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Jute is  one of tho most important manufacturing industries o f Pakistan.

I t  plays a pivotal role in the aconoraic proaparitj o f the country. In terms 

of enployment o f manpower, i t  is  next to the cotton tex tile  industry but in 

tanas of foreign e^shange earning, jute industry is  second to none. I t  is  

primarily an ejjport industiy and has l*ec^ived consictsi^kj^e attocition from the 

Government through the Pakistan Industrial DeveilopoiehV'ti^Joration and later on 

its  successor the East Palcistan Industrial Develo^aaont Coi^oration. This 

industry is  based on raw Jute which is  designatjja tfB ihe gulden fib re o f Pakistan. 

The economic betterment o f the people of East Pikf^an closely linked with 

the success o f the Jute industry.

This thesis is  an attempt at a c r it ic a l stu^y of the si?)Qrvisory practices 

In the Jute industry and their influence on the productivity o f the workers. I t  

analyses the orientation o f the si^pervisory people towards production and twards 

workers unoer their control anti their mlation to the needs and expectations of 

the workers. The influence o f variables like workers' education, job eijqxriaice, 

machine adjustment, Job saourity, pay satisfaction, company pri.de, group cohesive­

ness, etc. as determinants o f productivity is  also focused. Besides, the thesis 

makes an effort to verily  a few observations that have been mad© by some Western 

Scholars about the supervisory practices in Pakistan including an examination of 

the va lid ity o f Professor Reosis iikert* s hypothesis that einjloyee-centered 

sv?)ervision is  applicable in a ll cultxires including the under-developed countries.

The fundamental findings, in the course o f this work, indicate that the 

sit>-3v?)ervi3ors or the line sardars by wlriich name they are called in the Jute 

industry have a gpeatffl* influence on workers' proauctivity thim the si^jervisors. 

The supervisors are mostly productlonr-centered and confine their ro le  to



»policing' while the line sarclars b l« id  and integrate their production-orientation 

with auployee-oritfitation and obtain more favourable response to higher producti­

v ity . Contraiy to popular b e lie f, the stu^y shows that Job experience and educa­

tion or the jute m ill woikers have l i t t l e  influence on their productivity. The 

other fundamaital findings of tha work are that workers' pay satisfaction, 

economic motivation and oachine adjustment have considerable influence on produc­

t iv ity . The iiH)ortance o f the above findings is  that management may increase 

productivity by ii^iroving the supervisory practices and con̂ jany policies without 

say additional investment of capital.

My claim to any original inteiipretaticai o f facts and msasurements Is 

limited mainly to chapter four to chapter siac. Chapter one aeala with the problan. 

Chapter two with the objective and scope of the study. Chapter three is  an 

attenpt to re v i^  the existing literature on the subject. Gh^ter seven simmarises 

tile aiscussions into conclusions which may be o f sc^e assistance to policy makers*

The task which confronted me when I  took this research was two fold.

F irst, there was the need of collecting inlormatlon without which no study 

could be possible; second, listing and interpreting the available facts and 

research findings glsewhere. Major portion of the reference work was done 

between May 1965 to Aprf-1 1966 at the Business School, Ihiverslty o f Western 

Ontario, lon<k>n, Canada, particularly relating to books and journals not available 

at Dacca. Part of the final diuft was prepared at the Graduate School of Business 

Adiiinistration, Harvard University, U.S.A. in the sutuuer of 1967* For the remain­

ing part o f the worit, the entire time was spait in East Pakistan, gathering facts 

and analysing them* A considerable portion o f my time and aiergy was spent in 

observing the operations o f the jute m ills and in tervi^ ing relevant people*

The entire fie ld  work was d;>ne by me alone. work was made somewhat easier
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by the exhibition o f  my four earlier rasearch publicationa and a le tte r  o f 

request from the Head of the Department o f Goomerce, Dacca University, addressed 

to the manâ eoient o f the Jute m ills fo r co-operation.

In the development of this thesis, 1  have tried  to subordinate ready made 

recommendations to the q[uantitative measurements and docimented reference, I 

have tried to understand the view points o f  the woricors, sub-superviaora, si:pervi- 

sors and other upper management people, but I  have based my analysis on factual 

evidence obtained through intervi^iJ and actual observation. The co-operation 

received from m^agecient was more than vihat was expected. In my v i**, the infoiroap- 

tion inserted in this thesis for the f ir s t  time, should be o f more permanent use 

and should «ricourage more intensive studies than sy ana^sis. My endeavour in 

the area of man-boss relationship and productivity w ill be an?jly r^arded i f  i t  

f i l l s  an important gap in our contei^orary knowledge even partia lly , and i f  the 

future generation equipped with better statistica l data ana psychological tools 

find in i t  some basis for comparing their knowledge with my own.

My gratitude is  due to Professor A.f.A* Husain, Metetiber, Planning Canmiasioi, 

Government of Pjjkistan and Dr.A. Farouk, Head o f the Department o f Commerce,

Dacca University, who pulled me into research activ ities . In choosing the 

subject, most valuable suggestions came fran Professor R.E. Sproule, and 

Professor A. Mikalachki of the Business School, University of Western Ontario, 

London, Canada and Dr. Danilo Orescanin of the business School, University of 

Indiana, Bloooiington, U.S.A. They very kindly looked through scane portions 

of the work and offered their crLticiaas whi<ii were of considerable practical 

significance. Besides, I  had the pre/ilege of discussing ay findings with a 

few r«puted scholars o f whoa Professor Hen sis lik ert, Uirector, Institute for 

Social iiesearch. University o f Michigan, Ann Arbor and Professor Fritz J. Roethlis- 

berseP of the Graduate School of Business Administraticn, Harvard University,
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The Problen t Over the past several ciBcadea the laan-boaa ralationship 

has been the oost popular topic of research In orgaxiisatix^nal behaviour. Many 

studies have boen ccncemed «lth  the rriatlonshlp between sipervlsory style of 

leadership, productivity, find worker attitude towards the si5)ervisor. The Survey 

Hes^rch Cwiter at the University o f Michigan f ir s t  focused its  analysis on the 

diohotOBV between onployee-Centored and Froduction-Centerad Si^ervisora, ̂  This 

stuc^ of ours i s  about supervisory style and productivity with special reference 

to ecplayee-centered supervision that have n̂eẑ ged out of the Michigan researches. 

Entplcgree-centered supervisicn is  defined as that patteni of si^ervision in which 

the supervisor is  people-oriented in that he thinks he is  dealing with human beings 

rather than work. An eopIcyee-centered supervisor fo r the purpose o f this study 

refers to that type o f supervisor who feels that people w ill do a better jcto i f  

he takes an Interest in them, creates the feeling that he is  fa ir , w ill  ke^ tiis 

proodse awi look to the inaividuals' needs. Although he is  charged vfith the 

re^onsibilitgr of getting proauction, an eo^Icyee-centered supervisor, according 

to our definition, believes that he can accoiqplish that goal through the mediuEi 

of his people smoothly and safely in an environaient o f mutual trust and enplcyee 

involvement in the woric.

Ko^lqyee~centered sv^ervisian (tofined above is  in sharp contrast to 

^production-centered" supervision in which the supervisor is  task-oriented in the 

sense that he sizes up his Job as cne of hitting the work in and o it  and pressing 

the people to woik haicLer on pangs of drastic action*

-  I

1 . Ukert, Kensls, patterns o f Managanent. Mcgrs»-Hill Book CoB̂ Jahy Ltd., 
Ndw lork, 1961. Pages 5-25.
&ee also his recent book The Human Organization : Its  Manageoient and Value,
Hcgra»-HiU. lork, 1967.
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A ei^ervlsor is  proauctloih>canterad IT he assuaes the role o f a hard 

task mater looking upon the people as Instnments o f getting woric done rather 

than as individuals xith needs uoi emotions.

The baoLs of distinction between eaiployee-centered supervision and produc- 

tion->centered si^Dsrvision in the above definition is  one of degree only. No 

"social club gort of enyironment" has been in?)lied in the conc^t o f enqjloyee- 

centered Buparviston, because social satisfactions repres«it an i^ortan t a^ect 

o f the to ta lity  o f benefits that may evolve frcan organisational aseociation, but 

social satisfactions may canpete vdth other r^ards in the saise that an increase 

in one result- 3 in a reduction in another. For instance, the amount o f wages that 

can be earned unaer piece rate are reduced i f  socialising like extsnded t«a breaks 

reduces productivity. In the same way late attendance ana early d^iarture may 

r^ u lt  in redwtion in productivity. In our concept of the tera * eoplogree-centered 

si^ervislcn* we have assuitad that limited on?-the-job socializing iaay increase 

proauctivlty without increasing the cost side of the Ledger. A producticai-centered 

supervisor* s worry about socializing eiqpreseea the cultural precept that work is  

work and play is  play and the two should not be mixed. An eo^jloyee-caltered 

sx^ervisor on the other hanu channels social satisfactions to wihance the co­

operative process and increase the benefits of organizational association.

Apparently the distinction is  on the basis o f an assumption that the 

successful accQDipliahm.ent of the supervisors^ Job depends primarily cn his ab ility  

to get the help fzom his siittordlnates* He w ill build his relationship on the 

basis o f what Hary Parker FoUett calls “Co-action" as constivistad with "Coercion."^

2. Albers, Heniy H, Organised executive action, Wiley and ^ons Inc. Toik, 
1962, Pages Z.62-63.

3 . Follett, Mary Parker, Creative Ji3q)erience, LongaumB, Green & Co., New loric, 
I92l», P. x i i i .
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W© have v l^ ed  the job of a supervisor to be two-pronged : (a ) figuring out how 

to meet the prouuction aeaitficls o f the organisation and (b ) at the sane time 

satisiyiiig the demands of his people fo r a friendJj und consldsrate boss. In 

other words, according to our concept, a at^flrvisor bocomea tnUy anplcyee- 

orlented when he attempts to Integrate the neeito o f his people with the organisa­

tional goals, looked from this point o f view, supervision is  not just a natter 

o f giving oruers or overseeing subordinates to make sure that th ^  follow ru l^ j 

Bi^erviaion means building an effective workforce and motivating each monber o f 

i t  to turn in his best perfornumce.

Our deflniticsi o f emplpyee-oid®ited supervision is  closely related to the 

pattern of supervisoiy behaviour implied in Hayo'a concept of *Sogltil Kan* ^ and 

Ukert* s "modified theory o f organizatlxm"^. A nuaber o f tezms have been used to 

ejqsreaa this philosophy of management or a particular aspect o f i t ,  Uiese terms 

include dflmocratio supervision, pemissive si^jerviaion, consultative s^iervlsioD, 

participative a^inrision, supportive s\^ervisian, positive supervision, considerate 

supervisiQn, etc, lack o f standardisation of tenainology is  attributed to the 

newness and developmental stage o f the fie ld .^

Hofwever, Inapiie of the diversity of tenninolagy, the following elements
-IKC

have been recognised to be contribwting to  ̂ff^loyoe-orientaticm of a supervisor,

(a^ Being s^n^thetic on work problons of hia people,

(b ) Being aiynyjathetic on personal probleeas of hia people.

4* Mayo, iilton. The Social Problaas of an Industrial C ivilization, Graduate 
School of business Adminijstration, Harvard Lmiversity, 194̂ .

5. Ukert, op, d t .

6 . Gordon, Thomas, Group-centered leaderiiip, Houghton M iffln Co.
Boston, |955i P. 104.
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(o ) Being I bbs c r it ic a l of his ai^Dlqyeae.

(d ) Being able to help the peeplo in Lhoir job-relutea problems.

(0 ) Being w illing to heĴ j the ea^sioyees on their job-related prcblaaa,

( f j  Sharing information vfith the eB îloyQea.

(g ) Allowing wnpinyaas to participate In decisions affecting their work*

(h) Being consistent in giving orders and maintaining discipline.

(1) Letting eeplcyees knov where they stand in the Job probleais.

( J) Giving general rather than close supervision.

(k ) Interacting socially.^

From the above factors, i t  vd.ll be apparent that the eaplcy»e-oentered 

supervisor that we have in mind for this study Is  one who takes positive, hopeful 

and constructive visiw of man ana who has r e je c t  for the cepacity, self-airecticn 

and c r it ic a l thinking o f his groi^. He is  that type of man who capitalises on 

what Kaith Davis calls "plus-values."  He adds the energies o f his pecple to his 

own to accoi&pliah the organisational goals, in contrast to the ^ob-centeirod 

supervisor who gets only *̂ ainus values'* since his people waste their aaergies
g

in nervous worry aiad resistance to him.

7 . Herzberg, F .U , et a l. Job Attitudes : Revi^ o f ilesearch and opinion.
Psychological service o f f^ttsburg, l957» 1̂ 0*

8. Davis, Keith, Hvnutn Relation At Work. Kcgraw-liill, York, 1962, F. l68.
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CHAPXai -  11
\

OBJiiCTIVB AND SGOPfi OF THS STUDY

Objective ; The mla. objective of the present sttidy is  to exacdne the 

Buperviaoiy practices in the administration of induatrial enterprises in Pakistan 

with speciil reference to the front-level supervision. There were several consi- 

derationa that pixxmpted the selection of this area for Uie purpose of investiga­

tion in this study. These considerations were ;

1, The desire to ascertain what is  actually ha ĵpening in the industrial

concerns in Pakistan in the matter o f superviaion at the front-line level.

Pmcticallj' no woric has been done so fa r in  this area although seme infonnation
1,2,3

ia  available about the operatives and top level o f uanageoent.

2, The desire to test some o f the observations that have been laade abwit

front-line sipervisory personnel in unuexxleveloped countries tjr soue Western 

Scholars,^

3, The desire to detennine the claim of iiensis likert about the ipp licab ility

oi' the concept of emplojree-caitared supervision and ctemociatic processes o f handling

people in the setting o f an und^erdev^oped country with social, cultural and 

eccna&ic background quite different frcci those in the l&A inhere tiie philoscphy of 

anpleye^entered si^ervision ha? be®i found to »<ork well.

t. Husain, A*F,A. and A^Farouk, Social Integration o f Inaustrial IsM'kers in 
Khulna, aureau of liccsicmic Hesearch, Dacca University, T964.

2. Husain, A.F-a ,,  The Human Impact o f Technological Changes in Pakistan.
Oxford University Press, Dacca, 1956.

3. Islam, iiurul, lU:onomy o f Pakistan" in The licoiiomic System o f the
Cannonwealth, (ed) Hover Calvin, Cambridge U^versity Press, London, 1962.

4. Weatherford, ftiU is , D. Jr. "Pakistan” in labor in Developing ficooomiea, C«d) 
Walter Galenaon, University o f California Press, 1963j P. 30.
See also F^eiweather, John, Hanageiaent of International cperations. Kcgraw- 
H ill Book Co, Inc, i 960. P, 373-
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Th« stuc^ ot' si^ervisoiy behaviour and productivity along tJie foregoing 

Unas waa considttrad to be u useful fioM  of investigation. There were several
IT

reasons for this i

i’aitistan is  in the mitiet oX gigantic efforts through her Third t’ive TCear 

J*lan to speed 14) the proceBs of econoaic growth. In the context of Pakistan's 

developing ecoiioHtf, the iaportunce of productivity increase cannot be over «pha- 

siaed. Increased productivity in any industrial unit would oean a lowering o f 

costs which could in tuna be reflected in increased profits, improved wa^eo and 

a lowering of prices, incr^sod productivity means better conservation of the 

country* s meagre fbrBiyn ejtphange resources and achiev«aent o f it s  Five lear Plan 

tSLTgeta at lower coats. Xt also means competitive strcsngth for Pakistani exjports 

in the overseas markets, liowever, the present pressing problem o f Pakistani 

industrial Xiias is  low proauctive afficiency and high costs. Although the ovar^ 

til 1 productivity reflects the jjupfict o f nulti^jle factors, supervisory e f f ic ie n t  

in aarst^iailing, man, materiala and equlpmant is  considered very aignifioant In 

this respect. As is  true fo r  other econoalcally underdeveloped areas o f the world, 

finding and training managerial ain aupervisoiy resources required to iraplaaent
5 6 7 8

dsveiopmant projects i s  one of the most critical problems of Pakistan '  '  '  . 

According to urucker, an American ejq)ert on management, whether the countries of

5. Haxbiaon, Frederick H. and Ibrahim A. Ibr&him, Hianan tieaources for Egyptian
ijitijiprise. Kcgraw-Hill, 1958* 36.

6. U.U,, Processes and Problems of Industrialisation of underdeveloped 
countries, 1955, P. Ul*

7 . U.N., Public Industrial Hanagetnent in Aada and the Far East, 1959, P.43*

S. Garctier, B.b, and U.G* Mooro, iiel^tions in Inaustry, Ulchard i). Iivln
Inc, homd»'ood, ILL, 1955# **agfl 10*
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reportedly not Inteipestad In ou^ut and equiiiaent; viorkers ana superviaora

ofta i being fined suDBaariiy or d ia m ia s e d .In  the opinion oi‘ I.U O , Productivity

Mission, labour-manag««nt relations are one o f the weakest points in Pakistan

iniiustiy. The losses o f production due to unsatisfactory relations between

factory oi«i6re> workers and supervisors are said to be substantial* Apparently

there was a need for examining the sx;pervisoi7  pattern in rakistan and for

recooniending ways and means to equip the industrial coticeras with proper si^)er-

viaory cadr^ particularly in the lower echelons of managenient where the lapses

are said to be c r it ica l. The Government of Pakistan feels that this area w ill

becoKiD inora c r it ica l than the shortage o f highly qualified top level personnel

as the country* s industrial expansion progranaie gets moaaattm. Weatherford

observea that there is  no more crying need fo r  Pakistans' industrial growth

than to revise her s»i )̂ervisoiy practices,'^ Another foreign visitor referring

to India ronar ĉed "you have good generals and soldiers but I'atheo:* weak at the

sergeant* s leve l."  hg was referring to the ‘ maistry* as the f ir s t  line sn)er-

visor is  called in India. This observation is  true fo r Pakistan..as w ell, in

the opinion of a number o f raanagera contacted by us. The I.Ii.O. Productivity

tiission alao found that the shortage o f junior managers anu ai^erviaors wa»

13sevei^.

14. asport of I.L.O. ProducUvity Mission in Pakistan, Sast Pakistan Labour 
Journal, Deceai>er, 1957# Vol. X, iio ,U , Pages 235-240.

15* uovemment of Pakistan: The Third Five lear Plan, (1965-70)# Page 2l8,

16 . Weatherford, op, c it.

17, Srinivhsan, K,, Productivity and Social fhvironment. Asia Publishing 
House, Bombay, 1964# i*- 139-

15. iiepart of the I.L.O. Productivity Wisaion, op. c it .
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I t  is  prlmariJy because of these considerations that the author selected 

the ftont-line atperwiaion fo r inveetigation. I t  was fe l t  that the stuc^ w ill 

provide uaafvd data to make recomiaendations fo r  raising the productivity of 

industrial aiterprisea in PaJciatan and to suggest ways and means to assure 

harmcnioua labour-«anageaient relations in the countiy* s frantic e ffo rt to 

optimize the use of i t s  scarce resources.

besides, the study hopes to provide inl’oroialion and reading materials 

for colleges, Universities am manogemant developaant centers as w ell as Govem- 

nental agencies engaged in pltmning the programas o f managerial and ai9)erv l3ory 

education in the countiy.

An atteipt v<a.a joade to see lu>w supervisors at the Front-iine level deal 

with their people, to vjhat extent thqr are exipl<>y«}-centered, hew theor siae 

their jobs, how they fe e l about their roles in the organisation and what idnd 

of guiuance and supervision thqy thcanselves get frcen th ^ r  supervisors. The 

author had his focus on the following general hypothesis taken from likert.

" It  is  probable that the theory w ill  prove applicable in other coimtria® 

and cultures, t^ecple in »>n cultures seem to respond to treatment which, in 

terms of their values, contri.butes to their sense of personal worth and in^ortance. 

bince this is  the essential conc^t of the principle oi supportive relationr- 

shlps, i t  appears to cco?iany managtfaent in cultures quite different frofl that 

in the United States. The researcii on leadership and management in countries 

less dtfrelqped iniwiustrlally supjiorts the vi#J that the principle o f supportive
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relationahip has vide
5, -- r«ifctioJi E.:-i. Ut .i'  ̂ ^l:x,ts1 Ĉ ' t-’Sl Uss

v,pif , Tiw following •p*ciXi0 hypoth«»«s w *pe riiW<ai8E«fL for verification 

through eBSplrloal inve»tJi€S$^»Kr - - at^ervi ôr ju. th

hi, 1- FronV-llne in Pakistan la authoritarian ana not ea ĵlqjre©-

centered,^, iloaej^ thf? >n_ U?o j. r n? /rr- -. 6 =Avy.

2, ^up#nrl«PO. At the i-’Efl|yterline level are not partly

because of the aubhoi>a»iji4ftn pressure on them for produotionj they nerely 

traasiait below the pjressurs exerted on them froB above* i:  ̂ Kr»&ter

i -.4ir  3* The greater the «Baployae-oricitation of a stparvisor, the greater 

the SQCtlx>n productivity, i zxr. -i.- , i s  tl i, *->•

l i, 4. iai«>i[yeeTon«itatica rcnaere high pro^tfel^i^r onOy wh«i i t  i »  

iiit^iirated uith produotion-oriantatim.

-  10-

,l9, Liiicert, it., iieN Patterns of Kanagoiaent. op. c lt .  Pages 2l^-U7- This is , 
o f course, not tmaniatously accepted management writers. For instance, 
Dubia b&8 cautioned against reaching global gaoer^lisationa on the basis 
of Likert'a declaration. See (a ) Duliin, et a l, "Leadership and Producti­
v ity , Chandler PubHahing Coi^any, San Kransisco, 1965* Page 9.
(b ) Krech, i)., and Crutchfield. Theo: '̂ onu Problan of Social Psychology.
Hognw-HiiL, fork 1948, Pag© ^
(c j Hagen, iivertt E. On the Theory o f Social Change: iJov) hconaaic Urowth
begins, tiorsey Press Inc, Hom^ood, I llin o is , 1962, Page 73* 
td) iiladc, tiames Henaieo, Assigniaent Managesnenti K guide to Executive 
Gconutnd. Prontice Hall, ^age 192. 1
The basis of Dubin* s objection is  the that % 8nag9n »it and s i^ je rv is^  is  

-culturally deiined," In support o f his argiment, Uubin has referred to 
the intep-University studies o f ccapar&tive national inaustrial systems, 

,,3ee i'redbrick h. Harbison luni Charles A, i^ers. >lanageaaat in the Industrial
Irorld, Kcgrav H ill, lorit, 1959* .
Hag«iVa argumant is  that our eastern society is  based on authori-ty -  father 
over son, elder brother ovw younger brother, husband over w ife, Mother-in—

i, .law over deughter-inr-law. black's argunent is  that people in the aaSt are 
not accustomed to the techni(^e o f persuation,
ik>wever, iAkert has based his as3UB5>tion on studies carried out in Japan 
and India. Por instance, rtioe seems to lend support to him on the basis 
of U»e fom er's stuc(y in tex tile  m ills in Inaia. According to iiice, the , 
findings of Ahmedabad liij^ei'inents in the social, tschnological and econoniic 
changes are like ly  to have wore^than local slgnifiaancy, s«s A.K. Hice, 
Productivity and Social Organisation: The Ahmedabad £.:<p«rljaeiit, Tavistock
Publications ^ d . ,  London, t9 ^ , P* 5.
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CttAPTEti -  lU

A BRIEF RjyiKW Ot' UTBRATUKK ON QiPlJDIlS-Ci îTEaS) SLPliatflSlON

I t  has B lrea^ been mentioneci that this study is  about einjloyee-centered

supervision anci productivity. The starting point is  the i'inding of the f&axsaz

llawthonio studies as described in ^Hanaaamant and Worker'̂  The Hawthorne

experiments have negated the long held view that Workers are slinpJy individuals

working next to one another”. Kayo and his colleagues who conducted the experi-

OAits were astoniiied by the ele^borate relationship they observed ajaong the

workers, their woik, and their supervisors. The grot^ in the Bark biring Eoora

was responding to the methods of s c ia it if ic  manageiaait by restricting; ttteir

production fTMehiafc*™*: to levels which the group f t l t  appropriate. Incentive

system could not prevent restriction. The group was seen agreed not axly cn

what was regarded as raasonable day* s work, but also cei vdiat were regarded a#

appropriate mechanians for mforcing the standards so agreed, on how to behave

towards stpervisors, on spare time activ ities , on the standing or individuals

within the grovp.^*^ The observation in the ftelay A»»®»b]y tiooa revealed that

w h« hostilities , resentments, suspicions, and fears o f workers are replaced by
4

favourable attitudes, a substantial increase in prodi^tion took place.

1. Roethlisberger, F.J. and W illiaa J. Ulckson, Management arw Woriter,
Harvard IWLverslty Press, 1938.
See also their recent bock Counseling in an Organization, Division o f 
tiesearch Ciraduate School ot‘ business Administration, Harvard Itaiversity,
1966.

2. I^dsberger, Heniy A. Hawthorne rtevisitei. New York State School o f Inauatrial 
and Labor ttelations, Gomell University, lUiaca, I95S, Page 6 1,

3. The i4 Workers in the Bank Wiring room was not, however, a solid group. 
aeseardiers have identified two sub-groups with one isolate. I t  was infact 
the sub-groi^) B which cocitnjlled output to a pre-detemined leve l that r^ re -  
s « te d  their conception of a fa ir  day's woric. Clique B's main focua of 
integration was control of output w^iile clique A was a "protective social 
group'* rather than a "Protective task grot^" having its  focus o f integration 
on nembers’ social or non-work goal. Vide lioethliabeiiger and Dickson, q j.c it .  
Pages 506-510

î . .*>rking extra hard because o f the feeUjig o f participating in something new 
and ap«)Cial hfts come to ba kno>*n as the "HaWthoma effect*** Edgar H, Schein*

< Aei.e1 1 AfVir Vidll  ̂ N Y OT̂  m. 1 6̂  ̂« iP&Se
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5, Satisfactory liiterperaonsl relationahlp between & supervisor and the 

people woikljig unuer him is  positivoly related to  productivity.

6 , The greater is  the influawe of the si^jervieor in the organizaticn, 

the higher is  hia effactivenessu

7 , The closer the supervision, the lower the grot^ productivity.

8, High pro«luctivity supervisorB try to build up cohasive teame and

develop group supportiveness,

9, Ihe lOgher the satisfaction of the employees about pay, the greater

is  their productivity.

10. The higher the feeling o f job security, tho greater i s  the productivity.

11. The higher the aiaplpyee'a satisfaction with the tompany, the greater

is  their pjToductivity.

12. The higher the enplcyees’ pride in thd-r company, the greater is

their productivity.

13. Productivity of a work group is  positively related to the age o f

its  aenA>er&.

1A. The greater the experience of a workgroi^, the higher is  its  

productivity.

15. The productivity o f a grovp is  positively related to i t s  educational 

attainnent.

16. The higher the machine adjustment of a workgrov?), the greater is  ito  

productivity.

17. Xhe productivity of a workgrov^ is  positively related to its  ticonomic 

fflotivatioa.

18. Pakistani workers rospoad favourably to s i^ o rtive  superviaoiy traatmant 

inspite of their being bom and conditioned in authoritarian enviroruaatit.
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In order to teat the above hypotheses the author conducted investigations 

into the jute industry o f Pakistan. Infonnation coUtfJtion was lia lted  to the 

following areas of front lin e  st^ervislon :

1 , Productivity o f workers.

2 , iiupervisor'8 perception toward his people.

3, Supervisor's ec$jloyee-orieotation as perceived by the «i^loye®s.

4, Produotion-orientation of the sx^iervisor as perceived by the employaeB.

5, Peer groi^) lo/alty among Ujs group mejabors,

6 , Vioiiters' satisfaction with their supervisors as perceived hy than.

7 , SAiorkors' satisfaction with the compai^.

8, Woricera' satisfaction with their pay and job security,

9, horkers needs ana ejq^ectations.

10. Pressui'e on the si4>ervisor from above.

it* Woarkers' econoaic motivation.

j2 . Workers' age, experietice, education, social background and machine 

19adjustment.

In this stiMiy we have not attenpted to cac^are the leve l o f prochictivity 

of different units in the same inaustry. One reason lo r  this was the variation 

in the level o f proauctivlty due to factors like location of the individual 

units, the age and the quality of maintenance of the plimt and equipment, the 

iBvel of investment ana the philosophy of management of the top peqple. We 

intended to lim it our investigation to the variation in the level of productivity 

within a particular plant. Here a^ain we aid not try to conpare the productivity

19. Details of mathods of data collection are described in Chapter IV.
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leve l oT different dcpartaiflnto eince th ^  did not have iuentixsal equiisaent, 

raw B »t«r ia l or technical ^ iJ l .  Our focus of attention waa on the productivity 

o f the various si^ervisoiy units o f a particular production process, najaaljr, 

leaving or ginning which have identical equipment, technology, aiaterial input, 

and finished output, he al30 made no attenqit to ocB5>are the pi’oductivity 

level o f the jute inuustry on an international basis. This is  because the 

capacity and motivation of the work force d iffe r  from country to country 

depending on the climate o f the country, the health condition of its  pec^le, 

and th«i.r desii-a for tiiglior living staEdard, Besideo, the different oountrie* 

having jute mills are at differtmt stages of their economic developmaat, have 

different ages o f their jute isiUs and use diifer^iit varieties of raw jxite*

In view of these considerations, the productivity levels of jute industry in 

different countries was not comparable.
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A BftlEF RB/IEW Ot LTTSiATUKB ON aiPmTEB-GaiTEaS) SUPliWISlON

I t  has aOLraaĉ y been mentioned that this atudy is  about flqployee-cantered 

supervision ana productivity. The starting point is  the linding of the famous 

iiawthome studies as described in "Hanatiaaaant and Worî ear*̂ *. The Hawthorne 

experiments have negated the long held view that ’̂ '̂oriters are simp3y individuals 

woricing next to one another'*, Mayo and his colleagues who conducted the Ojq)eri— 

ments were astoniiied by the e l^orate relationship they observed aiiiong the 

workers, their work, and their supervisors. The grox^ in the Bank Wiring Hoom 

was responding to the owthods of sc ien tiac nanagemait by restricting, their 

production to levels which the group f e l t  appropriate. Incentive

^stem could not prevent restriction. The groo^ was seati agreed not only on 

what was regarded as reasonable day* s workf but also on v^at were regarded aa 

appropriate oechaniwa for enforcing the standards so agreed, on how to behave 

towards si^jerviaora, on spare time activ ities , on the standing o f individuals 

within the group.^'^ The observation in the ftelay Assanbly Hoom revealed that 

whm hostilities , resentments, suspicions, and fears of work era are replaced bf 

favourable attitudes, a substantial increase in production took place.

1, Roethli^erger, F.J, and William J. Dickson, Management ana Worker,
Harvard Lbiversity Press, 1938,
See also thair recent book Counseling in an Organization, Division of 
riesaarch Graduate School of business Adadniatration, Harvard l^ vo rs ity ,
1966.

2, iandaberger, Henry A. Hawthorne Hevisitea, New York State School o f Inaustilal 
and Labor aelaticms, Cornell University, Ithaca, 1958» i*age 6 1.

3 , The i4 workers in the Bank Wiring room was not, however, a solid  group. 
Beaearchers have identified t«o sub-groups with one iso late. I t  was infact 
the sub-groi^) b which controlled output to a pre-determined level that r^ re -  
soited their conception of a fa ir  day's woik. Clique B*a main focus of 
in t^ a t io n  was control of output while clique A was a "protective social 
group" rather than a "Protective task groi^*' having its  focus of integration 
on members' social or non-Jiitork goal. Vida lioethliflberger and Dickson, qp.cit. 
Pages 50e-5l0
vtorking extra hard because o f the feeling o f participating in somettiing new 
qikI special has cone to be known as the "Hawthorne e ffec t". Sdgar H. SchAin.
nMsBn-t not Innnl Pa-irnhn 1 nirv. Pnnnt.lcfl HaII . NiM York. 1^5. PaS0 2»

CHAPTER -  i n
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The ejqperlaico at HeA«thome as interpreted by auknagement writei^s is  that 

a worker is  a social organian and v ilL  perfom to the degree he is  peraonaUy 

and soc ia l^  involvea in his woik; whether the enplcgree grotp w ill improve or 

restrict productivity d^ends to a great oxtent on the workers' relationship 

with managoBLeht. In the bank wiring room woricers were organised in oppositicxi 

to managemflnt while in the Relay Assoably room they were organised in co~opei?ation 

with manag€Diflnt. I t  became apparont that a worker wants to fe e l free to eicpress 

his OMQ apinicns coQcemlng his work; he wants recognition^ anci Gpp<»*tunity fo r 

advancement} he likea to be In the kitow of the compai  ̂ plans and progrtaame^and 

he would like to participate in decisions affecting his woik. In b r le fj he wants 

to fe e l  that he is  playing a needed, important and significant role in his organi- 

satioo. The conclusion drawn from the Uaxthome experiments is  that workers 

not coly fe e l better but also work more efl'eotively i f  th ^  fe e l that their boss 

doM not act ol'ficious, does not interfere too much with social relationships 

built up on the Job, and does not deaiand production in an is^eraonal and callous 

way,^

The discovBiy at Hawthorne has led to a re-defin itlon o f business enter­

prise, Industrial psychologiata and sociologists have come to eE îbasise that 

"the factory is  a social life"*^ and that "business organisations are es6« t i a l l y
g

huaan organisations". In the words o f iioethlisberger, "the manager is  neltiiar 

managing men nor managing work; he is  administering a social system".^ Kayo has

5. Staley, J.lJ, and I.A . D «llo ff, lo^rovlng Indiviau&l Productivity, American 
Hanagonent Association, Yoiic, 1V63> ^age AS.

6* Schein, &igar H., Organisational Psychology, op. c it . ^age 37*
7. Vihyte, F. UiUiam, and Motivation, Harpsr and Brothers, HeM loric, 1955,

Page 213.
8. lUiQx, John B., The Sociology of Industrial Relations, Random House, Hew 7ork, 

t955, Ĵ age, l5-
9* -^oethllMerger, F.J., "Human Relations: Hare, Medlm or Well donie?"

Harvard business xtevitfrf. January 1943.

-  15 -
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coae out with his concept of ■'social man*’ built cn the fdLowtn^ assun^tlons.

(a ) Han I 3 baBicaU^ motivated bf social need# and obtain hie basic sense

of idantitor through ralationahip3 with others.

(b) AS a result o f the industrial revolution and rationalization of work, 

meaning has gone out o f woik i t s e l f  and must therefore be soiight in social 

relationsl:iip3 on the Job.

(c ) ia  more responsive to the social forces o f the peer groi^ than

to the incentives and control of managenant.

(d ) Han is  re^onsive to fflaoagement to the extoit that a si^ervlsor can 

meet a siiiordinates* social needs and needs for acceptance. The concept of 

•Social fflan" is  in sharp ccntrast to the conventional concept o f man Idealised 

bj classical eccnoiBists and founders of sd sn tiflc  manageiiwit. Vor instance, 

the ccxicept o f divialon of labour developed by Adaa Soitb took for granted that 

with divialon of labour Uie Job becomes repetitive, the worker stupid, ignorant 

and incapable of conceiving aî ir generous, noble or tenaer soitiments. The 

classical econoBiists also assumed that *^ork Is distasteful to soost laen and 

woaeQ".

The classical theory Mas based on the concept of an "eccnoigio man**.

Frederick W. T ^ lo r  built his philosc^hy of sc ien tific  management on this

concept of economic man. He is  reported to have described his **hero" i>chsiLdt
l2in sJanplistic terms as «A penny looks c^u t the size o f a cartwheel to hla”. '

10. Hayo, I^ton, The Social Probleos of an Iniuustrlal Ulvillsation. Division of
Hesearch, ilarv&rd Business School, 1945, f ’ages 34-^. also Kayo's
Human Problems o f an Inaustrial CiviUzatlon, Hazard Business Scluol l9A6, 
fage 185.

11. Smith, Adam, The Wealth of l^atlons, Handom House, New tork, 1937, Pages 73if~5t

]2, Copley, K.P,, Frederick W.Taylor, Father o f Scientific Kanageiaent, New Tort, 
Harper & How, 1?23, Page 237,

-  l6 -
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The above v1«im is  s t i l l  shared b j tqp business executives. For instance,

acoorciin£ to Gree&walt, 'b f a l l  the lootivationa to i4hlch human organisation
13responas none has proved so powerful as that o f financial gain", A survey o f

50 top executives in USA In 1947 found that JU percent theorized that ^oiejr 

alijne is  the ansMer to dtqiloyee motivation” , vh ile  another 28 percent accepted 

the view that **mon̂  is  far the chief thing", Psychologlats fe e l that this 

sort of attitude corresponds cioae]^ to the viefw of Karl Marx that human behaviour 

is  dotennlned entirely or in major outline ly  economic conoiderations,^^

£>ocial Psychologists claim that the concept o f econoslc laan has lost much 

of its  Weight in the developed countries of the Weat. For instance, any body in 

the U.S.A. who has got a Job is  assumed to have fiiir ly  satisfied his physiological 

needs. According to Leavitt, the Aueidcan society has reached a stage In which 

social or egoistic needs are mere operational for most o f the people than physical 

or safety needs. Since the struggle for satisfying eodstence has been won, 

traditional r#iard of managaaeait la  considered to provide l i t t l e  notivation, A 

nunber o f research studies have shcnoi that enployees emphasise social and agoistic 

needs as tools o f motivation. For instance, in one study o f > ^ t  peopl* want

I3- Greenwalt, Crawford, The Ihcoramon Han. Mcgaraw-ilill Paperback, l959» Pages 37-38.
14* ^tagner, hoss anu Hjalinar tiosen. Psychology o f Unlon-Hioiagsiiient iiilations. 

Wadsworth Publiaiiing Go. Inc. California, 1^65, Page 34,
15. Sutermeister, liobert A., Peopla and Productivity. Kcgra»< HiU Book Co. Inc.

Tork, 1963, Page 13.
16. Leavitt, Harold J, Kan&gerLal Psychology, University o f Chicago Press,

Chicago, 1964, Î age 27.
17. Zaleznlk, A et a l, itotlvatlon. Productivity ana satisfaction of Workers: A

prediction study, Division of Heaearcli, Harvard i>uainess School, 1958, *.354.

id. One psychologist has pointed out that cezi,ain needs take operational precedence 
over otliers i f  both are m satisfled at the aaine time. He has categorised 
nan^ needs in terms o f heirchlcal leve l in the following order t

(a j Phjrslolpglcal needs (neetis fo r food, clothing, shelter, sex},
(b) safety needs (need for protection against aanger and threat of di^rivation),
(c j Social needs (needs for belonging, association, acceptance by one’ s 

fellows, receiving and giving Jove etc.)

-  17 -
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1 1  t

f im  jobs i t  waa fomd that nonay ranked firs t  In the rating o f management while 

i t  was rated 5th in the scale o f the woiicera; a{^reciation, feeling **ln on
jni. T Z 'I

things, sjinipathetic help on personal aatters and steady job ranked fir s t , second, 

third and fourth respectively.^^ Worthy cites a'study o f 12000 etaployees of 

Sears and ^ebi^k, that rates o f pay as enraluated by the en^lqyees z«nked 14th 

^ong ^emtfits relating to dnplcyee morale.^^ series of studies by ^'hyte
r ,  I  , 1 I I  I .  )  1

atteo^ted to test the assumption that "mon^ is  Indeed a prime motivator of
I  ̂# i ■ j

productivity in the industrial settings." I t  was found that oisong the production
( 1 ’ -  

vorkers, the proportion o f the men who are primarily motivated by mon^ was very

low. The i«s fec li< rs fe lt  that some 10 percent might respona to an individual
111 I , 1 ' 2 l   ̂ I ' 'incentive plan and ignore group pressure to restrict output. Hersber^ et a l

I, , , i. .1 i  ( Ct 1 '
have coi^iled data troa a large number o f studies covering ov«* 36000 anplqyees 

Which point to the luportance of social satisfactions frcm Jobs. T h ^ os t firequant-
, [ , = , I r I ^  ' I I ' ' I I . ' I'  ' I ' 1 ■'

ly  mentioned sources o f satisfaction were social aspects of the job, a tena which 

the authors used to mean "on the job contact with other woriters»,^
I  ■

1 ‘ ! 1.

Foot Note continued from page 17.

4 d | , i^ i8U;s needs ( fo r  self-reapect and ,sell' confidence, autonao^, achievo- 
 ̂ mant, status, recognition and cppreciation).

( e )  Sslf-actualizaticm needs, (needs for se li.-fu lfillA «a t;* <
Seo  ̂ A.H. MaslowI .Motivation and Personality, Neiw lork, Haiper and 
BroUiare, i95 »̂.

 ̂ Another Bctiolar has spoken o f h i^ e r  leve l hiaaan needs in terms o f '•loves". 
He has identified types o f loves, namely, ( l )  love o f sa lf, (2 ) love of 

 ̂ belonging -  ot‘ affili&tlcm , (3 J love o f creation and acca^pU^iKtent, and 
love o f service-love o f others-vide Frederic Hooper, >LaaageDant 

Survey,, A Pelican Book, 1962, Page 125. -

19. Htfdbwsi at a l. The Motivation to woric. Wiley & sons, Hew York, 1959, F>43.

20. Worthy, J .C . Factors' Ini'lueneing Morale, Harvard Business Kevieiw, Janv^ry,
1950, Page 68. ' . '

2|. Whyte F.WiHian. Hon«p' and Motivation, op. c it .
I . u' 11 ' j ' : ̂  '

22. iierebez;g at a l, Attitudes: Research and Opinions, op. cit.

-  18 -

Dhaka University Institutional Repository



in view of the above findings we may pertii îB conclude that Hayo was
23

Justified whai he rejected the "eccnanic« concept as "rabble hypothesis”̂  .

Kayo differed fundamentally in thie respect from Taylor. While Taylor preferred 

to work w i«i the individual woiker and offered him higher wages to Induce the 

«orker to use the meUiods of work, Mayo concluded that juenbershi ĵ in a group must 

b« provided fo r the worker permitting him the chance to conmunicat® with hia 

peers, Taylor wanted to overcome informal contacts at woiic whilfi Hayo attofipted 

to control ini'omal contacts ao that they co;ild be channelled to increase produc- 

tion, Taylor sought to devise (ko in^roved foraal orgatiis«tion for Bjanageaieiit 

while Mayo recotisafflided the use o f in fo im l organisatiori of workers to fa c ilita te  

the achiovw«xt of their social satisfaction as an aid to increased production. 

While Taylor idealised woricars as stupid as ox needing direction and control by 

men more intelligent tlian theiaselveB^, Mayo conaidared wnplayaes as intelligent 

and resourceful to contribute something of value to tiw organisatioi o f their work 

and to the aethoda to be used, fehile Taylor wanted to educate the worker to do 

"just what he is  told to do, and no back talk", Hayo sought to involve the workers 

in decision process, giving th«n a chance for aelf-expressicri.

