- PARITY WORKER DIRECTOR 
WSD- WORKER 3HARE AND DIRECTOR 
WRC- WORKER REPRESENTATIVES IN COMMITTEES 

SS- SUGGESTION SCHEME •
CB- COLLECTIVE BARGAINING 
IP - INFORMAL PARTICIPATION

' . i W
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FIGURE 7 .6 1 EFFECTS OF PARTICIPATION AS PERCEIVED 
BY THE ACTORS (DATA FR0I4 TABLl 6«7.2>
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• :i ■: ■ of thi oDT.cr-
■ h'.2lp bring about better results thon those 

obtained without their help,

3. Majority of the v/ork(irs and th<2 management personnel and 
all of the government officials felt th’t participative 
m^nago’nc-nt can not bo introduced off-hand v/ithout rele
vant statutory basis. Both the man-'.gemont personnel and 
the government officials did not consider voluntary parti
cipation to be most desirable although 14 per cent of the 
workers favoured the idea. Over four-fifthi: -:n'lnearly half 
of th.'- management personnel and workers r..'Spectivoly viewed

__ that if any participative *manng-.mcnt scheiue v;as to be ins
tituted through voluntary' agreement bctvT.ren the partners

oi-
of production, th^re should bo the exiater.cey6rganisation 
of employers and workers of approxiniately equal strength. 
Again, although workers, management and government offi
cials were almost unanimous regarding the— introduction of 
participative schemes with relevant statutory basis maj
ority of the management personnel did not favour the in
clusion of a clause on participation in the national con
stitution.

9. The government's decision regarding the establishment of 
■Participation Committee", according to the provisions of 
the Industrial Relations (Amendment) Act, 1980, was per
ceived to be politically motivated by three-fifth of the 
workers and a little more than one-third of the management 
personnel. While more than four-fifths of the management 
personnel strongly agreed that the government scheme was

Dhaka University Institutional Repository



a genuine d»3slre t© involva vrorKors in docision-making 
procoss, none of the woi-kers felt so. Both the p.^rties 
unaniraously viewed th3t tha governmont's scheme of Parti- 
cipT-tlon Committoe would n®t be effective unless accom
panied by fair wages nnd decent working and living condi
tions. The workers were hopeful about the possible effi
cacy of the (government's scheme to generate future union 
leaders from rank ^nd fils but the managemont personnel
differed in theij' optnion on this point.

VJorkers and raanagemtjnt personnel both in large maj
ority perceivqd tjn:it the government’s intention to intro
duce participative mam’gwr^pt ln_ the_cnterprises was to do

- 262 -

away v/ith, through p.^irticipation, the differences between 
workers and min.igement and to solve the labour problems 
in the enterprise. Government also believed, as the par
ties vi«?wed, thit pirticip^tion would lead to greater de
mocracy.

10, The management personnel, like tho workers, perceived that 
the man.-'gers/supervlsors of their canpany did not have the 
practice of giving the s'jbordinates a. share in decision
making, informing the subordinates of the true situation 
^.rising in the company, doing everything possible to make 
the company's morale high, coirmunieating affectively with 
subordinates, showing thoughtfulness and consideration 
for others, making ch.'=nges in v;-ys of doinp- things, sup
porting the subordinates when th*i;Y m-Lkc i;iistn.kes not due 
to negligence and ej<prcssing approci-ition vrhon subordina
tes do a good job. They tilso thought that the managers 
and/or supervisors were also not easily approachable and
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they did not bother to counsel, train -̂ncl develop the 
sijbordin-ices. The findings indic“',te compl:.'te absence of 
participnti^fe leadership in the enterprise and brings to 
light .'1 picture of a non-sensitive introverted ::ind non- 
emotivs executive leaders who st--"/ out o'- close contact 
with tliair subordinates and are not attuned to the letter's 
needs.

The 10 items of participation ch:'.racteristics, when 
rated on a five-point desired scale by the workers ind the 
management personnel, received an average r--ting of 4.37 
and 4,31 respectively, v^hich is decirle^'ly coward the high

- 263 -

participation end of the scalc. A compl:jte picture of 
participative leadership, as perceived and desired, emer
ges from Figure 7.7. The patterns of desire for p-?rtici“ 
petive leadership by both the groups of respondents indi
cate -> brighter future for participative management in the 

.enterprise, -

11, Majority of workars expressed a desire to exercise consi
derably larger influence in each of the decision areas 
specified in distant and medium level participation cate
gories. Moreover, it is evident from Figure 7.8 that the 
desire was not fulfilled in pr-’ctice since, across the 
decision ̂ reas both in distant and medium level, nine 
work.ors out of ten reported that they had no influence at 
all. Also, there clearly existed a strong desire for 
influence in each of the decision areas included in the 
local level participation issue, all-ieval cooperation 
issue and bonus issue. Most of the respondents expressed

4̂ ^
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a praferonce for 'complete' or 'consider-Tblo' influeaoe, 
with only a very small minority# three per cc-nt, feeling 
that slight influence would be appropriate in local level 
decision issues. The degree of influence workers perceived 
themselves as exerting over local level decisions^ till- 
level cooperation and bonus issues fell.much below the 
level they lilced,

A large majority of v/orkers, no matter what the de
cision/ felt they had no influence at all. The degree of 
consensus among the workers strikingly confirms the tra
ditional picture of management practice. There was, in
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contrast, evidence for strong support for the notion of 
participation. This conforms clearly with the observation 
of Lischeron and Wall (1975) but contrasts sharply with 
the opinion of those authors (e.g., Walton, 1969; Emery 
and Thorsrud/ 1969'-'-; -̂ lo suggest that employees are not 
concerned to participate at those levels. Purttve'r, the 
fact that there are no great differences between the var
ious decisions with respcct to the degree of involvement 
desired suggests a fairly gener-'lized attitude among wor
kers.

Management personnel, however, did not think it worth
while to give workers much influence over the distant and 
medium level decision areas, except in policies regarding 
allowances, grievance handling and revz^rding workers. 
From/A,7 in Appendix A it is, however, >_:vident that mina- 
gement personnel were ready to allow workers more influence 
in local level and in issues which require cooperation
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of both the parties at r:ill levels. The degree of cong
ruence between the two sets of Figures in T^ble A,7 
-nugurs well for possibility of genuine particip'ition nt 
local level issues, pnrtici.ilnrly and in the issues req
uiring cooperition at all levels, i.e., increasing produc-r 
tivity c.nd introducing nov; technology. Management perso
nnel -Iso tended to agree concerning the present extent of 
existing participation o.t all levels, as v;ell as indicat
ing that they felt employees should be more involved in 
decision, although they were more consorvat''in the 
second respect, especially, regarding the strategic deci- 

_  sions affecting the compa«y as a whole. —  - -- —

12, In relation to the desired form of involvc-r.iGint of workers 
in managerial decisions at different levels in the orga
nisation an interesting picture emerges. In all the de
cision areas specified, the majority of tt>e v/orkers pre
ferred particip<]^ion through joint decision-making system, 
with the exception of expansion and diversification of 
business and handling grievances of workers wh_re they 
considered thi former to be a mr.nagemcnt prerogative and 
the latter a matter to be negotied over. On the other 
hand, the management personnel were divided in their atti
tudes towards the desired way of involving workers in 
decision-making. This group of the sample preferred joint 
decision-making system for local "̂ nd bonus issues and con
sultation for the issues requiring cooperation of both 
workers and management at all levels but majority of them 
did not like to associate the workers in distant and medium
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level issues which they considered to be their all- 
time prerogntivGs. The oxcoption wns tho mann.gemont 
personnel's v/illingness to recognise tho: collective bar
gaining rights of workers over handling th'D workers' 
griev-inces. Th_ interesting fact is th-t collective bar
gaining through union representation was much less popu
lar among both the v/ork-.rs :.nd tho :nanagomcnt p.;rsonnel.

