
DRAFT REPORT FOR PRIVATE CIRCULATION ONLY

PERSONNEL MANAGEMENT -  POLICIES AND PRACTICES

IN SELECTED SUPER BAZARS IN INDIA

Ragnar Arvidsson
In tern ation a l Cooperative A lliance  
Regional O ffice  & Education Centre 
New Delhi

K*K. Taimni
Vaikunth Mehta N ational In s t itu te  o f
Cooperative Management
Poona

SPONSORED BY

A STUDY OF

and

In tern a tio n a l Cooperative A llian ce  
Regional O ffice  & Education Centre 
fo r  South-East Asia 
4 3 , Friends Colony, New Delhi-14

National Cooperative Union o f India  
72, Jorbagh 
New D elh i-3

N ation al Cooperative Consumers' Federation
Lim ited
25, Ring Road, Lajpat Nagar 
New D elhi-24

Vaikunth Mehta N ational I n s t itu te  o f  
Cooperative Management
5 , B .J. Road 
Poona-1



F O R E W O R D

Urbanisation and in d u s tr ia lisa t io n  are proceeding a t a 
f a ir ly  rapid pace in  South and South-East Asia during the 
post-war p er iod . This process o f  rapid growth o f  towns and 
c i t i e s  i s  respon sib le  for the emergence o f  fix ed  income earning 
groups which mainly comprise in d u str ia l workers and the middle 
c la s s e s . The Consumer Cooperative Movement has a great r o le  to 
p lay  in  p ro tectin g  and promoting the in te r e s ts  o f  th ese  newly 
emerging groups o f  people who are exposed to a number o f  
problems such as ad u lteration  o f  goods, unhealthy business 
p ra c tices  and rapid ly  r is in g  p r ic e s . Although coaatmer 
cooperatives have been functioning in  d ifferen t countries o f  
South-East Asia for several decades now, .barring some su c*essfu l 
examples o f  consumer cooperatives, generally  speaking, they 
have not become a powerful force  in  the d is tr ib u tiv e  trade.

A concerted e ffo r t  has been made to develop consumer
»

cooperative movement in  India from 1962 onwards. The Government 
o f  India formulated in  1962 a C entrally Sponsored Scheme to 
organ ise  a network o f  consumer cooperative s o c ie t ie s  in  a l l  
important c i t i e s  having a population o f 50,000 or more. Under 
another scheme i t  was decided to organise Department Stores 
ca lled  " Cooperative Super Bazars” in  c i t i e s  having a population  

o f  200,000 or more and la te r  on to other c i t i e s  on a s e le c t iv e  b a s is .

Several factors contribute to the success o f  any 
business en terp rise , including cooperative en terp r ises .
Personnel i s  one o f  the key fa cto rs  in  th is  regard. In  view  
o f  the s e t t in g  up o f la r g e -s iz e d  Cooperative Super Bazars in  
Ind ia , we f e l t  th at a study o f  Personnel Management in  Selected  
Cooperative Super Bazars in  the country would be u sefu l in  
fin d in g out problems in  personnel management and suggesting



gu id elin es for improvement. Such a study was a lso  needed for  
our educational programmes in  th is  f i e ld .  The Advisory Council 
for  the ICit Regional O ffice  and Education Centre approved o f  
our undertaking such a Study during the year 1969.

The present report i s  an outcome o f the Study o f  e ight 
Cooperative Super Bazars in  In d ia . The study was carried out 
in  c lo se  co llab oration  with the N ational Cooperative Consumers'' 
Federation o f  India and the Vaikunth Mehta N ational I n s t itu te  
o f  Cooperative Management. Mr. Ragnar Arvidsson, a S p e c ia lis t  
on Consumer Cooperatives in  our o f f ic e  and Mr. K.K. Taimni who 
was working as a Management Consultant with the National 
Cooperative Consumers'' Federation and who la te r  o n  m o v ed  o v e r  t o  

the Vaikunth Mehta National I n s t itu te  as a Reader in  Consumer 
Cooperatives, were assigned the r e sp o n sib ility  for conducting the  
study.