23. Mayo's rabble hypothesis rejection was, of ciourse, tied to his dislike of 
unions.
Main postulates o f rabble hK^othesis were described ty Kayo as follows :

(U  Natural society consists of a horde of unorganiaed individuals.

i2 ) iiveiy indiviaual acts in a manner calculated to secure his se lf- 
preservation or self-interest,

( 3) iivary individual thinks logically to the best of his ab ility , in the 
service o f this aim. Sea Hayo, op. c it ,

Z/+. Taylor, Frederick K., Princip le o f  Scientific Management. Harper and 
Brothers, ilew Xork, j916. Page 59*
The criticism of T ^ lo r  is  not meant for downgradiiig his ccaitrlbution. The 
benefits of Scientific ^anag^ient evolved ly  Taylor go^  undisputed. Although 
Taylor gave more eaphasis on money and believed acane of the woricing mon ao 
having l i t t l e  intelligence and sensitivity, he was roacfy to admit that soma 
o f the operatives he met in the shop were nasre intelligent though less 
educated than he was*
(amest Dale Hanageaaits Thaojy and Practice Mcgraw-Hill, Torfc, 1965,
Page t77).
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Apparently the concept o f  » Social man' ia  quite different frcm conventional

thinking which presumed ttet the eoplcyee, lik e  a aechanical contrivance, can be

wholly programnwd ancL pr^detemined oy some one else. This "mechanistic*' a3sus|>-

ti<»i about how an organisation sitiould be run and aduiinisterea is  now considered

csbaolete,^^ I t  worked in the early stages oI the industrial revolution when

woricera and their families were close to starvation leve l £ind the needs for food,

clothing anti shelter were paraaaomt. Advocates o f aodem organisation theory

argue that the conventional belief is  founded on an erroneous conception ol‘ hwoan

b ^ v io u r ,^  ;^esear(* findings indicate that jnanagers wti© were connnitted to

^ a t ^ '  s law^  ̂ or Theoiy have become surprised at the counterforces produced

acong the subordinates as a result o f too auch reliance on mechanistic aasimtptions.

In this Connection we jaay refer to the Michigan studies which are regarded as

flore sophisticatad than Mayo's and which are viewed to be considerably more
29significant for to day‘ s mcuiagemefit.

25, itata> R.L., "Toward a l̂ iore Effective xinterprise", Harvard business Review, 
September -  October, 19^*

as. Argyri.3, Chris, Personality and Organisation, Harper & Brothers, Xork,
1957, i'ege 50.

Zt, Albert J. Itock has used the term ^stean 's law to mean the assun^tion that 
«>ian tenths alv/ays to satisfy his needs and desires with the least possible 
exertion". See^ The Meciories o f a superfluous Man. isiew ^oric, Kaiper and 
Brothers, quoted by Fred Dearmond in hie "The Ejeacutive At Work**, ^ages 70-71-

23, Dougles Kcgregor defined theoty X as the belie f o f managemoit that

Ca) Average husran being has an inherent dislike for work and w ill avoid it 
i f  he can,

(b ) because o f this human oharaoteristic o f  dislike® o f work, most people 
must be coerced, controlled, directed, threatened with punistoent to 
get them to put forth adequate effort toward the achievecait of organi­
sational cbjectives.

(c ) the average human being prefers to be airected, wishes to avoid responsi­
b ility , has relativeljr l i t t l e  ambition, wants security above a ll.
See, The Hunan aid© of the liftterprise Mcgraw-Hill Botdc Co., HeS*< lo ik , 
i960. Page 33-45.

29, Gellennan, Saul ifii., tiotivai>ian and Productivity. American HanageEsnt 
Associaticm, Hew tork, 1963, jPago 26-34-
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The Michigan Studies aimed “to diacover the un<l«rlying principles applicable 

to the problana o f organising and managing hmaan a c tiv itr ” and "to discover htf*
30to train persons to understand and akiU fuIly use these principles. The focus

of the Michigan studies vaa on the attitudes and behaviour o f firs t- le v e l si^er-

visors and how these a ffect productiviiy o f their subordinates. The technique

was generally to id «o tify  high and low producing gjtoups o f workers and then to

datenuina the attitudes o f these groins toward various a^ects o f their vo ric.

The g «iera l f  jjiding was that si^ervisor's style o f operation and his ixieas about

his job have a fa ir ly  consistent relationship to the productivity o f his grot^.

The stut̂ / at the Prudential Insuience tJoBipany involved 24 firs t- le v e l supervisors

and 4 t9 non-sup ervi sory ensployees, ccnqmrison of high and low section hes.ds showed

striking similarities in the aiaount o f foraal education and laigth of service

with the ccmpany. There were no significant differences b e tw ^  high and lew

section heacb in other demogrt^ic characteristics, such as age, sex, and marital

statuB. However, supervisors o f high productivity sections d iffered froE those

of low productivity sections in certain woU^-defined characteristics, attitudes,

and behaviour. ‘ Bsp3oyae-c entered' sipervisors proved to be higher producers In

terms of productivity of their groups than the '*production-centered« supervisors,^^

A supervisor was givm an "arqjloyee-centered" rating i f  he considered si^jorvisim

of his people, rather than expediting production, to be his main jcb. ( I t  was

simply a matter o f ^u^hasis, rather than fopgetting production), A siqjervisor

was rated as * productionr«entered' i f  he oonaiaered his main job to be getting

Work done and seetmed to consider people prfjaariily as instrunente fo r doing this
32

rather than as human beings >fith needs and emotions very l ar to his

30, ILatB, Daniel, et a l. Productivity, supervision and Morale in an o ffice
situation. Survey itosearch Ganter, University of Michigan, 195 ,̂ 2.

3 1, Katz et a l, op. c it ,

32, Gellerman, op. c it. ^ages 3k~3̂ >*

-  21 -

Dhaka University Institutional Repository



The Btiidy ahowii^ that an ecphasls on productiTity at the cost o f 

the workar* s dignity xaa self-defeatiiig. The foIXoHlng w«re found coomion 

among hi^b-productlon section heads s

1 . Xhfly gave ganoral rather than close suporviaion,

2 . They lilted the aiaount o f axAhority and responsibility they had,

3. They spent Bore time In si^ervlBion.

4. They received general rather than close si^ervision from their own 

sujierviaorQ,

5. They uere eD^iloyee-centered ratiiar than production-centered.

The Hichlgan group applied the easae tecl^jnicjie to the atudy of Ohio railway 

c;on̂ any involving: interview of 72 for^aan and 298 workers. Analysis of demcgra- 

phlc characterletics showed a significant difference between foremen o f high and 

low sections in only one aspect, namelj", more Xoremflft of low sections had scjtb

previous job in another fie ld  while more foreoaen o f high sections had worked
33only on the ra il road.

The study showed that liiwe o f the foremen o f the high sections spent loore 

time in supervision while luore o f the foreraen o f the low sections spent more tima 

in straight production work. I t  appeared that foremen of high producing saction 

stressed the effectiveness of av^erviaion in helping their sections do a better 

job, while foramen of low sections regarded at^jervision as routine function.

An important diffarance In the findings of the two studies was apparent 

in the area of close supervision versus general supervision, Jh the c le r ica l

-  2 2 -

33. £ata, Uaniel, Nathan Macooby, General Gurin and i^oretia G, Floor, Producti­
vity, si^ervision and i-io rale iiail road W’o rice rs. Surv^ .Lesearch
Gaiter, University o f Michigan, 1951. i^age tO,
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3lttt&tlon of th e  Insurance Coi^aA/j th e re  was ccnsiderable evidence th a t  the 

heads of high aectlona e x e rc is e d  taore general, Ijbss detailed supervision over 

their eEy)lo/eeB than did the heads o f the low sections. Such differences were 

not found in the railway 8itus.t.ion. The researchers attributed this to the 

structural oiffertfices o f the situation. In the Insurance Ĉ ompan/ woik methods 

were standcrdiscd to such an extant that enployees got l i t t l e  hrip o f a technical 

nature from close si^ervision. In work of the maintenance of*way-section aajogti, 

woiking procedures were less ' routinised' and sections were small etiough to allow 

foremen to g iv e  each wo:icer the benefit o f his superior technical knowledge. 

However  ̂ the fact that there was no positive relationship between productivity 

and closeness o f si;^ervision, the researchers concluded, that the ra il road 

foramails’* technical contribution was tx>t sufficient to outKsigh possible dstri-
Q I

mental effects of close svpei vision on worker motivation. Some managenent

writers accepted the contention that the difference in the two findings was due
35to the difference in the nature of the v̂ orlc Involved* tiowever, i t  was possibly 

more uuu to the dii'ferences in tho educational and intellectual leve l o f c lerica l 

workers and manual workers,

The two studies were followed ty an extaasive investigation conducted in 

the plant of a cosipaj:\y manufacturing heavy equijjju^tt. Analysis of the data 

indicated Ui&t the findings of the earlier investigations concerning the rela­

tionship bstwean quality of aupervisioo aad productivity had been confirmed.

The conclusion that aay be arawn frou the three studies o f productivity, is  that 

supervisors with the better prodiMtion records are persons who show in a variety 

of ways that the indivi^^ual is  iiaportant to them, tliat thoy unuerstand and

% . Ibid. Page 3^

35. Whyte, WiHiaa F., Men At lf.ork. liichard 1>. I i « in ,  Inc. Homewood, 1961.
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approoiat® him. In brla f, the high produdng sn>orvi3or» o ffer an ego-enhancing 

relBtionship. One o f the big problaos vith both these studies was that they did 

not Bteasura the power vftriable. in a later study b7  Donald Pela i t  was found

that voiker aatisfaction with their supervisor was geared to the demonstrated
36

power of the superviaor to get things uone for his etnployoBS.

In yet another study the Michigan group selected four approximately

"jnatuhed" c lerica l divisiona o f a large corporation a ll  o f which were doing the
37same general types of work. Two of the uiviaions were placed under tightly 

controlled prouuction-oentered si^erviaors with strict instructions to push hard 

for efficiency while the other two >«ere placed under a more deffiocratic

^stao in which workers actually participateu in much o f their own supervision. 

After one year the proauction-centered aivisions recorded a 25 percent increase 

in productivity collared to 20 percent achieved by the eu^loyee-centered divisions* 

Ihis led to a contention that under certain conditions a harci-hearted approach 

is  at least as affective as the more sophisticated daiaDcratic approach. The 

Hichigen researchers conceded this point for short-range productivity. Assesgoent 

of attitudes before and after the expcrimonts showed that in production-centered 

groups loyalty, interest and involveci'gnt decreased while in the ©nplq^-ee-centered 

groups there was actually an Increase. The research gro*:  ̂ believed that the 

eJupIoy<=e-centered girov^s had come out of the experiment in a healthier* condition 

and better-equipped for long-term maintenance of productivity gains.

36. Pelz, ttonald G. "influence: A liey to liffective  Leadership in the K irst-
Line supervisor” . Personnel, .̂American Management Association) 1952, 
Volume 29, Pages 209-21?.

37. Hkert, itenais. Measuring oiganisational Perfonaance, Harvard Business 
Kevie^f, ilarch-April, 1958, Pages 41-50,
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In the recent oxpeiliuent&I studly of the iiijehlgan group at Banner plant, 

atteopt was macLs to test the hypothesis that an organisation is  likely  to 

achieve its  purpose better t

(a ) I f  there is  an ea^hasls on the work group, rather than exPlxiSively on 

the indivijlual.

(b ) I f  there is  a high rate of interaction and mutual influence among the

woric graop merabers,

(c ) I f  there la a high degree of participation in decision-making and control

of activ ities In the lower echelons of the organisation and vo riters*
33

(d ) i f  aipervisors provide to subordinates a h i^  d^ree of sifljportiveness.

I t  was found that productivity as reflected in machine efficiency records 

improved more in the exp elemental departaents than In the control d«partiaaits 

although i t  was not proven that tliis d ifferen tia l was caused by changes in the 

ejqperimental variables. Absence rates increased auring the period, but the 

increase was greater in the control than in the e^qperimental di^artmenta.

support fo r the findings o f the Michii^an Studied has cone froa several 

other sources as well. The study of the ganagnt waking workers in Harwood 

uanuL’acturing plant is  a case on p o i n t A n  experiiaasit was devised to examine 

the effect o f group participation in setting production goals upon overcoming 

resistance to change and arousing attituaes and nxotivations conducive to meeting 

production standards, Four ;'roi4)3 were selected for study similar in terns o f

38. Seashore, S.E.sad 0.G. bowers, changing the structure and Functioning o f 
an organisation, Survey Hesearch Center, university of Michigan, 1963»

39, Coch, lis te r  and J.U.P. French Jr. "Uesistance to Change", See Human 
iielationB (Tavistock i*ublication), i9 ^  Vol. 1, No.4, Pages 5l2-532,
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effloieocy ratings prior to change. One grov̂ p oonotituted control group, the 

usual factory ivutine was followed in making job changps, the production d^art- 

m«it modified the job and a new pieoa rate was set. A groi^ meeting wa® held 

in which the control gn>\xp was toJd that the <diange was neceesaiy because of 

cai^etitive conditiona, and that a nnn piece rate had been set. The new rate 

was exf)lained by the time study man.

Danocratic pHrtiolpation methods were introduced in making changes in 

the three exparimmtal groups, i*povision3 v?ere made for the groups to partici­

pate in planning the details of the changes.

The result of the o3?jerlnnait was ti^ t production of tho control group 

dropped immediately after the job ctianges were mude and training completed. This 

grovp showed pr&cticall/ efficiency by the end of the ejtijyrlmental period. 

There was marked aggression against managamwit, quits increased and grievance 

rates file d  up. A* comparea to this, the experimerital groins aciiieved marked 

in ĵrovement o f efficiency. There was no quit, no grievance and no aggression.

The Investigation conducted by the L ife  Insurance Agency Manageuant

Association also furnished evid«ice to substantiate the positive relationship

between enployee-centered orientation o f supervisors and productivity of their

vnits. I t  was found that quality o f supervision was related to the productivity

of an insurance agent and that productivity and success o f an agency was related
kO

to some of tho en^)Icyee-oriented practicee of the supervisor.

40, LIaMA, a stuc f̂ o f Agent Performance in the Life and Casualty co of Tennessee. 
Ur^iiblished report 1V54» reported ly  Herzberg et a l in Job Attitudes:
Hesearch and opinion, cp. c it . t'age 178-9.
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le t  anobhor stucty to support the Michigan studios is  furnished by Nagla.

He investigated the Inter-relAtioni^lp s amon̂  eaplogree attitudes and opinions.

He fouul that the more Tavourable the tf^lqjreo' a attitudes toward his supenrioor,

the greater was his productlvitj. Nagle also found that the more senaitive the

si^ervisor was to the eoployees* opinions^ the more favourable was the eoployees'
4lattitude towaird the si^ervioor and the greater was the ei^iioyaes' effectiveness.

Another study showing positive relation between supervisory behaviour and 

etopla/ee e ff ectivoness in a socio-econcndc enviromient quite different £rm. that 

in  the U.^.A. is  reporteci bgr Kice. The Ahmedabad experiments condxicted under the 

au^ices o f the Tavistock res^urch groip in an Indies tex tile  m ill involved broad 

cultural, technological and organisational changes. Wotic was redesigned through 

extensive discussion and consultation among the managers, consultants and worker*. 

The re-designlng was done in such a way as to fa c ilita te  team woric and social 

interaction. This led to increase in morale and productivity.^

fionslB Llkert, the foremost interpreter of Michigan studies and the head 

of the Institute o f Social Aeeearch, Uoiversity o f Kichigan has offered a new 

theory o f organizatlcn cn the basis o f  the findings on «n¥>loyeo-orlflntod super* 

vision and productivity, l^e central conc^t of the modi!'led theoiy Is  that 

management w in  make fu ll use of the potential c^ a b llit ie s  o f it s  human resources 

onJy whan each person in on organisation is  a meDtbor o f a well-4cnit and effectively  

functioning votkAnQ gro^) with high interaction sk ills  and perfomanoe goals and 

the manager Is  dealing with the group in a 8upi>ortive rath&r than in a threatening
JO

manner. In his theory the individual is  v i^ ed  as having fundamental imrposee,

41. Nagle, B.F., Productivity, i:%>loyae attitude and supervisor sensitivity. 
Personnel Psycholcjgy, i95^» 2j9-;?33.

/t2. Hice, A.K. Productivity and Social organlsationt The Ahmedabad isoqpendment, 
iondon, Tavistock Publications, 1958. Pages 5-47 and 157- 160

43* Uicert, H«iais, i^leasuring Organisational Performance", Harvard Business 
rieview. Vol. 36, 1953, P. 41-50.
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reaourcea ana the lik e  and the task o£ nmnagement is  viewed as one o f  finding 

ways and ueans to maxifldso the valid congruence beti^ean Individual motivations 

anti organiaatixjnttl reqvdraciflKts, This coigruaice allows the individual to give 

VDlmtariOjr his beat enaigias to acoco?)liahing the organisational goals. In a 

similar vein Ar^’id s^  andMcgr«gor have argued fo r the integration o f the 

personal and the organisational goals. In order to achieve this integration 

and hence to z*aise organisational e ffec tiv^ess , Kcgregor suggested that nanage* 

ment should develop practices built on a more valid set o f assumptions abait 

man.^  ̂ This is  necessaiy to build up a "reservoir of confidence" in managemen't 

which is  viewed as a condition precedent fo r  long-range growth o f productivity 

and organisational e f f  e c t iv sn ^ s . I t  is  maintained that installation o f incen­

tive plan or any other production change w ill  be effective to the exLvit of 

woiker* s confidence in managanent.^ This was cJ^rJy demonstrated in the Ha«- 

thome e:q)eriment3< For inst^ce, the response of the eDplpyees in the Hebiy 

AasaabJy room was attributed In part to changed attitude tcward mjmag^ient. The 

changed attitude was due to (a ) encourae«Bwnt given to the workers to e;qiro»s 

their attitu&e toward the changes to be introduced and (b ) to the fact that
47si^jsrvisors took those expressions of a ttitu de  into account. Eeducticn of 

apprehension o f the aujloyees about maoagemait was viewed as a significant factor

ii4. ftrgyris, C, Intej^grating the Individual and the Organisation, New ICork, 
Wiley k Sons, 1964. Pages 29&-314.

45, These valid assm^jtiona have been described by Mcgregor in teims of Theory 
' I ' , Theoiy I  assumes that (a ) average hijaan being does not dislike work,
(b ) average man exerdaes self—direction and self-control in the service 
o f objectives to which he is  committed, (c ) average human being learns, 
under proper conditions, not only to  accept but to seek responsibility* S< 
Douglas Hcgregoire, The Hunan side o f the aiterprise. c^, c it ,  ^age i<6-57.

i«6. Smith, S.U., Technology and labor, Haven, la le  liiiversity *^ress, 1939, 
Pages 137-39.

47. RoethliiAjerger and Dicksm. op. d t .  Pages
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In output increase in the ftelajr Asaanbljr rotm vihile the non-increasa in output 

In the liank Wiring rooa was attributed to the prehension of rate aecreaao or 

lay o f f  i f  production want veiy high.

The importance of confiaence in the isiuiageiaant viaa alao shown in the study

g£ groip cohesivaiesa ty Seashore. He found that high cohesiveness was associated

with high productivity i f  the grov?) mtjmbers had high confiaance in the managenwit

and uith low pitiductivity i f  the group meters had low confidence In the manage-

m«it,^^ Apparently, aaplcyoe-ccntereci si^jerviaion places greater oB^^sis on the

on-the-Job rewards cooyjared to off-the-job r^arda such as pay and fringe benefits
50

whidi y ield  satisfaction to the en^ilcyees onJy when th ^  leave the Job.

The new concept of enployee-oriented supervision has woifced well in the 

U^.A. Ukert feels that the theory o f eaployee-centered approach w ill prove to 

be applicable in other Countries and cultures including the undei^ovelx^jed 

countries o f Asia, In aupport of his contention liJcert has draMn on certain 

research findings on leaderaliip anti maoagernant carried out in Japan^' and

India.5^»5^

However, a fev. stuiios in the U.S.A. did not show significant relaticosh^ 

between eoQjlcjyee-orientation of a supervisoi' ana the productivity of his groiq) 

and some management writers have aẑ gued that the production-centered methods can

î $, Ibid* Page 41 ,̂ 532.

49, Seashore, S .F . ,  Group Cohesiveness in the Industrial Viork Group, Institute
of Social Hesearch, University of Michigan, 1954, Pages 97-102.

50, Hcgregor, Douglas. The Human side o f Enterprise, Pages 39-42.

51, Abegglen, J.C, The Japanese Factory system. Glencoe, I l l in o is  Free Press,
1958.

52, iiose, S.K., A. Psychological approach to Productivity improvaBent quoted 
in III^ Patterns of Management by Ukert. Pages 2i|6-247.

53, Chowdhuiy, Kamala and A.K. Pal. Production Planning and organiaatlon morale* 
a case from India quoted by Ukert* op. c it*
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y ie ld  Bhort-run productivity records that are at least as good as those produced
5 4by eaplc^e»^ enter ad uethods. Tiinnenbaiiu et a l, in a study o f at^ervlsors in 

a Naval research labomtory report results alailar to those of the Prudential 

study. They classii'ied sv^jervisors into 'peraissive' and ’ restrictive* grc»;p8 .

I t  VJas I'ounu that employees luicier penoissive supervisors had high aatisfacticn 

and high morale compared to those under restrictive supervisors, but the stu<fy
55did not find any sifcstaatial difference between the two groups in productivity.

However, Herberg et-a l, cautic^ed against drawing any ccoiclusion to favour pexnia-

sive or restrictive supervision from the finding o f this study as no actual

productivity data Mas calculated fo r  con^arison and since the task that the

permissive group vas performing was not considered o f primary in^ortance ty

fflanageaait to the compar ŷ's prograiaiao.^  ̂ Bass reports high correlations between

productivity, and favourable feelings fo r supervisors, but the relation was not

considered significant, ^ass concluaed that while the more capable eufilcyee may

do better unaer a more permisaive type oX’ supervision, the jsarglnaX anployee may
57produce more under a restrictive type of sup^^sion. The preiaLse that we get

better results through well-liked supervisors has been questioned in another
58recent research work by HuUai. Mullens' sti^y covered three divisions o f an 

Ainericaa iosurance company headed by three divisional managers whose managerial 

styles were characterised by H\iUen as authoritarian, penniasive and recessive.

-  30 -

54* Uellenaan. op. d t .  î age 3 .̂

55. Tannenbaum, iiobert and Fred Hassarik. Leadership and Orgariisation. Mcgra»- 
H ill Bock Co. Inc., Hew foi4c, t96l. Pages 334-345.

Herit>ex̂  et al : Job Attitudes, op. cit. Page i30.

57* Bass, Bernard M., Leaderahip, Psyc îology and organisational Behavior, 
harper & Brothers, tidft Xoik, i960.

^8. Mullen, James U. Personality and Productivity in Managemait. Columbia 
liiivarsity Press, 1966.
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The three roanagBrs used markedly different approaches to the leaderehip functitm 

but produced aimilar r^ u lts . MxOlen explained hl3 finding ty saying that 

* enplcyees are quite capable of accanmodating themselves to radically d ii'ferait 

types o f personalities.* In Mullen’ s opinion '♦within certcin reasonable raises 

of behavioral variab ility and under certain ejq>ectations we a ll  regularly 

acoQanodate ourselves to individual dtfferonces o f others."

However, certain lialtationa o f Mullen's studty must be noted. F irst,

HuUen* s meaguretaent o f productivity was not conclusive, being based on subjective

Judgament. Second, the man-boss relationship related to middle manageiaait rather
b y

than fir s t- lin e  supervision. Third, the situation in division C headedi^ '̂authori­

tarian manager called fo r drastic action.

P fiffh er and his co-woricers at the University o f Southern California have

conducted six studies in whi<* they relatea organisational oou^etaace o f the

supervisors to measures o f productivity and tumoi^r. There was considerable

evidance in the f ir s t  two studies to STjpport the Michigan groups' fiiidlngs about

ec|)lqyee-orlaitation of supervlaors and productivity^^ but the relation^ip in

the next four studies was not as significant as in the f ir s t  two. ^ e  research

team did not deny the iiaportance o f enployee—ori®itation but asserted that such
60

orientation is  not enough to produce & work group that functions maxima lly*

Victor Vrootn has criticised a l l  atx*iiea which tried  to show that damocrfctic «ip lo - 

yoB-cmtered styles o f si^iorvision are answers to the problems of aa'alo and 

pi'oductivity* Acoordlng to Vroom, what these studies reveal is singly t^e average 

, e ffecU  of participation on a large groi^; over-all productivity i>^rovo«ictits

-  31 -

59. Coarey, A.L., «t al. Factors Influencing Oi^anisational Effactivaiess, 
Personnel Pathology, 1952, 5 , 307-328 and 1953» 6, 65-79.
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being large^iy due to the favourablB response a part or soma o f the groi^.

Vroom hbd eviaance that the eXTects of supervlaioxi may aepend to a canaidorablB 

extant on Lhe personality or the IndiviauaX viorkor. Vrooas' proBiise la that i f  

a man haa strong qualities oi' indepondoice and is  not particularly awed by petals 

who hold positions o£ authority, he prefers to have a say in the decisions 

effecting his woiic. 5uch a man w ill be more productive under a participative 

^stera than i f  be were siniply told wtiat to do. On the other hand, Vroom doubted 

that this cou3d be true o f Eien who are more comfortable in carrying out orders 

of a leader Uian in deciding what to do«

Xn the study o f a trucking company Vrooia aoX Kann found that the nature 

of the Job being done influenced the workers* prefer«ice for the type o f su(>er- 

vision. Package handlers whose work was highJy inter-dependent showed a prefe- 

rffice for ec^ilc^ee-centered supervisicn; truck drivers and di^atchers whose 

work Was highJy individual and ind^endent preferreu a Bu>re production-centered, 

authoritarian i^jproach by dispatchers which lastxlPilsed efficiency o f conuaunicar* 

ticn.^^

The view of Vroom seems to be widely shared. For instance, Haiman holds 

that deciocratic leadership can frustrate and make an autoioatically-oriented
6 3group inhappy as reaUiJy as autocracy can deooralise a deiaocracy-orienteu group. 

According to  Leavitt, both loodeni participative theoiy ana the classical theory 

suffer from an iB^Iic lt aesumption that si^ttrvlslon ought to be a unifom rather 

than a d ifferentia l process. Leavitt fe e ls  that a more d ifferen tia l view of
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6 1. Vroom, Victor H,, boioe Personality Detenainanta of the Jiff acts of Partici­
pation, Preaticelha.ll, i960.

62. Vrooca, Victor H. and F.C. Mann, Leader, authoritarianism and Snp^yee 
attitudes, Personnel Psychology, i960, i3,

6 3 .  h a ljt ia n , F ^ , ,  G r o i^  L e a d e r s h ip  a n d  D e m o c r a t ic  A e t l o n ,  H o u g h to n  M i f f  i n  C .  
i i jo s to n , iV 5 i ,  P a g e  5 5 .
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managemtfit is  necessary and useful. This view is  shared by Alexander Mikale^hki, 

who has very recently studied four woric groups under the supenrision of the same 

one man in the Londcn (Canada) plant of Northern Eleotric Ckaipai .̂ Mikalachki 

concluded that the effaetiye auperviaion on the part o f a v/ork gro^3 si^jervisor 

donaiida an a îareness o f the social organisation or disorganisation of his work 

groi4>S| augmented by a flexiJbIjs si^ervisory style which allows him to respond to 

the group diiferoices once he is  aware o f them,^^ In e ffect what Mikalachki is  

saying is  that there is  no one way of stimulating a l l  aen to work and their 

talents to the best advantage.

In a sjjuilar vein, dchein has argued that a successful manager smst be a 

good dia^oBtician. I f  the motives and ab ilities  of his people are variable, 

he must have the sensitivity and diagnostic ab ility  to sense and appreciate the 

differences and treat the subordinates differentJIy.^^

Basic reduiranents of Eteployee-orianted supervision.

A re v i^  o f literature on oofjlcyee-centereci supervision seems to Indicate 

that the following conditioas are required fo r  the success of eiq)lciyee-oriented 

philosopl^ o f uanagefsent.

1 , iL^loyee-ozlentation must penaeate the entire organisation frcn t<^ to 

bottoB. One cannot expect employee oriaitation to be succossfuljy practised by 

fronts-line si5jei*vi!3ors alone. People at the middle and upper layers o f management 

laust also accqpt such orientation in dealing with their subordinates. According
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6k» Mikalachki, A., Uroi^ Cohesiveness Heconsideredt A study of Blue Collar 
Woric grcmp ur^ubllshed Doctoral Dissertation. U.W.O. 1964, Page 206.

65. Schein, Organisational Psychology, op. c it, Page 61.
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to MeHuny, people tiie tc^ of business corporations are autocratically struc­

tured and this Is a major Ittfjedlmont to the practice of ocipla7 ee~orientatlon at 

lower level*^ Kleshman's stixiy indicates that foraoans' supervlsozy style Is 

l&rg9iy the result of the supervision he received fxom his owq boss. The fortfnan 

who operated under a sv^>erior vho was "considerate ’̂ toward him tended to ejqpress 

more ’ conaldBrate' attitudes toward his own subordinates. Hia work groi^ also 

described hij;̂  as behaving more ”considerataiy. **

2 . The second requlretaant o f ^a^jlagree-orlonted supervision Is  intellectual

and eiBotlon&l maturity o f the woik grot^ . According to Halman, there i s  no re a l

denocracy^ nor Can there be a i^  dgoiocratic leadership when there a re  meoidjers o f

ttie group who cannot read or write, who cannot think fo r thaaselves, or who having
68thought cannot give adequate expression to their ideas. In cases of difference 

o f ab ility  of an extreme nature, atten^jts to operate domocretically are llkeJy 

to degenerate into a sham and mockery of the democratic proems. For these 

situations, Haiman suggests the authoritarian type of leadership. This means 

the subordinates aoiat be capable o f becoming psycholc^lcalJy involved In parti- 

cipational activities.

3 . The third requirement of aa^sloyea-centered svqjervision is  the social 

conditioning of the people in a favourable climate. Such a climate prevails in  

societies where pecpXe are bom, raised and schoolsd in a d^aocratlc atmosphere 

and ther^y pass throu^ a long process of conditioning to democratic process 

and so thegr ejqiect to have something to ^ y  about actions and plans that a ffect
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66. KcMurry, itobert N. *'The Case fo r  benevolent autocracy" Harvard business
iieview, 1958, 36, 82^0.

67. Fleishman, £<^in, A,, Leadership climate. Human Relations Training and 
bi^jervisoiy Behavior. Personnel Psychology. Vol. 6 , t955. Pages 205-22*

68. Haiman, op* c it . î’age 60.
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their way oI l i f e  in Industrjr* Tbis is  happming In societies like the U.S.A. 

where the douoerfttic s/stem in s t il ls  in the majority a desire to go ahead and 

to iJDaprove their way of life ,^^  There are fewer direct, uiexpIMned orders in 

schools and homes.

4. The fourth requlramaat of eoiployee-centered s^)ervisl.on is  the abundance

o f job opportunities ajad absence o f mass uneaiplq/mant. iwiiickep-bocker fed a

that a supervisor is  in a position to use directive methods to force people to

produce more in situaticais whan jobless persons are plentifu l. Jobs are scarce
70and jobs are the only means of sxrvival* In such a situation people want

job security and stable fiBjploynent to meet basic physical needs rather than the

satisfaction of social and egoistic needs. Such a situation prevailed in the
7t 72 73U.S.A. during the thirties ana is  prevailing in Inuia and Pakistan now,*

5. The f i f th  requirement o f asqiloyee-centered supervision is  a higher living 

stendard anu people locking for social and ^ o is t ic  need satisfaction along with 

eccnoBiic ones, i t  is  argued that talk o f psychological need satisfaction or 

pixMotion of Btttual understanding betwgan the woifeers and their supervisor 

beoonoB fru itless I f  the Income of the peopls tkies not provide for physiological

69. Heckman, X.I.. andS.G. Hmeryager. Human iiel&tions in Management, South- 
Western fubliahing Co., Cincinnati, Ohio, t^ 2 . Page 13.

70. Knickerbocker, Irving. "Leadership! A conception and soae laiplicatiMiB” 
in Hunan Helatlons in Management (eds) Heckman and Huneryager, op. c it .
Page 77.

71. Hersay, r i . B , ,  P^chology of i«orkers. Personnel Journal. Vol.JCIV, 1936,
Pages 291-296.

72. Singh, Paras and rtobert J. Wherry (s r ) iianking o f Job Factors by Factory 
Workers in Inaia, ^'flrsonnei Psychology Vol. l6, No.i, 1963.

73. KabibuUah, M., Pattern of Agricultural Unemployment: A case study of an
£ast Pakistan ViUlage, Bureau of l^onomic Research, Dacca llnlversity, 1962 
Vide the Pie chart after the index.
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noeds o f the worker anti his f a m i l y . T h i s  is the aituation in Pakistan today,

6. TbB sixth requiretaont o f ap^yee-ozlanted supervision is' strong imionism.

American workers can deoiand highflt* need satiaftotion because o f a tigh t labour
77loal'ket and strong unionism. Workers can resist authoritarian treatment only

78whtfi tĥ QT are organised. tione of Uiese conditions hold good for under developed

comtries like Pakistan in view of mass unen ĵlpyment, both overt and disguised
79 SOanni the lack of adequate unionisation on the part of the workers. *
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74. Cleton, Glen M., "The Human Factor In Industry” in Human Kelutiona in Manage- 
a «it  (eds) Heckman ana Uuneryager. op. c it . i^age 23.

75. il^bu llah , M., Pattero of Uiisan Savings, bureau o f Bconomic Hesearch, Dacca 
Uhiversity, 1964. Pages 54-55-

76. Huaain, A.F.a. and a. Farouk, Social Integration o f Industrial iworkers in 
Khulnaj Bureau of hconcciic itesearch, Dacca University, 1964. Pages Bi-82,

77. Hairo, Mason, Psychology in Hanagaaent, Hcgrax l l i l l ,  1964 edition. Page 5.

78. Straus, George ana Leonard fi. Say las; Personnel: The Huiian Prcblom of
hanagewent, Prentice-Hall, i960, P. 107.
This requireoent ratiy or may not be rea lis tic  in an underdeveloped econcmy 
since strong uoioniam may be occasioned by a viorker-orierited socialism. My 
research g\d.de Professor s^roule o f the business School, University o f Western 
Ontario feels this »ay.

79. Habibullah, Pattern of Agricultural Unaoployment, op. c it .

80. Government of Kast Pakistan, Kast Pakistan Labour Journal, appendix o f a ll 
issues gives the infonoation about eoctent o f unionisation.
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CHAPTgt -  IV 

OaGAJ4gATION AHI> MJiTHODOliQCg

I t  has already boen mentionaci that the scope of the present study was 

limited to the jute industry o f Pakistan. In it ia lly  i t  was recognised that 

conditions detennlninti atq)erviaory behaviour and. managerial sk ills  d if fe r  widely 

from inuustiy to industry depwiding on the technology o f the particuOar industry, 

tile nature of its  piwiucts am the diaracter o f i t s  coo^jtitition* Therefore^any 

study of supervisory a «l iaanagerial practices in a ijiv «i country *ou ld cover 

at laast the major industries to be fuHy representative o f i t s  oconca^. However, 

in taking a sanple fo r  investigation covering a ll the major industries one would 

be faced with numerous organisational problaias spec ia lly  in a country like  

Pakistan with two far-flung wings. Quite naturally we wantou to take an industry 

sui'ficiaitly large in which one could reasonably expect to find the practice of 

supervisory and managerial patterns typical for noaem industrial plants. The 

following criteria  were used in selecting the industry fo r investigation :

I, The industry should be able to give us a picture o f a good segoent o f the

juoaem section of the country’ s aconoEny,

'i . i’he inauatiy should be one that f i t s  into mooem science and techrwlogy

whidi an underdeveloped country like  Pakistan adopts as a means of quickening 

the pace o f industrialisation unu social change,

3 . The industry ^ould be one using modein technology roquirlng high le v « l

siq>ervisoiy sk ills .

The industry shoxild be one whicti is  v ita lly  ia^jortant in the nation's 

economy ana in whose growth and oiqpansion the Govermant and the people are 

v ita lly  interested.
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5. The industry iiould bo one which is  ejcposed to con^Jotitive forces in the 

export market (rather than one catering to shaltered home maricet) and therefbre^ 

feeXs the necessity of harnessing man and materials in the most effic ien t manner 

in terms of productivity.

,6. The inaustiy should be one that is  largely concentrated in one wing o f 

Pakistan sudi that there is  sufficient homogeneity o f the mat?)a*er resources 

employed in tema of language, cultural background etc,

flie Jute intiustry satisfied a ll  these criter ia . I t  is  the roost iaqportant 

industry o f ^'akistan. I t  processes raw jute, the "Koldan fib t^ " of Pakistan, 

which is  regarded as the piirot around which the econc»^ revolves. Jute is  the 

major foreign exchange earner for Pakistan. More than half o f Pakistan's foreign 

exchange earnineis from eiXpQrts o f manufactures is  contributed by jut« products. 

During 1949-50 to r?6ir^5  tota l eaqicrt earning of Pakistan was Hs*1A54-73 croreo 

of which jute and jute gooQs contributed 53-25 percdat.

Jute is  altogether a n#  industry in Pakistan, A ll th» 105 jute m ills of 

undivided India fe l l  to the share o f India. The growth o f jute industiy in 

Pakistan is ,  therefore, a post-partition ph^nomfsion. The f ir s t  jute m ill in 

Pakistan was started in I95t. Howevtf*, Pakistani Jute m ills are equipped with 

the latest designed plant and equipmaat. The size o f individual jute luills in 

Pakistan is  relativeJly large. Pakistan i s  credited with the biggest jute m ill 

cd" the world.

J

1 . Government of Pakistan, The lieconu Five lear Plan, 1960-65, Pago 239.

2. WorJd uistribution of jute industiy Cl955) (in  percentage): India 53-0,
U.K. a>.2, France 6.4, Germany (K ^ t  «e WestJ 3.7, braail 2,7, iielgiua 3.7* 
Ita ly  3.7, U^.A. 3-0, Czechoslovakia 1.4, Poland 1.2, U.S.S.R. 1.0,
Pakistan 4.9, Japan 0.7, i^ain 3*0, Ghina 1.0, others 2.4. See Ahmed, 
a^ibuddin. The Progress o f the Jute Industry Juui Trade ( 1855- 1966) .
Pakistan Central Jute Committee, Dacca, 1966. P. I50.
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The jute industiy is  essoitia lly an export inciuatzyj the major proportion 

of the industry* b jmnual output is  «qx>rfced to oversea xaarkets. In these mariteta 

Pakistan has to compete with India and seweral European countries. The Indian 

jute industry is  ireiy well-organised and betteivtBanaged. In tenas of organisa­

tional efficiency, Jute is  Indians number one industry. In c it e  o f the moat 

modem plant and equipment, the best quality domestic source of raw m teria l and 

abundant cheap labour supply, the Pakistani jute industry auffera from h i^  cost 

of proauction and low productivity.^ Output per man per hour is  low. Labour 

productivity in tJie jute inauatry is , in fact, the lowest aiuong the laajor indus­

tries in the country.^

3. The Indian Jute industry owes its  s^jerior managerial practices to ©iropean 
particlf)atian. T i l l  World War I ,  the Imian Jute industry was whol3y nanagod 
by the Europeans,

Vide, ileport of the Inditai Industrial Commission CJovremjaent o f
India, N# Delhi, Page 15. See also Tulsl Ram Shanna, Location of Industries 
In India, aind Kitaba Ltd., Bombay l9/*6.

"In in it ia l growth, the jute m ills of Calcutta were dependent on Dundee fo r  
I^ou r. The early assistants from Europe »dio came to Calcutta Jtrom Dundee 
were required not only to undertake the modem white—coUar job of directing 
or superviaing but had also to do a great deal of manual work as tinsmiths, 
bidcicsmiths, carpenters and turners. These hardy pioneers also taught the 
Indian workers and artisans spinning and weaving ai#i the fit t in g  and 
rqjairing of the machinery. (Page 75

I t  is  .therefore^no wonder that the jute industry in India is  ertremeJy well 
organised. bee'Vera Anstey, economic Deveiopnent o f India, iongman* s 
Green & Co., london, 1955. Page 280.

iu Govemiudixt o f Pakistan, ileport of the Jute Uocimisaion, i 960. Page 143*

5. A survey o f Cotton Textile Industry of Pakistan. Industrial Denrelopment 
bank of Pakistan Pxiilication, 1965, ^age 29. Labour Productivity per 
production voikar Cotton 7lW , Sugar l86i5. Jute 5720, Paper and
board 20,209, Fertiliser 1)035, Cemant 26,8l7.
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The jute induatry o f the world is  f«ic«d with a bikers' aarket. Besides,

i t  is  confronted with threats of substitutes ana the cballtfifie o f substitutes 
6

in viewed as retd.

The Govemmait of Fakistan is  v ita lly  interested in the planned gr<««fth 

of the Jute industxy in Pakistan.

In v i^  o f these considerations, anjr micro-eoonoaic study o f tiie svperviBary 

practices in the jute industry was consiuered very useful.

Siae of sftBple and method of sfll^stlooi

In the in it ia l stage a l is t  of a l l  the jute m ills in Pakistan was prepared. 

I t  appeared that there wore a tota l o f 22 jute jsilla  in operation as o f i>eceo4)€r 

1964. Of these 22 jute m ills, 5 went into tr ia l production during 1964 and 

another ^ in 1963 while the raaalning t4 jute siilLs were completed in between 

1951 ana 1959. I t  was fe lt  that the m ills which have just gone into production 

Were passing throu^^ in it ia l "teething” troubles typical o f any industrial plant 

and fldght not have developed any defin ite supervisory put tern. Some previous 

stisaes in the less developed countries indicated the evidence o f a long gesta­

tion period in generating supervisory and managerial resouices in the developing 
, 7econasies.

6. Jute products are widely used throughout the Vicrid predoEoinantly in the fontt 
of bags and sacks for packaging and also as bailing and wrapping materials. 
The extwt to which a country uses different types o f jute products is  mainly 
conditioned by such factors as volume arwl nature of its  agricultural output. 
During the last Teh decades a displacement o f jute bags and sacks by modem 
methods o f bulk handling and consumer packing is  being noticed,

7. Kerr, Clark, et a l, IndustrlaUsa arai Industrial Man. 0*ford University 
Press, New York, 19̂ 3* ^age 138.
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We, therei’ore, decidea to U a it our population o f jute m ills to the I4 mills 

which had a ndnimum of 5 years production experioice. However, the 8 jute m ills 

that we exclud6l fran our l i s t  were relatively  sm il in size and constituted only 

18 percent of the to ta l installed capacity in the country. Apparently, we had

14 raLlls in our population which represented 32 percent o f the tota l. In v i^  of 

the limited resources ana time at our disposal, we could not investigate a l l  the

14 juLe mills o f our population. We decided to select a f ^  a random basis 

for our enquiry. V4th that end in view, we arranged these lA jute mills in the 

order of dates by whidi they started piwiuction and selected three mills at random.

This gave us a fa ir ly  gooa coverage from the standpoint of geographical 

distribution o f the jute m ills as well as ownership pattern and m ill size. One o f 

the Jut« m ills is  connecteu with the biggest linn which owns and operates three 

jute ia ills and one which started production f ir s t  o f a ll,  while the second m ill 

was managed by i â3t Pakistan Industrial ii«relopDent ^rporation, a send-govem- 

mental agency. This m ill was under the manageisKit o f a B r it l^  f im  for 5 years 

since its  incepticsi. The third m ill was managed by a family belonging to the 

H&rwari Community which is  one of the leaaing business co^junities o f the Indo-Pak 

sub-continent. These three m ills that con^rLsed our samples had a capacity of 

2200 looms representing 24 percent o f the tota l loomage included in our pqpulation.