13. Given that participation of workers in m'.nagcrial deci
sion-making is desired by both work.:.rs '.n:' man :gement and 
the preferred form of p-’rticipation suir-'l ■ for different 
levels are identified, the njxt qoijstion ''rises, •'whot
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are the prerequisites th^t shoula be full'illed for succ
essful introduction and i.mjjlem.vn^.-'./*' • ot a participative 
schcxie?" The findings of tho present stuoy indicate that 
work.rs and management personnel identified the following 
preconditions as highly essentiil for successful partici
pation j-
a) Decentralisation of the organisation structure as 

well as of the authority.
b) Education of employees about the various aspects 

of p'?rticipative management.
c) Efficient channels of communication, the participa

nts' common conception and an aporopriate system of 
rewards.

d) Freedom of organisation's leadership from the cont
rol of any political party.

e) Attitudinal ch-̂ n̂ 'es both in workers and management 
to adopt participative style of management.
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f) CoiTiplcte sharing of information by the comp-irry utith 
the employees.

g) H-'ving workc^rs' pirticipp.tion through thoir repre- 
s'int^tives at pl-'tit l̂ -vel rnth: r th'in external trade 
union rspresentittves,

h) Existence of strong -".nd effective .ind honest trade 
unionism in the enterprise.

i) Cle?,rly defined -ira,=i of collective b argaining and 
sepirrite identity/collective birg?ining p.nd parti
cipative management,

j) M~nagem;;nt's recognition ?.nd acceptance of the con
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cept of democratisation “of work place, 
k) Clarity of objectives of participative ciacL-iĝ rBeDt,
1) Harmonious industrial relations climate,
m) Particip-'tion at all levels and its extension to all

decision-making processes, 
n) It must not threaten to undermine managers' formal

authority,
i'he government officials corroborated the views of 

the other two parties only in respect of (d) , Ce), (f), (g)/ Cm) 
and (n).

14. Workers' age was positively correlated with the perceived 
workers' influence in decision-making. This means that 
younger v/orkers perceived less involver^/nt in decision
making than the older ones. As the age grew, v;orkers felt 
to have more influence in inanagerial dT..-c is ion-making. 
Interestingly enough, their .̂ge w-'S not significantly 
correlated with desired influence of work^,rs in decision-
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making. Th’t’.t is, workers' age was inuidp:jncont of their 
desire fot ihflutjnce - irrespective of age everybody 
desired for greater influence. Age h-.'d no signific^.nt 
rel'-’tionship with m y  other vnri^'.bles. Income, experience 
(i.e., length of service in the organisation concerned) 
and level of education were also found to be significantly 
correlated with perceived v/orkers' influence in decision- 
nnking, implying th?,t as the level of income, length of 
service .̂nd years of schooling increased the workers fait 
to be more involved in decision-making. Education of 
wô k.'.rs vj->s statistically significantly inversely related 
to the perceived impact of nationalisation, perceived 
irt&istrial relations rnd imagined effects of participation 
but positively to objectives of and preconditions for par
ticipation and desired participation characteristics.
Skill was found to be unrelated to both pcrceived and 
desired influence of workers in d...cisicn-m-’king. The 
relationships of age, income, experience, education and 
skill of workers with desired influence of workers in de- 
cision-m-^king are so small thit they can be regarded as 
more than a minor correl'ites of desired influence, and 
one of little practical importance. In other words, the 
attitudes of workers concerning the degree to which they 
should p''.rticipate in n^.nagericl decision-making were in
dependent of the individual difference variables consi
dered.
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With the advancement in age, m-:nagem<_nt personnel 
were more lenient to involving v/orlcers in decision-m-^king to 
a greater extent. Older 'man?.gers' dosirod grcD.ter involvement 
of workers in m-’n^gori-l decisions t h m  tho younger ones, Simi- 
l-'rly/ the more the managers were educ-^ted -'.nr} the more theii-:- 
income was, the gre-stGr was their desire to involve workers in 
decision-m?.king. Perceived workers' influence in decision-mak
ing was independent of both age and education of management per
sonnel but negatively related to their incoriio -'nd length of ser
vice in the organisation. Management personnel in higher income 
brackets anticipated more positive offccts of partiirip-'tion. The 
more their experience was, the better they felt the existing 
organisational climate. All the individual difference variables 
considered were inf^upendent of man-gement p/^rsonnel' s pcrceived 
leadership stylos, industrial relations and the policy and int
ention of thfc: government as well ras desired impact of national
isation, stylos of leadership, objecti 'es of p'-rticipation, 
participation charact^^'risties and prcccnditiorjs for successful 
particioation.
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In contesraporary society there is a great cem^nd for 
improving the quality of working life as v/ell as for making 
work organisations more participative. Gocial scientists, 
politicians, trade unionists, academicians and even leading 
industrialists recognise the importance of -.•rorkers' participa
tion in management in relation to both Wi“rker well-being and 
organisational effectiveness as well as an objective to be 
valued in itself.^ Net many deny the desirability of making 
vrork organisations more democratic, and the few dissenting 
voices anchor their defense upon practical, not moral, ques
tions (Hespe and Vail, 1976: 412).
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The concept of participation is a canplc-i one. Dep
ending upon tiie socio-political systc^n and other cultural cort- 
ditions, the scope and contents of the term participation vary 
from country.’- tc country. However, a common component which 
is mostly present is the idea of associating employees in mana
gerial decision-meking. In the present study, participation 
refers to a process v;hcreby the v'orkers and management exert 
equal influence over decision-makinc v.dthin the undertaking and, 
based upon information sharing, attempt to roach agreement by 
working together rather than through utilization of coercive 
power. ¥or'kzr participation may be either direct or indirect. 
Direct participation takes place when v/orkers involve themsel
ves in decisions relating to their immediate tasks. Participa
tion becomes indirect v^en workers participate in managerial 
decisions through their representatives.

Although divergence of interests between employers and 
employees has been historically manifested in the area of per
sonnel, i^^i^ticipation may cover other areas like production.
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marketing^ finance^ etc. Hov:evcr, the areas to bo covcred 
by participation is detemincc’ by the ovmership structure of 
enterprise. The levels of participation - such as, policy 
level/ administrative level and operative level - may also be 
influenced by the nature of ovmorship.

Various forms of participation have been exi^erimented 
in different countries in order to meat their special needs. 
The important forms include joint consultation^ codetermina
tion and self-management. Besides these formal ones, infor
mal aijproachos to participation include jol' enlargement, job 
enrichment/ autonomous v/ork groups, humanization of work, 
improvement of quality of v;orking life, ctc. Review of inter
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national experience in the field of v/orker iJarticii:iation reveals 
that all these countries v;?iich have tried one or the other 
form of participation are still keen to continue with their 
scheme and improve them. In sane countries certain amount of 
governmental support through legislation or other forms are 
being extended in promoting workers' participation in manage^ 
ment.

In the territory nov; constituting Bangladesh, a number 
of legislations, since the Industrial Disputes Act of 1947, 
were enacted providing for vorks connnittees/works councils for 
promoting measures to secure and preserve amity and good rela
tions between, the employers and the v/orkers and to resolve- 
material differences at the vinit level. But such committees/ 
councils had not proved successful in cases v^ere they v/ere 
formed chiefly due to the fail'ure of tiie laws to provide the 
proper norm of social behaviour which were vital for the suc
cess of these committees. The spirit behind the laws were not
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translated into reality to Oelivcr the goods for which the 
committees v/ere intended. During the Pakistan regime, private 
capitalist elites, mostly non-Bangalee, were reluctant to divest 
of the exorcise of all x̂ o ers of management. Thus, ivorJcers' 
participation in management could not grow in Bangladesh.

After independence of Bangladesh, the Planniag Commis
sion sot up a "Study Circle" to prepare a report on '>?orkcirs' 
Participation in the Management*. Tlie report suggested the 
establishment of a Management Board in nationalised scctor com
prising five members - two from vjorkers, one from financial in
stitution and the other tv70 from sector corporation. The pro
posal could not ultimately fully materialise. The_1^972 Labour
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Policy also proposed the formation o£ a "Vtorkers' Management 
Council" at each individual plant with equal r. wber of repre
sentatives of management and workers to deal with the day to day 
problems. This also could not be acted upon as the labour wing 
of the ruling party decided to disassociate from deliberations.
The Industrial Relations Ordinance, 1969, as amended in 1975 
provided for constitution of a consultative committee for every 
enteri'rise vdth equal representation. According to the ILO-SIDA 
Mission (1973), the provision of works councils in our country 
has remained a 'dead letter*. Some of the reasons ascribed for 
the ineffectiveness of works councils are as follov;s; (a) vaguness 
of the area of jurisdiction, (b) managements’ reluctanco to share 
authority with workers on equol tersn, (c) lack of authority on 
the part of officers who represent the management in councils/ 
committees, (d) suspicion's of trade unions that works councils 
are being used as alternatives to unions, and (e) lack of pro
per education, on the part of workers to undertake responsibili
ty of joint consultation and decision-making procedures.
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The Industrial Relations (-AmcncSnGnt) Act, 1980 further provides 
for the forrnetion cf ‘'Participation Committee'*, in line \;ith the 
previsions of the babour Policy of 1980, v/ith parity representa
tion from workers arid management.