We w il l  now be approaching some experts in  Personnel 
Management and leading cooperators concerned with the development 
o f Cooperative Super Bazars, to obtain  th e ir  comments before 
f in a l is in g  the report.

I would l ik e  to express our sincere thanks to the 
National Cooperative Consumers' Federation and the Vaikunth 
Mehta N ational I n s t itu te  for th e ir  valuable co llaboration  in  
conducting the study and for th e ir  making av a ila b le  the serv ices  
o f  Mr. K.K, Taimni. I would also l ik e  to express our gratitude  
to the members o f  the Advisory Group from various n ational le v e l  
and other organ isations mentioned on page 2 and 3 o f  the Report who 

advised us on the ob jectiv es  and scope o f  the S tudy and a s s is te d  

us in  the s e le c t io n  o f  Super Bazars.

F in a lly , I would l ik e  to express my appreciation  
o f  the hard work put in  by Messrs R. Arvidsson and K.K. Taimni



in  conducting the f ie ld  study and completing the report 
sp eed ily  in  a period o f  one year. I may add that the views 
expressed in  the report are those o f the two researchers 
mentioned above and not those o f  the International 
Cooperative A llian ce , Regional O ffice and Education Centre 
or other sponsors who collaborated with us in  the study. We 
also  owe sp ec ia l thanks to the Boards o f  D irectors, Executives 
and other employees o f  Cooperative Super Bazars, who read ily  
furnished the inform ation requested o f  them and provided  
considerab le f a c i l i t i e s  to Messrs Arvidsson and Taimni during 

th e ir  f i e ld  v i s i t s .

February 1970 
-Wev/ Delhi

J.M. Rana
D irector, Education Centre
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PERSONNEL MANAGEMENT POLICIES AND PRACTICES IN SELECTED 
SUPER BAZARS IN INDIA

PART I

1 . About the Study

Since 1962, the Consumer Cooperatives in  India had been 
s te a d ily  growing in  number and e sp e c ia lly  a fte r  the devaluation o f  
the Rupee in  1966, th ese were given an added momentum, when the  
Government o f India launched an accelerated  programme o f  s e t t in g  
up la r g e -s iz e d  Cooperative Department Stores -  Super Bazars -  in  
major towns a l l  over the country, in  a bid to check the s p ir a ll in g  
p r ic e s  o f  consumer goods, to g ive  the much needed r e l i e f  to the common 
man and to provide an a ltern a te  d is tr ib u tiv e  machinery to the  
community and the s ta te  for  the d is tr ib u tio n  o f  e s s e n t ia l  consumer 
a r t ic le s .  Not on ly  did the government encourage s e t t in g  up o f  
Cooperative Department Stores by the e x is t in g  Consumer Cooperatives 
by a s s is t in g  them in  g ettin g  l ib e r a l  cred it f a c i l i t i e s  from 

Cooperative Banks under the Guarantee Scheme, helping them in  procuring  

scarce and e s s e n t ia l  commodities from the manufacturers on p r io r ity  
b a s is , and by even deputing i t s  o f f ic e r s  to man the m a n a g e r i a l  p o s i t i o n a  

but also  came forward in  providing the necessary sh a re-ca p ita l, lo a n s , 
su b sid ies  to s e t  up independent u n its  o f  Super Bazars in  some c i t i e s  
and towns. By 1968, the growth o f  Department Stores in  India had 
become phenomenal. In the beginning o f  196?, there were approxim ately 
7 5  Department S tores, b ig and sm all, function ing a l l  over the 

country.