Getting the study ygider*<ay»

Conceptual framewoik fo r  the study was ctevelopad in the early part of 1965 

by the author with the h«Jp of his professors at the School of Business Administra­

tion, Lhivarsity of Ifiestem Ontario, ixmdon tUtJiada), The questionnaires ware 

also framed there. On his return to Pakistan in May 1966, the questionnaires 

Were subjected to test fo r  re lia b ility  through a p ilo t stuc^ in a separate jute 

m ill not included in the sauple. The re liab ility  was tested by using the techniqae
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ec|)ioyed in the atuQj o f **Autbcrltarlan Personalltjr" aa demonstratad. In %»ans* 

book,® The pilot stiu^ involved intervi<^* of 6 sapervlsora anu i2 production 

woritera.

A ft«r the revisicjti of the questlomiairea on the basis of the findings of 

the p ilo t 3tu4y» tha author approached the iiast Pakistan Industrial Devolopiaent 

Corporation fo r  a le tter o f introduction to the aianagement of the Jute M llS i 

stating that the study wae an acadeiaic exercise but l ik «2y to be helpful for 

growing managerial and supervisory knowledge and hence requesting the m ill manSigo- 

m«it to extend co-c^eration to the researcher.

Besides, the study was sponsored unuer the auspices o f nths Department of 

CcBuaerce, Dacca Ubiveraity, which has alreac|y earned some rqputatijon v ith  the 

business Cotnmunity in vidw of several previous projects undortakai by i t s  faculty 

u«ibers. The Head of the D^rttnent asked the management of the Jute m ills to 

co-operate with the author who was mitioned as project director o f this stu^r. 

This was consid«red useful for rapport building. Soiae previous studies in which 

the author participated showed that such rapport builoing steps pay o ff  hand­

somely in overcaning the resistance offered by industrialists and businessmen to 

research investigations.^'lO»1 1

In the naoct statje, the autiior contacted the management of the selected 

jute m ills. He saw the General ^«anager, HiU Manager, Personnel O fficer and

8. Hyman, Heibeirt, Survey Deai^i and Analysis. Free Preaa.
Publishtf-s, Glenco I I I ,  Page 18>190. Out of a to ta l o f 49 questions as 
many as 13 ''ere dropped.

9. Fapanek, Gustav F, "Government and Private iiiterprise in Pakistan", This was 
a Harvard University s^nsored project. (The bode is  yet to be publi^edj 
for sunmary see American Economic Keivi^, Kay 1962, Pages i|6-5B.

to, Habibullah> M, The Tea Industry o f Pakistan. Bureau o f :^namic Uesearch, 
Dacca University, r?6/t,

1 1 . For details see M. Habibullah, ’’Problflas o f Socio-Ecopcwnic Research*' In 
Sociology ana Social Hesoarch in Pakistan, (ed) Md. Afaaruddln, P la ta n  
Sociological Association, 1964. ^ages 41-49*
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departmtfvtal haads of each Jute s i l l  and explained the puipose o f the stuct .̂ 

Thereafter he mt the *Super»laorg" who were to be interviewed, a auperviaor 

fo r  the purpose o f this study was taken to be one who acted as fuU-time supers 

visor o f the work groi^).

TIB FlBST-LJJij; SUPJaiiVISQfl t The position o f a si^erviaor in the organise^ 

tional hierarchy w ill  be clear i f  one loolca into the organisation ct^rt of a 

typical Jute mi 11 in East Pakistan. This is  indicated below Cpart only).
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I t  w i l l  i^pear from the chart that the head of the daparUnent o f each 

produjtion process in a Jute miH is  called "Senior SypenrLsQr"« In some m ills 

he may be called "Owsegr** as well. This man is  assisted directJIy by two secticn 

iiwsharges. In some cases, the day shi£t>in-^harse works as overseer charged 

with the responsibility for the dflpartment. The senior si^ervisor and the sh ift- 

In-charges do not have any o ffice  as such except a chair and a table in th» c^«a 

space inside the faotcjry building. Yhey are re a U y  walking supervisors in that 

they are alnost aI>'(i?B on their fe e t . The same is  true for the supervisors. Hie 

supervisors are in the lowest ffid o f the mnagerial ladder. They represent 

atfiageioent to the wozkers.

In the jute industry there is  another category of supervisory people 

standing in between the ”Si4)ervi3ora" and the workers. They are known as "line 

jardars.’* The looos or frames in jute manufacturing are arranged in par&Hol 

lines, Woritera are grouped on the bafsis of such lines fo r siqjervisitxi purposes. 

The best one among the worit groi^ is  placed in charge of each such Hne. Such 

a worker is  callsd "Line Sardar". A sarciar is  a *̂ Worker" but he does not have 

any weaving Ioob or spinning frame to attend to for himself. His Job is  to monre 

in the line helping other workers and supervising their activ ities . The functioM 

of a line sardar are in fact varied, -in sooie departnants he is  paHly a supervi­

sor and partly a technical eiqpert. For instance, in the weaving department of 

the jute m ills, a line sardar is  to tune the looas, adjust the machines and get 

production from, the woritors, in scms m ills, he may devote moire time to si^arvl- 

sory work, while maintenance people attend to mechanical troubles o f machines.

I t  is  the considered opinion o f managemont people in different levels that 

the line sardar* s ab ility  fo r adjusting loofiis and for handling people i s  a v ita l 

factor in the smooth and continued operations of the looms* This is  the 

feeling o f the majority of the workers in tervl^ed  by us. This is  because the
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ai^ervisors and assistant supervlaors, as u l l l  be indicated subsequently, are 

mm o£ higher educsation and h i^er social background than the woik«r^ a and 

line sardars under their control. These people^ p a r t ic u la r th o se  who did not 

undergo regular apprentice urstem, do not have adecjuftte practical knowledge about 

the woridLng of weaving looms or fTamea for spinning. Their practical insight 

into the technicalities o f loom timing is  net significant. Hence thecr rely cn 

line aardars for these technical functions in which the line aardars are consi­

dered more knowledgeable than the si^ervisors. These atperviaors have a l l  along 

been white collar people while loom tvining and machine handling is  considered 

the job o f blue coHar people. As a result supervisors confine their aupspvisory 

function to giving instructions or orders to the line sardars to do the Job o f 

tuning the looms or adjusting the aachines, Xh^ do not talk much directly to 

the woricere regarding output, Thcsr often do not check the work of individual 

woiScers. The task o f checking the quantity and quality o f individual worker’ s 

production is  le f t  largely to the line sardars.

I t  seems that the role of the supervisory people, o f the white collar 

class, is  largely In the fom  o f control or 'policing* while the role o f the 

blue co llar “fom allr unrecognised supervisor” , tiie line sardar, is  in the fom 

of actual "help” to the workers, whether such help is  in the form o f advice about 

handling o f machines, reducing breakage o f yam and correcting jmachine stoppage. 

I t  is  also the line sardars who are to make physical check of ou^ut.

This is what one might e^ect under the arrangeiaent o f incentives. The 

supervisory people are paid monthly salaries. Hanagenent appraises these people 

on the basis o f their attendance and "application to duty” , i.e . how hard they 

appear to move in the lines. This is  a “notiooal" subjective jwigement.

Dhaka University Institutional Repository



~ I S -

There la  no objective jneasurem«it of each Indivlclual supervisorli' contrUbutions 

or results achieved by thenu Posslbjjr  ̂ system o f appredsing aupsrvisors by 

their performance anl rexarding according to their results detennined in an 

objective manner would have made them more enthusiastic about active interest 

in loom tuning and the c f̂oality and the quantity oi’ actual output in their lines.

At the their enthusiasm reflects in the ionn of pressure on the line

sardars Vihcm thsgr themselves aro pressed by the production laanager and general 

manager who beconie vorried when production volme fa lls  unauJy IcM.

The picture is , however, different in the case of sardars. This is  because 

the sardars have a direct interest in the quantity and rftaUty of production. 

Workers in weaving are paid on the basis o f piece rates. These piece rates have 

been determined by a technical gub-cctEnittee of the Pakistan Jute HiUe ftssocia^ 

tion considering the time taken to produce each variety o f cloth, hessian or 

sacking,* Ttie rates have been so fixed that a worker's output volume may be d if­

ferent from that of another worker in to:ms o f units produced but he w ill  receive 

the same amount of wag^ i f  he works with the sane degree of e ffo rt and efficiency.

The Workers understand the io^lication of piece rate as against the time 

rate i.e *  the more th«gr work, the greater w ill be their wage b i l l .  SaCh Une 

sardar who has a certain number o f workers unaer him is  paid 1.5 times the 

average earning o f the workera unaer him. Ho knows that his earning ia  d irec tly  

linked with the production volume of his particular line. Therefore^he hafl 

direct interest in greater output from his line.

* IVo major varieties of Jute manufactures. Sacking is  used to make gunny bags 
used for packing rice, wheat, o i l  seeds etc. in war-tiiaes i t  was used as sand 
bags, iiessian is  used to make gum^ cloth used for baling Cotton, wool, and 
other fibres, *wither Jute products include carpets and mgs cordage, substitute 
for het }̂ in the uumufacture o f tent cloth, tajpauHns, wagon covers, ground 
sheets and water buckets.
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The c»se o f direct interest on the part of the line sarctar is  also true 

for d^artments like spinning xhare time rate syst€Di of wage payment is  in 

practice. The lino sardar gets twice the average wage o f a l l  the woiicers In his 

lin«> SoBie oompaniea also o ffe r  "Efficiency £lonu3*'. In addition to the financial 

incentive, a line sardar has the negative Incentive o f losing hia "headship•* i f  

he fa i ls  to gat prodiwtion from his people. Apparently there la  no distinctly 

iaontifiable person to be called firs t- lin e  supervisor as in the west particularly 

in the U.S.A. In vi(#« o f these considerations, i t  was decided to take both the 

categories of supervisory people, namely, ^supervisorB" and "line s& rd^" for 

investigation purposes in this study. A particular -worlcer is  under ccsistant 

vigilance o f each one of them. Allhou^ si^ervigors do not prefer to talk direct 

to the woiisors, their constant presence on the shop floor has influence on the 

activity and atttxitiou of the workers.

iividently the line s&rdar is  the intermediaiy between the viorkers ana the

junior most supervisors, Menagement writers recognise him (the line sardar) as
|2

the f ir s t  line supervisor. The sardar ^̂ sed to be called ' Jobber*. He stands 

on the same footing as the "malstry" o f the maintenance department. As mentioned 

in the note in the tppandix, originally sard&rs were recruiters o f labour for the 

n ills  with considerable power to hire and f ir e  and many opportunities for petty 

graft and favouritism,

The practice o f recruitment through sardars resulted in abuses. In 1931 

the rioyal Conunission in India stressed these abuses. The cotranissicn referred 

particularly to the Job security of tho wortcers which depended on the sardars
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12. ^ e rs , Charles k*, Industrial Halations in India. Asia Publiacting House» 
bombfî jf, i960, I’age l8l.

13. Ibid.
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and also  to the sa.rdar*a usq of power to profit financially. By 19Z(6 when 

labour Investigation Coiunittee reported, the situation had changed materially. 

Apparently, to  day* a line sardar is different from the ol î sardar or the Jobber. 

Today his powers have beai curtailed due to growth of labour o fficers  for recruit­

ment puxposes and the devdlopaent o f  intemediate levels o f  supervision.

According to ilyers, the position of a sardar is now anomalous. He cannot 

advawce to the next higher leve l of managoa^it. line sardars interviewed by us 

never heard of any sardar having been promoted to evqpervisory ptwitions, Kanag^ 

ment ejq)erts fe e l that the sardar (or the jobber) is  the weakest link in the 

tex tile  industries of India, both cotton and ju te.’ ’̂ »*® This is  also true for 

Pakistan as we shall see subsequently.

Some workers consider the sardar as a stooge of management. His position 

is  vulnerable since he lives among workers and goes to and from work alx>ng with
uksi-

them. Ha is  paralysed by divided loyalties and l«t» ^rmpattiy fo r the woricars,

Ke is  now powerless - a mere spectator standing uncomfortably in the "no man's

land'* of tl^ industrf.al struggle. ifJorkors treat him as belonging to the casp of

the «n?>lcgror whereas his acceptance in the opposite caap is  limited and o f a l<w

order. Une Pakistani industrialist has called hin a rubber ball being squeezed
19

from both sides and bulging at the sidss.

14> Report, Qovemiaflnt o f India, New Delhi, 1933| ^age 24.

15. Main Heport, Govemiaent o f India, New Delhi, Page 80,

|6, Ifyers, Charles A. op, c it , t̂ age t82.

17, Hehta, S,D. The Indian Cotton Textile Industry: An Sconomic Analysis,
Hoobay, 1954, ^ages 70-71.

16. ^ e rs , op. c it . i^age l82.

19. Saigol, Mian iiafic^e, ''̂ ‘ en in Inaustiy", ^aigol Ch^iical Gtauplex Supplement. 
i*akistan Obgorvor, Dacca, februaiy Iti, 1967, i"age It.

-  23 -

I4

Dhaka University Institutional Repository



Hanagffient pet^le treat sardara jiiat as they treat v)ork«r3. For axa&pXe,

in a l l  the jute miUa, sardars were found to use the workers canteen and not

the sta ff cant sen. Kanagemanta' treatiaent o f them makes them identify theoiselves

with the woritera rather than with the supervisory s ta lf. This, in addition to

other handici^is thqr have« has jsade i t  d ifficu lt  for them to becGiae effic ien t

supervisors and in t^ ra te  them into the managanent team. Their lack of belonging

has Weakened the fa ith  of manageoiait and added to the feelings of defiance in

the workers. Anyway, a line sardars* own identificatitai is  with his workers.

This is  equivalent to the position of the shop boss in the Japanese industry
20

who has almost cooqjlete identiTication with workers,

Lvidently, our acc^tance of line sardars as firs t- lin e  supervisors for

this study was reasonable althou^ the line sardar is  equivalent to Europaan

backing forumda no more than charge hands with l i t t l e  real aanagerial responsl- 
21h ility . Of course^all firs t- lin e  superwlsoi’s are iKjt integrated as supervisory

I 22
sta ff even in a fuUy matured economy like  the one in the U.S.A* The line 

sardar, to use Peter Drocker* s language, I s a  non-cooimlssloned o ffic e r  in a 

service where cotnoiissioned officers are college and tligh School graduates.

The insecure and vulnerable position of the line saidar described in the 

foregoing lines made our problem o f establishing rapport with him soin^hat 

d ifficu lt. £ut such a position is  not \iniq(ue for the lin e  sardar alone. The
24

supervisoiy and lower leve l managerial people are also worried about security.

20. Levine, 5olcnan B*, Industrial Kelationa in Post-war, Japan, Urbana, 
Ihlversity o f lUJllOlS Press i958. Pages 36-56.

2t. Oi£ : A Stuay of Post-War Growth in Hanagemoit, 19^6, Page 25.

22. Hflpner, Harry U., ^er^ectlve Management and Supervision, Prentlce-Hall,
1961, Page 227.

23. Drucker Peter. P. The Concept o f the Corporation, John Day Con^any,
Toric, 1946, i'age 163.

24. Heport of the I.L.O. Productivity Hisslsn. op. c it.
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kitEk OF IMYJSTIGATION ; It is necessary to mention here that this stuĉ  ̂

is about production supervisors and procLuction woiicers on^. This is  because 

deriiiite and acourute productivltjr measures ar^ avails le  for these people only. 

This is not true for areas like accounting, maintanance etc. Again a ll areas 

of the prouuction functions could not be cov^ad. It is Veil to retaecjber that 

a Jute goods aanufacturing firm has two distinct linits: H ill and Factory, The

Mill division covers procesaos like jute 'Selecting". "Batching", *'PreparlflR" , 

and *6pinning"; while Factoiy division covers operations like **Winding”. '^earin^'*, 

*̂ neavlnK". and ''Finishing". Through ail these operations, rajis jute fibre is  

processed into ytim anti then yam is  used to make cloth of different varieties,

Note B in the apptftdix is  a description of these processes;

The p iio t study revealed that a l l  jute m ills do not keep a separate record 

o f production for each woik group, Discussion with the Pakistan Jute MiUs 

Association revealed that weaving In a l l  the jute m ills of East Pakistan is done 

on the basis of a piece-rate fixed by i t s  technical sub-coaaiaitteB while spinning 

work is  done on the basis o f tiae-rate. The p ilo t study tended to show piece­

workers think that constant supervision is  not needed for them as way kind of 

slackening or feather-bedding mesne lower production and hence lower income for 

than.* We, therefore, decided that our investigation ^ u ld  cover workers under 

both piece-rate and time-rate system of wag e-pa jonent.

V-e thought that we should cover the most problematic area in each division 

o f the jute miU. In the Factory division, weaving is  considered most problanatic. 

The inpoirtance of weaving is  unique in the jute industiy. Host jute executives 

fe e l that weaving is  the heart o f the jute manufacturing processes. Therefore, 

in m ill No.'1 ' and 3 weaving was taken as the area o f investigation. The 

companies had records of output for weaving. Spinning, the major problenatie

* The observation of Alfred Bixftm sgems signll&cant in this c<»mection. According 
to Brown, under the wage incentive systaas the worker becomes a sub-contractor
and the foreiaan abdicates the lu ll managerial role. Sea Pugh et a l. Writers 
on Organizations, Hatchinson Co., London, 1964* Page 33,
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area In the B il l  side, could not be taken since the CGcqpanlas had no record for 

output on the basis of workers or work grov?)». Howeva:, spinning was the area 

of investigation in ad 11 No, ' 2*. This company had a record of output for each 

line in the spinning d^iartioent although in a crude form.

Sl6E OF’ THa SA>1PI£ : In v i^  o f large-scai^ qp«*ation by jute m ills, i t

was decided that in each of our sanple m ills, only six supdrvisoiy lines would 

be taken up for investigation so that we would have 18 woric groups for our 

analysis. I t  was also decided that in each si^jervisory line^one-third o f the 

inciviuual woiicers, subject to a ndninum of six would be interviewed. We had 

accordingly U9 workers, 18 line sardars, 18 si^)ervisors, and 6 section in-charges 

covering the throe jute m ills, the reason for keying the sai^la size relatively 

wnftll lay in the nature of the data coUectea. I t  was fa it  that woikers and 

s»4)ervisarB should be interviewed in their woiic enviromaait. I t  was feared that 

interviews in their residence or factory dormitories would not generate the true 

feelings In hours o f relaa&tion or in a family environmant. Besides, tracing a 

few workers in a coloQy of several thousands woula be a very time-consuaing a ffa ir  

ana complex too, but interviewing workers in the factory anviroijaent has it s  OtR 

problflms. f ir s t ,  fu lles t co-oparation o f management is  needed in the form of 

^restricted  entry into wotk places to contact the voiicers. Second, laanagement 

must agree to allow interview work at its  own time for time workers. Withdrawal 

0̂ * workers from the work o f tending machines me^a stoppage of machine and that 

amounts to production loss to oianagecaent airectly. Third, fu llest co-operation 

of woricers and union leaders is  called for in interviewing workers at their wn 

tine which is  invariably the case for piece-rate workers, btcppage cif machine 

for an hour means direct wage loss to a piece-rate worker, in addition to it s  

being a proui^tion loss to manageisent. Bviaently the cost o f taking them o ff 

the line would be too high.
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In vieN o f these factors^ i t  decided to cause mininiutii dislocation o f 

normal functioning o f the lactoiy* Since interview of each individual worker 

involved iin amount of tliae o f 45 to 60 minutes, i t  was fe l t  that withdrawal of 

a very large number o f workers from the machines, whether i^aid under time rate 

or piece rate, would lead to resistance. Hence the saii^le size fo r each superwi- 

soiy line was limited to one-thlitL o f the woikgrot^ size, subject to a jninlmm 

of six.* Th* actual selection of workers was done by the author himself using 

the random table.

Means of obtaininK the datai The infoimatlon collected in this study fe l l  

into two categories: ta; /^actual data, attltudinal data* The fomer included 

figures relating to output o f the units under investigation fo r  the period covered 

by the study. Factual data also includea workers' age, sox, wages, years of 

education, years o f job etxperiance^ eitc. The attltudinal infozmat^n related to 

feelings and beliefs o f the supervisors and their auborainates. For the collec­

tion oi' factual data the m ill authorities were e;qpected to co-operate by making 

available their records but no such records were forthcoming dealing with attitu^ 

dinal inl'ormation. lo get this part o f the data, the author considered the 

feasib ility  o f using Uie following techniques :

CO Qaestionnaire mailing

(2) Ijirect observation

(3J i^irect face to face interview

(A) Quostionnaire-cum-interview.

The technique of obsejrvatlon was fe l t  to be impracticable in this particular 

case. There were neither funds nor fa c ilit ie s  for long-range observation. I t  

appeared that through observation only a small san t̂le could be covered. Besidsa,

* Besides, the author intended to si^plement tto stud̂ jr with the InfonaatLon he 
collected about six jute m ills in connection with another study sponsored 
by the bureau of txxinomlc iiesearch, Uaoca University.
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i t  was af^r«h0nd6tl that a loog period o f preBence ani contact o f obaarvero might
25

exert a sl^jnificant degree of "Ha»ithomo effect”.

Ihe author thou considered the use o f patterned In terv l^  as used by the 

Michigan researchers in the study o f the Prudential Inatirance Ccanpany. I t  was 

fe l t  that such a technique would be tine-consuming as well as d ifficu lt fo r  

'workers to concqjtua.lise their thinking for the appropriate answers. This fe e l­

ing v/as particularly due to the educational leve l o f the wozkers under investi­

gation. Ha^y of them cannot read and write*

I t  seemed that Uie likcrV-type 5-point scale would be more useful in 

this case. The simplicity o f this scale was observed in the banner study ty 

Bower and Seaa^iore.^

The author therefore aecidsd to use the likert scale, si^jplemaited by 
> f

observation. The decision was based on the following consideration si

(a ) Such a scale penoitted the use of items not manifestly related to 

attitudes being tested,

(b) I t  Was easier to construct and use  ̂ fo r  particular types o f san^jles

(c ) I t  peimitted the sxpression o f 5 degrees o f agreemsnt-disagreem^t 

and was considered more reliable than a patterned in te rv l^ .

tdj The range of responses penaittflCi to an itea provided more precise 

infonnation about the individuals* opinions on the issue referred to 

by the given item.

Ce) I t  permitted easy, precise and I ^ s  costly coding.

25, '̂ )o joanipulation o f woiicing conditions or incentives affected pi*oductivlty 
as louGh as sheer eiqposure o f the workgroup to observation". See  ̂ herzberg 
at a l, The Motivation To Viork, op, c it . i"age 19* This is  a different inter­
pretation of *’Iiawthome e ffec t". We have already mentioned the other inter­
pretation of "Hawthorne effect" as given by 3 chi an. See Page 14.

26. BoWtf*3, U.C. and 3.F, Seasliore, Changing the /tmcturo and functioning of an 
Organisation, Suiv^ Heseardi Canter, Uhiverity o f Michigan, 19̂ 3. The danner 
study was of great help to the axiLhor in the construction o f his indexes. He 
acknowledges his ijv^ebtetkiess to the authors of the study.
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Fracdng questionnaires : In framing the queaticHinaires Tor this study,

the author ooneulted most of the atuaiea on employee-centered supervision and. 

related areas. The relevant liternture were available in the library o f the 

Business School, University o f Vi'estern Ontario, A f ^  micro-fiined doctoral 

dissertations iiiere also available from the Michigan Cwiter through the help of 

the authors' "Research Course” siperviaor at Western. The author gave p&rticiUar 

eaphaais on the Michigan studies in building his conceptual fram»*ork anti (^es- 

tionnaires. The main itenis used in the construction of indexes for ecplcye©- 

orientation, production^orientation, superviaoiy philoaophy, worker satisfaction 

etc. (a fte r  revision cn re lia b ility  testing) as follows :

1 . Supervisors* Managerial Perception Index;

This index aimed to measure the perception of a s^perviaor about his role 

in the organisation and about his inner attitude toward his people. Tlriia Kas 

done by taking the value o f the supervisors’ answers to the following itesis on 

a 5-point scale.

(a ) Workers are inherently anŝ  try to avoid work i f  they can,

(b ) As a supervisor! Jny only concern is  to get the v<ork done, not to 

bother about workers' feelings and sentiments.

(c ) I f  workers work more and talk less, everybody would be bett«* o ff.

(d ) A ll workers want is  bread and butter.

( e) Workers only do what they have to do, hence a supervisor should keep 

his people bu^ and give more work than thoy can usually do.

( f )  The leve l o f intelligence and sense of responsibility o f worlters 

here are so low that they camot be relied i^wn to work on their 

own.

(g j One sure way to get high production from workers here ia  to watdi 

these people closely and check everyttiing in aetail.
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(h) The proverb "spare the rod, spoil the ch iii"  i s  applicable to

working people. One cannot get work done by them without strong 

discipline and iron rule,

1
There were 8 items in the raeasureaent o f xaupervlsors" autna^erial

27
perception” index. I f  the score for a supervisor waa in the range of 24 to 

i(0 he Was rated to have an authoritai*ian superviaoi:/ st/le, but he was rated 

to have a non-authoritarian si^ervisoiy style (that is  d«aocratic) i f  his 

score was in the range o f 0 to l6.

2, Supgrvisoi^* Ji^loy^-OrLentation Xndax (as perceived by subordinates).

This index was constructeu to sieasure the o^filoyee-cenberedness cf a 

supervisor as seen by the people working under him* the indeix was constructed 

by detenaining the mean value of Uie woricers' ana^ers to the following items 

on the 5^point scale,

(a ) Our st^ervisor goes to bat fo r  us.

(b j Our st^ervlsor shows fricsidly and sincere interest in our welfare,

(c ) Our si^ervisor hears our co&^laints and grievances syn^at^ietically 

axtfi tries to redress them as far as he can.

(dj We fe e l free to discuss our personal problems with our supervisor.

There were U iteois and a sipervisor was rated to have high eiaployee>- 

centerodness i f  the score for his gro^p was in the range o f 12 to 2U* He was 

rated to have low-oi^loyee-centaredness (not necessarily iiigh production- 

centeredness) when the score for him was la the range of 0 to 8.
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3. Supgnrtaort* PnacittctioR-Oideatation Ind<gc;

This ladMC wei8 constructed to mausure the concern o£ a s^perviaor fo r 

production as I t  was perceived by the uoxkers. This was done by taking the 

mean value of the workers' responses to the following Items on the 5 -^ in t 

9Sale.

(a ) Otir supervisor always encourages us to produce more.

(b) Our supervlaor is  always ready to he3  ̂ us in our production problems.

(c ) Our supervisor plans prod\iCtix>n and material flow so that there is  

no stoppage of work.

(d) Oiir supervisor spares no one i f  he slackens and neglects to do his 

quota.

(e ) Our supervisor is  very particular about bad quality.

A supervisor was rated as high product!on-oriented I f  the average score 

for him ranged betxeea 15 to 25 and low production-oriented i f  the score for

him was in the range o f 0 to 10.
m

U, Supervipora' Influence IndftjCi

This Inuax was made to measiire the Influence o f a particular si^eipvisor 

in the organisation i .e .  vlth his ovn boss and higher up. The construction was 

cbne by detennining the mean value o f woiicers’ replies to the following questions 

on the 5-^ioint scale,

(a ) Our si^erviaor has considerable influence in the compat^.

(b ) Our s^jerviaor can help a woriter i f  he likes because management

seldom turns down his recommendations.

k supervisor was rated to have **high Influence'* i f  the score for him was 

in the range o f 6 to 10 and **low influence” i f  his score was between 0 and 4*
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5. Supervisors' Pr^eibge Indaacs

This indaac w&a construebau to Masurs th« degree of prsssure ox«:i;ed on 

the front-lBTel superviaors fixun above. Ttils constructloa was based on the value 

o f a sttporvisort' response to the following items on the 5-point scale.

(a ) Managetaent of this company knows one thing, namcljr, higher production. 

Whenever I  hl̂ p̂en to meet my boss, he w ill invariably ask to knc»i

how product!^ is  going, an,

(b) Hy boss wants me to si^jervise the workers dosely  to get more 

production*

(c ) Hy boss thinks that 1 should ga strlct3y according to  his instructicns, 

rattier Uian applying ay <nei W£̂ .

(d) i'iy boss feels tiriat people are inherently laay and w ill  avoid work 

i f  they can.

(e ) I  am always under pressur«^U press me, wg- boss, production Manager, 

General >^anager, &U.

■rhere were fiv e  items and a ? ^lervisor was rated to be under "high 

pressure” i f  his score was between 15 and 25 and under "low pressure" 

i f  his score was between 0 and 10.

6. V.orkKroup  ̂ Social Cohesivtiness Index;

This index of ><orkar’ s social cohesiveness was pr^ared to measure the 

degree of social interaction among the work group laiimbers on the job and o f f  the 

Job. This was done by taking the mean val t̂e o f woiker* s resjxmses to the 

following 4 itana on the 5-point scale.

(a j i'eople in our section are very friendly vith each other.

(b ) People in our section often aoet socially outside the job.

(c ) There is  veiy l i t t l e  gri^)in(j and backbiting in our section.
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(d) People in our section of tan come forward to halp I f  any one is  in 

d ifficu lty , financially or otherwise,

X group was rated to have high social coheBivaness i f  its  score was 

b«tweea i2 and 20 and to have low social cohesivonesa i f  its  score was In the 

range o f 0 and 8,

7. Woik Groups’ Task Cohesivgness IndoKi

This index was constructed to measure the degree of worker's involveaent 

in turning out proauction. Tiiis was done by dateimining the mean value of 

Worker* s reaponses to the below mentioned A items on the 5-point scale*

ta) People in  our section aixays conf)llmant each other whenever one 

does a good Job.

(b j There is  a lo t o f mutual heOj> in our section whenever one has a 

d ifficu lty  in hia job ( i . e .  job related problans),

(c j WTnenever a new worker comee in our section, old manbers try to  

help him in getting started.

(d) People in our geotion often enco\jrage ea<ih other to think of 

better ways of getting the job done,

k group was rated to have hiah task coheeivaieas i f  its  average score 

was in the range of 12 to 20 and to have low task cohesivaceBs i f  its  score was 

between 0 and 8.

8. Viorkers  ̂Company Satlsfaetitan Index;

This iniex was pr^ared with a visw to meaauring the degree of satisfaction 

the workers have with their cotopaiv. This waa detenained by taking the mean valne 

o f workers’ re^onses to the following itedi on a 5-point scale.

A ll in a ll, I  fe e l that this jute raiU is  a very good pJace to work.
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"A work groi^ was rated to havo hitch Company satlafactlon** i f  its average 

score yion between 3 and 5 and to have CoMpapy satiafftotico" i f  its score 

was in the range of 0 and 2.

9. Company Pride Indaact

This index was conetructed fo r the puzpose o f measuring the degree o f 

pride the woikera have in their Conpany. This vias done by taking the mean value 

o f the woikers* responses u> the following item ;

‘*I am rsalljr proud that X am working ;tifor a Jute miH like th is” .

A workgroi^t whose uvemge score ranged betwaon 3 5 rated to have

liigh coopany pride while the woricgroi?) obtaining average score between 0 and 2 

Was rated to have low cocpony pride.

10. Workers' Pay Satisfaction Index:

This jliuiex aiioed at measuring the satisfaction of the ec5>loyees with 

their pay. The construction o f the pay satisfaction index was done by finding 

the mean value of woricer's answers to the foUawing item on a 5-point scale.

Considering my sk ill and e ffo rts , I  am satisl'ied with lay pay.

A workgro\n> was rated to have high pay satisfaction i f  its  average score 

was between 3 end 5 and to have low pay satisfaction incbK i f  i t s  score was in 

the range o f 0 and 2.

11. Workers* Job Secuilty Index;

The job Security index was constructed fo r the purpose o f measiiring the 

feeling o f security o f the workers. This was dcrna by finding the mean value of 

the workers' answers to the following 2 itaas in the 5 point scale:

(a; i'hara are not too many dismissals or discharges in Utis secticn.

(bj X fe s l 1 can remain in my Job as long as I  like.
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k group Vlas oonsidered to have high Job security i f  its  averago score xas 

6 to lO but !<** security in c ^ e  ita  score ranged between 0 and 4,

|2, auperviaion Cloaeaiesa IndeKi

The object o f constructing th is Index was to measure the degree o f c los^  

ness of supervision received by a xork gro^p froia i t s  supervisor. This was done 

by finding the cietin value o f woikors’ answers to the follovjing 2 it«a s  on the 

5-point scale.

(a ) Our supervisor always keeps a watchful eye on the vorkers fo r fear 

that thgy Jslght slack an or stop woriting.

(b) Our supervisor checks our woifc thoro\igh3y to see I f  we have done 

Work properly and carefully,

A. group was rated to have received close supervision i f  its  average score 

was beiLweai 6 and 10 and to have received gsneral supervision i f  its  score was 

in the range o f 0 and 4.

l3, Moiricers'*Supgrvi9ory Style Ejcpectation Index;

This index was constructed to determine the si;4)ervi6ory etyle preferred 

by the workers. Tiiis was constructed by taking the aeon value o f workers* rei^di- 

SQS to the foliowijag 2 Items on the 5-point scale :

(a; In uy opinidi^ a si^ervisor atioulci be stning in discipUning people 

and enforcing compare ru l^ .

(b) A kind-hearted, fr is id ly  supervisor who mixes with his people often 

fa ils  to loake the quota.
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A Mark grovqj 'waa rated to have preferred auttiofritarlan directive siperrl— 

sicn i f  i t s  average score for {^estiona c to e was beiMeen 6 and 10 and democratic 

supsrviaion i f  its  score Mas in the range of 0 and 4.

Workers* Superviaory Closeness Sxpectatltai Index:

This index 'fas prepared for the purpose o f measuring the attitude o f the 

vorkera on general versus close supervision. This vgas done by taking the mean 

value of the woikers responses to the following itoos:

(a ) ilamr people in our section alackai or lo ite r  when the supervisor 

is  absent.

(b) In view a supervisor should keep a watchful eye as to what is  

going on.

(c ) Haiy people here are likeiy to comait mistakes i f  th^  are g iva i 

ffeedoni to work in their own way.

A gron> was rated to have preferred "close supervision" i f  its  average 

score was betweai 9 and t5 and "general sxpervlsion" i f  its  score was in the 

range of 0 and 6.

I5, Woikers’̂ Oanaral Ejcoactations lodext

This index was constructed to measure the ov«r a l l  picture o f what a 

worker wants to get froti his job. This was done by taking mean ranking of the 

responses o f the workers to the following Itaus which they were aaked to rank in 

order of thair preferences.

(t )  iiigh pay

(2J Steady V.oik (Job securityJ 

(3) Good and syi^athetic boss
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16. Supervisors' Exoectationa Indoxi • *

ThiB Indax was expected to measure what a supervisor »<ants from his Job.

This was fincULzig the ĵaean ranking o f the responses of the supervisors to

the following iteas w îich th ^  were asked to rank in order o f their preferences:

( f ) Adequate income 

Job security

(3 ) Ch^ces for promotion

ik ) Freedom and authority to deal with people in cwn way 

(5 ) Synpathetic treabment from boss 

(6J Infomation about Compaq̂  Policies.

17. Vioricers* j^nomic Motivation Index;

This index was constructed to ascertain to what extent v^rkers are eccooml- 

cally motivated and are w illing to work hard to increase their economic gain.

There were two itens in this irvdAX. These itoas were :

( a j  1 H k e  to  do ov e rtim e  w o rk .

(b j 1 like piece-rate more than time rate.

Any grov|) whose average score was 6 to 10 was rated to have been highly 

motivated and any gro\^ wtose score was between 0 and if was ccnsidered to have 

low sconomic motivation.

td. Machine Ad-justment Index;

This was constructed to study the extent to  which the workers were adjusted 

to machine operations. This was a one-itoi index. The itsm was :

Ca) I  can handle the ma<rfiine I  woiic with without any d ifficxilty. 1 have

no fear.

Any group whose average score was between 3 snd 5 treated as w ell 

adjusted and any group whose score was between 0 anl 2 was assumed to have been 

maladjusted.
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19. Prpductlvity Sidexi

the Xaot i t ^ t o  ba done in the investigation process. After a l l

the supervlaors am woricers coverad ty the study ware Interviaiteci, the authcr
to

appixtached production departments for figures relating^o^^ut o f the selectttd 

units and the man hours used to produce the said ou ^ i^  as K e ll as the standards 

of output expected from than, flie collection o f productivity figxire vas deferred 

to pr€BTait caitaninating effects on the part o f the investigator as well as workers 

and scqpervisors involved.

Administering the ouastionnairea!

The author himself interviewed the resporslonts, with the heJp of the 

quostionnair^ as atovin In appendix fij and . He put the questions to the samples 

and noted down their ]7espcnsea in the expropriate ^ace prx>vided in the question­

naires. There vere sevisral reasons for this i

(a ) laalntaljiijQg unifomity in putting the qi»stions aiii ^ plain ing, 

i f  necessaiy.

(b ) Preventing IntervieHers* bias

(c ) Kininising costs

^d) £hsuring ooopleteness o f data

However, every effort was made to build proper n^jport with the reapondoits, 

Thegr were told that the study was an academic exercise and had nothing to do with 

their company laanagement or any other external agoDcy. They were assured o f the 

confidential nature o f their reports to the researcher. The author introduced 

himself as a teacher o f the university and showed tham copies o f his four pravious 

research piislications as a means of convincing th «i that the study was an acadandc 

pursuit.
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Tho p ilo t 8tu(j7 revealed that workers yiew the role of the sv^ervisors 

and line saiMars aa ta^-orionted who put loanagaa^t goals f ir s t  and the 

an̂ >lcy8e needs second. Therefore, tho co-operation o f managerial ani supervi­

sory people vas not considered adequate fo r "selling" the objective o f the 

etufty to the woricers. We, therefore, contacted the woikers' in fom al leaders 

and union representatives I'or rapport building and co-cperation*

Qgganisatigt of Field Wcric:

Investigation procedure in H ill  So. X : The weaving d^artment in o iH

No. X in vhioh investigation was started f ir s t  is  under the control o f a manager

called Senior Stqiervisor. He is  assisted by two shift-in-charges, one for the

firs t  shift and another fo r the second sh ift. Tho firs t  shift la  termed as "day

sh ift" and the second as "ni^^t sh ift". The shift-in-charge for the f ir s t  shift

attends work continuously for 10 hours, namely, from 6 A.M. to U P*H. The shift-

in-charge for the second shift also attends work continuously for 10 hours but

in different hours o f the day, namely, from U to 2 A»H. The working hours

o f the &\^ervisors and assistant si^ervisors are also the same, namely 10 hovirs
28continuously. However, the auty o f the shift-in-chaiiges, supervisors and 

assistant supervisors is  changed b«<bweon the f ir s t  shift and the second sh ift 

every two weeks. The duty schedules o f workers and line sardars are different 

from those of si^ervisory people. Their auty is  changed between shifts evoiy 

four we^s. They also work fo r  10 hours a day or 60 hours a weak, against the 

normal of 48 hours as provided in the Factories Act. The|̂ , o f course, get double 

the rate for overtime. The interesting feature o f tO hour-days for workers and 

line sardars is  that the tO hours is  not a continuous period. I t  is  broken Into

28, Assistant supervisors are not under supervisors. They report direct to
*ift-in -charge. They are in-chargo o f  defin ite lines in the same way aa 
supervisors of each s liift.
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two periods of 5 hours aach, with a break o f 5 hours in between these two periods. 

Thus, the woifcers of the f ir s t  shift wcark fiv e  hour® bet>Jeen 6 A.M. snd t1 A*M. 

and another fiv e  hours in the afternoon between 4 P.H. and 9 Workers in the 

second sh ift, in the same « ay, raider tO hours auty, 5 hours between tl A.M. and

4 P.H. and another 5 hours beti^een 9 P.M. and 2 A.M.

Xhe result o f this sort of arrangeoent is  that every woricer beccmes siisject 

to the control of each one o f the shift~in-charges and two of the supervisors or 

assistant at?)ervisors. Therefore, the production ei‘forts o f each worker and line 

sardar is  Influenced by the supendaoiy style of four peqple. Neither in hessian 

nor in sucking which are the two major operations in the weaving d^artment, is  

the output o f the individual worker measured at the end of his 5 hour period.

A particular worker o f the second shift starts with the UKneasured output of the 

pairbicular woricer of the fir s t  sh ift. The measurement is  done fo r  both the

workers covering the two shifts. The to ta l output at the end of 20 hour period

of ea^ day is , therefore, the combined efforts o f two workers at the particular 

loom. Each one is  credited with half o f the to ta l output. The reason for doing 

this sort o f averaging is  that the m i product has to meet the ^ e c ific a t im  of 

90 or lOO yard' s’  cut as dictated ty market preferences. A particular woricer 

cannot reach that ^ e c if ic  output within his shlft-time.

Since each worker is  subject to the influaxce of 4 m«nbers o f the st^jenri- 

soiy groi^i and since there is  no record o f output for each sh ift period, i t  is  

not possible to iso late the influence o f each one of the supervisors on the woricers* 

productive efficiency. Therefore, we decided to obtain the data on production on 

the basis of woik groins under each line sardar ana the opinion of the workers 

about the style o f supervision they received in a general way with reference to 

the persons involved in each case.
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In this particular jute m ill there are 550 heaslan looaB with 28 sardara

for each shift a »i 325 sacking loons with l6 line sardars for each sh ift. We

selected six o f them at random after arranging than accordiiig to their nunber as 

recorded in Uompaiy books. Productivity Isvels o f these six lines viere then 

Calculated. These lines aiplpyed a to ta l of 67 workers, fiv e  lines having 11 each 

and one line having 12, As per our earlier uecision to intendeiM ono-third o f 

the Workers uncier each supervisor subject to a minliaun o f 6 workers, wo selected

6 woricers I'rom line sardars' area at ranaom after lis ting  theae workers on the

basis of their nimbers. We had, therefore 36 woricers in our saaiple,

i*rfK4iit»tivito' naasureiagntt Originally we thought o f determining productivity 

by dividing the output ly the labour input, in m ill No.I We faced d ifficu lty  in 

applying this prLnciple. This is because each line is  used to produce a nianber 

of varieties o f cloth of different tjiaUty and of different sizes. The yam which 

is  the Material ii^ut is  also o f d ifferent varieties, Althougji the looias under 

investigation in this m ill ware installed at the game time and are of the same 

origin, their capacity is  different. There are two types o f loans, namely, broad 

locms and single looms. The labour recjuiremaats o f these two types o f looms are 

also dilferent since different quality ana different size o f  cloth require d if- 

f  ertfxt time for production. Therefore^ productivity in terms o f output per unit 

of labour input was not conaijaered cotaparahl*.

In the face o f this d ifficu lty  we attenpted to use the standard output 

estimates prepared fcy managaaent. On the basis o f ejqoerience, aanagemait has made 

estimates o f what should be noriual output fo r each type o f cloth. These astiaiatea 

were made by a/ijusting the InLemational Standards according to the conditicms of 

their own m ill. The conditions which management ccnsldered in arriving at their 

ejqiected efficiency levela included riormal breakage o f yam, humidity, stoppage 

of machines due to mechanical troubles, e^erience of the workers and auperviflory 

people in this new industry in Pakistan,
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We obtained the stand&rd and tho actual output for eight v e^ s  ol' May and 

Jme 1966. iSLght week period was taken to cover the four wedc changes of vicrkeH 8 

autjr scheduIjBa betwetfi the f ir s t  &nd the second atilfts. Vie adjusted the actual 

output against contajoin&ting factors which are considered to Influmce output.