Under the present situation in Bangladesh, the workers 
in private enterprises legally retain some of their collective ■ 
bargaining in the public enterprises is recogniscd to a very 
limited extent. Legal basis for v/orkers' participation in tak
ing decisions on these matters docs not naturally exist. Also, 
the legal frame\^ork as enunicated by the labour laws provides 
for a--^.imitod opportunity for the labour to participate in mana- 
ganent. _  __  - —

The main findings of the present study are described 
hero in a nutshell. Nationalisation of industries could neither 
ameliorate the conditions of labour nor could it create an;ifijur- 
poseful background for workers' participation in management. 
Workers, management personnel and government officials unani
mously desired that nationalisation should crcate the background 
for participation.

The differences in attitudes of both the partners in pro
duction towards existing industrial rel'.tions indicate the exis
tence of psychological conflicts betv/cen the tv/o groups. Workers 
feel that, in addition to its endeavour for getting fair vi;ages 
and better \i?crking conditions for the members, unions should 
have a role in the management of the industry. Management per
sonnel, hov/evcr, think it desirable for the unions to restrict 
thonselves to collective bargaining and keep out of the manage
ment of industry.
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There is no common conception of the term "workers' 
pcirticipation in management". ''Ihilo to the workers, participa
tion means aGscciation of V '/ o r k c r s '  rcprcsontativcs in managerial 
'.decisions as real mombers of management without discontinuing 
their work at their regular job; t>- the management, participa
tion means joint consultation without the right'of v:orkers to 
decide. Kowevcr, the objectives sought by the parties to achi
eve throug’i'. participation relate mostly to resolving industrial 
disputes, imi^roving productivity arid job satisfaction, decreas- 
ing/poople to accept change and improving toaiTi ivork. The res
pondents perccived many common objectives of pcrticipe-civemana- 
goncnt. The most_prof orred-form oi. participoticn is uc\’-ing 
workers^ representatives in various joint committcos at differe
nt levels and the least preferred form is boardroom representa
tion. The partners in production Imagined that participation 
would be most effective in increasing production, reducing cost# 
accidents, work stoppages and wastes, improving labour^-manage- 
ment relations and communications.

The actors in the industrial relations system feel that 
participation should bo introduced with relevant statutory basis. 
Both workers and management personnel feel that if any voluntary 
scheme of participation is to be instituted, there should be the 
existence of both 'Arcrkers' and employers' organisations of api;:i- 
roximately equal strength. Contrary to the views of other two 
parties, managop.ont personnel do net favour the inclusion of a 
clause on participation in the national constitution. Workers 
viev; that the government's decision to establish a "Participa
tion Committee" in the enterprises is politically motivated.
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while .T ia n a g c rrw o n t personnel think it to be a genuine desire of 
t h e  government to involve workers in decision-making process,

Tiic perceived organisational climate does not seem to . 
be congenial for participative management but the desired cli
mate points to an optimistic future for particivotive styles 
of management.

With respect to v'orkcrs' influence in decision-making 
the findings are interesting in the sense that both workers 
and managenent personnel perceive that the existing level of 
workers' influence is relatively very less but they express 
a strong desire for influence at all levels of organisational 
decision-making exccpt that the desire_of_m a n a g c i T i e n t  personnel

-  ----v/as"weak in distant level. It is evident that: (a) whilst wor
kers exi'ericncc, little participation they do express strong de- 
sires to be involved in decision-making; (b) workers have m a x i 

mum desire to participate in local level and bonus issues; (c) 
workers desire for substantial influence in distant level issues; 
and (d) mana'Ticment personnel fool that workers should have more 
influence at all levels of dacision-making. Tnis desire for 
influence in decision-making is almost equally evident among 
individuals of different ages, level of education, length of 
service and skill.

The form of participation pref^jrred by the -workers is 
not likely to depend upon the nature of decision involved.
Except for diversification and oxipansion ef business and grie
vance handling, v;orkers prefer for joint decision-making in 
all the individual decision areas. Diversificaticn and expan
sion of business is, they think, a managrment "prerogative and 
handling of grievaiices should be loft for collective bargaining.
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Management personnel feel that items under distant level and 
medium level issues are of management prerogatives. In local 
management -5nd bonus issue they would like to involve workers 
through joint decision-making and in cooperation issue through 
consultation.

The principal partners in production have identified 
the follov^ing preconditions for successful introduction and 
implementation of a participative scheme in Bangladesh context: 
decentralisation of authority, participative education for 
employees, efficient communication, freedom of leadership from 
control of political party, attitudinal change, complete infor- -
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mation sharing7 participation through plant level representatives, 
strong and honest unionism, clear jurisdiction of collective 
bargaining, management's acceptance of participation, clarity 
of objectives of participation, cordial industrial relations, 
all-levels participation, and maintaining managers' formal 
authority.
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Concluslong and Implications

The following conclusions -3re drawn from the result of
this study:
1. VJorksrs have strong desire for participation in decision

making process of the organisation- On the other hand, 
management personnel heve shown, although they practise 
bureaucratic leadership in a non-parti.cipative industrial 
relations climate, the willingness to accept the v/orkers' 
involvement in the decision-making exc:?pt in the strategic 
top-level decision areas. The level of agreemc?nt both 
within and among these tv70 partnf;rs in production suggests 
an orientation towards participation.— Thus, there is con-
'^iderable scope for increasing v/orkors' influence in dif
ferent organisational decisions. That it is the differ
ence between the perceived and desirt.d influence which is 
the best predictor of job dissatisfaction, suggests that 
may be it is the thwarting of the individual's basic 
need to participate that is responsible for the widespread 
dissatisfaction that is so often a consequence of failing
to involve workers in decision-making, at least at the

2local and medium levels. Participation must, to be succe<- 
ssful, occur at a level and in decisions, where individuals 
are willing, feel the need, and are able to participate, 
only from such a foundation can participation at higher 
levels be successful.^

2, Increasing production, resolving industrial disputes, 
improving job satisfaction, reducing v/astes, accidents and 
work stoppages and improving team work have been mentioned 
to be the main objectives of p?^rticipation by majority of
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the respondents. So important objectives of the organisa
tion could be attained and organisation effectiveness could 
also be increased through successful introduction and imp
lementation of participative management. Sincere and honest 
approach by different groups in this regard is, of course, 
essenti'il.

3. Since board level participation was the form least prefer
red by all the actors in the industrial relations system, 
such kind of participation may not be much purposeful in 
our country at the present stage of development. Joint 
committees at different levels may serve as the main forum 
of institutional participat^ive bodyr But” the success of 
such joint bodies will depend upon sincerity of management 
with regard to consultation and the degree of give and take. 
There must be a more than mere unilateral consultation.

4. Workers' preference for joint decision-making in most of 
the decision areas leads to the conclusion that workers 
v/ant to have thoir say in managerial decisions through x 
their representatives, not through direct involvement of 
themselves. This is probably because the workers are con
cerned much more v;ith their living than v/ith direct parti
cipation in the government of the enterprise. It is also 
implied that they do not like to be satisfied v;ith mere 
information sharing, they want to go beyond that,

5. Informal aporoachos to participation like job enlargement/ 
job enrichment, individual counselling, group decision
making etc. have to be given much importance in addition 
to the formal approaches. This is needed to help change
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the management style of functioning. If the informal 
methods can help develop a culture for participative 
stylos of management within an organisation, then people 
will develop faith in the system and formal representa
tive po.rticipative forums can succeed inspite of differ
ent constraints.