The stupendous growth in  the Super Bazars brought in  i t s  
wake many problems* important and p ressin g  among them being problems 

o f  e f f ic ie n t  management o f  inventory ana p erson nel, f in a n c ia l  
accounting and con tro ls and the l i k e .  In la r g e -s iz e d  Super Bazars, 
the problems a r is in g  out o f  management o f  personnel in  p a rticu la r



2

confounded those who were responsib le to run th ese organ isa tion s  
on e f f ic ie n t  l in e s .  In the absence o f  proper manpower planning  
or as a r e su lt  o f  very hasty planning occasioned by the urgency 
in  opening the Department S tores, the salary and wages costs  
became so high th at many Stores staggered under th is  heavy 
burden and could bearly avoid susta in in g heavy lo s s e s .  By 

recru itin g  untrained employees or poorly tra ined  employees, the 
Super Bazars could not run e f f ic ie n t ly  and s a t is f y  the customer 
and thus su ffered  se t backs in  bu siness. Consequently, the 
Stores now in  operation, barring a few, e ith e r  show huge lo s s e s  
or  ju s t  manage to scrape through.

In view o f the above, the ICA Regional O ffice  and 
Education Centre for South-East Asia in  New Delhi f e l t  the 
need to make a study o f  Personnel Management P ractices that 
were currently  in  use in  the Department Stores in  the country 
with a view to fin d  out the flaws and d e fe c ts , i f  any, in  the 
Personnel P o l ic ie s  and P ra ctices  and to suggest improvements 
and remedial measures so th at the Super Bazars would have a 
healthy growth and be able to meet the challenges o f the tim es. 
The ICA Regional O ffice  and Education Centre, th erefore, included  

th is  Study in  th e ir  programme o f a c t iv i t i e s  for 1969.

An advisory Group co n sistin g  o f the fo llow in g  

rep resen ta tives was formed :

1 . Mr. P.E. Weeraman, Regional D irector  
ICA Regional O ffice  & Education Centre 
New Delhi

2. Mr. M.S. Asthana, Chief Executive D irector,
National Cooperative Union o f  India
New Delhi

3. Mr. M.K. Puri, General Manager,
National Cooperative Consumers'' Federation  
New Delhi
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4« Mr. K.G.Mathur, Chief Director (R),
M inistry o f Food,Agriculture, Community Dev. & Cooperation 
New Delhi

5* Mr. B.K. Sinha, Member-Secretary,
Committee for Cooperative Training 
New Delhi

6. Mr. P.R. Dubhashi 
D irector
Vaikunth Mehta N ational I n s t itu te  o f  Coop. Management 
Poona

7 . Mr. V.B.L. Mathur 
General Manager 
Super Bazar
New Delhi

8 . Mr. J.M. Rana
D irector, Education Centre
ICA Regional O ffice  & Education Centre
New Delhi

9 .  Dr. Dharrn Vir, J o in t D irector (EG)
ICA Regional O ffice  & Education Centre 
New Delhi

2. Ob.i e c t iv e s

The fo llow ing o b jec tiv e s  o f the Study were id e n t if ie d  
based on which the Study was to be conducted.

1 . To make a d e ta iled  study o f  the 
e x ist in g  p r a c tic es  in  the f ie ld  o f  
personnel management in  Cooperative 
Super Bazars in  India;

2. To make recommendations and to suggest 
new measures wherever n ecessa iy , in  the 
f ie ld  o f  personnel management with a 
view to improving the general p ro d u ctiv ity  
o f the employees*,
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3 . To frame guidelines' as a resu lt o f
the above, with a view to a s s is t in g  the 
management in  the formulation o f  th e ir  
personnel p o l i c ie s .

3* Scope o f the Study

The scope o f  th e study was confined to the fo llow in g  
aspects :

1 . E x istin g  O rganisational Structure o f the 
Super Bazars and the Set-up o f the Personnel 
Section  th ere in .

2. E x istin g  P o l ic ie s  and P ractices in  the f ie ld  
o f  Manpower Planning.

3 . E x istin g  P ra ctices  with regard to Job 
A nalysis, Job D escription , Job Evaluation  
and Performance Appraisal, Measurement
o f  P rodu ctiv ity  and linkage o f  In cen tive  
with the p ro d u ctiv ity .

4-. Expectations o f  the Employees and the 
Management, Morale o f  the Employees and 
M otivating Factors introduced by the 
Managements to Improve the Operational 
E ffic ien cy  o f  th e  Super Bazars.