The major contaudnating factors, according to manageraant aW workers, include 

in ferior quality o f yam supplied, interruption in power simply, mechanical 

trouble o f machines, etc. On tfi(|aiiy i t  was found that there was no interruption 

in power supply during the months of and June* However, even when there is

an intern^tion in power supply, i t  a ffects a ll woricer* s alike. The saaie is  

roughly true for quality of raw material svpplied. I f  the entire s i^ ly  o f yam 

is  o f in ferior quality duo to low quality o f jute ixurchased by the ccaapany, efvery 

weaver is  affected almost alike. In ferior quality yarn due to  manufacturing 

defect Jn spinning may affect a particular inaividual njore thsJi others but such 

s^jply is  fo r  a short while oiily# maximuu being for 2 to 3 ‘iay®* ^>ince we 

have taken a sanple o f 8 weeks, managem«it fe lt  that the disparity o f effect on 

different worker^ would be negligible. The quality control department takes 

random samples o f id le  looms every day due to a l l  possible causes. These causes 

include warp breekige, warm beam out, weft breakage, eopty Bagaaine, shuttle 

smash, selvedge breakage, mechanical trouble, tying on, bad bom picking, tom 

check stral, caub lea f tying, quality changing, waiting shuttle, bad picker etc. 

Besides, the weaving department i t s e l f  keeps records of loom stoppage extJeeding 

one hour fo r which mechanics from the mechanical engineej^ing departntent have to 

be called in . H «oval or coirection o f a ll troubles except mechanical troubles 

is  a responsibility o f the line aardars.

We adjusted the standing idleness o f machines fo r periods exceeding one 

hour. Therefore, the difference in the productivity l « r e l  in  different lines of 

the sardars a fter the above adjustment is  assumed to reflect the experience.
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ablUty, and viUlingness ol' voikers^ aiKl the ab ility  o f tl:» line sardars to 

adjust the machines and their capacity to handle their sub<»^linate woxicers.

Therefore, the difference between the actiial prodxjction and standard 

eatlmates as'adjusted by U3 is  a function of the efficiency and e ffort o f a line 

aardar and his subordinates. This is  the considered view o f management.

Difference In looia tuning capacity among line sardars Is  possibly natural 

in the prevailing systeci. idne sardars are selected from among the badli (re- 

lievingj sardars. A baftUi aardar (also called daiJy sardarj is  one vho is  put 

Irt charge o f the line »4ien the regular sardar i s  on leave. The badH sardar is  

usually the beat among the workers o f the particular line. But while selecting 

the line sardar the basis of cc»isideration is  the whole Tueavlng department.

Hence w henever a  vacancy a r i s e s ^  n o rm ally  th e  s e n io r  inost among t h e  b a d l i  s a rd a r s  

g e t s  the chance f o r  p rom otion .

The s e le c t io n  of l i n e  s a ru a r s  i s  made th rou gh  a  Committee composed o f  the  

la b o u r  o f f i c e r ,  s e n io r  A s s is t a n t  to  th e  m i l l  and the s e c t io n - in - 'c h a r g e . Th* 

s e le c t io n  d e c is io n  is ,  how ever, s u b je c t  t o  th e  fo rm a l a p p ro v a l o f  th e  i 'lw iu c t io n  

m anag®*. "nie committee c o n s id e rs  the fo l lo w in g  f a c t o r s  in s e le c t in g  Una s a r d a r s i

(a ) Seniority and length of service

(bj Sfficienqy

(c ) Conduct i .e .  behaviour with other woiicers^ line sardars and 

si^eirvisoxy people,

(d) Lsaderahlp quality i ,e .  capacity to handle a group o f lO-l2 weavers.

There is  no arrangement fo r post-selection training of the sardars, 

Manag^nent assumes that he has already got the necessary training through work
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as weaver a «l badli sardar. Th« intareat of a aarciar and his workers in greater 

output is , however, subject to the following disqueiting factor. The productivity 

leve l lo r  each worker in a line, aa w* mentioned elsa^here in thia report, is  in 

effect the average of two workers' efforts. In thia m ill, a3 stated already, a 

worker woxka ten hours in two breaks o f five  hour̂  s’ each, with a gap o f five  

hours in between, Vvhaa a worker under one lin e  sardar leaves his loom after f iv e  

hours, his output is  not measured iiomadiately. Another worker under another Hm 

sardar coaes and starts production in the same loom with the unmeasured work 

during the next fiv e  hours. The process is  repeated for the next tm  hours for 

the same pair o f workers. The output is  measured at the ena of the second sh ift 

covering the total o f 20 hours. The output is  averaged and each woricer is  credited 

with half of the combined output. The sardara of the f ir s t  and the second shifts 

try to pair their workers accoisiing to their capacity so that a sure effic ien t 

worker o f one sh ift Uoes not lose ky being paired with a less e ffic ien t worker o f 

the other sh ift. Inspito of this e ffo rt, some discrepancy reportedly occurs in 

the relative elficiency levels o f the two vjorkers. Our discussion with the line 

suruars s^lectei by us le f t  the impression that the diffareaace is  not usually 

jiiore t l ^  fiv e  percent.

Accuracy of productivity fiituresi The actual production o f each work group 

was converted into percentages of the standards fixed for them and this Was taken 

as their productivity level. The six groups were th «i ranked on the basis o f 

their prouuctivity. iiowaver, we aid not have the r'esource to examine the accuracy 

of the standards fixpti by management. We, therefore, resorted to an indirect 

methoa of checking. We obtained liie wedcJy wage b ills  paid to the six woric 

grox^s under the piece rate o f wage payment, and ranked them again. Since work 

schedules fo r workgroups are changed between shifts every four we^s, we took the
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productivity level and wage lieval for a period of 8 ^eeks covering U xeoks o f day 

a^tiftsarti i* wedcs o f night sh ifts, however, tha relative i^osition o f the six 

groups ranked according to productivity Qid not change when ranked on the baaie 

o f wage b ills , therefore, accepted the ijpoauctivity level ao accurate for

the purpose o f our study,

InveBtiKation in m ill No.2; There are l67 frajnes with 16000 spindles in 

the ginning departiaont o f m ill Wo. 2 in which investigation was started a ft«*  

udll No- t. These frames are worked on the basis o f one worker for one frame. 

Production is  carrieu on in two shifts of 10 hours each. The shifts are known 

as  ̂ stiift and B shift. A sh ift starts at 6 In the aoming and continues for 

6 hours u n  12 A.rt. «ath a break of 5 hours i t  starts again at 5 to finish 

at 9 P.M. B sh ift in the saiae way has two parts, the f ir s t  part is  between 12 AJ4. 

and 5 P.M. and second part between 9 P.M. and 2 A.H. Work schedule for both workers 

and si^ervisors are changed betweea shifts every U weeks. As per our in it ia l 

decision to study one aepartoient in the la ill side o f juLe launufacturing, we selec­

ted spinning for our study in this m ill IJo.2 as against weaving in 3n ill  No.i & No«3* 

This departn«it satisfied another criterion o f ours originally laid dcwn, namely, 

a dqjartfflffit p^ing its  workers on the basis o f time rate. In this m ill spinners 

get time wages. The time wages are guiaed by the minimuni wages as la id  down by 

the Minimum Wage Board. Management, o f course, has set up a jsinimum output lervel 

which a wozker mu3t produce in order to prawant his discharge.

In the spinning departm ent the ou tput is  y a m .  The ou tp u t i s  regularly 

W eighed for i n o iv id u a l  w o rk e rs . Managecient ttec ides what a sp in n e r  sh o u ld  produce 

on the basis o f  the q u a li t y  he i s  p r o d ia in g .  Relevant factors co n a id a red  in 

c a lc u la t in g  the stan d a rd  a r e :  T .P .M . (T w is t  p e r  m in u te ) and rt.P .M , (itcund p e r  

minute).
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There i s  an attempt to stimulate greater e ffort on the part o f the spinners 

ev*i mder the time rate. Average output of a particular workgroup is  takai for 

the pajment o f time wages. I f  the average of a vorkgroi^ exceeds the standard 

fixed fo r  i t ,  extra reimma’ation called “Efficiency Bonus" is  givaa to i t ,  each 

woi^er getting his share, i f  any, accoraing to his own output.

In the spinning departaiwt there are l6 line sardars fo r  both the shifts.

We airang^ the nsatf o f these people according to their nuBibers and selected 

6 out o f them at random. Itork of each sh ift is  supervised ty two supervisors.

Since the duty time of workers and supervisors are changed evoiy U weeks, each 

woik grot^ is  under the same supervisors fo r both parts of its  10-hour work day. 

Above the ai^erviaors there is  the shift-in-charge* The shift-in-diarge for A 

sh ift is  called overseer.

The e ffic iw cy  rate fixed fo r  each quality o f yam is  subject to  contami­

nating errors lik e  bad quality o f ra>i material, machine stoppages due to mechani­

cal troiiales etc. I t  is  adraitted by both workers and si^perviaors that in case 

o f bad raw Material an)pJy i t  affects a ll spinners alike. Since the equipment in 

this new industry in Pakistan is  quite new, mechanical disordors are not too 

many and are of minor significance only, Beeidea, maintenance people are always 

ready for maintenance work. We made a check with the maintenance d^artiisnt about 

icilan^a of machines handled by spinners unuer our study and made adjustmait of 

the expected production level accordingly, l^e obtained tjie actual output o f the 

six  work groins in units (weight In pounds). but the leve l o f output o f different 

work groupff is  not coB^arsble. Some groins work with F.L.C»b. variety o f machines, 

while others woric with Hackie variety. Again within the Mackie variety, gome 

work with ilackie and some with Mackie U * l « g t h  o f threads, and efficiency

leve l e}q>eoted o f weft yam and warp yam are also diifercnt. Therefore, the
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etandard output expostwi waa used. This atattiard waa set to deternlne the 

amount o f efficiency bonus. The rate was fixed with refer€nce to type of 

yam produced and the type of machine used, Since output of differeait woxkers 

or workgro»4)a was not confiai'ablef the efficiency bonus palji was takw as & 

measure of productivity, Âa in other m ills productivity figure was taken for 

a period o f 8 wedcs. Xt appeared that one groi^p wa# Just at the standard and 

received no bonus while the other fiv e  groups received bonus of varying 

amomts.

AB t o  th e  C ontam inating f a c t o r s  a f f e c t in g  p r o d u c t iv i t y  o f  woJrtcers, i t  

i s  th e  f e e l in g  o f  both  w o rk e rs  and management th a t  b a d  su p p ly  o f  raX  m a te r ia l  

o r  in t e r r u p t ic n  i n  pow er su p p ly , a f f e c t  a l l  s p in n e rs  a l i k e .  A cco rd in g  to  

w o rk e rs , g a ro a rs  and s u p e rv is o r s ,  the  o n ly  s i g n i f i c a n t  m a jo r  contandjoating  

f a c t o r  i s  the m achine i t s e l f .  A lthough  th e  m achines a r e  o f  th e  same age  ana have  

the  ftawto o r i g i n ,  t h e i r  p re se n t  c a p a c ity  i s  n o t  the same due to  d i f f e r e n c e s  in  

th e  degree  o f  c a re  ^ d  a t t r i t i o n  g iv en  to  than  ty  d i f f e r e n t  s p in n e rs .

He personally inspected each machine and asked the line sardars and the 

st4)erv i3ars to grade the machines on the basis o f their capacity. There were 

four grades i . e .  A, B, C aixi D with nuaerical values o f i* to i .  Average grade 

o f the six  grov?)3 did not show any s iy iifican t difference among the s ix  work 

groves.

in H ill No.3i The invesUgatlon in M ill No.3 was conducted 

aftffl* the complfjtion of investigation in M ill Kos. I and 2. K i l l  No.3 '*as relat- 

tively  a qmaii mill with capacity o f  351 looms in the weaving department which
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fomed the area of inveatigation in mlH No. 3. Tliia m ill went into production 

in 1956 ana hence had a^qrerlenca i’or 10 ^ears. This m ill is  aituatsd in the

outakirt o f Dacca, the provincial m atrt^ l o f iiast Pakistan, This m ill xas pione-
by

ered/a fasdly groi^ belotiĝ Lng to the Marwari Cojnmunity vihich is  one of the leading 

businesa coraraunitiea of the Indo-Pakistan 3vb-contin«it, Aa is  true for other 

privately ovined ai»l privateJy managed jute m ills of East Pakistan, the Pakistan 

Industrial Uevalopnent Corporation (PIUC) was one of the sponsors o f this jute 

s till. However, managciaent o f the o i l l  was entrusted to  a Board of Directors 

consiatlng o f 5 manbers, four representing the private industrialists and one 

representing the PIUC. Of the four menbers representing private capital two were 

Maiv^aris of which one having the predominant proportion of the shares acted aa 

Managing Director or Chief lijcecutive. had fu ll control about policy matter® 

and internal management of the company. In 1965 i t  was revealed that the Kai^ging 

uirector neglected hia duty as the chief EScooutive and got mixed In anti-social 

activ ities . This prompted the other major stockholder, nameiy, the EPIDC to take 

over the administration o f the m ill in pursuant of the resolution passed in the 

meeting o f the ordinary diareholdars, Obvioualy this jute miU is  an EPIDC 

concern now fo r  the purpose* of general admin 1. atration. ^IDC haa provided the 

ke(y people to man the o iill.

According to the preaent manager, this is  an unbalwced jute m ill. The 

earlier oanagcsiant started tha m ill with a capacity o f 2^0 I ogbis, This waa 

later on expanded to 351 looms but without corresponding expansion in the support­

ing processes lik e  batching, beaming, spinning etc. As a result, the weaving 

departia«t now works two stiifts whereas spinning, beaialng, etc. work three shifts 

in order to feed the weaving departiaent.
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This mj,l l  used to work 7 tiays a week, the workers are entitled to one 

day o ff as weekly holiday under the tenas o f the FaPtories Act* The m ill manag®- 

aent used to ai ĵlojr thewi on Simday at doxitle the normal rate treating i t  as over- 

tlBie woik. However, recently there has been sevwre shortage o f d-ectricity in 

the province and Govemiaaital authorities imposed ' lationing’ over the use o f 

elaetricity. Hmoe there is  no overtime now and the factory works only six days 

a week* However, the 8 hour normal sh ift time is  broken down into two periods,

A3 a resull shift A starts at 6 A*M, in the morning to continue t i l l  11-30 A.M. 

whai the B * t f t  starts. The B shift continues ^pto 2 P,M. whan A shift starts 

again and f in i* e s  at i^30 P.M. B shift works it s  Second part from 4-30 P.M. to 

to P.M. The Bilift t ia « for workers charges every two wedts. The sh ift time for 

supervisors also changes ev«ay two weeks but th«y work 8 hours at a stretch, namely

6 A*M. to 2 P.M. for A sh ift supervisors and 2 P.H* to 10 P.M. fo r B sh ift sx^cp- 

vlsors. Obviously every day a particular worker comes under the influencs of two 

supoinrisors. The situation is  the same as we have observed in m ill No.1 .

The weaving departBwnt is  run by two shift-in-charE®s» oiie A shift 

and one for B sh ift. They report directly to the m ill manager who is  the pres<nt 

top administrative head of the m ill. Each of the siiift-ln-diarg8»  is  assisted 

by two sv^jervisors. As in other jute mills> the supervisors rvn their shows 

with the help of line sardars. In the weaving department there was a tota l o f 

24 line sardars. Each having the charge of one line of the looms. We selected 

at random six out of these 24 lines fbr the purpose of interview. We had^thwe- 

fare,siit si^erviaors and six line sardars in our sai^)le of supervisoiy people.

In the six line that we selected for investigation there were l23 weavers and 

we selected at random 43 weavers on the basis o f our original criterion, namely, 

one-third o f the workers o f a particular group subjected to a nlnlniuni o f sis 

from «ich group. Therefore^we interviewed a tota l o f 57 people in m ill No.3 a»
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eoapsred to 5k in m ill No. I aal 50 in JOiU No. 2. lihlike other adlls, the prodtie- 

tivitor level of the six linee vae detemtined bjr taking the actual proctuetion of 

the weavers fc»* a period o f tdghi vte^e preceding the d»te o f Inveetlgatlon.

Gtenwal findingat Age structure t A» e ffo rt wm oade to deterain® the 

relative age level of woikers, line sardare and suiiervleors. Thie Is  sliow 

beioM 1

Category of people K ill Ho. t H ill Ho. Z M133. No._3

Woikers 30.9 a&.5 30.18

Line sardare 35.3 37.3 ii4.50

S^)«nrl8ors 27«7 33.2 35.®3

I t  appaara that in *111 Wo. 2 and a i l l  Ko, 3 worfcere are youngeat in age coo^red 

to their line sardars aod auperviaore, but in jx lll 1 lb Is  ^ e  aupervioor* 

vbo are Junior In a^e. The lin e  sardars are, ho«<ever, oldest In age In a l l  the 

three jute a ll la .  The hit^»r age o f line aardaro over the workers Is underst«i<t- 

able since tlie lin e  sardars are seleated from among the workers on the basis of 

their sen loritj and esqperience.

The si^flrvlaon who oontrol the activ ities  o f the line sardars ate Junior 

in age to them in a ll the three jute M ills. One possible soiplanatlon for this 

Is the laok of upward nobility on the part o f the line aardara to the position 

o f sv^ervlaoi« through promotion and the appolntnent o f  High School and College 

graduatis dlreot in supervlsozsr positions. The relatively /ounger age of 

supervieors in n l l l  lio. t coupared to the other two is  due to the stqjervlaoqr 

training progranunes of the ad ll. In which younger graduates are attracted.
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In a l l  the a i l ls  the line sartiars have greater woric eaqperienc# than the 

workers below and the supervlsoi's above. One explanation for greater >iork 

s)q}erleace o f line sai<iara compared to vorkers under their si^ervlaion is  the 

v^uard mobility of experienced workers to the position o f line sardare through 

promotion. The relatively lesser ejqperience o f the supervisors as coa^ared to 

that o f the line saruara is  due to the direct recruitment o f H i^  School and 

Collage graduates to supervisoiy positions rather than promoting line sardars 

as superviaors*

Soctfil badcgrovgid; An attenpt vas made to detemLne the social background 

of workers, line sardars, anu supervisors. This was done by taking the occipa- 

tion of the father of these people. Mother's occi^ation was not considered 

since aiiaost a ll the mothers^in general^in i i^ t  Pakistan are housewives having 

no other gainful occupation. The table below shows the uependmce o f the ii^thers 

o f these people on cultivation :

Category of people. M ill Mo. 1 M ill tio. 2 M ill No. 3

Workers 77i& 75̂ 4 16>>

L in e  s a rd a re  50% 50^

Svpervisors 12̂  l6> l6jS

I t  sesMs that the largest majority o f workers come fnm agricultural 

families. The proportion of line sarciars cotaing from agricultural families is  

not that big. X'he other occi^ations practised bgr the fathers o f the line 

aardars include petty reta il business, v illage handicrafts, and primaiy school 

teaching. Fossibiy such social background has provided the line saiuars with 

leadershijp qualities and econoioic atlmuXation that have helped them to rise 

above the leve l of workers to becom.e line sardars.
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I t  893ms that only a sioall pi^)portlon of tha stfjaivisors come from 

agricuitxirul families. Their fathers are either the former renteers (amall 

laaidiord) or petty businessmen or school teachers or a fflce  clerks. Apparently 

the supervisors are from a socio-economic background (juite distinct frcza th&t 

o f the sardars swi the workers under their control. *-

*  Our analysis o f siperviaors* thoughts, feeUngs and inpresaion really does 
l i t t le  deep psychological probing Into their personality but concena with 
their normal contact with people and ev«ita. We thou^t that this would 
provide us with a reasonable reflection of their personality.
Gf, Smith, Bruner, White et a l (Harvard Psychological Clinic J,

"Opinions and Pereonality”. John Wiley and Sons, Toric, 1956.

"One gains rich in s is t  into the functioning of personality by considering 
not only the do^ (J(ynamlcs, but also the leve l that is  closely in contact 
with events in the world" (Page 80).
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TAflUUTlON and ANaUS]^

DgrmiNAllTS Oi-' PRODUCTIVm; AS already stated, this study covered eighteen 

workgroups in three Jute ffllUa, six in each. The method o f confuting prouuctivlty 

has already been described. After the ascertaliment o f prouuctlvlty o f each gmvp, 

the six work groins in each of the jute mills were arranged in order o f their pro­

ductivity, The top three groups o f the ranking were taken as high-producing woric- 

groups and the bottom three were taken as Icw-produclng grotcis. The avarage produc­

t iv ity  level o f  the high-prociucing groijpa were deducted frcm the average productivity 

level of low-producing groi^is. The difference in avei’age productivity o f high- 

procLucing groups and that o f IcM-producing groups was subjected to t~test separately 

for each jute m ill. The value o f t  was found significant at 5 percent level of 

confidence for m ill No. I and m ill J'Jo.2 and at 2 percent level fo r m ill No,3 ,' Our

analysis a£ auperviflion and productivity now starts with the clasaification of work-
2

groups into hi^-producing anu low-producing as ejqjlained above.

I t  is  believed that we can not daeignate objectively the acts o f a supervisor 

as deoocratic or authoritarian, considerate or inconsiderate without knowing the 

motives of the subordinates. I t  is  argued that i t  is  the subordinates' v i^  oi' the 

supportiveness from the supervisor that is  i m p o r t a n t . t w e  have alrettdy saan

1. t  worked at 2.9 fo r m ill No.l, 3*3 for m ill Ko.2 and 3,9  for m ill N0 .3 .
2. We used t test to flna the sigiiflcance, i f  any, o f the difference between the 

high producing groups and the low-producing groups on any variable, and corre­
lation between productivity o f each workgroup and it s  score on a*^ variable.
The degrees oi' freedom I'or t  teat was 34 for m ill Ho. 1, 33 for m ill Wo. 2 and 
41 for m ill No, 3 for individual woricers while the degrees o f fi*eedGm for 
correlation and also for t  fo r group productivity was 4 fo r a ll  the Jute m ills.
The theoretical values of t  at 5 percent leve l o f sigiiXicance for 34# 38 and
41 degrees o f freedom respectiveiy range between 2.042 to 2.021. The theoretical 
value o f r  fo r  4 d .f. at 5 percent level la  0.3114*

3 . Vroom, Victor H., Woric and Motivation, tel ley & i>ons, Inc, 1964, t̂ age 109.
4. Iiikert, Aenaia, Pattern o f Managem ît. op. c it .
5 . Stem, G.O. andK.S, Uloom, '^Kethods in Personality AsaessQOTt." Free Press, 

Gltancoe, IHincds, 1956. -  '^Ei^avior is  a resultant of transaction between 
persons and situation; both must be taken into account in attempting to predict 
a potential transaction". (Page 53)*
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hc» our respondent supervisors fe e l about thair supervisory style. New we w ill 

show hdw the acts oi’ these supervisors are vlm ed  the people working mdsr 

th«ii ana what style o f auperviaion they prefer.

STIL& Or' SUPatVla-iOM BY : In any stU(̂ y on supervision

and prouuctivity i t  is  f ir s t  o f  a ll necessary to deteimina what style o f super­

vision the woxkers really want instead o f trying to examine daiaocratic supervi­

sion* An e ffort was laade to study what type of supervision the workers really 

prefer. The re^onse of the workers on dfipocratje veraua tiuthoritarian super­

vision Was recoraed on a 2-item index on the 5-point scale. The f ir s t  item in 

the index was ;

"In 1̂ 7 opinionj a si^ervisor should be strong in disciplining people and 

enforcing company rules.”

'fhe second item in the index was ;

”A kind-hearted si^i^rvisor who mixes with his peopli:> in a frlecidly 

manner often fa ils  to get the woik done'*.

The av«*age score obtained on the above two itans was as follows :

category o f WorkKroups K i l l  Hq.t M ill Ho.2 k i l l  t̂o.3

High^roducing 6.94 6.72 7.31

low-proaucing 6.‘56 6.45 7.2?

In the 2-item index i t  was assumed that average score exceeding 6 would 

be on indication of preference for authoritarian supervision. Apparently workers 

of a ll  the three Jute m ills seem to have agreed to the proposition that a si^er*- 

vigor ahottld be a strong dLsciplinarian nncl that a kind-hearted supervisor f i l l s
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to get t>he results, fitit the difference in the score between the hlgb-prcxiucing 

aiwi the Icw-produclng groups was not sta tls tiea lly  slgnificiait

The attitude o f workers o i close supervision versus general st;^ervi8ian 

Was cbtained with a three-item index on the 5-poiat scale.

The items were :

1* '5Iany eis^loyees in our section slacken or lo ite r  when the supervisor 

is absent".

2. "In my opinion, a supervisor shouiki keep a watchful on what is

going on in his section."

3 . "ilan/ people are lik e ly  to oornndt mist^ea i f  they are given freedom 

to Work in their own way.«

The average aCore of u if fe r^ t  categorleB o f workers is  shown below;

Categorr M ill iilo.l M ill No. 2 M ill Ho. 3

High-producing 10.78 ii.OO 12.33

Lew-producing 11.78  12.55 13.23

In this 3~itera index i t  was assunied that an average score o f above 9 would bo an

indication of preference for close supervision. Judged from that point of via*, 

a ll  the work gro\4>3 in a l l  the three jute m ills seem to prefer close supervision 

although the degree o f preference by workers in the low-producing groi^>s is  

higher Uian that ol' the high-proQUcing groups. The differance was tested for 

significance. I t  appears that there is  no sta tis tica l significance for m ill No. I 

and jia ll Ho,2, although the direction of relationship seoms to be negative.

6. Value o f  t worked out at 0.5A tor m ill No.t, 0.^5 fo r m ill No.2 arti U.80 
for m ill Ko. 3 .
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But in aaill Ho. 3 the difference w«ia significant at lO/t level and the relation-
7ship w&a negative.

TYPE Qb~ SUPLtiVISlQN xiECalVBD Br THE WOHK£HS; I t  has already bean indicated 

that vorkers in a ll  the Jute m ills have preferred dose supervision. An a t t ^ t  

>«as nade to determine ho» the >iorkers actually perceived the type o f supervisLon 

they actually received from their si^jorvisors. This was done with a two-itaa 

indeK. The itema were a« foUdwo:

1 . '*Our supervisor always keeps a watchful eye on the work«*s for fear 

that they might slacken or atop working”.

2 . 'K)ur supervisor t îecks our woric thoroughly to see i f  we have daie 

our work properly and carefully".

The score obtained by the workers o f the various groups is  shown below:

tlat^ory of workgroups M ill No.1 M ill Ho.2 K i l l  No.3

High producing 8.17 9-1^ 8.43

low producing 6.67 9.l4 8*73

In the two-itan index i t  was assumed that aiy woik groi^ whose average

score wouĴ  exceed six  would be treated to have received close si4>ervislon rather

than general si^ervision. Apparently workers in both highrproducing the the 1 »

producing groups have perceived the sx^ervisoiy style they have received as close

supervision. But the dil'feraice in the score of the high-producing groips aivi

low-producing groins did not indicate any sta tistica l significance when put to 
8

the t  test.
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7. Value of t Worked out at -  1.20 fo r a i l l  Uo. I , -  0.28 for m ill Wo. 2, and 
-  1.68 for m ill Ko.3. Correlation between pr^uctivity  of each indiviaual 
workgroi^) and its  attitude toward the style of supervision was calculated.
The value o f r  worked out at -  0.19 for m ill Mo.1, -  0. 17 for la ill No,2, 
and -  0.52 for m ill l^o.3.

8, Correlation between productivity o f euch workgroip and its  percflption of the 
supervisory style i t  received was calculated fo r  the six groves. The value ol' 
r came to ♦ 0.04 for m ill i*o.i, + 0.11 for m ill No.2 ana -  0,51 for m ill No.3.
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PAY SaTISFaCTIOM; An effort was Dade to find out the degree o f satisfac­

tion of the workerB about their pay. This vas done with the help o f an one-iteia 

inaex, namely^

“Uonaidering my sk ill and e fforts , i  am satisfied with my pay**.

The score obtained by the workers is  shown below :

Uategory M ill tip. I M ill No»2 M ill Ho. 3

High producing 3*22 3*>7 1*62

Low producing 2.56 1.73 ^*32

^parently in MiU t«o. t there is  eocie difference between the high producing

groups and the low proaucing groups about pay aatisfaction, and the value o f t  was

significant at 10 percent leve l in m ill Ko.l. But in a i l l  *io.2 and m ill Wo.3

the value of t  was significant at 1 percent leve l showing that the 1 d« producing

workers were less satisfied abcwt their pay. Apparently workers who are more
9

satisfied with their pay produce more.

JOB S ÎCIHITY: An effort was laade to determine the job security fe l t  by

the woikers. This was done with a two-item index as noted belw  :

K "There are not too many disaiasals or oischarges in this section."

2. " I fe e l A can rewuin in tuy job as long as I  like,**

The score detained by the workers is  as follows : 

tJatggory M ill fJo. 1 M ill Mq. 2 M U  No>3

High producing 15.55 6.50 5-90

Low producing ilf.06 4.68 4*50

-  83 -

9, Correlation between proauctivity o f each workgroup ana its  satisfaction with 
pay was calculated for the six groups. The value of r camc to * .81 for m ill 
iio .j, + .93 for Bdll iio.2 and + .74 for m ill *No.3 that is  significant at 
4 df at 5 p^centy 1 percent and 10 percent respect!vel/*

The value o f t  came to ♦ 1.69 for m ill + 5.03 for m ill No.2 and
+ 5.30 fo r  m ill cio.3*
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The value of t  w&s found to be significant i'or a l l  the three jute millB.
10Apparsntly woiicera who fe e l more secure In their job produce more.

SUPEHVISOii&» iwyUKJCSt An effort «as mada to ascertain the relation 

between the influence a sipervisor hits in the organisation and the productivit/ 

of his group. This was done with the heJp of a two-itan index. The tNo items 

iMere as foHctws :

1 . *K)ur supervisor has considerable Influence in this organisation."

2 . “Our supervisor can help a worker i f  he likes because management 

aeldon turns down his recouimmdatioiis".

The score was as followo :

Categoiy. M ill Ito.l K i l l  iNip.g K i l l  Ho.3

High producing 4*16 4>21

iow producing 3,55 4.54 4-32

I t  appears that woikers in none o f the jute m ills perceive their supervi­

sors as influential persons. However, there is  no significant difference in the 

degree of influence of supervisors as perceived bj the workers in the high 

producing and low producing groups,*

C(JilPA.t<T SATISFACTION ; An effort was matie to study the relation 

between worker* s’ coMpar  ̂ satisfaction and productivity. There were two c[ue»tions 

on this. The fir s t  qpjestion was :

"A ll in a ll, I  fee l that this jute la ill is  a very good place to work” ,

)0, Correlation between productivity o f each wor ĉgroup and it s  perceived job
security w&s calcuiated for tlie six groups. The value o f r worked at ♦ 0,72 
for m ill No.t, * 0.75 for m ill *^o.2 and + 0,86 for miH I«o,3f that is  ̂ signi­
ficant at 4 d .f. at for ]a lll i<o.1 una at 5> for the other two.

*  By "influence" here we have laejint "re )̂ar\i power", not ‘'coercive pcawer". The 
regard powet- o f tiie suf>ervisors is  lijuited. One possible ejcplanation is  
the centralisation o f powers in upper management.
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The proportion o f  workers agreeing to this proposition were 50 percant for 

high-protiuoing groi^)S and 55 percent for low-pro<iucing groins in m ill So.1. The 

respective proportions for m ill No.2 were 6 t percent and 68 percent and that for 

js ill No. 3 were 29 percent and 19 percent re^ectiveV .

The average score for a l l  the workers were as foUows i

Cate/;onr K i l l  No.l MlU Mo.2 M ill Mo.3

High-producing 3*11 3.6l 2.52

Uw-proiiucing 3*05 3.50

Apparent^ tlie proportion of tliose agreeing as well as the average score is 

greatest in m ill »o,2 but the difference iu between the high-producing and low 

producing groups within the saise is  not statistica lly  significant.

The reason for this assertion on the part o f Uie workers tb&t a Jute m ill

ie  a good place to work in spit a o f its  being hot, dusty and n o i^  is  th rir almost

unanijnous feeling that ther cannot have a better place to i«ork els^here. Another 

possible extiilanation is  the feeling of gratitude for being given tho eaployment 

in the iirm In a labour-affiuent econcuQr,

Ihe second question on woiisers’ company satisfaction related to the pride

o f the worker, i f  an/, fo r being « 3ployed on thtdr reapectlve Jute m ills. The

question was :

“I  m  really proud that 1 m. workln>̂  in a .lube miU t,hts».

In m ill Iio.1 , 77 percent of those in high-producing groups and 50 percent 

o f those in low-producing groups agreed to tliis. As compared to this, the respec­

tive proportions ware 65 percent and 55 pi^rcent for m ill Jio,2  and and 10^ 

for Edll W0.3.
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Average scoro for a l l  category o f workers was j 

Cateftoiy. M in No.l M ill Mo.2 M ill No.3

lilgh producing 3.^9 2.52

low producing 3.17 3.09 2.18

Apparently in a l l  the three jute m ills workers in high-producing groi^a 

seem to have higher dagrae of pride in thtdr compaî y. The difference between 

higb-proaucing groups and Icw-^jroducing groi;5)s, ho«evor, was not significant. 

Ck>rreltition between prouuctivitar o f  each woi4cgroup and it s  pride was also not
n

significant.

WoaK aajUPS' SOUIaL COHSSlVaKigS; The relation between woric gross's^ 

social cohesiveness and their productivity was studied with the help o f a four, 

item indaou The itoas were as follows :

1 . ”People in our section are very friendly with each other” .

2. "People in our section often meet socially outside the Job (mixing

in CQBmon)".

3. *T:here is  very l i t t l e  griping and backbiting in our section."

4* *?eople in our section often come forward to help i f  any one is  in

d ifficu lty , financially or oth«rwiBe.“

The average score on these four items was as follows ;

CategoiY. M ill Hn.i M ill No.2 M ill Mo.3

High producing 7.3* 7.92 8,00

Low producing 6.11 8.25 8.27

-  86 -

II . Value o f r  caae to ♦ 0.43 for m ill Ho.l, + 0 .17 fo r mill No.2 and + 0.63 
for m ill Ko.3* The value o f t  came to ♦ 1.63 fo r  m ill No.1, ♦ .79 for 
m ill No.2 and * 1.64 for m ill No.3.

Dhaka University Institutional Repository



-  87 -

I t  Beous that tho extent o f social cohesivoiess is  highest In m ill No .3.

The difference in the score of the hlgh-prociucing groins and the law-^roauciag

groups Was not founa to be sta tis tica lly  significant Mhon subjected to t  test.

Correlation between productivity o f each work groi^ and i t «  social cohoaiveness
12

was fourw to be positive in ad.ll Ko. I but negative in m ill No, 2 and 3, Social

cohesivoness was chediced through another question on tlie nuB±>er o f friends a

woricer had within his woik group and within the company. I t  was assumed that

more fidends within the gpot^ rather than outside i t  was an Indication o f a
13cohesive workgroi^. I t  was found that o f Uie tota l friends a worker had In 

his jute m ill only a small proportion was in his own workgrot^.

IBQHK GHQUP TASK C0H5iiyiiNa.S; An e ffo rt was made to find out whether the 

high-producing work groi^ss have relatively h l^  task cohesiveness. This was done 

with a foiu*.lt(V index o f task cohesiveness. These four items were as follows:
ri

t. "People in our section always compllm^t each other whmenrer one 

does a good job,'*

2. "There is  a lo t o f mutual help in our section whenever one has a

d ifficu lty  in his Job."

3. "Whenever a new worker cones in our section, old moabers txy to help 

him in getting started."

4. "People in our section o fto i encourage each other to think o f  better 

Ways of getting the Job ctone."

12. Value o f r came to * 0.57 for m ill No.l, -  0.60 fo r  m ill No.2 and -  0. t6 
for m ill No.3* The value o f t  came to + 1.60 fo r  m ill No. 1 , -  .69 for m ill 
No.2 ana -  .29 for m ill ik>.3*

l3* lik ertf New patterns of Kanagoient. op. d t .  Page 36.

Dhaka University Institutional Repository



-  88 -

The averags score obtained by different groups o f workers Mas as foUaws;

Gatqgorr MiU No.1 M ill No.2 t l i l l  No.3

High producing 7.89 7-36 6,32

Low producing 7.05 6.57 6.02

I t  seama in a ll the three jute mlHa, low-producing groups have 1<»( ta ^
14

cohafliveness. The difference between the groups was not aigaificant,

PRt  ̂UOTlQM-OfllaNTATlOti i The productiQii-c^iteredneas o f ouijenriaory people 

Was studied through a 5-item scale. The firs t  item was t

•'Our st4)ervisor aJxa/a enoouragea ua to produce jaore."

In M ill No.1, 6 i,t;J of those in high producing groups and 72.2^ o f those 

in the low-producing groups agreed to tliia proposition con^ared to 77.7> percent 

and 90. 9% percent by -Uiose in the high-producing and Ic^prociucing groiips respec­

t iv e ^  in ffliU No.2. The propoHions in m ill No.3 ><ere 90.5 percent and 95>5 

percent re^ectivel/*

The second item In our scale was t

”Our supervisor is  always ready to help ua in our production problaus."

In a d ll Ho.l, 22.2$ of ttiose in hi<^ producing groups and 38.8>» of thos« 

in low producing groups agreed to tliis propoaitioti. As against th is, in m ill 

No.2, 55.5^ o f those in high pn>ducing groups and 27.2J6 of those in lew producing 

groups agreed that thoir sipervisors showed willingness to help in their Job 

related problems. The figures for B iill No.3 were 28.6 percent and A0.9 percent 

re^actively.

14. The value o f t  cane to * 1.42 for m ill No.1 , + t . l 7  for miU No.2 and + .44 
in BtlU Iiio.3> '̂ he correlation betwe<» proauctivity and the score on task 
coheaiveness for the aLx woikgroi^s was calculated. The coirelation was 
found to be at insignificant for miH No.1 (r  -  ♦ O.235) ,  m ill No.2(r • ♦ 0, i26) 
and m ill No.3 ( r  ■ + O.O14) .
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Tha third item in the scale was :

supervisor plans production and material flow so that there is  no 

stoppage o f woik".

In m ill No.I, 38.8j£ p e rc «t  o f those In high producing groups and 50tk 

percent o f  those in low producing groups agreed to this. In m ill No,2, 9U,h% 

percent o f those in high-producing groups and 63. 6̂  of those in low producing 

groups agreed that their awpervisor makes advance planning for raw materials. 

The reiepeotive proportions for a iill No,3 were 52.4 percent and AO.9 p«^:ent.

The fourth itan in the ii»iex was :

•'Our s^jerviaor aparee no one i f  he slackens and neglects to do his job".

In m ill iio. 83, 3^ of this in h i^  producing group and 94*4^ those 

in low producing groups agreed to this as against 50% and IOQ:* respectively in 

m ill No.2. The proportions for m ill No.3 were 80.9 percent fo r  high producing

groups and 63.6 percent for low-proaucing groins.

The fifth  item in the scale was ;

'\)ur supervisor is  vary particular about the quality o f the output.**

In m ill N0. I ,  iOO> o f those in high proaucing groups and 83. 3;̂  of those

in lo^ proaucing grox ĵs agreed to the proposition, while in m ill No,2, 94.4ii of 

those in high-proaucing groups and lOQji o f those in low producing groups. The 

proportion for m ill No.3 were 85.7 percent anu 77.3 percent reapectively,

iiowever, the average score for a l l  the workers was woriced out as follows:

_C;ategoiy Mil l  No. I M ill No.2 M ill No. 3

High producing groi^ i 6.6? 19.59 18.05

Lew producing groip 16.94 20.00 17,04

-  89 -
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Apparently workers o f a ll the higb-producing groijpa tma tha law-producing 

groups f « e l  that their suparvigors are production centered. However^the degree 

of productiorh-centarednesB cwi the part o f  the ai^jervisors in m ill No,2 ia  h ig i»r  

than that in m ill tio, 1 and 3, However, the difference in the score on produc­

tion centeredness in a l l  the jute m ills, between the higjh'-praduclng groins and 

ttie low-producing groups was not statistica lly  sLgniflcant. The correlation 

between product!vity o f each woikgrotp anu the perceived production-centeredness 

of its  uupervlaor was also not statistica lly  significant.^^

SUPijtViaOtS' atPlOlE&ORIia.’TATIOH : An attaopt was made to detennine i f

there is  any relation betueon the eioplagree orientation o f a si4)ervlsor as perceiv­

ed by tiie people under hia si^ervision and their productivity. There were four 

questions in the enployee-orioitation Index, These were as follows:

t. "Our supervisor goes to bat fo r us"

2. •'3ur supervisor ahowa friendly and sincere interest in our welfare",

3, "Our supervisor hears our coaplaints and grievances syg^atheticaUy

and tries to rauress th«m as far as he can”

k* "We fe e l free to discuss our personal problems wiUi our supervisor"

AS to (jpiestion No.l, namely. Supervisor®' gping to bat for the workers, 

only three out o f 36 workera in m ill No.l agreed to this proposition, con^ared 

to  two workera out of AO in m ill «o ,2  and four out o f U3 in min Ko,3 .

As to tjuestion Mo, 2, namely, friendly ana sincere interest in woricera' 

welfare, I t  pears that in m ill Ko.l, 33 percent of the tota l wozkera intei^ 

viwed agreed to this proposition, the percentage fo r m ill No,2 being 45 and 

for m ill W0.3 being 23-

15, Value of r caae to -  O.41 for m ill No.l, -  O.16  for m ill No.2, and ♦ 0,34 in 
m ill No,3. The value of t  caae to -  ,21 for m ill No.l, -- ,57 for m ill No,2 
and + ,88 fo r  m ill No. 3,
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AS to (^eatlon No.3» mtaely, p a ti«it  and ^ ^ a th e tic  hearing o f workers' 

complaints, 30 parcent of the workors in m ill Mo.t coiapared to AO percent in 

m ill No*2 and 23 percent in m ill N0.3 agreed to this proposition*

A3 to question No. 4* nmely, discussion of personal problfims Mith the 

Bi?)ervi3or, i t  eppearg that only 2 out o f 36 vforkers in mill iio.1, 2 out of i«0 

workers in mill No.2 and 5 out of 43 in mill No. 3 agreed to it .

However, the average score o f the workers grouped into high-producing 

and lo^-produdng is  indicated below :

Gategorr H ill  lk>.\ H ill ^io.2 H ill Wo.3

tiigh producing 8.78 7 .S9 7,6?

Icf  ̂ producing 7.39 8.27 8.45

I t  Was assuaed that an average score not exceeding 8 would indicate a low 

degree o f e^loyae oriontation and an average score exceeding 12 would be an 

indication c i' high degree of en^lo/ee-oriantabion. Apparently workers in a l l  

the jute mills perceive their supervisors as people having very low concern 

for thoo. One intexisting aspect of employee-centeredness is  that the score is  

higher for the high'-producing groins in m ill No. I but i t  is  the reverse in m ill 

Mo.2 ana 3 . However, the difference in score o f the high-producing groups and 

that of the lofci-produolng groiips was not statistica lly  s ig ilflcan t.

-  9t -

t6. The correlation between productivity ol' individual woricgrov ĵ and its  
perceived enpJoyee-orientation on the part o f its  supervisors did not 
indicate statistical sigpificance. The value o f r came to + 0.18  for 
miU No.l, -  0.42 fo r mUl No.2 and -  0.45 in m ill N0.3 . The value of 
t  was + .77 for JuiU No.I, -  .37 for m ill No.2 and -  .82 for m ill No,3.
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WQitKiaS' aGK DiSTiî j'imijT OF m)DUCXIVm : An effort was mda to

ascertain whether the age of the workers in the different work gixjups has any 

influaace on their productivity. The table below shows the age level of the 

high-producing and low-producing grot ĵs:

C atego ry  o f  ana ups K i l l  Ho. M i l l  K o .2  M i l l  fJo,3

H igh^prociucing 3>-ii4  26,78  32 .95

Low -producing  30.55 26.09 27.41

17The difference was subjected to t«test but no significance was found.

