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Jute is one of the most important manufacturing industries of Pakistan.
It plays a pivotal role in the economic prosperity of the country. In terms
of employment of manpower, it is next to the cotton textile industry but in ‘
tams of foreign exchange earning, jute industry is second to none, It is
primarily an export industry and has ;-e;“éiv';ed gonai@éfdk}}e attention from the
Government through the Pakistan Industrial Develgpt‘nehtf&gﬁ)o_ration and later an
its successor the Kast Pakistan Industrial Deveiopment. Corporation. This

industry is based on raw jute which is designatgd &% the golden fibre of Pakistan.

e g

The economic betterment of the people of East PikiFan 3@ closely linked with

the succesas of the jute industry. !

This thesis is an attempt at a critical study of the suparvisory practices
in the jute industry and their influence on the productivity of the workers. 1t
snalyses the orientation of the supervisory people towards production and towards
workers uncer their control anmi their relation to the needs and expectations of
the workers. The influence of variables like workers' education, job experience,
machine adjustment, job security, pay satisfaction, company pride, group cohesive-
ness, etc. as determinunts of productivity is also focused. Besides, the thesls
mukes an ef fart to verify a few cbservations that have been made by some Western
Scholars about the supervisory practices in Pakistan including sn examination of
the validity of Professor Rensis Likert's hypothesis that employee-centered

supervision is opplicable in all cultures including the undsr-developed countries.

The fundamental findings, in the course of this work, indicate that the
sub-supervisors or the line sardars by which name they are called in the jute
industry have a grester influence on workers' proauctivity than the supervisors.

The supervisors are mostly production-centered and confine their role to
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‘policing' while the line sardars blend and integrate their production-orientation
with auployee-orientation and obtain more favourable response to higher producti-
vity. Contrary to popular belief, the study shows that job experience and educa~
tion of the jute mill workers have little influence on their productivity. The
other fundamental findings of the wark are that workers' pay satisfaction,
economic motivation and machine adjustment; have considerable influence on produc-
tivity. The importance of the above findings is that management may increase
productivity by improving the supervisory practices and company policles without

any additional investment of capital.

My claim to any original interpretation of facts and measurements is
limited mainly to chapter four to chapter six. Chapter one aeals with the problem,
Chapter two with the cbjective and scope of the study. Chapter three is an
attempt to revies the sxisting literature on the subject. Chapter seven summayrises

the aiscussions into conclusions which may be of some assistance to policy makers.

The task which confronted me when I took this research was two fold.
First, there was the need of collecting information without which no study
could be possible; second, listing and interpreting the available facts and
research findings elsewhere. Major portion of the reference work was done
between May 1965 to April 1966 at the Business School, lniversity of Western
Ontario, london, Canada, particularly relating to bocks and journals not available
at Dacca. Part of the final druft was prepared at the Graduate School of Business
Adoinistration, Harvard University, UJS.A. in the summer of 1967. For the remain-
ing part of the work, the entire time was spent in East Pakistan, gathering facts
and analysing them. A considerable portion of my time and energy was spent in
observing the operations of the jute mills and interviewing relevant people.

The entire field work was done by me alone. My work was made somewhat casier
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by the exhibition of my four earlier research publications and a letter of
request from the Head of the Department of Commerce, lacca University, addressed

to the management of the Jute mills for co-cperation.

In the development of this theslis, I hawe tried to subordinate ready made
recommendations to the quantitative measurements and documented reference. I
have tried to understand the view points of the workers, sub-supervisors, supervi-
sors and other upper management pecple, but I have based my analysis on factual
evidence obtained through interview and actual observation., The co-operation
received from management wWas more than what was expected. In my view, the informa-
tion inserted in this thesis for the first time, should be of more permanent use
and should encourage more intensive studies than my analysis. My endeavour in
the area of man-boss relationship and productivity will be amply rewarded if it
fills an important gap in our conteuporary knowledge sven partially, and if the
future generation equipped with better statistical data and psychological tools

find in it some basis for Comparing their knowledge with my own.
T

g

My gratitude is due to Professor A.F.A. Husain, Member, Planning Cammission,
Government of Pakistan and Dr.A. Farouk, Head of the Department of Commerce,
Dacca Univergity, who pulled me into research activities. In choosing the
subject, most valuable suggestions came from 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, Bloomington, U.S.A. They very kindly looked through some portions
of the work and offered their criticisms which were of considerable practical
significance, DBesides, I had the pr&-rilege of discusgssing my findings with a
fei regputed scholars of whom Professor densis Likert, Uirector, Institute for
Social nesearch, University of Michigan, Ann Arbor and Professor Fritz J. Roethlis-

berger of the Graduate School of Business Administration, Harvard University,
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CHAPTER - 1

The Problem : Over the past several decades the man-boss relationship
hus been the most popular topic of research in orgenisational behaviour. Many
studies have buen concemed wlth the relationship between supervisory style of
leadersnip, productivity, and worker attitude towards the supervisor. The Survey
Heseurch Center at the Univerasity of Michigan first focused its analysis on the
dichotcmy between employee-Centered and Production-Centersd Super\d.sors.1 This
study of ours is about supervisory style and productivity with speciul reference
to employee-centered supervision that have emerged out of the Michigan researches.
Employee-centered supervision is defined as that psettem of supervision in which
the supervisor is people-oriented in that he thinks he is dealing with human beings
rather than work, An eumplcyee-centered supervisor for the purpose of this study
refers to that type of supervisor who feels that people will do & better job if
he takes an interest in them, creates the feeling that he is fuir, will keep his
promise and loock to the inuividuals' needs, Although he is charged with the
responsibility of getting production, un employee-centered supervisor, according
to our definition, believes that he can accomplish that goal through the medium
of his people smcothly and safely in an environment of mutual trust and employee
involvement in the work.

Employee-centered supervision defined above is in sharp contrast to
"production-centered” supervision in which the supervisor is task-oriemnted in the
sense that he sizes up his job as cne of hitting the work in and cut and pressing

the people to work harder on pangs of drestic action.

1. Likert, Hensis, New patterns of Management. Mcgraw-iill Boock Campany Ltd.,
New York, 1961. Pages 5-25.

Ses ulso his recent book The Human Organization : Its Management and Value,
Mcgraw-Hill. New York, 1967.
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A supervisor is production-centered if he assumes the role of a hard
task master looking upon the people as instruments of getting work done rather

than as individuals with needs and emotions,

The basis of distinction between employee-centered supervision and produc-
tion-centered supsrvision in the above definition is one of degree only. No
"gociul club sort of environment" has been implied in the concept of employee-
centered supervisi.m,z because social satisfactions represent an important aspect
of the totality of benefits that may evolve from organisational association, but
social satisfactions may canpete with other rewards in the sense that an increase
in one results in a reduction in another. For instance, the amount of wages that
can be earned unaer piece rete are reduced if socialising like extended tea breaks
reduces productivity. In the same way late attendance anu early departure may
result in reduction in productivity. In our concept of the term ' employee-centered
supervision' we have assumed that limited on-the-job socializing may increase
productivity without increasing the cost side of the ledger. A production~centered
supervisor’ s worry about socializing expresses the cultural precept that work is
wark and play is play amd the two should not be mixed. An employee-centered
supervisor on the other hanu channels social satisfactions to enhance the Co-

operative process and increuse the benefits of organizational association.

Apparently the distinction is on the basis of an assumption that the
successful accomplishment of the supsrvisors* job depends primarily on his ability
to get the help from his suhordinates. He will bulld his relationship on the

basis of what Mary Parker Follett calls "Co-action® as constrasted with "(:oert::mn.“:3

2. Albers, Henry H. Organised exscutive action. Wiley and vons Inc. New York,

3. Follett, Mary Parker, Ureative Liperience, longmans, Green & Co., New Tork,
1924, P, dil.
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We have vliewed the job of a supervisor to be two-pronged : (a) figuring out how
to meet the prouuction demands of the organisation and (b) at the same time
satisfying the demands of his people for a friendly and considerate boss. In
other words, according to our concept, a supervisor becomes truly employee-
oriented when he attempts to integrate the needs of his people with the organisa-
tional goals. locked from this point of view, supervision is not just a matter
of giving oruers or overseeing subordinates to make sure that they follow rules;
Superviaion means building an effective workforce and motivating each mamber of

it to turn in his best performance,

Our definition of employee-oriented supervision is closely related to the
pattern of supervisory behsaviour implied in Mayo's concept of 'Social Man' b and
Likert's "modified theory of organization®’. A nuaber of terms have been used o
express this philosophy of management or & particular aspect of it., These terms
include democretic supervision, permissive supervision, consultative supervision,
participative supervision, supportive suparvision, positive supervision, casiderate
supervision, etc. lack of standardisation of teminology is attributed to the
newness and developmental stage of the field.6

However, inspite of the diversity of termminology, the following elements
have been recognised to be contributing tao’r;ployee-orimt.ation of a supervisar,

(a) Being sympathetic on work problems of his peopls.

(b) Belng sympathetic on personal problems of his people.

4 Mayo, Elton, The Social Problems of an Industrial Civilization, Graduate
School of Business administration, Harvard University, 1945.

5. likert, op. cit.

6. Gordon, Thomas. Group~centered leadership, Houghton Hiffin Co,
Boston, 1955, P. 104.
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(c) Being less critical of his employees.

(d) Being able to help the pecple in their job-relutec problems.

(e) Being willing to help the employees on their job-related problams,
(f) Sharing information with the employees.

(g) Allowing employees to participate in decisions affecting their work.
(h) Being consistent in giving orders and maintaining discipline,

(1) letting employees know where they stanc in the Job problems.

(3) Giving general rather than close supervision,

(k) Interacting socia]ly.7

From the above factors, it will be apparent that the employee-centered
supervisor that we have in mind for this study is one who takes positive, hopeful
and constructive view of man an¢ who has respect for the capacity, self-cirection
and eritical thinking of his group. He is that type of man who capitalises m
what Keith Davis calls "plus-values." He adds the energles of his pecple to his
own to accomplish the organisational goals, in contrast to the job—centered
supervi sor who gets only "minus values" since his people waste their eergies

in nervous worry and resistance to h:hn.8

7. Hargberg, F.l., et al, Job Attitudes : Review of ilesesrch and opinion,
Paychological service of Pittsburg, 1957, P. 180,

8. Davis, Kelth, Human Relation At Work, Mograw-ilill, New York, 1962, P. 168.
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OBJECTIVE AND SCOPE OF THE STUDY

Qbjective : The main objective of the present study is t0 exauine the
supervisory practices in the administration of industrial enterprises in Pakistan
with specinl reference to the front-level supervision, There were several consi-
derations that prompted the selection of this ares for the purpose of investiga-

tion in this study. These considerations were :

1. The desire to ascertain what is actually happening in the industrial
concerns in Pakistan in the matter of supervision at the front-line leval,
Practically no work has been done So far in this area although some informaticn

1,2
is available about the operatives and top level of manageuent. »3

2, The desirae to test sane of the observations that have been made about
front-line supervisory personnel in unuerdeveloped countries by same kestern

Scholars, b

3. The desire to determine the cluim of Hensis likert sbout the &pplicability

of the concept of employee~centered supervision ani democretic processes of handling
peopls in the setting of an underdeveloped country with social, cultural and
econanic background quite dif ferent from those in the USA where the philosophy of

emp loyeo-centered supervision has been found to work well,

t« Husain, A.F.A. and A.Farouk, Social Integration of Inuustriul korkers in
Khulna, bureau of iconamic Research, Daucca University, 1964.

2. Husain, A.F.A., The Human Impact of Technological Changes in Pakistan.
Oxford University Press, Lacca, 1956.

3. Islam, Nurul. "“Ihe Lconamy of Pukistan" in The tconomic System of the
Camonwealth, (ed) Hover k. Calvin, Cambridge University Press, london, 1962.

4 Weatherford, willis, D. Jr. "Pakistan" in labor in Leveloping Ecanomies, (ed)
Kalt er Galenson, University of California Press, 1963, P. 30.

See also Fayerweather, John, Management of International cperations. Hegraw-
Hill DOOk Co. Iﬂc- ‘960. P. 373'
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The study of Supervisory behaviour and productivity along the foregaling
lines was considered to be a useful field of lnvestigation. There were several

reasons for this :

Pakistan is in the midst of gigantic efforts through her Third Five Year
Plin to speed up the process of economic growth, In the context of Pakistan's
developing econony, the importance of productivity increase cannot be over enphoe
sised. Increased productivity in any industrial unit would meun a lowering of
costs which Gould in turmn be reflccted in increased profits, improved wuges and
5 lowering of prices. Incressed productivity means better conservation of the
country's meagre foraign exchange resources and achievement of its Five Year Plan
targets at lower costs. It ulso meuns competitive strength for Pakistani exports
in the overseas markels. lowever, the present pressing problem of Pekistani
industriel ii.ms is low proauctive efficiency and high costs. Although the over-
all productivity reflects the impact of multiple factors, supervisory efficiency
in marshalling, men, materials and equipment 1s considered very significant in
this respect. As is true for other econauically underdeveloped areas of the world,
finding and training managerial and supervieory resources required to implement
development projects is one of the most critical problems of Pnkistanﬁ’é""?'s.

According teo urucker, an imerican expert on manigement, whether the countries of

5, Harbison, Frederick H. and Ibrahim A. Ibrahim, Hwwan wesources far igyptian |
interprise. Negraw-Hill, 1958, P. 36.

6. Udli., Processes and Problems of Industrialisation of underdeveloped
countries, '955’ P. .

7. U,N., Puwlic Industrial Management in Azia and the Far East, 1959, P.43.

8. Gardner, B.H. and D.G. Hoore, Human selations in Industry, Richard b, Imwin
Inc. Homewood, ILL, 1955, Page 10,
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reportedly not really interestad in output and equijment; workers and supervisors
often being fined susmarily or disuissed.'® In the opinion of I.L.0. Productivity
Mission, labour-managenent relations are one of the weakest points in Pakistan
inaustry. The losses of production due to unsatisfactory relations between
factory owners, warkers and supervisors are said to be substantisl. Apparently
there was & need for examining the supervisory pattern in rakistan and for
recomnending ways and means to equip the industrial concems with proper super-
visory cadres particularly in the lower echelons of mnagement: where the lapses
are said to be critical. The Government of Pakistan feels that this area will
become mors critical than the shortage of highly qualified top level personnel

5 yeatherford

as the country's industrial expansion programe gets momentum.
cbserves that there is no more cryinyg need for Pakistans' industrial growth

than to revise her supervisory 1:;z'ti.<=t,i.c«S.'6 Another forelgn visitor referring
to Inuia remarked "you have good generals and soldiers but rather weak at the
sergeant's level." Ha was referring to the 'maistry' as the first line super-

7

visor is calied in India.‘ This observation is true for Pakistan.as well, in

the opinion of a mumber of mansgers contacted by us. The I,L.0. Productivity
lMigaion uleo found that the shortage of junior managers anu supervisors was

severe. 18

4. Report aof I,L.0. Productivity Mission in Pakistan., Hast Pakistan lebour
Journal, Uecember, 1957, Vol. X, No.IV, Pages 235-240.

15. vovernment of Yakistan: %The Third Five Year Plan, (1965-70), Page 218.
16. Wweatherford. op. cit,

17, Srinivesan, K., Productivity anu Social Environment. Asia Publishing
House, bombay, 1964, P. 139.

18. Hepart of the I.L.0. Productivity Mission, op. cit.
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It is primarily because of these considerstions that the author selocted
the front-line supervision for investigation. It was felt that the study will
provide useful data to mske recommendations for raising the productivity of
industrial enterprises in Pakistan and to suggest ways and means to assure
harmonious labour-management relations in the country's frantic effort to

optimize the use of its scarce resources,

Besides, the study hopes to provide information and reading materials
for colleges, Universities anu management development cant er's as wall as Govern-—
mental agencies engaged in planning the programmes of manazerial and supervisory

education in the country.

An attenpl was made to see how supervisors at the Front—-iine level deal
with their people, to what extent they are employce-centerad, how they size wp
their jobs, how they feel about thelr roles in the organisatlion and what kind
of guiuance and supervision they themselves get from their supervisors. The

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

"It is probable that the theory will prove applicable in other countries
and cultures. People in all cultures seem to respond to treatment which, in
terms of their values, coniributes to their sense of personal worth and importance.
Since this is the essential concept of the principle oi supportive relation-
ships, it appears to company management in cultures quite different fraom that
in the United States. The research on leadership and mansgement in countries

less developed imuustrislly supports the view that the principle of supportive
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relationship has wide applioabiﬁty."‘g
5, zavis st o op ) pelationg iy weil s wodErgloos wipl W
aapde 1o The following specific hypotheses were developed for vearification
through empirical inveatigatiofee: . = Lo swervizor u th owgr e,
‘n ki 1. Front-llne sypervision in Pakistan is authoritarian and not employee~
cantereds . :lcges the nuceialon. Lpe 10 T nE oA S ARFTA S
3. 2e Supervieors at the Frenimline level are noi ey 1oy ee~conkored: partly
LeCause of the suthonibasian pressure on them for production; they merely
tramsmit, below the pressure exerted on them {rom above, . ruy, '*= grester
insir 3¢ The greater the amployee—orientation of a suearvisor, the greater

the sestion productivity. | CT A . - preatsr s ti e B
{:. k. koployeeorientation renaers high produstiyity only when it ie =
. intagrated with production-orientation.

b S ey ' SRS e FRETIEE

119, Likert. i., New Pattems of Management. op. cit, Pages 2/6-47. This is,
of course, not unanimously accepted by management writers. For instance,
Dubin has cautioned against reaching global gemeralisations on the basis
of Likert's declaration. See (a) Dubin, et al, "leadership and Froducti-
Ny vity, Chandler Publishing Company, San Fransisco, 1365, Page 9.
(b) Krech, D., and Crutchfield. Theory anu Problem of Social Psychology.
Hcgraﬂ-ﬂill, New Tork 1948, Pﬂge 423 I :
(c) Hagen, Evertt E, Un the Theory of Social Change: tow Econamic Growth
Eegins. vorsey Press Inc. lHomewood, Illinols, 1962, Page 73.
(d) black, James Henzies, Assignment Management; A gulde to Lxecutive
Command, Prentice Hall, Page 192. 1
The basis of Dubin's objection is the that ™managsment and supervision is
-eulturally derined," In support of his argument, Lubin has referred to
the inter—University studies of comparetive national industrial systems.
. See Frederick H. Harbison wxi Charles A, Myers. Mansgement in Lhe Industrial
world, Megruw Hill, New York, 1959.
iagen' s argument is that our eastern scciety is based on authority ~ father
over son, elder brother over younger brother, husband over wife, mother-in-
. law over daughter-in-law. black's argument is that people in the bast are
not accustomed to the technique of persuation.
However, Likert has basei his assumption on studies carried out in Japan
and India. tor instance, nice seems to lend support to him on the basis
of the fomer's study in textile mills in India. AcCording to Rice, the |
findings of Abmedabad hxperiments in the social, techmological anki ecanomic
changes are likely to have more than locul significance, see AL, Rice,
Productivity und Social Urganisstion: The Ahmedabad Lxperiment, Tavistock
Publications Md., london, 1958, P, 5.
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CHAPTER -~ LI

A BHIGEF REVIEW OF LITERATURE ON BMPLOY EE~CINTERED SUPLRVISION

It has already been mentioned that this study is about ep loyee~-centered
supervision and productivity. The starting point is the finding of the famous
ligwthorne studies as described in "Management snd korker”!. The Hawthorne
experiments have negated the long held view that "workers are simply individuals
working next to one another". Mayo and his colleagues wWho conducted the experi-
mants were astonished by the elaborate relationship they observed among the
workers, their work, and their supervisors. The growp in the Bark Wiring Room
was responding to the methods of scientific munagement by restricting: their
production poeshaekiox to levels which the group felt appropriate. Incentive
system could not prevent restriction. The group was sean agreed not anly o
what was regarded as reasonable day's work, but also on what were regardsd as
appropriate mechantasms for enforcing the standards so agreed, on how to behave
towards supervisors, on spare time activities, on the standing of individualse
within the group.2’3 The observation in the Relay Assembly Room revealed that
when hostilities, resentments, suspicions, and fears of workers are replaced by

favourable attitudes, & substantial increase in production took placo."

. Roethlisberger, F,J. and William J. Dickson, Management ana Worker,
Harvard University Press, 1938, .

Ses also their recent book Counseling in an Urganization, bivision of
desearch Graduate School of business Administration, Harvard University,
1966.

2. Landsberger, Henry A. Hawthorne Hevisitel, New York State School of Inaustrial
and Labor Relations, Cornsll University, Ithaca, 1958, Page 61.

3, The 14 workers in the Bank wiring room was mot, however, a solid growp.
Researchers have identified two sub—groups with one isolate. It was infact
the sub-group b which controlled output to a pre-determined level that repre-
sented their conception of a fair day's work. Clique E'S main focus aof
integrution was control of output while clique A was & protective social
group" rather than a "Protective task group" having its focus of integration
on members' social or non-work goal. vide roethlisberger and Dickson, ap.cit.
Pages 508-510

L. orking extra hard becasuse of the feeling of participating in something new

and special has come to be known as the "Hawthorns effect”. Edgar H. Schein,
M ormam st et damal Parents lmsorr Prantieom Holl Naw YOose ‘%5. P&Z‘ 2.
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5. Satisfactory interpersonsl relationship between & supervisor and the
people working unuer him is positively related to productivity.

6. The greater is the infiuence of the supervisor in the organizatiom,
the higher is his effectiveness.

7. The closer the supervision, the lower the group productivity.

8. High productivity supervisors try to build up cohasive teams and
devaelop group supportiveness.

9. The higher the satisfaction of the employees about pay, the greater
is their productivity.

10. The higher the feeling of job security, the greater is the productivity.

i1. The higher the employee's satisfaction with the Company, the greater
is their productivity.

12. The higher the employees' pride in thelr compuany, the greater is
their productivity.

13. Productivity of a work group is positively reluted to the age of
its members.

4. The greater the experience of a workgroup, the higher is its
productivity.

15. The productivity of a group is positively related to its educational
attailmaent.

16. The higher the machine adjustment of a workgroup, the greater is its
productivity.

17. The productivity of a workgroup is positively related to its cconamic
motivation.

18. Pakistani workers respond favourably to supportive supervisory treatment

inspite of their being bom and conditioned in authoritarian envirorment.
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order to test the above hypothesass the author conducted investigations

into the jute industry of Pakistan. Information collection was limited to the

following

1.
2,
3.
be
5.
6.
(£
8.
Fe
10.
1t.

12.

areas of front line supervision :

Productivity of workers.

Supervisor 8 perception toward hie people.

Supervisor's employee-orientation as perceived by the employees.
Production-orientation of the supervisor as percelved by the amployees,
Peer group loyulty umong the group members,

Workers' satisfaction with their superviasors as perceived by them.
Workers' satisfaction with the company.

Viorkers' satisfaction with their pay and job securlty.

Workers needs ana expectations.

Pressure on the supervisor from above,

Workers' econamic motivation.

¥orkers' a‘ge, experience, education, soclal background snd machine

adjusmm . 9

In this study we have not atteupted to capare the level of productivity

of diiferent units in the same industry. One reason for this was the variation

in the level of productivity due to factors like location of the individual

units, the age and the quality ol maintenunce of the pluni and equipment, the

lavel of investmant ana the philosophy of managament of the top pecple. We

intended to limit our investigation to tha variatlon in the level of productivity

within a particular plant. Here again we did not try to campare the productivity

19. Detalls of methods of data collection are described in Chapter IV.
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level of different departments since they did not have laentical equipment,

raw material or technical skill. Our fom:a of attention was on the productivity
of the various suyervisory units of & particular production process, nmmely,
weaving or spinning which have identical equipment, technology, material input,
and finished cutput. We alsc made no attempt to campare the productivity
level of the jute industry on an intemational basis. This is because the
capucity and motivation of the work force differ from country to country
depending on the c¢limate of the country, the health condition of its people,
and thelr desire for higher living stardard. Uesides, the different countries
having jute mills are at different stages of their econamic development, have
different apes of their jute mills and use different varieties of raw jute.

In view of these conalderations, the proeductivity levels of jute industry in

different countries was not camparable,
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GHAPTER - III

A BHIEF REVIEW OF LITERATURE ON EMPLOYEE-CENTERED SUPLEHVISION

It has alreedy been mentioned that this study is about enp loyee-centered
supervision ana productivity. The starting point is the {inding of the famcus
Hewthorne studies as described in "Management and Worker'. The Hawthorne
experiments have negated the long held view that "workers are simply individuals
working next to one another®, Mayo and his colleagues who conducted the experi-
ments were astonished by the slaborate relationship they observed among the
workers, their work, and their supervisors. The group in the Bank wiring Room
was responding to the methods of scientific msnagement by restricting. their
production possipekiom to levels which the group felt appropriate. Incentive
system could not preveant restriction. The group was sean agreed not only on
what was regarded as reasonable day's work, but also on what were regarded as
appropriate mechanisms for enforcing the standards so agreed, on how to behave
towards supervisors, on spare time activities, on the standing of individuals
within the group.2’3 The observation in the Helay Assambly Hoom revealed that
when hostilities, resentments, suspicions, and fears of workers are replaced by

favourable attitudes, a substantial increase in production took place.h

1. Roethlisberger, F,J. and William J. Dickson, Management ana Worker,
Harvard University Fress, 1938. _
See also their recent bodk Counseling in an Organization, Division of
ﬁozzardz Graduate $chool of business Administration, Harvard University,
'9 -

2. landsberger, Henry A. Hawthorme ievisited, New York State School of Inaustrial

and Labor Relations, Cornell University, Ithaca, 1958, Page 61.

3, The 14 workers in the Bank kiring room was not, however, a solid group.
Researchers have identified two sub~groups with one isolate. It was infact
the sub-group bt which controlled output to a pre-determined level that repre-
sented thelr conception of a fair day's work. Clique B'S main focus of
integration was control of output while clique A was a "protective socisl
group® rather than a “"Protective task group" having its focus of integration

on members' social or non-work goal. Vide rHoethlisberger and Dickson, op.cit.

Pages 508-510

L. lorking extre hard because of the feeling of participating in something new
and special has come to be known as the "Hawthorme effect". Edgar H. Schein,
Ao ? satdanel Paunhmlongtr Prantdicea Holl . Now Yorse ‘%5- P&Eﬂ 2-
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The experience at Hawthorne as interpreted by management writers is that
a worker is & social organismm and will perform to the degree he is personally
and spcially involveu in his work; whether the employee group will improve or
restrict productivity depends to a great extent on the workers' relatimship
with management. In the bank wiring roan workers were organised in oppositim
to management while in the Relay Assembly room they were organised in co~operation
with management. It became apparent that a worker wants to feel free to express
his own opinions concerning his work; he wants recognition, and cpportunity for
advancement; he likes to be in the know of the company plans and programmesand
he would like to participate in decisions affecting his work. In brief, he wants
to feel thut he ia playing a needed, Impartant and significant role in his organi-

Satiqnos

The conclusion drawn from the Hawthorne experiments is that workers
not only feel better but alsc work more effectively if they feel that their boss
does not act officious, does not interfere too much with social relationships
built up on the job, and does not demand production in an impersonasl and callous

way.b

The discovery at Hawthorne has led to a re-definition of business enter-
prise, Industrial paychologiats and sociologists have come to emphasise that
"the factory is & social 11&“7 and that "business organisations are essentially
human organisations".s In the words of Loethlisberger, "the manager is neither

managing men nor managing work; he 1s adminlstering a social :::.mt.em".9 kHayo has

5. Staley, J.U. and I.A. Delloff, Improving Indiviaual Productivity, American
Hanagement Association, New York, 1963, Page i48.

6. Schein, Bdgar H., Organisationsl Psychology, op. cit. Fage 37.

7. ghyt&, F. William, Money and Motivation, Harper amd Brothers, New York, 1955,
age 218,

8. 4nox, John B., The Sociology of Industrial Relations, Random House, New Yorik,
1955; Pagﬂ, 15-

9. noethlisberger, F.J., "Human Relations: Hare, Mellum or Well done?"
Harvard business deview. Januury 1948,
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come out with his concept of "social man” built o the following assumptions,

(a) Man is basically motivated by social needs and cbtain his basic sense
of identity through ralationships with others.

(b) As a result of the industrial revolution and rationalization of work,
meaning has jone out of work itself and must therefore be sought in social
relationships on the job.

{¢) Man is more responsive to the social forces of the peer group than
to the incentives and control of management.

(d) Han is responaive to management to the extent that a supervisor can
meet: & subordinates' social needs and needs vfor accq:tanco.'o The concept. af
Sociul man® is in sharp contrast to the conventional ooncebt of man idealised
by classical economists and founders of scientific management. For instancs,
the cancept of division of labour developsd by Adum Smith took for granted that
with division of labour the job becomes repstitive, the worker stupid, ignorant
and incapable of conceiving any generous, noble or tenaer sentiments.'! The
clussical economists also assumed that "Work is distasteful to most men and

women®,

The classical theory was based on the concept of an "economlo man®,
Frederick W, Taylor built up his philosophy of scientific management on this
concept of econanic man. He i8s reported to have described his "hero" Schmidt

in simplistic terms as "A penny looks about the sige of a cartwheel to h.‘nn".’2

10, Mayo, Elton, The Social Problems of an Inuustrial Civilisation. Division of
Research, Harvard Business School, 1945, Pages 34-56, See also Mayo's
Human Problems of an Inuustrial Civilization, Harvard Business School 1946,
Page 185,

11. Smith, Adam, The Wealth of Nations, Random House, New York, 1937, Pages 7345,

12. Copley, F.P., ¥rederick i.Taylor, Father of Scientific Managerent, New Tork,
Harper & Row, 1923, Page 237.
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The above view is still shared by top business executives. For instance,
according to Greenwalt, "of all the motivations to which human organisation

responds none hus proved so powerful as that of financial gain®, 13

A survey of
50 top exscutives in (84 in 1947 found that 44 percent theorized that "money
alone is the answer to employee motivation", while another 28 percent accepted
the view that "money is by far the chief thing"., Psychologiats feel that this
sort of attitude corresponis closely to the view of Karl Marx that human behaviour

is determined emtirely or in major outline by economic considerations, 14

Social Psychologists claim that the concept of econamic man has lost much
of its weight in the developed countries of the kest, For instance, any body in
the U.S5.A. who has got a Job is assumed to have fairly satisfied his physiological
neads.'s hcocording to Leavitt, the American society has reached a stags in which
social or egolstic needs are more operational for most of the pecple than physical
or safety needs.'6 Since the struggle for satisfying existence has been won,
traditional reward of management 1s considered to provide little motivation. A
nunber of research studies have shown that employees amphasise social and agoistic

needs as tools of motivatiom.!7r18 yor instance, in one study of what people want

13. Greenwalt, Crewford, The incommon Man, Megraw-iill Paperback, 1959, Pages 37-38.

14. Stagner, Hoss and Hjalmar Hosen, FPsychology of Union-Management imlations.
Wadsworth Publiehing Co. Inc. California, 1965, Page 3i.

15. Sutermeister, Robert A., People and Productivity. Mcgraw Hill Book Co. Inc.
New York, 1963, Page 13.

16, Leavitt, Harold J, Managerial Psychology, University of Chioago Press,
Chicago, 1964, Page 27,

17. Zalemik, A et al, Motivation, Productivity ana satisfaction of Workers: j
prediction stuiy, Division of Research, Harverd vusiness School, 1958, t,354.

18. One psychologist has pointed out that certain needs take operational precedsnce
over others il both are unsatisfied at the same time. He has categorised
man® needs in terms of heirchical level in the following order :
(a) Physiological needs (needs for food, clothing, shelter, sex),
(b) safety needs (need for protection against asnger und threat of deprivation),

(c) Social needs (needis for belonging, association, acceptance by one's
fellows, receiving and giving love etc,)



Dhaka University Institutional Repository

- 18 -

fram jobs it was found that money ranked first in the mjic.ing of mgna.gament while
it was rated 5th in the scale of the Héxkerﬁ; appraeciation, feeling "“in on
things, sympathetic help on'pergéhal natters and 31taafur job'x[*a.mced first, second,
third and fourth resﬁect.ively.w Worthy cites a study of 12000 emplo;lr;ns”or
Sears and Hoebuck, that rates of pay as evaluated by the elngloyeo;'- renksd 14th

i ;
20 A series of studies by Whyte

among elements relating to amployee morale.
attempted to test the assumption that ""mc‘;noy is indeed a pr:uﬁe mojt.livator of
prodnét.iv‘it.y in the industrial settings." Itt' was found that mnor;g the production
workers, the proportion of the men who arle‘;;rimarih motivated by money was very
1ov. The iaS&sFehers felt that some 10 percent might respond to an individual
fncentive plan and ignore group prossﬁxfe"to restrict cnn'.put..2 Heri:berg ot al

have complled data from a large number of studies co"ilrering over E()Oguaélployeea
“Which poiit to the importance of social satisfsctions from jobs. The i most ;ﬁequent.-
1y mentioned sources of satisfaction were sozial aspacts of tlhe ,3lot;, a 'c,ex-:lnl ;hich

the 'authors used to mean "on the job contact with other workers”.=2

v i It ) » [

kA ' b

Foot Note cont.inued fmm page l7.

——— s o = = = = -— =

(d) hgoiat.ic needs (for self-respoct ani self confidence, autonomy, achieve-
ment, status, recognition amd appreciat.ion).

Wi

(e) Self-actuallization needs, (ngeds for seli-fulfillment ).

Sea, A.H. Maslow: Motivation and Personality, New York, Harper and
Brothars, 1954. -

\ Another scholar has spdken of higher level humsn needs in terms of "loves®.
He has identified I types of loves, namely, (1) love of self, (2) love of
,. baelanging - of affiliation, (3) love of creation and accompli shment, and
(4) love of sarvice-love of others-vide Frodaric Hooper, Management
Survey,. A Pelican Hook, 1962, Page 125.

19. Hereberg, ot al, The Motivation to Work, Wiley & sons, New York, 1959, P.L8.

20, ¥orthy, J.C. F actors’ Ini'luencing Morale, Hamrd Business Rwieﬂ , vanuary,
1950, Pa.ge 68. -

" s M

1. Whyte F, N:Llliam. Honqy and Hotitation, ope cit.

Lyt I L

22, nerzberg ot al, Job M.tit.udes. Research and Opinions, op. cit.