6. Workors' participation in management should not be thought 
of as a substitute for collective bargaining. Participa
tive foruns should play a complimentary role to the pro
cess of bargaining. Participation and collective bargain
ing should not be merged together, rather the demarcation

_ betv/een the two must bcr'clearly defined. Workers'* parti
cipation has not genuine chance of success if it is con
tinued in opposition to trade union movement,

7. Workers and management personnel are in favour of statu
tory participation. There is, thus, the scope for intro
ducing participative schemes with legislative support.
But caution should be taken to rule out coercive legis
lation. It is desirable to h‘ve enabling statutes or 
such kind of legislation as to promote the institutional 
preconditions for labour-man-gement relations.*^

8. Workers viewed the government scheme of participation 
provided in the Industrial Relations (Amendment) Act,
1980 as politically motivated. This is because they 
have experienced in the past that laws were there for 
some sort of participation in the enterprises but they 
were never enforced by the government. Thus it is not
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unnatural for them to lose faith on any government scheme. 
Nevertheless, t?iey believe that if properly designed and 
impleiTiented, the government's scheme of participation may 
have certain beneficial effects on the enterprise. The 
success, therefore, depends on the sincerity and driveness 
of the government to materialise the words of lavvs, thereby 
acquiring the faith of the v/orkers.
The ovorall conclusion drav/n from this study is that there 

is considerable scope for introduction and development of appro
priate v7orkers' participation programmes in the public sector 
industries, especially jute industries, if certain preconditions 
for prrticipatior are met. _  _ _ _

_ _ —  •

FQOTNOT^

^See, for example Hespe and V/all (1976); C. S. Myers, Mind and 
Work, University cf London Press, London, 1920; N.A.B, Wilson,
On the Qualit'/ of Working Life, Department of Employment 
Manpov/er Paper No. 7, WISO, 1973; Tow-ers (1973); Ahmad (1977); 
A,hmad (1973a) and Branko (1975).
2V/orkers' participation in distant level decision areas, es
pecially, is also not recommended for Asian Countries in the 
existing situation. Johannes Schregle cf ILO comments: "The 
emphasis of workers' participation schemes in Asian countries 
will be less on decisions cc^ncerning investment, production, 
finance and economic m.anagernent and mere on those aspects of 
manage.ient decision-making which are of direct practical and 
day-to-day relevance to the workers” (Cf. J. Schregle, " In
dustrial democracy in Asia: Problems and prospects," in Wehm- 
hoerner (1980), P. 29). In our country, trade union leaders 
are mostly politically motivated, while the workers are mainly 
interested in the improvement of tiieir working and service con
ditions. Viewed from this angle, tliere exists an unbridgeable 
gap between the activites of trade union leadership and the 
aspirations of the vrorkcrs. In such a situation, workers' 
participation in boards are more cf a political stunt than a 
means to improve the conditions of fr.e vjorkers (see for ref
erence, A. Klian, M.M. Kiian, and D„A.F„ ChovjdJ-.ury, Feasibility 
Study for promoting industrial de.nocracy in Bangladesh”, in 
Wehmhoerner (1980),

^Such was also the conclusion of - a study among industrial wor
kers, hospital nurses and Local Authority emj_jloyee by Hespe 
and Wall (1976).
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Under the circumstances nov/ prevailing in Banglcidesh as a 
'Aihole voluntary p^irticipation may not be possible. Because, 
for voiuntar^/- participation to be int.irc6.uced there is the 
need for the existence of both employers' and workers' organi- 
. sat ions with approximately equal strength, which is cl-3;r.‘>/^ 
absent in our country. The unions have become v;cak due to 
inter-union o.nd intra-union rivalries. (At the national level 
also we find, the, non-existence of any labour organisation. 
Although there are about nineteen labour federations at the 
national level, they have not yet been able to unite into a 
national confederation. On the contrary, there is only one 
employers' a.'^sociations at the nctional level, viz., The 
Bangladesh EmiJloyers' Association, which represent all the 
inajor industries in the country, including semi-autonomous 
bodies, sector corporations, etc. Some 90 per cent of the 
established employers in the private sector are affiliated 
with the Associ.,ution) .
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Suggestions and RGCommenriations
The Government of Bangladesh is in favour of workers'

Ijarticipation in management \vhich finds its expression in the
post-independcnce lobour policies.^ Although according to
Kenneth V’alker, ''There is sufficient kncwledge and practical
experience of the problems of putting participation into prac- ^

\
tice to provi. :.c a solid foundation for efforts to reach relis-

2tic objectives", it appears difficult to implement the policies 
of the Government with regard to the introduction of partici
pative mandgemc-nt inspite of some kind cf guidelines given by 
foreign experts after carcful evaluation of the prevailing 
situation in the socio-ijolitico-eoonartic arena-of the country,^ 
A" background preparation is thus very essential to create an 

A  atmosph'jrc v’ncre participative machinery could be introducjad 
successfully. From the present study some important points 
emerge which may bo considered by the policy-makers and others 
connected with the introduction of participative management in 
the, perticul-^rlv, nationalised industries. Some suggestions 
are offered here keeping in mind the limitations of the study.
1. Role of Government:

Government in the developing countries like ours is the 
prime-mover behind most chojiges. In our society Government 
can play a conspicuous role in creating a receptive and per
suasive climate for vjorkers' participation in management. 
Government may enact suitable legislction for introducing x:>ar- 
ticipative scheme which should be startG.d initially at the shop/ 
department level, to be gradually exten-'od to the .̂-lont level 
and then, on the basis of the experiences in these tv;o levels,

^ to the corporate level. Government should give only a flexible
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broad outline and the exact scope and contents of the scheme 
shjuld tac finaliced by the management and recognised trade 
union taking into consideration the organisation^ internal 
variables c.nd external environmental conditions affecting par
ticipation.

Government should set precepts through its ov/Ti action by 
encouraging and, in fact, instituting, some kind of participa
tive forums in some large established nationalised enterprises. 
However, there should be less interference from concerned minis
tries in day-to-day running of these organisaticvjs. *;-esiî es, 
the government should, with a view to involving mcrr: end more 
workers in direct participation_aj shopfloor level, -encour-age -

- 2B3 -

informal methods like job redesigning and i:nprove:ncrit cf qua
lity of working life.
2. Role of Manacrement:

In the context of our industrial reletions environment, 
management can play a unique role in the introduction of parti
cipative management by taking up the res^-.onsibility of (a) tra
ining workers to take part in participation; (b) developing 
and publishing a company philosophy to participation; (c) deve
loping constructive management and trade union relationship;
(d) defining the relationship of participation to collective 
bargaining; (e) stimulating frank personal participation in 
serai-autonomous and self-managing groups; (f) dispelling tine 
fear that participative practices vA^uld replace collective 
bargaining; (g) grooming the management personnel to become 
good participants themselves; and (h) investing organisational 
resources for promoting participative capabilities on the
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worker. Management of a particular enterprise in consultation 
V7ith the union (collcctivc bargaining agent) may set up a com
mittee to examine the various constraints hindering the intro
duction of pc-Tticipation. This will help them to design an 
appropriate participative scheme for their organisation.

3, Role of Trade Unions:
Trade unions in the industries in Bangladesh have become 

politicised long before the independence, thereby resulting in 
mushroom growth of unions and prevalence of external leadership. 
Multiplicity of trade lanions leads to inter -and intra-union 
rivalries adversely affecting the industrial relations. It ijs, 
therefore, needed to-divorce poli*tics' ffom^unionism and ttie> 
unions should close dovnn thoir ideological differences .with 
sister organisations if a viable participative scheme is to be 
instituted. Besides, the apparent fear that participation may 
undermine union activities or participation may substitute 
collective bargaining should be shunned off the minds of trade 
unions. Unless the trade unions avoid the traditional approach 
of building counterveiling pcv/er to any new initiatives from 
management, the future of participation will remain in the 
darkness.

4, Education and Training for Participation:
Vtorkcrs' education is important to make the workers realise 

thoir responsibility to the enterprise and to gain a real sense 
of participation. Such education should be all pervasive. It 
is "not tc the head alone, not to the heart alone, not to the 
hands alone, but it is dedicated to the three; to make the work-

4ers think, feel and act". Not only workers, managerial people
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also should be briefed on die reasons for the introduction of 
participation and its likoly imj.jcct. Mo participative insti
tution vAi:'Uld be capable of working efficiently unless the rep
resentatives have proper cdaicaticn and training to understand 
and guide the conduct of the enterprise. If the cooperation of 
the workers is sought for the success of the system, it is only 
fair to exi/Oct that he be educated to understand the mechanisn; 
of it. Tiie national planners should, therefore, give a thought 
to this need. The v/orkers' education scheme that has been 
undertc’-ken by the Government of Bangladesh is not v/ide in scope 
and hence it fail? to cater to the requirements of the indust-
rial Vv’orkers.'" The objectives cf workers' education may be_
(i) acquisition of systematic knov/ledge, skills and experience 
in participation; (ii) devoloi';mc-jit of objective attitude towards 
the democrat!sation of work place and x-rork processes; and (iii) 
the reccgniticn and handling cf power relationships,^

The inhouse training programme of the comx̂ -any should be 
conducted by a joint forum of management and rccognised trade 
union. This forum vrill decide on the contents of the programme 
taking into account the forms and levels of participation.