KXPfittlKhmi AS A DKTJiiMIHjiKT OF FiiOUUGTIVfliy : An attea^t was made in this

stu<^ to examine the coDuaon observation that cs^acity to produce more increases

w ith  accuntulation  o f  e x p e r ie n c e . One o f  th e  m a jo r  cau ses  o f  h igh  p ro d u c t iv ity  o f

id
the  In d ia n  ju t e  m iU s  i s  th e  a c cu a ii la te d  e x p e r ia ic e .  J u te  in d u s try  in  P ak is ta n  

i s  no** 15 yea rs  o2d and we e j e c t e d  to  f in d  h ig h e r  p r o d u c t iv i t y  aaiong the  more

e^qjerienced w o x te rs . The l e v e l  o f  e x p e r ien ce  o f  t h e  w o rk e rs  in v e s t ig a t e d  by  u s

i s  as  fo l lo w s  t

C atego ry  o f  g roup s MIIJL No.1 M i l l  Ho. 2 M i l l  Mo. 3

H igh -^ ro au c in g  8 ,2 7  8 .A 2  9 .9 5

i n t r o d u c i n g  7 -4 6  8 .5 2  8 .9 3

t-teBb dirt not indicate any si^ificance of the difference between bigh-proditfiag

g ro i^ js  and Icw -p ro d u c in g  g ro v e s  in  th e  m atte r  o f  e jp e r ia n c e  o f  ju t e  m i U  w ork .

Correlation between productivity of efich workgroi )̂ and its ejjperience also was
19not statJ.stically significant.

j7 .  V a lu e  o f  t  was + .3 7 8  f o r  m i l l  N0 . I ,  + .267 f o r  m i l l  N o .2  & + ^ 0 2  f o r  m i l l
N o .3 . V a lu e  o f  r  came to  + ,25 f o r  m i l l  « o . 1 ,  -  .4 3  f o r  m i l l  N o .2 and + .15
f o r  m i l l  N o .3 .

1 8 , The f i r s t  ju t e  m i l l  in  In d ia  w « i t  in to  p ro d u c t io n  in  t855 w h i le  th e  f i r s t  
ju t e  m i l l  in  P ak is ta n  staiM ied p ro d u c t io n  in  1951.

J9, V a lu e  o f  r  came to  + . 6 1  f o r  a d l l  i i o . l ,  + ,3 2  f o r  m i l l  f io .2  and + , 2 3  f o r  
m i l l  1^ . 3 .

-  92 -
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P J S tC S P T lO N  S U P B ttV lS O R S  A N D  U M K  S A S D A ftS  A B O U T  T H E I H  S U P K i y X b O a C  f l O L g  :

An effort Mas nade to stu^y hoM st4)ervlsors and Una s&rd&rs foel about their 

role tn the organisation. This was done %>lth the help of sin 3-itom Indeoc on the 

5-point scale. It was assumed that ai^ supervisory personnel scoring 24  to 40 

points would have high autnorltarlan personallt(]r. Tablje bel^u shows the overall 

score of supervisors on the authc«*itarian personality Index.

Scar^ Mill No.l Mill No. 2 - K ill l̂ o.3

Average 35.5 35.1 36.7

It appears that suparvlsoiy people in a ll the Jute mills possess authori­

tarian personality. The iten-wise b̂ oak-̂ oMn of the supervisor's perception 

Index is indicated below :

Items M U  No.l Hill No.2 Mill Mo.3

1. VfOj4cors are anherentiy lazy and try to 
avoid work i f  th ^  canl ‘

4.50 4.00 4.16

2. AS a supervisor, aiy only concern is  to get 
the woric done, not to bother about worker's’  
feelings and sentiments.

t r 3.37 4.16 4.33

3. I f  workers woric more and t a lk  less every 
bocfy Would be b e t t e r  o f f . 4.50 4.33 , 4.33

k* A l l  workers want is  bread and butter 4.62 4.t6 5.00

5. Workers only do what, ^hey kiave to do; hence 
a supervisor should keep his people bu^ and 
give iBore work Uian they can usually do. 4.37 4.66 4.33

6* The level of intelligefice and sense of 
responsibility of workers here ow ao low 
that a  si^ervisor camiot rely on them to 
work of their own. 4.75 4.50 4.83

7* One su re  Wtgr to get production i s  to watch 
W orkers closely am check in details. /*,87 5.0C 4.83

6. The olQ pi*overb "spare the rod, spoil tAie 
chilli" is  applicable to working class. 4-50 3.83 5.00
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Obvioualjr the sard&ra have indicated authorltariaa attitude on a l l  the 

eight itaas except jLn item £io.t in la ill blo.1  •

Pttassifaii FOR PitOUUCtlON ; The high authoritarian attitude indicated bgr 

aupenrisory people may be a function of their general social conditioning or 

the result oI pressure ajcsrtad on thea fixm above for greater production. An 

e ffo rt Has made to sturiy the pressure on the si^erviaora. This viaa done by 

observing the mov^nent o f production managers of both the raiUs. It  wae found 

that the production msaagers invariabljr moved on the shop floor at least once 

during each sh ift o f operations. This is  a psurt o f their nonotil woiic schedule* 

The gatiaral managers also come down to the shop floor occasionally, particularJly 

when production goes down. Production managers indicated that their v is its  to 

the production areas make the supervisors and workers a lert, A significant 

proportion of the workers intervi^Hed by usj observed that pressure for greater 

production on them comes mainly wh^ supervisors are worried tysout instructions 

from production managers anu general managers.

I , In adaition to our observation, we obtained a five-item index o f pressure 

on the supervisors. one obtaining a score o f 15 to 25 was assumed to have

been subjected to high pressure. Table below shows the average score, obtained 

by supendEJors,

Score « i U  No. 1 MiU No.2 M ill No.3

Average 20.l6 20*30 22* l6

I t  appeai« that supervisors in a l l  the threa m ills are under pressure 

from above for higher productJbn. Xtem-wise break down is  shown below i

-  9 5 -
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Obvious^ the aardars have indicated authoribarlaa attitude on a l l  the 

eight items except In item No.1 In m ill No.1.

P t i a s s i l t f i  F C ft P iiO U U C T lQ N  : The high authoritarian attitude indicated 

supervisory people may be a function of their general social conditioning or 

the result o f presawre ©xsrted on them fixwa above for greater production. An 

effort xaa made to stwly the pressure on the supervisors. This was done by 

observing the mov^nent o f production managers of both the o i l ls .  It  was found 

that the production maiagars invariably moved on the shop floor at least once 

during each sh ift of operations. This is  a part o f their nonaal woric schedule. 

The general managers also come down to the shop floor occasionaUj', particularly 

when production goes dovn. Production managers Indicated that their v is its  to 

the production areas make the supervisors and workers a lert, A significant 

proportion of the workers interviewed tij us, observed that pressure for greater 

production on them comes mainly when supervisors are worried about instructicms 

frcm production managers anu goaaral managers.

In addition to our observation, we obtain^ a five-iton index o f pressure 

on the superviaors. Ajv one obtaining a score o f 15 to  25 was assumed to have 

b e «  subjected to h i^  pressure. Table below shows the average score, obtained 

by supervisors.

Score M ill No. 1 M ill No.2 M ill No.3

Average 20,i6 20,50 22.t6

I t  appears that supervisors in a ll  the thr^a m ills are under pressure 

from above for higher production. IteuHwise break down is  shown below i

-  9 5 -
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Itama M ill Ko.l H ill Ko.2 K i l l  lio,3

1. Kan&gei&etit o£ this company know cuUy oua
thing} nswely, production. i^ l6 4>l2 4*66

2. >17 boss w&nts loe to supervise the workers
closeJf to get inore production. 4*5^ 4*12 4*33

3 . My boss thinks that X should go strictly  
according to his instructions, rather
applying lay own way, 3,66 3.25 4*t6

4> ^  bora feela that people are inher^tly
laz/ bnd w ill  avoid work i f  they can. 4.33 4.12 4*33

5, I  am a3>ays under presauro-proauction 
manager, goieral ntafiager etc. a l l  press
me for production, 3.63 4.50 4,16

Scores o f supervisors on pressure may be compared with the pressure on 

the line sardars obtained on the same six iteas. This is shown below :

Score h i l l  «o.1 m i l  fio.2 H ill ij6.3

Average 20,66 22.16 22,00

Apparently pressure ejoerted on lin e sardars is slightJIy greater than 

pressure exisrted on the si^ervisors in m ill No.l and m ill No,2, Evidently 

pressure exerted on si^orvisors from above gets transmitted below as a natter 

o f course.

what m )? i£  iSXPECY TO OUr OF THl:.Xit JOBS; Any study on supervisory 

behaviour ahouH consider what people realJy want to get out o f their jobs. An 

effort was made in this study to determine the eiqpectation ol' woiicers, line 

S ard a rs  and supervisors. This was done with the help o f an j£:ipecta.tion Index. 

The Index consisted o f six it<sns for the supervisors, four itaos for the line 

sardars and ttiree i t ^ s  lo r  the workers. In it ia lly  the s ix  iton Index as used 

for the si^ervisors was desiaied for a ll  categories o f people, iiowevor, this

-  96 -
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was changed b j aropping a few items for the line sardars since during pre-

-  97 -

testing i t  was found that a l l  the six itaras were not fu lly  relevant fo r line

sardare, Besiaes, line sardars were observed to ejqperience d ifficu lty  in

CQDiprehending a six-item Index of ranking. Table below shcMs the expectation

of supervisors.

Mean ranking
Ite t^ H iU  IIo. 1t. Fdll Ko.2. M ill No.3

1. Higher incc»3ie 5.25 3.83 4.50

2. Job security 2.50 3.00 3.16

3, Ohances for promotion 2.87 2.66 4* t6

4, Power and authority to deal with 
subordii^ate people. 2.25 3.16 1.66

5. U>od behaviour from boss. 3.50 3.33 3.16

6. Information about comparer policies 4.75 5.00 4.33

I t  appears that in miiJL fio. 1 the preferences of suporvisoiy people in 

order of preference are: ( l )  Power and authority to deal with people (2) Job 

security ( 3 ) Ghanoes fo r  promotion Good behaviour from boss ( 5 ) Information 

about compaxiy policies ( 6} High incomes, As cca^ared to this, the si^ervisory 

people in m ill Uo.2 iiiuiciited a different order of preferences. Thes« people 

preferred most chances for promotion. In m ill ilo,3 the most preferred thing 

Was power and. auLiiority to tteal with people. However, a ll the gn>i?)S of sx^jer- 

visora have shown almost same order o f prtsference for job aocurity and good 

behaviour from ttie boiis. Power and authority to decil with people have been 

ranked f ir s t  by supervisors of m ill iso. I and m ill No,3 end third by the supervi­

sors o f m ill Jio.2,
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The e^actfttion o f line aardars is  shoun beloM ;

Kean ranking

2.66 2.00 2.00

2.33 3.00 3.00

2.33 1.66 2.00

2.50 3-33 3.tX)

ItanB M in Mo. 1. MiU Mo. 2. H iU  tlo.3

High inccms 

Job security

Pofwer ana au t^ rity  to deal with people.

Good behaviour frojn boss

I t  appears that in m ill Ko,2, line sardars give top priority  to power 

and authority. Ihe same is  true for the line sardars in raill No.1 and ndll 

^0.3 ejseept that line sardars in m ill No.l have indicated equal preference for 

power and job security while the line sartiars in m ill Ko.3 have aliown the 

aams orcU*r o f preference for power and high income.

The explanation fo r relatively  h i^  preference fbr power and authority on 

the part of lin e  sardars anu supervisors is  that i t  is  considered as priioary in 

that the other iteas w ill follow from power and authority, uiscusaions with 

these people le f t  the ioE4)res3ion that they seek power not fbr the sake of power 

but as a tool o f getting woric done. I f  tixey get production, they get income,

>Db security etc. else the threat of discharge or demotion is  always there.

We may now turn to the e;tpectation o f the workers. This ia indicated below:

î êan ranking
Iteos K i l l  No. 1 M ill Ho.2 M ill N0.3

High pay 2.25 1.82 1.93

Job security l.?7 2.25 2.02

Good behaviour from boas >.77 1.92 2.05

I t  ^pears that workers in lo ill '̂̂ o.l have assigned top preference to good 

behaviour from the boss while those in udll No, 2 and m ill lio,3 have assigned 

tcp priority to high pay. Job security has been assigned second preference in 

m ill ho.1 nnd m ill No.3 but third preference in mill No.2, Further analysis o f 

the data revealed one important e^qplanation fo r rela tively  lower ranking for 

security. I t  was founa that workers who wore confirmed in their Job thought less 

about security than thosu who were working as tec^oirary hands.
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QHaPTKR -  VI 

FINDINGS AtJD UOHCLUSIQNS

WHKEHiia DiiHOGH/̂ HIC CHAHACTiitil&TH  ̂ Oi- THE WQctKGHOlJP MiiHBKlS AFFiigr 

PttQiJUC'i’lV in  ; Tbare £ire senrei^l deoographic factors whltdi are conaldjered in 

any stuc|ŷ  o f ijnduatrial work ftarce. These factors incluie origin, mother tongue, 

sex, religion, maidtal status, educational attainment, parental occupation etc.^

In this Btuclŷ  only three decoographic characteristics, namely* education, 

and jnarital status Mere investigated.

AS to age of the vorkers covered by this atu<^, ve did not find any statis- 

tic&l sig^lficaQCo of the difference between the avu’age age of the high-producing 

groups ani that o f the law-producing groups. The correlation between productivity 

and age waa, however, positive fo r m ill Ko.l and 3 ( r  - + .25 and + ,1 5  respectively) 

but I t  waa negative for m ill No. 2 ( r  ■ -  ,i^ }  which was posslbJy due to the use 

o f time-rate in m ill No.2. As to the sex o f the wodcers, a l l  o f our respondents 

were males and ̂ therefore^the question of sex was not considered in testing produc­

tive efficiency of different work groups. The same is  true about religion. A H  

the respondents were muslims.

However, the study found no si^port for one oft-quoted observation about

educational attainment of the workforce. I t  is  believed that education roves

productivity of labour. Accoraing to Russian experl«ice, the econcmic value of

one year^’ schooling is  on the average 2.6 times greater thtfi one years' a^pren-
2

tlceshlp. Sohulta and others have estimated the rate of return for elan«itary
3

education in 1958 in U.S.A. at 35 porcent,

1 . Uiisain and Farouk, Social Integration of Industrial Woikers in Khiilna, op.clt.

2. Struollin, Stanls^v, The i^^onoaics o f Sducation in the U.S.S.R. International 
Social Science Journal, Vol. W l, No.4, 19^2.

3. Schultz, Theodore W., The Kconomic value of echicatlon, Columbia University 
Press, New lork 1963, P. 62.
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Tho Sharif r^ort has h igh li^tad the close connaction bebwenx education
4

and economic growth. Commenting on Pskistana* experience some western sclx}lar8 

also expressed the view Uiat i t  w ill be relntivaly eaoiw to stimulate educated 

people into increased econotuic activity.^

In this study we expected a positive correlation between productivity of 

individual wozicgro^ps and its  educational attainment.

In cri n  No.2 we aid not find any signil'icance ( r  + 0,076). However, 

surpriLsingOy we found a negative correlation in m ill No. t ( r  -  -  0.80) significant 

at 10 per cent. The correlation in m ill No.3 also negative but not s ign ifi­

cant ( r  -  -  0. 5t ) .*

In order to e:q>laln this situation, we examined the nature o f schooling 

received by our respondents. I t  seemed that the tjfpe o f schooling they got waa 

unrelated to their Jobs or their l i f e  situations or o f a type which did not shatpen 

their intelligence. Besides, most o f  the workers fe l t  that they have foiigottea 

what they had learnt in their childhood, A fsw workers who Joined factory wcaSt 

a fter their fa ilure in the Matriculation Kxamination appeared to b « frustrated.

That education sonetioies lead to dissatisfaction on the part of the workers 

has b«en rq>orted in other studies also.

I t  is  fe lt  that education has to be * r e a l * f o r  stimulating and s tre n g th e n in g  

the r i ^ t  type o f instinct which may make a woifeer more resourceful. I t  should 

broadiBi ou tlo o k  and sharpen in te lI ig e D .c e  in order to enable them t o  g ra sp  t h e i r  

Job e a s U y ,  The aidsting ^stem o f ed u cation , however, fa i ls  to a ch iev e  t h i s  

objective. In m ill No. 3 which had relatively a l e s s  favourable eo l̂osmient

4. Govensiient o f Pakistan: fteport o f the Commission on National Kducaticxi, I962.
5. Snyder, J. Herbert, "Problflias and Possib ilities in Planning for Agricultural 

UeveloiJtnent" in Economic Develotaient £Bid cultural change. The University of 
Chicago Press, Vol. X II, No, 2, 1962, Page 133.

*  This flrtilng Was si^iported in the back up study in which educational attainment 
o f 243 iiMlividual workers and their productivity were put to  J? test. The value 
of came to 45.43 as against 55.76 required for being significant at 5 percent 
level.

a) See Tannehbaum, amold S, Social Psychology o f the Woric Organization. Wadsworth 
Publishing Co. Inc, California, 1966, Page 44.
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onviroiiinent education and «qp«rigace was found to be negative^ correlated at

10 percent Icnrel of aigjaifloanoe. Correlation between education and age was alflo 

negative at 5 percent leve l. People with education ware also found to have 

relatively low degree o f security. That means vozicers with education are relative­

ly  younger in age and have fewer year* s of Job eiqierlence.

WllKTHEH WIK EjCPcKIKlCK ADDS TO HIGHSR PftODUSTIVITY ; Ke have alrea<ty 

mentioned the popular notion among the busLnessnen o f Pakistan and public 

o ffic ia ls  that one major cause for lo? productivity o f labour in this country 

is  the latic of e:iq)erieQce o f its  workforce, Por instance^ about the Jute 

industry, the efficiency o f Indian Jute workers is  attributed to their long
6

ejqperience camparel to the lack o f ejqperiance of Pakistani jute m ill workers.

However, the jute Induatiy in Pakistan ia about 15 years old now. The Jute mills

investigated by us have had e:q>eri«nce of more than a decade and̂  therefore^ we

ejtpected to find a positive correlation betwaai productivity an d  job experiaace

of the workers. In a ll  the three Jute m ills we founa a positive correlaticai but

i t  Was not significant. (The value o f r came to + 0,61 for m ill Wo.l, + 0,32 for

m ill No. 2 and + 0.23 in m ill No.3)* The lack of significant cori«Iation between

workers' esperience and productivity was obseirved in some previous studies also.

fo r  instance, referring to the industrial workers o f Khulna, Hus*in and Farouk have

Cast doubt on tJie l^jrpothesis th a t  an. e;qperiencod woiicer w ou ld  a u t a n a t ic a l ly  e a rn

7more,‘

We could surmise four possible explanations for the lack o f significant 

correlation between work experience and productivity. F irst, i t  may be that 

workers are not using their accumulated sk ills  to produce more. This is  more 

like ly  since woricers do not get any raise o f pay seai-annually or annually. Pay 

is  a fimction of periodical contracts, A worker with 10 years of service gets

6, Govemaent of Pakistan: Seport of the Jute iiiquiiy Oommission, l?6o, P.IA6.

7. Husain and Farouk, op. c it . Page 36.
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tho same rate as a raw hand. The non-racognition o f seniority in the fixation

of wage rates possibly violates the principle o f  vihat George ibman Calls "Theory
8

of Distributive Justice". To put in another way, the pieco-rftte aystem o f 

wage pa^gnt involves violation of an important cultural vjilue. Our commonly hell 

valuQ is  that older and more experienced workers should wijoy greater eaminga 

than their younger and leas eaperiencod colloaguea. But in piece-rate, earnings 

are directly related to output and hesice this cultural value is  violated in the 

absence of output restrictions. Jobs like weaving in Jute iullls calls for consi­

derable physical efforts and vigour but older people often slow down physically

and can be out paced by Uieir young<sr and more vigorous colleagues. 2n fact, undar
9strsdght piece-rate i t  is  in^jossible to reward enployees for seniority or merit, 

in view o f these considerations, task cohesiveness on the part of the more eiperi- 

anced workers siay be iow. In fact, this waa found in m ill No.3 In which taak- 

orlentation and a;q)erianoa Was found to be negative and sta tis tica lly  significant 

at to percent. Second, e^qjerience In terms of years o f service put in by a woricer 

is  no indication of actual sk ills . I t  utay mean repetition o f the same operation 

in a routine manner over the years rather than ejqx>sure to a wide v&riety of 

operations. Third, workers who learn the job by doing i t  unaided by any skilled 

Worker or supervisor may leam wrong things in the wrong way such that passage of 

years dooa not sharpen oneV capacity to do the job In the most e ffic ien t manner. 

The relatively liigher correlation in m ill No, I than in m ill No, 2 and m ill No,3

8 , According to Theory o f iiistributive Justice, there are certain elouents that
a Worker brings to his job, e.g. age, seniority, education, sex, ethnicity 
etc. Ikman called these "investments". In return for this lnv9str£ent the 
worker ejipects to get status factors like pay, prestige, etc. Hoiaan Called 
them ' returns', According to Hcsian, returns should be ecfial to Investment 
else there w ill be trouble on the Job. Sue ZalezniJk ot a l. Motivation, 
Productivity and satisfaction of Woriters: A Prediction study. Division o f
Hesearch, Harvard Business School, l953, i^age 53.

9, iiichard, Hax D. and Paul S. Gi%enlaw. Hanagemsnt Decision Haking. lilchard D, 
iiwin Inc. Homewood, Illin o is , \̂ 66, Page 176, See also,
Belcher, David W,, Wage and Salary Adodnistration, Prentice-liall Inc,
C lif f .  )?62, P. 391.
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(though not significant) tends to auppcart this viaw. Tliia m ill had at one time 

& worker tr&ining programe vihile u i l l  No.2 and miH No,3 never had ajay thing o f 

that kind. In the circunstance8, we may possibly conclude that experiaice becomes 

proauctive o ily  when workers are properly trained and have incentives necessaiy 

to iiKiuce hard and in telligent woric. In the absence o f training^ he does what 

the others do without interest and without understanding or enthusiasnu He does 

not understand the e ffec t of what he does. Often he luams from others^ short­

cuts and ineffic ien t working methods. Lionseq(uentJy his perforiQance is  poor^ his 

method o f woricing defective and i t  takes a long—time before he becoioes a reason— 

abiy good worker, iivati tiien his staoaarda leave much to be desired. Another 

e:q>lanation for lack o f significant relationship between experience and. producti­

vity may be found in the broken nature o f the working period due to ti>senteeiam 

which does not permit accumulation of sk ills , '^

WH&THSa KACHIijK AUJUSlMraT PHODUCYlVITri I t  is  beUevad that th«

worker who is  better adjiwtea to handling o f liis machines am work tools haa a 

higher leve l o f proUuctivity than one who is  aflraid o f hanaling the machines.'*

We found support fo r this hypothesis in miXL No.1 only. The correlation between 

productivity o f inuividu&l workgroup ani it s  adjustment to machines was found to 

be positive and statistica lly  aignificant ( r  - + .81J at 5^. In m ill No.2, the 

correlation was positive but statistica lly  in s i^ fic a n t . In m ill No,3 correlsr- 

tion was statisticaUy significant but i t  was negative. Adjustment to  machines is  

partly a function o f sk ills iaiparted to a worker as the correct nethod of handling 

the machines ana partly a function o f the worker®* accideot-prcKioness. Mochin* 

adjustment is  also culturally conditioned, >or instance, in the mature econaay of 

North America peqple are "used" to machines aimost fram birth. Apparently macliina 

adjuatiuont o f workers aqjr be improved through careful testing and selection and 

ade<^t« post-selectlon training. I t  is  also f^paront that machine ad.justm«n.t 

does not i t s e l f  guarantee high productivity,

10. Kerr^ Clark, l^bor and Hanageasnt in Industrial Society, Anchor Book.
Double-day and Company, Inc. Mew York, I964, Page 335.

1], UiSSCO : Social and Cultural Factors Affecting Productivity o f Industrial
Workers in India, University iSnclave, New Delhi, |96U
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JOb SHimilY PHODUCTI/ITr ! Job security is  one o f the

JBost important ItaDiB of hutnan nsedo, fo r mai  ̂ pooplA it  Is more important than

pay. In Haslowli» need helrarchy aecurity need occxipiea second layer im ediately

after physiological n eed . A cco rd in g  to Strauss and. *>ayles, the  m ajor iupetus for

unionisation, the moat aerious problaaa of superior -  aubcrdinate relatiotxa -  a l l
l2

revolve around the need for security. I t  is  not enou^ for a inan to have h i»

physical needs satisfied from day to dayj he wants to nake sure that they w ill

C ontinue in  th e  fu t u r e .  As we have  saen^our a v e ra g e  d a i ly  w o rk e r  has no dream

of adVHnceia^t* The pressure of population increase and the uncertainty o f fam

income have made him more anxious to hold on to his job. In the circumstances

Pakistani economists consider feeling of security in one* s emplaymtnt aa a very

significant factor in his adjustment to his work.'^ The data supported this

hypothesis. The difference in the score on job security by the workers in the

high prt>ducing groiips and by those in the low-producing groups nas found to be

S t a t i s t i c a l l y  s i g n i f i c a n t  ( t  s i g n i f i c a n t  a t  5 p t irc a n t ).  Soine p r e v io u s  s tu d ie s

also indicated that productivity is  poaitivejy related to security, Kor instance,

Lindahl found security more inqjortant than w ages as builder o f morale and e ffic ien - 
14

cy. Several ejtplanations may be offered for relative lack o f job security fe lt  

by some workers in the same m ill. F irst, those people may be marginal workers 

with low production records. Second, these people laight have got the wrong idea 

o f production processes such that they cause greater nattf^al wastage or theiy 

Were less a.djusted to machine handling or they might have poor health and h«iee 

basic insecurity or they may not have ar\y other resouice to fa l l  back on or they 

ral^t have been under demanding bosses. Whatever be the cause, the plain fact

12. Strauss and Sayles, op. c it . P. 18,

13. Husain and Parouk, op, c it . Page 37.

14. Undahl, L,G,, what makes a good job? Personnel, New loric, 1949, P. 25,
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•UJi ‘ 1961  * V ’ ON ' I I I  *T O A
(«fptix) p8q«0pj!^ OTHjouoaB trefeV eqi *«TP«T UT ■̂‘̂ TAT̂ oripC'Jf!

jnoq^T XIX eao^ofl^ xema'prn eq-^ uo cuor'^oexJ®?? owo^ *^ i

*9561 'tTW  ''̂ wgoraSsuBH uy /3otoqojCc  ̂ »uOB«-af *<.UT«T! *91

e9es x^'^T'^TnuT tie ©jom 'stwoh jeipio u i •SDU'^nuojaed peAcadm^ u j  T.xrieaa 

TTT« 'eouwtuojjBd qof jo  -̂i f̂ywrib en<j <ŷ  nsiTrfej / f-n je jp i v j  £vd  srq  

seAfsooad x^PPiTptrf ub ubijw -̂ Teq̂  psAayx»<? ®T IT inoqt? uerpri.ctooJod

jT©q^ pue *jfeuom j o j  speau jo  x®asx ^t»*isjfJTP sq  jfBcr e^tix *Vi0J8j,n p

eq ifem uct|:‘V>^JST:'^^b JO eajSap atfi ®™i?e ©q^ aAxoo^J £ m  eJaTfJOn

o « i  *110131 n 0% BGOp /9TJOOI 'eupqoHW rt ori eaop /'itotj'j^cPx® ^ «q «  «T ®®PT

eq i 'HSTA p®^onb-f»jo e^q-^ jo  ©xdnsxe ire yp ip-pnifog tOT« rvtjew^jadjre b ,JcrtAtJL 

•ojom ^onpoad x tm  ®T^ psTJST'^^s s f  oqjt jesfjom v  peotm ps Benqrri 

%v ST V ! iiiATx”3haoHd sxnfeij.̂  ̂ iV<r s^r?io hxisi noixoVi^iVs h'?hi!?hp!

•TflAQt riusoaad ot I ’ Ofj rCPn « r  scetBAfceqoo r®Toos o r t

pU B  *T®JW9x ^ u » a i 9 d  5 ■̂ T* 7  l * ° R  T I T ®  '^ u e o ja d  01 1 »  C 'O N  I T T ®
C-OKj xipn

trf eooBTJ®*® pe'^T?xojjoo /r^^T^Tsod »q  /^-pnaee punoj 9 n  jT' .̂ft̂ âre uj 

•-Vienjê Btrsm ©q̂  /q jncwi ĵ jo uox'^nqiii'^e-fp jo StiTxoej eq-̂  ptre s'̂ ireoTT'̂ tf̂  /usnr 

OB JO r̂ no qof ©qr̂  uaAf? Siiraq c"fq JOj jQjpom eq  ̂ rrf ©pn:vf^«j3 jo  guyfaej ©q-̂  

P©OT-̂ OU ©ABq ©n p-es- êui •sxTpn ©‘ITtp Jno trf Sux'>l0»?x 6T ®T41

uoT^HAJesqo jno o-̂  3crn«oooY •uox'i'en ©q̂ i StrrAaae e j qoTM« «oT‘1’*bttj«SLio tw jo 

ST OM ptm if'isxoos ©qr̂  wptnqxx;noo ^ Strp̂ ma st eq qoT sxq qStioiti-̂

q«q^ 3tnx©ej *esodjnrf jo  ©subb t* a^«q ep©f»u j©31jom ©qx ‘/Ti^noss jo s o < i^ %

q:|,oq je^eoj wj e-*?q Ttsixj Bfiotrfsnq Y • '̂^tjtiosb opaouoo© tjrfq'i riUBVodrax se©x 

ST iPTH" J©3|joh ©q̂  JO /iTJnoee x̂ stio'notiiB uocfn p e i p n o ^  r̂ ou ©a^i ©/j( •/‘ixjncee 

ofTOuoos JO 3up»BedB xiseq ©A'cq ©r jb j  oe 'VHq'j. j^q^m u o'̂  xx©n e j •po'l 

■̂ A-TTO® -  js^f^on -3 aifOTr 0% jspao uj x̂ -prttJaRs© sdeqj©d «x UOTM« ecioF

OT*^  ̂ JO dyqftj0':i®xjdoad ,&is^aO(4 saonpoj jo Surxsej ^̂ q*i sux®n8J

-  e 01 -

Dhaka University Institutional Repository



- 1 0 6 -

his job performance is  detemining hla pay, the stronger ia  his jaotivation to  

perform an effective job. This hjrpothesis fbllows from the path-goal theoiy 

which predicts that seeing a positive relationship between pay and job po;>fomance 

tends to increase job performance. Jaques bolieves that an individual functions 

beat when working at a leve l which corresponds to his capacity at hia normal 

pace and intensity of application, and when he obtains ec;^table paymant fca* that 

woric,

In view of these considerations, we decided to find the correlation

between productivity and pay satisfaction. We found & positive correliition,

signiiicant at 5 per cent for m ill No.1 , at 1 per cent for Hiill «o .2  anu 10

percent for mill Eio.J, Apparentiy workers wto are more satisfied with their

pay prodi^e more than those who are not satisfied v-ith their pay. We could o ffer

three possible ejq^lanations fo r  this, namely, difference in needs, d iff^ence in

the understanding o f wage determination macJianics and difference in the feelLngs

^ u t  under coinpenaation or inequities o f pay. The last ejqplsmation is  possibJy

obvious in v i0w o f no considei*ation for e:xperience in wage fixation by the jute

mills under review. However, pay satisfaction may be affected by other v«nlable

also. In fact^we found p^y satisfaction to be positively correlated to social

C0hesiv9iesa in m ill No. 1 at 10 percent level and to lin e  sardars' emplciyd»>
m i l l  W0 .3

orientation and production-orientation in m ill No. 2 and 2  ̂at 5 percait and 10 per 

cent respectively for both the le tter variables,

ibGOWaklG HQTlVA'flON Â iECTS PRODUGTIVITY ; I t  is  often aUeged 

that workei*s in our country do not have high econonio motivation. They are content 

with whatflvo' they get. They liick interest in vork ana prefer idlen^a since

t7. JatjUes. i^quitable Payment, Heiman. london. 1961, Page 66,
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thejr have l i t t l e  desire to raise Uielr liv in g  Btandiird by earning more through

greater efforts, ôme enq)lq7ers fe e l that voikers incoiae froa land holding at
18

hone makes them less earnest at jo ill work. ^ck o f econcD:d.o motivation or 

"aPhiovflnaent m o t i v a t i o n ” '9 as Proiessor Mclslland calls i t  is  a general allegation 

against woiic people in the Asian countries, For instance, jute m ill manager* 

cos^lain in cotomon with taanagers in most Indian factory Industrlas, of the un­

willingness o f their woikers to resjxjnd to the stimulus o f high images,  ̂ The 

mitfiagers o f the three Jute m ills covered our study also ejqjressed the saaie 

opinion. In si^|)ort of their argument they have referred to the higher rate of 

absenteeism on Saturday and Monday than other days of the week* Biey fe lt  that 

after getting pay on Saturday, woricers slacken and relax and do not report to 

work.

In this study ve checked the rate o f absenteeisa on week days for B we^s 

and found that Saturday evening sh ift and Monday aozning shift have higher 

absentee rate. How ewer, we could not attribute a ll this to lack o f interest in 

d i l l  work on the part o f the workers. We fe l t  there are several reasons for 

this, f ir s t ,  a worker nigiit get exhausted after six days o f work, tO hours each, 

in an enorvating enviromaent. Second, absence on Saturday afternoon may be due 

to the requirtiffii«it o f shopping to buy food and other thiiigs a fter receipt of 

weekly pay b i l l ,  Sunday being a holide^ and most o f the shiops remaining closed 

on that day. S i^ la r ly , the higher rate o l absence on l-londay naming sh ift may 

be due to the delay in oofiiing back by those workers who go home on week end to 

Meet their wives ar» children in their far o f f  v illages unconnected with any 

quick aeans o f transport.

18. Huaain ana Farouk, op. c it . Page 4$.

19. Hclelland, L».C, The Acliieving Society, Princeton, N,J, Van Jiostrand, 196I .

20. An»te&̂ , Vera, op, c it . Page 281.
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I t  mas fe lt  that aconcmlc ootlvatloa shouJii be conslderod in terns o f  the

incantlvA anu the rtf^ard which work brings for the worksrs. In pursuance of an

UNESCO stu^y in India, we thought that the attitude o f workers toward overtime

work and piece rate system o f wage paynent would be better tools o f focus on the
21

economic motivation ol’ the workers under investigation. By econofaic motivation 

we have meant the wlilingnesa o f  a worker to use his a b ilit ie s  to the greatest 

possible ejd>«it, given his inherent ab ilitie s  and the training needed to develop 

those ab ilities. We assumed 'fchtit economiceOIj' motivated workers w ill  prefer 

piece rate o f wage payment and ovejvtiae work while those not so motivated but
22

ease-loving w ill lik e  time rate systea o f wage paymmt and dislike overtime woric. 

Accordingly we e^qjectea to find positive correlation between productivity o f a 

workgro;;^ ana its  score on over-tioe and rate o f wage payment* And this is  what 

we actually founa in our I t  appears that workers in the high-producing

groups lik e  aver-tiine and piece-rate joore than those in the low-producing gro^s. 

This was true fo r  a il the jute o i l ls  under review. The diiference in the score 

on ovei^time and piece rate between the high producing groups and low-producing 

groxi^s was sta tistica lly  signiricunt* (For rate t was significant at 5% for m ill 

No«If at 2% fo r  m ill No.2, and at 10^ in m ill No.3 while for over-time t  was 

s i^ lfica n t at 2  ̂ for m ill No.tj at 5  ̂ i*or m ill Uo.2 and at 10)6 in m ill No,3) »

In the face ol this finding one night possibly concludjs that at least a 

part o f the workers cov^ed by this study was economically motivated, Woriters 

in the weaving departaont are being paid by piece-rate and so they realise its

21. LMESCO, Social and Cultural Factors Affecting Productivity o f Industrial 
workers in Inula, op. c it.

22. Kconocic motivation by providing more csoney does not pl^siological
needs alone; money in fact satlsfios other higher leve l needs also. Wages 
have become status symbols. They are one basis for prestige and social 
acceptance, 5ee iiale ]Codsr. i^ersonnel Kanagerjent and Industrial Helations^ 
Prentice Hall 1959, Page A78.
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impHcation, nam^, the Bore they produce, the more they get. They also know 

that ov«r-time means more earnings for them since they are paid for over-time at 

double the usual rate. As compared to Uiis, »oricers in the spinning departinent 

get the increased earning involved in overtime. But they are paid by time rate 

which does not recognise extra efforts. However, they fe e l  that piece-rate would 

have been more gainful fo r  them.

One important instance o f economic motivation on the part of jute mi 

vorkers in liast Pakistan v̂ as revealed during our investigation. The jute industry 

Was passing through a p^iod of dull Market for jute goods at the time o f our 

study. In a bid to meet the depressing condition of the jute goods market, 

manageflient intended to eUninate overtiae work. The vioikers reacted to the 

proposal with the threat o f strike. In fact, workers in mi n  No. 3 in which 

investigation was conducted last were not forking overtime and this was one of 

their major complaints against aanagaiaent.

The above finding had its  s i^ o r t  in our back study also. In the back 

up the woikers were asked to accept or reject an o ffer  of similar job in another 

jute m ill at a renu4n nation of ila.5/- higher than what they were getting but under 

a detnanding and bad. tendered s^pejrviaor. The data on the 243 individual work«*s» 

productivity and their reply on the o ffe r  were put to test. I t  seaned that 

productivity tended to be dependajit on they woricers' desire for money.

Apparently we aay conclude that workers produce more i f  they are econoBai- 

cally motivated. The introduction o f ft piece-rut e ^stan to r^ard e ffio ia icy  

is not perhaps enough; a more important ta ^  is  to generate a desire in tho 

workers to earn laore to raise tiieir livixig standard and to create a feeling that 

corapensation for labour is  equitable. However, the fact romains that tho scope 

o f what manags^^t can do is  pertiaps limited. We can stlEiulate a man, charge him.
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but he hbs to havs his own generator. This is  a l l  the more so dlnce the emergence 

of new needs after the satisfaction of the prepotent need is  not a sudden or 

saltoiy phenomenoci, but rather a gradual emergence by slow degrees from nothing­

ness. I f  the fell<w does not have the generator, society i t s e l f  rather than 

fflanagefo^t poasibiy should be held responsible to provide that. fk>wever, our 

study was confined to positive incentives onJy. We oouJUi not explore the possibi­

l i ty  of increasing productivity tJirough what Barnard calls negative Incentive 

e.g. laaking work more attractive by ^.ortening hours, making working conditions
23

less onerous. V, e must, o f course, ranaaber that whatever steps we take positive

or negative, i t  must be relevant to the workers own need satisfaction. For

instance, introduction of piece-rate to invoke competition may fa i l  i f  workers

v i^  increased productivity as threat to their stable employment. This was
2L

denonstrated in the Mica splitting room in the famous Hawtliorne studies.

WHbTikf; IN THE Ô iGAiaSATlQN OHJS WQHK.S yoti AFKKGTb PkODUGTlVITT !

One o f the hypotheses in this study was that woricers who are satisfied with the 

cwerall sitiiation in a cou^any and^therefore^have a scxise o f pride for being 

eii|»loyad iii a fiim  like their own, produce more. In other words, «e  e;Q)ected to 

find a positive correlation between productivity and conQsany priae. In fact, the 

data indicated the presence of such a positive correlation but i t  was not statis­

tica lly  significant ( r  - + ,1̂ 2 for m ill No.l, + .09 for m ill No. 2 and + O.63 for 

m ill Jio.3J* ^e aiao did not find any significant relation between productivity 

and over-all company satisfaction. Tliis finding of ours lends si^port to IAkert*s 

contention that there is  no relation between productivity ana oaplciyoeB* attitude
25toward Company.

23. bamard Chestev. The inunctions oi’ the ilixecutive, Iiarvaj\i University Press, 
19A8, i’age j;*0.

24. i’or oth«: studies which fourvd workers under the same management and same firs t  
line si^ervision responding quite differently to a piece-rate system see

V.lyLe (edj iion^' and Motivation, Harper «t Brotliers, New Tork, 1955-
25. iik e rt, K., kotivations The Core of Manageaant, aKA f'eraonnel series No. 155, 

iiew jfork, J953, images 3-2 i .
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One of the Jute m ills covered by the studjr vas the biggest in the Morld 

and the fir s t  Jute m ill to be started iii Pakistan and i t  is  owned and maoagad by 

one of the leading business families o f the country. The second jute m ill is  at 

present owned and managed by East Pakistan Industrial Development Corporation. 

According to our information^ these two Jute m ills have made provision for housing, 

medical, recreational, educational, and other fa c ilit ie s  for the comforts and 

benefits of workers to a degree not observed in other m ills o f the country. The 

Uiird m ill i3  o^ned anu managed by a family belonging to the famous Haiwail 

business community. Therefore, ve eacpected to find positive correlation betweoi 

productivity ana workers' pride in their organisation. However, our data did 

not indicate anything of that sort, tee found a positive correlation between 

productivity and ooiq>tiny pride in a ll  the Uiree Jute mills but the correlation 

Was not significant* could sumlse two possible explanations fo r  this.

First, in Pakistan, the job is  o f primaiy importance to the workers in view of 

the presence of uneoployed surplus labour and the earning fiXNn factoiy eiipl(9m ^  

provides for mere subsistence, thus a genuine feeling of pride is  often lost 

sight of. Second, pride in the organisation one works for is  a function o f  the 

woiicers' sense o f belongingness as well as the efforts o f management toward the 

haroonious int^ration o f the interest o f the eof)lqsrers and that o f the esplogrees* 

Since these tMo elements are largely missing and since woikers are frustrated 

about the rei^ard thoy are getting fo r their contribution, lack o f correlatlcn 

between pride and productivity is  perhaps obvious. In our vieN, in a situation

26. Average monthly earnings o f a factory worker in East Pakistan is  Hi*74*00 
while Kast Pakistan Hinimun Wages Board considers tis«l27»Q0 adequate fo r a 
modest standard o f liv ing. See M. A ll fiaza. The Industrial Helations 
iystea of Pakistan, Bureau o f Labour Publications, Karachi, Page 3 ,
Apparently Pakistani workers are at different need leve l than western 
wortcers. For instance, in U.U.A. workers who have jobs are assumed to 
have satisfied their physiological needs pretty well. See Hcgregor, The 
Human Side o f the i^terprise. op. c it*  Page 36*
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Uko thi^, "pqrchio income" like  pride is  o f l i t t l e  signiiicance for Worker*.

Such pSQTChic income i s  of s ign ificance  to people vho are in sp ired  and people

beccwie inspireU on^ Mhen the^ have coinpany involvement and a s«iae o f belonging-

nesa to i t .  This can be achieved only when loanagemdii find;s Maya and i&eans to

aaxlmise the valiu congruence between inoividual motivations anU organisational

requirements. This valid congruence semis to be lacking. iJiscussion with

nanagerial people le f t  the impression that people should be docile in return

fo r  the fringe benefits given to wozk^s. They referred to Provident fund

eontriJbutionf housing accommodatioa, canteen, recreational ana educational

fa c il it ie s  etc. These off-the-job refwards do not seem to have wan worker*s^

heart, because wcurkers* have a feeUng that management considers then as

"favours uistributed" while they thesnselves take them as matter o f right a fter 
27

hard fight. Apparently the probleoi of Pakistani jute m ills is  cxie of integra­

ting the interests between the organisations own objectives and an individual's 

personal objectives and this integration is  very v ita l in our free market

economy in creating positive incentives to bridge the possible diverging 
28

interests. However, this faith  seems to be lacking in Pakistani enterprises. 