;o= - o 1
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in view of the above findings we may perhaps canclude that Hayo was
justified when he rejected the "economic" concept as "rabble tvpothesis'gs.
Mayo differed fundamentslly in this respect from Taylor. While Taylor preferred
to work with the individual worker and offered him higher wuges to lnduce the
workepr to use the methous of work, Mayo concluded that menbership in a group must
be provided for the worker permitting him the chance to communicate with hia
pesrs, Taylor wented to overcome informal contacts at Work while Mayo attempted
to control informal contacts so that t.hewwcould be channelled to increase produc-
tion. Taylor sought to devise an improved formal orgaiisation far management
while Mayo recomuended the use of informal organisation of workers to facilitate
the achievement of their social satisfaction as an aid to increased production.
While Taylor idealised workers as stupid as ox needing direction and control by '
men more intelligent than themselves=*, Mayo considered employees as intelligent
and resourceful to contribute something of value to the organisation of their work
and to the methods to be used. While Taylor wanted to educate the worker to do
mjust what he is told to do, and no back talk”, Mayo sought to involve the workere

in decision moking process, giving them a chance for self-axpressim.

23. Mayo's rabble hypothesis rejection was, of course, tied to his dislike of
unions.

Main postulates of rabble hypothesis were described by Mayo as follows @
(1) Hatural society consists of a horde of unorganizad individuals,

(2) tvery inaividual acts in & manner calculated to securs his self-
preservation or saelf-interest.

(3) Bvery individual thinks logically to the best of his abllity, in the
service of this aim, Ses Haya. op. cit.
4. Taylor, Frederick W,, Principles of Scientific Management. Harper and
Brothers, New York, 1916, Page 59.

The criticism of Taylor is not meant for downgrading his contribution. The
benefits of Scientific Mansgement evolved by Taylor goes undisputed. Although
Taylor gave more amphasis on money and believed some of the working men as
having little intelligence snd sensitivity, he was ready to admdit that some
of the operatives he met in the shop were more intelligent though less
educated than he was.

( Brnest D?le Management: Theory and Practice Mograw-Hill, New York, 1965,
Page 177).
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Apparently the concept of 'Social man' is quite different from conventional
thinking which presumed that the employee, like a mechanical contrivance, can be
wholly programsed snc pre-determined oy some one else. This "mechanistic" assump—
tion about how an organisaticn should be run and administered is now considered
obaolete.25 It worked in the early stages of the industrial revolution when
workers and their families were close to starvation level aml the nesds for food,
clothing and shelter were paramount. Advocates of modern organisation theory
argue that the conventional belief is founded on an erraneous conception of human
behavimr.zb esearch findings indicats that managers who were committed to

Hpstean's law<'

or Theory xm have become surprised at the counterforces produced
among the subordinates as a result of too much reliance on mechanistic assumptions.
In this connection we may refer to the Michigan studies which are regarded as

more sophisticated than Mayo's anmd which are vidwed to be considerably mere

significant for to day's management..zg

25, Katz, R.L., "Toward a Hore Effective interprise", Harvard business Review,
September - October, 1960,

2. Argyris, Chris, Personality and Organisation, Harper & Brothers, New York,
1957, Page 50. .

2/. hlbert J. Nock has used the term Epstean's law to mean the assumption that
"Man tenus always to satisfy his needs and desires with the least possible
exertion". See, The Memories of a superfluous Man. New York, Harper and
Brothers, quoted by Fred Desrmond in his "The Executive At Work", Fages 70-71.

28, Dougles Mcgregor defined theory X as the belief of management that

(a) Average humasn being has an inherent dislike for work and will avoid it
if he can,

{b) because of this human characteristic of dislikes of work, most people
must be coerced, controlled, directed, threastened with punishment to
get them to put forth adequate effort toward the achievement of organi-
sational dbjectives.

(¢) the average human being prefers to be directed, wishes to avoid responsi~
bility, has relatively little ambition, wants security above all.
See, The Human side of the interprise Mcgrew=Hill Bock Co., New York,
1960, Page 33-45.

29, Gellerman, Saul ¥., Motivaiion and Productivity. American Management
Association, New York, 1963, Page 28-34.
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The Michigan Studies aimed "to discover the underlying principles applicable
to the problens of organising and managing mman activity" and "to discover how
to train persons to understand and skillfully use these principles.”C The focus
of the Michigan studies was on the attitudes and behavicur of first-level super-
visors and how these affect productivity of their swordinutes. The technlque
was generally to identify high and low producing groups of workers and then teo
determine the attitudes of these groups toward various aspects of their w rk.
The general finding was that supervisor's style of operation and his idea2 about
his job have a fairly consistent relationship to the productivity of his group,
The gtudy at the Prudential Insurence Company involved 2i, first-level supervisors
and 419 non-supervisory employees, ccmparison of high and low section heads showed
striking similarities in the amount of formal education and length of service
with the campany. There were no signitficant differences between high and low
section heads in other demographic characteristics, such as age, sex, and marital
status, However, supervisors of high productivity sections differed from those
of low productivity sections in certain woll-defined characteristics, attitudes,
and behaviour. !Brployee-centersd' supervisors proved to be higher producers in
terms of productivity of their groups than the "production-centered® srap:e:w:l.sx:::z's.3 !
A supervisor was given an "employes-centered" rating if he considered supervisiom
of his people, rather than expediting production, to be his main job. (It was
simply a matter of sumphasis, rather than forgetting production). A supervisar
was rated as ‘production-centered' if he conaidersd his main job to be getting
work done and seemed to consider people primarily as instruments for doing this

rather than as human beings with needs and emotions very similar te his am.32

0. Katz, Daniel, et al, Productivity, supervision and Morale in an office
situation. Survey :tasarch Canter, University of Wiehigan, 195U, Fage 2.

31. Katz et al, op. cit.

32, Gellerman, op. cit. Fages 34~36.
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The study was showing that an emphasis on productivity at the cost of
the worker' s dignity was solf-daféating. The following were found common

among high~producticn section heads :

1. They gave general rather than close suparvision,.
2. They liked the amount of authority and responsibility they had,
3. They spent more time in supervision.
4. They received gensral rather than close supervision from their own
supervigors,

5. They vere employes~centered rather than production-centered.

The Michigan group applied the same technique to the study of Ohio railway
ompany involving interview of 72 forasan and 298 workers. Analyais of demogre—
phic cheracteristics showed a significant difference between foremen of high and
low sections in only one aspect, namely, more foremen of low sections had soma
previous job in another fleld while more foremen of high sections had worked
only on the rail roed,>

The study sihowed thst wore of the foremen of the high sections spent more
time in supervision while more of the foremen of the low sections spent more time
in straight production work. It appeared that faremen of high producing section
stressed the effsctivensgss of auparvisi.oh in helping their ssctions do & better

job, while foremen of low sactions regarded supervieion as routine function.

An important differsence in the findings of the two studies was apparent

in the ares of close supervision versus general supervision, In the clerical

1

33. Katz, Usniel, Nathan Maccoby, General Gurin and Luaretia G. Floor, Producti-
vity, supervision and Horale imong Hail road Workers. Survey i.esearch
Center, University oi iichigen, 1951, Page tU.
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situation of the Insurance Company, there was considerable evidence that the
heads of high sections exercised more general, less detailed supervision over
thelr employees than did the heads of the low sections., Such differences were
not found in the railway situation. The researchers attributed this to the
structural differeices of the situation. In the Insurance Company work methods
were standordised to such an extent that employees got little help of & technical
nature from close supervision. In work of the maintenance ofsway-section yangs,
working procedures were less 'routinised' ana sections were small enough to allow
foremen to zive each worker the benefit of his superiur technical knowledge.
However, the fact that there was no positive relationship between productivity
and closeness of supervision, the researchers concluded, that the rail road

forenads' technical contribution was rot sufficient to outvaigh possible detri-

34

mentsl effects of close Supervision on worker motivstion. Some manag enent

writers accepted the contention that the difference in the itwo findings was due

to the difference in the nature ol the work involvad.35

iowaver, it was possibly
more uue to the differences in the educational and intellectual level of clerical

workers snd manual workers,

The two studies were followed Ly an extensive investigation conducted in
the plant of a company mamufacturing heavy equipment. Analysis of the data
indicated that the findings of the sarlier investigations coacerning the rela-
tionship between qualily of supervision amd productivity had besn confirmed.
The conclusion that may be arawn from the three studies of productivity, is that
sypervisors with the better production records are porsons who show in a variety

of ways that the indiviuual is important to them, that they unuerstand and

34. 1bdd, Page 3i.

35. Khyte, William F., Men At kork, Richard D. Imwin, Inc. Homewood, 1361.
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appreciate him, In brief, the high producing supervisors offer an ego-enhancing
relationship. One of the big problems with both these studies was that they did
not measure the power varlable. In a later study by Donald Pelz it was found
that vorker satisfaction with thelr supervisor was geared to the demonstrated

power of the supervisor to get things uone for his eﬂployaes.%

In yet another study the Michigan group selected four approximately
rpatched” clerical divisions of 2 large corporation all of which were doing the
same general types of work.37 Two of the uivisions were placed under tightly
controlled prouuction-oentered supervisors with strict instructions to push hard
for maximum efficiency while the other two were placed under a more democretic
system in which workers actually participate: in much of their own supervision.
After one year the prouucticn—centered aivisions recorded a 25 percent increase
in productivity campared to 20 percemnt achieved by the employee-centered divisions.
This led to & contention that under certain conditions a harc-hearted approach
is at least as effective &3 the more sophisticated democretic approach. The
Michigan researchers conceded this point for short-range productivity. Assessment
of attitudes before and after the experiments showed that in roduction—centered
groups loyalty, interest and involvensnt decreased while in the employee-centered
groups there was actuslly an increase, The research group believed that the
enploywe-centered groups had come out of the experiment in a healthiér condition

and better-eguipped for long-tern maintenance of productivity gains,

36. Pelz, Donald C. "Influence: A hey to kffective Leadership in the First-
Line supervisor". Personnel, (imerican Management Association} 1952,
Volume 29, Pages 209-217.

37. Likert, densis, Messuring organisstional Performance, Harvard Business
Review, March-April, 1958, Pages L1-50.
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In the recant experimental study of the Michigan group at Banner plant,
attenpt was made Lo test the hypothesis that an arganisation is likely to

achieve its purposes better

(a) If there 1s an emphasis on the work group, rather than exclusively on

the individuz1l.

(v) If there is a high rate of interaction and mutual influence among the
work group members.

(e) If there is a high degree of participation in decision-making and control
of activities in the lower echelons of the organisation and wb rkers.

(d) iIf supervisors provide to subordinates a high degree of sm;:uport.j.wness.38
It was found that productivity as reflected in machine efficiency records
improved more in the experimental departments than in the control departments
although it was not proven that this aifferentlal was caused by changes in ihe
experimental variables. Absence rates increased during the period, but the

increase was grester in the control than in the experimental departments.

Support for the findings of the Michigan Studies has come f{rom several
othar sources as well, The study of the garment making workers in Harwood
wonwacturing plant is a case on point..39 in experiment was devised to examine
the eifect ol group participation in setting proiuction goals upon overcoming
resistance to change and arousing attitudes and motivations conducive to meeting

production standards, Four :iroups were selected for study similar in tems of

38. Seashore, S.E.sad U,G. dowers, changing the structure and Functioning of
an organisation, Survey Hesearch Center, university of Michigan, 1963.

39. Coch, lester and J.R.P, French Jr. "Resistance to Change". Sec Human
felations {Tavistock Publication), 1948 Vol. 1, No.k, Pages 512-532,
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efficiency ratings prior to change. One group constituted control group, the
usual factory routine was followed in making job changes, the production depart~
mait modified the job and a new piece rate was set. A group meeting was held
in which the control group was told that the chunge was necessary because of
canpetitive conditions, and that & new plece rate had been set. The new rate

was explained by the time study men.

Dameratic partioipation methods were introduced in making changes in
the three experimental groups. Provisions vere made for the groups to partici-

pate in planning the details of the changes,

The result of the axperiuent was that production of the control group
dropped immediately after the job changes were made and training compieted, This
group showed practically no eificiency by the end of the expurimental period.
There wWas murked aggression against managanent, quits increwsed snd grievance
rutes filed up. AS compared to this, t.he exparimental groups achieved marked

rovement of efficiency. There was no quit, no grievance and no aggression.
Quit, E8L

The investigation conducted by the Life Inaurance Agency Manageuent
Association also furnished evidence to substantiate the positive ralationship
between emoloyee~centered orientation of supervisors and productivity of thelr
units., It was founc that uality of supervision was related to the productivity
of an insurance agent and thet productivity and success of an agency was related

to some of tho employee-criented practices of the su.per'v;i.eu:.r.h0

40. LIAMA, A study of Agent Performance in the Life and Casualty co of Tennessee.
Unpublished report 1954, reported Ly Herzberg et al in Job Attitudes:
Hesearch and opinion. op. cit. Fage 178-9.
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Yot another study to support the Michigan studies is furnished by Nagle.
He investigated the inter-relationships among employee attitwdles and opinions.
He found that the more favourable the employeec's attitudes toward his supervieor,
the greater was his productivity. Nagle also found that the more sensitive the
supervisor was to the employees’ opinions, the more favourable wus the employees'

attitude towsrd the supervisor and the greaster was the employees! e:;!;‘feif.‘.t.i.\remetl5.l'l

Another study showing positive ralation betwesn supervisory bghaviour and
anployee effectiveness in a socio-econanic enviromuent quite different fram that
in the U.5.A. 18 reported by Rice. The Almedabad experiments conducted under the
augspices of the Tavistock research group in an Indian textile mill involved broad
cultural, technological and organisational changes. Work was redesigned through
extensive discussion and consultation among the managers, consultants and workers.
The re-designing was done in such a way as to facilitate team work and social

interaction. This led to increase in morale and productivit.y.w

Rensls likert, the foremost interpreter of Michigan studies and the head
of the Institute of Social Research, University of Michigan has offered a nes
theory of organization on the basis of the findings on employeo-oriented super-
vislon and productivity. The central concept of the modifled theory is that
msnagement will make full use of the potential capabilities of its human rescurces
only when each person in an organisstion is a member of a Well-knit and effectively
functioning working group with high interaction skills and performance goals and
the manager is dealing with the group in a supportive rather than in a threatening
ma.nnnsv;:'.‘(‘3 In his theory the individual is viewed as having fundamental purposes,

4i. Nagle, B.F., Productivity, Employee attitude and supervisor sensitivity.
Personnel Psychology, 1954, 7, 219-233.

K. Rice, A.K. Productivity and Social organisation: The Ahmedabad Lxperiment,
london, Tavistock Publications, 1958, Pages 5-47 and 157-160

43. Likert, Rensis, '‘Measuring Organisational Performance”, Harvard Business
ﬁwtﬁ’ VOJ.. %, '958, P. LI—SO.
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resources and the like and the task of maonagement is viewed as one of finding
ways und weans to maximise the valid congruence betwean individual motivations
and organisationsl requirements. This congruence allows the individual to give
voluntarily his best energies to accamplishing the organisationsl gosls. In a
similar vein Argyxisu* and Mcgregor have argued for the integration of the
personal and the organisstional goals. In order to achleve this integration

and hence to raise organisational effectiveness, Mcgrogor suggested that manage-
ment should develop practices bullt on & more valld set of assumpilons about
man.w This is necessary to bulld up a "reserwoir of confidence" in munagement
which is viewed as & condition precedent for long-range growth of productivity
and organisational elfectiveness. It is malntained that installation of incen-
tive plan or any other production change will be effective Lo the extent of
worker' s confidence in namgammt.l'b This was clearly demonstrated in the Haw-
thorne experiments. For instance, the response of the emplayees in the Relay
Assembly room was attributed in part to changed attitude toward management. The
changed attituie was due to (a) encouragement given to the workers to express
their attituce toward the changes to be introduced and (b) to the fact that
supsrvisors took those expressions of attitudes into accmmt.m Reduction of

apprehension of the employees about mansgement was viewad as a significant factor

L. Argyris, G, Integgrating the Individual and the Organisation, New Yerk,
Kiley & Sons, 1964. Pages 298-31.L.

L5. These valid assumptions have been described by Mcgregor in terms of Theory
'Y', Theory ¥ assumes that {a) average human being does not dialike work,
(b) average man exercises sel{-direction and self-control in the service
of cbjectives to which he is committed, (c) average human being leams,
wnder proper conditions, not only to accept but to seek responsibllity, See
Douglas Mcgregore, The Human side of the Enterprise. op. cit. Fage 16-57.

4. Smith, B.D., Technology and Labor, New Haven, Yale University Fress, 1939,
Pages 137-39.

L7. Roethlisberger and Dickson. op. cit. Pages 48-43,
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in output incresss in the felay Assembly room while the non-increase in output
in the Bank Wiring room was attributed to the apprehension of rate decrease or

lay of £ if production went up very higl'z.l'8

The importance of confiaoence in the management wasa also shown in the study
of group cohesiveness by Seashore. He found that high cohesiveness was associated
with high productivity if the group mumbers had high confidence in the management
and with low productivity if the group members had low confidence in the manage-
ment..l'9 Apparently, employee-Centersc supervision pluces greater emphasis on the
on-the-Job rewards compsred to of f-the-job rewards such as pey and fringe benefits

o
which yleld satisfuction to the employees only when they leave the Job.5

The new concept of employse-oriented supervision has worked well in the
US.A. Likert feels that the theory of employee—centered approach will prove to
be applicable in other countries and cultures inocluding the underdeveloped
countries of Asia. In suport of his contention Likert has drawn on certain
research findings on leadership and management carried out in Ja.pans' and
India.52’53

However, & few stuiies in the U,S,A. did mot show significant relaticnship
between employes-orientation of a supervisor anu the productivity ol his group

and Some management writers huve argued that the production-centered methods can

48, Ibid. Page 412, 532.

49. Seashore, 5.F., Group Cohesiveness in the Industrial Work Group. Institute
of Social Research, University of Michigan, 1954, Pages 97-102.

50. Megregor, Jouglas. The Human side of Enterprise, Pages 39-42.

51. Abegglen, J.C. The Japaness Factory system. Glencoe, Illinois Free Press,
1958,

52, Uose, S.,K., he Psychological approach to Productivity improvement quoted
in New Patterns of Mansgement by Likert. Pages 246~-2.47.

53. Chowdhury, Kamals and A.K. Pal. Production Planning and orgenization morale:
a case from lndia quoted by likert. op. cit.
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yield snort-run productivity records that are at least as good as those produced
by employes-centerad mt-,t.hoc!fe..f”[+ Tunnenbaun et al, in a study of supervisors in
a Naval research laboratory report results similar to those of the Prudential
study. They classgified supervisors into 'perwissive' and !'restrictive' groups.
It was found that employees under permissive supervisors had high satisfaction
and high morale compared to those under restrictive supervisors. But the study
did not find any substantial difference betwean the two groups in prodmt.:l.vity.55
However, Herberg et-al, cautioned against drawing any conclusion to favour permis~
sive or restrictive supervision from the finding of this study as no actual
productivity data was calculated for comparison and since the task that the
permissive group was performing was not congidered of primary importance by
management to the company's pmgramme.56 Eass reparts high correlations between
productivity, and favourable feelings for supervisors, but the relation was not
considered significant. &Sass concluced that while the more capable euployse may
do better uncer & more perm ssive type ol supervision, the marginal employee may
produce more under a restrictive type of supex'viaion.57 The premise that we get
better results through well-liked supervisors hus been questioned in another

recant research work by Mu.lleu.58

Hullens' study covered three divisions of an
American insurance company headed by three divisional managers whose managerial

styles were characterised by Mullen as suthoritarian, permissive and recessive.

54, Gellemman. op. cit. Page 38.

55. Tannenbaum, ilobert and Fred Massarik, Leadership and Organisation. Mograw-
Hill BOd( CQ. Inc., lleif IOlk’ i%‘o Pageﬂ 33&"31&5-

56. Hergberg et al : Job Attitudes, op. cit. Page 180,

57. bass, Bernard M., Lesadership, Psychology and organisational Behavior.
Herper & Brothers, Mew York, 1960.

58. Mullen, James H. Personality and Productivity in Management. Columbia
University Press, 1966.
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The three munagers used markedly different approaches to the leadership function
put produced similar results, Hullen explained his finding by saying that
temployees are qulte capable of accommodating themselves to radically different
types of personalities.' In Mullen's opinion "within certain reasonable ranges
of behavioral variability and under certain expectations we all regularly

accampodate ocursslves to individual differences of others,™

However, certain limitations of Mullen's study must be noted. First,
Mullen's measurement of productivity was not conclusive, being based an subjective
judgenent. Second, the man-boss relationship related to middle management rather
than first~line supervision. Third, the situation in division C hoadod?aut.hori—

tarian manager called for drastic action.

Pfiffner and his co-workers st the University of Southern California have
conducted six studies in which they relatea orgsnisatlonal competence of the
supervisors to messures of productivity and tumover. There was considerable
evidence in the first two studies to support the Michigan groups' findings about
employes~orientation of supervisors and productivit.y59 but the relationship in
the next four studies was not as significant as in the first two., The research
team did not deny the importance of employee—orientation but asserted that such
orientation is not enough to produce & Work group that functions mmchn.*sllly'.E’0
Victor Vroom has criticised all studiies which tried to show that democratic emplo-
yoe-centered styles of supervision are answers to the problems of marale and

productivity. According to Vroom, what these studies reveal is simply the average

. effects of participation on a large group; over-all productivity improveainents

59. Comrey, A«lL., ot al, Factors Influencing Organisational Effectiveness.
Persannel Psychology, 1952, 5, 307-328 and 1953, 6, 65-79.

60, Pfiffner, J.M., The kf fective Supervisor: an organisation Research Study,
Parsmnel, 1955, 31, 530-540. =
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61
being largely due to the fawurable response of a part or some of the group.

Vroom had evidence that the effects of supervision may aepend to a considerable
axtent on lhe personality of the indiviuual worker. Vroons' premise is that if
a man has strong qualities of independence and is not particularly awed by people
who hold positions of authority, he prefers to have a say in the decialons
eoffecting his work. Such a man will be more productive under a participative
system than if he were simply told what to do. Un the other hand, Vroom doubted
that this could be true of men who ars more comfortable in carrying out orders

of a Jeader than in declding what to do,

in the study of a trucking company Vroom and Mann found that the nature
of the Jjob being done influenced the workers' prefereice for the type of super-
vision. Package handlers whose work was highly inter-dependent showed a prefe-
rence for employee-centered supervision; truck drivers and dispatchers whose
work was highly individual and independent preferre: a more production-centaeraed,
authordtarian approach by dispatchers which msximised efficiency of communica~

tiom 062

The view of Vroom sesms to be widely shared. For instance, Haiman holids
that democratic leadership can frustrate and make an automatically-oriented
group unhappy a8 readily as autocracy can demoralise a dsmocracy-orienteda group.63
According to Leavitt, both modern participative theory ana the classical theory
suffer fram an implicit assumption that supervision ought to be a uniform rather

than a differential process. Leavitt feels that & more differential view of

61. Vroom, Victor H., bsome Personality Determinants of the Effects of Partici-
pation, Prentice-Hall, 1960,

62. Vroom, Victor H, and F.C. Mann, Leader, authoritarianism and Bmployee
attituues, Personnel Paychology, 1960, 13, 125-140,

63. Haiman, F.5., Group Leadership and Democratic Action, Houghton Miffin C.
boston, 1951, Page 55.
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nanagement 1s necessary and useful. This view is shared by Alexander Mikalachid,
who has very recently studied four work groups undsr the supervision of the same
one man in the Londan (Canada) plant of Northem Electric Compamy. Mikalachki
concluded that the effective supervision on the part of a work group supervisor
demands an awareness of the social organisation or disorganisution of his work
groups, augmented by a flexible supervisory style which allows him to respond to
the group diiferences once he is aware of them.bk In effect what Mikalachii is
saying is that there is no one way of stimulating all men to work and use their

talents to the best advantage.

In a similar vein, Jchein has argued that a successful manager must be a
good diasgnostician. If the motives and abilities of his people are variable,
he must have the sensitivity und diagnostic ability to sense and appreciate the

differences and trest Lhe subordinates differently.’>

Basic requirements of Hmployee-oriented supervision.

A review of literature on emplgyee-centered supervision seems to indicate
thut the following conditions are required for the success of aployee-oriented

philosophy of uansgement.

1. Lmployes~orientation must permeste the entire organisation fram top to
bottom. One cannot expect employee orientation to be successfully practised by
front~line supervicors alone. Feople at the midile and upper layers of wanageuent

must also accept such orientation in dealing with their subordinates. According

64, Mikalachki, A., Group Cohesiveness Reconsidered: A study of Blue Collar
Work group unpublished Doctoral Dissertation. U.W.0. 1964, Page 208.

é5. Schein, Organisational Psychology. op. cit, Fage 61.
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to McMurry, people at the top of business corporations are autocratically struc-
tured and this is & ma jor impediment to the practice of employee~orientation at
lower level.&’ Fleshman's study indicates that foremsns' supervisory style is
largely the result of the supervision he received from his own boss. The foreaman
who operated under a superior who was fconsiderate" toward him tended to express
more 'considerate' attitudes toward his own subordinates, His work grouwp ulso
described him as behaving more “cbnsidemte],y_, w 67

2a The second requirement of amployee-oriented supervision is intellectual

and emotional maturity of the work group. According to Haiman, there is no real
daro¢racy, nor ¢sn there be any democratic leadership when there are members of
the group who cannot read or write, who cannot t.hink for themselves, or who having

thought cannot give adequate expression to their 1deas.68

In cases of difference
of ability of an extreme nature, attempts to operate democretically are likely
to degenerate into a sham and mockery of the democratic process. For these
situations, Haiman suyggests the authoritarian type of lseadership., This means
the subordinates must be capable of becoming psychologlically involved in parti-

cipational activities.

3. The third requirement of euployes—centered supervision is the social
conditioning of the people in a favourable climate. Such a climate preveils in
societles where people are borm, raised and schoolsd in a democratic atmosphere
and thereby pass through a long process of conditioning to democretic process

and so they expect to have something to say about actions and plans that affect

66. McMurry, Hobert N. "The Gase for banevolent autocracy" Harvard business
Review, 1958, 36, 82-30.

67. Fleishman, Edwin, A,, Leadership climate, Human Helations Training and
Supervisory Behavior. fersonnel Psychology. Vol. 6, 1955, Pages 205~22.

68. Haiman, op. cit. rage 60,
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their way of life in industry. This is happening in societies like the U.S.A.
where the denocratic system instills in the majority a desire to go shead and

69

to improve their way of life, There are fewer direct, unexplained orders in

achools and homes.

e The fourth requirement of employee-Cent ered supervision is the sbundance
of job opportunities and abmence of mass unenployment. Anicker-bocker feels
that a supervisor is in a position to use directive methods to force psople to
produce more in situations when jobless persons are plentiful, Jobs are scarce

and jobs are the only means of survival.70

In such a situation people want
job security and stsble employment to mest basic physical needs rather than the
satisfaction of social and egoistic needs, Such a situalion prevailed in the

0.5.A. during the thirties'' ana is prevailing in India and Pakistan now, 2?3

5e The fifth requirement of employse-Centered supervision is a higher living
stendard and people looking for social and egoistic need satisfaction along with
aconomi¢ ones. 1t is argued that talk of psychological need satisfaction or
promotion of mitual understanding betWeen the workers and thelr supervisar

becomes fruitless if the income of the peopls does mot provide for physiological

69. Heckman, I.L. and 5.G. Huneryager. Human lelstions in Management, Southe
Western Publishing Co., Cineinnati, Ohio, 1962, Page 13.

70. knickerbocker, Irving. ‘"leadership: A conception and some Implications”
in Human Relation® in Management {eds) Heckman and Huneryager, op. cit.
Pag. 77

71. Hersay, 1.B., Psychology of Workers. Personnel Journal, Vol.XIV, 1936,
P&ges 29""2%0

72, Singh, Paras and Robert J. Wherry (sr) Ranking of Job Factors by Factory
Workers in Inaia. fersonnel Psychology Vol. 16, No.1, 1963.

73. Habibullah, M., Pattern of sgricultural Unemployment: A case study of an
Fust, Pakistan Village, buresu of Economic Ressarch, Dacca Univarsity, 1962
Vide the Ple chart after the index.
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needs of the worker and his family.’* This is the situation in Pakigtan t.oday.75 »76

6. The sixth requirement of employee-oriented supervision is strong unionism,

American workers can demand higher need satisfaction because of & tight labour

market and strong mionism.w

76

Workers can resist authoritarian treatment only

when they are organised. None of these conditions hold good for underdeveloped

countries like Pakistan in view of mass unemployment, both overt and disguised

and the lack of adequate unionisation on the part of the workers, 17750

The Cleton, Glen M., "The Human Factor in Industry"” in Human Helations in Manage-
ment (eds) Heckman ana Huneryager. op. cit. rage 23.

75. Habibullah, M., Pattern of Urban Savings, bureau of Economic Hesearch, Dacca
University, 1964. Pages 54~55.

76, Husain, A.F.A. snd A. Farouk, Social Integration of Industrial Workers in
Khulna, Bureau of Lconamic ilesearch, Dacca University, 1964, Pages 81-82,

77. Haire, Mason, Psychology in Management, Hegraw lill, 1964 edition, Page 5.
78. Struus, George anu Lemnard H. Sayles: Yersonnel: The Human Problem of

Manageuent,, Prentice-Hall, 1960, P, 107.

This requirement mey or may not be realistic in an underdeveloped econamy
since strong wnionism may be otcasioned by a worker-oriented socialism, My
resesrch guide Professor sproule of the business School, University of western
Untario feals this way.

79. Habibullah, Pattem of Agricultural Unemployment, op. eit,

80, uovernment of Kast Pakistan, Kast Pakistan Labour Journal, appendix of all
issues gives the information sbout extemt. of unionisation,
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CHAPTER - IV

ORGANISATION AND HETHODOLOGY

It has already been mentioned that the scope of the present study was
limited to the jute incustry of Pak_istan. Initially it was recognised that
conditions determining supervisory behaviour and managerial skills differ widely
from incustry to industry depending on the technology of the particular industry,
the nature of its products azna the character of its competition. Therefore any
study of supervisory and managerial practices in a piven country should cover
at lsast the major industries to be fully representative of its economy. However,
in taking a sample for investigation covering ull the major industries one would
be faced with numerous orgenisational problems especially in a country like
Pakistan with two far-flung wings. Quite naturally we wantea to take an industry
suf ficiently large in which one could reasonably expect to find the practice of
supervisory und manggerial patterns typical for mouern industrial plants. The

following criteria were used in selecting the industry for investigation :

1. The inuustry should be able to give us a picture of a good seguent of the

mosern section of the country's sconomy.

<. ihe inaustry should be one that fits into mouern science znd technology
which an underdeveloped country like Pakistun adopts as a means of quickening

the pace of industrislisation ama social change.

3. The industry should be one using modern technology requiring high level
supervisory skills.

be The industry should be one which is vitally important in the natiacn's
economy and in whose growth and expunsion the Goverrment and the people are
vitally interested.
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5. The industry should be one which is exposed to competitive forces in the
export market (rather than one catering to shaltered home market) and therefore,
feels the necessity of harnessing men and materials in the most efficient manner

in terms of productivity.

6. The industry should be one that is largely concentrated in one wing of
Pokistan such that there is suificient homogeneity of the manpower resources

employed in terms of language, cultural background ete,

The jute incustry satisfied all these criteria. It 1s the most important
industry of #skistan. It processes raw jute, the "golden fibre" of Fukistan,
which is regarded as the piwot around which the economy revalves. Jute is the
ma jor foreign exchange esrmer for Pakistan. More than half of takistan's foreign
exchange earnings from exports of manufactures is contributed by jute products.‘
During 1949-50 to 196465 total expart sarning of Pakistan was Hs.1454.73 crores

of which jute and jute gooas contributed 53.25 percent.

Jute is altogether a new industry in Pakistan, A1l the 105 jute mdlls of
wdivided India fell to the share of India.’ The growth of jute industry in
Pakistan is, therefore, a post-partition phcnomenon. The first jute mill in
Pakistan was started in 1951, However, Pakistani Jute mills are equipped with
the latest designed plant and equipment. The size of individual jute nills in
Pakistan is relatively large. Pakistan is credited with the biggest jute mill

of the world.

1. Government of Pakistan, The Second Five Year Plan, 1960-65, Page 239.

2. World uistribution of jute industry (1955) (in percentage): India 53.0,
U.K. 8.2, France 6.4, Germeny (iast & West) 3.7, breall 2.7, belgiwm 3.7,
Itﬂly 3.7, UQS.AI 3.0, Czﬂboelomkia 10’4’ P°1and 1.2, U.S-s-Ro ‘00,
Paicistan 4.9, Japan 0,7, Spain 3.0, China 1.0, others 2,4. Ses ilmed,
Rakibuddin, The Progress of the Jute Industry And Irade {1855-1965).
Pakistan Central Jute Comittee, Dacea, 1966. P. 150,
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The jute industry is essentinlly an export industry; the major proportion
of the industry's annual output is exported to oversess markets., In these markets
Pukistun has to compete with Indisz and several European countries. The Indian
jute industry is very well-organised and be'c.t.er—-m&umgad.3 In tems of organisa-
tional efficiency, jute is Indiu's number one industry. Inspite of the most
modern plant ani equipment, the best quality domestic source of raw material and
abundant cheap labour supply, the Pakistanl jute industry suffers from high cost

&

of production and low productivity. Output per mun per hour is low. Labour

productivity in the jute inoustry is, in fact, the lowest awong the major indus-

tries in the country.5

3. The indian Jute industry owes its superior managerial practices to European
participation, Till ¥orld War I, the Inuian Jute Industry was wholly managed
by the Europeans.

Vide, teport of the Indian Industrial Commission 1916~1918. Government of
Incia, New Dalhi, Page 15, See also Tulsi Ram Sharma, location of industries
in India, Hind Kitabs Ltd., bombay 1946.

"In initial growth, the jute mills of Calcutta were dependent on Dundee for
Lebour. The early &ssistents from Lurope who came to Calcutta from Dundee
were required not only to undertake the modern white-collar job of directing
or supervising but had slso to do a great desl of manual work as tinsmiths,
blacksmiths, carpenters snd turners. These hardy ploneers also taught the
Indian workers and artisans spinning and weaving and the fitting and
repairing of the machinery. (Page 75).

It is therefore no wonder thut the jute industry in India is extremsly well
oxgan:{sed. beo Vers Anstey., ueonomi.c Develomment of lndia, longman's
Green & Co., london, 1955. Page 280.