5. E x istin g  P o l ic ie s  and P ractices followed  
for  Recruitment o f  Personnel, th e ir  
Induction and Probation.

6. Training o f Employees and Methods o f  
Training.

7 . E x istin g  P o lic ie s  and P ra ctices  w ith regard to 
Compensation and th e various Welfare Measures 
devised by the Managements for th e Employees.

S. E x istin g  Methods o f  Communication and type o f  
S ocia l R elationship w ithin the Super Bazars.



1 0 . Procedures for Redressal o f  Grievances o f  the Employees and 
Employees D isc ip lin e .

4* C r iter ia  for the S e lec tio n  o f the Sample

The fo llow in g  c r ite r ia  were la id  down for the s e le c t io n  o f  the Super 
Bazars for th e study.

a ) The Super Bazars should be lo ca ted  in  d if fe re n t S ta tes  o f  the  
country and must have completed a t le a s t  one y e a r 's  operation  as on 
3 l s t  December, 1 9 ® .

b) To the extent p o ss ib le , la r g e -s iz e d  Super Bazars should lee taken  
up for the study.

c ) Both su ccessfu l and not so su ccessfu l Super Bazars should be 
included, and

d) Super Bazars with d iffe re n t stru ctu ra l organ isations i . e .  those  
which have been s e t  up as an independent u n its  and th ose  which have 
been s e t  up by the e x is t in g  Wholesale Stores should be taken up fo r  
the study.

5 . S e le c t io n  o f  the Sample for the Study
A ccordingly, the fo llow in g  sample was se le c te d  fo r  the Study on th e b asis  

o f  the c r it e r ia  la id  down above.
1 .  Apka Bazar, Meerut (U .P .)
2. Cooperative Super Market, Ludhiana (Punjab)
3 . Super Bazar, Baroda (Gujarat)**1
4-. Sahakari Bhanaar, Bombay (Maharashtra)
5. Ghintamani, Coimbatore (Tamil Nadu)
6. Cooperative Departmental S tore, Ernakulam (Kerala)
7 . Janatha Bazar, Bangalore (Mysore)
8 . Kalpalatha, Hyderabad (Andhra Pradesh)

6. Methodology
The fo llow in g  approach was adopted for  conducting the Study. The Study 

i t s e l f  was d ivided in to  the fo llow ing four phases:

F ir s t  Phase -  i )  C o llection  o f  background inform ation from a l l  the Super
Bazars which had been in  operation for  more than one year as 
on 3 i s t  December, 1968.

i i )  C o llection  o f  a rep resen ta tive  sample o f  various statem ent 
sh eets , performae used in  the f ie ld  o f  Personnel Management 
by the Super Bazars in d ica ted  in ( i )  above. These statem ents 
included the e x is t in g  organ isa tion a l ch arts, s t a f f  ru le s  and 
regu la tion s, tra in ing  schemes, job d e scr ip tio n s , communication 
system, s t a f f  inform ation sh eets, e t c .  and

i i i )  Preparation o f  questionnaire, observation-cum -interview  
schedule, and te s t in g  o f  th ese  on p i l o t  b a sis  in  a Super 
Bazar in  order to check the a p p lic a b il ity  and u t i l i t y  o f  th ese

H  -  A fter  a v i s i t  to the Store, i t  was observed th at the p o l ic ie s  and p r a c t ic e s  
in  the f ie ld  o f  Personnel Management were n et d if fe r e n t  from the ones 
fo llow ed in  the Stores already v is i t e d  and thus no separate study rep ort
was prepared.