Th«:e is  no assurance that enplcyees w il l  proper i f  the company propers. V^orkvs 

and even s^pervisoiy people are not informed o f compare plans and policies. What

the workers think, qfiiestion and plan hardly goes \ip the line for managemoit's

consideration end action* In short, managassit "sharing"^^ which is  considered 

as a v ita l stimulation to esployee belonging and pride goes unrecognised. This 

w ill be apparent from the expectations o f si^erviaors from their Jobs discussed 

in this study elsewhere.

27* Haza, cp. c it . Page 3-
23. Dbvis, R.C., The Fundamentals of Top Hanagetfnent. liarper and iiow Publishers,

New loric 1951, Page 609-62/*.
29. Hodges, Henzy G, Kanagement. Principles, Practices and Problems, Houghton

M ifflin  OoB^any, Boston 1956, Page 412.
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There was evidence that pride is  Influenced by other factors. For Inatajioe, 

we foimd positive correlaticn bebtteen pride and line sardars' efl^)Iagre&-centeredness 

significant at 5 percent leve l in m ill No,3. In this adll productivity was also 

positively related to workers' social coh^iveness significant at 5 percent level. 

In m ill No. 1 prLde was positively correlated to task ccdiesiveness significant 

at 10 percent level.

VJHiiTHES Qi- SUPMVISION A;:yijCTS i r̂tOUUGTlVlTI i General rather

than close supervisioa is  more oftan associated with a high rather than low
30

level ot‘ productivity. An Ijoportant hypothesis of this study was that workers 

under general supervision pro<iuce more than workut^ under close siftervision. Ue 

foum that our respondents thanselves preferred close si^ervislon and th ^  p «^  

ceived that they got what they wanted. In other words, a l l  the six work gro^s 

studied by us were under close supervision.^ <^ te  naturally we did not find 

significant correlation between productivity and closeness o f supervision*

Both the workers and the supervisors seem to believe the traditional 

managemait view point that work got done because the si^ervisor saw to i t  that 

i t  Was done and that lax or perndssive supervision waS an invitation to careless­

ness or evasion of woik.

I t  is  w ell to reDienfcer here that one important element of en^lcgree-oaltered
31

siq)ervi3ion is  the perscaality o f the workers. I t  is  the ind^endmit type of

30. Ukert, Motivation: The Core of Hanagecient. op. c it.
See also LLkert, New Pattern of Kanagem«nt, op. c it . P, 9.

*  The prevalence of close supendsic« was observed in the back up study also.
In this respect the s(4)ervisors were more eaphatic than the line sardars. 
According to the s^pervlsorsJ| tight supervision was next to wages as measuree 
for obtaining higlier productivity. The line gardars* gave nuch lower preference 
for ligh t supervision.

3t* Gelleriium, Saul W., The Kanageuent of Huaum Relations, Holt, Rinehart and 
Winston, New Tork, 19 6̂ , Page 34*
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persons who seem to work best under eiiplqyee-eentered sif>ervlsion. For dspandsnt 

type o f persons, the productlozi-cantered type o£ supervision possibly works best* 

The score on the supervisory style preferred by the woi^ers covered by this stucfy 

seeras to indicate that nost o f the workers are o f the depeiiaant type.

Another criterion about close versus general supervision is  the nature

of the wozk i t s e l f .  I f  the work is  of a t«Bhnical nature, close sv^ervlsloQ

rather than general supervision leads to higher productivity. This also depKids

on the ofbicational and intellectual level o f the subordinates. This was domcn-

strated in the study o f the Ohio Hallway conducted by the Michigan research

groiqp. In the railway study, the researcho's founu. that close si^ervision rather

thaVlgraieral si^ervision gave higher productivity, Tî iis is  something reverse to

the findings at the Prudential and i t  is  attributed to the different nature of

the work involved in both the studies and the d ifferen tia l educational and In te l-
32lectual leve l o f railway and insurance workers.*^ In our v i^ ,  tlie nature of 

weaving and spinning in a Jute m ill are such that constant presence o f the supeiv 

visor is  perhtqj® esoential.

Therefore^we aight say that general supervision or worker autonoiay as one 

of the ijii|>ortant requisites for high output is  not relevant for a l l  organ!satlcns. 

Our finding has siqiport fron the stuc^ of the British industzy by Argyle, Gardier, 

and C io ll and the Indiaa study by Ganguli et al* The Indian study was conducted

in a goiremment workshop and i t  was found that closeness o f supervision was not
33directiy related to productivity. The British stut̂ y did nt* demonstrate wozker 

auttmcoy as a central variable in productivity.^^ The British study covered

32. Strother. Individual Performance and Corporate Purpose, Wisconsin Ckiomerc**
33. Ganguli, The Motivation and Productivity, A»ia Publishing House, iondon,

196) ,  Page 54.
3JW Argyle, Hichael, Goldfrey Gardner and Frank C io fi, "The Measurement o f 

Supervisoi7  Hethods", Human Relations 10; 295-3»3, Cl957).
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factories makliig electric motors and awitchgear and the»e %(er© classed as large- 

batch or quasi-mass production units c]ulte distinct from the clerica l woricers of 

Prudential studied by Michigan groi^). I t  is  well to remember that selling l i f e  

insurance is  a classical unit production process, a one-cu3toiae]>-cno-3ale 

situation* J^ch dale is  a unit by i t s e l f ,  typically removed froffi the point of 

si^ervision, Therefore^in seUing l i f e  insurance, autonomy of sales agents is 

an iiiiportant conditional of success. Jule manufacturing is  a machin^induced

continuous-process technology and ̂ therefore worker autonos^ is  not relevant to
35

that extent. Other factors which juay frustrate ganarai aijiervialon include 

poor uoioiMaanagaiiient relations, internal conflicts within the workgroup and 

poor personnel practices on other lerela of manBgwaent.^

WHJj'THihR WOBKQHQUP g)HiBiySHliSS aJtFHJTS PKOULCTIVITri Th* findings o f 

past research studies on ccrfiesiveness and productivity are conflicting. Seme 

studies tended to Indicate that a joore cohesive workgroup pirkLuces im:)re than a 

less cohesive wcrkgroup. Some studies, however, indicated that coheslveness may 

be aesociateu with low productivity. The advocates o f cohesive woricgroi^s refer 

to UaMthome e^iperiments. both the Hels^ Assaobly nxtm and the Bank Wiring 

room were unaer incentive rate and workgro\ )̂a In both were cohesive. But the 

Hislay Assembly room gave higher productivity. This waa attributed to satisfac­

tion o f workers' needs to a large exttfit ana the cohesiveness was task ori^ ted* 

In short, the Hawthorne aLuaies showed that “the values and the customs of the 

gro«|) were more important to the individuals composing i t  than ary cash benefits. 

Another oft-quoted study is  that o f Zaleznik, Christensen, and tioethlisberger.

35, C£. Duhin, iiobert "tiupaarvision and i'roductivity: m p irica l Findings and
Theoreticul considerations" in "Leadera^dLp and Productivity" by Duî in et al. 
Chandler l^iblishing Coopeny, 1965> 30.

36. Siraiiss and Sayles, op. c it . .  Page t26.
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ThoBa researchers ccncludsa th&t group moBbdrsliip or reward by the group, was a

omjor dsteriatnant of woiicer productivity antt satisfaction, while reward by
37laanageiiwt l̂ud no noticeable motivational e ffect.

Kats et Stu^jfing groups of r a il road jaalntenivnce woxkara and

Seashore^ investii'atlng industrial vo]?kgroup8 reported no significant relation"
40

ship b ^ een  group cohesion and the leval o f productivity. Van Zelot dealing 

with groups o f bilcldayers and carpenters, Katz eb a l stuc|ying olerical 

o ffice  workers, Hayo arvl Lojbard!^ in their aircraft study reported significant 

positive relAtionshlp between group cession and the level o f productivity. The
,'1 f.L

studies of Uubin and Uikalaohki are also illu strative.

iherefors, one veiy iiaportuut hypo^^l^ stud^ w&s that a high

cohesive workgroup produces laore than a 1^  cohesive workgroi^ provided the basis 

o f cohosivaness is  fo r auocessful Ifi^l&uMitation of management's productivity 

goal rather than sabota^ îng i t .  Because of the diverse nature of findings about 

the relationship between group coheeiv«iess and productivity, we considered 

gio\q) c o h e s iv an e ss  scjparately as social o o h es iv en ess  and task coh ee iven eB S . tM 

•jqpected to fixid positive correlation between productivity and task cohesiveness.

y j, Hotivation, Productivity aod satisfaction of workers, op. c it .  Page 333.

38, Produetivity, si^ervision and iiorale iUaong riail road workers, op. c it ,

39. Seashore, Stanley E«, Group cc^siveness in the Industrial Woikgrox; .̂ Ann 
Arbor, Institute o f Social Research, University o f Michigan, 1954.

iiO. t̂ an Zelst, K.ii., ‘^ooiometriaally Selected Uoik Teams Increase PrDduotivity", 
Personnel Psychology, '^ol, V. No.2. i952.

4 1. Productivity, ii^ervision and Morale in an o ffice  situation, op. c it ,
42. Kayo, iitton and u.i .F. Loabard, Teaeiwoik and Labor Tumovor in the Aircraft 

Industry of Southern California. Harvard business ;:>chool, Bostoii, 1944*
43. imbin, Robert, The Vfcirld o f vibrk, ^ lew ood C liffs , K«J,, Prentice Hall,

]?58, Chapter 12.
44. Uikalachki,op. c it .
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did not find hi£|i degrea oi: aoclal oohesiveness in th« Juts a iU s  a1~ 

tiwugh th« l » v « l  o f coh«elTen9>s slightJIjr varied between the a iU s  studied. In

jo ill tio* 1 Correlation between produotlvlt/ anU the social cohenlveness o f the
m ill Wo.3

viorker* vtis positive but in will No.2 and / the correlation mm negative^but 

not etatiiitlcally aigniflcant. ( r  -  + 0,57 for xnlU No. 1, -  0.60 for mill No,2 

iuod -  0.29 for mill

W« also did not find ar̂ r correlation between productivity and task- 

oohesiv^ess. ( r  • *236 for ia ill Mo.l^ + .126 for m ill Ho.2 and * .0 13  for

adLll Ko.3).

Corralatlon botween soolal ooheslyeness and taak ooheeivenesa was also 

not 8ttttietloa.iay algnlfleant, ( r  -  ♦ 0.64 for a U l Mo.I, + O.37 fo r  ad ll No.2 

and -  0.35 fo r ad ll No.3)* It, is , perht^s^ jf^parent that the position about wortc* 

group cohcsivsness Is much greater in n l l l  H0.I  than in d l l  ^o.2 and a lU  No.3*

In this isLll, the o f r f e l l  ^ o r t  by a sxall margin fo r  b«ing significant

at 10 percent. In our v l^  the higher degree o f correlation fo r lu lll *k»,1 Is  

uuQ to piece-mte sTStcfEi o f pay^at which encourage xorkers toward? greater 

producticR. One Moiks better and gets better and hence licope fo r antagonistic 

feeling is  not that protola^t as in a tine-rata. In this o iill mq found v^orkers 

who are aoclall/ iaore Cohesive aiso have more task coheslv«iess. The negative 

relation between aoolal coheeiveness and productivity in H il l  ljo.2 Is , perhi^>s, an 

indication of workers' eff(u*t to sabotage oanageosiits* e ffo rt for greater produc- 

t iv lV .  I t  laay also Indicate a ssnse o f heart-burning on the part o f more 

effic ion t woricers to see that slackers also get the same rerauntiration as thagr 

do. In our view the lack o f algnlflcanoe o f the correlatix>n between productivity 

«id  cchesivenesa^ social and task, also lie s  in the nature o f  the Job. the Job 

must require team work for cohesiveoesa to be more productive, When work is  so
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organissd that th« wotkers &r« highly lnt«rd0p«cwlMit and production d«p«ad8 m

their ab ilit/  to nesh their efforts saoothljr, cohesivAoas pays o ff. In the

ginning ana >f«aving op^atlons o f a ad ll the task o f  individual woiicers

ie  not lnt«ra«pend«nt. the heat and noieor enrironotent doea not eneoura^

interaction with co-uoticers. y ifficu ltjr to oooinunioute seems to be a very

sij^niTicant Xaotor. Xhia has bueo pŝ >ved in iiois/ steel s i l l s  and along 
i*5assatidbljr liniie. Anotho* oati&e i'or Idm cohesiveness is  possibly the lack of 

skmrp line o£ Uiviaioti beU««en one group aivt anotlier. The plant lay out is  

such that i t  encourt!^^ a chidn o£ interactions but not group solidarity. This 

ie  supported froa Zaleviik* a etu(^» The work in a Jute d l l  i s  aachina-paeed. 

The line sardar is  oonstsntJy pr^o^tt on the shop floor to look into mechanical 

troubles and render other help o f the technical nature, besidesf there ars 

extra workers to help the spinners. I t  is  the resi«na ib ility  of the line aardar 

to train new entrants into the suction. Apparently the scope for mutual help 

among the t^orkgroi^ meiobers on Job-related pitibleKS is  liraited. Since the work 

involves a continuous-proceas production technology requiring high structure 

for ade<?»te perforLsance, the scope fbr self-organiaatian o f ><ortc arti getting a 

measure o f pride on the p&rt o f toe i>forkers for b«ing part o f a hamonious and 

el’fective workgroup la  not as substantial as is  possible for mo ike re in c le r ica l 

operations. One possible explanation for low degree oi cohesivanesa is  the 

d ifficu lty  in thinking of theasdLves as aeoberB o f a woikgrot^. Our definition 

o f a ^ rk  group referred to a l l  the people Mho report to the aaote icimedlate 

aupenrisor. I t  seemed Uiat thtj vorkars of Pakistani jute n ills  fona groqps on

.  118 -

45. Walker, Charlos R.j Robert Guost an̂  Arthur N. lum a’, Foretaan on the 
Asseidbly Line, Harvard University Press, 1956, Page 13 1 .

A6 . -rĈ aliSinik, A ., ’»o£ker Satisfaction and Developuflnt, Research Division, 
iJarvard Business School, 1956, Pages 120-I2i,
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ft differocit b&sifl, Uoricgro^) cohesiveness la rather on the basis o f custoos,

language or d istrict o f origin. One group is  cultural!/ iaol&ted f n »  the oihtf*.

iiiots and brawls occur araong groups o f woriters both insid® and outside the 
47factoi7* ^bls we can not possibV conclude that ttorkers In Pakistani

Jute m ills do not have a ffilia t io n  noed. We had evidence oi' such need -  the 

need to have frlsntis and to be in contnunication with others. This is  i^parent 

from existing groupings which we have obsarved and which Husain and Fait>uk hi^l^ 

lij;hted in thislr study on social Integration. The a i^ lfica n t groi^is observed
Id

were BeOfjaii ana non-ijongaii, blhuri, Noakhall, barlsali, faridpuri e tc .^

These troopings hars dsv«lopsd animoalty aaong thea and jtheraforo^mt^ijers o f

individual workgroi^a do not have higti degree o f concern for each other -  a very
U9

ioportont factco* that fac ilita tes gẑ >up cohesion.

Another isportant factor for low eoheslTcness is  the sisie o f the line 

under each sardar and the distance involved. The average nu^f^r o f weavers or 

spinneirs under each sardar i s  over 2D. This is  too big a groi^ to develcp 

oohesiveness. tiesideA, worker at one md o f the lin e is  beyond tlie hearing 

distance o f the other «rid. Thiip are also not visib le fron each oth^r being 

obstructed by the ta l l  frsneS of the spinning di^artoent.

jiYidffitly spinners and weavers o f jute raills are so organised that i t  is  

hard to speak o f tJiesi as groins. T»iis situation l«id s  si^port to HJ^yte's 

observation that well integrated workgroi^s are not iibli:}uitious in industrial

47* Husain and Farouk. op. c it . Pages 81-62.

46. Kaaagaiiiaat asked us not probe Into these gro\¥>in^s in view Qf tensions 
anong these gro4 >s.

49. fiikalaohki, op. c it . î age 2QU.
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ozf^anlsations.^ Larg® >iorlcgroupo may find their social and egalatlo needs 

satisfied off-the-Job &ni B*y work only to be paid and satisfy pt^slo^^gloal 

needs.

Lack or association betxoen grotf) ooheslveness and productivity may also 

ba ejqjlained Ixi tem3 o f gro^> meanber'a’ confidence in managetitait. Seash<Mre 

foutxi that hig^ cohealvoness was aasoclateci with high productivity I f  tbe

x̂X)up Bvefflbers had high confideiiice in jaanagement mkI with low productivity
5lI f  the workgrotfi a id e rs  had lov confidwicc in stana êî ient. I t  is  possibly 

beca>is« oi th is reason that «e  found ne$;ative correlation in m ill No.3* This 

o i l l  is  coasiderea to be one which bad BHxlmia labour troubles over tbs years. 

There has been otiange o f ■enageaont in this a i l l .  Besides this m ill does not 

have Uie elaborate fa c ilit ie s  for workers as we observed in n l l l  i^o.1* Xhis 

a i l l  is  lociited in the outskirt o f the provincial capital c ity  anâ  therefor*^ 

its  workers htivd been exposed to urban contact aore than the vcrkers in other

juto n i l ls  and hence possibly nore "classMjcsiscious'* resulting in diseatisfac-
52tion* Uowevsrf workers as & class not seen to have developed confidfoKte

in ffianagfidsnt. One poesible cause for tb i« wide ^prvad dissatisfaction o f

InuustrL^l workers i s  thci f«rraent o f the ■*riaing tide o f ext^ectatiuns" g«neratsd
53in the wake o f iaUcpend«nce a fter Jong period o f colonial ru l^

le t  another explanation for the absence o f Job-centered inionnal work­

groups Is  the stage o f economic dovelopDflnt throu^^ which Pakistan is  oasslng 

Kayo and bis associates aasujoed atoffilz&tlon of the society as a result of

^0. Wr^e, W.f"huioaa lielatlous i^econaiaared*', iu.iMWamer ana ti.H. Martin, 
Industrial Man: liusinees and business Organisations. Haiper and Brothers,

Yotk 1959, ?age 315,

5 1. Seashore, op. c it .

52, Serr. op. c it .  i âgo 251.
53» Dale, iiamust. Kanag«aant: Theoiy am Practice. Hcgraw-Hill, Hew lo ik ,

1965. Page 600.
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inaustrlftllsatiGn. (ve are far fron that stags. Vie haxra s t i l l  Uts tradi­

tional aoclal groups. W« do not have th« social and goographioal mobility of 

the west vhloh reduces social ties o f a pflToon to his parental faadljf, in it ia l 

residential coauBisilt  ̂ and frltncte and ̂ therelbre ̂ our xoricers do not go to tbe 

faotoiy starved for affection and affiliatlcH i and hertoe the factory is  not 

ejqpeoteu to provide a new social unit^ a new hoae, a place of eraotlonal seeuritj 

fo r the atcaized individual as idealised bjr Hayo.^^ In oonsideraticn of the 

above facts, we aay perhaps conclude that fo r the blue co lla r wozicers social 

rewards are not so effective in our setting. Workers in Pakistan can be more 

el'feotiveljr controlled by sush rewards as are appreciated by their wives,

£ri«nds and neighbours.

atPiPYiiiS^CiJtTBtiia SUPigtflSIQN LaAflS IX) HIGHia PKODUCTHflTI: One 

o f the najor hypotheses o f Uils stuc^ was that supervisors in Pakistani indus­

t r ia l  fLms are produstion-sdnded with l i t t l e  concern for their subordinate 

work«:s. The data seMed to I « id  si^port to this hypothesis. Ve found that, 

woricere in both the Jute s i l l s  had perceived their 8up«rvisors as high^ produe- 

tioiv-centered. Average score on the five-point scale was 3.36 for production- 

orlMitation index in o i l l  No.t and 3.96 in B i l l  »o .2  and 3.51 fbr n iU  lio.3* 

Apparontly under both the systA  of wage paynent, namely, tine rate and piece- 

rate, stf>ervisors exert pressure for higher production although the decree of 

pressure needed for t iu e -^ rk ^s  seeiss to be higher. This is^ perhsps^xoiderstand- 

able since the tsndeney for slackening or goofing is  greater under tlae rate 

compazvd to piece-rate in which woi4cers quite realise that their eaznings are 

directly related to their efforts and hencs (^lecks are needed only fo r quality. 

Since supervisors are carrying out the directives o f higher manageeent for higher

-  121 -
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output> th^r h&ve to coneam th«aselT«s for production on which d^«n48 the 

soBuritjr o f thoir sarvioe and hcnoa th«/ g<»d Uie xoikers to ĵroduca mora. Thay, 

Uierafora^ Rasuae th« rola o f atraM boaa who d^aands confilata obadieDoa from 

tha workere and camot fti'ford to ba hunuia-raUtiona-oriantod or to ba ft l » x  

diacipliiuiriaD «iU i & raod/ aalle and poor production racord.

Tharofbra^poor work draMs r^rioanda and threats while good work is  takao 

for granted and the paj^astw^a* anralopa is  daemad anough reM&rd for the oontri- 

bution tha workers make to the organisation. In a situation lik e  this, poor 

score on an oipI<yee«ori«itation Index is  parhapa obvioua. Woiikers in tha threa 

Jute B i l ls  under revieiw perceived their st^arvisora aa p^p le  having veiy l i t t l e  

concern for then. The average score fo r  asplogree>oriantation on the fiv e  point 

ac&le was oa^ 2.01 for B i l l  Ko.t, 2.02 for m ill No.2 and |.6l for n i l l  No. 3> 

rhe suparviaors do not fe e l that i t  ia  their responsibility to go to bat for the 

workers or to take friandly Inttfrest in their welfare. In the matter o f  coBplaint 

and grievances, si^erviaors seeoed to have a tendency to ask than to see higher 

BaoageiQdit on the plea o f tbeir inability and helplessness to do anything. In 

the cirmnstanoes, wozkers prefer to present their grievances throve unicn 

leackra. I t  is , o f coursa, true that under the systea o f coitrall^ation o f 

decision-fiaking power, aupervisors are l e f t  with v ^  l i t t l e  power to consider 

workers' grievances. ik>wever, the fact r«stains that as direct iffiOttdiate bosses 

o f  the workers and as rc^resontatives o f nonagsiaent, supervisors could have had 

interaction with the woikora on the Job and off-the-Job problems and ther^y 

develcp a s«ise of bd^onglng and a feeling o f closer personal relationship with 

the workers. I t  is  apparent that this has not happened. They have not tried  

to integrate the workers with the organisation, koricers seem to believe that 

the ooB âny* s aaLa aim is  making money and supervisors are tools to that end.
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Cloa«r iiitegration a£ the workers with the organisation dtmunds closer lnter> 

peracmal relationship batvetfi workers asfi their st^orviaors but this can hardJly 

be achierea unoer the prevailing social &nu h^nu:«hical arrange&ient. The 8ii|>«r* 

visors Who are at least High School CrrHOuates anu who cone froia hi^er^oooio- 

eoonostiG backgrounci cannot think of closer interp«rsonal contact with their blue 

collar subordinates who are inferior to theu in education, familjr background and 

eoonoaiic baPking. The olcUfashianed landlord t̂on&nt r e l a t i o n se e ms  to have 

beoi transfezred to the indiistrial scane though in a refined manntt** In the 

oireumstances, the si^erviaors feel that the min raaponaibility for getting the 

departamt* s woric done rests on thair Mulders aiul that the function of their 

«d}Oxdinatea is  to do their bidding so that work could get done. Jh other words, 

they take their fi«ction as iBsuitig Instructions and following Mp continuously 

to ensure that the«s are carried out.

Since a l l  o f  our s i^e rv iso rs  were production-centered, i t  i s  not p o ss ib le  

to  Bake anjr general statement whether ei^lq^ee-centered st^jenrloioa wouid have 

given be tte r  prouucticoi performanoa. howevor, there were d lffe renoes in  the 

le v e l o f  production sindedness o f  the supervisors and we t r ie d  to fin d  the corre­

la tion , i f  arv/, between productivity and produotion-centereckiess. The co rre la ­

tion Was p o s it iv e  in  n i l !  tio^Z and x L l l  to* 3 but n ^ a t iv e  in  » i l l  l<io. f but i t  was 

not s ta t is t io a lljr  s l ^ i f i c a n t  ( r  * -  0*34 fo r  m ill  i4o*I, * 0 * l6  fo r  n i l l  

and ♦ 0.34 fo r  m il l  lio.3j> Altitough the co rre la tion  i s  not si^^ iificant, the 

indication i s  that fo r  wotkers under tine-'rate , produotioa-oenteredaees on the 

part o f the supervisors may lea^  to higher output peri’oraiance. llie  negative  

re la tion  fo r a d l l  No.t i s  p o s s ib lj  a po inter that under p iece -ra te  ^ s t e a  o f  wage 

puynent, too much ei^hasis on production may pronote r«iistance to increased out~ 

put. This has been dsoonstrated in the score on et^lajfee-cflnterednesa o f the
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Buparviaors, Xha correlation bet»»een productivity of the six workgroups and

tiidir s^jorvisore' enployae-orientation was founa to be positlye for B il l  No. I
and nii 11 Ii'o. 3 ,

and negative for a iill No.2/but the correlation i<as sta tis tica lly  significant in

neither of the tMo: cases ( r  «  + 0.18 for ad ll IJo.l, -  0,42 fbr m ill No.2 and

-  0.45 for fflill Mo.3)« Apparently altiioui^i the evidence is  not strong, in a

^stflBi o f  r#tar<iing people by the tiae put In rather than output turned out,

eniployt!^orientation on the part o f the supervisors Bay encourage happ  ̂ fendlljr

atiBoai^ere and laxLty towards production. Howev^, one iiitereating feature of

the fliidiug of the study is  that we did not find ary evidenca of the nixed style

t^iich the Hictiigan researcliera have come to rejjard as cptijnua.^^ The idjaid

style bliinds the eleaants o f both ei^lqre^-eentered and producticxH-centared

oethoas. Such a style adapts i t s e l f  continuously to the deoands o f the Jcb and

the needs of the people being supenrised. To use lik e r t 's  words, " i f  a h i^

level of perfomance is  to be achisretif i t  appears to be necessary fo r  a s^pei^

visor to be euployee~oentered and at the saae time to have high perfomance 
» 56g o a ls ...............  In two s iills  covered this study we found that supervisort

who bad exhibited aiore o f ecployee orientatickn than others possessed less produc­

tion orientation than others. In other words, in these n iU a superviaora who 

showed relatively higher concern fo r production showed rela tively  lower concern 

for people. This is  how one can possibly explain the negative correlation betweoi 

supetnrisors* produotion-oriKitatlon and fls^lcgree-Kirientation Cr * -  *34 for o l l l  

tio. 1 B»i -  .16  fo r M ill tio.2)> the finding in 11 ^̂ 0*3 rfiite reverse.

In this *111 we found a positive correlation, though not sta tis tica lly  sign ifi­

cant ( r  ■ ♦ 0.62J between a^ervisors' concern for people and concern for 

production.

55* GellAman. The Managoaent o f Human Relations, op* cit* Page 35.
56. Ukort, N«»« Patterns o f Hanagemant. op. c it .  Page 8.
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^ h a t  o o n c l u s i o n a  c a n  mq d ra w  f r o a  t h e  a b o v e  t i u a l j r e i s  o f  p r o d u o t i o i i -c w a t e r e d  

anci & ssp la y eo ~ ce iA s ro d  B i f ) « r T i s l o n  ?  d o  we Q X p X siin  t h e  l u o k  o f  a i g n i f l o a n t

C o r r e l a t i o n  b e t i* o e n  s v ¥ ) e r v ia o i7  s t y l o  ana p r o d u c t i v i t y  ?  b a v «  s e « i  t h a t  t h e  

d l l ’ f e r o n o a  i n  p r o e i u c t i v i t y  l e v e l  b A v ie e n  h i ^ h  p r o d u c in g  g r o u p s  a n a  t h e  I c M -  

p r o u u d n g  g r o u p s  v o b  e t a t i s i t i o a l l y  s i i j n i f l o f a n t .  F r o a  t h e  l u o k  o f  B i g n i f i C i u i o *  

i n  t h e  t l i f f e r s c i a e  i n  t h e  l e v e l  o f  p r o d u o t io t v -c e n t e r e d n e s s  a n d  e D ^ l o y e s - c e n t a r e d f  

n e s s  o f  t h e  s u p e r v i s o r s ,  o a n  w e  s s y  t h a t  p r o d u c t i v i t y  i s  in d e p e n d e n t  o f  a ^ > e r v i a O l 7  

a t y l e ?  I t  i s  v e i l  t o  k e e ^  i n  la in d  t h e  a i p e r v i a o i y  p e o p l e  M h o e e  s t y l e  o f  s u p e r v i ­

s i o n  V 0  h a v e  b a e ii  d i a c u s s i n g  s o  f a r *

Those a r e  U ie  p e o p l e  who a r e  "r e e o i m i a e d " sv^pervisora. T h e y  Mpresent 

t h e  lo w e r  e n d  o f  th t: f n a a a ^ e r l a l  h e i r a r o h y *  A s  we h a v e  a e n t i o n e d  e a r l i e r *  t h e y  

a r c  n o t  the f i r s t - l i n e  8 i ^ e i * v i 9 o r s  I n  the r e a l  sense. T h e  t r u e  f i r s t  l i n e  

s u p e r v i s o r s  a r e  t h e  l i n e  s a r d a r a  who a r e  s k i l l e d  t o p  woricors i n  t h e  eye o f  la a n a g e -  

ment* B u t  t h s y  a r e  not w o r k « !'9  i n  the a e n s e  o f a c t u a l  a t t e n d a n c e  to t a a c h in e s  

o f  t h e i r  own ana hence t h t iy  a r e  not w o r k in g  s u p e r v i s o r s  i n  t h e  American sense*

I h < ^  s u p e r v i s e  w o rk  o f  t h e  a c t u a l  w o i k e r a .  T h e y  a r e  i n t e g r a t e d  w i t h  t h e  w o x k e r s  

s i n c e  t h e y  l i v e  a n d  I n t e r a c t  w i t h  w o r k e r s .  T h e y  d o  n o t  h a v e  s i ^ t f ' i o r  e d u o a t io n  

o r  c l a s a  f e e l i n g  l i k e  t h e  s u p e r v i s o r s  a n d  h e n c e  t h « y  c a n  s e e  t h e  w o ik e r a *  

p r o b l t t s  b e t t e r .  And s u i p r i f l i n g l y  e n o u ^  t h e  c o n c e i t  o f  s i ^ e r v i s o r y  s t y l e s ,  

p r o c i W t i o i ^ c e n t e r e d  o r  w o p l o y e e - o r i e n t e d  s u p e r v i s i o n  s e e tE s  t o  f i t  t h e  l i n e  s a r d a r a  

q u i t e  w e l l .  F o r  i n s t a n c e ,  w e  f o u n d  t h a t  t h e  o o r r e l a t i o n  b e tw a e m  l i n e  s a r d a r a '  

e s ^ lc f y e o - c e n t e r e d n e s s  a s  p e r c e i v e d  b y  t h e  w o r k e r s  a n d  t h e i r  p r o d u c t i v i t y  w a s  

p o s i t i v e  i n  a l l  t h e  t h r e e  J u t e  m i l l s .  I t  w a s  a t a t i a t i c a l l y  s i g n i f i c a n t  a t ( 5 H e ^ p « r  

c e n t  f o r  l a i l l  Ijo . 1  a n a  a t  5 p e r c e n t  f o r  m i l l  I jo «2  a n d  n l U  N o . 3  ( r  • +  O .9 7

f o r  n i U  I ,  *  0 . B 4  f o r  n i l l  N o . 2  a n a  0 . 9 1  f o r  o d l l  H o . 3 )  .  S i m i l a r l y  t h e  

c o r r e l a t i o n  b e t w e e n  l i n e  s a r d a r a *  p r o d u c t i o n - o r i e n t a t t o n  and h i s  g r o u p s '  p r o d u c ­

t i v i t y  w a s fo u n u  t o  b e  s i g n i f i c a n t  f o r  a l l  t h e  j u t e  m i l l s ,  a t  1 0  p e r c e n t  f o r
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a iU  ho*t aou 5 percant for u U l ^ .2  aui oUX No,3 ( r  -  •» U .7t for siUI So.1,

*  0.85 fo r  Edll iito.2, ♦ 0.93 “J-H '*• alao l'ox2aii that the lin «

saroar, wiio had h i ^  concern for proauction also had fa ir  degree o f ooneem for 

the people under thoa. The correlation betveoi sardars’ productioiMiaiJUliBdDaBS 

ana their concara fo r  p«oplo supervised by tiiac was statiatical^ly significant 

( r  ■ ♦ 0.$4 for m ill ♦ 0.?2 fo r  m ill «o .2  anc. ♦ 0.91 fo r  la ill No,3)* In

the face oi these findings, we can possibly sa  ̂ that the higher proauctivity of 

the higb-producing iNork groups vas cuie to a blotdio^ of prouuction-oriQntatioa 

and ac^lc^e»>orlei'itation on the part ox the line sardars. This finding of 

ours l«id s  support to i ik ^ t  who fee ls  that sup«*viaors viio have a sipportiire

attitude towaid their oen and endeavour to baila then into luall-knit teasB
57obtain higher productivity than those Mho have a thiwtening attitude. Zf 

this finding is  takci as accurate, i t  w ill be eviasnt that like western wox^era,

Pakistani workers also do not consider traditional reward of fflsre pay or security
58

enou^ to provide sotivation to lead to increased productivity. i^vidently we 

can also aây Umt in getting higher production fz w  the workers in Uie Pakistani 

Jute B ills , the role of the lin e  aardars is  nore signifioant then that o f the 

so-called white collar aup«*vi8ors. Apparently, the lin e sardar is  truly the 

nan-in>theHBiddle as the An«*icau fbrwtan is  purported to be. The data on

-  126-

si^erviaora* and line sttrdars' prod\icti«i-ori«Dtation and eiqplcyee-orientatlon 

vere fitted  into the filaoke and Houton Mazukgerial grid. Fais is  shown in tl; 

attached graph. I t  appears that of tt^ iB supervisors, none is  below 5 in

57. ilkert, K*, Pleasuring totivational Perfomanoe. Harvard <iusiness lievisw. 
Vol. 36, iio.2, Harch-iipril, I95S, Pages 41-52.

53* 4.alesnik, ChrLstenflon and fioethlisberg^, op. c it .  Page 354*

59. iilake, and J.S, liouton. The Hanagorial Grid. Houston, Texas,
Chilf Pi^Us^ing CoaipBnjr, 1964.
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esq}h&8is for pnxtuctloa but anĴ  5 &!*« above k in concezn for paopXs* A> oo^arad 

to this, of the 18 line sardars, one is beXoM 5 eophasls for protiactloa btit

16 out of 18 were above 4 in concern for people, i^dantljr supervlBors are acre 

ooDGemed for proAtotion but less oonoemed for people while the line sardars 

have high concern both for production nod for people* (See Managerial grid in 

graph neoijb page). Hcereaaion lines were alao draw for produotivity on these 

four Variables separately as shoMn beloN t-

-  127-
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WHSTHja IMTflffiitfeOMAL SATlaF ACTIQM BiSmKai WB&KHS AM) SUPBHyiSOE tfFQCK 

K^UUCTIwIIY I Ihe abov« findling Mas oonBidered vezy atuch meaniAgful In v±9V o f  

the fact that i t  supported ttae hjrpothasis relutlng to the main foous o f  th « stud^j 

Ran«ljr^ v^ilojroa-canterttd s^porvlsion m dors h i^  productivity. th«r<}fore«

decided to stui^ the issue In further d«pth. Accordingly, we broaitened tlie scope 

o f the ansJL/ais to Lidiviaual workers. This was done in v i^  o f  the criticiffia o f 

Victor Vroom that analysis of aupervisoiy oriecitation and productivity on grot^ 

basis reveals sluftly the average e ffects uhereas overfa ll prouuctivity improve-
60

ooits are largely due to the favourable response o f a part o f the grovf}. We 

intafvi<iwed 226 weavera* hoiking on piooe»rate in six Jute mills randomly selected. 

In order to get an iciea about man-boss relationship between the uorkare and 

supervisors i*e asked the ><orker8 to mention three reasons fo r  which they dis­

liked their line sardars and supervisors, We assuaied that i f  a worker perceived 

ills Une sardar and supervisor as aoiploytje-centered^ he would have a likening 

for these people and he would refute our c;^estion s^ing that he did not dislike 

hie line aardar and superviaor. I t  i^peared that 19 percent o f the woricers liked 

their line sardara and 2 percent liked their B^perviao^^. They stated that they 

did not have any reason for aiellking theo. About 72 percent o f the workers dis­

liked their line sardars and 90 percent disliked their si^iervlsors and iaenticned 

the reaaons for their dislikes. Xhe reasons lasntioned were as follows} 

ileaaotis for dislike '  .........D Percentage disliking d ^ereentage dislik-

-  t28 -

1. Bude behaviour 17 35
2. .Mack of aiya^thetic attitude towards 

woilcers* giievances 7 2?
3* Apatt\jr tot̂ ards quick repair of m^hines 10 24
4* liebuklng for going out 10 9
5. iaek of skill 2B 11
6. J- avouritiflBi or injustice 16 5

60* Yroaa, Victor K. Some Pereonality Deteminonts o f the Effects of P&rticipaF> 
tion. op. c it .

*  This back tip study was undertaken unuer the auspices o f the bur«u  o f 
i^noBiic Research, Dacca Uhiversity.
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ii Peroentage dls-  ̂ Percuntage (ilsiik- 
i liking line nard&rB. fl Ing ■upTVlaor*

iiensona for dislike

7* rtoaoiins outsitle and not holping 
workers in Job-ralated problems

8* X a k iA g  briba and other IXlcigBl 
gratification

iiefusal to record produotlon 
accurateiy

10, iiefaukin  ̂ w o iic e r s  for Ion production 
without trying to knoiM the reasons

11. Kebtdciog for bad we&ving tiithout oonai- 
dering the reasona for the sane

50

3

10

9

14

I t  v iU  appear from the above data that si^erviaora are jaore disliked fo r 

jnide behaviour^ lacic o f sympathy imd unfair rebuking. The lin e aardars are xoore 

dialiiced for favouritiaui, bribery and reluctance to help in job-related problems, 

fhe practicea are not oompatiablo with the praoticea listed  for an etsplcyee- 

centered aiqjerviaor. The views of the workers on the above supervisoiry practices 

appeared to be valid. We IntervleHed 3̂  si^endsoi^ and 36 line sardars about 

the faults on the i>art of the workers for which they take dlBciplinary acticn 

against the«u The reply waa ag folloMS *

Faults on tlie part o f the w<z^er9 Q Percentage o f line } Pewwl^age of 
0 sartiara taking action Q supervisors
< A M ^ M . ataking action.

tioing out and loitering 54 65

Bad Weaving 35 6t

aiabehavlour 20 52

blasting yam 20 to

Persiatently low production 35 39
f i t t in g  insic^e the a i l l 15 13
Irregularity in atteodanoe and departure It 36
Indiffer«ioe to iwjrk 22 35
intentional daua^e to ziachine it laacliine parts 13 32
Absenteeism 4 48
Agitation against loanageiâ nt 2 >9
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It  ^}paars that the lin « sarOars and si^srviaore are ecju&Uy aatlva in disciplining 

for oL*fenc«B like persistwoAJy 1cm pr<xiuctlan and flu ting Insldi tte ibIU. Tha lin« sardart 

are uora concerned ubout Mastaga of yam but si^tenrisors are worried about gping out, product 

(^iallt7» puBCtuality In attenfteBoe and departure  ̂ absenbeeisa and agitation against nanage- 

moat. The supervisors also sees to be more sensitive about voiicers* behaviour*

The data on intilvlAual inorker* s productivity and his liking or disliking for the line 

sard&r and the supervisor vere put to test* The value of for the supervisors oi

-  130 -

2
to 12.74 at 6 d,f. I.e . significant at 5 percent. The value of X. for the line sardai^ 

aanie to 18*42 » t  7 d*f. i .e .  significant at 1 percent. The average proauctivlty o f those 

liked their supervisors was 35*^ oonpared to 33*$5 for those who disliked, their st^eiw 

viaors. Those who liked their line aardars had an average productivity o f 39*93 a* 

against 33*40 for tttoae who disliked their lijie  sardars.

Apparwitly Indiviuual woricer's productivity is  dependent on hia liking his ai^erviscry 

people. The worker who does not have argr reason for disliking his line sard«r or the st^er-- 

visor prouuoes uore. In other vords, workers who dislike Uieir boas for various reasons 

do not work as hard and as sin<»rely as thosa who like their boss. Apperently si9 «rvlaox« 

being liked by the siijordinatea laada to h i i^ r  productivity o f the woiicgroiqi.

WHKTtiER ?aKI3TaHI fefOHESaS hOtiSi Foa HOKKT 0 0 1 1 I t  is  coaaon knowledge that Scientific 

KaaageMsnt placed an important oaphaals on pay as a motivating factor for good Job perfoiv 

mance and tbua popularised the conc^t o f "SoonoBiic Man". This assuB^tlon about workers 

which M ŷo tezoed es "rabble t^othesis" is  s t i l l  with oai^ iaanag«iienb people In the West. 

For instanoe, Halre et. a l . , put i t  this way. "Pay is  the most la^iortant single aotivator 

In our organised society” .^* In Ute opinion o f many WMgesHnt people, Western JuLectrie 

studies maiiced the beginning o f the end for the conoq>t of i^onanlc Kan. For instance.

Brown fe lt  that wage qrste^  are not, in thwiselvea, an iiq)ortant detembunt o f pace of
6iiworic, application to work or output. Hersberg e t. a l*, reviewing 20 studiee concluded 

that (Hily JMderate Impartance Is  attached to pay as a Job factor. There is  a trend toward

ttie new conc^t o f *6oclal Man" or '6oclal Self-actualising Kan."

6t* Halre, H. & Chiselli and L.W. Porter, Psychological Hesaarch on 
Pay: an overview. Industrial ftglstlons, 1963. 3( 'J» 3-3.

62, Brovn, W., Piece-work Abancumed. London. Heiman «?62, P. 15.
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AcotiTding to tha tidvooatse o f tha nciw ccsicepi, MaalowB’ of ne«da

neatJl7  e^ la lns this. Whcr pay is  unimportant ? Kegragor ana UJcert bu ilt up th ^ j 

motlTational schemes for oz^anlsfttion that havs dOMngradtet̂  aS incentive.

Mhile discussing social, egoistic and self-actualization needs Western Scholars 

particularly Uwse in the U.5.A. make a tac it assiuption that these are especially 

relevant fo r Aiaeriaan Society vhere a strong ot'alitorian tradition teaches one 

to chtfiali indepetKltfice and to assvsEve that no one is  rea lly  entitled to t e l l  one
63 ,

Hhat to do. Ukert holds a different view. In UJcerts* opinion the «B^lpye». 

center^ approaoh has universal applicability.