L. Government of Pakistan, Repart of the Jute Commission, 1960, Page 143.

5. A survey of Uotton Textile Industry of Pakistan. Industrial Development
bank of Pakistan Publication, 1965, Page 29. labour Productivity per
production worker {in ns,) Cotton 7142, Sugar 18615, Jute 5720, Paper and
Soard 20,209, Fertiliser 11035, Cement 26,817.
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The jute induatry of the world is faced with a buyers' market. besides,
it is confronted with threats of substitutes and the challenge of substitutes

in viewed 38 real.

The Government of Pakistan is vitally interested in the planned growth

of the jute industry in Pakistan,

In view of these considerations, any micro-econamic study of the supervisory

practices in the jute industry was consitered very useful.

Size of semple and method of selection:

In the initial stage a list of all the jute mills in Pakistan was prepared.
It appeared that there wore a total of 22 jute mills in operation as of December
1964, Of these 22 jute mills, 5 went into trisl production during 1964 and
another 3 in 1963 while the remaining th4 jute mills were completed in betkeen
1951 and 1959. It was felt that the mills which have just gone into production
were passing through initial "teething" troubles typical of any industrial plant
and might not have developed any definite supervisory psttern. Some previous
stuzies in the less developed countries indicated the evidence of a lung gesta-
tion period in generating supervisory and managerial resources in the developing

auconcxn.‘i.e.‘i.7

6. Jute products are widsly used throughout the horld predaminantly in the form
of bags and sacks for packaging and also as bayling and wrapping materials.
The extent to which a country uses different types of jute products is mainly
conditioned by such factors as volume and nature of its agricultural output.
During the last {ew decades a displacement of jute bags and sacks by mocdern
methods of bulk handling and consumer packing 1s being noticed.

7. Kerr, Clark, et al, Industrialiss and Industrial Man. OUxmford University
Press, New York, 1963, Fage 138.
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We, therefore, decided to limit our population of jute mills to the 14 mills
which had a minimum of 5 years production experience. However, the 8 jute mills
that we excludel fram our 1list were relatively small in size and constituted only
18 percent of the total installed capacity in the country. Apparently, we had
14 mills in our population which represented 82 paercent of the total. In view of
the limited resources ana time at our disposal, we couls not investigate all the
14 jute mills of our population, we declded to select a few on a random basis
for our enquiry. Wth that end in view, we arranged these 14 jute mills in the

order of dutes by which they started production sni selected three mills at random.

Inis gave us a fairly goou coverage from the standpoint of geographical
distribution of the jute mills us well as ownership pattern and mill size. One of
the jute mills is connectes with the biggest tirm which owns and operates three
jute mills and one which started production first of all, whils the second mill
was managed by kast Pakistan industrial Develomment vorporation, a semi-govern—
mentul agency. This mill was under the management of a British firm for 5 years
since its inception. The third mill was managed by a family belonging to the
Mamward Community which is one of the leauing business commnities of the Indo-Pak
sub-continent. These three mills that comprised our samples had a capacity of

. 2200 looms representing 24 percent of the total loomege included in cur population.

Getting the study underway:
Conceptual framework for the study was developed in the early part of 1965

by the author with the help of his professors st the School of Business administra-
tion, University of hestern Untario, lLondon (Cwunada)., The questionnaires were
also framed there, Un his return to Pakistan in May 1966, the questionnaires

wWere subjectei to test for reliability through a pilot study in & separate jute

mill not included in the sauple. The raliability was tested by using the tecmique
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enployed in the study of "puthorltarian Personality® us demonstrated in Hymans'

bcmk.8 The pilot study involved intervies of 6 supervisors and 12 production

workers.

After the revision of the questionnaires on the basis of the findings of
the pilot study, the author approached the East Pukistan lndustrial Development
Corporation for a letter of introduction to the amanagement of the Jjute mills,
stating that the study was an academic exercise but was likely to be helpful for
growing managerial and supexvisory knowleuge and hence reguesting the mill manage-

mant to extend co-operation to the researcher.

Besides, the study was sponsored unuer the auspices of .the Department of
Conmerce, Dacca University, which has already earned some reputation with the
business Community in view of several previocus projects undertuken by its faculty
mawbers. The Head of the Lepartment asked the mankgement of the jute mills to
co-operate with the author who was mentioned as project director of this study.
This was considered useful for rapport building. Some previous studies in which
the author participated showed that such rapport bulluing steps pay off hand-
somely in overcoming the resistance offered by industrialists and businessmen to

research invast.igat.ions.9’ 10,11

In the next stage, the author contscted the management of the selected

jute mills. He saw the Genersl #anager, Mill Manager, Personnsl Officer and

8. Hyman, Herbert, Survey Uesign and Analysis. Free Press,
Publishers, Glenco IlI. Page 183-190. Out of a total of 49 questions as
many as 13 were dropped.

9. Papunek, Gustav F. "Government and Private interprise in Pakistan", This was
a Harvard University sponsored project. (The book is yet to be publighed)
for summary see American Hconomic Review, Hay 1962, Pages 4o~53,

10, Habibullah, M. The Tea Industry of Pakigtan., Bureau of Zconamic lesearch,
Dacca University, 1964.

11. For details see M. Habibullah, "Problems of Socio-Hconomic Research" in
Sociology anu Social Hesearch in Pakistan, (ed) Md. Afsarudiin, Pakistan
Soclological Association, 1964. fages L1-49.
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departmental heauds of each jute mill and explained the purpose of the study.
Thereafter he met the '"Supervigors" who were to be interviewed. A supervisor
for the purpose of this study was taken to be ona who acted as full-time super-

visor of the work group.

[HE FIRST-IINik SUPHMVISOR : The position of a supervisor in the organlsa~

tional hierarchy will be clear if one looks into the organisstion chart of a
typical jute mili in Fast Pakistan, This is indicated below (part only).

vhairman
§
toard of Directors
3
Managing Director (Chief Kxecutive)
0
§
General Manager
d
Production Manager
g
Senior Assistant
§
g
] ) §
Senior Supervisaor Senior Supervisor Senlor Supervisor
Batching Deptt. Heavmgo Deptt., Spinning Deptt.
)
Sectlon in-charge Section in-charge
Day shift. Night shift.
§
|
|
Supervigsor, Supervisors sacking
Hessian, g
. )]
Line Sardar line Sardar line bardar
! )
d ¢ ¢

workaers Korkers »orkers
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It will appear from the chart that the head of the department of each
production process in a jute mill is calied "Sonior Supervisor". In some mills
he may be called ")verseer" as well. This man is assisted directly by two section
in-charges., JIn some Cases, the day shift-in~charge works as overseer charged
with the responsibility ror the department, The senior supervisor and the shift-
in-charges do mot have any office &s such except & chair and a table in the open
space ingide the factory building. They are really walking supervisors in that
they are almost alwaye on their feet. The saume is true for the supervisors, The
supervisors sre in the lowest end of the managerial ladder. They represent

mgnagement to the workers,

In the jute industry there is another category of supervisory people
standing in between the "Supervisors" and the workers. They are known as "line
gardurs.” The looms or frumes in jute manufacturing are arranged in parellel
lines. Woxkers are grouped on the basis of such lines for supervision purposes.
The best one wiong the work group is placed in churge of each such line. OSuch
a worker is called "line Sardar". A sardayr is a "Worker" but he does not have
any weaving loom or spinming frame to attend to for himself. His job is to move
in the line helping other workers and supervising their activities. The functions
of & line sardar are in fact varied. In some departments he is partly a supervi-
sor and partly & technical expert, For instance, in the weaving department of
the jute mills, & llne sardar iz to tune the looms, adjust the machines and get
production fram the workers. In some mills, he may devote more time to supervi-

sory work, while maintengnce people attend to mechanical troubles of machines.

It is the considered opinion of management people in different levels that
the line sardar's ahllity for sdjusting looams and for handling people is a vital
factor in the mmooth and continued operations of the looms. This is also the

feeling of the majority of the workers interviswed by us. This is because the
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supervisors and assistant supervisors, as wlll be indicated subsequently, are
men of higher education and higher social background than the workarf s and

line sardars under their control. These people, particularly those who did not
wndergo regular apprentice system, do not have adequate practical knowledge about
the working of weaving looms or frames for spinning. Thelr practical insight
into the technicalities of lcom tuning is not significant. Hence they rely m
line sardars for these technical functions in which the line sardars are consi-
dered more knowledgesble than the supervisors, These supervisors have all along
been white collar people while loom tuning and muchine handling 1s considered

the job of blue collar people. As a result supervisors confine thelr supervisory
function to giving instructions or orders to the line sardars to do the job of
tuning the looms or adjusting the machines, They do not talk much directly to
the workers regarcing output. Thaey often do not check the work of individusl
workers. The task of checking the quantity amd quality of individual worker's

production is left largely to the line sardars,.

it seems that the role of the supervisory people, of the white collar
class, is largely in the form of control or 'policing' while the role of the

blue collar "formslly unrecognised supervisor®, the line sardar, is in the fom

of actusl “help"” to the warkers, whether such help is in the form of advice about
handling of machines, reducing breakage of yarn and correcting machine stoppage.
It is also the line sardars who are to maks physical check of output.

This is what one might expect under the arrangement of incentives, The
supervisory people are paid monthly salaries. Hasnagement appraises these people
on the beals of thelr attendance and "application to duty", i.e, how hard they

appear to move in the lines, This is a “notional” subjectlive judgement.
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There 18 no objective measurenent of each individual supervisoré' contributions
or results achieved by them., Possibly a system of appreising supervisors by
their performance and rewarding according to their results dstermined in an
objective manner would huve made them more enthusiastic sbout active interest
in loom tuning and the quality and the gquantity of actual output in their lines.
At the momant their enthusiasm reflects in the form of pressure on the line
sardars when thgy themselves ara pressed by the production manager and general

menager wWho become worried when production volume falls unculy low.

The plcture is, however, different in the case of sardars. This 1s because
the sardars have a direct interest in the quantity and cquality of production.
Korkers in wesving are paid on the basis of plece rates. Theae piece rates have
been determined by a technical sub~cammittee of the Pakistan Jute Mills Assocla-
tion considering the time taken to produce each variety of cloth, hessian or
sacking.® The rates have been so fixed that a warker's output volume may be dif-
ferent from that of another worker in terms of units produced but he will receive

the same amount of wages if he works with the same degree of effort and efficiency.

The workers understand the implication of piece rate as against the time
rate i.e. the more they work, the greater will be their wage bill. Rac¢h line
sardar who has & certain number of workers uncer him is paid 1.5 times the
averagze earning of the workers under him, Ho knows that his earning is directly
linked with the production volume of his particular line. Therefore he has

direct interest in greater output from his line.

¥ Two major varieties of jute manufactures., Sacking is used to make gunny bags
used for packing rice, wheat, oil seede etec. in war-times it was used as sand
bags. Hessian is used to make gunry cloth used for baling cotton, wool, and
other fibres. Vther jute products include carpets and rugs cordage, substitute
for hamp in the manufacture of tent cloth, tarpaulins, wagon covers, ground
sheets and water buckaets,
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The case of direct interest an the part of the line sardar is alse true
for departments like spianing where time rate system of wage payment is in
practice. The lins sardar gets twice the average wage of all the workers in his
line. Some oompanies also of fer "Efficiency Bonus". In addition to the financial
incentive, & line sardar has the negative incentive of losing his "headship® if
he fails to get production from his people. Apparently there 1s no distinctly
identifisble person to be called first-line supervisor as in the west particularly
in the U.3,A. In viaw of thess considerations, it was decided to take both the
categories of supervisory people, namely, "supervisors" and "line sardars" for
investigation purposes in this study. A particular worker is under constant
vigilunce of each one of them. Although supervisors do not prefer to talk direct
to the workers, their constant presence on the shop floor has influence on the

activity end atteation of the workers,

Evidently the line sardar is the intermediary between the wWorkers ana the
junior most supervisors. Management writers recognise him (the line sardar) as
the first line suparvisor.'z The sardar used to be called ! jobber!', He stands
on the same footing a8 the "meistry" of the maintenance department, AS mentioned
in the note in the usppendix, originally sardars were recruiters of labour for the
m1ls vwith considerable power to hire and fire and many opportunities for petty

graft and favouritism. i3

The practice of recruitment through sardars resulted in abuses. In 1931
the foyal Commission in India stressed these abuses. The commission referred

particularly to the job security of the workers which depended on the sardars

12. Yyors, Charles A,, Industrial Helations in India. Asia FPublishing House,
bombay, 1960, Page 181,

t3. Lbia,
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and also to the sardar's use of power to profit financia.lly.m By 1946 when
labour Investigation Cammittee reported, the situation had changed mat.eriﬁ-lly.‘s
Apparently, to day's line sardar is different from the old sardar or the Jobber.
Today his powsrs have been curtailed due to growth of lubour officers for recrult—
ment purposes snd the develomment of new intermediate levels of supervision.
According to Myers, the position of a sardar is now anomalous.‘é He cannot
advance to the naxt higher level of management. ILine sardars interviewed by us
never heard of any sardar having been promoted to supervisory positions. MHanage-
ment experts feel that the sardar (or the jobber) is the weskest link in the
textile industries of India, both cotton and jute.!7?!® Tnis is also true for

Pakistan as We shall see subsequently.

Some Workers consider the sardar as a stooge of management., His position
is vulnersble since he lives among workers and goes to and from work along with
them, He is paralysed by divided loyalties and hua&sympat.hy for the workers.

Hie 18 now powerless - a mere spectator standing uncomfortably in the 'no man's

land® of the industrial struggle. btorkers treat him as belonging to the camp of
the employer whereas his acceptance in the cpposite cemp is limited and of a low
arder. Une Paukistani industrialist hus called him & rubber ball being squeszed

from both sides and bulging at the a:%dps.‘g

14« Report, Government of india, New Delhi, 1933, Page 2i.
15. Main Report, Governmaent of india, New Delhi, 19i6, Page 80,
16+ Myers, Charles A. op. cit. Page 182,

17. Mehta, S.D, The Indian Cotton Textile Industry: An Economic Analysis,
Bambay, 1954, Yages 70-71.

18, Myers, op. clt. Page 182.

19. Saigol, Hian Rafique, 'tien in Incustry". Saigol Chemical Complex Supplement.
Pakistan Obsarver, Dacca, Feoruary 18, 1967, Page 1i.



Dhaka University Institutional Repository '

-9 -

Management pegple treat sardars just as they treat workers. For example,

in all the jute mills, sardars were found to use the workers canteen and not

the staff canteen., Manegements' treatment of them makes them identify themselves
with the workers rather than with the supervisory statf. This, in addition to
other handicups they have, has made it difficult for them to become efficlent
supervisors and integrate them into the management team. Their lack of belonging
has veskened the faith of management ard added to the feelings of defiance in

the workers. Anyway, & line sardars' own identification is with his workers.
This is equivalent to the position of the shop boss in the Japanese industry

who has almost complete identiiication with uorkem.zo

Evidently, our accaptance of line sardars as first-line supervisors for
this study was reasonable although the line sardar 1s equivalent to European
kalking forumen ~ no more than charge hands with little real nianagerial responsi-
bilit-y.Z' or Course,all first-line supervisars are not integrated as supervisory
st.afr. even in a fully matured economy like the one in the U.S.JL.22 The line
sardar, to use Peter Drucker's language, is a non-commissioned officer in a

sarvice where conmissioned of ficers are college and High School gradxmtas.23

The insecure and vulnerable position of the line sarcar described in the
foregoing lines made our problem of establishing rapport with him somewhat
difficult. But such a position is not unique for the line sardar alone. The

suparvisory and lower level managerial people arae also worrisd about securit.y.zh

2). Levine, Solaman B., Industrial delations in Post-war, Japen, Urbana,
Univeraity of ILLINOIS Press 1958, Pages 36-56.

21, OKC : A Stuay of Post-War Growth in Managemant, 1956, Page 25.

22, Hepner, Harry ¥., Perspective Management and Supervision, Prentice-Hall,
1961, Page 227.

23. Drucker Peter. P. The Uoncept of the Corporation, John Lay Company,
New York, 1946, Fage 163.

24, Report of Lhe l.L.0. Productivity Misslion. op. cit.
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AREA OF INVESTIGATION : It is necessary to mention here that this study
is about production supervisors and production workers only. This is because
definite and accurzte productivity measures are available for these peopis only.
This is not true for areas like accounting, maintensnce etc. Again all areas
of the prouuction functions could not be coversd., it is well to remember that
a jute goods manufacturing firm has two distinct units: Mill and Factory. The
Mill division covers processes like jute 'Gelecting", "batching", "Preparing" ,
and "Spinning"; while Factory division covers cperations like 'Winding", "eaming",
"Weaving", and “Finishing", Through all these operations, raw jute fibre is
processed into yarn ant then yarn is used to make cloth of different varieties,
Note B in the appendix 1s a description of these processes:

The pilot study revealed that all jute mills do not keep a separate record
of production for each work group. Discﬁsai.on with the Pakistan Jute Mills
Association revealed that weaving in all the jute mills of East Pakistan is done
on the basis of & plece~rate fixed by its technical sub-conmittee while spinning
work is done on the basis of time-rate. The pilot study tended to show piece-
workers think that constant supervision 18 not needed for them as any kind of
slackening or feather-bediing means lower production and hence lower incame for
them.#* we, therefore, decided that our investigation should cover workers under
both plece-rate und time~rate system of wage-puyment.

e thought that we should cover the most problematic area in each division
of the jute mill. In the Factory division, weaving is considered most problematic.
The importance of weaving is unique in the jute industry. Fost jute executives
feel that weaving is the heart of the jute manufacturing processes. Therefore,
in miil No.'1l' and 3 weaving was taken as the ares of investigation. The

companles had records of output for weaving. Spinning, the major problematic

#* The cbservation of Alfred Brown seems significant in this connection. According
to Brown, under the wage incentive systems the worker becomes a sub-contractor
and the foreman abdicates the full managerisl role., See Pugh et al, Writers
on Organigzations, Hatchinson Co., London, 1964, Page 33.
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area in the mill side, could not be taken since the campanies had no record for
output on the basis of workers or work groups. However, spinning was the area
of investigation in mill No. '2'. This company had a record of output for each

line in the spinning department although in a crude form.

SI«E OF THE SAMPIE : In view of lurge-scale operation by jute mills, it
wa;s: decided that in each of our sample mills, only aix supervisory lines would
be taken up for investigation so that we would have 18 work groups for our
analysis., It was also decided thut in each supervisory hne)one—third of the
incividusl workers, subject to a minimum of six would be interviewed. We had
accordingly 119 workers, 18 line sardars, 18 supervisors, snd 6 section in-charges
covering the three jute mills. The reason for keeping the sample size relatively
small lay in the nature of the data collectea, It was falt thut workers and
supervisors should be interviawed in their work environment, It was feared that
interviews in their residence or factory dormitories would not generate the true
feelings in hours of relaxation or in a femlly environment. Besldes, tracing a
few workers in a colony of several thousands would be a very time-consuming affair
and complex too, but interviswing workers in the factory enviromment has its own
problems, First, fullest co-operation of management is needed in the form of
unrestricted entry into work places to contact the workers. Second, management
mus, agree to allow interview work at its own time for time workers. Withdrawal
of workers from the work of terding machines meana stoppage of machine and that
anounts to production loss to manugement airectly., Third, fullest co-operation
of workers and union leaders is called for in interviewing workers at their own
time which is invarisbly the case for piece-rate workers, otoppage of machine
for an hour means direct wage loss to a piece-rate worker, in addition to its
being a production loss to management. Eviaemtly the cost of taking them off
the line would be too high,
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ln view of these factors, it was decided to cause minimum dislocation of
normal functioning of the lactory. Since interview of each individual worker
involved an amount of time of 45 to 60 minutes, it was felt that withdrawal of
a very large number ol workers from the machines, whether jsid under time rate
or piece rate, would lead to resistance. Hence the sample size for each supervi-
sory line was limited to one-third of the workgroup size, subject to a minimum
of six.® The actual selection of workers was done by the author himself using

the random table,

Heuns of cbtaining the datat UThe information collected in this study fell

into two categories: (a) f’actual data, (b) attitwlinal data. The former included
figures relating to output of the units under investigation for the period covered
by the study. Factual data also includex workers' age, sex, wages, years of
education, years of job experience, etc. The attitudinal information related to
feelings and beliefs of the supervigors an¢ their suboruinates, For the collec-
tion or factusl data the mill autharities were expected to co-operate by making
available their records but no such records were forthcoming deauling with attitu-
dinal intormation. lo get this part of the data, the author consldered the

feusibility of using the following techniques :

(1) Questionnaire mailing
(2) Lirect obsarvation
(3) birect face to face interview

{4) Qestionnaire-cum-interview.

The technique of cbservation was felt to be impracticable in this particular
case. There were neither funds nor facilities for long-range observation. It

appeared that through observation only a small sample could be covered. Desides,

% Hesides, the author intended to supplement the study with the information he
collected about six jute mills in connection with another atudy sponsored
by the Bureau of iconomic Hesearch, Dacca Univeralty.
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it was apprehended that a long period of presence and contact of observers aight

2
exert a significant degree of "Hawthorne effect". ?

The author then considered ihe use of pattemed interview as used by the
Michigan rescarchers in the study of the Prudential Insurance Company. It was
felt that such a technique would be time-consumlng as Hall as difficult for
'workers to conceptunlise their thinking for the appropriate answers. This feel-
ing was particularly due to the educational level of the workers under investi-

gation. Many of them cannot read and write.

It seamed that the Likert~type 5-point scale Would be more useful in
this case., The simplicity of this scnle was observed in the Banner stuly by

BoWer and Smahore.26

The author}t.herafore declided to use the Likert scale, suplemented by
2

observation. The decision was based on the following considerationsZ

(a) Such a scale permitted the use of items not manifestly related to
attitudes being tested,

{b) It was easier to construct and use for particular types of samples

(e) It pemitted the expression of 5 degrees of agreement-disagreement
and was considered more reliable than a patterned interview.

(d) The range of responses pemmittes to an item provided more precise
information about the individuals' opinions on the issue referred to
by the given item.

(e) It permitted easy, precise and less costly ceoding.

25, "No manipulation of working conditicns or incentives affected productivity
a8 mich as sheer exposure of the workgroup to observetion'. Ses, Herzberg
at al, The Motivation To work. op., cit. Page 19. This is & different Inter-
pretation of "Hawthorne effect"., We have alreedy mentioned the other inter-
pratation of "Hawthorne effect" as given by Schien. 3See Page 1.

26, Bowers, D.C. and 5.F, Seashore, Changing theftmct.ure and Functioning of an
Organisat ion, Survey Hesearch Center, University of Hichigan, 1963. The sanner
study was of great help to the author in the construction of his indexes. He
acknowledges his inaebtedness to the authors of the study.
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Framinz questionnaires : In framing the questiomnaires for this study,

the author coneulted most of the stuiies on amployee-centeared supervisgion and
related areas, The relevant literaiure were available in the library of the
Business School, University of Western Ontario, A few micro-fiimed doctoral
dissertations were also available from the Michigan Center through the help of

the authors' "Reseerch Course" supervisor at Western. The author geve particular
emphasis on the Michigan studies in building his conceptual framework and cues—
tionnuires. The main items used in the construction of indexes for employee-
orientation, production-orientation, supervisory philosophy, worker satisfaction

etc. {after revision on reliability testing) were us follows

1.  Supervisors' Managerial Perception Indesx:
This index aimed to measure the perception of & supervisor sbout his role

in the organisation and about his inner attitude toward his people, This was
done by taking the velue of the supervisors' answers to the following items on
a 5=point scale.

(a) Workers are inherently lazy amd try to avaid work if they can.

(b) A8 a supervisor, my only concern is to get the work done, not to
bother about workers' feelings and sentiments.

(e) If workers work more and talk less, everybody would be better off,

{d) All workers want is bread and butter.

(e) Workers only do what they have to do, hence a supervisor should keep
his pecple busy and give more work than they can usually do.

(£) The level of inteiligence and sense of responsibllity of workers
here are 8o low that they camot be relied upon to work on their
own,

(g) One sure way to get high production from workers here is to watch

these people closely and check everything in cetail.
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(h} The oltt proverb "spare the rod, spoil the child® is applicable to
working people. One cannot get work done by them without stirong
discipline and iron rule,

)
There were 8 items in the measurement of "supervisors" managerial

perception® indax.27 If the score for a supervisor was in the range ol 24 to
40 he was rated to have an authoritarian supervisory style, but he was rated
to have a non—authoritarian supervisory style (that is democratic) if his

score was in the range of O to 16,

2, Supervisore' kmp loyee-Orientation Index (as perceived by subordinates).

This index was constructeu to measure the employee-cCenteredness of a
supervisor as seen by the people working under him. The index was constructed
by determining the mean value of the workers' ansvWers to the following items
on the 5-point scale,

(a) Our supervisor goes to bat for us.

(b) Cur supervisor shows friendly snd sincere interest in our welfare.

(¢) Our supervisor hears our complaints and grievances sympathetically
and tries to redress them as far a8 he can.

(d) We feel free to discuss our personal problems with ocur supervisor.

There were 4 itens and a supervisor was rated to have high employee-
centeredness 1f the score for his group was in the range of 12 to 2, Hs was
rated to have low-eamployes—centeredness (not necessarily high production-

centeredness) when the score for him was in the range of O to 8.

27. Each itam had 5-point agreement-disagreement scale.
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3. Supervigors' Production-Orientation Index:
This index was constructed to mensure the concern of a suervigr for

production as it was perceived by the workers. This was done by taking the
mean value of the workers' responses to the following items on the 5-point
scule.
(a) Our supervisor always encourages us Lo produce more.
(b} Our supervisor is alwuys ready to help us in our production problems.
(e¢) Our supervisor plans production and material flow 8o that there is
no stoppage of work,
(d) Uur supervisor spares no one if he slackens and neglects to do his
quots.
(e} Our supervisor is very particular about bad uality.

A Buparvisor was rated as high production-oriented if the average score
for him ranged between 15 to 25 and low production-oriented it the score for

him was in the range of O to 10,

b Supervisors' Influence Indax:
This incuex was mude to measure the influence of a particular supervisor

in the organisation i.e. with his own boss and higher up. The construction was
done by determining the msan value of workers' replies tc the following questians

on the 5-point scale,

(a) Our swervisor has cansidersble influsnce in the company.
(b} Our supervisor can help a warker if he likes because management

seldom turns down his recommendations.

A supervisor was rated to have "high influence" if the score for him was

in the range of 6 to t0 and "low influsncg" if his score was between O and I.
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5, Supervisors' Pressure Index:

This index was constructed to measure the degres of pressure exerted on

the front~level supervisors from above. This construction was based on the value

of a suparvlsozzs‘ response Lo the following items on the 5-point scale.

(a) Manageument of this company knows one thing, namely, higher production.

(b)

(e)

(d)

(e)

6.

¥henever 1 happen to mest my boss, he will invariably ask to know

how production is going.on,

My boss wants me to supervise the workers closely to get more
productiocn.

My boss thinks that 1 should go strictly according to his instructioms,
rather than spplying ay own way.

ky boss feels that people are inherently lazy and will avoid work

if they can.

I am glways under pressure~all prees me, oy boss, Production Manager,
(ieneral KRanager, all.

There werse five items and & 5upervisor was rated to be undsr "high
pressure” if his score was betWeen 15 and 25 and under "low press "

if his score wWas between 0 and 10,

workgroupd Social Cohesiveness Index:

)
This index of worker's social cohesiveness wus prepared to measure the

degree of social interaction among the work group mwembers on the job and off the

job. This was done by taking the mean value of worker's responses to the

following L4 items on the 5-point scale.

(a) Poople in our section are very friendly with each othar.

{b) People in cur saction often meet soclslly outside the job.

(¢) There is very little griping and backbiting in our section.
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(d) People in our section often come forward to help if any one is in
dif ficulty, financially or otherwise.

A group was rated to have high social cohesiveness if its score was
between 12 and 20 and to have low social coheeivenesa 1f its score was in the

range of O and 8,

7e Work Grngp_s’ Task Cohesivenges Index:

Tnis index was constructed to measure the degree of worker's involvement
in turning out prouuction. This was done by determining the mean value of

worker' s respaises to the below mentioned 4 items on the 5-point scale.

(a) People in our section always compliment each other whenever one
does a good Job.

(b) There is a lot of mutual halp in our section whenever one has a
difficulty in his job (i.e. job related problems),

(c) Whenever a new worker comes in our section, old members try to
help him in getting started.

(d) People in our sestion often encourage each other to think of

better ways of getting the job dons.

A group wWas rated to have high task cohesiveness if its average scare

was in the range of 12 to 20 and to have low task cohesiveness if its score wae

between O and 8.

8, workers’ Company Satisfaetion Index:

This index was prepared with a view to messuring the degrse of satisfaction

the workers have‘ with their company. This wus determined by taking the mean value
of workers' responses to the following item on a 5-point scale.

i+, All in all, I feel that this jute mill is a very good place to work.
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"A work group was rated to have high Company satisfaction® if its average

score was betwesn 3 and 5 and to have “low Company satisfaction” if its score

was in the range of 0 and 2,

9. Company Pride Index:
This index was conetructed for the purpose of measuring the degree of

pride the workers have in their Gampany., Uhis was done by taking the mean value

of the workers' responses to the following item :
"I am reully proud that I am working gfor a jute mill like this®.

A workgroup whose uverage score ranged between 3 and 5 was rated to have
high company pride while the workgroup obtaining average score between O and 2

wus rated to have low company pride.

10. korkers' Pay Satisfaction Index:
This index aimed at mensuring the satlsfaction of the employees with

their pay. The construction of the pay satisfaction index was done by finding

the mean value of worker's angwers to the following item on a 5-point scale.
Considering my skill and efforts, L1 am satistied with my pay.

A workgroup was reted to have high pay satisfaction if its average score
was between 3 and 5 and to have low pay satisfaction imom if its score was in

the range of 0 ana 2.

11. Woricers' Job Security Index:

The job security index was constructed for the purpose of measuring the
feeling of security of the workers. This was done by finding the mean value of
the workers' answers to the following 2 items in the 5 point scale:

(a/ rhere are not too many dismissals or discharges in this section,

(b) I fesl I can remain in my job as long as I like.
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A group was oonsidered to have high job security if its averago score was

6 to 10 but law security in case its score ranged between 0 and k.

1<, Supervision Closeness Index:

The object of c.cnst.mct.ing this index was to measure the degree of close-
ness of supervision received by a work group from its supervisor. This was done
by finding the mean value of workers’answers to the following 2 items on the

5-point scule.

(&) Our supervisor alwsys keeps & watchful eye on the workers for fear
that they might slacken or stop working.
(b) Our supervisor checks cur work thoroughly to see if we have done

work properly and curefully.

A group Was rated to have received close supervision if its average score
was betWween & and 10 and to have recelved gemeral supervision if its score was

in the range of 0 and kL.

13. Warkers’ Supervisory Style Expectation Index:

This index was constructed to determine the supervisory style preferred
by the workers. This was constructed by taking the mean value of workers' respm-~

ses to the following 2 items on the 5-point scale :

(a) In my opinion, a supervisor should be strong in disciplining people

and enforcing company rules.

(b) A kind-hearted, friendly supervisor who mixes with his people often

fails to make Lhe quota.
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A work group was rated to have preferred authoritarian directive supervi-

sion if its average score for questions ¢ to e Was between 6 and 10 and democratic

supervision if its score was in the range of 0 and L.

1 Workers' Supervigory Clogeness fxpectation Index:
This index was prepared for the purpose of measuring the attitude of the

workers on general versus cloge supervision. This wus done by taking the mesn
value of the workers responses to the following items:
(a) Hany people in our section slacken or loiter when the supervisor
is absent.
(b) In my view & supervisor should keep a watchful eye as to what is
going on.
(¢) Many peopls here are likely to comnit mistakes if they are given
freedom to work in their own way.

A group Was ruted to have preferred "close supervision" if its average
score was between 9 and 15 and "generasl supervision" if its score was in the

range of O and 6.

15. Workers’ General Expectations Index:

This index was constructed to measure the over all picture of what a
worker wants to get fram his job. This was done by tsking mesn ranking of the
responses of the workers to the following 1t ams which they were asked to rank in

order of their preferences.

(1) High pay
(2) Steady Work (Job security)

(3) Good and sympathetic boss
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16. Supervisors! ectations Index: - - : .
This index was expected to measure whiat a supervisor wants from his Jjob.
This was dmsr finding thegean ranking of the responses of the supervi sors to
the following items which they were asked to rank in order of their preferences:
(1} adequate incom-e &
(2) dob security ’3'?@
{3) Chances for promotion
(4) Freedom and authority to deal with people in own way
(5) Sympathetic treatment from boss

(6) Information about Company Policles.

17. Yorkers' kconamic Motivation Index:
This index was constructed to ascertain to what extent workers are economi-

cally motivated and are willing to work hard to increase their econamic gain.
There were two items in this index. These itaus were :
(a) I like to do overtime work.

(b) I like plece-rate more than time rate.

Any group whose average score was &6 to 10 was rated to have been highly
motivated and any group whose score was between 0 and L was cansidered to have
low sconomic motivation.

18, Machine Adjustment Index:

This was constructed to stuly the extent to which the warkers were adjusted
to machine operations, This was a one-item index. The item was :
(a) I can handle the machine I work with without any difficulty. I have
no fear.
Any group whose average score Was between 3 and 5 was trested as well
adjusted and any group Whose acore was between O ard 2 was assumed to have been
maladjusted.
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19.  Productivity Index:

Thi?@ the last itegeto be done in the investigation process. After all
the suparvigors and workers coverad by the study were interviewed, the author
approached production departments for figures relat.ingzgﬁut, of the selgtod
units and the man hours used to produce the said ou& as well as the standards
of output expected fram them. The collection of productivity figure was daferred
to prevent contaminating effects on the part of the investigator as well as warkers

and supervisors involved.

Administering the guestionnaires:
The author himself interviewed the respondents, with the help of the

questionnaires as shown in appendix K, and £, . He put ithe gquestions to the samples
and noted down thelr respanses in the appropriate space provided in the question-
naires. There were several reasons for this :
(a) maintaining wniformity in putting the questions and explaining,
if necessary.
(b) Preventing interviewers' bias
(c) Minimising costs

(d) Ensuring completeness of data

liowever, every effort was made to build proper rapport with the respondents,
They were told that the study was an academic exercise and had nothing to do with
their company msnagement or any other external agency. They were assured of the
confidential nature of their reports to the researcher. The author introduced
himself as a teacher of the university and showed tham copies of his four previocus
research publications as & means of convincing them that the study was an acadamic

pursuit,
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Tho pilot study revealed that workers view the role of the suervisors
and line sardars as task-oriented who put minagement goals first and the
employee needs second., Therafore, the co-operation of managerial and supervi-
sory people was not considered adecuate for "selling" the objective of the
study to the workers. We, therefore, contacted the workers' infomal leaders

and unian representatives for rapport building snd co-operation.