5, Starting Point:
In the present situation in Bangladesh the easiest way 

to develop tVie system of workers' participation is to start 
from the enterprise level an;i later to expand to other levels 
including government. Thiis is bccausc the workers can much 
better understand the problems at the lintcr^.rise than -'t other 
levels and their direct interest is biggest at the enterprise 
level. Hovrever, it is reccmmended thet toe introduction process
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should be gradual. The introduction of workers' participation
in management is a fundamGntel change, and according to the
general rule the time required for implementation of any change
is directly proportional to its iraportance.

The proposed stages for the implementation of v7orkcrs'
participation at the enter^.rise level are shown in Figure ^,1.
The first phase should be the system design stage. It is recom-
rnended that a system should not be implemented at the same time
ir all nationalised enterprises. It is better to select some
limited number of enterprises which are stable, of average size
and successful. In these enterprises the syston will be imqple- 

ff
mented for a given time (say, one year), After the expori-

_ ______ _ • - - ^ “
—  mental-period it will~ be possible to evaluate the system and 

make corrections if necessary. In the following phase legal 
regulations could be prepared. After their acceptance by the 
government, the system could be gradually introduced in all 
nationalised enterprises.

Concluding Remarks
Development, not c^ritrol, of human resources is the cry 

of tlie day, and participative management can play a significant 
role in this regard, Ttiis study has brought to the focus that 
if the actors in the industrial relations system sincerely coop
erate and try, participative m.anagcTCent can be successfully 
introduced in the public sector industries. The study has also 
highlighted several prerequis-.ites for the success o.c any parti
cipative scheme in tlie socio-eco-political context of Bangladesh. 
•The findings and suggestions of this study may be used by the 
parties concerned v;hile developing objective policy for insti
tuting participative scheme.
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FOOTLSrOTES

^For exGrni-.lo, the First Laboxir Policy (1972) floshed out: 
"Country’s economy ir̂  the past was bosoc: on capitalistic 
pattern :.nd exploitation of people in genorai and workers 
in particul';r ’/as its main aim, trade union activities were 
viewed v.dth '"'isfavour and no opportunity vjas given for the 
growth of tro-e and democratic atmosi-'hcre. Tiic vorkers in the 
country got no opi-ortunity of pr.rticipation in management",

2'oumrriarisation of an international research project on indust-- 
rial doraocracy organised by the International Institute for 
Labour .Studies. Quoted by B.M. Kapur, "Training for employee 
particix-atii-.n - an O.D, approach”, P .U . Management Review, 1
(2), 1978: 23.

^Cf. (a) Report cf the ILO/SII>\ Mission on Workers' Participa
tion in Management in Bangladesh, 1973; (bl Study of the 
Nationalised Industries of Bangladesh, 1972; and (c) C, Branko, 
Management in Nationalised Industries, Bangladesh; A Terminal 
Report Prei i’-rod for the Government of Bangladesh, UNIDO, _1975,

""Max-Swerdlow, "Nature and goals of workers' education", in 
Workers' Education, reprint series No. 3, Labour Education 
Centre, University of Philippines, 1958, pp. 16-rl7.

^In this respect we may derive some positive lessons from the 
Indian experience. A nation-widte v;orkcrs' education system 
was introduced in India in 1958 which envisaged a three-tier 
training programme for teacher-adminis trators, v;orkers-teachers 
and tlic factory-level workers,

^H.C, Jain, "Infcrrnation, training and participation". Indust
rial Relations Journal, 9 (1), 1978: 57.

- 288 -Dhaka University Institutional Repository



A P P E N D I C E S

APPENDIX - A s STATISTICAL TABLES
APPENDIX - a  : QUESTIONNAIRES USED IN THE STUDY
APPENDIX - a ; BIBLIOGRAPHY

Dhaka University Institutional Repository



Table A,1: Background Information of 
Respondents

- 289 - APPENDIX-A

1. a ge Averaqe Range
Workers Mgt,Personnel Govt. Workers Mgt, Govt,

Official Personnel Offil,
35 43 yrs, 46 yrs. 20-55 35-55 yrs 38-56

yrs. yrs, yrs.

2. EDUCATION
Education of Self 
W M G

Father's Education 
W M G

(a) No education 12(11) 82(76) 9(15) _  „
(b) Read upto 76(70) « ^ - - 14(13) 10(17) -

5th Class
(c) Class VI to X 16(15) 10(9) 6(10) 2 (15)
(d) Matriculate 4(4) 27(45) - - 2 (2) 23(38) 5 (39)
(e) Bachelor's 14(23) 2(15) -  - 9(15) 3 (23)

degree
(f) Post-Graduate - 19(32) 11(85) —  - 3(5) 3 (23)

Deqree- -
Total 108(100) 60(100)13(100) 108(100) 60(100) 13 (100)

3. FATHER'S OCCUPATION
w M G

(a) Labour (Agricultural of Industrial) 60 (56) - —  _ —

(b) Cultivation 37 (34) 26 (43) 3 (23)
(c) Teaching - - 12 (20) - _

(d) Trade St business 8 (7) 10 (17) 2 (15)
(e) Private Service 2 (2) 2 (3) - . .

(f) Government service 1 (1) 10 (17) 8 ,.L62? _

Total 108 (100)60(100) 13(100)

4. INCOME
VJorkers Mat- Personnel Govt. Officials

(ai 300-500Tk.64-(59)
(b) 500-700 37 (34)
(c) 700 & more 7 (7)

1000-1500Tk,3 (5) 
1500-2000 34 (57) 
2000-& nore2 3 (38)

1500-2000Tk.5 (38) 
2000-2500 3 (23) 
2500-3000 5 (39)

Average; Tk. 520108(100) 2027 60(100) 2337 13(100)

5. YE,2lRS OF EXPERIEHCS
Workers Mgt, Personnel Govt, Officials

Average 15 15 18
Range 1-29 8-2 3 . - 10-25

Notes; Parentheses indicate percentage.
Fractions have been rounded to the nearest figure.
W = VJorkers; M = Mgt. Personnel; G = Government Officials
Tk.- Taka
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Table A . 3* Perceivad I n d o s t r i # !  Re la t io n s  » «  Exprassed by Uorkar* «nd  P.aoagenent P » r » o n n « l  
( P a rc s nt ag s  o f  respondents endorsing each rasponsa ca te g o r y )

” Uorkers (Na lOS)  Manager ia l  Personnel  IN>60}
ARE* 111 INDUSTRIAL RELm TICNs SO 0 U A SA Hean SO 0 U * „ Si* .. .r.aan *

1. Dost employers/oienagars take a r e a l  i n t e r e s t  
in t h a i r  BBwloyees'  u e l f a r a .

46.30 4 6.30 0.00 6.40 0.93 1.69 3.33 40.00 0.00 56.67 0,00 3.10  b

>-7'
2. Hanagemant should c o n s u l t  the union note. 0 .00 2,78 6,48 37,04 53.70, 4 ,4? 3.33 53,33. 0.00 43.331 0,00 2.83b

3. Dost BBioloyeeB cooperate u i t h  nanagement.* 0.00 1 3 ,9 9 - 1.85 32,41 51,35 4.122 3,33 63.33 0 . 0 0 33.33 0.00 2.63b

4. A uorker u s u a l l y  gets a f a i r  retu rn  fo r  the 
LTork he does.

5 0 , 9 3 ’ 41 .67 ObOO 7.41 0.00 1.64 0.00 0.00 0.00 63.33 36.67 4.37b

5. Wost auperwlBors t r e a t  t h e i r  uorksrs f a i r l y . 32.41 55. 56 0.00 12,04 0,00 1,92 6, 67 16.67 0 .0 076 ,6 7 0.00 3.47b

6. A union could  rwke s a t i s f a c t o r y  progress  
without s t r i k i n g .

33.33 50.93 0.00 15, 74 C.CO 1,98 13.33 33.33 0.00 53.33 0.00 2.93b

7. .‘Managers and union leaders  should see more 
of each other  o f f  the job .

0 ,93 9 . 2 6 10.19 38,39 40,74 4,09 0.00 3.33 0.00 30,00 66.67 4,60b

S. Anyone uho hag the a b i l i t y  and who i s  u i l l i n g  
to work hard can get to the top i n  i n d u s t r y  
today.

53.56 35.19 0.00 8,33 0.93 1,64 36.67 56.67 0.00 6.67 0.00 1.77a

9. The di fferenf^e between the l ou a a t  and the 
h ighest  income groups in  our co uptty  i s  too wide 
to be f a i r .