One of the objectives o f the present study Mas to examine the valid ity 

of Likert's assuo^tlon. We aflfced our respondent workers to rank in ordttr of 

preforence 3 things vhioh they wanted to get out of their jobs. These 3 things 

were 1 High Poy, Job security and good s^perviaory behaviour. We jfound that 

pay Was ranked third in a i l l  Ho.l, and f ir s t  in jbUI No .2 and a l l l  ^0.3 

Apparently workers are not unanicaous in giving f ir s t  preference to **Hlgh • 

which Is  a pre-requisite for the satisfaction of their physiological needs.

Taking workers o f &11 the three Jute n l l ls  together we found the mean ranking 

as fQ llw s t

High Pay t 2.00

Jckt security 1 2.06

Good boss t 1*91

SvldMitly top pretf ereace Is  for good boss who w il l  hear their eonplaints 

sympathetically and who wH l treat theci as hueaan b^jjgs rather than tools o f 

production. I t  is  interesting to note here how workers relate hlghtf* inCoote 

to good 8tf>erTisoi7  behaviour* They seem to think that i f  the st^ervisor is  

sy^athfltlc th«or can woik with an open and unworrled mind and show better job 

perforsiance and that ensures their Job security as w ell as earning. Our

63. Gelleman. The Hanageuent o f Human Relations, op. o it . i’. 8-^.
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diflcuwion with the workers lo f t  th « impresslcn that i f  the supervisoi* whoa 

th«gf tjreat as aore icnaMladgaable ana superior like their altiers, take an interest 

In their welfare, talk to th«a with a sodle luid e x p l^  their instructione in a 

o&liB aaraKO'j thegr fo o l working hard* I f  the feelings exproesed by our 

responuenta are true, thflgr &re prababl/ an indication o f the va lid ity o f Ukerts* 

observation that tJie h i^  return of hunian-relationfl-orianted approach is  not 

liBiited to the ttaited 5tatee. This finding o f  ours is  different from that of 

GanguU who studied a Calcmtta libgineering factoxy* an 3-itda index GanguU 

founa the top priorit/ for adetjuate inooaie, sympathetic boss ranking f i f th .  

lk)WeTer, even in Clangulis’ investigtttion e lie rly  people C40 or more years of 

age) were founa to give greater eaphasis on good siytervisory bati&viour than 

p «y .^  I t  w ill  be apparent f  roa our findings that aaterial incentives alone are 

not maae^ evoi for fakistaxii subsist«ice workers, iiiven negative incentives 

like the threat of loss o f jc* is  not enoujjh to ^u r higher productivity* A 

w^portive approach is  also needed. In the face of this evidence i t  is^perliaps^ 

hazardous to conclude that a ll o f our workers hare deadened their aspirations 

or even that thfly w ill  continue to be satisfied for the rest o f tlie ir lives i f  

only th v  can get enough food. Hanagecaont desirous o f getting (^timua producti­

vity frcB it s  woikforce trtiould̂  therefore^keep in mind that ooot b^iaviour Is  

oulti-motivated. Any behaviour tends to be detemined by several or a l l  o f the 

basic needs simultanoously rather than by only one o f them, namely, pay.

WHteTHiai SlFSttVlSOHS IM THK IHDUSIRIaL aiTlgiHUSSb OF PaEI&TÂ W Altg 

AtffHOiaTAHXiMi One o f the objectives o f th is study was to exttnine the valid ity 

of the v iw s  e^ressed bgr a few western scholars about the supervisozy style of 

front-line people in Pakistan. We foutvi these observatiais si^ported by our data.

64. (languli, H.C., Industrial Productivity and Kotivatlon, Asia ^libllat'iing 
House, London, P. 32.
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For instance, in the 8 -lt«n  authorttarianiaa indaac, the score lent suf^ort to 

the observations of KeatherXord that supervisoiy people In Pakistan are authori- 

tarlan in their attitude, be foiind a significant degree oT feeling in the 

supervisory people that voikers are inbersntly lasy and try to avoid viork and 

tli(3refore^ th«7 should be kept uncier watohful eye and oonstantJy goaded* In other 

Mords, sipervlsoiy people involved In th is study appmr^d to res«idt>le the typical 

sup«nriaor desl^atsd us theory T  type by Hogregor. Of the 18 supervisors, 

onJjr one exhibited a slight indication of thaory 't*  type*

The |8 line sardars also exhibited aut^iorltarian attitude. As the real

front-line su^erviaors, line sardars, as we have alreeuity indicated, are more 

important in getting production. Ke found that the score on the authoritarian 

index for line sartiars «as higher in o i l l  No.2 thoi in B d . l l  and i d l l  No.3*

I t  is  nec«Bsaiy to roBteaibar that our san^les In m ill Jio. 1 and oL ll ^o,3 are paid 

by piece-rate vhlle those in ailll Mo.2 are paid tiae rate. iiVldentily line sardars 

had to exert more to gafc production from time woifcers.

The aut^ioritari^ attitude is  a function o f  several factors, i 'ir s t . I t  

maf result fiou the social conditioning of the superviaors. Second, i t  oay be 

a £«ieral b e lie f that ai^^lwritarian rule is  the best alternative o f getting 

Ukings done. This notion is  not confined to i'akistanis alone. £ v «  sooe A»>rieaa 

scholars have prescrLbed authoritarian aeasures for h i^ e r  production perfoiaanee 

in Palclstan. For instance, dcqrder has suggested constant ueighing of the aerits

of oiQourageiaant and incentive, the carot versus penalty-the stioi^aa the means

-  134 -

to reach desired  target aohievooent. He f e l t  that penalty wgr be more produetlve  

ttian incentives in  eneouraging prociuotivity.^^ Another AMsrican ^oho iar, namejljr, 

Clark Kerr fe e ls  that the stage o f  in d u stria lisa tio n  through «hlch developing

65. iî nyder, Heibsrt J. op* c it . P* I35>
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countries (lik e  PaktstanJ are passing is  a etafie suitable fo r raiaing productivity 

rapid:ty through authoritaidan i^proach.

Ttiird, s^perviaors JSay not b« authoritarian in thamselres. Thdr attitude 

may reflect the auttiorit^rian pressure axorteci on tlwa froai above. We fouid 

support fo r this iyrpotbeBis. A ll the aiperviscrs laaintalned that they were under 

pressure from higher nmnaeeiaeat for production. A ll the line s*rdara in the 

saao way reported o f higti pressure from suponrtaors fo r  production.

WHaTHSH AUYHOHXTAHIAM SUPmiSIQM Jjj UMPiiSIflABI£ : We have seen that both

the eupendaors and the line sardara have authoritarian attitude toward tlae 

people UDtter their control. I t  is  now for conaiAeration wheUwr such auttioiltarlfin 

approach can be tonoed as undesirable or hanaful. In our view the style of 

st^erviaion is  aituational, IJflither deiaocratic superviaion nor aut^iorltarian 

control is  ideal for a l l  situation a. The ideal style is  that one which f lta  

into the personality type o f the subordinates, ^or ptiople with dependetnt personA> 

lit|/^ the authoritarian t^proaeh seeoa to work better, tiinoe our objective is  

to stress appropriate anjorvialott ratiier than making a blanket preecription for 

any particular style, we Wuntsd to see to what extent the present style o f 

supervision received ty the workers iji our Jute a i l ls  fu l f i l l *  their ejspectations 

and needs. In f ^ t ,  a sophisticated interpretation o f ea^loyee-centered super­

vision stresses i t s  adaptibxlity and i t s  adherence to a consistent appreciatic^ 

of what the ewploaroes want and need rather than a doctrinaire insistence cn

bein(i penaiaoive.^^ The finglish researcher Mooi^ard aptly renarked there can
67

be no one best Way o f organising a business. In the words of Ukert,

Sian is  aJways an adi^tive process, a leadw, to be effective BUst always adapt

66. Qellsnuan. Manageei ît o f Hiauan Helations. op, c it . ?. 39.

67* Woodwara, Joan, Hanageai«fit and Teclmology -  HKiO, ionaon, iV65 edition.
F. 10,
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his bd îbTlour to I 'it  th« e3}>eBtHtiQas, values ana inteipersunal sk ills  o f  thos«
68

vith Hhcn he Is  Intaruotliig*

W« founa that »or4t«rs involved in our study «;^aoted r&ther authoritarian

supervision; the/ fa it  that a supervisor should be a strong disciplinarian in

enforoing contpaiv rules and production targets, Tho  ̂ also se«ned to believe that

a supervisor Mho mixee )«ith his people in a frisndly waŷ  fa ils  to exact prDducticn.

Th^ fe l t  that the ext«iL o f goofit^g and slackening ^ould Increase In the absence

o f the si4)erviaor fioin the section* Ths  ̂ hail from a society which has b e «

authoritaritfi in attitude and hierarchical in atructore. They have becoae accuffto»>

«d with their ti£iid passivity to the intellectual arrogance o f  the privileged*

They have been subjected to rewards and sanctionsf praise and punish&i«it> not cn lj

by parents md teachers but by a ntubcr o f people su<̂  as aunts and uncles^ eldar

brothers and sisters, cousins aod grand parents. In a situation like thiSj dsvelop-

aent o f iiL itiatlve has been rotaruod; instead they have developed an innate

^ i l i t y  to get firound people and problmB, They have le tm t to respect age,
69education and seniority. Therefore, i f  the woricers accept the authoritarian 

appioach w illingly and i f  they do not question the bonafldes o f their suporviaor* 

in giving orders, the authoritarian approach or productiori-centered sx^ervision 

aiity be succescful. I t  seaned that voi^ers investigated by us did not dislike 

authoritarian treatment. What th ^  disliked was the manrier in which the orders 

Were issued tmd punishtient was adBdnistered, They wanted a liv ing wage. Job

63* Hkertj H«, **i£ffaotive supervision: An a i^ t iv e  aixl Relative Process,
Personnel P »y«^ losy, 1958, 11, 32?.

6^. This situation prevailed in at the turn o f the ix>eeent centuiy. Students 
were tought, both at homt; am at school, to show stric t obedience to their 
elders. And so the clil]d-grown-ntan-found l i t t l e  d ifficu lty  in adjusting to 
stam discS^jline in the o ffice  or the factory. See Strause andSsyles, 
op. c it . P. 107,
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sscurity and s^&thsble hearing o f thsir oonplalnta and grlovsnoes. Th*y also 

0Q8oed to d»air« that th «ir si4)arvl80i*s b« so is itiv *  to their n«eds and tr«a t 

them with oapattqr. ThflT- adnitted that a ai^orvlsor who can coBd>ina productloa- 

orlflntation uiUi aooto concern for the poople get ralatiYe^jr h i^ s r  produotion.

Our data support to t i lls  &o f a r  as l in e  Bardars wero concerned. We found 

that Uno sardars who blended eBployee-orientation and production oriantatlon  

got higher production than those who could not do that.

^ p a r « iU j r  Bupervigors in  Pakiatani Jute m illB  find  authority  aa the 

easiest way to  force people to work. The ph ilosop l^  behind such tac tic s  is  

this: •Be strong. Be tou^j. Get the Job dons by breaking res istan ce  and ant&-

goniott”. This approach p ^ s  them since most o f the woricers and th e ir  faodliee 

are bo c lose to  eLarvaiion that B a t « r ia l ,  o ff-th e -J ob  needs fo r  food, cloUiing 

and sh e lte r are paraiaount. Under th e ir  povarty-strickan COTditions and in  the 

absence o f strong unions, workers' so c ia l and ego ist lo  n ««d s  are  sa fir iflced  fo r  

econooic onee* tinkers knoN that there i s  a reserve of woricei« (uaualiy abo it

10 percent o f the osfilqjred workforce) mady to  take tJM woik i f  any one q u its ,  

or i s  disohtirged. They quite u n d erst^d  that oanagemant is  in  a p riv iJedge l 

position  to f i r e  then since i t  eji})erianceB no d i f f i o i l t y  in  obtaining a lte rn ative  

hantis. In fact^the presence o f dosens o f workers everyday in  the factory  gate 

makes launageaant to sosie extent indifferetit to the needs and sentiotents o f the  

workers. Kaoai'eniflnt finds l i t t l e  visible coat in  rec ru itin g  people . There is  

no cost fo r  tra in ing  either since no tra in ing i s  g ivea . The knowledge that the 

new entrants have picked Up by wo ik ing as badHwala (su b s titu te ) in  leave vacao- 

c ie s  i s  Considered enough.

I t  is  therefore no wonc*er that auperviaoiy people w ill  show authoritarian
J 1

attitude towards th e ir  subordinates, liowever, we cannot ca tego ricaU y  state  

tiiat these Theoiy 1 type supervigors a re  ge ttin g  optijavBB e f fo r t s  from th e ir

-  137 -
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woric»r8, Th* rela tively  higher piDdxMJtivity obtained bgr those l ln «  sardars 

Mho blond productlai waphasis with scoie conoem for people laftves an Iffipreeslon 

that theoiy X is  not the onJjf way to get things done. have observed quite 

a big ntaaber o f vorkers dislike officlouaneas although they like stroog-nilUd 

Bi^ierrisors. They prefer to be aeked “please do i t "  rather than you

w ill do i t « .  This is  akin to what Maxy Parker Follett calls * dqpar^i^llsing* 

in giving orders. However, this la different fron what iiruoker CaUa "Treating 

Workers aa "Olorified »aoiiine tools i>uoh sijpportive aoi considerate attitude

Buy result i f  our smervisors fee l snd recognise that xoricere have brains and 

ingeneuity as well as Bwsclee. The Scanlon plan in U^.A. based on th i« recogni­

tion has pi'ovad sucGeBaful."^  ̂ However, that was in witat wruoker Call* "itidastrial 

civilisation"'^^. In the course of CHtr in te rv i^  we fe l t  that no blanket prescrip­

tion of thooiy it or theory X is  possible* **e noticed a difference in the manner* 

in nhic î the woricers liked to be treated, ^e could prob&biy eay “theory Z" baeed 

on d iffe ra it ia l nwed level w ill  work better, ^e detkice theory  ̂ froa Ha»low»* 

Contribution to aotivatlon process. We aaay pertxaps conclude that authoritariani«a 

nay Elve yisjf us union fiwv̂ etaarit gets solid foundation and as bioẑ  workers becwoe
73

urban bred. The Japanese eapw'ience is  a pointer to this direotioa.

toHgTHEa giafiT-Lliji!: SUPatVlSlPN :E> aU&GUaTS : I t  ie  the c^inion of practical

jBantigeneit people that f ir s t—line supervision is  one of the laost dwtandlng jobs 

in a ll  o f inaustry."^^ A f ir s t  line sv^jervisor is  chargwi with getting a Jci) done

70* Drucker, Pet«* t ', .  Practice o f Managetient, P, 280,

7t. Lesieur, F, The Scanlon Plan, Wiley it £>ons, 1958,

72, urucker Peter^ x ,, The ftew Society, Haiper it brothers. Maw York, 19̂ *9, P. 15I»

73, Odidca, iluno, Inaustrlal SalBtionB, University o f Caliromia, Vol. 3
i'iO, 1 ,  19 6 3 ^  P »  •

74, Gellenuin, Mgna^aaent of Hutnan jitilations, op, c it , P. 8»
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through men Mho ar« adults U k« himself. He is  in the aldst o f a conflict in 

whl(^ his voricars attaii|)t to  def^d thalr ego against his dominaticm and he 

attempts to defend his ago against thalr unwillingnsss to accept his leadership, 

Therefors, establishnont of an effective working relationship in these circuo- 

stances calls for uncobi;^ patienco, wisdom ond fairness. In our viow, the 

line saidara in our Jute ntUa are not adequately eqjilpped to perfona this job. 

They are charged with the reBponsibility for getting production, but they are 

skilled woricsrs, clothed with l i t t l e  lAtitude in decislon^etaking authority. Thej 

liv e  poised betvoan the two v^rlus of sianageiiient and labour, ^o use fioethlis-
75bergei^ s wordSj the line sarU&rs are '^ ^ t «r s  and victims o f double talk." In 

the qpinion o f Ktinititsrial people, he is  a voriter pure anii simplef and from that 

point o f visw, the line sjirdar is  not even v'hat Donald ca lls "marginal man 

of industry". In fact, the line sardar, our firs t- lin e  stpervisor, finds 

hlaself caught in "no can’ s land” batween the recognised louer ofid of management 

and the vorkern &t the operating levsl. I f  wo do not reCo<^se the line sardars 

as firs t- lin e  superviaora repros^nting the lower end of manag^ial tiierai«hy, a» 

our Jute m ill cianBgors do not, the span of superin.3ion o f the wMte co llar 

mjfiageaient rocognisod * supervisors' extend over a workforce exceeding one hundred 

in each o f the jute m ills. Providing InforAuition, material, organisation and 

guidance to this vast woxicforca most o f whom are i n i t i a t e ,  untrained i^d un­

accustomed to factory l i f e ,  is  possibly an iopossible task and therefore rational

use of man and laaterials is  affected thereby. This aspect o f factory management
77in Pakiatan viss ^thsrofore^adversely coiautant«i on by western scholars. The

75. HoeWillsbergtjr, F ritz J ., "The i ôreman; Kaster and victim o f I»oii)le Talk” .
liarvard businssu Review, Spring \9h »̂

76. Wray, Donald ^Marginal Hen o f Industry*'; The Foremen, /merican Journal 
o f SocloXogy. 298-301 (Jan,

77* Weatherford, op. c it .
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aa«(|iU0/ or iaficiequac/ oi' supdrvialon jaay be guessed froa the fact th&t the 

fonaaHy recognisod suporvlaors are leoa knowledgeable than their subordinates, 

the line aaruars, »ho have Isamt the job b/ doing unaided by any training 

proi r̂aniae. Ttiis situation seoas to violate the principle enunciated by Jotsi 

ikockefeller, the £Lr&t uan to aake a b illion  dollars in the petroleum 

buainasa that, "gooti manageaant consists in shoving average people how to do 

the work oI‘ ai^eidur people*** I t  is  rather d ifficu lt  to say to Mh&t extent 

Uie less kncwledgeabie people can arouse enthuaiasja in the more tochnically 

knowiedgeahle p^p le, although oupacity to arouse enthusiart aaung his oea has 

Oeen racogoiseu as the Lioat precious personal asset o f a s^^ervisor*
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CHAPTSa -  V II 

OONC1JUSIOI6 fJSi ZMPOaTANCE OF THS FINDINGS t

1. Th» H rrt t^othQBis In this study was that ftw t- lin e  ^ e rv la o ry  parson- 

nel in Priclstan are ftuthoritarian in th «lr attitud* tc»«&rd their sibordinatM*

The data aiipportoa this t^ypothssis. Both the oi4)orvlsors and the line sardars

Bosti^ theory x  tj^e and believed that vorkers are Xa^/ «itd^therefore^ have 

to be goadsd with strong band for "getting th in^ done" by than, Thoy did not 

believe that woricers are so inteHigent and re^ponsibXs that they night be allcMsd 

to voric Uieir own without dstailsd instrustion and constant check, (vide Pa^e 

^ 5 ) .

2. The second t^pothesis, naaeJiy, the suporviaoqr p«opXe at the front-line 

aeauno authoritarian and pxoductioo-osntered approach partly because o f the 

pressure exerted oa thm  fron above also  founa support froa the data collected 

in this study. both the supei^igors and the lin e sardars stated that they were 

under constant pressure frooi the production managerj and the gen<s'al oanager.

The sl̂ 3ervi90rs transdtted beldw the pressure exerted on th s  fraa above and 

this mde ttaon worry about produBtion. (vide Pages

3. The Uiird tTpothesis in this study was; "the greater the ei^lo/es-orianta- 

tioQ of the si^ervisor o f a production section^ the higher the section producti­

vity**. The data dia not show aqy significant indication to sii^port this hn>o- 

thesis so fa r ae the supervisors ware concemad. The reverse was also not true.

The sifiervisor who subjected his grot^ to greater degree o f  pr«Bsur« did not 

appear to got higher production eithor. However, individual workers who liked 

tlieir si^erviaors ware founa to produce nore.

But the data si^ported the hypothesis so fa r as lin e  sardars were concerned. 

There was significant correlation between the line sardars* es^lcyes.orLentaticn
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ami tho productivity o f his wortcgroup. Th« rwarse was also trua, nameJj, th « 

line aartiar who aiufw«d sore conc«m I'or productioa actuaXl^ obt&inad higher 

protiuBtion. Xh9 association b«tveen th« line s&rdar^' production-^rlaaifttioQ 

ai^ th« pioductivit/ ol’ his workgroup was pooitlva and statistica lly  significant, 

(irido piiges t21-|27)

4, The above findings Irat sif>part to our fouHh l^o th es is , naiaely, taplcf^a^ 

oriflntation ronders high productivity only whan i t  1a integrated with productioi>> 

orientation* Our data Indicated that a successful line sardar is  one who has 

high concern for production and also high concern for his pec^le (v id « graph In 

page £io. 127) .  T h ««  was positive significant corrsXation betw«Mi a line aardar's 

proauction-orientation and eoplojr^e^oriantation. So fa r  as si^jervisors are 

conoeined, we found slight positive association in one B i l l  b«fbH«an a supenrisor* s 

concern for production his ooncem fo r  people* In the other two m ills the 

snjerviaoro did not seem to have blended their concern for production and their 

conoem for people, (vide pages l25- i 29)

I t  was however, found that indiviaual worker* s productivity dspondent 

on his lik ^ d is lik e  o f his stq)ervisK>iy people. That is  to say a woiker who liked 

his superviaorjproduced sftore than one who aialiked hia supervisors for aonie 

reason, the sime was true about the line sardara, naaely, those who liked their 

line sardar produced more than those who disliked their line sardar.

5* I'be f i f th  t^'pothesis In this study was : "satisfactory inter^pervonal 

reiation^ip between a s^jerviaor and the pec^le under him is  positively related 

to their produotivity”. There was support fo r this bypothesis. There was 

definite relation between interpersonal satisfaction o f a worker with his boss 

and his Iw e l  o f productivity. A worker who likes his supervisor or line sardar 

produces more (Images 129-130).
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6. Our next tajjrpotlMsia wasi **the gx«titer the lniluenc« o f a stp«rvlsor in 

the orgenlzatlGti, the higher the proauctivlty o f bla groif)*'. There was no 

Inclioation in >^>part of th is hypothesis. In none o f the jute u il ls  under 

^vestigation the supervisora «ere perceived to have inlluence in tiMir orguoi- 

sations. rh«'e was no association between the influence a supervisor had in the 

organization anl the productivity of his group, (vide Page (̂ 4)

7. Our seventh hypothesis was: '*The closer the supervisLonj the lower the

groi^ productivity*. The oata dia not inaioate aiiy de fin ite association. The 

evidence of the relation between closeness o f supervision and productivity was 

not conclusive, i^oth the high-producing ana the low^iHjducing groups perceived 

that th«cr were imder close s^pervlslon ana there was no significant d il 'fe r «o «  

between the higb«p rod using am the low-reducing groups in this res^iect. £>ut th «:« 

Was soms Indication that those who thought that close st^ervision was good 

actually produced acre. In a l l  the three o i l ls  i t  seesied that the greater the 

degree of close supervision desired the woricgroifi the h i j^ r  was the eco\tp 

product!vitg^. (vide page 82)

8. The eighth bgrpothesle in the study wasi "the greater the aegree of 

cohesiveaess among the groi^) meab«‘s, the higher the group productivity''. Our 

data dia not indicate any conclusive support lo r  this. In a ll o f the jute sU ls  

unaer study the degree o f  cohesivoness aiaong the workgroup aeu^era both social 

cohesivoneas and task cohesiveness was very low. Uorrt^lation between producti­

vity o f a workgrotqp and it s  social ct^sivaneBS was positive in one m ill and 

negative In the t»«o other a l l ls  but the relation was not statistica lly  s ign ifi­

cant. Ckirrelation between groi^ productivity and it s  task cohefliveness was 

also iK>t significant, (vide images 86-83)
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9* Our ninvth hTpotheois wan th&t productivity la  positiv«2^ relatod to

«n^logre» satisfaction with tholr pay* There vias avidmco to support this 

hypothesis. I t  )<a3 fbuoi that woikatrs who wore oore Batisfi«ci with their pc^ 

proCLucad acre. Ciorrelation between group proauctivity and j^ro^} uhiabors' 

aatiofaction with bhalr pay was positive and statistica lly  s lg n if ic ^ t . (vide 

i'age 83)

10. Our tenth hypothesis was that groi^ productivity is  positively related 

to gru^> jasnbe ’̂ a^fseUng of Job security. The data sipporteo. this hypothesis.

I t  was found that workers who ware more secure about their eo^loyment produced 

fflore, (v lae images 83-64)

11 • The elevgnth tqrpothesis was that woxkgroif)*' productivity was related to

the group mombors* satisfaction with the coa¥>ai:v. There was no evidence to 

sufjport this hypothesis. The XbvqI o f ccsfiaiiQr satisfaction was the sans for both 

higbi;>roauolng grotqia and loM-producing groups. (vicM p&gss 84-85;

Our next hypothesis waa tfaKt the higher the e&pXcgreê  s^pride in their 

coB^any  ̂ the greatsr was their productivity. The data did not «fiport th is.

There was no evidence that workers who had aore pri4e in the coap&oy thsy woiked 

for^produced more, (vide *̂ages 85-8$>

13* The tliirteenth hypothesis In this study was that productivity was p os it iw - 

:iy relatscL to the age o f the eqplcgrees. There was no evidence to ^ :̂>port this 

horpothesis* (vide 92>

Our fourteanth hTpotheais was that productivity o f the woilcgrDif) is  

positively relatsd to its  Job experience. The data did not support this hypo­

thesis, There was no significant relatioa between the productivity o f  a work- 

grot^ and its  experimce. (vide Ĵ age 9S<^5)
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t5* The flftMQth l^otheslB In Uils stuĉ  ̂ vbs that the productivity o f a

woxk£it>i  ̂ la  poaitlreijr related to its  educational attainment. The data aeaned 

to contradict this l^o th es is . In ^ o  o f the three Jute ttlUfl under study  ̂the 

correlation was negative a n d  in one o f th«a the correlation wa« sta tis tica lly  

slgnlTioant. (vide Pages -  tOl)

16. Our sixteenth Igrpoihesis was tlmt a worker who Is more adjusted to the 

handling of his machinea ana work tools produces laore. Our data Indicated eridonce 

o f support for this hyiiOthesis. In t^o o f the three Jute s i l ls  investigated,the 

coirelatlon between productivity of Indlviduiil woricgzo^p anci i t s  adjustaent to 

B&chlnes was sta tistica lly  significant. I t  was positive in one Edll but negative 

in another, (vide Page 103)

17. The seventeenth tiypotheals in this study was that there is  a positive 

correlation b«twe«i productivity o f a workgroup anu Ite  economic raotlvaticai. Ih# 

data Bi^pportei this hypothesis. I t  was found in a l l  t̂ te jute M ils  that workers 

who wer« More econoaically siotivat^ produced irore, (vide Pages J0?-1 \2)

18. Our hypothesis no* Id was that Pidclstani workers ree^ond favourably to 

supixirtive supervisoivwoiker rt^lationsiiip insplte o f  tlteir being horn and brought 

up in an authotritarian snvlronm«nt. The data Inciloated si^port fo r  this tf/'potbesls. 

There wtis no evldenue ttiat w o r k e r In  general, give t<)tiiu>st priority to economic 

b<xiAfit3. I t  api)earecl that oneti «<vloy^d, workers show preference for a good

boss Mho w ill  hear U id r grievances sympathetloaUy and who w ill treat then In 

a supportive manner, (vlue i^age

The above 18 hypotheses are not separate e l»a «its ; they rather fom  part 

o f the huaanside of the snterprise. In the growth sectors o f the economy, w« 

oust develop those hunan (fia lities , tra its  and capacities that contribute to the 

lncoin©-g€nerating process o f the enterprise. In other words, we must stress

-  145 -

Dhaka University Institutional Repository



-  Iii6 -

qxia.Uties lik e  proauctive afficlsncy^ ak ill, adfiptibility, oconondo laotlvaticn, 

eoGisiltadnt to a new s/steci o f rules and olscipllno aoa fot^ard-Xooidjig attitude 

to vork. liKiustrial workers w ill not dev«lC|> &s affective growth agent i f  there 

is  high rate o f abs«ateeiaaif labour tumovor and general pref«*cnce for leisure 

over inoome. Ĵ t is^ therel'ure, necessary to eocplord iiow far the above JTixiainge 

of ours are jrolevant to managaaant in Its  e ffo rt towards e ffective utilisation of 

its  scarce resources. Hanagesunt has its  own UjnitationB. One can hardly e îpect 

nansgeffient to on everything that an oi^iirical study taight suggest. In the 

circumstances, i t  is  necessary to U a it  our focus on those points which managecMnt 

can handle easily. As Professor Koethlisberg«r puts i t ,  production-orientation 

and enplqye^^rimitation should not be t^ «n  to extrssMS, In a smse both are 

riji^ht. The issue is  to find out whmij where and hdw these two orisntatione can 

be combined in order to most the rec^re&ients o f the situation and the personality 

dis^osltiotis o f the individuals. Let us nan examine the relevance of our findings 

from the standpoint o f their pructical af^lication.

Aelevatice or the findings for increaaed productivity:

Industrialists in Fdd.stan, at least the progreBslve ones, believe that 

the s^perviaoi* is  placed in a pivotal position in an industrial organisatiixi. The 

supervisor is  ooncemed with operational policy at the top and its  laplemmtation 

at the base* But the white co llar High School graduate is  not this supervisor 

Who cwvesrts coapary policy into action althou^ in the eye o f nanagsaent he is  

the "supervisor**. The Mechanic, the o is tr i and the line sardar who are charged 

with the responsibility fo r  "getting things cione" are not recognised as part of 

the organisational hierarot\y. To manageiaent these f ir s t  leve l supervisory people 

are ia<re skilled workers without fonaal education a »i therefore l i t t l e  opportunity 

to rise in the organisation through proiaotion. however, in the JuLe industry i t
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ia the line saiMars, rattier than the fomally raoogtilstd supervisors vho se«a to 

Contribute aiore to the productivity efforts of the Jute a llls . The irtilte collar 

supenrlaors wlio are rut adeqiateV ecfuipped with the practical aspect o f the 

Moric done tqr the blue collar people under them confine Uteir vork to siere 

'policing'. Th^ are not helpful to people in guiding and coaching which is  

expected front si^ervlaoiy personnel, as a result^ the influence o f supervisors 

on the level of procuctivity in their area does not seen to be vary significant.

Our stu<^ revealed that these superviaors Can influence production of their 

groi^ neither by etoplqjree-K}«itered approach nor bgr the proauBtioD-oentez^ Methods. 

In other words, their concem for their pec^le or their pressure exerted on their 

subordinates has no e ffect on tlieir productive efforts, in this respect, the 

line aaraare are aore productive to the ducoess o f the industrial enterprises.

The stuc^ ioakes i t  clear that the supervisors vho ahow either eapiqy^ee-orientation 

or production-orientation alone cannot get higher proauction. I t  is  the line 

Siiufars Mho cottfaine and integrate eqplcgree-orientation and production-orlwatatiaa 

are able to render high productivity to the orgaaixation. Iherefare^aauag«BMat 

is  like ly  to obtain greater results by endeavouring to develop in it s  lin e sardars 

the integrated approach o f conceni for production aad conoezn for pecmle. Manage* 

nont Biay also endeavour to In s til tiiis in it s  Nhite co llar supervisory force.

The sx^ervisora who now ke^  theuselvea socially aloof from the people under them 

and are goaded by production consiaeration alone jb«^ be encouraged to take a 

positive view o f tit sir people and Usvelop a sense o f  belongingness and acceptance 

in them. I t  is  assuiaed that oiiiners o f the industrial finna are interested in 

getting the maxiiDua out o f their Inveatuent anci the nation is  also intereoted 

in getting the fu ll btjnefit out of it s  scarce foreign exchange resource devoted 

to ijq:>orted nachinezy and equipaent. Oiir finding eay act aS useful guide to the 

business firas. Xhe signifiO{ince o f our finding is  tioat for a particular entterprise
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tlTiS plADt aivi equipoiaiit, th« reî  aaterla l, thtt labour oost, the overheads, a l l  

are there; ytA viudn the parileuJlikr procoss or i«ithin the particular d«partmflnt 

of a particulitr enterpriae soae uuits or soetionB are proauolng store Mhlla soma 

are produoiog less, llie Idw^roduolng sections advarseJif a ffect the productive 

efficiency of the flra* This is  true not only under time rate o f vtage pa/ment 

but also unCer the pii)ce-rbte. Therefore^sidna^tsieab laâ  aim at hi^i production 

rroBL aUL o f Its  sectloaQ end thereby obtain optlsum us« o f Its  scarce resources. 

Qur finding Li ĉs not suggest aixf additional Investia^ . I t  t e l ls  how to obtain 

h l^er proauotlvity frcn Its  sxLstlng inveetment vlthiHit any Increased cost to  

the fiisu  This is  to be achieved Just throu^ a change in outlook which vas 

suggested long ag* by tbe father o f Scisn tifle  Maoageraent in the fora o f "Hental 

Hevolution." I t  Is  the recognition of the onployees ae res<»ireeful huoan beings 

Kith aaotions and sentiments rath«r than treating then as oBonaaic entities, Tcp 

Kanageoeut can meet ecfilcgree  ̂^ econonic needs through higher wages and welfare 

faciliU jss but treatment o f the euplcgrees as self-respecting huoan beings and 

abowing genuine concern for tlieir welfare is  a function which can be discharged 

(mly by the fir s t  leve l e^jorvlsors who are r^Bponsible for converting top ounag^ 

mant policies into the action at the operational leve l and who represent juanagamsnt 

to the eo l̂qy'cjes at the floor l«v e l.  I f  extending doiaocratic treatxacot or a 

pattern o f bohaviour which is  considered as fa ir  and socially desirable in our 

own culture ratiders laore production, there is  ev«:y reason fo r Joanaseaont to  

ti^e the advantage* "̂ t is  a question, as one o f our industrialists, namely,

Mian iiafique Saigol puts i t ,  of eatis^ ing the social and p^chological needW 

o f the eoploy^ses. Our study does not give evidsnce that wor^ers^in general^ 

give a l l  priority to econofidc benefits. I t  appears that once omployed, worksrs 

prefer a boss wto w ill  hear their grievances ^yapathetioally and who w ill  treat 

thera in a si^portive oamer. The woricers appeared to fe e l that payment o f higher
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wages is  a  natter of cc«|;>an7  polloy over which lncLlvi(iu&l sif>arvifior h&s U t t l B  

aa/. But supportive anci syap&tbetlc behaviour Is aonethlng liihlch he can extetvl 

without ap7 cost to hia or to the conpsnjr* There was clear Itvilcatloa that 

Workers produced nore it' thegr l i k e d  their line sarUars and supei*vlaors and thsgr 

proauoed less i f  their valid reasons to dislike t^ieir line eardars and 

st4)erviaors. Apparently being liked by the svdoordinatss i«ould give si^ervlsozy 

people a way oT raising prouuotivlty.

I t  l£ now^parh^s^^ldent that i t  is  the line aard&rs rather than the 

wfilte-collar, educated, clasa-oonscious and fomally reoognlsed supervisors who 

have greater influence in obtaining higher prouuctlvity frtm the workers. Hence 

issue for loanugsaent is  to aevise w^ys and ueans to stimulate these technically 

competent line sardars in order to gst fu ller u tilization  of their expwtise.

I t  caiiie out in Course o f our investigation that Emnagest^t has given at least 

sofid attention to the training of the supervisors^ but the case of the line sardars 

hse so far seejss to have g>ne default. Thqy are yet to be recognised as 

effective interpellate tools o f  supenrieion. Here is  a huoen groMth agent. It  

has the Intellii^aice, technical compotenoe, and tlie support o f the woiicforce. I t  

is  only through some careful training in leadership and hunan relations that 

nanageraertt Cfin d«*relop I t  as an effeotive to d  of liigher productivltir. In addition 

to the ftiller utilization o f the teclyiic&l ^ l l l s  already possessed by the line 

sarclax*s. i t  is periiops ess^ittial to devise ways and aeans for raising the techni- 

C&1 cooqistance o f the foraal supervisory grox^). I t  i s  fe l t  that a si|p^nrlsor 

cannot co.-acifind the respect and co-operation of tds people unless he is  technically 

more cfialified and Can render job-related aasistanoe whanevcr bis people are faced 

with problems in their work. In the railroad stuay by K&ta, Maccob/, Uirin and 

Floor i t  Was founa that the forciaan who had greater technical competence, his
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hod sif)«rior productivity. In our back vp invastlgfttlon, lb bec îne clear 

that one o f the sajor co^lain ts o f the work era their euporvisora Wa3

their Jj&ck of technical conpotence in that th«Br dW not/could not supply technical
»

diroctidn as required bgr the voricers. this supply o f technical directlcm ! •

one ol' tho fiaauaoiantai regionsibility of a si^JorviBor. ̂  tiyjuigeiiiait of the Jute 

Bd.lls js&y consider this soriousi/* inĥ  i^ao ttxabLlne Uie feas ib ility

of axttfiding the eiq}lqgree-c«nter«d abroach by the supervisors, tho backi^ stwfy 

has shown that the suijarvisors are in favour uaiot  ̂ rspriuaod rather than 

praise and aji^reciation while ttie line sardara practiao laore praise and appreci»- 

tieai nnd less rflprlmanding and are, therafora, aore e ffective in getting waritars 

00-0 pfiTation •

The second finuing o f ow‘s which is  lik e lj' to be siiirill'iotint for iianageoeflt 

ralrites to aaplcyeeo’ siitisfaction uiUi their pay. There is  no doubt that vages 

are o f knotty piioblens which account for majority o f tlie inciustriaX disputes in 

this country. Worker*̂  are almoat unaniiaoius that their wages are not enough for 

their aaintenanco. The cq jad ty  o f the industry to pay it s  wortcyrs is , however, 

liElted by its  level of productivity. Our fine.tag is  not sJaout the leve l o f 

Wage* paid to the workers, nor la  i t  about the induetly* 9 Cfcpaolty to pay. Our 

finding rathe: relates to the manner in vhich wages are administered by the 

managaciettt. ManaseDcnt is  lik e ly  to banefit by examinlnfi way aome workers are 

satisfied with their wages while others are not although a ll are paid at the 

asiite rate, fo r example, the tine rate, of the sidnnero in a jute m ill. It  Is 

not the aJBount that a workia* is  given in teias o f n^^ees that is  aignificant,

Vahat is  more significant l3 the feeling that an eqplcyoei is  getting resiaineration 

according to hie re la tive contribution to tha organization, Tliis is  partly a 

oatter o f distributive Justice ana equitioe in wage payiaent and pu^Iy & natter

1. Lata, Uavid cind uobert L. Kahitt (iiley ^ ^ons, inc. Mm Xork, i*. 328*
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of cotomunicatlon that is  te llin g  tb« aaployaaa about tha vago-fixation policy 

aad mechanic or th« f im  anti taking tb « workers into confidence in such matter.

At present spinners o f one Jute salll have vague and often conflicting knowledge 

about the wage-rate paid to spinners in another m ill situated within the sant 

coumunit^. Sorae fe e l that wage-rate fo r spinners in the oth«r mill is  higher, 

scBie fe e l i t  to be lo^er while other beliere i t  to be the same. In faotj the 

rate i s  Uie saae for a ll  Jute raills having been fixed by the Jute H i l l  V0;<jnwi4f̂  

Association. Eviaent^ ttore is  a problea o f oosnunication. Our finding is  

iBf)ortant to sanageu«Gt because i t  te lls  that workers in a particular productive 

process in a Jute m ill doing the same work and getting the saoe rate o f rwunera- 

tion have d lf fa r « it  levols o f satisfaction about their pajr and that those who 

are more s&tisi'ied with their p«7 produce more. The leve l of satisfaeticxi majr 

be raised aliaost unifbml^ £»r a l l  the workers i f  manageaent dissflstinates infbr- 

mation about piobloas related to wage fixation. IT this is  ttone, those who are 

now ignorant about wage payoaat ^etem or have unfounded ideas about i t ,  w ill 

tend to be more satisfied with their paj and this w ill  spur them to hlgh«r 

production.

Our next finding which is  likeljr to have sone aigniflcattce to industrial 

enterprises whose managataent is  interested in getting high leve l productivity^ 

relate^ to Job security o f the workers. Ue founi that workers who fe e l more 

secure about their Jobs isnoduoe more. Hanageoent Is  like ly  to benefit by ejauBin- 

ing wtqr some workers fe e l more secure about their aaplpymait than otb«rs. haoage- 

nent may csntralise a l l  personnel functions like  selection, pnnotlon, lay o f f  

or dlBChazs* o f eioplogrees and panovide that no one should be discharged even for 

a proper cause except throu^ proper sorutlnity and with the t^iproval o f a 

responsible exBOutive. tte have observed that some Jute m ills have adO]>t«d this 

practice and the leve l o f Job security in such flm s  is  higher than in these 

in which the sup«rviaory people aW d^partoental heads are givan widmr latitude 

in hiring and fixing.
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le t  wiother finding of ours »ih l(* mejr have significance for aanag«Kjeiit 

is  ths maohanical atijustment of the voricers. Ke found that aaong piaco-rata 

wcrkers those vho ure store adjusted to their nacliinos and uoiktools s.ctuaXly 

produce more under certain circuastances. This is , o f  course, not true fo r tija»- 

rate worker* pr^uaably bacause o f the lack of inoentivea to work h ard . >iactdne 

wyustment Is partly a function of the workers’ p^cbolflgical set and partly 

a function ol’ Uie training they get on the job. Manafieaant may OTorcoaie the 

fom «* through tests at the tiae o f  hiring and thereby screen those who are more 

aecHsnt-prone, The la tter may be oTerc<x&e by carefully desienied training prograjameB 

which ar» largeJy abs«nt in our industrial entetprLses. Since most o f our indus­

t r ia l  wortters o f today are far»ers o f yesterday, »uch ia^roved practices o f persaa- 

nel Banageodcit are possibly a good area which deserres attention o f our manageinent 

people. Therfs is , lio>«v«r, no guarantee that machine adJuatcMwt i t s e l f  w ill 

nd.se productivity.

The next finding o f  the study wMch nay have sLgnificanee for management 

is  the economic motivation of our industrial workers. ManageBaoat pecpls In thi* 

coiatiy have the tution that Pakistani industrial workers do not respond to  

economic incentives* This notion has arisen from the fact that th ^  intrcdwsed 

piece-rate systeia o f wage parent fo r  operations like  weaving but fa iled  to get 

ttie desired results. Our study suggests that motivation is  a multi-facet pheno- 

m«um and eQoncsdc Incentives do not activate wortcen unless the higher leve l 

needs like safety need, social need, egoistlo need etc. are mjLt. Management 

peoiJle in Pakistan are yet to provide fo r the satisfaction of the woricers* social 

and pqrchological needs. BusinsBS executives in Pakistan have assumed that 

provision for econoalc incentives like overtime allowance ana piece-rate paym«it 

would apontaneously spur the workers to greater efforts. Our atu<̂ y shows that 

those who lik e  plec»-rate and over^time work produce more than those who do not. 

Kanagtfstmt may increase wotkers* p re f« ‘ence fo r piece-rate and oveivtime by
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”educating" their wotk forc«. Film ah(»ira aim lectures raight be arranged to 

uomanstrate uhat increased inooati aeans to a worker, for inatanee> how their 

increased eominga heilp build a nore Uur&bls house, fiiiaoce the sdiic&tion o f 

school-goiQg ohiluran or acounulal^e saving to tide ovot* unforesTOn contingenclea. 

These are con struetire measures to in s til the d ^ r e  fcnr a betttf* staouard o f 

living and are therefore good aids to inorsase the effectiveness o f econoraia 
> }

incentives.