Organisation of Fleld Warks:

Investigation procedure in Mill No. I : The Weaving department in mill
No. L in which investigation was started first 1s under the control of a manager
called Senior Supervisor. He is assisted by two shift-in-charges, one for the
first shift and another for the second shift., The first shift is termed as "day
shift" and the second as ®night shift"., The shift~in-charge for the first shift
attends work continuously for 10 howrs, namely, from 6 A.M. to 4 P.M. The shift-
in-charge for the second shift also attends work continuously far 10 hours but
in different hours of the day, namely, from 4 P.M. to 2 A.M. The working hours
of the Supervisors and assistant supervisors are aiso the same, numely 10 hours
ccmi'..mum.s].,vf.a8 However, the cuty of the shift-in-charges, supervisors ami
assistant supervisors is changed between the first shift and the second shift
every two weeks, The duty schedules of workers and line sardars are different
from those of supervisory pesople. Their duty is changed between shifts every
four weeks., They also work for 10 hours a day or 60 hours & week, against the
normal of 48 hours as provided in the Factories act. Thay, of course, get double
the rete for overtime. The interesting featurs of 10 hour-days for workers amd

line sardars is that the 10 hours is not a continuous period. It is broken into

28. Assistant supervisors are not under supervisors. They report direct to
shift~in-charge. They are in-charge of definite lines in the same way as
supervisors of each shift.
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two periods of 5 hours sach, with a breek of 5 hours in between these two periods,
Thus, the workers of the first shift work five hours between 6 A.M. and 11 AM.
and another five hours in the afternoon between 4 PM, and 9 P.M. Workers in the
second shift, in the same way, render 10 hours auty, 5 hours between 11 A.M. and

L PM, and anothar 5 hours between 9 P.M, and 2 AM,

The result of this sort of arrangement is that every worker becames subject
to the control of each one of the shift-in-charges and two of the gsupervisors or
agsistant supervisors. Therefore, the production ef forts of each worker and line
sardar is in{luenced by the supervisory style of four pecple. Neither in hessisn
nor in sucking which are the two major operations in the weaving department, is
the output of the individual worker measured at the end of his 5 hour periocd.

A particular worker of the second shift starts with the ummeasured output of the
particular worker of the first shift. The measurement is done for both the
workers covering the two shifts. The total output at the end of 20 hour period
of each day is, therefore, the combined efforts of two workers at the particular
loam, Each one is credited with hall of the total output. The reason for doing
this sort of averaging is that the end product has to meet the epecification of
90 or 100 yard's’cut as dictated by market prefersnces. A particular worker
cannot reach that gecific output within his shift-time.

Since each worker is subject to the influance of L mexbers of the supervi-
sory group and since there is no record of output for each shift perlod, it is
not possible to isolate the influence of sach one of the supervisors on the workers!
productive efficiency. Therefore, we decided to dotain the data on production on
the basis of work groups under sach line sardar and the opinion of the workers
about the style of supervision they received in a general way with reference to

the persons involved in each case.
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In this particular jute milli there are 550 hesslan looms with 28 sardars
for each shift and 325 sacking looms with 16 line sardars for each shift. We
selected six of them at rendom after arranging them according to their number as
recorded in Company books. FProductivity levels of these six lines were then
caloulated. These lines employed a total of 67 workers, five lines having 11 each
and one line having 12. As per our earlier uecision to interview one-third of
the workers unuer each supervisor subject to a minimum of 6 warkers, we selected
6 vorkers from line sardars' area at randam after listing these workers on the

busis of thelr numbers, We had, therefore 36 workers in our sample.

Productivity measurement: Originally we thought ef determining productivity

by dividing the output by the labour input. In mill No.Il we faced difficulty in
spplying this principle. This is because each line 1is used to produce a number

of varieties of cloth of different cuality amd of different sizes. The yarn which
is the material input is also of different varieties. Although the looms under
investigation in this mill ware installed at the same time and are of the same
origin, their capacity is different. There are two types of looms, namely, broad
loams and single looms. The labour requirements of these tWo types of looms are
also different since different quality snu different size of cloth recuire dif-
ferent time for production. Therefore}prod.uctivit.y in terms of output per unit

of labour input was not considered cumparable.

In the face of this difficulty we attempted to use the standard output
estimates prepared Ly management. Un the busis of experience, management has made
estimates of what should be normal output for each type of cloth. These estiuates
were made by adjusting the Intermational Standards according to the conditions of
their own mill, The conditions which management considered in arrlving at their
expected efficiency levels included normal breakage of yam, humidity, stoppage
of machines due Lo mechanical troublss, experience of the workers ami supervisory

people in this new industry in Pakisten,
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We obtained the standard and the actual output for eight weeks of May and
June 1966. [ight Week period was taken to cover the four week changes of worker's
duty schedulss betMeen the first and the second shifts. We adjusted the actual
output against contaminating factors which are considered to influsnce output.
The major contauinating factors, according to management ank workers, include
inferior quality of yarn supplied, interruption in power supply, mechanical
trouble of machines, et¢. On enquiry it was found thut there was no interruption
in power supply during the months of May and June, However, even whan there is
an interruption in power supply, it affects all worker's alike. The same i3
roughly true for quality of raw material supplied. If the entire supply of yarn
is of inferior quality due to low quality of jute purchased by the company, every
weaver is affected almost alike. Inferior quality yam due to manufacturing
defect in spinning may affect a particular inuividual more than others but such
supply is for a short while only, the maximum being for 2 to 3 days. Since we
have taken a sample of 8 weeks, manasgement felt that the disparity of effect on
different workers would be negligible, The quality control department takes
random samples of idle loums every day due to all possible causes. These causes
include warp bresichge, warm beam out, weft breakage, empty magazine, shuttle
sansh, selvedge breakage, mechanical trouble, tying on, bad born picking, torn
check stral, camb leaf tying, quality changing, waiting shutile, bad picker etc.
Besides, the weaving department itself keeps records of loom stoppage exceeding
one houwr for which mechanics from the mechanical engineering department have to
be called in. ieioval or correction of all troubles except mechanical troubles

is a responsibility of the line aardars,

Ve adjusted the standing idleness of machines for periods exceeding one
hour, Therefore, the difference in the productivity level in different lines of

the sarders after the esbove adjustment is assumed to reflect the experience,
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abllity, and willingness of workers, anti the ability of the line sardars to

adjust the machines and thelir capacity to handle their subordinate workers.

Therefore, the difference betwWeen the actual production and standard
estimates as adjusted by us 4s & function of the efficiency and effort of a line

sardar and his subordinates., This is the considered view of mansgement,

Dif ference in loom tuning capucity among line sardars is possibly natural
in the prevailing system. line sardars are selected from among the badli (re-
lieving) sardars, A badli sardar (also called daily sardar) is one who is put
in charge of the line when the regular sardar is on leave. The badli sardar 1s
usually the best among the workers of the particular line. But while selecting
the line sardar the basls of consideration is the whole weaving department.

Hence whenever a vacancy arises, normally the senior most among the badli sardars

gets the chance for promction.

The selection of line saruars is made through a Committee composed of the
labour officer, senior Assistant to the mill and the section-in-charge. The
selection decision is, however, subject to the formal approval of the Production

manager. The committee considers the following factors in selecting line sardars:

(a) Senlority ami length of service

(b) Bfficiency

(c) Conduct i.e. behaviour with other workers, line sardars and
supervisory pecple,

(d) Leadership quality i.e. capacity to handle a group of 10-12 weavers.

There 1s no arrangemesnt for post-selection training of the sardars.

Managemant assumes that he has already got the necessary training through work
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as weaver and badll sardar. The interest of a sardar and his workers in greater
output is, howevar, subject to the following disqueiting factor, The productivity
level for each worker in a line, a8 we mentioned elsawhere in this report, is in
effect the average of two workers' efforts. In this mill, as stated already, a
worker works ten hours in two bresks of five hour's’ each, with a gap of five

hours in between. When a worker under one line sardar leaves his loom after five
hours, his output is not measured ismediately. Another Worker under another line
sardar comes and starts production in the same loom with the unmeasured work
during the next five hours. The process is repeated for the next ten hours for
the same pair of workers. The output is measured at the end of the second shift
covering the total of 20 hours. The output is averaged and each worker is credited
with half of the combined output, The sardars of the first and the second shifts
try to palr thelr workers according to their capacity so that a more of ficient
worker of one shift does not lose by beinz paired with a less efficient worker of
the other shift. Inspitas of this effort, some discrepancy reportedly occurs in
the relative aefficiency levels of the two workers. Our discussion with the line
suruars selscted by us left the impression that the difference is not usually

more than five percent.

Accurscy of productivity figures: The actual prodiuction of 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 then ranked on the basis of
their prouuctivity. liowever, we uid not have the resource to sxamine the accuracy
of the standards fixed by management. We, therefore, resorted to an indirect
methoa of checking., We obtained the Weekly wage hills paid to the six work

groups under the plece rate of wage payment, and ranked them again. Since work

schedules for workgroups are changed between shifts every four weeks, we took the
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productivity level und wage level for a period of 8 weeks covering 4 weeks of day
shifts and L weeks of night shifts. FHowsver, the relative position of the six
groups ranked according to productivity alid not changs when ranked on the basis
of wage bills. We, therefore, accepted the proauctivity level as accurate for

the purpose of our study.

Investigation in mill No.2: There are 167 frames vith 16000 spindles in
the spinning department of mill No.2 in which investigation was siarted after
m.11 No. 1. These frames are worked on the basis of one worker for one frame.
Production 1s carrie: on in two shifts of 10 hours each. The shifts are known
as A shift and B shift. A shift starts at 6 in the morming and continues for
6 hours till 12 A.M. with a break of 5 hours it starts aguin at 5 P.M. to {inish
at 9 P.M. B shift in the same Way has two parts, the first part is between 12 AM.
and 5 P.H, and second part betwesn 9 F.M, and 2 A.M. Work schedule for both workers
and supervisors are changed between shifts avery i Weeks. AS per our initial
decision to study one department in the mill side of jule mumufacturing, we salec-
ted spinning for our study in this mill No.2 a8 against weaving in mill No.1 & No.3.
This department satisfied another criterion of ours originally laid down, namely,
a department paying its workers on the basis of time rate. In this mill spinners
get time wages. The time wages sre guiued by the minimum wages as laid down by
the Minimum Wage Board. Management, of course, has set up a winimum output level

which a worker must produce in order to prevent his discharge.

In the spinning depariment the output is yarm. The output is regularly
vwelghed for individual workers. Management decides what a spinner should produce
on the basis of the quality he is producing. Relevant factors considered in
calculating the standard are: T.P.M. (Twist per minute} and R.P.M, (Round per

minute}.



Dhaka University Institutional Repository

-71 -

There is an attempt to stimulate greater effort on the part of the spinners
even under the time rate. Average output of a particular workgroup is taken for
the payment of time wages, If the average of a »wrkgroup axceeds the standard
fixed for it, extrs remmeration called "Efficiency Banus" is givemn to it, each

worker getting his share, if any, according to his own output.

In the spinning department there are 16 line sardars for both the shifts,
¥e arrangel the names of these people according to their numbers and selected
6 out of tham at random. Work of each shift is supervised by two supervisors.
Since the duty time of workers and supervisors are changed every 4 wecks, each
work group is under the same supervisors for both parts of its 10-hour work day.
Above the supervisors there is the shift-in-charge. The shift-in-charge for A

shift is called oversear,

The ef flciency rate fixed for each quality of yam is subject to contami-
nating errors like bad quality of rav material, machine stoppages due to mechani-
cal troubles etc, It is admitted by both workers and supervisors thut in case
of bad raw material supply it affects all spinners alike. Since the equipment in
this new industry in Pakistan is quite new, mechanical disorders are not too
many and are of minor significance only. Besides, maintenance people are always
ready for maintenance work., We made a check with the maintenance department about
idleness of machines handled by spinners unuer our stwdy and made adjustment of
the expected production level accordingly. WKe obtained the actual output of the
six work groups in units (weight in pounds). but the level of output of different
work groups is not comparsble. Some groups work with F.l.C.b. variety of machines,
while others work with Hackie variety. Again within the Mackie variety, some
work with Mackie 54 and some with Mackie 4k. The length of threads, and efficiency

level expected of Weft yarn and warp yarn are also different. Therefore, the
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etandard output expected was used. This staniard was set to determine the
amount of efficiency bonus. 7he rate was fixed with reference to type of
yarn produced and the type of machine used. Since output of different workers
or workgroups was not comparable, the efficiency bonus paid was taken as a
measure of productivity. As in other mills productivity figure was taken for
a period of 8 weaks. It appeared that one group was just at the standard and
received no bonus while the other {ive groups received bonus of varying

amcunts.

A8 to the contaminating factors affecting productivity of workers, it
is the feeling of both workers and management that bad supply of raw material
or interruption in power supply, affect all spinners alike. According to
workers, saraars and supervisors, the only significant major contaminating
factor is the machine itself. Although the machines are of the same age and have
the same origin, their present capacity is not the same due to aif ferences in

the degree of care and attention given to them by different spinners.

We personally inspected each machine and asked the line sardars and the
supervisors to grade the machines on the basis of thelr capacity. There wers
four grades i.e. A, B, C ani D with numerical values of 4 t0o 1. Average grade

of the 8ix groups did not show any significant difference among the six work

Investigation in Mill No.3: The investigation in Mill No.3 was conducted
after the completion of investigation in Mill Nos, 1 and 2, Mill No.3 was rela-
tively a small mill with capacity of 351 looms in the Weaving department which
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formed the area of investigation in mill No. 3. This mill went into production

in 1956 and hence hud experience for 10 years. This mill is altuated in the
outskirt of Dacca, the provincial metropol of LEast Pakistan. This mill was pione-
erodzz fazdly group belonging to the Marwari Community which is one of the leading
business communities of the Indo-Pakistan sub-continent., As is true for other
privately owned and privately msnaged jute mills of East Pakistan, the Pakistan
Industrisl Development Corporation (PIDC) was one of the sponsors of this jute
mill., However, munagement of the mill was entrusted to a Bosrd of Directors
consisting of 5 membars, four representing the private industrialists and one
representing the PIUC. Of the four members representing private capital two were
Mamwaris of which one having the predominant proportion of the shures acted as
Managing Director or Chief Executive. He had full control about policy matters
and intermal 'managanmt. oif the company. In 1965 it was revealed that the Managing
virector neglected his duty as the chief Executive and got mixed up in anti-social
activities. This prompted the other major stockholder, namely, the LPILC to take
over the administration of the mill in pursuant of the resolution passed in the
meeting of the ordinary shareholders. Obviously this jute mill is an EPIDC
concern noW for the purpose of general administration, LPINC has provided the

keay people to man the mill.

According to the present manager, this is an unbalanced jute mill. The
earlier management started the mill with a capacity of 250 looms, This was
later on expanded to 351 looms but without corresponding expansion in the support-
ing processes like batching, beaming, spinning etc. AS a result, the weaving
department now works two shifts vhereas spinning, beardng, stc. work three shifts
in order to feed the weaving department.
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This m1l used to work 7 uays a week, The Workers are entitled to one
day off as weekly holiday under the terms of the Factories Act. The mill manage-
ment used to employ them on Sunday at double the normel rate treating it as over-
tine work., However, recently there has been severe shortage of slectricity in
the province and Governmental authorities imposed ' mtioning' over the use of
eleetricity, Hence there is no overtime now and the factory works only six days
a week. However, the 8 hour normal shift time is broken down into two periods,
As a result shift A starts at 6 A.M, in the morning to continue till 1130 AM.
when the B shift starts, The B shift continues upto 2 P.M, when A shift staris
again and finishes at 4-30 P.M. B shift works its Second part from 4~30 P.M. to
10 P.M. The shift time for workers changes svery two weeks. The shift time for
supervisars also changes every two weeks but they work 8 hours at a stretch, namely
6 AM. to 2 P.M. for A shift supervisors and 2 P.H. to 10 P.M, for B shift super-
visors. Obviously every day a particular worker comes under the influence cof two

supervisors. The situstion is the same as We have observed in mill No.t.

The weaving department is run by two shift-in-charges, one for A shift
and one for B shift. They report directly to the mill manager wWho is the present
top administrative head of the mill. Each of the shift-in-charges is asaisted
by two supervisors. As in other jute mills, the supervisors run thalr shows
with the help of line sardars. In the weaving department there was a total of
24, line sardars, Each having the charge of one line of the looms. We selected
at random six out of these 24 lines for the purpose of interview, We had thmre-
fare six supervisors and six line sardars in our sample of supaervisory people.
In the six line that we selected for investigation there were 123 weavers and
we selected at random 43 weavers on the basis of our original criterion, namely,
one-third of the workers of a particular group subjected to a minimum of six

from each group. Therefore we int erviewed a total of 57 people in mill Ne.3 as
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compared to 54 in mill No. | and 50 in mill No. 2. Unlike other mills, the produc-
tivity level of the six linee wue determined by taking the actual production af
the weavers for a period of elght weske preceding the date of investigatlion.

General : Age Btructure : An effort wus made to determine the
relative age levsl of workers, line sardars und supervisors. This is shown

below 13

Category of people Mill No, 1 Mill Ho, 2 Mill No.

Workers 30,9 2.5 30.18
line sardars 35.3 J7.8 ldes 50
Supervisors 217 3.2 35.83

It appears that in mill Ho. 2 and mill Ko. 3 workers are youngeat in ege compured
to their line sardars and supervisors, but in mill lio. 1 it is the supervisors
who are junior in age. The line sardars are, however, oldest in age in all the
three jute mills. 7he higher sge of line sardars over the workers 1s undsrstand-
able since the line surdars are selected fram among the workers an the basis of

thalr seniority and experience,

The supervisors who control the activities of the line surdars sre junior
in age to them in all the three jute mills. One possible sxplanation for this
is the lack of upward mobility on the part of the line sardars to the positiom
of supervisors through promotion and the appointment of High School and College
gradustes direot in the supervisory positions. The relatively younger age of
supervisors in mili No. ! compered to the othar iwo is dus to the supervisory

training programmes of the mill, in which younger graduates are attracted.
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In all the mills the line sardars have greater work experience than the
vorkers below and the supervisors above. One explanation for greater work
axperiance of line sardars compared to workers under their supervision is the
upward mobility of experienced workers to the position of line sardars through
promotion. The relatively lesser experience of the supervisors as compared to
that of the line saruars is due to the direct recruitment of High School and
College graduates to supervisory positions rather than promoting line sardars

as supervisors.

Sociul background: 4An attempt was made to determine the social background
of workers, line sardars, anu supervisors. This was done by taking the occupa-
tion of the father of these people. Mother's occupation was not considered
since almost all the mothers in gemral)in East Pakistan are housewives having
no other gainful occupation., Thae table below shows the uependence of the fathers

of these people on cultivation :

Categgory of pepple, Mill No. Mill No, 2  Mill Neo. 3
Workers T4 75% 765
line sardars 50% 50% 334
Supervisors 12% 164 16%

It seems that the largest majority of workers come from agricultural
fumilies., The proportion of line sardars coming from agricultural families is
not that big. The other occupations practised by the fathers of the line
sardars include petty retail business, village handicrufts, and primary school
teaching. Possibly such social background has provided the line saraars with
leadership qualities and economic stimulation that have helped them to rise

above the level of workers to become line sardars,
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It sesms that only a small proportion of the swervisors come from
agricultural families, Their fathers are either the former rentcers (small
landlord) or petty businessmen or school teachers or office clerks. Apparently
the supervisors are from & socio-economic background quite distinct from that

of the iine sardars and the workers under their control. #®

* Our analysis of swervisors' thoughts, feelings and impression really does
little desp psychological probing into their personelity but concerns with
their nomal contact with people and events. We thought that this would
provide us with a reasonable reflection of their perscnality.

Cf, Smith, Sruner, White et al (Harvard Psychological Clinic),

"Oopinions and Fermonality". John Wiley and Sons, New York, 1956.
"One gains rich insight into the functioning of psrsonaiity by considering

not only the deep dynamics, but also the level that is closely in contact
with events in the world" (Page 80).
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CHAPTER - V
TABULATION AND ANALYSTS

DETFAMINANTS OF PRODUCTIVITY: As already stated, this study covered eighteen

workgroups in three jute mills, asix in each. The method of computing productivity
has already been described. After the ascertaimment of productivity of each group,
the 8ix work groups in each of the jute mills were arranged in order of their pro-
ductivit.y. The top three groups of the ranking were taken as high-producing work-
groups and the bottom three were tzken as low-producing groups. The average produc-
tivity level of the high-producing groups were deducted from the average productivity
leval of low-producing groups., The difference in average productivity of high-
producing groups and that of low-producing groups was subjected to t-test separately
for such jute mill. The value of t was founa significant at 5 percent level of
confidence for mill No.! and mill No.2 and at 2 percent level for mill No.?a.l Our
anzlysis of supervision and productivity now starts with the classification of wark-

2
groups into high-producing an. low-producing ss explained above,

It is believed that we can not designate objectively the ucts of a supervisor
as democratic or authoritarian, considerste or inconsiderate without knowing the
motives of the subordinates, It is argued that At is the subordinates' view of the

supportiveness from the supervisor that is important.B""5 We have alresdy seen

1. t worked at 2.9 for mill No.1, 3.3 for mill Ro.2 and 3.9 for mill No.3.

2, We used t test to fina the significance, if eny, of the difference between the
high producing groups and the low=producing groups on any variable, and corre-
lstion betvween productivity of each workgroup and its score on any variable,

The degrees of freedom for t test was 34 for mill No.1, 38 for mill No.2 and

4t for mill No,3 for individual workers while the degrees of freedam for
correlation and also for t for group productivity was 4 for all the jute mills.
The theoretical values of t at 5 percent level of slgnificance far 34, 38 and

L1 degrees of freedom respectively range between 2.042 to 2.021. The theoretical
value of r for 4 d.f. at 5 percent level is 0.8114.

3. Vroam, Victor H,, Work and Motivation. Wiley & Sons, Inc. 196L, Page 109.
be Likert, Henais, New Fattern of Manasgement. op. c¢it.

5. Stern, G.G. wnd K.5, Bloom, "Methods in Personality Assessment." Free Press,
Glencoe, Illinois, 1956, - "behavior is a resultant of transaction between
persons and situation; both must be tsken into account in attempting to predict
a potential transaction". (Page 53).
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how our respondent supervisors feel about their supervisory style. HNow we will
show how the acts of these supervisors are viewed by the people working under

then and what style of supervision they prefer.

STILs OF SUPEVISION sfPuCTED BY WORKERS : In any study on supervision

and productivity it is first of all necessax?y to determine what style of super-
vision the workers really want instead of trying to examine democratic supervi-

sion, An effort was mnde to study what type of supervision the Workers really

prefer. 7The response of the workers on democratic wersus suthoritarisn super-

vision was recorted on a Z-iteam index on the 5-point scale, The first item in

the index was :

"In my opinion, a supervisor should be strong in disciplining people and

enforcing company rules,"
The second item in the index was :

"A kind-hearted supervisor who mixes with his people in a friendly

manniar often fails 1o get the work done®.

The average score obtained on the above two itens was as follows :

vategory of Workgroups Mill Ho.l Mill No.2 kill No
fﬁ.gh—pI’OdHCing 6 091} 6 072 7-31
Low-producing 6.56 645 7.27

In the 2-iten index it was ussumed that average score exceeding 6 would
be on indication of preference for authoritarian supervision., Apparently workers
of all the three jute mills seem to have agreed to the proposition that & super-

visor should be a strong disciplinarian and that a kind-hearted supervisor fails
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to get the results. But the difference in the score between the high-producing

and the low-producing groups was not statlstically significant .6

The attitude of workers mn close supervision versus general supervision

was cbtained with a three-item index on the 5-paint scale.
The items were :

1. "Many employees in our sectlon slacken or loiter when the supervisor
is absent",

2, "In my opinion, a supervisor should keep a watchful eye on what is
going an in his section,®

3. "dany people are likely to counit mistakes if they are given freedom

to work 1n their own way."

The average score of ulfferent categories of workers is shown below:

Category Mill Mo, Mill No.2 Mill No.3
Low-producing 11.78 12,55 13.23

In this 3-item index it was assumed that an average score of sbove 9 would be an
indieation of preference for close supervision. Judged from that point of view,
all the work groups in all the three jute mills seem to prefer close supervision
although the degree of preference by workers in the low-producing groups is
higher than that of the high-proaucing groups. The difference was tested for
signiricance, It appears that there is no statistical significance for mill No.t

and mill No.2, aithough the direction of relationship seems to be negative,

6. Value of t worked out at 0.54 for mill No.t, O.45 for mill No.2 amd U.30
for mill No. 3-
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But in mill No. 3 the difference was significant at 104 level and the relation-

ship wus negative.7

TYPE OF SUPERVISION niCoIVED BY THE WORKERS: It has already been indicated

that workers in all the jute mills have preferred close supervision. An attempt
was made to determine how the workers actuslly perceived the type of supervision
they actually received from their supervigors. This was done With a two-item
index. The itams were as follows:
1. "Our supervisor alwuays keeps a watchful eye on the workers for fear
that they might slucken or stop working',
2. "Qur superviscr checks our work thoroughly to see if we have dcne
our work properly and carefully®,

The score cbtained by the warkers of the various groups is shown below:

Category of workgroups 411l No.1  Mill No.2 Mill No.3
High producing 8.17 g.18 B.43

In the two-item index it was assumed that any work group whose average
score would exceed 8ix would be treated toc have received ciose supervision rather
than general supervision. Apparently workers in both high-producing the the low
producing groups have perceived the supervisory style they have received as close
supervision. But the difference in the score of the high-producing groups and
low-producing groups did not indicate any statistical significance when put to
the t test .8

7. Value of t worked out at - 1.20 for mill No.1, - 0,28 for mill dNo., 2, and
- 1.68 for mill No.3. Correlation between productivity of each indivicual
workgroup and its attitude toward the style of supervisian was calculated.
The value of r worked out at - 0,19 for will No.1, - 0.17 for mill No,2,
and - 0,52 for mill ko, 3.

8. Correlation between productivity of euch workgroup and its perception of the
supervisory style it received wus caleculeted for the six groups. The value of
r came to + 0.04 for mill ko.1, + O.11 for mill No,2 anu - 0,51 for mill No.3.
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PAY SATISFACTION: An effort was made to find out the degree of satisfac-
tion of the workers about their pay. This was done with the help of an one~item
index, namely,

“"Conaldering my skill and efforts, 1L am sutisfled with my pay".

The score cbtained by the workers is shown belaw :

Lategory ML1L No, ) Mill No.2 Mill No.3
itlgh produeing 3.22 3.17 1.62
low producing 2.56 1.73 1.32

Apparently in Mill No. 1 there is some difference between the high producing
groups and the low prouucing groups sbout pay satisfaction, and the value of t was
significant at 10 percent level in mill No.i. But in mill fNo.2 and mill No.3
the value of t was signiricant at 1 percent level showing that the low producing
workers were less satisfied about thelir pay. Apparently workers who are wore

satisfigl with their pay produce more.9

JOB SECURITY: An eoffort was made to determine the job security felt by
the workers. This was done with a tWo-item index as noted below :
t. "There are not too many dlmmissals or uischarges in this section.”

2. "I feel £ can remuin in by job a5 long as I like,”

The score cbtained by the vworkerse is as follows :

vategory Kill ho.1 Mill No,2 Miil No.3
low producing 4.06 468 450

3, Correlation between proauctivity of each workgroup anu its satisfaction with
pay was calculated for the six groups. The value of r came toc + .81 for mill
No.1, + .93 for mill ko.2 and + T4 for mill No,3 that is significant at
4 df at 5 percent, 1 percent and 10 percent respectively.

The value of t came to + 1,69 for mill Ko.1, + 5.03 for mill Ro.2 and
+ 5.30 for mill Ho.3.
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The value of t was found to be significant for all the three jute mills.

Apparently workers who feel more secure in their job produce mora.‘o

SUPERVISOHS' INFLUSNCB: An effort was made to ascertain the relation

between the influence a supervisor has in the organisation snd the productivity
of his group. This was done with the help of & two-item index. The two jitems
vere a8 _folldus s
1« "Our supervisor has considerable influence in this organisation.”
2. "Qur supervisor can help & worker if he likes becuuse managenment
seldom turns down his recoumendations®.

The score was as follows :

Category., Mill No,1 hill No,2 KHill io.3
High producing 416 Lobh L.21
low producing 3.55 be5h 4e32

It appears that workers in none of the jJute mills percaive their supervi-
sors &8 influential persons. iHowever, thare 18 no significsnt difference in the
degree of influgnce of supervisors us perceived by the workers in the high

producing and low proiucing groups.*

WOHKERS' COMPANY SATISFACTION : An effort was made to study the relation

between Worker*s' company satisfaction andi productivity. There were two questions
o this. The first question was :

311 in all, I feel thet this jute mill is a very good place to work",

10. Correlation between productivity of each workgroup and its perceived job
security was calculated for the six groups. The value of r Worked at + 0,72
for mill Noat, + 0.75 for miil Ho0.2 and + 0,86 for mill Ko.3, that 1is signi-
ficant at 4 d.f. at 106 for mill io.1 anu at 54 for the other two.

* By "nfluence" hore we have meunt "reWard power", not “coercive power', The
revard povwer fx of the supervisors 1s limlted. One possible explanation is
the centralisation of powers in upper managenent,
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The proportion of workers agresing to this proposition were 50 percent for
high-prouucing groups and 55 percent for low-producing groups in mill Ho.t. The
respective proportions for mill No.2 were 6t percent and 68 percent and that for

mill No.3 were 29 psrcent and 19 percent respectively.

The average score for all the workers were as follows ;

Category Mill No.} Mill No.2 Mill No.3
W gh-producing 3.11 3.61 2,52
Low—produeing 3.05 3.50 2.5k

i

Apparently the proportion of those agreeing as well as the averuge score ls
greatest in mill ¥o.2 but the difference in between the high-producing and low

produeing groups within the sawe is not statistically significant.

The reason for this assertion on the part of the wWarkers that a jute mill
is & good pluce to work in spite of its belng hot, dusty and noisy is their almost
unanimous feeling that they cannot have a Letter place to work elsewhere., Another
possible explanation is the feeling of gratitwle for being given the employment

in the firm in a labour-affiuent economy.

The second question on Workers' company setistfaction related to the pride
of the worker, if any, for being erployed on thelr respective jute mills. The

question was

“1 am really proud thut I am working in a jute mill iike this'.

In mill lios1, 77 percent of those in high-producin; groups and 50 percent
of those in low-producing groups agreed o this, As compared to this, the respec-
tive proportions were 65 percent and 55 percent for mill io.2 and 29% and 10%
for mill Wo.3.
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Average score for all category of workers was 3

Category. ¥ill No.l Mill No.2 Mili No.3
liigh producing 3.89 YA 2.52
Low producing 3.7 3.09 2.18

Apparently in all the three jute mills workers in high-producing groups
seen %0 have higher degrse of pride in thelr company. The difference between
high-prouucing groups and low-producing groups, however, was not aignificant.
Correlation between productivity of each workgroup and its pride was also not
aigniﬁcant..”

WOiK GHOUPS' SOCIAL COHESIVENKSS: The relatlon betwsen work gmup"s’
soclal coheaiveness ani their productivity was studied with the help of a four.

iter indsx, The items 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 common}".,

3+ "There is very little griping and backbiting in our section."

4o "People in our section often come forward to help if any one is in
dif ficulty, financially or otherwise,"

The average score on these four items wus as follows :

Category, kill Ho,l Mill No.2 Mill No.

11. Value of r came to + Q.43 for mill No.1, + 0,17 for mill No.2 and + 0,63
for mill No.3. The value of t came to + 1,63 for mill No.}, + .79 for
mdl}l No.2 and + 1,64 for mill No.3.
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It seems that the extent of social cohesiveness is highest in mill No.3.
The difference in the score of the high-producing groups and the low-proaucing
groups was not founu to be statistically slgnificant when subjected to t test.
Correlation between productivity of each work group and its social cohesiveness
was founu to be positive in mill No,1 but negative in mill No,2 and 3.12 Social
cohssiveness was checked through another question on the number of friends a
worker had within hia work group and within the_ company. It was assumad that
more friends within the group rather than ontsi&e it was an indication of &

3

cohesive uorkgrmzp.' It was founda that of the total friends a worker had in

his jute mill only a smull proportion was in his own workgrowp.

WOHE GeOUP TASK COHRSIVENGSS: An effort was made to find out whether the

high-producing vork groups have relatively high task cohesiveness. This was done

with a four.item irndex of task coheyi.vmess. These four items were as follows:

te "People in our section always compliment each other whenever one
does a good job,"
2, "Thers 1s a lot of mutuzl help in our section whenever one has a
difficulty in his Job,*
3, "Whenever a new worker comes in our section, old members try to help
him in getting started,"
4. "Pgople in our section often encourage each other to think of better

ways of getting the job done.™

f2. Value of r came to + 0.57 for mill No,1, -~ 0.60 for mill No.2 and - 0,16
for mill No.3. 7The value of t came to + 1.60 for mill No.l, - .& for mill
ho,2 and = .29 for mill No.3.

13. likert, New patterns of Management. op. cit. Page 36.
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The averagse score obtained by different groups of workers was as follows:

Cat egory Mill No.1 Mill No.2 Hill No,3
High produeing 7.89 7.% 6.32
Low producing 7.05 . 6457 6.02

It seams in all the three jute mills, low-producing groups have low task

cohosiveness, The difference between the groups was not siemificant.m

PROV UCTION—ORI:NTATION: The production-centeredness of supervisory people
was studied through a 5-item scale, The first item was :

"Qur supervisor always encourages us to produce more.'"

In Mill No.t, 61.1% of those in high producing groups and 72.2% of those
in the low-producing groups agreed to this proposition compared to 77.7s percent
and 90.9% percent by those in the high-producing and low-producing groups respec-
tively in mill No.2. The proportions in mill No.3 were 90.5 percent and 95.5

percent respectively.

The second item in our scale was :

"0ur supervisor is always ready to help us in our production problems."