4 ,6 3 13.89 20,37 32,41 28,70 3.67 10.00 10.00 0.00 80.00 0,00 3.50a

LO. A f irm tha t  niakes la rg e  p r o f i t  i s  u s u a l l y  more 
o f f i c i a n t  than  oths r  f i rm s .

0.00 0.00 23.15 41.67 35,19 4,12 10.00 40.00 0,00 50.00 0,00 2.90b

11. Ihe average union  leader has as much a b i l i t y  
as the averaga manager.

0.93 9.26 4,63 38.89 46.30 4.20 46.67 16.67 0.00 36,67 OkOO 2.27b

12. nost  employees take p r i d e  in  t h e i r  uork. 2.78 1,85 4,63 41,67 49,07 4,32 10.00 56.67 0.00 33.33 0.00 2.57b

13. Extr a pay for the ext ra work i s  the best  way 
to get »ore output  from workers.

0 .00 0.00 7.40 46.30 46.30 4.39 0.00 0.00 3,354 6,6 7 80.00 4.77b

14. EBployers/msnagers should do more to encourage 
t h e i r  employees to make suggest ions  about 
t h e i r  uork.

0,00 0.00 13.39 37.04 49.07 4,35 0.00 0.00 3.33 80,00 16,67 4,13b

.5. In r t u s t r i a l  r e l a t i o n s  would be more peacefu l  
without the a r b i t r a t i o n  system.

37.04 50,93 0,00 12,04 0,00 1,87 0.00 0.00 00,0 40,00 60.00 4.60b

.6. Unions should r e s t r i c t  themselves to g e t t i n g  39,31 
f a i r  wages and working c o n d i t i o n s  for  t h e i r  ipewbera 
and ksop o u t . o F  the management of i n d u s t r y .

40,74

V * >W-l
“

0 ,00 19.44 0.00 1,99 Q.OO 0.00 0.00 43.33 56,67 4.57b

r - ; ;

Average acat across  a l l  i tems. 16.55 21.30 6,54 2 7.55 29.07 3.29 8.54 18.96 0 - 6 2 45.33 26,04 3.62b

The d i r f p r e n r e  c f  meen bct-jeen the rosnonses of - jorksrs and me rage nr,or. t p s rso nn sl  i s  s i g n i f i c a n t  ( b )  a t  0 .01 l e v e l  and 
( a ;  not e i g i j  f ic3f,t ( t u o - t a i  l>?d t - l o s t ) .
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• •~J Os-Jvo
-P' V>0 « •OU3 O  -J

• •OVjJ O  H
4i.* •oVjO -0

• «-fNCO ON
• •
W -F="

• «-J CO O CT\
• •UlUl • •-î -f̂Co vO
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- r̂ oo -
-! .1% Ler^ired lie an Responses t o  Decision-I-lsking  

Attitude Items.

S.I'Io Item3 Workers
(H=108>

iianagement
Personnel

(N=60)
1. PormulBtion of overp.ll orgpji isat ional  

p olicy  and t h e i r  implement at ion.
4 .3 0 3.77

2. formulation of mprketing p o l i c y . 4 .05 3.67
3. Operation of sanctioTied budget. 4.25 3.47
4 . ,'ll locption of p r o f i t s  between i n v e s t 

ment , dividends aJid re serv es .
4 .07 2.43

5. Expansion and d i v e r s i f i c a t i o n  of business  4 .0 0 3.33
6. i'ormulstion o f  recruitment p o l i c y  of  

execut i v e s / o f f i c e r s .
3.99 2 .93

7. Formulation of recruitment p o l i c y  of 
workers.

4 .29 3.97

8 . Development of t r a in in g  programs for  
the workers.

4 .36 3.87

9. Pormulation of promotion po l igy  fo r  
workers.

4 .2 9 3 .93

10. P r inc ip le  of tak ing  d i s c ip l in r r y  ac t ion 4 .32 3.63
11. Poritrulation of p o l ic y  of pay/allowances  

and other fr in g e  b e n e f i t s  fo r  workers.
4.54 4 .03

12. Practice  f o r  ■'handling gr ievances  of . 
workers.

4 .34 4 .17

13. P o l icy  fo r  rewarding workers f o r  good 
Vi/ork.

4.35 4 .2 3

14. Arrpjigoment f o r  workers’ housing. 4 .3 9 4 .33
15. Determining welfare p r o g r a m s / f a c i l i t i e s  

for  workers.
4 .48 4 .3 0

16. Way of maintaining good working condi
t io n s .

4 .36 4 .8 3

17. Provision fo r  sa fe ty  measures. 4 .6 3 4 .4 3
18. One's work (sequences, method, coordina

t i o n  and evaluat ion  of work).
4 .56 4 .5 0

19. Introduction of new technology. 4 .28 3.53
20. Increas ing  p ro d u ct iv i ty . 4 .5 0 4 .5 0
21. Way of determining rate of bonues. 3.57 4 .7 0
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QUESTICNT^AIRE
APPENDIX - R

(Consolidated Questionnaire for Workei^ Management, Personnel
and Government Officials)

WORKERS' PARTICIPATION IN MANAGEMENT

Directions to Fill--gp the Questionnaire
Following are a number of statements about different areas 

relating to industrial relations and participative management 
in industry. You will find that the statements are accompanied 
by five-point scales. You are asked, to give your personal 
opinion about each statement, using the following keys (unless 
directed otherwise for a particular area);

* Key for "ACTUAL"^** ****** * vt-A-* ** * ****SD = Strongly Disagreed) 
Disagree (2)

(3)
Agree  ̂ (4)
Strongly Agree

D =
U = Undecided

************* ..***************************** 
about any statement, just cross 
and do it aaain.

(5)

Vr
t*******
a.***

If you strongly agree with 
any statement, ring SA, if you 
strongly disagree ring SD and 
if you come sofnevrhere in between 
ring D, U or A. Please make 
sure that you have ringed a symbol 
for every statement. If you 
want to change your mind
out your original answer clearly

The second scale (DESIRED SCALE) runs from 'not important' 
to 'essential*. Here again you are asked to ring the appropriate 
s^nmbol according to 'how important do you think each item to be' 
using the following key;
******************************

4.
5.

jC.

1, 'Not Important* means a con
dition of the work about 
which you feel indifferent,

2, 'Less Important* means a con
dition of the subject or work 
that you would rather desirf; • 
than not, ‘

3, 'Quite Important' means a co.. •• 
dition of the subject/work 
that you consider to be desir
able,

'Very Important' means a condition of the subject/work which 
you feel highly desirable. . ^
'Essential' means a condition of the subject/work which you 
feel must be present in the organisation.

* Kay for DESIRED Scale
^ N1 = Not Important (1)
 ̂ LI = Less Important (2)
J QI = Quite Important(3)
* VI = Very Important (4)• ** E = Essential (5)
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310~.DA‘IA OF RESPONDENTS 
(Please Fill-up these items \vhich are a “>plicable to you)

1. Name_______________________________2. Sex; Male/Female
3. Age;___

^ '̂ 05 ”

years 4. Marital Status:
5. Place of Birth: Village/Town
6, Occupation of Fathor

Cultivation .......
Industrial/
Agricultural
Labour .......  •

Business ......
Teaching ......
Govt./Private 
Service
Others(spocify)......

7, Department/Section you 
bel

*  -,V *  *  *  vr vV * * * * *  v'f * * * * * *  *  vV *  *  *i; **
Vr it* ★'k *if
*  v> V • V? *  i :  *  -fr •;< *  *  *  ★ *  t t  ^  i f  ★ ★ Vf *  w  -;c

8, Education of Your: Ownself Father
a) No education at a l l  . . . .  . . . .
b) Upto Class V .... ....
c) Upto Class VIII ....
d> Non~Hatric .... ....
e) Matriculate .... ....
fi Graduate(Com/Arts/Sc.) ....
g) Post-Graduate(Com/Arts/Sc.)..., ....
h) Any Technical Qualifica

tion (specify) .... ....
i) Any special training

(specify) ....
9. Your Official Status (Manager, Weekly/monthly paid worker etc.)