Anottier fixioii^ o f our stuajr which might be interesting to GUJiagetaent 

is  tlie educatioii&l attaioiiiedt o f our iiiUustrial workers. Our finding is  in 

siiaxp contrast to popular notion that illitsrujo/ is  one o f the major causes of 

liie lo«̂  prouuctivitjr o f industrial vonkfjra in Pakistan. Ve found a negative 

«M»rrelation between leve l of education ana pioduetivitjr o f  the ^cpIq^eeE* 

Hanageioflnt is  not like ly  to i^ain by trying to take in laatriculatss as weavers 

or shop level workers because we observed such people tend to suffer from a sense 

of frustration being averse to manual labour. £>uch efforts o f  attracting 

matriculates as soaie o f the Pakistani Jute m ills have tried  are lik e ly  to be 

fru itfu l only i f  manogeisant take them with a Ti#ir to grooming th«a as potential 

st^erviaors in the same way as soias o f  our comm«rcial banks ara recruiting 

coUe^e graduates in their Junior i^xecutive Training Pzxjgraisues. I t  is  fe lt  

that m Morker with grade s ix  or eight education is  no better than another with 

no education in the absence o f work^ training prograume. The Importance o f 

education is  that i t  fa c ilita tes  induction sad training as well os tba mental 

and psyt^ logica l adjusbaent of the workers to the Industrial environment.

to
The last f in i i in g  o f our study widch uay be o f some h e ln /asn agvaen t  

relates to experionee o f workpeople* Hanag«nent of Jute m ills in Pakistan 

Imve been saying so long that lack o f eaporlaooe of the jute m ill workers is
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ano of the loajor ca i^a  for the low prooluotlvit^ o f our Jute induatxy. Our 

finding ia lii aha.ip contrast to this populiir belieX, We (ttd not find bny 

correlation betve«n jraars ol' jute M i l  Mo£k by the workers bjui thttir producti­

v ity , Our finuing surest s that ejtperiance contributes to workers r^soureafuif- 

naes and hence proiluotivity only such oj^eriunoe axposes thea to the varied 

&S|i0Bt3 of thfllr Jobs rather than repetition of the same routine Job year a fter 

year without training and coaching by supervlsoiy people with a vI^n to develcp- 

ing their akllla and showing theu tl̂ ie best aethod o f doing the work. Kanageraant 

Bay re>exaaLne it s  present policy o f requiring new Job-seekers to obtain a 

learners' pass for learning their jobs at their own cost without any help froBi 

nanagtiLuait or any guidance from siperviaozy people.

The above analysis mdces i t  evident that managenent can increase the 

proawjtivity o f the Jute inuuatry without any big additional Investment. Careful 

selection aiKi training o f si^ierviory p«rsonnaI in the science and art of lead»r^ 

ship and the sk ill o f handling; people atty be taken up which w ill enable supervi­

sory personnel to coi^liie onployea^entered approach with productioo-^ntered- 

ness* This w il l  also help meet the employees' social and p^jchological need 

satisfaction and get thee involved in their work in an atoosphere of participa­

tion. There are evidences to show that eii^loyees prefer to be *^fhole persons", 

not mere tools or "hands". In Haslaw's language, thqy want to ''partidpate"

-  154 -

to use a l l  their capacities in the same way as the wofflon want to "participate*
2

in sex play rather than be only saooial objects. Long experloice, dav«lq>ed 

sk ills  tfid IcM labour turnover contribute to the greater labour productivity o f

2. HasloM, Att. Si^sychian Managauait. riichara D. Iiwln and Dorsey Press, 
Homewood, ILL. P. 2S.
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th« Indian Jute induatiy. Kith cfiality raM Bat«rla l locally arailabl*

in  abuadanc« and « ith  jaosb m>d»m plant aixi e<^uipsi«it^P^lstanl Jute iiidustfy 

hus to contant ItsalX with low«r pro^uctivitjr ls v « l and b«ioa coitfi«i«r«d un­

attractive inv«8b£uuit oj^ortunit/. Until th« iiitxvxbiction ox’ tho £J^ort 

i>onus ^ch«iiM in 1^59f tha ituinu£'aotur« o l jut« products In Pakistan was wldsly-

oonsid«red as ur^rofliabls and laora importaat as a s(xtro« o f «Dplo^«nt and
3

fo ra i^  9xahm^9 ttiaa oX' p ro fit. Current^ the Jute indUBtzy has been shoming 

proXlt lurgel/ because oT tbe olreot anu indirttct aubaidiee. Maaaures like  the 

jijijport bonua iichaiae is  a ttfi^oj^aiy tiling; an export Industry like Jute can hazd^ 

rttly on such short-tem si^8i<^. In view o f th is consideratioa, the long-range 

goal ol‘ tlie Jute Industiy laust b« the h ipest possible l « v e l  of produetivity*

I t  is , therefore, evident that eiifilq^ee-centerad sv^erviaion and ei^lqiree- 

Involvement can he^ the Jut« industry in its  loo^range produotivity goal- 

afihievouent. This calls for harioonious development o f technology and the social 

s/stea o f the faeU)xy. As Tavistock researches teve founi out, technology' is  

not the enê y- o f the woztctfrs i f  we can develop a ' soodo-tec^inical' s^stoi that

pemits Ban and technoiogy tqgeUier to produce the best perfomance. To use
i> )>

U kert's language, we oust Kike a laove with the patient education of the people 

at the top, followed by developoient o f the needed sk ills  in internal communication, 

groi^ leadership aod other requiretoents o f the new t^stoa o f participative 

managaBMKit. There be d lffleu lties  and alBtakes in it ia lly  but given time, 

this w ill produce better amplcgree attitudes and harness pez«onal Biotivation to 

cot^orate goals, s t i l l  la ter, there w ill  be loproved prodiwtivity, less waste, 

ic^Jer labour turnover am absnce rates, fewer grievances and slow downs, 

ioprcwed product>q|tiality and better custoaer relations, hod a ll  that w ill  aean 

hiijhsr productivity for the industry.

3* Harvard Unlveraity faklstao-Xran Advis(»y Groups. Industrial 5urvqr of 
ISrtiSt Pakistan 1961, Pages 316-339.
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APPHJPIX -  k 

A Mote On

Background Infomatlon about Fakistan

Any meaningful aiacuasion about supenrlsoiy practices and productivi^

In Paklsttin must ba procedod by at least a b rie f look at the counti^ s econon  ̂

and her social badcgromd. In this note we, thoreforo, present a h istorical 

picture of Pakistan's evolution as a nation and its  efforts toward industrial 

growth as a prelude to our exaioination o f the supervisory methods and practices 

followed by inuustrial organisations in Pakistan.

Pakistan is  a new country creatgd in 1947 through the division of British 

India. I t  is  a imlque nation with two far-flung wings geographically isolated 

by a distance of 1200 air-miles and 3000 sea-mUes. I t  has a population o f over 

one hundred ml?l i n n In an area of 3 ^  thousand square jiiilea. The eastern wing 

where the jute industry is  localised is  one o f the most daisely populated zones 

of the world with a density o f over tOOO persons per square mile increasing at 

the rate o f about 2,5 percent per aivnunu The country has two state languages 

Bengali and Urdu, with English as i^ans of conmon communication and current 

o f f ic ia l language.

In the years preceding Pakistan's emergence as an independflnt state, the 

economic l i f e  of the area was almost wholly controlled by BrLtiah and Hindu 

elements, A coid)lnatlcwi o f these Interests contpolled Pakistans' trade, internal 

and external, banking. Insurance, while the Hindus were doninant in most o f the 

skilled trades and professions. The muslijas who now ccmpriae about 85 per cent 

o f population were content for the most part as agriculturists or were engaged 

as petty traaers and handi-craftamen.'

1, U.S. Uepartment o f UuniaerceJ Investment In Pakistan, '**istdngton, D.C., 1954, 
Pages 41- 42.
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Pakistan started its  l i f e  In the t&ce o f a nunber o f "aeecdngjiy Insumount- 

able obstacles to i t s  continuod growth and existonce'*. More than 7.5 ndlltan 

refugees crossed the new frontiers froai India as destitute farmers and craftsmen 

while a sjmilarjjf large nianber o f Hindus ndgruted to India. Ma ŷ o f these Hindus 

Were working as merchants, businessmen, money landers, o ffic e  xtrkera, professors, 

teachers, doctors, managers tOui book-ke^ers.

The departure o f these laanagerial and professional sk ills  paralysed

schools, colleges, research institutes, business finns, insurwice companies,

hoa^jitals and banks in varying degrees. Accorciing to Waterston, f ^  countries

that gained their indep«id(Sice a fter World War I I  started with greater handicaps
2

than Pakistan.

Econouilcalljr the regions tiiat now constitute India and Pakistan were 

compliia«itaiy, Pakistani regions produced raw materials while processing and 

manufacturing plants grew up in Indian areas. I'iodem manufacturing in the sub­

continent started from about i860 with the establishment o f cotton m ills around 

ionijay and jute m ills around Calcutta. These two areas in time developed as 

the J»st important industrial complexes with cotton and jute produced in their 

hinterlands largely now in Pakistan, The rise o f modem industiy in India was 

largely liue to European capital although an indiganoua groi?) o f industrialists
3

emerged based on religious, functional caste and ethnic lines*

The most predominant among these ethnic groups were the i'arsis, the 

Gujratis, and the Harwaris. Apparently' the muslims comprising one-fouirth o f 

India* s four hunured million population had no mentionable role in the country* s

2, Waterston, Albert, Planning in Pakistan, ( a Study by the Vforld Bank). Ihe 
John Hopkins* Press, baltlmore, 1i?63. Page 8-9,

3. %era, Charles A., Labor Problems in the Industrialisation o f  India, op. c it. 
Page 22 and 93.
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induBtriil growth. At the tliae of partition o f India In 1947, the major indus­

tries were cotton^ Jute, sugar, iron and steel, csMnt, paper and glass. These

industries had 921 factories with a tota l a^loyment of 1,137, l50 persons, o f
4

Which only 34 factories with 26,400 anployees feU  to Pakistan's share.

The GoveiTUnont ol Pakistan gave highest priority to the induatriaHaatlon 

o f the country with free plsy to private enteiprise and individual in itia tive . 

Since 1950 industrial production has increased by about fiv e  times but Pakistan 

is  s t i 'i l one o f the poorest countries o f the world with a gross national product 

of 34 b illion  and a per-capita income o f 67 in terms o f U.S. dollar,^ The contid#- 

bution of industry to national income is  onJy 10 per cait in East Pakistan and

15 per c « i t  in West Pakistan.^ The proportion o f labour force unai^jlpyed is

3 per cant in West Pdcistan and 33 per cent in Sast Pakistan. Disguised masploy-
7

laant and unaer-einplpym«it particulariy in East Pakistan is  very h i^ .  Floods, 

cyclones and oth«a* natural calsinities are almost a regular phenwnenon v ita lly  

alfecting saving and capital formation.

Starting with the domination o f most business aid financial operations 

by non-mualims before partition, tha Pakistanis had to f i l l  the vacuua and 

turn overnight into traders anci factory managers. Almost every one was a pioneer 

anc through tr ia ls  and errors there emerged a nevi business conuiunity. The recent 

stuc^ of the Harvard Uiiveratty indicates that the developia<nt of muslin

4. Akhtar, S,H. op. cit. Page 4.

5« Vaterston. op. c it . page 6,

6. Hoq, Mahbubdl, The strategy of Bconomic Planning: A case study of Pakistan.
Oxford itaiversity Press, Lahore, 1963, Page 105.

7. liabibullah, M. i The Pattern of Agricultural lineniploymenti A case atuct/ of 
Ein Kast Pakistan Village, Bureau o f Bconomlc Research, Dacca University, 1963-

8. Habibullah, M. Some Aopoots o f toral Capital fonnation in Bast Pakistan. 
Bureau of iiconoiaic ftesoarch, Dacca Urd.varsity, 1964*
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entreprenours in Pakistan haa proceeded at a phecKmenBl rate. Goc^ared to the

situaticn in i9U7, Im ustrial assets increased over nin-fold in the course of

Just about a decade and private fiims owned Pakistani muslijBis ccntvoUed two-

thirds o f these assets.^ Half of the industrial assefts oxned b/ Pakistani muslim

enterprises is  again controlled bf f i r e  sioall communities o f traditional traders,

althou^ these coioiminlties coaprise Just one-half percent o f the total population.

These fiv e  fao iliss are Halai memcn, Chinioti, Uawoodi Bohra, Khoja IsmaiH,
10Khoja Isnashari. Of these the Halai maaons are most important.

In East Pdcistan where the Jut a industry is  loeaUaed the Maions, khojas 

and Bohras are much inportant. Thegr are en tire^  new comcounities in the area 

wiio have oigaged extonsive^ in trade and industiy. The luain reasons for the 

phgnomonal success of these special communities as coQpared to local people are 

that they are closeJy Knit groups possessing c^ialLties o f th rift and it strong 

tradition o f mutual heJp. They mostly retain the joint or extended family qystesa 

(not necessarily the residential type) and use i t  to pool thoLr resources for 

business. Another feature o f these special communitias is  that thciy' are more 

or less socially isolated fonoing some sort o f ethnic groups which have l i t t l e  

relationship with local people.*^

/^parently the bulk of the muslims did not take advantage o f the new 

vistas o f oppartunitles created by inlependenco and the migration of the non- 

muslims frcm Pakistan. I t  was Ijgilted to a f ^  trading cofimiunites* This is  

in part due to the greater lure of the educated yomg talents fo r  c iv i l  service.

9. P^anek, Gustav F«
American iiconoroic Heview, Kay 1962, The writer was a participant In this 
study and intenridw©d busings leaders for Professor P^panek.

10. Ibid.

11. t iu sa ln f A .P .A . i  ’ Pakistan* In **The Role of savings and If^ealth In  Soutiiem 
Asia and the ttiest" (ed) a ic^ rd  D. lazibert and Bert P. Hosellts. UNESCO.
The author was a participant in the investigation part o f this stuĉ y with 
Professor Husain,
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What Haiblaon and Ibrahim speak o f eqfially trua for Pakistan, namely,

people with education prefer to Ijappovo thetr social statvia as c iv i l  servants 
l2and profesaionalB. With the es tab li^an t o f new departmmts and organisations 

by the government to cater to the needs o f i t s  expanding developmental activities 

the requirements o f qualified manpower increased tremendously. Each year the 

Central Govemiuent and the i'rovincial Gtoveintncnts held ccopetitive examinations 

to recruit yomg men to man the different afiiainistrative services. Besides, 

large-scalje recruitm^^nts w^e ma4e 1:7 public coxrporations and autoncmous bodies. 

MeiltorLous young men were recruited to these organisations and tiierefore private 

business firms were le f t  with the reronants to tap. This often tijaes proiapted 

the business coiDtnunitiea to Icxik more to "ascriptive" cooBiunity meattberahifi £or 

laanpowar requiremoits in the process o f change over fran trade to industry. The 

preference for ascriptive CQiiKnunity membership, as we were told during our inves­

tigation o f the Harvard Iftiiversity research project, is  due to their greater
13trust worthiness o f these people ccn^ared to outsiders. The relative 

inclination o f young talents for ^obs in private rirsis is  due to the poor status 

o f the business coaanunity in the social hlerarc^y which is  partly attribufeid to 

the psycholt^ of traders. The same is  true fo r  service in private finas iii 

I n d ia * T h e  segments o f  the population do not have sytspathy for a s^tem

whose main motive is  acquisition of wealth. The business coaummity has not 

developed that sense o f social responsibility -  re^onaib ility  toward the 

employees, consumers, fAd the society at large which one observes among U.S. 

enterprises. Therefore^the typical amall business man has lower social status

t2. Harbison, Frederick H. and IbrviMm. A Ibrahim: Uunan ftesources for
HIgyptian iSxterprise, op* c it .

t3* ^apanek, op. c it .

lA. My«*s, Charles A. '*India" in "Labor and iiconomic Uevelqpment'’ (ed) Walter 
Galonson, op. c it .  it'age
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than a c iv i l  sarvant, a lawyar or a teachar. Accoffiing to Kaaon, a strong

antlbiisiness faeling peRnoateo the c iv i l  service, This fesllng toward th®

business couciunity as ouch is  attrlbutei to relative lack of nationalistic

feelings on the part of the business leaflers. According to the Harvard lW.versiigr

study less than 10 par cent of the business people suggested any non-pecuniary

nctives fo r Altering industry. PtOcistan caiite into existaace Uirtw^ a vejy

strong nationalistic feeling and the business people are uialcing money in a

sheltered jaaiket which naturally womda the feeHngs o f many patriotic elements.

In acnne cases, annual returns of iCX) per cent on investment are ^d.d to be usual.

According to Papandt, the nt*f Pakistani antrepreneura have an outlook som#Jhat
16

similar to that o f the United States so called "robber barons'*.

15, Kason, Etfcard 3 ., aconomic Planning in Undardevelopod Areas. Fordham 
Iftiirersity Press, 1958* Page 74*

16. P^anek. op. c it . Pages ^6-53.
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AP?Si*iU -  B 

A Note On

Growth of the Jute Industay and Its  administrative SetMp.

The rise o f the jute Intiustry in the Indo-Pak sub-contlnmt was the direct

result o f S co ttl^  in it ia tive  starting around 1854 vhen the fir s t  Jute factory

¥as established.^ India furnished land and labour^ Scotland supplied the brali^
2

and careful oversight. The growth of the industry was rapid; the niaiber o f 

H ills rose from 36 in 1900 to 107 in 1939 while the nimber of looms rose from 

15,340 to 67*930 dxiring the same period and the nimber of an^Ioyees increased
3

froB 111,272 to 296,520, The industry remained largely in European hands as 

late as 1915 in which year there ware 7Z m ills, a l l  under Kurqpean Control.^

The jute industry was altaost whoJly localised In Bengal but drew the 

larger prcportioti of i t s  labour simply fron other provinces. The muslims of 

Bengal found 6Bploymeait in the spinning and machine sewing departments^ and 

furnace areas. There was some sort of r ig id  demarcation o f certain jobs in the 

jute m ills. For Instance, in erery jute m ill, the furnace man was invariably a 

iQusllm.^

The management o f the Indian Jute industzy being le f t  l^ g e ly  in the hands 

o f the European managing agqnts did not suffer much from the influence o f nepotism 

and family oriented recruitxaent to managerial posts as was true fo r  typical Indian

1. Ky«*s,' Charl^ A * Labor ftroblems in the Industrialisation of India, op, c it . 
Page 15.

2. Buchanon, Daniel H. The DeveloFoient o f Capitalistic Enterprise in India.
Page 269.

3 . Ansteur, Vera: The atJonoodc Uevelopaent of India, iongmans. Green and Co, 1952,
Pago 622,

4> %ers. op, c it .  Page 20.
5 . Ktiaar, C.B. t Developn«it of Industrial Helatlons in India. Orient Longpian 

Ltd., boiabby, 1961, Page 28.
6. Inoian Institute o f Personnel Miinagemflnt: Personnel Management in India.

Page 14.
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n
enterprlees. Indian eeoncmlsts fe e l that the jute industtT’ In India is  extremely

8
w ell organised and in point of el'ficionb organisation i t  is  second to none*

Jute Induatry in Pakistao i Out of the |07 jute m ills in India in 1947 

not a single one f e l l  to Pakistan’ s share althDUgh Pakistani areas o f Baagal 

accounted for 75 percoit of the viorld* s raw jute production and had a virtual 

monopoly in the finer varieties of the fib re. After 1947, the taak o f developing 

jute industiy in Pakistan was entrusted to Pakistan Industrial D^velopiaent Corpora^ 

ticn (PIDC). Starting fioa scratch in 1950, the PliXl was able to establish 20 ju t« 

m ills in the course of 14 years in co-operation with private enterprise.

Actodniatrative set o f a .jute m ill ; A ll the jute m ills included in 

our sau^le are limited coHpanies incorporated under the Indian conpanies Act I9t3 

as adopted in Pakistan. The otanagemgtit of a liodted c<sipany is  in the hands o f 

the Board o f Uirectora subject to certain controls e^rcised by the shar^ lders 

through vo t^  in the annual general meeting. U jiited coit îanles in Pakistan in 

general r^«nbles the "Closely held* companies in the U.S.A. in that the actual 

power to select the BoaKi menisers or the majority o f then is  in the hands of one 

fasdly or one family grot^. The Board usually frames policies and sets goals.

The execution of the poQJ.qy- is  noimally entrusted to one or two menbera o f the 

Board viith the designation of 'Kanaging Director* (or UlrectorsJ. But the pre­

dominant fonu of organisation in the large enterprises is  the managing agoicy 

system. A managing agent is  a person or a firm or a private company which enters 

into an agreement with an incorporated aiteiprise for its  day to day adninistra^ 

tion. Since traditionally alitiost a l l  large scale industrial enterprises in 

Pakistan (also in IndiaJ ai’e controlled by managing ag«icy firms, a b r ie f review 

o f the wozking of the ^stem would be useful,

7. Levis, John P. Quiet Crisis in India. The Brookings Institution, Wftahingtcn 
D.C. 1962. Page ao4.

8. P iU ai, P.P. : Economic Conditions in India. CJeoî e Routelege and Sons,
London, 1925, Page 280.
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Thls systda was introduced bgr British trading «ntarpil8es to m^e most
g

productive use o f scarce manageriii.1 resources In India. Business houses in- 

cotporated in iingland found i t  d ifficu lt  to manage their industrial enterprises 

in Ireiia due to ineffic ient transportation and caaaunication ^sterns o f the t9th 

century, and so th ^  appointed local British fim s  as ttieir agents to manage 

tlieir undertakiniis on a commission basis. These agents soon extended their 

Sphere o f influance to cover three v ita l functions o f  pixnttoting, financing and 

managing bi^iness oitarprises. The fa c ilit ie s  which these institutions o f f e i^  

for scarce enterpreneiul ab ility  and risk lad to it s  adoption by the Indian houses 

and are now being copied emerging business captains of Pi^stan.

As in India, the systim has led to concentration o f raanagetaent o f many 

companies in a f#>f hands. According to Mrfita, in 1951 a group of 25 managing 

a g ^ s  controlled more than 600 firas,^^ In the Jute industiy o f India about 

75 per cent o f the m ills nuoboring 100 are under the control c£ one dozen managing 

agency houses of which four controlled 45 per cent of the total loomage in 1954» *̂

In Pakistan one observes significant concentration too. The new class

of m»«i im managing agency houses Include the Adamjees, the DaNoods, tho Uadas,

Uie Amins, the Niahats, the Haioons, the baigols, the Kohinoors etc. These

fim s are now acting as medium of integrating managerial and financial controls.

A f«w Pakistani economists fe e l that the managing agency houses have enabled the

most productive use o f the country’ s Uraited financial, managerial and mtrepren»-

urial resources and thereby provided in the process a maaliBi of vertical and
12

horizontal integration in teaas o f manageraont and control.

9* AnstflQT, vera. op. c it. Page tt3*

10. Hehta, M.M. t Structure of Indian Industries. Bonbay. Popular Hook Depot. 
1955.

11. Jain, P.C., Problems in Indian iiXionamics. #ages 2i6-220.

12. Islam, IJurul i "The aconcny of Pakistan" in "The iSconomic System of the 
CommanNealth** (ed) Hover fi. Calvin. Page M3.
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but the gi*eatest alleged drawback of the systw from the managmn«it point 

of view is  that too much cojacentration o£ control in a fb u s in e s s  houses welded 

to a systflci ol hereditary character and averse to the Infusion of new blood bgr 

adioitting competent outsiusrs to positions oi’ responsibility. The typical centra­

lis  sd and highJjr personal nature of the industrial organisation has its  root in
13

the ^st«a .
■I i i

In optf^ting aspects, those managing agency houses reseoble the central 

o ffic e  o f a iaulU.plant U.S. corporation or a holding company. Delegation o f 

authority is  much disUked since firms are »ere2y an extemied fom  of the 

joint family systea* In a cas«S| o f course^ they have accepted out side 

slements but on the basis o f wealth or connection, Th«y are said to be more
’ I

financial than industrial in nature; the outsiders are taken primarily because

of money, not technical caapetence or special e^erionce that thMe outsiders
14might have«

Top ex»outive positions are most^ confined to mesfoers o f the in-gro^>j 

often at fat salaiy»an opportunity u tilised to show low volucae o f p ro fit and 

thereby reduce tax burd«i or other obligations, a practice noticed in the case 

of closely held fim s  in U.S.A.

The ooncentration of control in a few houses has its  root in the we  ̂

iaaustrial units are organised. The usual method o f organising an industrial 

enterpriae is  for a limited company to be formed in which the major propox^ion 

of the shares are ho2d fay the persons who have promoted the coinpanjr, Reading of

13> Lokanathan, P.S. : The Ijconoimy of India in "The iiiconomic bysteis o f the 
Cofflmgowealth". op. c it . Page 291.

14. Ghose, Bimal C. Inaustrial Ozs^knisation, Oxford University Press, Calcutta,
1959, Page 105.

15. Pearson, Hunt., Vlilliams, Char lee H., and Donaldson, Gordon: basic Finance,
Text and Cases. Hichaxd D. Iiwin Inc. iiomewood., t9^t. Page 53>
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AfPENDU -  C 

k Hote On

tha dl£f erait manufacturing procgssaB lmiolv»d in a Jute H il l

Batching: In the Jute incbistxy^ the mixing of various qualities and

colours o f the samo materials or of different materials, is  called "Batching" 

and eDijraces a l l  processes preparatoiy to carding.

Jute is  a hard  ̂ smooth-surfaced, somewhat xood;  ̂ fibre and has not much 

spinning <]ualitjr* I t  would make a rather hair7  yam at the cost of a vezy large 

hea^ vaste, i f  sent forward in its  natiirol state. I t  is ,  therefbre, processed 

to adapt i t  for ginning. In order to process i t  successfully, o i l  and water 

are added to the fibre at some stage prior to carding to f i i l f l l  the fmctions 

o f an internal and external Ivibricant.

Carding; The reduction of jute from strict form to a s liver o f suitable 

weight per imit length and sufficisntly broken down fo r  subsequent process of 

drawing and doubling is  called "Carding**,

iJrawing: The regular and uniform elongation o f a sliver to make i t

ligher is  called "iJrawing".

Ooubling: The running of two or more slivers together to fom  one sliver

at delivery is  called '*Doi4)ling”*

Spinning I Spinning is  making of yarn out of the processed fib re.

Rqelingt I t  consists mainly o f winuing the yam on the circumference o f a 

reel of definite size into ‘fekeins" or "Hanks" o f a definite continuous length.

Twisting: Single yams are twisted, doubled, fo^ed  or plied together to

make a thread or twine of strong and oon ĵact foim.
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Winding i Thare &ro two dlBtijict typss o f yams, one for wazp and the 

other for vs ft «infi there are sevBr&l qualities and sizes o f each type* Warp 

and weft yams are spun on to sitsilar spinning bobbins, but completejy different 

machines are eoplcyed for wtnding then. Warp yams invariabjiy require hax^r 

twist than weft yams ana are also o f superior quality, because they are subjected 

to greater tei:ision than weft yams during the weaving process.

Drasijdnf ;̂ Dressing is  the term used to explain coating o f the warp yams 

with some adhesive sii>stance while beaming.

Wqavlnfii Weaving is  the inter-lacing of threads at right-angles to fom 

a firm texture. Woven cloth consists o f length-wise threads teraed warp and 

cross-wise threads called weft shots or picks.

In the loom, the wazp threads are passed throu^ the splits o f the reed 

which detennin^ the Pitch of the threads on the eloUi, keeps the threads in 

the same relative position to each other during weaving, feats the shots of 

the weft, and affords support to the shuttle.

finishing* The tern relates to a l l  the processes to which the fabric is

subjected a fter being woven and before Baking up. Thus, under the influence o f

the r<xitlne process eu^ l̂oyed, Uiree min factors intervene to modify the

surface of a fabric, naiaely, the quality o f the materials, the character o f the
1

yam and the structure o f the f^ r ic .

1 . i-or aet«dl3 sesj "Coit^rehensive study in laoaem Jute technology", 5antosh 
Kumar Paul. Uas Gupta and Co. (P ) Ltd., Calcutta, 1961, P. A67.
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Appaipix -  D 

Table No. I

Showing groi^ product!vi^ in the three jute mills*

- - - - - - a^up No. n  T 2 g 3 5 4 n  F T ’
M ill Mo.________________________fi________ i  Q_______ 2- - - - - - fi- - - - - S- - - - - -
( l i  taros o f p/c o f standard*  ̂ 85.56 83.39 77.47 75.16 75.27 69*78

2
(In teims o f points above the 1.62 1*23 .78 .62 .00 ,04
standard at which group 5 faHsj

(In bems o f actuals) 7l2.5 662.5 60.75 570.0 535*5 550.0

Table No. XI 

^houing e]q)erience o f the Individtial woric groi:{>s.

tjork groups Q i 
M i l  No. i

4 2 
0

fi 3
0 __ 0 0

5 i 6
- 1 . . .

0 Average
fi ...

\ 8.83 7*83 8.17 7.33 7.17 7.83 7.86

2 7.66 9.83 7.66 12.66 6.75 5.87 8.40

3 9*71 5.50 16.67 9.14 4,56 6.21 8.63

Table No. I l l

Showing av^jervigore' production orientation score as perceived by woricgrovps.

Vtorkgroups (i 
H ill No. C

1 i 
fi

2 fi 3
fl

i ....4 " ■
fi 1 ’

4 6 
a

0 A-verage 
fi

1 i6.83 15.83 17.33 17.67 15.33 17.83 }6.08

2 19.83 18.33 21.83 18.83 19.87 19.87 19.76

3 19.00 18.83 14.25 15.71 15.38 20.29 17*24
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Table No. IV

Showing supervioor* 9̂ htaployee-Orienttition score a« perceived by

Work groups fi 1 
M ill «o . 6

4 2 
6

'^ " 3  ■■ 
fl .

4
fi

4 ■'T"'5 
A .

a
4

6 j| Average
a -  _

1 9.00 7.00 10.33 6.83 7.50 7.83 8.08

2 7.00 6.CXJ tO.66 7.B3 7.37 9.50 8.06

3 7.50 7.67 7.86 6.71 8.50 10.14 8.06

Table Ho. V

ShoMiflg Workgroup s' company Pride score.

Vtork groups. 0 i it 2 i 3 fi 4 5 -5 !i 6 S Average
H ill No. 0 c j 0 fl

1 3.l6 4.50 4.00 3.16 3.16 3.16 3.52

2 3.00 3.66 3.66 3.00 2.62 3.62 3.26

3 3.38 2.00 2.00 2.29 1.38 2.47 2.33

Table No. VI

Showing workgroi^js' social cohiisiveneas score.

Voik groins {} 1 4 2 fl 3 4 fi 5 j Average
K i l l  No. 0 0 fl fl fl

t 6.92 7.09 8.09 6.25 7.08 5.00 6.74

2 6.17 8.A2 9.t7 7.50 8.43 8.63 8.04

3 9.63 6.67 7.29 8.71 7.00 9.29 8.10
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Table No. VII 

Showing Workgroups' Task Cohesivaness score.

1 7 1 -

Woik groi^jsfi 1
W ill No. I *

4 2 
fl

i 3 fi ' 4 "  
fi

i 5
,i..

0 6 
fi...

0 Average
a .....

1 7.09 7.92 8.67 7.42 6.75 7.00 7.48

2 6.75 6.67 8.67 8.67 7.13 5.94 7.30

3 6.A4 6.58 6.64 6.07 6.56 6.64 6.49

Table No1. V III

Showing Vtozkgroups' education attalnuent.

Woiic groupsd t 
M i l  No. 6 a

4 3 ii 4 
fl

fi 5
0

4 6
fi , „ .

fi Avei'age
fi

t 1.50 3.17 4.00 5.33 4.00 4.33 3.72

2 2.33 4.00 0.66 2.17 2.87 2.50 2.42

3 3.14 2.17 0.71 3.86 4.50 4.71 3.18

Table No. UC

Showing Woikgroi?>s* machine adjustment score.

Woxlcgr«ip9. j 1 
M ill Ko. fi

S 2
s

4
4

3 4
0

11 5 
6

fl ^
J  . . .

) Average 
fl ...

1 4.17 3.33 3.50 3.33 3.50 2.17 3.33

2 4.50 4.33 4.83 2.50 3.37 3.50 3.84

3 2.75 3.67 3.57 3.43 4.00 3.86 3.55
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Tabl« No> X

Showing acore o f U\e type o f supervision received by workgroups.

T fi 6 t
no. «

1 7.67

Ji-------------

8.00

_X-----------1------------

8.83 8.17 7.00 7.83 7.92

2 9.83 8.50 9.t6 9.00 9.00 9.50 9.16

3 9.13 8.50 7.57 6.25 10.83 9.29 8.59

Table No. XI

Showing Workgroups* Job security score.

Workgroups.i 1 
H ill No. ^

fi 2 
6

fi 3 4 4
II il

0 5 it 
0 0

6 0 AvBz«ge
a ..... -

1 6.50 3.83 6.17 3.50 5.33 3.33 4.78

2 8.83 4.67 6.00 3.67 4.75 5.00 5.49

3 4*63 6.00 7.29 3.43 4.50 5.55 5.23

Table No. JCtl 

Showing workgroi4)8' pay satisfaction soore.

Workgroi^sfi 
M ill Mo. 0

1 6 2 
4 .

^ 3 
J  .

i 4 
0

i  5 
i

£ ^
- (L  _

i Average

1 3.33 3.17 3.33 3.40 2.50 2,17 2.92

2 3.00 3.00 2.50 2.00 2.01 1.87 2.40

3 1.75 1.50 1.57 1.29 1.13 1.57 1.47
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TabXt Wo. JttU 

Shoeing line sardirs* waplqyee-oriaitatian score.

k2|kS!2!iBS-.i 
MilLJo^ i

1 i  2 
t.

i  3
1 ^

il 5 i
1! ii

6 j| v̂arsLge

1 14.00 13.30 13.20 12.90 12.50 12.30 13.12

2 M.33 13.50 12.33 9.00 6.72 7.14 to.oo

3 l/w37 12.50 12.57 11.71 10.62 12.00 12.30

Table no. XIV 

Shading lin * saraara' prouuction orioatati.on score.

f'-urk^oupA if 
Min No. i

1 il 2 il
0

3 s 4 " T '
fi

5 4
0

i> ■■ 4
s

Avarage

1 22.83 22,16 20.83 21.83 15.50 17.33 20.08

2 22.00 20.33 23.33 18.16 12.30 13-32 13.32

3 20.25 19.16 19.71 18.00 17.50 18.00 18.77
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Tablfl No. Xil

Shoeing the datra on th® ec^l(y<]a-orlentatian score ami productlon-otrientation 
score converted In terns of 9 to f i t  oa&agairial grid.

(Based on tab l«* lU ,  X III and XIV)

horicgron)a fl aaployec-orlgptatlgtt j Produetlon-oriantatlon
__________________ i Une sardar 0 bup^nrlaor i Line ear'dar 6 Suptf visor

» 6.3 4.1 8,2 6.1

2 6.2 3.2 8.0 5.7

3 5.9 4.6 7.5 6.2

^ 5.8 3.1 7.8 6.8

5 5.6 3.4 5.6 5.5

6 5.5 3.5 6.2 6.3

7 5.1 3.2 7.9 7.1

8 5.4 2.7 7.5 6.6

9 5.5 4.8 8.5 7.3

*0 4.0 3.5 6.5 6.8

** 3.02 3.3 4.43 7.1

12 3.21 4.2 4.75 7.1

»3 6.3 3.4 7.3 6.8

H  6.3 3.5 7.3 6.8

15 7.4 3.5 7.1 5.1

*6 6.5 3.0 6.5 5.7

»7 5.9 3.8 6.3 5.5

6,2 4.6 6,5 7.3
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TablQ l<o. J£?I

Showing Productivity ana workers' th «ir ai^arviaors
obtained In the back up inyestifi&tlon.

Productivity. 6 UisHkes. r ^ e s ,  
1 ______

ji No responae, T  
0 . ^

Total

2 0 -2 7 33 It 4

28-31 35 2 I 38

32 -  35 44 5 3 52

3 6 -3 9 34 3 2 39

*5 5 1 21

Ai» -  47 10 3 2 15

i S -  55 6 3 4 13

Total m 32 17 226

Average
productivity 33.55 35.05 - Valufl o f »  12.74
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TableNo. JflTII

Showing productivity and workers’ like/dlslike for their line sardars 
obtained in the backv^ investigation.

i^roductivlty. 4
4

DialikQB. 4 Ukes. jj No responBe. j|
4 i

Total

20 -  23 12 3 2 17

-  27 19 9 3 31

28-31 % 2 2 38

3 2 - 3 5 37 8 7 52

3 6 -3 9 33 5 1 39

AO -  43 16 4 1 21

U  -  47 8 6 1 15

-  55 5 5 3 13

Totjil 164 42 20 226

Avarage
Productivltor 33.49 35.93 - Value o f -  18.42
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(^dstionnalre B 

Uoed for line santars and si^ervlsors. 

Coimerce Departmait, Dacca Unlveraltijr.

Gonl'idential

SamplA Mo..........................................Age............................

Place of b i r t h ................................... laars of education

Job e^orlonce In Jute M i l l s ............................................

Father* 3 exact occupation................................................

Training, if a n / ...............................................................

TStro5ig]jT 
0 agree I

Disagreed Strongly 
Won’t sayj j disagree
Den't { S
knoi_____ Q__________ j_________

Agree

iNoricers are inherantJy laay and try 
to avDiA work i f  ttieff can.

As a supervisor^ my onJjr concern is 
to get the xork done, not to bother 
about woricer’ 3 feelings and sentiments.

I f  woikera woric more and talk less, 
eveiyboay would be bettor off.

All workers want is bread and butter.

Workers only do what they have to do, 
h«ice a superviaor should keep his 
people bu^ and give more work than 
they can usually do.

The level of intelligence and sense of 
responsibility of workers here are so 
low that th^  Cannot be relied upon to 
work of thair own.

One sure way to get high production 
from woikera here is  to vatch those 
people closely and check evexything 
in dstails.

The old proverb 'Spare the rod, spoil 
the child" is  t^plicoble to woHcing 
people. One cannot get work done by 
them without strong aiscipline and 
iron rule.
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1 S trongjlj- fi Agree j| thdacidliid '5 0 Strongjy
j agree ( j} Won't sajr 0 agrae ( disagree

J____________ j______ i Don* t  kndw (j________j______________

Management o f this coupai^ knows one
thing higher proauctton. (whenever I  -f
happen to nteet bosB  ̂ he w ill inira-
riabV ask to know how production is
going onj

My boss Wants me to supervise the 
workers closely to get more production

Hy boes things that I  should go 
s trictly  according to his instructions, 
rather than applyijag own w ^ .

My boss feels that people are inherent­
ly  las^ and w ill avoid work i f  they can.

1 am always under faressure>
All press ae ay boss, acoountlng dapt 
engineering dept, all.

Please rank the following in order o f your preference asto what you want from 
your job,

------------------------------------------------------------------------------------------------------------------------------------------------ 5----------------------------- n )
Adequate Income I j

(I 0
Job security £

i 0
Ohsnces fo r  proeotion j j

(j i
Freedom tmd authority to deal with p eople In own way (j

i 9
Sysipathetic treatment from boss j| ^

Xnfomation about oonq>an̂  policies ( j
4

 i
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Gonfldential

guostionnair« A 

ueea for work ore 

Commeroe Department, Dacca University.

ilo. ol' I:iai4) l e ..................................Ago . . . . . . . .  Place of b ir th ...................

lears of education......................................Teura of Jute m ill voi4c..........................

Father's axact occupation.............................................................

Mo. of most intljnate firietids in the m ill . .................... ...

Iftith whom jou can coJiflcle jour secre ts .....................................

No. o f such friaids in /our own sec tion ..................................

j| Strongly 4 Agroei ttndeci'dad. jS Uis- £ Strongly
4 agree j I Won’ t say 4 agree 0 ciisagroe

_______________________________________ 4_________ _______ 5 Don't knowfl______ J________

Our supervisor goes to bat for us

Our gi^iervisor shows frienajy and 
sificere interest in our welfare

uur supervisor hears our con^laints 
and gi^evances syiopathetically and 
tries to redress thea as far as he can.

We fe e l frue to discuss our personal 
problo&B with cur si^^erviaor.

Our s\f)ervi«>r aJlxays encourages us 
to produce more.

uur supervisor is  alw^s read^ to 
help us in our production problems 
(ViiUlngness J,

Our supervisor plans production and 
material flow so that there is  no 
stoppage of woric.

Oiir sHperviaor spares none i f  he 
slackens and neglects to do his job.

Our si^erviaor is  veiy particular 
about quality o f output.

Oiur si^ervisor has considerable 
influence (with management) of 
this company.
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strongly fi Agree j lfad€Cid»d j £ Strongjy
( agree  ̂ j) t  say Q agree  ̂ disagree

J _________ jj_________ i Poo* t  know ii_______ £_________

Our supervisor can help a vork^ i f  he 
likes because aanagflmfant aeldoa turns 
down his recommendations.

People in our section are very friendly 
vith  each other.

People in our section o lto i otQet soci­
a lly  outside the job (mixing in cannon)

Ihere is  very l i t t l e  griping and bab­
biting in our section

People in our sfttotion often cocie 
forward to help i f  any one is  In d i f f i -  
cultoTf financially or oUiezwise.

People in our section always coo^liiti«nt 
each other >ihenever one does a good job.

There is  a lot o f mutual help in our 
section whenever one has a d ifficu lty 
in his job.

bihmever a new woiker comes in our 
section, old members try to help him in 
getting started.

People in our section often encourage 
each other to Uiink of better ways of 
getting the job done.

A ll in a llf I  fe e l that this jute s i l l  
is  a Teiy good place to work.

I  ara really proud that 1 ata working in 
a jute jo ill like this.

Gouaidering ay s k ill and efforts, 1 am 
satisfied with my pay.
( I  can* t  earn more by going els^here)

There are not too many dismissals or 
discharges in this section,

I  fe e l X Can remain in my Job as long 
as I  like.

Our supervisor always keeps watchfViX 
eye on the workers for fear that they 
loight slacken or stop working.
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' f"stjfongJy j Agree Uodacideid j Dis-^'^ 3t ^ g i j r '
t agree Q j Won't say Q ugreej disagree

J__________ £_________C Don't knowfl i

Our si^erviaor checks our work thop- 
oughJy to age il' va havo dona vork 
p roperJy anti carefully*

>UtQ/ people in our section look to the 
suiiervlaor in the same way as they 
look to their parents and guardlane 
for support aol gulu&nce.

Ka)>/ aoplcyeea In our section slacken 
ac lo ite r  whoi the supervisor la  absent.

There are many pec^le In our section 
who cannot do their ’work property 
wltiTiOut detailed instruction from the 
supervisor.

In sy view a supervisor should keep 
Watchful eye as to what is  going on 
in hia section*

to
Many poqple here are likojy/caaait 
mistakes i f  they are given fipeedom 
to work in th ^ r cun way.

Many people in our section are nob 
so intalligecit to o ife r  good sugges­
tions about work iciprov«&ent.

In vay opinion, a sipervlsor should 
be strong in oisciplluing people and 
enforcing company rules.

A kind hearted supervisor who mixas 
with ))is people friendly often £alle 
to get good Work,

I  can handle the i&achiixe £ work with 
without tiny d liflcu lty . I  have no feor.

1 like to do overtime work
1 like piece rate more than time rate.

Please rank the following In order o f your preference:

High pay
il

steady Job ^

Good and synpathetic boss _____________________________|_______________|
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