In mill No.1, 22.2% of those in high producing groups and 38.85 of those
in low producing groups agreed to this proposition. As against this, in mill
No.2, 55.5% of those in high producing groups and 27.2% of those in low producing
groups agreed that their swervisors showed willingness to help in their job
related problems. The figures for mill No.3 Were 28.6 percent and 40.9 percent
respectively.

the The value of t cume to + 1,42 for mill No.1, + 1.17 for mill No.2 and + .44
in mil} No.3. The correlation betwean proauctivity and the score on task
cohesiveness for the six workgroups was calculated, The correlstion was
found to be x insignificant for mill No.t (r = + 0.235), mill No.2(r = + 0,126)
and mill No.3 (r = + Q,014).
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The third item in the scale was :
"Our supervisor plans production and material flow so that thare is no

stoppage of work",

In mill No.1, 38.8% percent of those in high producing groups and 504
percent of those in low producing groups agreed to this., In mill No.2, 94.4%
percaent of those in high-producing groups and 63.6% of those in low producing
groups ggreed that thelr supervisor makes advance planning for raw msaterials,

The respective proportions for miil No.3 were 52.4 percent and 40.9 parcent.

The fourth item in the index was :

"Our supervisor spares no one if he slpckens and neglects to do his job™.

in miil ilo.1, 83.3% of this in high producing group and 94.4s of those
in low producing groups agreed to this as against 50% and 100% respectively in
rdll No.2, The proportions tor mill No.3 were 80.9 percent for high producing

groups and 63.6 percent for low-producing groups.

The fifth item in the scale was ;

"ur supervisor is vary particular about the quality of the output,"

In mill No.1, 1007 of those in high prouucing groups and 83.3% of those
in low procucing groups agreed to the proposition, while in mill No.2, 94.4% of
those in high-producing groups and 100% of those in low producing groups. The

proportion for mill No.3 were 85,7 percent and 77.3 percent respectively.

lowever, the average score for all the workers was worked out as follows:

Gategory Mill No.1 Mill No.2  Mill No.3
high producing group 16.67 19.59 18.05

Low producing group 16.94 20.00 17.04
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Apparently workers of all the high-producing groups and the low-producing
groups feel that their supervisors are production centered, Hovever the degree
of production-Centersdness on the part of the supervisors in mill No,2 is higher
than that in mill No,1 and 3. However, the difference in the score on produc-
tion centeredness in all the jute mills, between the high-producing groups and
the low-producing groups was not statistically significant. The correlation
between productivity of each workgroup anu the perceived production—centeredness

15
of its supervisor was also not statistically significant.

SUPHRVISORS! MMPIOTEK-ORIENTATION : An attempt was made to determine if

there 1s any relation betwern the employee orientation of a supervisor as perceiv-
ed by the people under his supervision and their productivity. There were four

questions in the employec~orientation index, These were as follows:

t. "Our supervisor goes to bat for us"

2. "Our supervisor shows friendly and sincere interest in our welfare®,

3. "Our supervisor hears our complaints and grievances sympathetically
and tries to reuress them as far as he can"

4. "We feel free to discuss our personal problems with our supervisor"

As to question No.!, namely, Supervisors' going to bat for the workers,
only three out of 36 workers in mill No.i1 agreed to this proposition, compared

to two workers out of 40 in mill No.2 and four out of 43 in mill No.3.

As to questlion No.2, namely, friendly ana aincera interest in workerat
welfare, it appears that in mill Neo.t, 33 percent of the total workere inter-
viewed agreed to this proposition, the percentage for mill No,2 being 45 and
for mill No.3 being 23.

15. Value of r came to - 0.41 for mill No.1, -~ 0.16 for mill No.2, and + 0,34 in
mill No.3. The value of t came to - .21 for mill No.t, ~ .57 for mill No.2
and + .82 for mill NO.B.
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A8 to question No.3, namely, patient and sympathetic hearing of workers!
complaints, 30 percent of the workers in mill No.t compared to 40 percent in

mill No.2 and 23 percent in mill No.3 sagreed to this proposition.

A8 to question No.4, namely, dlscussion ol perscnal problems with the
supervisor, it appears that only 2 out of 36 workers in mill Ko.!, 2 out of 4O

workers in mill No.2 and 5 out of 43 in mill No.3 agreed to it.

lowever, the average score of the workers grouped into high-producing

and low—producing is indicated below 3

Lategory Mill Ho.l Mill No,2 H1lll No.
liigh pl‘oducing 8 078 7 089 7 [} 67
1“ pmucing 7-39 8127 8.“-5

It was assumed that an average score not exceeding 8 would indicate a low
degree of employee orientation and an average score excesding 12 would be an
indication of high degres of employee~orisntation. Apparently workers in all
the jute mills perceive their supervisors as people having very low concern
for them, One interesting aspect of employee-centeredness is that the score is
higher for the high-producing groups in mill No.1 but it is the reverse in mill
No.2 unu 3. However, the difference in score of the high-producing groups and

that of the low-producing groups was not statistically sigtlificant.16

16. The correlation between productivity of individual workgroup and its
perceived employee-orlentation on the part of its supervisors did not
inoicate statistical significance. The value of r came to + 0,18 for
mil]l No.t, - O.42 for mill No.2 and ~ 0.45 in mill No.3. The value of
t was + .77 for mill No.t, — .37 for mill No.2 and - .82 for mill No.3.
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LOUKERS! AGK AS DETJRMINANT OF PrOUUCTIVITY : An effort was mude to

ascertain whaether the age of the workers in the different work grvups has any
influence on thelr productivity. 7The table below shows the age levael of the

high-producing and low-producing groups:

Gategory of groups Kill No, Mill Noe2 Mill No.3
High-prouucing 31.44 26.78 32.95
Low-producing 30.55 26.09 2741

The difference was subjected to tetest but no significance was found.w

EXPERIENCE AS A DETISMIN

ST _OF PROUVUCTIVITY : An attempt was made in this

study to examine the common observation that capacity to produce more increases
with accumulation of experience. One of the major causes of high productivity of
the Indian Jute mills is the accumulated experience. 18 Jute industry in Pakistan
is now 15 yearsold anu we expected to find higher productivity among the more
experienced workers. The level of experience of the Workers investigated by us

1s as follows :

Category of groups Mill No,i Mill No,2 Hill No.3
High-proaucing 8.27 8.42 9.95
Low—producing 76 8.52 8.93

t-test dia not indicate any significunce of the difference between high-producing
groups and low-producing groups in the matter of experience of jute mill work.
Correlation between productivity of euch workgroup ami its experience alm was
not statistically aigniricant.'’

17. Value of t was + .38 for mill No.1, + .267 for mill No.2 & + 202 for mill
No.3. Value of r came to + .25 for mill No,1, -~ .43 for mill No.2 and + .15
for mill No.3.

18. The first jute mill in India Went into production in 1855 while the first
Jute mill in Pekistan started production in 1951,

19. Yalue of r came to + .61 for will ho.l, + .32 for mill lo.2 and +.23 for
mill No.3.
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PEHCEPTION OF SUPERVISORS AND LINK SARDARS ABOUT THEIX SUPERVISORY ROLE :

An effort was made to study how supervisors and line sardars feel about their

role in the organisation. This was done with the help of an 8-item index on the
' '5=point scals, It was assumed that any supervisory personnel scoring 2 to 40

points would have high sutnoritarisn personality. Table below shows the overall

score of supervisors on the authoritarian personality index.

Score Mill No.1 Mill No,2 - HKill No,3
Average 3545 . _35-‘ 3.7

" 'It appears that supervisory people in all the jute mills possess authori-

% tarion personality. The item-wise bresk-down of the supervisor's perception
Q‘\A index is indicated below
‘ N Items MALL Koo! AW No.2 MALL No.3
= 1. ¥orkers are enherently lazy and try to 14.50 4.00 416
t avoid work if they can, ' ;
2. AS a supervisor, my only concern is to get
the work done, not to bother about vorker's?’
E feelings and sentiments, 3.37 416 L33
3. 1f workers work more and talk less every
- body would be better off. L 50 he83 . k33
L. A1l workers want is bread und butter 462 L.16 5.00

5. vorkers only do what thsy have {o do; hence
& supervisor should keep his people bugy and
give more work than they can uaually do, L.37 466 Le33

-‘ 6. The level of intelligence and sense of
| responagibility of wWorkers here wre 5o low
: that & supervisor cannot rely on them to
work of their own. 475 4Le50 4.83

7. Une sure way to get production is to watch
i workers closely anc check in details, .87 5.00 483

8. The ola proverb "spare the rod, spoll the
chili" is applicabls to working cluss. e 50 3.83 5.00
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Obviously the sardars have indicated authoritarian attitude on all the

eight items except in item No.! in mill No.l.

PRESSUE FOR PrROUUCTION : The high authoritarian attitude indicated by
supervisory people may be a function of their general so¢ial conditioning or
the result of pressure:em;tad on them from above for greater production. An
effort was made to stwiy the pressure on the supervisors. This was done by
observing the movement of production managers of btoth the mills. It was found
that the production managers invariebly moved on the shop floor at least once
during each shift of operations. This is a part of their normal work schedule.
The general managers aiso come down to the shop floor occasionally, particularly
when production goes down. Production managers lirhdicat.ed that their visits to
the pll;oduction areas make the supervisors and workers glert. A significant
proporb.i.on:of the workers int.u;vioied by us,__zopserved that pressure for greater
production on them comes mainly when supervisors are worried about instructions

fram production managers ami general managers.

+ In adaition to our observetion, we obtained a five-item index of prassurs
o the supervigors., Any one obtaining a score of 15 to 25 was asgumed to have
bean subjected to high pressure. Table below shows the aversge score. dbtalned

by supervisors.

Score #ill No,l Mill No.2 Mill No.

Average 20.16 20, 50 22.16

It appears that supervisors in all the three mills are under pressure

from above for higher production, Item-wise break down is shown below 3
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Obviously the sardars have indicated authoritarian attitude on all the

eight items except In item Ho.! in mill No.l.

PRESSURE FOR PrRODUCTION : The high authoritarian attitude indicated by
supervisory people may be a function of their general social conditioning or
the result of pressurs exsrted on them fiom above for greater production. An
effort was made to study the pressure on the supervisors. This was done by
cbserving the movament of production managers of both the milis. It was found
that the production managers invariably moved on the shop floor at least once
during each shift of operations. This is a part of their nomal work schedule.
The general managers also come down to the shop fleor occasionally, particulsarly
when production goes down, Production managers indicated that their viasits to
the production areas meke the supervisors and workers alert. A significant
proportion of the workers interviewed by us, observed that pressure for greater
production on them comes mainly when supervisors are worried about instructions

fram production managers anu genecal mgnagers.

In addition to our observation, we obtained a five-item index of prassure
on the supervisors. Any one obtaining a score of 15 to 25 was assumed Lo hive
been subjectud to high pressure. Table below shows the average scors. obtained

by supervisors.

Scm‘e dill NO:‘ Mill N0|2 Hill N0.3
Average 20,16 20,50 22,16

It appears that supervisors in all the thres mills are under pressure

from above for higher production. Item-wise break down is shown below 3
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It ems Mill No.i] Mill No.2 Mill lob.3

{. Hanagement of this company know only one
thing, namely, production. Lo 16 Lel2 L.66

2. My boss wants ne to supervise the workers
closely to get more production., 450 4el2 483

3. My boss thinks that I should go strictly
according to his instructions, rather

applying my own way, 3.66 3.25 Le1b
4. My boss feels that people are inherently
lazy und will avoid work if they can. 4.33 L.12 Le33

5« I am always unter pressurs-production
manager, general manager etc, all press
me for proiuction, 3.63 4. 50 Le16

Scores of supaervisors on pressure may be compared with the pressure on

the line sardars ocbtained on the same 8ix items, This is shown balow 2

Score ¥ill No,l Mill ho.2 5iill Ho. 3
sverage 20,66 22,16 22.00

Apparently preasure exerted on line sardars 1s slightly greater than
pressure exerted on the sypervisors in mill No.l ad mill No.2. Evidently
pressure excrted on supervisors from above gets transmitted below as & matter

of course.

WHAT PhopPle EXPEGCT TO Gl OUT OF THLIR JOBS: Any stwdy on supervisory

behaviour should consider what people really want to get out of their jobs, An
effort wus mude in this study to determine the expectation of workers, line
sardars and supervisors. This was done with the help of an Expectation Index.
The Index consisted of six items for the supervisors, four items for the line
sardars and three itens for the workers. Initlially the six item Index as used

for the supervisors was desimed for all categories of people. However, this
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was changed by dropping a few items for the line sardars since during pre-
testing it was found that all the six items Were not fully relevant for line
sardars, bBesices, line sardars were cbserved to experience difficulty in
canprehending a six-item Index of ranking. Table below shows the expectation

of supervisors,

Mean ranidng
ltems Mill No.t, Mill No,2. liill No.3

1. Higher income 5.25 3.83 L 50
2. Job security 2,50 3.00 3.16
3. Chances for promotion 2.87 2,66 Le1b
4o Power and authority to deal with

suwordinate people. 2,25 3.16 1.66
5. Good behaviour from boss. 3.50 3.33 3.16
6. Information about company policies L.75 5.00 4433

It appears that in mill No,1 the preferences of supervisory people in
order of preferencs are: {1) Power and authority to deal with people (2} Job
security (3) Chances for promotion (4) Good behaviour from boss {5) Information
sbout. company policies (6) High incomes. As compared to this, the supervisory
people in mill No.< inujcated a different order of preferences. These people
preferred most chances for promotion. In mill No,3 the most preferred thing
wWas power and authority to deal with people. tHowever, all the groups of super-
visors have shoWn almost same order of preference for job socurity and good
behavicur from the boss., Power and authority to deel with people huve been
ranked first by supervisors of mill Ko.! and mlll No.3 and third by the supervi-

sors of mill 0.2,
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The expectation of line sardars is shown below :

iteus Mmﬁil_ﬂﬁs_- Mill No.3
High income 2,66 2,00 2.00
Job security 2.1 3,00 3,00
Power anu authority to deal with people. 2,33 1.66 2.00
Good behaviour from boss 2,50 3.33 3.00

It appeurs that in mill ho.2, line sardars give top priority to power
and authority. The same is true for the line sardars in mill Ko.! and mill
Ho.3 extept that line sardars in mill No.t have indicated equal preference for
power and job security while the line sardars in mill No.3 have shown the
Same order of preference for power and high income.

The explunation for relatively high preference for power snd authority an
the part of line sardars anu supervisors is that it is considered as primary in
that the other iteus will follow from power and authority, wuiscussions with
these people left the impression that they seek power not for the sake of power
but a8 a tool of getting work done. If they get prodauction, they get income,
Job security etc. else the threat of discharge or demotion is always there.

Ke muy now turn to the expectation of the workers. This is indicated below:

iiean rank
Items }Mill No,1 Mill No.2 Hill No,3
High pay 2,25 1.82 1.93
Jot security 1.97 Re25 2,02
200d behaviour froum boss 1.77 1.92 2.05

It appears that workers in mill No.1 have assigned top preference toc good
behaviour from the boss while those in mill No.2 and mill lNo,3 have assigned
top priority to high pay. Job security has been assigned second preference in
mill Mo.t and mill Ho.3 but third preference in mill No.2. Further analysis of

the duta revealed one important explanation for relutively lower ranking for
securlty, It was founa that workers who were confimed in their job thought less
aubout security than those who were working as temporary hunds.
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CHAPTER - VI

FINDINGS AND CONCLUSIONS

WHETHER DIMOGRAPHIC CHAHACTHEATSTICS OF THE WORKGROUP MIiMBERS AFFECT

PHODUCTIVITY : There are sunrél demographic factors which are considered in
any study of industrial work farce. These factors include origin, mother tonguse,
sex, religion, marital status, educational attainment, parental occupation 1=.|tc:.1
In this study only three dewographic characteristics, namely, age, education,

and marital status wers investigated.

A8 to age of the workers covered by this study, we did not find any statis-
tical significance of the difference between the average age of the high-producing
groups amd that of the low-producing groups. The correlation betweemn productivity
and age was, however, positive for mill No,1 and 3 (r = + .25 and + .15 respectively)
but it was negative for mill No.2 (r » - .43} which was possibly due to the use
of time-rate in mill No.2, AS to the sex of the workers, all of our respondents
were msles and’tfwrefore)t.he question of sex was not considered in testing produc-
tive efficiency of different work groups. The same 18 true about religion. All

the respondents were muslims,

However, the gtudy found no support for one oft-quoted observation about
educational attainment of the warkforce. It is believed that education improves
productivity of labour. Accordaing to Russisn experience, the econamic value of
one yeara’ schooling 1s on the average 2.6 times greater than one years' appren-
1:.:’1.(:«81':..‘..;3.2 Schultz and others have estimated the mate of return for elanmtm’f
education in 1958 in US.A. at 35 percent.3

1. Husain and Farouk, Socisl Integration of Industrial Workers in Khulna, op.cit,

2, Strumilin, Stanislav, The Lconamics of Educaticn in the U.S.5.R. International
Social Science Journal, Vol. XIV, No.4, 1962,

3. Schultz, Theodore W., The Economic value of education, Columbia University
Press, New York 1963, P. 62.
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The Sharif report has highlighted the close connection between education
and econmnic grmﬂ.h.h Commenting on Pakistans' experience scme westermn scholars
also expressed the view that it will be relstively easier to stimulate educated
people into increased economic act.ivity.s

In this study we expected a positive correlation between productivity of
indivitiual workgroups and its educationsl attaimment. -

In mill No.2 we uid not find any significance (r = + 0,076). However,
surprisingly we found a negative correlation in mill No.t (r = = 0.80) significant
at 10 per cent, The correlation in mill No.3 was also negative but not signifi-
cant (r= - 0.51).%

In order to explain this situation, we examined the nature of schooling
received by our respondients. It seemed that the type of schooling they got was
unrelated to their jobs or their life situations or of a type which did not sharpen
their intelligence. Besides, most of the workers felt that they have forgotten
what they had leamnt in their childhood. A few workers who joined factory wark
after their failure in the Matriculation Examination appeared to be frustrated,
That education may sometimes lead to dissatisfaction on the purt of the workers
has been reported in other studies also.”

It is felt that educetion has to be 'real' for stimulating and strengthening
the right type of instinct which may make 8 worker more resourceful. It should
broaden outlook and sharpen intelligence in order to ensble them to grasp their
Job easily. The existing system of education, however, fails to achieve this
objective. In mill No.3 which had relatively a less favourable employment

4e Government of Fgkistan: Report of the Commission on National Education, 1962,

5. Snyder, J. Herbert, "Problems and Possibilities in Planning for pzricultural

Development" in Economic Develoment and cultural change. The University of
Chicago Press, Vol. XII, No.2, 1962, Page 133.

# This finding was supported in the back up study in which educational attainment
of 243 individual workers and their productivity were put to X2 test. The value
of X< cume to 45.43 a8 mgainst 55.76 required for being significant at 5 percent
level,

&) See Tannenbaum, arnold S, Social Psychology of the Work Organization. Wadsworth
Publishing Co. Inc. California, 1966, Page 4.
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environment education and experience wus found to be negatively correlated at

10 percent level of significance. Correlation between education and age was also
negative at 5 percent level. People with education were also found to have
ralatively low degree of security. That means workers with education are relative-

ly younger in age and haw fewer yeurts of Job experience,

WHETHER WOIRK EXPERILNCK ADDS TO HIGHER PRODUCTIVITY : We have already

mentioned the popular notion among the businessmen of Pakistan and public
offici.a_ls that one major cause for low productivity of labour in this country
is the lack of experience of its workforce, For instance, about the jute
industry, the efficiency of Indian jute workers is attributed to their long
exparience compared to the lack of experience of FPakistanl jute mill workars.é
Howaver, the jute industry in Pakistan is sbout 15 years old now. The jute mills
investigated by us have had experience of more than a decade antiJ therafore we
expected to find a positive correlation between productivity and job experience
of the workers. In all the three jute mills we founa a positive correlation but
it was not significant. (The value of r came to + 0,61 for mill No.1, + 0,32 for
mill No.2 and + 0.23 in mill No.3). The lack of significant correlation between
workers' experience and productivity was observed in some previous studies also.
For instance, referring to the industrial workers of Khulna, Hussain wnd Farcuk have
cast doubt on the hypothesis that an experienced worker would automatically eam
more, |

We could surmd se four possible explanations for the luck of significant
correlation between work experience and productivity. First, it may be that
vworkers ars not using their accumulated skills to produce more, This is more
likely since workers do not get any raise of psy semi-annually or annually. Pay
is a function of periodical contracts. A worker with 10 years of service gets

6. Governuent of Pakistan: Report of the Jute inquiry Commission, 1960, P.146,
7. Busain and Farouk, op. cit. Page 36.
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the seme rate as a raw hand. The non-recognition of seniority in the fixation

of wage rates possibly violates the principle of what George Homan Calls "Theory

of Uistributive Justima".B To put in another way, the piece~rate @ystem of

wage payment involves violation of an important cultural value, Our commonly held
valus is that older and more experienced workers should enjoy greater earnings

than their younger and less experienced colleagues. But in piece-rate, earnings
are directly reluted to output and hence this cultural value is violated in the
absence of output restrictions, Jobs like weaving in jute mills calls for consi-
derable physical efforts and vigour but older people often slow down physically
and can be out puced by their younger and more vigorous collesgues., In fact, under
straight piece~rate it is impossible to reward employees for seniority or neri.t.g
In view oi these considerations, task cohesiveness on the part of the more experi-
enced workers may be low, In fact, this was fourna in mill No.3 in which task~
orientation and experiance was found to be negative and statistically significant
at 10 percant. Second, experiente in terms of years of service put in by a worker
is no indication of actusl skills. It may mean repstition of the same operation
in a routine manner over the years rather than exposure to a wide variety of
operations., Third, workers who learn the job by doing it unaided by any skilled
Worker or supervisor may leam wrong things in the wrong way such that passage of
years doos not sharpen onest capacity to do the job in the most efficient manner.

The relatively higher carrelation in mill No.! than in mill No.2 and mi}l No.3

8. According to Theory of Distributive Justice, thers are certain slements that
a worker brings to his job, e.g. age, seniority, education, sex, ethnicity
etc, Homan called these "invegtments®., In return for this investment the
worker expects to get status factors like pay, prestige, etc. toman Called
them ' returns', According to Homan, returmns should be squal to investment
else there will be trouble on the job, See Zalesnik et al. Metivation,
Productivity and satisfaction of Workers: A Prediction study, Division of
Research, Harvard Business Lchool, 1958, Fage 53.

9. dichard, Max D, and Paul S, Greenlaw. Management Decision Making. :lchard D,
lrwin lanc, Homewood, Illinois, 1966, Page 176, See also.
Belcher, David W., Wage and Salary Administration, Prentice-liall Inc,
Cliff, 1962, P, 1.
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{though not significant} tends to support this view. This mill had at one time
& worker training programme while mill No.2 and mill No.3 never had any thing of
that kind, In the circumstances, we may possibly conclude that experience becomes
productive only when workers are properly trained and have incentives necessary
to induce herd and intelligent work. In the absence of training, he does what
the others do without interest and without understanding or enthusiasm., He does
not understand the effect of what he does. Often he learns from others; short—
cuts and inefficient working methods. uonsequently his performance is poor, his
umethod of working defective and it takes a long-time before he becomes & resson-
ably good worker., Kven then hig stamiards leave much to be desired. Another
explanation for lack of significant relationship between axperience and producti-~
vity may be found in the broken nature of the working period due to sbsenteeism
which does not permit accumulstion of skills',m

MHBTHER MACHINE AUJUSTHENT AFFECTS PROUWCTIVITY: It is believed that the

worker who is better adjustea to handling of his machines ami work tools has a
higher level of productivity than one who is afraid of handling the machinea."

We found support for this hypothesis im mill No.! only. The correlation between
productivity of individusl workgroup amg its adjustment to machines was found to
be positive and statistically significant (r = + .81) at 55. In mill No.2, the
correlation was positive but statistically insignificant. In mill No.3 correla-
tion was statistically significant but if was negative, Adjustment to machines is
partly a function of skills imparted to a Worker as the correct method of handling
the machines amd partly a function of thae work erst accident-proneness. Machine
adjustuent is also culturally conditioned. ror instance, in the mature econamy of
North America pegple are '"uged" to machines almost from birth. Apparait ly machine
adjustnent of workers may be improved through careful testing amdl selection and

sdequate post-selection training., It is also apparent that machine adjustment

does not itself guarentee high productivity.

10. Kerr, Clark, Labor and Management in Industrial Society. Anchor Book.
Douwble-day and Company, Inc. New York, 1964, Page 335.

11. UNESCO : Social and Cultural Factors Affecting Productivity of Industrial
Workers in India, University snclave, New Delhi, 19%61. :




. Dhaka University Institutional Repository ’

- tO4 -

WHETHAR JOB SECURITY pbFACTS PHODUCTIVITY : Job security is one of the

most important items of human needs, for many poople it is more important than
pay. In Hasle' need helrarchy security need cccupies second layer immediately
after physiologlcal need. According to Strauss and Sayles, the major impetus for
unionisation, the most serious problems of superior - subprdinate relations - all
revolve around the need for security.lz It is not enough for a man to have his
physical needs satisfied from day to day; he wants to mske sure that they will
continue in the future. A8 we have sean our average dally worker has no dream

of advancement. The pressure of population increase and the uncertainty of farm
income have made him more anxious to hold on to his job. In the circumstances
Paki stani econanists consider feeling of security in one's employment as a very
significant factor in his adjustment to his Ynm:'k.'3 The data supported this
hypotheeis. The difference in the score on job security by the workers in the
high producing groups and by those in the low-producing groups was found to be
statistically significant (4 significant at 5 percemnt). Some previous studies
also indicated that productivity is positively related to security. For instance,
Lindshl found gecurity more importamt than wages as builder of morale and efficien—
cy.m Several explanations may be offered for relative lack of Job security felt
by some workers in the same mill, First, these people may be marginal workers
with low production records. Second, these penple might have got the wrong ides
of production processes such that they cause greater material wastage or they
were less adjusted to machine handling or they might have poor health and hence
basic insecurity or they may not have any other rescurce to fall back on or they

might have been under demanding bosses., Whatever be the cause, the plain fact

12, Strauss and Sayles, op. cit. P. 18,
13. Husain and Farouk, op. cit. Puge 37.

14. tindahl, L.G,, what makes a good Job? Personnel, New York, 1949, P, 25,
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his job performance is determining his pay, the stronger is his motivation to
perform an effective job. This hypothesis follows from the path-goal theory
which predicts thuat seeing a positive ralationship betwesn pay and job performance
tends to increase job parf.‘oz'mamel.mt Jagues balieves that an individual functions
best when working at a level which corresponds to his capscity at his normal

pace and intensity of application, and when he obtains equitable puyment for that

work, 17

In view of these considerations, we decided to find the eorrelation
between productivity and pay satisfaction. We fournd & positive correlation,
significant at 5 per cent for mill No.1, at 1 per cent for will Ko.2 anu 10
percent for mill No.J. sipparentiy workers who are more satisfied with their
pay produce more than those who are not satisfied with their pay. We could of fer
three possible explanations for this, namely, difference in needs, difference in
the understanding of wage determination meclianics amd difference in the feeclings
sbout under compensation or inequities of pay. The last explunation is possibly
obvious in view of no consideration for experience in wage fixmtion by the jute
mills under review. liowever, pay satisfaction may be affected by other variable
also, in fact we found pay satisfaction to be positively correlated to sccial
cohesiveness in mill No.1 at 10 percent level and to line sardars' employee-
orientation and production-orientation in mill No. 2 amrinl ilaz 05'3pex'cent. and 10 per

Cent raspectively for both the latter varisbles,

WHETH . 8CONOHIC MOTIVATION AMFECTS PROVUCTIVITY : It is often alleged
that workers in our country do not have high econamio motivation. They are content

with whaltever they get. They luck interest in work anu prefer idleness since

17. Jaques. bEquitable Payment, Heiman. londen. 1961, Page 66.
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they have little desire to raise their living standard by earning more through
greater efforts. Some employers feel that workers income fram land holding at
home makes them less earmest at mill work, 18 Lack of economic motivation or
#achievement wmotivation™!? as Proressor Mclslland calls it is a general allegation
against work people in the Asian countries. ior instance, jute mill managers
complain in comwon with managers in most Indian fauctory industriss, of the un-
willingness of their workers to respond to the stimulus of high ua.ges.ao The
managers of the three jute mills covered by our study also expressed the same
opinion. In support of their argument they have referred to the higher rate of
absenteeisam on Saturday and dMonday than other days of the week, They felt that
after getting pay on Suturday, workers slacken and relax and do not report to

WOrk.

In this study we checked the rate of abgenteeism on week days for & Weeks
and found that Saturday evening shift and Monday moming shift have higher
absentee rate. However, we could not attribute all this to lack of interest in
mill work on the part of the workers, ke felt there are several reasons for
this, first, a worker might get exhausted after six days of work, 10 hours each,
in an enarvating environment. Second, absence on Saturday afterncon may be due
to the requirement of shopping to buy food ard other things after receipt of
weekly pay bill, Sunday being & holiday and most of the shops remaining closed
on that day. Similarly, the higher rate of absence on Monday marning shift may
be due to the delay in coming back by those workers who go home on Week end to
meet thelr wives am children in their far off villages unconnected with any

quick means of transport,

18, Husain anu Farouk, op. cit. Page L5.
19. Melelland, D.C. The Achieving Society, Princeton, N.J. Van Nostrand, 1961,

20, fnstey, Vers, op. cit. Fage 281.
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It was felt that econamic motivation should be considered in terms of the
incentive anu the reward which work brings for the workers. In pursuance of an
UNESCO study in India, we thought that the attitude of workers toward overtime
work and plece rute system of wage payment would be better tools of focus on the
economic motivation of the workers under inwstigat.ion.zl By economic motivation
we have meant the willingness of a viorker to use his abilities to the greatest
possible extent, given his inherent abilities and the training needed to develop
those abilities. We assumed 'thut economically motivated workers will prefer
plece rate of wage payment and over-tine work while those not so motivated but
ease~-loving will like time rate system of wege payment amd dislike overtime mrk.;22
Accordingly We expected Lo find positive correlation between productivity of a
workgroup and its score on over~time und rate of wage payment. And this is what
we actually found in our survey. Ii{ appears that workers in the high-producing
groups like over~time and piece-rate more than those in the low-producing groups.
This was true for all the jute mills unier review. The di:rference in the score
on over-time and piece rate between the high pmduci‘nlg groups and low~producing
groups was statistically significunt. (For rate t was significant at 5% for mill
No.1, at 24 for mill No.2, and at 10% in mill No.3 while for over-time t was

significant at 2» for mill No.t, at 5% for mill No.2 and at 10% in mill No.3).

In the face of this finding one might possibly conclude that at least a
part of the workers covered by this study was econamically motivated. Workers

in the weaving department are being pald by piece-rate and so they realise jts

21. UNBSCO, Social and Culturz) Factors Affecting Productivity of Industrial
workars in Inuia. op. c¢it.

22, iconaic motlivation by providing more money does not satisfy physiological
needs alone; money in fact satisfies other higher level nesds also. hages
have becone status symbols. They are one basis for prestige and social
acceptance. Ses Lale Yoder. Fersonnel Managesent and Industriul Helations,
Prentice Hall 1959, Page 4,78.
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implication, namely, the more they produce, the more they get. They also know
that over~time means more sarnings for them since they are paid for over-time at
double the usual rate., As compared to this, workers in the spinning department
get the increased earning involved in overtime. but they are paid by time rate
which does not recognise extra efforts. However, they feel that piece-rate would

have buen more gainful for them.

Une important instance of econamic motivation on the part of jute mill
workers in Hast Pakistan was revealed during our investigation. The jute industry
wWas passing through a period of dull markst for jute goods at the time of our
study. In a bid to meet the depressing condition of the jute goods market,
munagenert, intended to eliminate overtime work. The workers reacted to the
proposal with the threat of strike. In fact, workers in mill No.3 in which
investigation was conducted last were not Working overtime and this was one of

their major complaints against management.

The above finding had its support in ocur back up study alsc., In the back
up the workers wers asked to accept or reject an offer of similar job in another
Jute mill at a remuneration of Rs.5/~ higher than what they were getting but under
a demanding and bad. tempered supervisor. The data on the 243 individual workers!
productivity and their reply on the offer were put to X° test. It seaned that

productivity tended to be dependant on they workers' desire for money.

Apparently we may conclude that workers produce more if they are econami-
cally motivated. The introduction of & piece-rate gystam to reward efficiency
is not perhaps enough; a more important task is to generate a desire in the
workers to earn more to ralse tieir living standard and to creste a feeling that
compensation ror labour is equituble. However, the fact reuuins that the scope

of what managenent can o is perhaps limited. ¥%e can stizmulate a man, charge him,




Dhaka University Institutional Repository

- 110 -

but he hus to have his own generator. This is all the more so since the emergence
of new needs aiter the satisfaction of the prepotent need is not a sudden or
saltory phenomenon, but rather a gradual emergence by slow degrees from nothing-
ness, If the fellow does not have the generator, society itself rather than
managenent possibly should be held responalble to provide that. However, our
study was confined to positive incentives only. We oould not explore the possibi-
lity of increasing productivity through what Barnard calls negative incentive

e.g. making work more attractive by shortening hours, making working conditions
Jess oneroua.23 e must, of course, remember that whatever steps we tske positive
or negatlive, it must be relevant to the workers own need satisfaction, For
instance, introduction of plece-rate to inwoke competition may fall if workers
view incressed productivity as threat to their stable employment. This was

2
demonstrated in the Mieca splitting rvom in the famous Hawthorne studies, 4

WHKTHeR Prlob IN yHE QuGANISATION ONE wOAKS FOR AFFECTS PRODUCTIVITY
One of the hypotneses in this study was that workers who are satisfied with the

oversll situation in a company arxiﬁhereforefhave a sense of prids for being
euployed it a firm like their own, produce more. In other words, we expected to
find & positive corrslation between productivity and company price, In fact, the
data indicated the presence of such a positive correlation but it was not statis-
tically significant (r = + .42 for mill No,1, + .09 for mill No.2 and + 0,63 for
mill No.3). We also did not find any significant relation betwsen productivity
and over-all company satisfaction. This fimding of ours lends support to Likert!s

contention that there is no relation between productivity anc employees! attitude
2

torard the company. >

<3, barnard Chestev. The rFunctions ol the ixecutive, Harvard University Press,
1948, Page 140.

2L, for other studies which found workers under the same munagement and same first
line supervision responding quite differently to & piece-rate system see
Wi.l's Whyte {ed} Honey und Motivation, Harper & Brothers, New York, 1955.