10. Your total mohthly income; ................
11. Nature of skill: Skilled/Unskilled
12. Years of Employment at this mill/organisation years,
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Area~I; Nationalisation ACTUAL DESIRED

Nationalisation of Industries has;
1, Been a panacea for the exploitation 

of workers by employers or top
managers. " SD D U A 3/̂ NI LI QI VI E

2, Resulted in the emergonce of a 
powerful professional class of top 
managers who wield almost a simi
lar power over the workers as the
employers of private enterprises. SD D U A SA NI LI QI VI E

3, Results'lin bureaucracy which fur
ther pre^'ents the workers to have
their say. SD D U A SA NI LI QI VI E

4, Created enormous power in the hands
of a minority groups of union lead
ers over the managers. SD D U A SA NI LI QI VI E

5, Created the background for the wor
kers' participation in management. SD D U A SA NI LI QI VI E

•
Area-II Industrial Relations;(to be answered by workers and

management personnel only)
'•■'f 1. Most employers/managers take a real

interest in their employees' wel
fare. SD D U A SA i ; Vi .n.

2. Management should consult the
union more. SD D U A SA

3. Most employees cooperate with
Management. SD D U A SA ^

4. A v;orkor usually gets a fair
return for the v/ork he does. SD D U A SA *

5. Most foremen/supervipors treat
their workers fairly. SD D U A SA , ■

6. A union could make satisfactory
progress without striking, SD D U A SA ^

7. Managers and union leaders should
see more of each other off the job SD D U A SA

8. Anyone who has the. ability and who 
is willing to v;ork hard can get to
the top in industr'y today. SD D U A SA

9. The difference between the lo\;est 
and the highest income groups in
our country is too wide to be fair 3D D U A 3A ■ < •'

I i
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10, A iriirm th>et i7\a>C23 large profit is 

usually more efficient than other
firms. SD D U A SA ■; •••

11, This average union leadar hos as
much ability as ths average emp
loyer ■ GD D U A SA -'T Vi

12, Most employees take pride in their
work, SD D U A SA 1.7 •'T

13, Extra pay for tht extra v/ork is 
the best way to get more outr'ut
from workers. SD D U A SA ' '.:.i '•.* i..

14, Employers/i'^anagers should do more 
to encourage thoir employees to
make suggestions about their work. SD D U A 5A • --I \'l

15, Industrial relations v/ould be
more peaceful without the arbitra
tion system, SD D U A SA ■ " V

16, Unions should restrict therp.sGlv*?s 
to getting fair wages and v/orking 
conditions for their members and 
keep out of the management of
industry. oj D U A SA ■■■

Area - III: styles of Leadership (to be answered by management
personnel only)

In my departmenypolicy-making in 
connection with my subordinate's

• A <! D

•i ■

1. I have to decide practically
everything. SD D U A SA NI LI QI VI E

2. My subordinates decide with my
help SD D U A SA NI LI QI VI E

3. I stricly follovv.' the system and 
procedures laid down by the
company 3D D U A SA NI LI QI VI E

4. I leave it to my siibordinate to
decide. SD D U A SA NI LI QI VI E
As regards the techni'TTUes and 
methods of my department:

5. I have to lay down practically
everything to each subordinate. SD D U A SA . NI LI QI VI E

6. My subordinates determine the 
goals by group decisions, helped
by technical advice from me. SD D U A SA NI LI QI VI E
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7, I Gtricly follow the system and
procedures o£ the company. SD D U A SA WI LI QI VI E

8, I take care in formulating only 
the basic plans and give advicc
v/hen asked for. SD D U A SA m  hi QI VI E
As regards job assignment to my 
subordinates ^

9, I have to decide practically
everything. ' SD D U A SA NI LI QI VI E

10. I leave it to my subordinates 
primarily, who do this with my
help. SD D U A SA NI LI QI VI E

11. I stricly follow the system and
procedure laic] down by company. SD D U A SA NI LI QI VI E

12. I leave it entirely to my sub
ordinates, SD D U A SA NI LI QI VI E
As regards participation in sub
ordinates' activity-:

13. I do not participate. * SD D U A SA NI LI QI VI E
^ 1 4 ,  I participate syr*ibQlically. SD D U A SA NI LI QI VI E

15. I strioQ.y follow the systems and 
procedures laid down by the 
company. If it is laid doxm by 
the system & procedure, I p?irti-
cipate, otherwise not, SD D U A SA NI LI QI VI E

16. I do not make any deliberate
attempt to participate. SD D U A SA NI LI QI VI E
As regards discipline:

17. The^company's rules and proce- 
dur/s stand in the way of
maintaining SD D U A SA NI LI QI VI E

18. I think that it/is necessary
to hear both sides and collect 
all the relevant facts and check 
them before taking any cHscipii-
nary action. SD D U A SA NI LI QI VI E

19. I strictly follow the system 
and procedures laid dQw?.by the
Company. ' SD D U A SA NI LI QI VI E

20. I hardly take any disciplinary
action against subordinates, SD D U A SA NI LI QI VI E
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Stro- Dis- Unde- Agree Stxongly

A rea-IV i Meanlns o f P a r t i c ip a t io n  "'•9''®®
M r e e ________ _̂__________________
(1) (2) (3) U )  C5)

By the concept of "Participa- 
tiori' I unc’erstand that;

1, The workers share in profits
only. 1 2  3 4 5

2, The workers share in profits
and losses, 1 2  3 4 5

3, The workers' representatives 
are invited by the management 
to participate in discussion
regarding managerial decisions, 1 2  3 4 5

4, The workers' representatives 
associate at all levels in 
the various functions of
management. 1 2  3 4 5

5, The workers' participate in
the ownership of the industry, 1 2 3 4 5

6, The workers' representatives 
sit as real members of manage
ment but continue to work at
their regular work, 1 2  3 4 5

Area-V: Ob.lectives' of Participation
The objective of participative 
management is to;

1, Increase security and ;vages of
workers. 1 2  3 4 5

2, Increase production which may
not necessarily result in 
higher wages & greater secu
rity for the workers . 1 2  3 4 5

3, Resolving industrial disputes
and increasing production simul
taneously. 1 2 3 4 5

4, Resolving industrial conflicts
amicably without disurpting 1 2  3 4 5

5, Increase productivity, improve
job satisfaction, decrease absen
teeism and reduce waste, 1 2  3 4 5

6, Revolt against bureaucratic
authority over an enterprise. 1 2  3 4 5
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Cl) (2) (3) (4) (5)

7,

8.
Extending pov.'er and influe:nce 
of trade unions.

9.

10.
11.
12.
13.

Provido means for close involve
ment of the v/orkers with the 
enterprise and the decisions 
v;hich directly affect them, 1
Prevent worfc.rs' exploitation 
either by owners or top 
managers. 1
Improve q'aality of managerial 
decisions. 1
^evelop people to accept change 1
Improve team-work. 1
Sharing financial and other in
formation about the enterprise. 1

2

2

3
3
3

4
4
4

5
5
5

Area-VI• Forms of Participative Management
Please rank in order of your preference considering the 
feasibility of its implementation and desired success.

SI. No. Alternative Forms Rank
1. Having one or two workers nominated to 

the Board of Directors.
2. Having parity in the Board of Directors.
3. Workers having share in the ownership and 

getting elected to the Board.
4. Having workers' representatives in various 

joint committees at different levels.
5. Having a vorker-suggestion sO''eî ie in 

the enterprise.
6. Extending collective bargaining n;achinery 

to cover the decision--makinn process.
7. Informal face-to-face particiontion in 

decision-making at the work pi ::co.
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Area-VIIt Effect of Participation
” 311 "

Participative Management v/ould 
be effective ins

1, Increasing production
2. Improving the product
3. Reducing cost of production
4. Eliminating waste
5, Reducing accidents
6. Improving communications
7, Reducing work stoppages
8, Improving labour management 

relations

Not Less Unde- Fairly Most 
Sff cid- Effec- Effec- 

ect- ect-ed tive tive
ive i v e - ________
'(iV (2) (3) C4) (5)

1

1
1
1

1
1
1

2

2

2

2

2

2

2

2

3
3
3
3
3
3
3

4
4
4
4
4
4
4

5
5
5
5
5
5
5

Area-VIIl! Legal Basis for Participative Management

In the context offoxxr socio^ 
economic political bacKciround:

Not Less Undeci- 
Besi- Des- ded 
rable ira- 

ble
TTT

1, Participative management should
be introduced vjith relevant 
statutory basis. 1

2, Participation should be intro
duced by way of voluntary 
agreement betwean labour & 
management. 1

3. The possibility of leaving the 
introduction of participative 
schemes to the initiative 
supposes the existe-oe of orga
nisation of e m p l o y a n d  v/oVh':- 
ers of approximately equal 
strength.