5
9 .  Management -  Trade Union R e la t io n sh ip .
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in  rea l l i f e  s itu a tio n s  and, i f  necessary, 1 
e f fe c t  m odification in  the approach befoi 
the proper study i s  taken up.

to
re

Second Phase -  i )  F ield  v i s i t s  to the se le c te d  Super Bazars
and to conduct in terview s with the members 
o f the Board of Directors/Sub-Committees, 
the Executive and oth er personnel on the  
b a sis  o f  the interview  schedule prepared 
for  the purpose.

i i )  C ollection  o f  bio-data o f  some se le c te d  
employees.

i i i )  On-the-spot study of various p o l ic ie s  and 
p ra c tices  followed in the f i e ld  o f  
Personnel Management on the basis o f  the  
observation schedule prepared for the  
purpose, and

iv )  D iscussions with the managements, trade  
union lead ers and o f f ic e r s  from the 
S ta te  Cooperative Department with regard  
tc the p o ss ib le  areas where improvement 
can be made.

Third Phase

Fourth Phase

Drafting o f  the report and, i f  necessary, to 
r e - v i s i t  some o f the S tores for cross-checking  
the data and c o lle c t in g  the add ition al 
inform ation as may be necessary.

Follow-up steps which may include holding 
o f seminar, preparing a manual and necessary  
gu id elin es in  the f ie ld  o f  Personnel Management.

7 . Commencement o f  the Study

To s ta r t  with, we prepared a general questionnaire for th e  
c o lle c t io n  o f  relevan t background inform ation from a l l  the Super 
Bazars in  the country which had been in  operation for more than one 
year as on 3 l s t  December, 1963, in  order to s e le c t  a rep resen ta tive  

sample o f  the Super Bazars in  accordance with the c r ie r ia  sta ted  

above. I t  was sent out to 4.2 Super Bazars and about on e-th ird  o f  
the S tores responded and sent the questionnaire duly f i l l e d  in . In 
the process o f  se-Lection, we received  considerable a ss is ta n ce  and 

guidance from the o f f ic e r s  in the Cooperative Department o f  the
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We also  prepared . questionnaire, interview  schedul.es and 
observation  g u id elin es for u se .

A p i l o t  study was subsequently conducted in  March 1969 at  
Super Bazar Meerut in  order to t e s t  the a p p lic a b ility  and u t i l i t y  
o f  our questionnaire in  real l i f e  s itu a tio n s  and, i f  n ecessa iy , to 
e f f e c t  m odification  before we s e t  out for our f ie ld  v i s i t s .

The second phase which was made up o f  a s e r ie s  o f  f i e ld  
v i s i t s  started  in  early April and e a c h 'v is it  was o f  3 to 5 days.
During th ese v i s i t s  we interview ed members o f  the Board o f  D irectors/ 
Sub-Committees, General Managers and other sen ior personnel, a 
rep resen ta tive  sample o f  other employees, a few R egistrars and oth er  
O fficers o f th e S tate  Cooperative Departments, rep resen tatives o f  the 
s t a f f  cou n cils , s t a f f  clubs and trade unions o f  the employees and o th er  
connected in t e r e s t s .  We met them in  groups as w ell as in d iv id u a lly  
and had had an opportunity to hold formal as w ell as informal 
d iscu ssio n s with them on the various aspects that had been covered 
in  our study.

Ihe ta b le  below g ives the categories and number o f personnel 
whom we met during our v i s i t s .

Name o f  the Store ______ People interview ed_____ _ ______ Personnel interview ed
P resi-  Board Ex©- Super- Sales Trade Total
dents o f  cu tive  v iso rs  men Others Unions in te r -

D irectors viewed
_ 1 2 3 I 5 6 7 8 9

1.Apka Bazar,
Meerut

2. Cooperative 
Super Market,
Ludhiana.

3 .Super Bazar,Baroda
4-• Sa hafcari B handar,

Bo m.bay

5.Chintatfani,
Co 1 mb a tore

°*Cooperative Depart­
mental S tore,
Ernakulam.

Government o f  In d ia .

2

2

10

11

1
•)
X 1

1

2

2

5
6

18

1

5

10
20

32

13
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2____  3 4 5 6 7 8

7 .Janatha Bazar, 
Bangalore.

- l 4 3 10 3 - 21

S.K alpalatha, 
fly d era bad.