25, Likert, R., notivation: The Core of Management, aMp Personnel series No,155,
New YTork, 1953, Pages 3~21.
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One of the jute mills covered by the study was the biggest in the world
and the first jute mill {0 be started in Pakistan and it is owned and managed by
one of the leading business families of the country. The second jute mill is at
presant owned and managed by Eust Pakistan Industrial Development Corporation.
According to our information, these two jute mills have made provision for housing,
medical, recreational, educational, and other facilities for the comforts and
bencfits aof workers to a degree not observed in other milis of the comtry. The
third 8111 i3 owned an: managed by a famlly belonging to the famous Marwari
business community. Therefore, we expected to find positive correlation between
productivity and workers' pride in their organisation. However, our data did
not indicate anything of that sort. We found a positive correlation between
productivity and company pride in all the thres jute mills but the correlation
was not significant, We could surmise two possible axplanations for thias,

First, in Pakistan, the job is of primary importance to the workers in view of
the presence of unemployed surplus labour and the eaming from factory employment
provides for mere subsistence, thus a gemine feeling of pride is often lost
sight oi'.zé Second, pride in the crganisation one works for is a function of the
workers' sense of belongingness as well as the efforts of management toward the
harmonious integration of the interest of the amployer; and that of the employees.
Since these tWo elements are largely missing and since workers are frustrated
about the reward they are getting for their contribution, lack of correlation

betwesn pride and productivity is perhaps obvious, In our view, in a situation

26, Avarsge monthly earnings of a factory worker in East Pakistan is ks, 74.00
while hast Pakistan Minimun Wages Board considers iis.127.00 adequate for a
modest, standard of living, See M, All Raga, The Industrial Helatlions
Systen of Pakistan, Bureau of Labour Publications, harachi, 1963, Page 3.
Apparently Pakistani workers are at different need level than western
warkers, For instance, in U.5.A. workers who have jobs are assumed to
have satisfied their physiological needs pretty well. See Mcgregor, The
Human Side of the mnterprise. op. cit. Page 36.
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like this, "psychic incame" like pride is of little significance for workers,
Such psychic income is of significance to people who are inspired snd people
become inspired only when they have company inwlvement and a sense of belonging-
ness to it. This can be achieved only when management finds ways and means to
maximnise the valid congruence between inuaividual motivations aml organisational
requirements, This valld congruence seans to be lacking. WUliscussion with
managerial people left the impression that people should be docile in return

for the fringe benefits given to workers. They referred to Provident fund
cmtribution, housing accommodation, canteen, recreational anu educational
facilities etc. Theso off-the-job rewards do not seem to have won workerts’
heart, because workers' have a feeling that munagement considers them as

ifavours uistributed" while they themsalves take them as matter of right after
hard fight.27 Apparently the problem of Pakistani jute mills is ocne of integra-
ting the interests between the organisations own objectives and an individual's
personal objectives and this integration is very vital in our free market

econoly in creating positive incentives to bridge the possaible diverging
.’1.nt.erevst'.ﬂ.2B However, this faith seems to be lacking in Pakistani enterprises,
There is no assursnce that employees Will prosper if the company prospers. horkers
and even supervisory people are not informed of company plans and policies. What
the workers think, question and plan hardly goes up the line for management's
consideration and action. In short, management "shsu-:i.ng“29 wWhich is considesred
as & vitsl stimulation to ewployee belonging and pride goes unrecognised, This
will be apparent from the expectations of swervisors from their jobs discussed

in this study elsewhere,

27. Raza, op. cit. Fage 3.
28, Duvis, R.C,, The Fundamentals of Top Management, Harper and how Publishers,
New York 1951, Page 609-624,

29. liouges, Henry G, Hanagement. Frinciples, Practices and Problems, Houghton
Mifflin OGanpany, Boston 1956, Page Li2.
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There was evidence that pride is influenced by other factors, For instance,
we found positive correlation between pride and line sardars' employce~centereodness
significant at 5 percent level in mill No.3. In this mill productivity was also
positively related to workers' social cohesiveness significant at 5 percent level.
In mill No.1 pride was positively correlated to task cohesiveness signiflcant

at 10 percent level,

WHETHER CLOSENISS OF SUPuaVISION AcFaOTS PrOUUGTIVITY ;3 (General rather

than e¢lose supervision is more often assoclated with a high rather than low
level of prodnct.ivity.Bo hn important hypothesis of this study was that workers
under general supervision produce more than workers under close supervision. We
foun that our respondents themselves preferred close supervision and they per-
ceived that they got what they wanted, In other words, all the six work groups
studied by us were unier close supervision.#* Quite naturally we did not find

significant correlation betwesn productivity and closeness of suparviaion.

Both the workers and the supervisors sesm to belisve the traditional
msnagement view point that work got done because the supervisor saw to it that
it was done and that lax or permissive supervision was an invitation to careless-

ness or svasion of work,

It 48 well to remexber here that one important element of employee-centered

supervision is the perscnality of the workera.BI It is the independent type of

30. Likart, Motivation: The Cors of Management. op. cit.
See ulso likert, New Pattern of Management, op. cit. P. 9.

#* The prevalence of cloge Supervision was observed in the back up study also.
In this rsspect the supervisors were more emphatic than the line sardars.
According to the supervisors, tight supervislon was next to wages as measures
for obtaining higher productivity. The line sardars' gave much lower preference
for light supervision,

3t. Gellerman, Saul W., The Management of Human Relations, Holt, Rinehart and
Winston, New York, 19656, Page 34.
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persons who seem to work best under employee-cent.ered supervision. For dependent
type of peraons, the production-centered type of supervision possibly works best,
The score on the supervisory style preferred by the workers covered by this study

seens to indicate that most of the workers ure of the depanaent type.

Another criterion about close versus general supervision is the nature
of the work itself. If the work is of a teshnical nature, close supervision
rather than general supervision leads to higher productivity. This also depends
an the educational and intellectual level of the subordinates. This was demon~
strated in the study of the Ohio Hailway conducted by the Michigun ressarch
group. In the railway study, the researchers found that close supervision rather
thatn general supervision gave higher productivity. This is something reverse to
the findinygs at the Prudential and it is attributed to the different nature of
the work involved in both the studies and the differential educational and intel-
lectual level of railway aund insurance woriu:r:a.ya In our view, the nature of
weaving and spinning in a jute mill are such that constunt presence of the super-

visor 13 perhaps essential.

Therarora,we might say that general supervision or worker autonoumy as one
of the important requisites for high output is not relevant for all organisations.
Our finding has support from the study of the British industry by Argyle, Gardner,
and Ciofi and the Indian study by Ganguli et al. The Indisn study was conducted
in a government warkshop and it was found that closeness of supervision was not
directliy related to prt:acluct.:l.'tr:i.t'.y.33 The British study did not demonstrate worker

autonomy as a central variable in productivity.> The British study coversd

32, Strother. Individual Performsnce and Corporate Purpose, Wisconsin Commerce.
33. Ganguli, The Motivation and Productivity, Asia Publishing House, london,
'96” Pag‘ 5‘#-

3l Argyle, Hichael, Goldfrey Uardner and Frank Ciofi, "The Measuremsnt of
Supervisory Methods, Human Relations 10; 295-313, (1957).
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factories making electric motors and switchgear and these Wers classed as large-
bateh or quasi-mass production units quite distinct from the clerical workers of
Prudential studied by Michigan group. It is well to remember that selling life
insurance is a classical unit production process, a one-customer-one-sale
situation. Lach sale is a unit by itself, typically removed from the point of
supervision. Therefore in selling life insurance, autonany of sales agents is
an important condition2 of success. Jute manufacturing is a machine-induced
continuous-process technology and ,themfore}uorker autonamy 1s not relevant to
that axbmt.35 Other factors which may frustrate genaral suparvision include
poor union-manageuent relations, .int.emul conflicts within the workgroup and

poor personnel practices on other levels of management.

WHETHER WORKGROUP COHBSIVENESS AFFECTS PRODUCTIVITY: The findings of

past research studies on cohesiveness and productivity are conflicting., Some
studies tendsd to indicate that a more cohesive workgroup produces more than a
less cohesive workgroup. Some studies, however, indicated that cohesiveness may
be associnteu with low productivity. The advocates of cohesive workgroups refer
to Hawthorne experiments. both the Relay Assembly room and the Bank Wiring

room were undier incentive rate and workgroups in both were cohesive. But the
Helay Assembly room gave higher productivity. This was attributed to satisfac-
tion of warkers' needs to & large extent and the cohesiveness was task oriented,
In short, the Hawthorne stucies showed thut "the values snd the customs of the
group Waere more important to the individuals composing it than any cash benefits,

Another oft—-quoted study is that of Zaleaznik, Christensen, and Roethiisberger.

35, Cf. Uubin, dobert "Supervisgion and troductivity: &mpirical Findings and
Theoreticul considerations" in "leudersidp and Productivity® by Dubin et al,
Chandler Publishing Company, 1965, Page 30.

3. Strauss and 3ayles, op. cit., Page 126,
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These researchers cancludea that group membership or reward by the group, was &
major detercinant of worker productivity and satisfaction, while reward by

munagenant hud no noticeable motivational efroct.ﬁ

Katrz et alﬁ Studying groups of rail road maintennnce workers and

Se::xshc»re39 investigating industrial workgroups reported no significant relation-
ship between group cohesion and the lsvel of productivity. Van Zelatl"0 dealing

with groups of bricklayers aml carpenters, Katz d-m al studying olerical

of fice workers, Hayo and Lmbardu in their aircraft study reported significant

positive relationship butween group cohaesion and the level of productivity, The

studies of Llul‘;.‘.n""3 and l-likalachkim sre also illustrative.

itherefore, one very importunt hypotheais of this study was that a high
cohesive workgroup produces more than a low Sohesive warkgroup provided the basis
of cohesivaness is for successful implementation of manegement's productivity
goal rather than sabotaging it. because of the diverse nature of f{indings sbout
the relutionship between group cohesivensss aml productivity, we considered
gioup cohesiveness separately as social cohesivensest and task occhesiveness, we

expected to find positive correlation betwean productivity and task cohesiveness,

37. Motivation, Productivity and satisfaction of workers, op. cit. Page 383.
33, Produstivity, suweérvision and horale Among Hail road workers, op. cit,

39. Seashore, Stanley E., Group cohesiveness in the Industrial Workgroup. ARn
trbor, Institute of Social Research, University of Michigan, 1954.

4. Van Lelst, K.H., Soclometrically Selected liork Teams Increase Productivity".
Peprsonnel Psychology. Yol, V. No.2. 1952.

L1. Productivity, Supervision and Morale in an office situatlon. op. cit.

42, Hayo, ktton and G.i.F. icmbard, Tewmork and Labor Turnever in the Alrcraft
Industry of Southern California. Hurvard business bchool, bostor, 1944.

43 bubln, Robert, The World of Work, Englewood Gliffs, N.J., Prentice Hall,
'958, Chapber 12

4y Mikalachki,op. cit.
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Ne did not find high degree of social cohesiveness in the Jjute mills al-
though the level of cohesiveness slightly varied between the mills studied, In
mill No,t correlation between pmducuﬂt.y.m\t.he social coheaivaness of the
workers wus positive but in mill No.2 andmzltl.hioégmhuon was negative but
not statistleally signiflcant, {r = + 0.57 for mill No.1, - 0.60 for mill No.2

and = 0,29 for mill NO.B}.

we slso did not find any correlation between productivity and taske
cohesiveness, (r= + 236 for mill No,1, + .126 for mill Bo.2 and + 013 for
mi1l ¥o.3).

Correlation between social cohesiveness and task cohesiveness was ulso
not statisticilly eignificant. (r = + 0.64 for mill Ho.!, + C.37 for mill No.2
and = 0.35 for mill No.3). It is, perhups, apparent that the position about work=
group cohesiveness is much greamter in mill Ro.! than in mill No.2 and mill No.3.
In this mlll, the value of r fell short by a small margin for being significant
at 10 percent., In our view the higher degree of correlation for mill iw.,t is
uue to piece~rute system of payment which encourages wurkers towards greater
productian, One works bstter ard gets better and hente scope for antagonistic
fealing is not that proulnsnt as in & time~rate. In this wmill we found workers
who are socianlly more ¢ochesive uilso have more task cohesiveness., The negative
relalion between social cohoeiveness and produetivity in Mill No.2 is, perhaps, an
indication of workers' effort to sabotage manugenents' effort for grester produc-
tivity., It may also indicate & sense of heart~burning on the part of more
efficient workers to see that slackers slso get the same remuneration as they
d0. In our view the lack of significunce of the correlation between productivity
and cohesiveness, sociul ami task, also lies in the nature of the jub., The jab

mugt require tesm work for cohesiveness to be more productive, Fkheu work is so
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organised that the workers are highly interdependent and production depends an
their ability to mesh their efforts smoothly, cohesiveness pays off. In the
spinning ana weaving operations of a Jute mill the task of individual workers
is not interdependent. The heat and nolsy envirorment does not encourage
interaction with ¢o=workers, Uifficulty to communiocute saems to be a very
significant factor. This hus bvean moved in noisy steel mills ami along

assaub ly uneo.ié Another cause for low cohesiveness is possibly the luck of
sherp line of division betwven one group ani snotlier. The plant lay out is

such that it encourevyges & chein of interactions but not group solidarity. This
is supported from Zalemik's ot.uc.'k-,r."'{J The work in a jute mill is machine-paced,
The line sardar is constantly present on the shop floor to look into mechanical
troubles and render other holp of the technical nature. besides, there ure
extra workers to help the spinners. It is the responsibility of the line sardar
to train new entrants into the suction. Aipparently the scops for mutual help
smong the workgroup mexbers on job—relited problems is limited, 5ince the work
involves a continuous-process preoduction technology reauiring high structure
for adequate perfortiznce, the scope for self-organisation of work amd getting a
messure of pride on the part of the workers for bsing part of a hurmonious and
el fective workgroup is not a8 substantisl as is possibls for workers in clerical
aperations, (ne possible explanation for luw aegrve of cohesiveness is the
difficulty in thinking of themselves as members of a wWorkgroup. Our definition
of a work group referred to all the psuple wiv raeport to the same immediate

suparvisor. It seemed that Lhe warkers of Pakistani jute mills form groups on

L5, halker, Charles R,, Hobert Guest and Arthur N, Tumer, Foreman on the
Assexbly line, Hurvard Univeraity Press, 1956, Page 131,

4, 4aleznik, A., korker Satisfaction and Levelopment, research Division,
Harvard Business School, 1956, Pages 120-121.
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& different basis, Workgroup cohesiveness is rather on the basis of customs,
lunguage or district of ordgin. Une group is culturally isolated from the other.
ilots and brawls ocour among groups of workers both inside and outside the
ract.oxy.m From this we can not possibly conclude that workers in Pakistani
Jjute mills do not heve affiliation noed. We had evidence of such need - the
need to have frismus and to be in communication with others, This is apparent
from existing groupings which we have observed and which Husain and Farouk high-
lighted in thelir study on social integration. The significant groups cbserved
were Bengall anu non-vengali, bihari, Noskhall, barisali, Faridpuri ﬂ‘l*.c.l"8
These groupings have developed animosity azong them and ,thereforo medbers of
individual workgroups do not have high degree of concern for each othar - a very

L
importunt factor that facilitates zroup cohesion, 4

Another isportamt fuctor for low cohesivcness is the size of the iine
under each saprdar and the distance irvolved, The average number of weavers or
spinners wkier each sardar is over 2. This is too big & group to develop
Gohesiveness, besides, worker at one snd of the line is beyord the hearing
distance of the other end, Thay are also not visible from esch other being

cbstructed by the tall [rames of the spinning department,

rvidently spinners and weavers of jute nills are so organised that it is
hard to speak of them as groups. This situation lends support to Whyte's

observation that well integrated workgroups are not ubiquitious in industrial

7. Husain and Farouk. op. c¢it. Pages 81-82,

48, Hanageuent asked us not probe into these growpings in view of tensions
among these groups.

"‘9. 'uikﬂlmhkl, Op. cito raﬁ. mU.
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oz-gmisatinm.so Large workgroups may find their social and egoistic needs
satisfied off~the-job and may work only to be paid and satisfy physiologioal
neads.

Lack of association between group cohesiveness and productivity may also
be explained in terms of group mexber s’ conridence in management, Seashore
found that high group cohesivoness was associated with high productivity 1f the
group members had high confidence in manugement &l with low productivity
if the workgroup mambers had lov confidsnce in m.na,gcmmmt..5l It is possibly
becauss ol this reason that we found negative correlation in mill No,3. This
mill is cansidered to be one which had maximum labour troubles over the years.
There has been change of menagecent in this mill, Besides this mill does not
have the elaborate facilities for workers as we chserved in mill No.1. Ihis
mill is locuted in the outskirt of the provincial cepital city and therefore
its workers have besn exposed to urban contact more than the warkers in other
Jute mills and hence possibly more "class-conscious® resulting in diseatisfac-
t.:i.on.s2 However, workers as & class do not seen to have developed confidence
in managemsnt. Une possible Cause for this wide spread dissatisfaction of
industrial workers is the ferment of the "rising tide of expectatiovns" generated

in the wake of independience after long pericd of colonial m].e.53

Yot another explanation for the absence of Job~centered informasl work—
groups 1s the stage of economic development through which Pakistan 1s passing

Kayo and his associstes assumed atomization of the society as a result of

5U. ¥nyte, w.F., "human awlations neconzidered", u,l.kamer apg H.H. Martin,
Industrial Man: Business and Husiness Organisations, Harper and Brothers,
Wew York 195y, Page 315,

5‘. Seushorse, Ofe cit.
52. Lerr. ODe cit. x)agﬁ 25'.

53¢ Dule, Sarnust, Management: Theory amu Pructice, Mcgraw-iilli, New York,
1965, Page 600.
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incustrialisation. We are far away from that stage, We have still the tradi-
tional social groups. We do not have the social and geographical mobility of
the west which reduces social ties of a person to his paurental famlly, initial
residential community and frienas and)therotox'e jour vworkers do not go to the
factory starved for affection and affiliation and hence the factory is not
expectes to provide a new social unit, a new home, a place of emotional security
for the atmized individual as idealised by Mayo.”' In consideration of the
above facts, we nay)porhaps)eonel\ﬂe that for the blue collsr workers social
revards are not so effective in our setting. Workers in Pakistan can be more

el factively controlled by such rewards as are sppreciated by thelr wives,

friexis ani neighbours,

of the major hypotheses of this study was that supervisors in Pakistani indus-
trial firms are production-zinded with 1ittle concern for their subordinate
workers. The data Seamsd to land sq;pcu;t to this hypothesis., We found that,
workers in both the jute mills had perceived their supervisors as highly produc-
tion-centered, Averuge score on the five-point scale was 3,36 for productions
orientstion index in mill No.t and 3.96 in mill No.2 and 3,51 for mill No.3.
Apparently under both the system of wage puyment, namely, time rate and piece-
rate, suwervisors exert pressure for higher production although the degree of
pressure needed for time-workers seems to be higher, Thie 1-) perhapo}mdorst.an&-
able aince the tendency for slackening or goofing is greater under time rate
compared to plaete-rate in which workers quite realise that their eamings are
directly relsted to their efforts and hence checks are needsd only for quality.

Since supcrvisors are carrying out the directives of higher management for higher

54. Ebsioni, Amitail, Modern Organixations. Prentice-iHall, Inglewood. N.J.
1964, Page 47,
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output, they have to concern themselves for production on which depends the
security of their service ani hence they goad the workers to jroduce more. They,
therefore, ussume the role of straw boss who demands complete obedience from

the workers and camot &fford to bs human-relstions-oriented or to be a lax

disciplinarian with & resdy smile and poor production record.

Therefore poor work draws reprimands and threats while good work is taken
for granted ani the pmut.u"n* envelope is deemed enough reward for the contrie
bution the workers make to the organisation. In a situation like this, poor
score on an employee-orientation index is perhapalobvloul. korkers in the three
Jute zmills unker review perceived their supervisors as poople huving very little
concern for them, The average score for employee-orientation on the five point
scale was only 2.01 for mill No.!, 2.02 for mill No.2 and 1,61 for mill No. 3.
The supervisors do not feel that it is their responsibility to go to bat for the
workers or to take friendly interest in their welfare. Iin the matter of complaint
and grievances, swervisrs seemed to have a tendency to ask them to see higher
manageuent on the plea of their inability and helplessness to do anything, In
the ciraumstances, workers prefer to present thelr grievances through union
leaders. It is, of course, true that unier the system of centralisation of
decision-making power, supervisors are left with very little power to consider
workers' grievances, However, the fact remains that as direct immedlate bosses
of the workers and as representatives of managesuent, supervisors could hauve had
interuction with the workers on the job and off-the-job problems and thersby
develop & sense of belonging and a feeling of ¢loser persmal relationship with
the workers. It is apparsnt that this has not happened. They have not tried
to integrate the workers with the orgunisution. hkorkers seem to believe that

the company's sole alm ig making money and supsrvisors are tools to that end.
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Closer integration of the workers with the organisation demsnds closer inter-
personal relationship between warkers and their swervisors but this can hardly
be achieved unaer the prevailing social anu heirsrchical arrangement, The super-
visors who are at least High School Gruduagtes und who come from higher-soclo-
economic background cannot think of closer interpersonal contact with their blue
coilar subordinates who sare inferior to them in education, family background end
economi¢ backing., The old-fashioned landlord-tenant relationship seems to have
bean transferred to the industrial scene though in a refined manner. In the
circumstances, the supervisors feal that the main responsibility for getting the
department's work done reasts on their shoulders and that the function of their
subordinates is to do their bidding so that work could get done., In other words,
they take their function as issulng instructions snd following up continucusly

to ensure that these are carried out.

Since all of our supervisors wWere production-centered, it is not possible
10 make any general statement whether employee-Cent ared supervision would have
given better prouuction performance. hHowever, there were differences in the
level of production mindsdness of the supervisors and we tried to find the corre-
lation, if any, beiween produotivity and production-centeredness. The correls-
tion was positive in mill No.2 and mill Ko,3 but negutive in mill No,1 dut it was
not statistically significant (r + - 0.34 for mill No.l, + 0.16 for mill No.2
and + 0,34 for miil Ko,3). Although the correlation is not algnificant, the
indication is that for workers under time-rate, produstion-centerednees on the
part of the supervisors may leas to higher output periormance. The negative
relstion for mill No,1 is possibly a pointer that under piece-rate gystem of wage
payment, too much exphasis on production may promote resistance to increased out-
put. This has been demonstrated in the score on employeo-centeredness of the
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supervisors, The correlation between productivity of the six workgroups amd
thelr supervisors' employes-orientation was founa to be positive for mill No.l
and mill bo.3,
and negative for mill Ho.2/but the correlstion was statlstically significant in
neither of the twx cases (r = + 0,18 for mill lo,1, = 0,42 for mill No.2 and
- Ou.45 for mill Ko.3). Apparently althouzh the evidence is not strong, in a
8ystew of revarding people by the time put in rather than output turned out,
e«uployce-oriantation on the part of the supervisors may ercourage hsppy family
atwosphere and laxity towards production. However, one interessting feature of
the finding of the study 1s that we did not find any evidence of the mixed style
which the Michigan reseurchers huve come to regard as q:t.imun.ss The mixmd
style biends the eleasnts of both employes-centered and production-centered
methoas. Such a style adapts itself continucusly to the demands of the job and
the nexis of the people being supervised, To use Likert's words, "if a high
level of performance is to be achieveu, it appesrs to be necessary for a super-
vimr to be apployee~cenlered and at the same time to have high performance
gouls ......”.56. In two mills covered Ly this study we founu that supervisors
who had exhibited more of employee orientation than othars possessed less produc~
tion orlentution than others, In other words, in these mills supervisors who
showed relatively higher concern for production showed relatively lower concern
for people. This 18 how one ¢an possibly explain the negative correlation between
supervisors' production-orientation and employes-orientation (r = - .34 for mill
Nou1 wnd - .16 for mill Ko.2}. bBut the finding in mill No.3 was ruite reverse,
In this mill we found a poaitive correlation, though not statistically sigznifi-
cant (r = + 0,62) between supervisors' concern for people and cancern for

production,

55. Gellerman, The Munagement of Human Relations, op. cit. Page 35.
56. Likart, New Patterns of Management. op. cit. Page 8.
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Khat conclusiona can we draw from the above wnalysis of production-centered
and employee~centered supervision 7 liow do we explain the lLick of significant
correlation between supervisoly style ani productivity ? ke huve sean that the
difference in productivity level between high produeing groups and the low-
producing groups wus stetistically significant. From the luck of significunce
in the difference in the level of production-cenieredness and enployee-Centeraed-
ness of the supervisors, oun we say that productivity is independent of aupervisory
style? It is well to keep in mind the sypervisory people whose style of supervi-

sion we have been discussing so far.

These are the people who are "recognised® suparvisors. They represent
the lower emxi of the mmnagerial heirarchy. As wWe have nentioned earlier, thay
arc not the first-line supeirvisors in the real sense, The true first line
supervigors are the line sardars who are skilled top workcers in the eye of manage—
maite But they sre not workers in the sense of actual attendance to machines
of their own andi hence they are not working supervisors in the Aimerican sense,
They supervise work of the sctual workers. They are integrated with the workers
since they liva ami interact with workers. They do mot have superior eduscaticn
or class feeling like the supervisors and hence they can see the workers'
probleaxs better., And surprisingly emough the concept of supervisory styles,
procuction-centered or employee—oriented supervision seaus to fit the line surdars
quite well. For instange, we found that the correlation between line sardars'
anpl gy eo~Centeredness &8s perceived by the workers and thelr productivity was
positive in all the three jute mills. It was statistically significant stcNeper
cent for mill lo.1 anc at 5 percent for mill No.2 and mill No.3 (r = + 0.97

for mill to.i, * O.84 for mill No.2 ara 0,91 for mill No,3). Similarly the
correlation betwesn line sardars' production-orientation and his groups' produe-

tivity was founu to be algnificant for all the jute mills, at 10 percent for
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mill ho.t anu 5 percent for mill Ho.2 atxd mill No.3 (r = + 0.7 for mill No.t,

+ 0,85 for mill 042, ¢+ 0.93 for mill Ho.3). #e alsc fournd that the line
saraar, wiw haa high concern for proucuction also had fair degree of contern for
the peopls under them. The correlation between sardars' production-umindedness
and thelr concera for people supervised by tihan was statistically significant

(r =+ 0.84 for mill hoot, + 0u.72 for mill 5o.2 anc + 0.9 for mill ¥o,3). In
the fuce ot these findings, we can possibly say that the higher proauctivity of
the high-producing work groups was ques to a blending of proaiktion-orientation
and acployee-orientation on the puart ol the line sardars, This {inding of

ours lends support to idkert who feels that superrvisors who have & supportive
attitude toward their man and endeavour to builu then into well-knit teams
obtain higher productivity than those who have & threatening az.i:..'n.i'.udsls.57 It
this firkiing is taken as accurate, it will be eviaent that like western workers,
Pakistani workers also do not consider traditionnl reward of more pay or security
enough to provide sotivation to lead to incressed productiviw.ss bvidently we
can also say that in getting higher production from the workers in the Puki stanl
Jute mills, the role of the line sardurs is more significant than that of the
So~called white collar supervisors., Apperentiy, the line sardar is truly the
man~in-the-middle as the American forwsan is purported to be. 7The data on
supervigors! and line surdurs' production-orientation axi employee-orientation
were fittea into the Blacke and Houton Hanagerial grid.sg This is shown in the

attached gruph. 1t appears that of the 18 supervisors, none is below 5 in

57. likert, R,, Measuring kotivational Performence. larvard cusiness Heview,
Vol. 3%, lo.2, Harch-april, 1958, Pages ,L1-52,

58. s«alemnik, Christenson and Roethlisterger, op. cit. Page 354.

59. bluke, i.l., snd J.9, Houton. The Managerial Grid. Houston, Taxas,
Gulf Publishing Company, 1964.
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emphasis for production but only 5 are sbove 4 in concerm for peopls. As compared
to this, of the 18 line sardars, one is below 5 in exphasls for production but

16 out of 18 were above 4 in concem for people., ividently supervieors are more
concerned for production but less concerned for people whlle the line sardars

have high concemn both for production and for people, (See managerial grid in
graph next page), iegression lines were alsc drawn for productivity on these

four variables separately as shovn below 3-
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WHETHER INTERPKRSONAL SATISFACTION BEIWERN WORKEHS AND SUPERVISOR AFFECTS
PRODUWTIVITY : The above finding was considered very much mesningful in view of

the fact that it supported the hypothesis relating to the main focus of the study,
nanely, employee-cantered supervision renders high productivity. We, thersfore,
decided to study the issue in further depth. Accordingly,we broadened the scope
of the snalysis to liividual workers., This was done in view of the criticism of
Victor Vrcom that analysis of supervisory orientation and productivity on growp
basis reveals sliply the average effects whereas over-all prouuctivity improve-
ments are largely due to the fawvoursble response of a part of the group.éo We
interviewed 226 weavers* vorking an piece-rate in six jute mills randomly selected.
In order to gel an icues about man-boss relationship betwesn the workers and
Bupervisors we asked the workers to mention three reasons for which they dis-
lixed thelr line sardars ardd supervisors, We assumed that if a worker perceived
his line sardar and supervisor as auployes-cantered, he would have a likening

for these people and he would refute our cuestion saying that he did not dislike
hie iine sardar and supervisor. It appeared that 19 percent of the workers liked
their line sardars anki 2 percent liked their supervisors, They stuted that they
did not have any reason for aisliking theam. About 72 percent of the workers dis-
liked their line sardars and 90 percent disliked their supervisors snd mentioned

the reasons for thalr dislikes, The reasons mentioned were us follows:

iisndons for dislike § Percentage disliking ( Parcentage dislik-
L line sardars, ) ing_supervisors.
1. Rude behaviour 17 35
£, +ack of sympathetic attitude towards
workeprs! grievances 7 29
3. Apathy towards quick repair of machines 10 2
Le nebuking for going out 10 9
5. lack of skill 2 "
6. Favouritiea or injustice 16 3

60. Vroom, Victor H. Some Pereonality Determinants of the iffects of Participa~
tion. op. cit.

* This back up study was undertaken unuer the auspices of the bBuresu of
Eeonamic Hesearch, Dacca University,
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lisusons for dislike { Percentage dis- ¢ Percentage dislik-
{ Liing line sardars.) ing supervisors
7. Rosming outside and not helping 50 -

workers in Job-related problens

8. Taking bribe and other illegal
gratification 5 3

9, Hefusal to record production
accurastely - 10

10, itebuking werkers for low production
without trying to know the reasons - 9

11, iebuking for bad weaving without consi-
dering the reasons for the same - 14

It will appear from the asbove data that supervisors are more disliked for
rude behaviour, luck of sympathy und unfair rebuking. The line sardars are more
disliked for favouritiasun, bribery and reluctunce to help in job-relited problems,
The practices are not computiable with the practices listed for an employee-
centered supervisor, The views of the workers on the above supervisory practices
appeared to be valid., we interviewed 31 supervisors ami 36 line sardars about
the faults on the purt of the workers for which they take disciplinary action

against them, The reply was as follows :

Faults on the part of the workers QFereent,age of line { Percentage of
{ saruurs taking action{ supervisors
¢ { taking action,
Going out and loitering 5k 65
Bad weaving 35 61
ai ehaviour 20 52
masting yam 20 10
Parsistently low production 35 39
tighting insice the mill 15 13
lrregularity in attendance and departure 1" 36
Indifferaice to work 22 35
Intentional damnge to machine &« muchine parts 13 32
Absenteeism L 48
Agitation against menagement 2 19
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It appears that the line sardars and supervisors are equally active in disciplining
for offences like persistently low production and fighting inside the mill. The line sardar:
are uore concerned sbout wastage of yam but supervisors are worried about going out, product
quality, punstuality in attemdance and departure, abssmteelsm and agitation against manage-
ment, The supervisors also seem to be mare sensitive sbout workers' behaviour.

The data on indlvicual worke' s productivity and his Jiking or disliking for the line
sardar and the supervisor were ut to X2 test, The value of X° for the superviscrs came
t0 12,74 at 6 d.f. I.e. significant at 5 percent. The value of X for the line sardars
came t0 18.42 at 7 d.f. 1.8. Bignificant at 1 percent. The average proauctivity of those
who liked their supervisors was 35.06 compared to 33.55 for those who disliked their super-
visors. Those who liked thelir line sardirs had an average productivity of 35.93 as
against 33.40 for those who disliked their line sardars.

Apperently indivicual worker's productivity is dependent on his liking his aupervisory
people. The worker who does not have any reason for disliking his line sardar or the super~
visar provuces more, In other words, workers who dislike their boss for various ressons
do not work as hard and as sincersly as those who like their boss. Apparently supervisors
being liked by the subordinates leads to higher productivity of the workgroup.

WHETHER PAKISTANI WORKERS WORK FOR MONEY ONIY: It is common knowledge that Scientific

Hanagement placed an important anphasis on pay a3 & motivating factor for good Job perfar-
mance and thus popularised the concept of "HSoonomic Man®, This assumption about workers
which Mayo termed ss "rabble hypothesis" is still with muny munagement people in the West.
For instance, Halre et. al., put it this wyy., "Pay is the most importamt sasingle motivatar
in our organised aociot.y".e" In the opinion of many mspnagemsnt people, testern ilectrie
studles marked the beginning of the end for the concept of ELeanamic Man. For instance,
Brown felt that wage systeus are not, in themselves, an important desterminant of pace of
work, application to work or output.’ Herzberg et. al., reviewing 20 studies concluded
that only moderate importance 1s attached to pay as a job factor. There is a trend toward

the nev concept of '"Social Man" or "Sccial Self-actualising Man.™

61. Haire, M, E,8, Chiselll and L., Porter, Psychological Hessarch on
Pay: =an overview. Industrial Rslstions, 1363. 3(1), 3-8.

62, Brown, W., Piece~work Absndonaed. London, Heiman 1962, P. 15,
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Acourding to the adwocates of the new concept, Maslows' hierarchy of needs
neatly explains this. Why pay is unimportant ? Megregor ang lLikert built up their
motlvat.ional schemes for organisation that have domngraded pay as incentive.

While aiscussing social, egolstic and self-actualization needs Western Scholars
particularly those in the U.S.A. make & tacit assumption that these are especially
relavant for American Soclety where a strong egalitarian tradition teaches one

to cherish independence and to assume Lthat no one is really entitled to tell one
what to dt:).63 Likert holds a different view. In Likerts' opinion the employeo-

cestered approach hus universal applicability.