4. In order to have a strong If̂ gal 
basis to introduce workers' par
ticipation in management, an 
amendment to this effect should 
be made in our national consti
tution, 1

T2)--- U T

Fairly Most 
Desir- Des
able
w

i Tab
le
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Area-IX; Government Policy and Participative Management 
(to be answered by vjorkers & managGment personnel only)

“ S12 -

Strong- Disagree Unde- Agree Strongly 
ly Dis-
iqree
T T T "

1

1

1

The Government's decision 
regarding the establishment 
of Participation Committee 
(Industrial Relations Amend
ment Act, 1980) is:

1. Politically motivatd
2. A genuine desire to involve 

workers in decision-making 
process,

3. Will result in more production 
and better efficiencyi

4. Will not undermine the trade 
union activities.'-
Will not be effective unless 
accompaniecl by fair wages, 
decent working and living 
conditions.

6. Will be able to generate fu -are 
union leaders from ran'iand file. 1

, In my opinion, our Government v;ants 
participative management because:

7. The enterprises belong to the
workers and every worker in the 
enterprise ought to have a 
voice, 1

8, It believes that participation
will do away with the difference 
between workers St management. 1

9, It wants to strengthen its base
among the millions of worker- 
voters in the country. 1

10, It wants to solve the labour
problems in the enterprise, 1

11, It believes that participation
will lead to greater democracy, 1

*12. It believes that the workers
will work harder. 1

TIT

cided
TIT

Agree
w

3

3

3

3

3

5

5

5

5

5

5

5

5

5
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Area-X; Measure o£ Participation Characteristics 
(Not to be answered by Government Officials)

ACTUAL DESIRED
In our company managers/ 
supervisors;

1, Give the subordinates/v/orkers a
share in decision-making. SD D U A 37-t NI LI QI VI E

2, Inform the subordinates/workers 
of the true situation, good or
bad, under all circvjnstances. SD D U A SA NX LI QI VI E

3, Remain aware of the state of tha
company's morale and does every
thing possible to make it high. 3D D U A SA NI LI QI VI E

4, Are easily approach-able. SD D U A SA HI LX 01 VI E
5, Counsel, train & develop workers 31. D  U A  S A  KI LI QI VI E

6, Communicate effectively with ,
the subordinates/workers. SD C U A SA KI LI 01 VI E

7, Show thoughtfulness and consi
deration for others, S D  D  U  A  S A  K I  1.1 Q i  V I  E

8, Make changes in wavscf doing
things. SD D U A SA NI LI >11 VI E

9, Support subordinates when they
make mistakes not due to negli
gence or without any bad inten
tion. SD D U A SA NI LI QI VI E

10, Express appreciation when sub
ordinates/workers do a good job, SD D U A SA NI LI QI VI E

- 313 "
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Area~y.I; Workers' Influence in Decioion-Making Process 
(Not to be answered by Government Officials)

- 314 -

ACTUAL DESIRED
1.= NO influence
2 = Very little influence „
3 » Influence tc some extent 5 = »4 = Quite a lot of influence  ̂ = to'erete infxuence
5 . Influence to a areat extent « " ton=^='^=tle influence5 Complete influence

___ACTOAL DESIRED
Workers have influence in;

1, Formulation of overall organi
sational policy Sc their imple-
mentatiod. 1 2 3 4 5  1 2 3  4 5

2. Formulation of marketing policy, 1 2 3 4 5  1 2 3 4 5
3. Operation of sanctioned budget., 1 2 3 4 5  1 2 3 4 5
4. Al].ocaticn ot profits between 

investment, dividends and
reserves, 1 2 3 4 5  1 2 3 4 5

5. Expansion and diversification
of business. • 1 2 3 4 5  1 2 3  4 5

6, Formulation of requirement
policy of executives/officers. 1 2 3  4 5 1 2 3 4 5

7, Formulation of recrviitment
policy of V70rkers. 1 2 3 4 5  1 2 3 4 5

8, Development of training
prograi^s for the workers 1 2 3  4 5 1 2 3 4 5

9* Formulation of promotion policy
for v/orkers. 1 2 3 4 5 1 2 3 4 5

10, Principle of taking disciplinary
action. 1 2 3 ■! 5 1 2 3 4 5

11, Formulation of policy of pay/ 
allowances and other fringe
benefits for v/orkers. 1 2  3 4 5 1 2 3 4 5

12, Practice for handling grievances
of workers. 1 2  3 4 5 1 2  3 4 5

13, Policy for rewarding workers for
good work. 1 2 3  4 5 1 2 3 4 5

14, Arrangement for workers'housing. 1 2 3 4 5  1 2 3 4 5
15, Determining welfare programs/

facilities for workers. 1 2 3 4 5  1 2 3 4 5
16, Way of maintaining good working

conditions. 1 2 3  4 5 1 2 3 4 5
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17, Provision for safety measures. 1 2  3 4 5
18, One's work(sequence, method, 

coordination and evaluction of
worl̂ . 1 2  3 4 5

19, Introduction of new technology. 1 2  3 4 5
20, Increasing j,.roductivity. 1 2 3 4 5
21. V/ay of determining rate of 

bonus. 1 2 3 4 5

1 2  3 4 5

1 2 3 4 5 
1 2 3 4 5 
1 2 3 4 5

1 2  3 4 5

Area~XI A; Mode of Participation/xnvolvemsnt
Please indicate the degree of participation you feel workers 
should have over the follov.'ing issues by encircling the appro
priate alphabet, for each issue using the following key;

A = This is management prerogative 
B = Joint decision-making 
C = Collective bargaViing.
D = Consultation/Advising
E = Information sharing* A 3 C D E

1, Formulation of overall organisational 
policy and their implementation.

2, Formulation of marketing policy,
3, Operation of sanctioned budget.
4, Allocation of profits between invest

ment, dividends & reserves.
5, Expansion and diversification of 

business.
6, Formulation of recruitment policy 

of executives/officers.
7, Formulation of recruitment policy 

of workers.
8, Development of training programs 

for the workers,
9, Formulation of promotion policy 

for workers,
«

10, Principle of taking disciplinary 
action.

11. Formulation of policy of pay/ 
allowances and other fringe 
benefits for workers.

2

2

2

2

2

2

2

3
3

3

3

3

3

3

3

4

4

4

4

4

-1

5
5
5

5

5

5

5

5

5

5
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•" 3l6 "

A 3 C D E
12. Practice for handling grievances 

of wor'kers. 1 2 3 4 5
13. Policy for rewarding v.'orkers for 

good worlc. 1 2 3 4 S
14. Arrangement for workers' housina. 1 2 3 4 5
15. Determining welfare programs/ 

facilities for workers. 1 2 3 4 5
16. VJay of maintaining goo<^;orking 

conditions. 1 2 3 4 5
17, Provision for safety measures. 1 2 3 4 5
18. One's work (sequence^ method, 

coordination and evaulation 
of work. 1 2 3 4 5

19. Introduction of new technology. 1 2 3 4 5
20. Increasing productivity. 1 2 3 4 5
21, Way of determining rate of bonus. 1 2 3 4 5

’-.if'
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Area-^XII: Pre-Conditions for Success
The following ctatements describe Wot Less Mid- 
the prerequisites that may be Essen-Essen- way
considered essential for the succ- t 
ess of any participative managementT 
scheme: ”

1. Decentralisation of the organisa
tion structure as well as of the 
authority.

2. Education of employees about the 
various aspects of participation 
management.

3. Efficient channels of communica
tion, the participants' common 
conception and an appropriate 
system of rev/ards.

4. Freedom of organisation's 
leadership from the control 
of any political party.

5. Attitudinal changes both in 
workers and management to adopt 
participative style of managei'i’̂nt.

6. Complete sharing of information by 
the company with the employees.

7. Necessity of having workers' Parti
cipation through their representativ 
at plant level rather than external 
trade union representatives.

8. Existence of strong & effective 
trade unionism in the enterprise,

9. Presence of only one established 
trade union in each industry.

10. Clearly defined area of collective 
bargaining & non-merging of collec
tive bargaining & participate 
management.

11. Management's recognition and acce
ptance of the concept of democrati- 
sation of work place.

12. Clarity of the objectives of parti- 
c i pa t i'.v ■ m a n ag emen t.

13. Harmonious industrial relations 
climate.

14. All-level participation and its 
extension to all decision-making 
processes.

15. It must be voluntary and ir must 
evolve, but not insposed from above,

16. It must not threaten to under
mine managers'formal authority.

0.1
T

tial
T T T T3T

Very Most 
Essen- Essen
tial tial 
'~T4l

2

2

2

3

3

3

4

4

4

5

5

5

5

5

5

5

5

5

5

5
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