One of the objectives of the present study was to examine the validity
of likert's assumption, We asked our respondent workers to runk in order of
preference 3 things which they wanted to get out of their Jobs, These 3 things
wore : High Pay, Job security am good suervisry behaviour, We found that
pay was ranked third in mill No.t, and first in mill No.2 amd mill Ho.3
Apparently workers are not unanimous in giving first preference to *High Pay" -
which is a pre-requisite for the satisfactlion of their physlological needs,.
Taking workers of all the thres jute mills together we found the mean ranking
a8 follows 1

idgh Pay s 2,00
Job security : 2.08
Good boas L9

Evidently top preference is for good boss who will hear their complaints
sympathetically end who will treat them as human beings rether than tools of
productian. It is interesting to note here how workers relate higher income
to good supervisory behaviour. They seem to think that if the supervisor is
sympathetlc they can work with an open and unworried mind and show better job

perfornance and that emsures thelr job security as well us earning. Owr

63. Gellerman. The Kanagement of Human Relations, op. cit. i'e 8~9.
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discussion with the workers left the impression that if the supervlisors whaa
they treat &s more knowledgeable anc superior like their elders, take an interest
in their wellare, talk to them with a smile and explain their instructions in a
calm manner, they feel like working hard, If the feelings expressed by our
responaents are trus, they are probably an indication of the validity of likerts!
cbservation that the high return of human-relaticne-oriented approuach is not
limited to the United States. This finding of ours is different from that of
Gangull who studied a Caloutta sngineering factory. in an 8-item index Ganguli
founa the top priority for adequate income, sympathetic boss ranking fifth.
liowever, even in Gmgu]i’s‘ investigution elderly people (40 or more years of
age) were found to give greuter emphasis on good supervisory behaviour than
pay.5% It will be appurent from our findings that materisl incentives alons are
not anough even for Pukistanl subaistence workers. iven negative incentives
idice the threat of loss of job is not encugh to spur higher productivity. A
supportive approach is also needed. In the fuce of this evidence it is‘lpertmpsi
heazardous to conclude that all of our workers have deadened their aspirations

| or even that thay will continue to be satisfied for the rest of their lives if
only they can get enough food. Manageuent desirous of getting optimum producti-
vity from its workfarce st:oum,thereforojkeep in mind that most behavicur is
multi-motivated. Any behaviour tends to be determined by several or sil of the

basic needs simultangously rather than by only one of them, namely, pay.

WHETHER SUPERVISORS IN THE INDUSTRIAL ENTERPHISES OF PAKISTAN
AUTHORITARIAN: One of the objectives of this study wes to examine the valldity
of the views espressed by s few Western scholars about the supervisory styls of

front-line people in Pakistan. %e found these observations supported by our data.

64, Uanguli, H,C., Industrigl rroductivity and Hotivation, Asia Publishing
HOuSC' m@n, ‘%" Po 320
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For instance, in the 8-item authoritarianism index, the score lent support to
the cbsarvations of Weatherford that supervisory people in Pgkistan are authori-
tarian in their attitude, ke found a significant degree of fealing in the
supervisory people that workers are inherently lagy and try to awoid work and
therefore,they should be kept unuer watchful eye and constuntly goadsd. In other
words, supervisory people involved in this sty appeured to resesble the typical
supervisor desiynated us theory 'L type by Magregor. Of ths 18 supervisors,
only ane exhibited a slight intication of theory 'I' type.

The 18 line sardars also exhibited authoritarian attitude. As the real
front=line supervisors, line sardars, as We have already indicated, are more
important in getting production, We found that the score on the authoritarian
index for line sarvers wus higher in mill Ho.,2 than in mill Ho.t and mdill No.3.

It is necessary to remesber that our samples in mill No.1 and mlll Ho,3 are paid
by piece~rate while those in mill No.2 are puld time rate., Lvidently line sardars

had t© exart more to get production from time workers.

The authoritarian attitucde is a function of seversl factors, First, it
By result from the social conditioning oi the supervisors. Second, it may be
a8 genersl bellef that authoritarian rule is the best altermative of getting
tldngs done, Ihis notion is mot confined to Fakistanis alone. Lven some American
scholars have prescribed authoriturian measures for higher production performance
in Pekistan. For instance, dnyder has suggested constant. weighing of the merits
of encourngesent and incentive, the carot versus penalty-the stiok-as the means
to reach desired target achievement, He felt that penaliy may be more productive

65

than incentives in encouraging proauctivity. another American Soholar, namely,

Clark Kerr feels that the stage of industrialisation through which developing

65. ‘.".i!vdet‘, Herb.rt Jo Opo citio P. '35-
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countries (like Pskistan) are passing is a stage suitable for raising productivity
rapidly through authoritarisn approach,

Third, supervisors may nol be authoritarisn in themselves, Their attitude
may reflesct the authoritarian pressure exertel on thew from above., We found
swpport, for this hypothesis. All the swpervisors maintuined thut they were under
pressure from higher munagement for production. All the line surdars in the

Same way reported of high pressure from supervisors for production.

WHSTHER A UTHORITARIAN SUPERVISION IS UNDESIRABIE : We huve seen thut both

the supervisors and the line sardars have authoritarian attitude toward the
people uier their control. It is now for consiceration whether such authoritarisn
approach can be termed 83 undesirable or harmful. ln our view the style of
supervision is situational., Nelther democratic supervision nor authoritarian
control is ideal for all situations. The ideal style is that one which fits

into the personality type of the subordinates. For people with dependsat )ersonie
lity, the authoritarian approach sees Lo Work better, Since our cbjeciive is

to stress appropriate swervision rsther than making &« blunket prescription for
any particular style, we wanted to see to what extent the present style of
supervision recelved by the workers in our jute mills fulfills their expactations
and needs, In fact, a sophisticated interpretation of employse-centersd super-
viglon 8stresses its aduptibility and its adherence to a consistent appreciation

of what the exployees want and need rather than a dostrinaire insistence on

beiny permi asivo.66

The znglish researcher Woodvward aptly remarked there can
be no cne best way of organising a buainoas.67 In the words of Likert, supervi-

sion is always an adaptive process. A leader, to be effective must always adapt

66. Gallsmuan. Hanagement of Human Helations. op, clt. F. 39.

67. Woodwara, Joan, Management and Technology - HMSO, london, 1965 edition,
P- '0.
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his behaviour to fit the expectations, values anu interpersonal skills of those

L

with whanm he is lateructing.

¥e found thuat workers involved in our study expected rather authoritarian
supervision; they felt that a supervisor should be & strong disciplinarian in
enforsing company rules and production targets, They also seemed to believe that
a supervisor who mixes with his people In a frisndly way falls to exact productiaon.
They felt that the extent of goofing and slackening would increase in the sbsencs
of the supervisor from the section., They hall from a soclety which has bsen
authoritarian in attitude and hierarchical in structure, They have become accustom-
ed with their timid passivity to the intellectual arrogance of the privileged.
They have besen subjectad to rewards and sanctions, praise and punishmant, not oanly
by parents und tsachers but by a number of people such as aunts anc uncles, elder
brothers and sisters, cousins and grand parents. In a situation like this, davelop-
ment of initiative hus been retzraed; instead they have developed an innate
ability to get around people and problems, They huve learut to respect age,
education and smiorit.y.69 Therefore, if the workers accept the suthoriturian
approach willingly and if they do not question the bonafides of their supervisors
in giving orders, the authoritarian approach or production—centered supervision
muy be successful. It seaned that workers investigated by us did not dislike
authioritarian treutment. Vhat they disliked was the mamner in which the orders

were issued end punishuent was administered. They wanted a living wage, Job

- 68, Likert, R,, "Effective supervision: An auaptive ami Helative Process,
Personnel Paychology, 1958, 11, 327.

69. This situstion prevailed in USA at the tum of the jreeent century. Students
were tought, both at hom¢ anc at 8shool, to show strict obedience to thelir
elders, And S0 the childegrown-man-found little difficulty in adjusting to
stern discipline in the office or the factory. See Strause and Sayles.
0D elis, P, 107,
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security and sympathetic hearing of their ocomplaints and grievances. They also
sesmed Lo desire thut their supervisors be sensitive to their needs and treat
them with empathy. They admitted that a supervisor who can combine production-
orientation uith some concern for the people get ralatively higher produotion.
Jur data lert support to this so far as line sardars were concerned. ¥e found
that line sardars who blended employese~orientation and production orientation

got higher production than those who could not do that.

Apparantly supervisors in Pakistani jute mills find authorit.y'as the
esasiest way to force people to work. The philosoply behind such tactics is
this: '"Be strong, bBe tough, Get the Job done by breaking resistance and anta~
gonism®, This approach pays them since most of the workers and their famdlies
are po close to starvation that material, off-the-job needs for food, clothing
and shelter are paramount. Under their poverty-stricken conditions and in the
absence of strong unlons, workers' social and egoistio needs are sacrificed for
economl.c ones, workers know that there 18 a reserve of worksrs (usually about
10 percent of the amplayed workfarcée) ready to take up the work if any one quits,
or is discharged. They quite understund that management is in a priviledged
position Lo fire them since it experiences no difficulty in cbtaining alternative
harvis, In fact.) the presence of dozens of workers everyday in the factory gate
mekes nonagezent to some extent indifferent to the needs and sentiments of the
workers, Management finds little visible cost in recruiting people. There is
no coet for training either since no training is given. The knowledge that the
new entrants have picked up by working us badliwala (substitute) in leave vacan-

cles is considered enough.

It is)therefore o wonuer that supervisory people will show authoritarian
H]
attitude towards their subordinates. liowever, we cannot categorically state

that these Theory X type supervisors are getting optimum efforts from Lhelr
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workers., The relatively higher productivity obtained by those line sardars

who blend production emphasis with some concern for pecple leaves an inpression
that theory X is not the anly way to get things dane. %e have obaerved quite

a big nupber of workers dislike officiousness although they like strong-wllled
supervisors. They prefer to be asked "please do it" rather than ®,0.B. you

will do it". This is akin to what Mary Parker Follett calls 'depersonalising'

in giving orders. Howevar, this is different from what Urusker Calls "Treating
horkers as "Glorified machine t.oula"70. Such supportive and considerate attitude
may result if our supervisors feel and recognise that workere have brains and
ingeneuity as well as muscles. The Scanlon plan in USeA. based on this recogni~-
tion has proved succoa-‘srul.'?' However, that was in what vrucker Galls "industrial
civi]isat.ion“?z. In the course of our interviaw we felt that no blanket prescrip-
tion of theory X or theory ¥ is possible. e noticed a difference in the manners
in which the workers liked Lo be trested. we could probably say "theory Z" based
on differantial need level will work better. ke deduce theory 4 from Haslows'
contribution to wotivstion process. We may perhaps conclude that authoritarisnism
may glve way a8 union movewent gets solid founiation ard as more workera become

wban bred. The Japanese experience is a pointer to this dimt.im.73

WHETHER FIRST-LINE SUPERVISION IS ADBGUATE 3 Xt ie the oplnion of practical
managenent people that first~line suypervision is one of the most demanding jobs

in all of industry.’® A first line supervieor is charged with getting a job done

70, Drucker, Peter F., Practice of Hanugeaent, P, 280.
71. Lesieur, F. The Scanlon Plan. Wiley & Sons, 1358.
72. urucker Peter, i., The Mew Society, Harper & Brothers, New York, 1949, F.151.

73. Odaka, Kuno, Industrial Relations, University of Californis, Vol. 3
liCe 1, ",Jﬁz, P. 101,

74 Gellernan, Management of Huwan falations, op. cit. P. 8.
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through men who are adults like himself, He is in the midst of a conflict in
which his workers attempt to defend thelr ego against his domination and he
attempts to defand his ego agalnst thalr unwillingness to accept his lsadership.
Therefors, establistmont of an effective working relationship in these circum-
stances calls for unCow.on patlence, wisdom snd fairness. In our view, the

line sardars in our jute mills are not adequutely equipped to perform this job.
They are charged with the responsibility for getting production, but they are
skilled workers, clothed with little latitude in decision-making authority. They
live polved betwaan the two worlds of munagement and labour, 10 use Roethlis-

berger' 8 words, the line sariars are "masters snd victims of double talk, n13

In
the opinion of munagerial people, he is & worker pure unu sisple, and from that
point of view, the line sardar is not even what Donald kray calls "marginal men

of industryn .76

In fact, the line surdar, our first~line sipervisor, finds
himself caught in "no men's land" Letwesn the recognised lower end of manugement
ancd the workers st the operating level, If wo do not recogniss the line sardars
88 first-line superviasors reprosenting the lower end of munagerial hierurchy, as
our jute mill managaers do not, the spun of supervision of the white eollar
msnagement rocoznised 'supervisors! wdtenc over w workforce axceeding one hundred
in ench of the Jjute mills. Providing inforaation, material, organisation and
guidance to this vast workforce wost of whom are illiterate, untrained and une
accustoned to factory life, is possibly an lupossible task and therefore rational
use of man and materigls 1s affected thereby. This aspect of factory management
77

in Pakiatsn was lthsrnfore’adversaly comtanted on by western scholurs. The

75. Roethlisberger, Fritz J., "The roremun; Kester and victim of Uoubls Talk"“.
Harvard Business Review, Spring 1945.

76. ¥ray, Donald E., "Harginal Hen of Industry"; The Foremen, imerican Journal
of Sociology. 298-301 (Jan. 1349).

77. Keatherford. op. cit.
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saequusy or inadequacy ol supervisgion may be guessed from the fact that the
formally recognised supervisors are loss knowledgeable than their subordinates,
the line sardars, who have lsarnt the job Ly doing unalded by any training
projrumie. This situation secems to violate the principle enunclasted by John D.
iockefeller, Sr. the flrst man to make a billion dollars in the petroleum
business that, "good management consists in showing average people how to do
the work ol superior peopls®". It is rather difficult to sy to what extent
the less knowledgesbie people cun urouse enthusissw in the more technically
know ledgeable paocple, although cupacity to arouse enthusiasm smong his men has

bean recoynised a3 the wost precious personal asset of a supervisor.
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CHAPTER - VII

CONCLASIONS AMD YMPORTANCE OF THE FINDINGS s

1. The first hypothesis in this study wus that rfmb-__lino sup ervisory person-
nel in Pskistan are suthoritarian in their attitude toward their subordinates.

The data supported this hypothesis, Doth the supervisors and the line sardars
were mostly theory X type and belleved that workers ure lagy and)t.her-rore) have

to be goaded with strong hand for "getting things done' by them, They did not
believe that workers are so intelligent and responsible that they might be allowed
to work their own without detailed instruction and constant check. {vide Pages
93-95).

2, The second hypothesis, namely, the supervisory pcople at the front-line
assume authoritarisn and production-centered approach partly because of ths

pressure exsrtel an them from sbove also found support from the data collected

in this study. bDoth the supervisors and the line sardars stated that they were
under constant pressure from the production manager, and the genersl mansger.
The supervisors transmitted below the pressure exerted on them from above and

this mede them worry about production. {vide Pages 95-36),

3. The third hypothesis in this study was: “the greater the employee-orienta~-
tian of the supervisor of & production section, the higher the sectlion producti-
vity". The data dia not show any significant indication to support this hypo-
thesis so far as the supervisors Were concernsi, The reverse wWas also not true.
The supervisor who subjected his group to grester degree of pressure did not
appeur to get higher production either. However, imdiivicdual workers who liked

their supervigrs ware found to produce more.

But the data suypported the hypothesis so far as line sardars were concermed.

There was significant correluation betwesn the line sardars' emplgyee.orientation
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and the productivity of his workgroup. The reoverse wus also irue, namely, the
line sardar who showed awore concern for production actually obtained higher
production. The association between the line sardars’ production-orientation
and the productivity of his workgroup was positive and statistically significamt.

(vide puges 121-127)

b The asbove findings lent swpport to our fourth hypothesis, namely, emplayee—
orientation renders high productivity only when it is integruted with production-
orientation. CQur data indicated that a successful line sardar is one who has

high concern for production and slso high concem for his people (vide grsph in
page lo. 127). Thers was positive significant correlation between a line sardar's
procuction~orientation and employee-orisntation. So far as supervisors ure
concerned, we fouwwl slight positive association in one mill betwesn a supervisor!s
concern for produgtion snu his concern for people. In the other two mills the
supervisors did not seem to have blended their concern for production and their

concern for people. (vide pages 125-129)

It was however, found that indivicdual worker's prodiuctivity was dspendsnt
on his like/dislike of his supervisory people. That 1s to say & worker who liked
his supervisorsproduced more than one who aialiked his supervisors for soae
reason, The sane wus true about the line sardurs, namely, those who liked their

line surdar produced more than those who disliked their line sardar.

Se The fifth hypothesis in this study was : "satisfactory inter-personal
relationship between a supervisor ani the people under him is positively related
to thelr productivity”, There was support for this hypothesis. Thers was
definite ralstion between interpersonal satisfaotion of a worker with his boss
and his level of productivity. A worker who likes his supervisor or line sardar

produces more (Fages 129-130).
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6. Our next. hypothesis was: "the greater the influence of & supervisor in
the organization, the higher the productivity of his growp'. There was no
indication in support of this hypothesis. In none of the jute millas under
investigation the supervisors Were perceived to huve iniluence in their organi-
gzations. There wWas no association between the infiuence a supervisor had in the

organization aml the productivity of his group. (vide Page 84)

Te OQur seventh hypothesis was: "The closer the supervision, the lower the
group productivity®. The cata did not inuicate any definite association. The
svidence of the relation between closeness of supervision and productivity was
not, conclusive, both the high-producing ami the low—producing groups perceived
that they were umnder close supervision and there was no significant difference
between the high-producing and the low-reducing groups in this respect. but there
¥as some indication that those who thought that close supervision was good
actually produced more. In all the three mills it seemed that the greater the
degree of close supervision desirsd by the workgroup the higher was the group
productivity. (vide page 82)

8. The sighth hypothesis in the stwly wast "the greater the ucgres of
cohesiveness among the group meabers, the higher the gruup productivity". Our
data dia not imdicate any conclusive support for this. In all of the jute =ilis
under study the degree of ¢ohesivaness among the workgroup meubers both social
cohesiveness and task cohesiveness was very low. Uorrvlation between producti-
vity of a workgroup and its social cohesiveness was positive in one mill and
negative in the two other mills but the relation was not statistically signifi-
cunt. Correlation betwWeen group productivity amd its task cohesiveness was

also not significant. (vide Pages 86-88)
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9. Our nineth hypothesis was that productivity ls positively related to
employee' s satisfuction with their pay. There was evidence to support this
hypothesis, It was foumi that workers who were iore satisfied with their pay
proauced more. Correlation betwaeen group prouuwctivity and group ucmbars'
satisfaction with their pay was positive and statistically significant. (vide

Page 83)

10, Our tenth hypothesis was that group productivity is positively related
to grouwp nexber’ s’fesiing of job security. The data supported this hypothesis,
It was found that workers who Were more socure about their employment produced

more. (vide Pages 83-84)

1. The eleventh hypothesis was that workgroups' productivity was relsted to
the group membors' satisfaction with the coupany. There was no evidence to
support this hypothsais. The levsl of company satiafaction was the same for both

high-producing groups arx low-producing groups. (viae pages 84,-85)

12,  Our next hypothesis was timut the higher the esployee s’ pride in their
campany, the greater was their productivity. The data did not support this.
There was no evidence that workers who had more pride in the ¢ompany they worked

for, produced more. (vide Pages 85-86)

13. The thirteenth hypothesis in this study was that productivity was positive-
ly reiated to the age of the employees. There Was no evidence to support this
hypothesis, (vide Page 92)

1, Our fourteenih hypothesls was that productivity of the workgroup is
positively related to its job exparience. The data did not support this hypo-
thesis, There was no significant relation betwgan the productivity of a work-

group and its exparience. (vide Fage 92495)
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15, The fiftesnth hypothesis in this study wes that the productivity of a
workgroup is positively related to its educational attainment., The data seaned
to contrudict this hypothesis. In two of the threes jute mills under st.udy)'the
correlution was negative anc in one of tiiem the correlation was statistically

significant, (vide Pages 97 - 101)

16, Our sixteenth hypothesis was that a worker who is more adjusted to the
handling of his machines ama work tools produces more. Our data indicated evidence
of suppart for this hypothesis, In two of the three jute mills investipgated, the
correlation betwesn productivity of individual workgroup ani its adjustaent to
machines was statistically significant. It was poaitive in one mill but negative

in another. (vide Page 103)

17. The seventesnth hypotheais in this study was that there is a positive
correlation between productivity of & workgroup amt its economlc motivation., The
data supporte: this hypothesie, It was found in all the jute mills that workers

who Wers more econowically motivated produced rore, (vide Pages 103-112)

18, Our hypothesis no. 18 was that Pukistanl workers res;ond favoursbly to
supportive supervisor~worker relatlonship inspite of their being born and brought

up in an authoritarian environment. The data indicated support for this hypothesis.
There wes no evidence that workers, in general, give topmost priority to economic
beneafits, It appeared that one: eployed, workers show preferance for & good

boss who will hear thedr grievances sympathetically und who will treat them in

& supportive manner. (viue Fage 130)

The sbove 18 hypotheses are not separate elements; they rather form part
of the huaunside of the enterprise, In the growth sectors of the economy, we
must develop those human cqualities, traits and capscities that contribute to the

income~generating process of the enterprise. In other words, we must siress
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qualities like prouuctive efficlency, skill, adaptibility, economic motivution,
commitiment to a new system of rules and aiscipline anu forward-locking attitude
to work., Industrial workers will not develop a8 effective growth agent if there
is high rate of absenteelsm, labour tumover and general preferonce for leisure
over income. it is, therefore, necessary to explara how far the above finaings

of ours are relevant to management in its effort towards effective utilisation of
its scurce resourcea. Management has its own limitations. One cun hardly expect
manasgenent to jump on everything that an empirical study might suggest. In the
circumstances, it is necessary to limit our focus on those points which manasgoment
can handle easily; As Professor Rosthlisberger puts it, production-orientuation
and erployee-orientation should not be teken to extremes, In a sese both are
right. The issue is to {ind out when, where and how these two orientatione can
be combined in order to meet the requiresents of the situation and the personality
digpositions of the individuals, Let us now exanine the relevance of our findings
from the standpoint of their pructical spplication.

gelevance ol the findings for increased productivity:
Industrialists in Pakistan, at least the progressive ones, believe that

the supervisor is placed in a piwotal position in an industrisl organization. The
supervisor is concemed with operational policy at the top and its implementation
at the base. But the white collar High School graduate is not this supervisor
who converts compary policy into action although in the eye of management he is
the "supervisor®, The mechanic, the mistri and the line sardur who are charged
with the responsibility for "getting things cone" are not recognised as part of
the organisstional hierarchy. To manageaent these first levael supervisory people
are mgre skilled workers without formal edusation and therefore little opportunity

to rise in the organigation through promotion, towever, in the jute industry it
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ia the line sarcars, rather than the formally recognised supervisors who see to
contribute more to the productivity efforts of the jute mills, The white collar
supervisors who are mt adequately equipped with the practical aspect of the

work done by the blue collar people undsr them sonfine their work to mere
'policing'. They are mot helpful to people in guiding ami coaching which is
expected from supervisory personnel, AS a result, the influence of supervisors

on the level of prvauctivity in their area does not seem to be vary significant.
Our study revealed that these supervisors can influence production of thelr

group neither by employee-cantered approach nor by the production~centered methods.
In other words, their cancern for their people or their pre.ssuro exerted on their
subordinates hss no effect on thaeir productive efforts, in this respect, the
line sarcurs are more productive to the siccess of the industrial enterprises,

ithe study mmxes it clear that the supervisors who show aither eaployes-orientation
or production~orientation alone cannot get higher prouuction, it is the line
Barsurs Who combine and lntegrate employee~orientation and production-orientation
are able to remier high productivity to the orgaanization. Ihereforo)mﬁnagmt
is likely to dbtain greater results by endsavouring to develop in its line sardars
the integrated approach of concern for produwtion ami concern for peoole. Manage-
ment may also endeavour to instil this in its white collar supervisory force,

The supervisors who now keep theugelves socially aloof from the people under them
and are goaded by production consideration alone may be encouraged to take a
positive view of their people and develop a sense of belongingness and scceptance
in them. It is assumed that owners of the imGustrisl fims are intarested in
getting the maximua out of their investment anc the nation i1s also interested

in getting the full bunefit out of its scurce forelgn exchange resource devoted
to imported machinery and equipment. Uwr finding sy act a8 useful guide to the
business firms, ‘The significance of our finding is thet for a particular enterprise



Dhaka University Institutional Repository

- 18 =

the plant and equipment, the raw material, the labour cost, the overheads, all
are there; yet within the particular process or within the particular department
of a particular enterprise some units or sections ure proiucing more while some
are producing less, The lmi-producing sections adversely affect the productive
efficiency of the firm, This is true not ounly under time rate of wage puyment
but also uncer the picce-rate., Therafore managaent may aim at high production
from all of its sectiona und thereby obtaln optimun use of iis scarce resources,
Our finding wocs not suggest any additional investment. It tells how to obtain
higher productivity from its existing investment wlthout any increased cost to
the firm, This is to be achieved just through a change in outlock which was
suggested long age by tbe father of Scientifie Management in the form of "™Mental
kevolution.” It is the recognitim of the exployees as resourceful human beings
with esotions and sentiments rather than treating them as econamic entities. Top
Management can meet erployes's economic needs through higher wages and welfare
facilities but trestment of the ewplgyees &8 self-reapecting human beings and
showing genuine contern for their welfare is a function which can be discharged
culy by the first level ewpoervisors who are responsible for converting top manage-
mant policies into the action &t the operational level and who represent management
to the employaess at the floor level, If extending democratic treatuont or a
pattern of behaviour which i1s considered as fair and socially desirable in our
own culture renders more production, theres is svery reason for mnagemmt to
tuke the adwantage. *t is a question, as one of our industrialists, nauely,
Mian dafique Salgol puis it, of satisfying the social and psychological needs

of the amployses., Our study does not give evidence that workers}in genersl)

give all priority to sconomic benefits. It appears that once employed, workers
prefer a boss who ¥Will hear their grievances sympathetically and who will treut

then in a supportive manner. The workers appesred to feel that payment of higher
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wages is a matter of company polioy over which individusl suparvisor has little
say. But supportive and sympathetic behaviour is scmething which he can extend
without any cost to him or to the company. There wuas clear indicatlon that
workers produced more if they liked their line sardurs and supervisors and they
produced less if thay had valld reasons to dislike their line sardars and
supervisors. Apparently being liked by the subordinates would give supervisory

people a way of raising prouuctivity.

It is now)parhq:s,e?hlmt that it is the line sardars rather than the
white-collar, educated, class-conscious and forually reocognised supervisors who
have greater influence in abtaining higher procuctivity from the workers. Hence
issue for munugesent is to uevise wuys and means to stimulute theeo technically
competent line sardars in order to get fuller utilizalion of their expertise.

It caue out in courss of our investigatiocn that munegement has given at least

some attention to the training of the auparvisors) but the case of the line sardars
has so far seens to huve gone by default., Thay are yet to be recognised as
effective intermeclate tools of supervieion., Here i3 a hummn growth agent, It
has the intellizence, technical compotence, and the support of the workforce. It
is only through some careful training in leadership and humnan relations that
management Can develop it as an effectlve tool of higher productivity. In additiom
to the fuller utilization of the techhlical skills already possessed by the line
sardars, it ial pertisps essautial to devise ways and means for raising the techni-
¢sl competence of the formul supervisory group. It is felt that a supervisor
cannot commnrd the respect and co-operstion of his people unless he is technically
more cpalifisd wnd can render job-related assistance whemever his people are faced
with problems in thelr work. In the railroad stuay by Kata, Maccoby, uurin and

Floor it wus found thut the foreman who had grester technical competence, his
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group had superior productivity. In our bask up investigation, it becime clear
that one of the major complaints of the workers against their suparvisors was
thelr lack of technical competence in that they did not/could not supply technical
diract.iiin as required by the workera, and this supply of technicsl direction is
one of the funiamental respongibility of a Bupnl‘vi&ox‘.‘ Funugeuant of the Jute
#ills may consicer this seriously. MHanagauent uay wlso exawine the feasibility
of extending the euployee~centered approach by the supervisors. %he backup study
has shown that the supervisors are in favour of using repriaand rather than
praise and apprscigtion while the line sardurs practisc more pralse and apprecla-
tion and less reprimanding and are, therefore, more effective 1ln getting warkers

co~operation,

The secondt fimiing of owrs which is likely to be significant for aanagement
relutes to euployees' santisfaction with thelr pay. There is no doubt that wages
are of knotty problems which account for majordty of thwe industrial disputes in
this country. korkert are alowst unanimous that thelr wages are not enough for
their meintenance, The capacity of the industry to pay its workers is, however,
limited by its level of productivity. Our fincing is not about the level of
wages pald to the workers, nor is it about the indugtry's capacity to pay. Our
finding rather relates to the nunner in which wages are administered by the
managecent, Manageoent is likely to benefit by examining way some workers sre
satisfied with their wages while others are not although all are pald at the
ssme rate, for exwple, the time rate, of the spinners in a2 jute mill. It 1s
not the amount thet a worker is given in terms of rupees that is significant.
vhat is more significant is the feeling that an employee is getting reuuneration
according to his relative contribution to the organization., This is partly a

matter of distributive justice ana equities in wage payment and partly s matter

1. Kats, vavid and Hobert L. Kahn, wiley & bons, inc., Hew York, 196, P, 328.
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of communication thaut is telling the employees sbout the wage-fixation policy
and mechanic ol the firm and tuking the workers into confidence in such matter,
At present spinners of one jute mill hawve vague and often conflicting knowledge
about the wage-rate pald to spinners in another mill situated within the same
coununity. OSome feal that wege-rate for spinners in the other mill is higher,
scme feel it to be lower while other believe it to be the sawme, In fact, the
rete is the same for all Jute mills having boen fixsd by the Jute Mill lo.wTung’
Associstion, ividently there is a problem of communication, Our finding is
important to mansgement because it tells that workers in a particular productive
process in & jute mill doing the same work and getiing the same rate of remners-
tion have dirfarent levels of satisfaction about their pay and that those who
are more satisir'ied with thelir pay produce more. The level of satisfaction may
be raised slrost uniformly for all the workers if munagement disseminates infor-
mation about problems related to wage fixmtion, If this is done, those Who are
now ignorant about wage puymant syetem or have unfounded idess about it, will
tent to be more satiafled with their pay and this will spur them to higher
production,

Our next finding which is likely to have some significance to industrisl
siterprises whose munagenent is interested in getting high level productivity,
relatei to Job security of the workers., We foursl that workers who fecl more
secure about their jobs roduce more. Mansgement is likely to benefit by exmmin-
ing why some workers feel more securs about thelr employment than others. Manage-
ment may centralise all personnel functlons like selestion, pramotion, lay off
or discharge of employees and provide that no one should bs discharged even for
a proper cause exsept through proper scrutinity and with the appruval of a
responaible executive, We have observed that some jute mills have gdopted this
practice end the level of Job security in such firms is higher than in these
in which the supervisory people ana departmental heads are given wider latitude
in hiring and firing.
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Yot another finding of ours which may have significance for manageuent
is the mechamdcal adjustment of the workers. We found that among piece-rate
warkers thote who ere more adjusted to thelr mschines and worktools actually
produce more under certain circumstances. This is, of course, not true for tice-
rate workers presumably bacause of the lack of incentives to work hard., Hachine
adjustment 1s partly a function of the workers' psychological set up and partly -
a function of the training they get on the job., Managemant may overcore the
former through tests at the time of hiring ami thersby screen those who are more
accident~-prone, The latter may be overcome by curefully designed training prograuaes
which are largely absent in our industrial enterprises. Since most of our indus-
trial workers of today are farmers of yesterdsy, such improved practices of persan-
nel manageaant are possibly a good area which deserves attention of our management
pecple, Thare is, however, no zuarantee that machine adjustoent itaelf will

ruise productivity.

The next fimkiing of the study which may have significance for management
is the economic motivation of our industriul workers. Management peopls in this
country have the notion that Pakistanl industrial workers do not respond to
economic incentives, This notion has arisen from the fact that they introduced
pieco-rate system of wage payment for operations like weaving but failed io get
the desired results. Our study suggests that motivation is a multi-facet pheno-
menon and econoniic incentives do not sctivate workers uniess the higher lewvel
needs like safety need, social noed, sgolstic need etc. are m.;t: Munagemant
poople in Pakistan are yet to provide for the satisfaction of the workers! social
and psychological needs. Business executives in Pakistan have ussumed that
provision for econoaic incentives like overtime allowance and piece-rate payment
would spontaneously spur the workers to greater efforts, Our study shows that

those who like piece-rate ani over-time work produce more than those who do not.

Mansgement may increase workers' preference for plece-rate and over-time by
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Yeducating" thelr work force. Film showa anu lectures might be arranged to
aamonstrate what increased income¢ means to a warker, for instance, how their
increased earmnings help bulld a more dureble house, finunce the education of
school=going chiliren or accunulate saving to tide over unforeseen contingencies.
These ars constructive mensures to instil the desire for a better staniard of
Living and are thord'ore} good alds to inorease the affectiveness of economioc

incentives,

Another finuing of our study waich might be interesting to managsment
is the educational atbainment of our incustrial warkers. Our finding is in
sharp contrast to popular notion that illiterucy is one of the major cuuses of
the low proauctivity of industrisl workaers in Pakistan., ke found a negative
sorrelation between level of sducation and productivity of the employees.
Hunagement 1s not likely to gain by trying to take in matriculates as weavers
or shop level warkers because we obscrved such people tend to suffer from & sense
of frustration being averse to manual labour. Such efforts of attracting
satriculates as some of the Pakistani jute mills have tried ure likely to be
fruitful only if managesent take them with & view to grooming them as potential
superviors in the seame way as soms of our commarcial banks are recruiting
college graduates in their Junior sxecutive Training Programes. It is felt
that & worker with grade six or eight educstion is no better than another with
no education in the gbeence of worker training programe. The importance of
education 1s that it facllitates induction and training as well os the mantal
and psychological adjustment of the workers to the industrial environment,

to
The last finiing of our study which may be of some help/management

relutes to axperience of workpeople. Hanagement of jute mills in Pakistan

huve been saying so long that lack of exporience of the jute mill workers is
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ane of Lhe wajor causes for the low productivity of our jute industry. Our
finding is in sharp contrast to this popular belief., We did not find any
correlation between yeurs of Jute mill work by the workers and their producti-
vity. Our finking suggests thut experience contributes to workers resourceful-
ness and hence productivity only when such expericenos exposes thea to the varled
aspecta of Lhelr Jobs rather than repetition of the same routine job year after
year without training amd coaching by supervisory people with a view to develop-
ing thelr skills and showing then the best methou of doing the work, lunagement
may re-exsmine its present policy of requiring new Jjob~seekars to obitain &
learners' pass for leamning their jobs at thelr own cost without any help from

manageuent or any guidance from supervisory peopls,

The abowe unalysis mgkes it evident that management can increase the
proauctivity of the jute inuustry without any big additional investment. Careful
selection and training of supervisory personnel in the science and art of leader-
ship and the skill of handlin; people musy be tuken up which will enable supervi=-
sory perscnnel to combine asployes-centered approach with production-centered-
ness, This will aleo help mest the employees' soclal and paychological need
satisfaction and get them involved in their work in an atmosphere of participa-
tion. There are evidences to show that euployeves prefer to be "Wwhole persons?®,
not mere tools or "hwsis®. In Maslow's language, thgy want to “participate"
to use all thelr capacities in the same way as the women want to “participate™
in s=x play rather than be only saxual objact.s.a long expericnce, developed
skills and low labour turnover contribute to the greater labour productivity of

2, Maslow, Att. Bupsychian Management. richurd D. Irwin and Uorsey Press,
Homewood, Iil. 1965, P. 28.
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the Indiian jute industry. With supericr quality raw material locally available
in abundance and with most modern plant and eqﬂipmatt)?d(ist.mli Jute industry
hus to content iteell with lower productivity level und hence considered un~
attractive s investment opportunity. Umtil the introduction of the sxport
Bonus Sehewe in 1959, the munulacture of jute products in Pakistan was widsly
considered as wprofitables and more important a8 & sourcs of employment and
foralyn exchange than of pmﬁt.3 Currently the Jjute industry has been showing
profit lurgely because of the dlrect amu indirect subasidies. Measures like the
sxport conus wchene is a teporary thing; an export industry like jute can hardly
rely on such short—term subsidy. In view of this conslderation, the long-range
goal of the Jjute industry must be the highest posgible level of procustivity,

It is, therefore, evident that emplayee-centered supervision and esployee~
involvement can help the jute industry in its long-range producstivity goal-
aschisvemsnt. This calls for harionious development of technology ami the social
systen of the faciory. As Tavistock researches have fourd out, technology is
not the enemy of the workers if we can develop a !soclio-technical' system that
permits man and technology togetlier to produce the best performance. To use
Likert's language, We must mske a move With the patient education of the peopls
at the top, followed by development of the needed skills in internal communication,
group leadership and other requirements of the new system of participative
nanagenant. There may be difficulties and mistakes initially but given time,
this will produce better employee attitudes und harness personal motivation to
corporate goals, still later, there will be improved productivity, less waste,
iover lastour turnover am absence rates, fewer grievances and slow downs,
improved product—quality and better customer relations. And all that will mean
higher productivity for the industry,

3. Harvard Univeraity Pakistan-Iran Advisory Groups, Industrial Survey of
East Pakistan 1961, Pages 316-339,
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APPENDIX - A

A Note On
Background Information about Pakigtan

Ay meaningful aiscussion about supervisory practices and productivity
in Pakistan must be preceded by at least a brief look at the country's economy
and her social backgrouwnd. In this note we, therefars, present a historical
picture of Pakistan's evolution as & nation and its aefforts toward industrial
growth as & prelude to our examination of the superviscry methods and practices

followed by industrial organisations in Pakistan.

Pakistan is & new country created in 1947 through the division of British
India, It is a unique nation with two far-flung wings geographically isolated
by & distance of 1200 air-miles and 3000 sea~miles. It has & population of over
one hundred million in an ares of 36/ thousand square miles, The eustern wing
where the jute industry is localised is one of the most densely populated zones
of the world with a density of over 1000 persons per sguare mile increasing at
the rate of about 2.5 percent per annum., The country has two state languages
Bengali and Urdu, with English as means of common communication and current

ofticial language.

In the years preceding Pakistan's cmergence as an independent siate, the
economic life of the area was almost wholly controlled by British and Hindu
alements, A combination of these interests controlled Pakistans' trade, internal
and external, banking, insurance, while the Hindus were dominant in most of the
, skilled trades and professions. The muslims who now comprise about 85 per cent
of population were content for the most part as agriculturists or were engaged

a8 petiy trauers and ham:li-cmf‘t.eamn.1

1. U.S. Department of Commerce: Investment in Pakistan, Washington, B.C., 1954,
Fages Ll=L2,
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Pakistan started its 1ife in the face of a number of "seemingly insurmount-
able cbstacles to its continued growth and existance®. More than 7.5 million
refugees crossed the new frontiers from India as deatitute farmers and craftsmen
while & similarly largs number of Hindus migrated to India. Many of these Hindus
ware working as merchants, businessmen, money landers, office workers, professors,

teachers, doctors, managers and book-keepers,

The deperture of these managerial and professional skills paralysed
schools, colleges, research institutes, business firms, insurance companies,
hospitals and banks in varying degrees. According to Waterston, e countries
that gained their independence after World War II started with greater handicaps

than l’akj.st.a.n.:2

Seonondically the regions that now constitute Indis and Pakistan were
complimentary. Pakistani regions produced rav materials while processing and
manufacturing plants grew up in Indjan areas. Fodern manufacturing in the sub-
continent started from sbout 1860 with the esteblishment of cotton mills around
combay and jute mills around Calcutta. These two areas in time developed as
the most important industrial complexes with cotton and jute produced in their
hinterlands largely now in Pakistun. The rise of modern industry in India was
largely due to European capital although an indigenous group of industrialists

emergod based on religious, functional caste and ethnic lines,’

The most predominant among these ethnic groups were the Farsis, the
Gujratis, and the Marwaris, Apparently the mualims camprising one-fourth of

lndia's four hwured million population had no mentionable role in the country's

2. Waterston, Albert, Planning in Pukistan. (A Study by the Yorld Bank). The
John Hopkins' Press. baltimore, 1963. Page 8-9.

3. kyers, Uharles A., labor Problems in the Industrialisation of india, op. cit.
Page 22 und 98.
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industrisl growth. At the time of partition of India in 1947, the major indus-
tries were cotton, jute, sugar, iron and steel, cement, paper snd glass, These
industries had 921 factories with a total employment of 1,137,150 persons, of

which only 34 factories with 26,400 employees fell to Pakistan's share."'

The Governmont of Pakistan gave highest priority to the industrialisation
of the country with fres play to private anterprise and individual initiative.
Since 1950 industrial production has incrsased by about five times but Pakistan
is still one of the poorest countries of the world with a gross national product
of 34 Billion and a par—-capita income of 67 in terms of U.S. ciol_l..iu'.5 The contri~
bution of industry to national income is only 10 per cent in East Pakistan and
15 per cent in West Pakista.n.6 The proportion of labour force unemployed is
8 per cent in West Pakistan and 33 per cent in Bust Pakistan, Disguised unemploy-
ment and unaer-amployment particularly in East Pakistan is very high.7 Floods,
cyclones and other natural calamities are almost a regular phenomenon vitally

affecting saving =nd capital fomation.a

Starting with the domination of most business and financial operatlons
by norn-muslims before partition, ths Pakistanis had to f111 the vacuwn and
tum ovemight into traders anu factory managers. Almost every one was a pioneer
anc through trials and errors there emerged & new business community. The recemt

study of the Harvurd University indicates that the development of muslim

L. tkhtar, S.M. op. cit. Page AL.
5. Waterston. op. cit. pege 6.

6. Hog, Mahbubtl, The strategy of Fconomic Planning: A case study of Pakistan.
Oxford University Fress, Lahore, 1%3, Page 105.

7. Habibullah, 4. : The Pattem of Agricultural Unemployment: A case study of
an East Pakistan Village, Bureau of Heonomic Research, Dacca University, 1963.

8. Habibullsh, M. Some Aspects of Rural Capital formation in Fast Fakistan.
Bureau ol iconomic Research, Dacca University, 1964.
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entreprenours in Pakistan has proceeded at a phenomenal rate. Gompared to the
situation in 1947, Incustrisl assets increased over nin-fold in the course of
just about a decade and private firms owned by Pakistani muslims controlled two-
thirds of these assets.’ Half of the industrisl assets owned by Pakisteni muslim
enterprises is again controlled by five small communities of traditional traders,
although these communities camprise Just one-half percent of the total populatiomm,
These five famllies are Halal meman, Chinicti, Dawoodi Bohra, Khoja lsmaili,
Khoja Isnashari. Of these the Halai memons are most import-ant.'o

In East Pgkistan where the jute industry is localised the Memons, khojas
and Bohras are much important. They are entirely new communities in the area
who have engaged extensively in trade and industry. The main reasons for the
phenomenal success of these special communities as compared to local pecple are
that they are closely Knit groups possessing qualities of thrift and a strong
tradition of mutual help. They mostly retain the joint or extended family system
(not necessarily the residential type) and use it to pool thealr resocurces for
business, Another feature of thuse special communities ia that they are more
or less socially isolated forming some sort of ethnic groups which have little
relationship with local paople.”

Apparently the bulk of the muslims did not teke advantage of the new
vistas of opportunities created by independence and the migration of the non-
mialinmg fram Pakistan., It was limited to a few trading communites., This is

in part due to the greater lure of the educated young talents for civil service.

9. Papanek, Gustav F.
American Economic Heview, May 1962. The writer was a participant in this
study and interviewed business leaders for Professor Papanek.

10. Ibid.

11, Husain, A.F'.A., 'Pakistan' in "The Hole of savings and Wealth in Southern
Asia and the West" (ed) Richard D, lambert and Bert F. Hoselitz. UNESCO,
The author was a participant in the investigation part of this study with
Professor husain.
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¥What Harbison and Ibrahim speak of lgypt is equally true for Pakistan, namely,
people with education prefer to improve thedr social status as civil servants

and pr'o.t‘eszai.cma'.la.12 With the establishment of new departments and organisations
by the government to cater to the needs of its expanding developmental activities
the requirements of qualified manpower increased tremendously. Each year the
Central Government and the Provincial Govermnments held campetitive examinations
to recruit young men to man the different administretive services, Besldes,
large-scale recruitmcnts were made by public corperations amd autonamous bodies.
Meritorious young men were recruited to these organisations and therefore private
business firms Were left with the remnants to tap. This often times prompted
the business communities to look more to "ascriptive" camunity membership for
manpower requirements in the process of change over fram trade to industry. The
preference for ascriptive community membership, as We were told during our inves-
tigation of the Harvard University research project, is due to their greater
trust Worthiness of these people compared to out.siders.‘s The relative dis-
inclination of young talents for jobs in private firms is due to the poor status
of the business community in the social hierarchy which is partly attributed to
the psychology of traders, The same is true for service in privete firms in
India.u’ The key segments of the populstion do not have sympathy for a system
whose main motive is acquisition of wealth. The business commmity has not
developed that sense of social responsibility - responsiblility toward the
employees, consumers, and the soclety at large which one observes among U.S,

snterprises. Therefore the typical amall business man has lower social status

t2. Harblson, Frederick H. and Ibrehim. A lbrahim: Human Rescurces for
Egyptian Enterprise. op. c¢it.

t3. Papanek. op. cit.

14, Myers, Charles A. "India” in "Labor end iconomic Uevelopment" (ed) Walter
Galenson, op. cit. Page 25,
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than & civil servant, & lawyer or a teacher. According to Mason, a strong
antibusiness feeling pemeates the civil service.ls This feeling toward the
business community &8s such is attributed to relative lack of natlonalistic
feelings on the part of the business leaders. According to the Harvard Unlversity
study less than 10 per cent of the business people suggested any non-pecuniusry
motives for entering industry. Pakistan cume into existence through a very

strong nationalistic feeling and the business people are making money in a
sheltered market which naturally wounds the feelings of many patriotic elements.
In some cases, annual returna of 100 per cent on investment are suid to be usual .
According to Papanek, the new Pakistani entrepreneurs have an outlook somaihat

similar to that of the United States = called "robber barons', 16

15, Hason, Edward S., iconomic Planning in Underdeveloped Areas. Fordham
University Press, 1958, Fage 74.

16. Papanek, op. cit. Pages Lb-58.
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Growth of the Jute Industry snd its administrative Setup.

The rise of the jute industry in the Indo-Pak sub-continent was the direct
result of Scottish initiative starting around 1854 when the first jute factory
was eltabiliahed.' India furnished land and labour, Scotland supplied the brains
and careful ovarsight.z The growth of the industry was repid; the number of
mlis rose from 36 in 1900 to 107 in 193% while the number of looms rose from
15,340 to 67,930 during the same period and the number of employees increased
from 111,272 to 2%,520.3 The industry remanined largely in Europeun hands as

late as 1915 in which year there were 72 mills, all under Kuropean Gontml.“

The jute industry was almost wholly localised in Bengal but drew the
larger proportian of its labour supply from other provinces, The muslims of

Sand

Bangal found employment in the spinning and machine sewing departments
furnace areas. There was some sort of rigid demarcation of certain jobs in the
jute mills, For instance, in every jute mill, the furnace man was invarisbly a

:tms.l.i,m.6

The msnagement of the Indian Jute industry being left largely in the hands
of the European managing agents did not suffer much from the influence of nepotism

and family oriented recruitment to managerial posts as was true for typlcal Indian

1. Myers, Charles A ¢ Labor Problems in the Industrialisation of India., op. e¢it.
Page 15.

2. Buchanon, Daniel H, The Development of Capitalistic Enterprise in India.
Page 269.

3. Anstey, Vera: The tonomic lUevelomment of India. Longmans, Green and Co. 1952,
Page 622,

L. ¥yers, op. cit. Page 20.

5. Kumar, G.B. t Devalopment of Industrial Relations in India. Orient Longman
Ltd., bombay, 1961, Page 28.

6. Inaian Institute of Personnel Munagement: FPersannel Management in India.
Page 1.
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mterprisos.7 Indian econanists feel that the jute industry in India is extremely

8
well organised and in point of aefficient organisation it is second to none.

Jute Industry in Pakistan : Out of the 107 jutemills in India in 1947

not a single one fell to Pakistan's share although Pukistani areas of Bengal
accounted for 75 percent of the world's raw jute production and had a virtual
monecpoly in the finer varieties of the fibre. After 1947, the task of developing
jute industry in Pakistan was entrusted to Pakistan Industrial Development Corpors-
tion (PIDC). Starting from scratch in 1950, the PIUC was able to establish 20 jute

mills in the course of 14 years in co-operation with private enterprise.

Administrative set up of a jute mill : All the jute mills included in
our sample are limited companies incorporated under the ILndian companies Act 1913

as adopted in Pakistan. The management of a limited company is in the hands of
the Board of Directors subject to certain controls exsrcised by the sharehclders
through votes in the annusl general meeting. Limited compunies in Pakistan in
general resembles the "Closely held® companies in the U.S.A. in that the actusl
power to select the Board members or the majority of them is in the hands of one
family or one famlly group. The Board usually frames policies and sets goals,
The executlion of the palicy is nomally entrusted to one or two menbers of the
Board with the designation of 'Managing Director' (or Directors). But the pre-
dominant form of organisation in the large enterprises is the managing agancy
systen. A mansging agent is a person or a firm or a private company which enters
into an agreement with an incorporated enterprise for its day to day administra-
tion. Since traditionally aluost all large scale industrial enterprises in
Pakistan (alsc in India) are controlled by managing agency {irms, a brief review

of the working of the system would be useful,

7. lewis, John P. Quiet Crisis in India. The Brookings Inatituticn, Washington
D.C. 1962, P&ge 20 o

8. Pillai, P.P, : Economic Conditions in India. UGeorge Koutelege and Sons,
london, 1925, Page 280.
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This system was introduced by British trading enterprises to make most
productive use of scarce managerisl resources in J[nc:l.'m.9 Buginess houses in-
corporated in England found it difficult to manage their industrial enterprises
in India due to inefficient transportation and camnunication systems of the t9th
century, and so they sppointed local British fimms as their agents to manage
tiieir undertukings on & commission basis, These agents soon extended their
ephere of influsnce to cover three vital functions of promoting, financing and
managing business enterprises. The facilities which these institutions offered
for scarce enterpreneiul ability and risk led to its adoption by the Indian houses

and are now being copied by emerging business captains of Pakistan.

A8 in lndis, the system hus led to concentration of management of many
companies in a fe& hands, According to Mehta, in 1951 a group of 25 managing

agent s controlled more than 600 fims.'o

In the jute industry of India about
75 per cent of the mills numboring 100 are under the control of one dogen managing

agency houses of which four controlled 45 per cent of the total loomage in 19514.”

In Pakistan one observes significant concentration too. The new class
of muslim managing agency houses include the Adamjees, the Dawoods, the Ladas,
the Amins, the Nishats, the Haroons, the Saigols, the Kohinoors etc. These
fims are now acting as medium of integrating managerial and financial controls.
A few Pukistanl economists fesl that the managing agency houses have enabled ths
nost productive use of the country's limited financial, managerial and entreprene-
urial resources and thereby provided in the process a medium of vertical and

horizontal integration in tems of managemnt and t.:otxt.l‘o]..‘2

9. Anstey, vers. op. cit, Page 1t3.

10. ¥ehta, M.M. : Structure of Indiun Industries, Bambay. Popular book Depot.
1955.

1. Jain, P.C., Problems in Indian iconomics, Pages 216~220,

12, Islam, Nurul : "The Hconamy of Pakistan®™ in "The beonomic System of the
Commanwealth” (ed) Hover B, Calvin., Page 413.



- [6S ~
Dhaka University Institutional Repository

but the greatest alleged drewback of the systen from the management point
of view is that too much concentration of control in a fe+ business houses welded
to a systew of hereditury charwcter and averse Lo t.heI infusion of new blood by
adnitting competent outsicers to positions of respon;dbilit.y. The typical centra-
lised and highiy bersanal nature of the inuustrial organisution has its root in
the systan.'3

L

In operating aspects, these managing agency houses resanble the central
of fice of & miltiplant U,5, corporation or & holding company. Uslegation of
authaority is much disliked since the firms are merely an extenued fomm of the
joint family systen. In a few cases, of course, thay have accepted out side
alements but on the basis of wealth or connection, They are said to be more
financial t.ilan industrial in nature; the cutsiders are taken primarily because
of mne,;', not t.echnicfxl coapetence or special experiance that these outsiders

might have, 1

Top executive positions are mostly canfined to mesbers of the in-growp,
often at fat salary-an opportunity utilised to show low volume of prefit and
thareby reduce tax burden or other obligations, a practice noticed in the case

of ¢losely held firms in U.S.A.IS

The concentration of control in a few houses has its root in the way
ingustrial units are organised. The usual method of organising an industrial
mt.c‘p;'iae is for a limited company to be formed in which the major= propo;t.ion

of the shares are held by the perscns who have promoted the company. HReading of

13. Lokanathan, P.S5. : The kconomy of India in "The Lconomic System of the
Commonwealth". op. cit. Page 291,

14. Ghose, bLimal C. Industrial Organisation, Oxford University Press, Calcutta,
1959, Page 105.

15, Pearson, Hunt,, Willisms, Charles M,, and Donaldson, Gordon: uasic Finance,
Text and Cases. Richard D, Iwin Inc, ilomewood., 1961, Page 53.
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_ A Note On
the diff t act e88o8 involved in a Jute Mill

Batching: In the jute industry, the mixing of various qualities and
colours of the samo materials or of different materials, is called "Batching"

and embraces all processes preparatory to carding.

Jute is a hard, smooth—surfaced, somewhat woody fibre and has not much
spinning quality. It would make & rather hairy yarn at the cost of a very large
heavy waste, if sent forward in its natural state. It is, therefore, processed
to adapt it for spinning. In order to procez;s it successfully, oil and water
are sdded to the fibre at some stage prior to carding to fulfil the functions

of an internal and extermal lubricant.

Carding: The reduction of jute from strict form to a aliver of suitabie
waelght per unit length and sufficlently broken down for subsequent process of
drawing and doubling is called "Carding".

Dreping: The regular and uniform elongation of a sliver to make it
Hghar is called "Drawing",

Dowbling: The running of two or more slivers together to form one sliver

at delivery is called "Doubling".
Spinning: Spinning is making of yarn out of the processed fibre.

Resling: It consists mainly of winuing the yarn on the circumference of a
resl of definite size into '"Skeins® or "Hanks" of a definite continuous length.
Iwisting: Single yarns are twisted, doubled, folded or plied together to

meke & thread or twine of strong amd compact form,
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Winding: There are two distinct types of yarns, one for warp and the
other for weft and there are several qualities and sizes of each type. ¥arp
and weft yarns are spun on to similar spinning bobbins, but completely different.
machines are employed for winding them. Warp yarns invariably require harder
twist than weft yams and are also of superior quality, because they are subjected

to greater tansion than weft yarns during the weaving process.

Dresging: Lressing is the term used to explain coating of the warp yarns
with some adhesive substance while beaming.

Weaving: Weaving is the inter-lacing of threads at right-angles to form
a firm texture. Woven cloth consists of length-wise threads termed warp and

crosawise threads culled weft shots or picks.

In the loom, the warp threads are passed through the splits of the reed
vhich determines the Pitch of the threads on the ¢loth, keeps the threads in
the same relstive position to each other during weaving, feats up the shots of

the weft, and affords support to the shuttle.

Finishing: The term relates to all the processes to which the fabric is
subjected after being woven and before making up. Thus, under the influence of
the routine process auployed, thres main factors may intervene to modify the
surface of & fabric, nanely, the cuality of the materials, the character of the
yarn and the structure of the i‘fulbl"d.c.I

1. For aetails see, "Comprehensive study in mocerm Jute technology", Santosh
Kumar Paul., Uas Gupte and Co. (P) Ltd., Calcutta, 1961, P. 467.
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APPRDIX - D

Table No, I
Showing group productivity in the three jute mills.

G No. 1 ¥ 2 {1 3 L 5 § 6
o i { {

Hill No.

1
(In terms of p/c of standards) 85.56 83.39 T7.A7  75.16 75.21  69.78

2

(In temms of points above the 1.62 1.23 .78 .62 .00 .0k

standard at which group 5 falls)

3 _

(In terms of actuals) 712.5 662.5 60.75 570.0 535.5 550.0
Table No., II1

Showing experience of the individual work groups.

S alnad A T A M LA NN i
! 8.83 7.83 8.17 7.33 717 7.83 7.86
2 7.66 9.83 7 .66 12.66 6.75 5.87 8.40
3 3.71 5.50  16.67 914 L. 56 6.21 8.63

Table No. III

Showing supervisors' production orientation score as perceived by workgroups..

workgroups § 1 { 2 ( 3 A 5 g 6 { Average
! t6.83 15.83 17.33  17.67 15.33 17.83 16.08
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 supervisor! g rmployee-Orientation score as perceived by

vorkgroups.
Work groups § 1 2 § 3 1§ & § 5 § 6 {average
Mill Ho. d d i § d i
1 9.00 7.00 10.33 6.83 7.5 7.83 8.08
2 T.00 6.00 10.66 T.83 T.37 9.50 8.06
3 7.5 7.67 7.86 6.7 8.50 10. 14 8.06
Table No, V

Showing workgroups' company Pride score.

Work groups.y 1 ¢ 2 4§ 3 & & § 5 ( 6 (| Aversge
{ L ¢ { ]

Mill No. '] g

1 3.16 4.50 &, 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 1.88 2.47 2.33
Table No, VI

Showing workgroups' social cohlsiveness score.

Work groups | 1ty 2 ¢ 3 ¢ 4 5 § 6 { Average
Mill No. ] { § § §
1 6,92 7.09 8.09 6.25  17.08 5.00 6.7k
2 6-'7 801-}2 9- 17 7'50 8.1‘3 8-63 8.01'5

3 9.63 6.67 7.2% 8.7t 7.00 9.29 8.10
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Table ho. VII

Showing Workgroups' Task Cohesiveness score.

Work groupsy 1T ( 20 3 & & 5 (| 6 { Aversge
Mil) No. g - § i g , § g
1 7.0% 7.92 8.67 742 6.75 7.00 7.48
2 6.75 6.67 8.67 8.67 7.13 5.9 730
3 ' 6. Lidy 6.58 6.64 6.07 6.56 6.64 6.49

Table No. VIII

Showing Workgroups' education attainment.

Work groupsy 1 ¢ 2 4§ 3 § & § 5 {6 I Average
& 9 ¢ { ) g {

Mil] No.

1 1.50 3.17 4,00 5.33 4400 L.33 3.72

2 2.33 400 0.66 2.17 2.87 2,50 2,42

3 EITA 2,17 0.7 3.86 450 LTt 3.18
Table No. 1X

Showing Workgroups' machine adjustment score.

Workgroups.§ 1 & 2 & 3 4§ & & 5 ¢ 6 Average
Mill No. g i g , [}

1 Lo17 3.33 3.50 3.33 3.50 2,17 3.33
2 e 50 4.33 4.83 2.5 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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Tsble No. X

Showing score of the type of supervision received by workgroups.

Workgrowps{ 1 § 2 4§ 3 h § 5 § 6  [Faverage
Mill No. g ﬁ '8 ¢ §
1 7467 8.00  8.83 8.17 7.00 7.83 7.92
2 9.83 B.50  9.16 9.00 9.00 9.50 9.16
3 9.13 8.50 757 6.25 10,83 9.29 8.59
Table No. XX
Showing workgroups' job security score.
Workgroups.y t ¢ 2 ( 3 1 & § 5 ¢ 6 { Average
Mill No. 4 'S d § d
1 6.50 3.83  6.17  3.50 5.33 3.33 L. 78
2 8.83 L.67 6,00 3.67 L5 5.00 5e k9
3 La63 6,00  T7.29 3.43 Le50 5.55 5.23
Table No. XII
Showing workgroups' pay satisfaction score.
Workgrowps{ 1 ( 2 ( 3 (& 7 5 i 5 Average
Mill No, ¢ § § § § ¢
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 1.13 1.57 1.47

1.29
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Table No. XIII

Showing line sardars' employee-orientstion score.

h i 1 2 3§ & 1§15 4§ 6 Average
Mil} No, ' { § g

1 14,00 13.80 13,20 12,90 12.50 12,30 13.12
2 11.33 13.50 12.13 9.00 6.72 7.14 10.00
3 14,37 12,50 12,57 1.7 10.62 12.00 12,30

Table sio, XIV
Shoiing line sardars' proiuction oriantation score.

sOHKEIoups | 1 2 3 ¢ 4 § 5 4§ 6 { iverage
i1l No. ¢ 4 4 b ] 4

1 22,83 22.16 2.83 21.83 15,50 17.33 20,08
2 22,00 2.83 23.33 18.16 12.30 13.32 18.32
3 20,25 19.16 19.71 18.00 17.50 18.00 18.77
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Table Nog. XV

Showing the data on the employos-orientation score and produstion-orientation
score converted in terms of 9 to fit mansgerial grid.

(Based on tables 1II, IV, XIII and XIV)

korkgroups 4 Bnployee-orientation Production-orientation
{ line sardar { bupervisor iine lardar)—T_S—}-q—s—qr_
1 6.3 het 8.2 6.1
2 6.2 3.2 8.0 57
3 5.9 b6 7.5 6.2
4 5.8 3.1 7.8 6.8
5 5.6 3.4 546 5.5
6 5¢5 3.5 6.2 6.3
7 5.1 3.2 7.9 7.1
8 Sels 2.7 7.5 6.6
9 5¢5 in8 8.5 7.8
10 4.0 3.5 6.5 6.8
i 3.02 3.3 el 7ol
12 3.21 Le2 ha75 7.1
13 63 3. 7.3 6.8
14 6.3 3.5 7.3 6.8
15 Teh 3.5 7ot 5.1
16 6.5 3.0 6.5 5.7
17 5.9 3.8 6.3 5.5

18 6.2 L6 6.5 7.3
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Table No. XVI

Showing Productivity anc workers' like/dislike for their supervisors

obtained in the back up investigation.

Productivity. g Dislikes. g idkes, { No response, g (Total
20 - 27 33 1 b L8
8- 3N 35 2 1 38
3R -3 Ly 5 3 52
36 ~ 39 34 3 2 39
W - 43 15 5 1 21
bly - K7 10 3 2 15
L8 - 55 6 3 b 13
Total 177 32 17 226
Average

produCt.ivity 33.55 35.05 -

Valus of X% = 12.74
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Table No. XVII

Showing productivity and workers' like/dislike for their line sardars
obtained in the backup invegtigation.

Productivity. g Dislikes. Likes. No response. Total
20 « 23 12 3 2 17

2 - 27 19 9 3 3

28 -3t 34 2 2 B

32 =35 37 8 7 52

36 - 39 33 5 $ 39

40 - 43 16 [ H 21

Ly - 47 8 6 1 15

L8 - 55 5 5 3 13
Totul 164 L2 20 226
g:dﬁ:ivity 33.49 35.93 - Value of 12 = 18.42
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APPENDIX - E
(uestionnaire B
Used for line sardars and supervisors.

Commerce Department, Dacca University.

Sample NOo. = ¢« v ¢ ¢ ¢ o o v v o v «BABB 4 ¢ v 4 e b s s e s e e ne s

Placeof birth ., + o « « + « « 4+ o« » . Yoars of education . . . . ... ..
Job experience in Jute Mills . . . . . . . 4 . v o 4 ot h v el e s 0.
Father's exact ocaupation . . « . & & & ¢ o i ¢ 6 4 o ¢« o 0 ¢ o o = o o o »

Tmining,ﬁmy....-..-o---.--o---..--..qau.c-

{§ Strongly( Agree { Undecided{ Disagree{ Strongly

( agree § won't say{ { disagree
j i Den't { a
L_know d

dorkers are inherently lagy and try
to awia work i1f they can.

A3 & supervigor, my only concern is
to get the work dane, not to bother
about worker's feelings and sentiments.

If workers work mare and talk less,
everyboay would be better off.

All workers want is bread and buttsr.

Workers anly do what they have to do,
hence a supervisor should kesep his
people busy and give more work than
they can usuglly do.

The level of intalligence and sense of
responsibility of workers here are so
low that they cunnot be relied upon to
work of their own,

One sure way to get high production
from workers haere is to watch these
people closely and check everything
in details,

The old provert 'Spare the rod, spoil
the child® is applicable to working
people. One cannot get work done by
them without strong aiscipline and
iron rulse.
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g Strongly § igree § Undecided § Uis- { Strongly
agree ( ( Won't say { agree { disagree
& § Don't know ¢

Management of this coupany knows one

thing highaer proauction. (whenever I 7
happen to meet my boss, he will inva- B
riably ask to know how production is

going on)

My boss wants me to supervise the
warkers closely to get mora production

My boss things that 1 should go
strictly according to his instructions,
rather than applying my own wWay.

Hy boss feels that people are inherent-—
ly lazy and will avoid work if they can,

1 am always under pressurei
All press me my boss, accounting dept
englneering dept, all,

Please rank the following in order of your preference asto what you want from
your Jjob,

Adequute lncomne

Job security

Chances for promotion

Freedom and authority to deal with people in own way
Sympathetic treatment from boss

Information sbout company policies

I B, T S, R D T, S I, SN 0, T B e
PaC=e, S, B B L ST T B W T W i W
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Qostionnaire A
used for workers
Commerce Department, Daccu University.

Noo Of Sa1iple o o « o o o o =« ¢ o » AB® « ¢ « o o o ¢ ¢« Place of birth . . . . . .
Yoars of education + « « ¢+ « ¢ = v o + .« o Yeursof jutemill work . . . . . . ..,
Father's exact ocoupabion o « o« o« ¢ o v ¢ v s o o s o o s o o &
No. of most intimate friends in themill . « . . « ¢« 4 o & 4 &
kith whom you can conflde your secrets . ¢« « « o « o« o o o o o

NO. of such frimdsmyour own 3$ti0n L R e I

§ Strongly ) Agree Undecided { Uis- § Strongly
f agree { gwon‘ t say { agree( disagree
g i Don't know { )

Qur supervisor goes to bat for us

Our suwpervisor showe friendly and
sincere interest in our welfare

vur supervisor hears our complaints
and grievances sympathetically and
tries to redress them &8 far as he can.

Wa fesl frve to discuss our persmal
problems with our supervisor.

Our supervisor always encourages us
10 produce more.

vur swervisor is always reudy to
help us in our production problems
(killingness).

Our supervisor plans producticn aml
materigl flow so that there is no
stoppage of work.

Jur swervisor spares none if he
slackens and neglects to do his job.

Qur swervisor is very particular
about quality of output.

Cur supervisor hus considerable
influence (with management) of

this company.
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§ Strongly { Agree [ Undecided J Die-

( agree
§

¢
&

§ Won't say [ agree
{ Don't know {

§ Strongly
g disagreo

Our supervisor can help a worker if he
likes because management seldom turns
down his recommendations,

People in our ssction are very friendly
with each other.

People in our section often meet soci-
ally outside the job (mixing in common)

There is very little griping and back-
biting in our section

People in our seotion often come
forvard to help if any one is in diffi-
culty, financially or otherwise,

People in our section always compliment
each other whenever one does a good job.

There is a lot of mutual help in our
section whanaver one has a difficulty
in his job.

bheonever a new worker comes in our
section, old members try to help him in
getting started,

People in our section often encourage
each other %0 think of better ways of
getting the job done,

All in all, I foel that this jute mill
is & very good place to Work.

I am really proud that I aw working in
a jute mill like this,

vonsidering my skill and efforts, I am
satisfied with my pay. _
(I can't earn more by going elsewhere)

There are not too many dismissals or
discharges in this section.

1 feel 1 can remain in my job as long
as 1 like,

Qur supervisor alwuys keeps watchful
eye on the workers for feiar that they
might siacken or stop working.
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§ Strongly § Agree { Undecided | Dis- ( Strungly
{ agres j Won't say { sgreej disagree
i § § Don't knows { d

¢ur supervisor checks our work thor-
oughly to see it we hawve done work
properly and carefully.

Many people in our section lock to the
supervisor in the same way as they
iook to their parents and guardians
for support ami guidance.

Many employees in our section slacken
or loiter when the supervisor is absent.

There are many people in our section
who cannot do their wark properly
without destailed instruction from the
suparvisor,

In sy view a supervisor should keep
watchful eye as to what is golng on
in his section.

to
Many people here are likely/commit
mistakes if they are given freedom
to work in their own way.

Many people in our section are not
so intelligent to offer good sugges-
tions about work improvement.,

In my opinion, a supervisor should
be strong in wisciplining people and
enforcing company rules,

A kind hearted supervisor who mixes
with his people friendly often fails
to get good work,

I can handle the machine I work with
without wny disfficulty. I hive no fear.

I like to do overtime work
I like piece rate more than time rate,

Please rank the following in order of your preference:

High pay
Steady Jjob
Good and sympathetic boss

NG R Do, e it

o-a-x:-::-c:-:L
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