1 - 3 2 5 3 2 16

6 5 24 22 56 11 9 133

On the b a sis  o f the data co lle c ted  through questionnaires  
and also as a resu lt o f  our observation-cum -interview sessio n s with  
the personnel and others connected ■with the working o f  the S tores, 
we prepared separate reports for each o f  the Store under study. This 
d raft report i s  based on th ese  seven reports.

I t  i s  proposed to c ir c u la te  th is  draft report among the  
sponsoring agencies as w ell as among the executives o f  the Super 
Bazars that had been se lec ted  for the study, the R egistrars o f  the  
Cooperative Department o f a l l  the States in  the country, and a few 
other recognised experts in  the f ie ld  o f Personnel Management in  
order to e l i c i t  th e ir  comments and suggestions for making the 
report r e a lly  u sefu l for the managements o f the Super Bazars. ’

we propose to d iscuss the follow-up steps to be taken 
in  a meeting to be convened o f  the sponsoring agencies in  the 

middle o f  March 1970,
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AN OVERVIEW

Any attempt to study a f ie ld  l ik e  Personnel Management which 
in  broader terms i s  a r e f lec tio n  o f the a ttitu d es o f  the senior  
personnel in  an organisation without taking into consideration  the  
environmental factors which operate within and without the 
organ isation  w ill be anything but complete.

During the course o f  our study, we had had occasions to 
observe some o f these factors in  operation and th e ir  impact on the v i t a l  

f i e ld  o f  personnel re la tion s and the response o f the employees 
th ereto . The follow ing paragraphs are devoted to th is  aspect o f our
study.

In view o f  the pecu liar manner o f  the organisation  o f the 

Super .Bazars in  India and the c lo se  involvement o f the various S ta te  
organs, i t  was imperative to find a steady creeping o f  
"adm inistrative culture” within these organ isa tion s, where 
managerial personnel had been tempered to exh ib it or ien ta tion  towards 

r u le s  a lon e . On the other hand outside environments o f  the town 
did a lso  contribute to in flu en ce the a ttitu d es o f  the management and 

the employees towards work, produ ctiv ity  and the resp ective  r o le  
o f  each towards the other. For instan ce, in  a p a rticu la r  Super 
Bazar which was located  in  the hub of a commercial town, the 
e ff ic ie n c y  o f  the sa les  personnel was found to be high both because 
o f  the commercial culture o f  the town as w ell as the a tt itu d e  o f  
the management, which was far d ifferen t from th at one fin d s in  

a government o f f ic e .  We fe e l th at the development o f a culture  
w ith in  an organ isation , that does not l e t  o b je c t iv ity  come into  

the process o f  decision-making and places higher premium on 
v a lu es  w h ich  a p rofession a l manager finds hard to emulate, f a i l s  
to gear the employees o f  the organisation  to s tr iv e  hard for the
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a ch iev em en t o f  th e  s e t  o b jectives and i s  t h e r e f o r e  surely not 
conducive for  the introduction o f healthy p ractices in  the f ie ld  of 
personnel management.

We give below the ro le  o f  three important a g en c ies /o ff ice s , 
which have been in  our opinion responsible in  shaping and 
in fluencing  the p ractices in  the f ie ld  o f personnel management 
in  the se lec ted  Super Bazars:

( i )  Bole o f  the S ta te  Agencies

As stated  e a r lier , the c lose  involvement of tho State 
had been responsib le for the breeding of a cu lture where the 
executives had developed a c la ss  prejudice towards the employees 
and considered them as a d is t in c t  category o f  personnel whose 
asp iration s had to be ignored, whose personal welfare had not to 
be looked in to , and who should, in  general, be l e f t  to their own 
fa te .

A ty p ica l example o f the impact o f  th is  culture had been 
the a ttitu d e  o f the managements towards the ro le  o f  the sa les  
personnel. In almost a l l  the Super Bazars, we found that the sa les  
personnel had been made both responsible as w ell as 
accountable for  the stocks, and thus th eir  i n i t i a l  or ien tation  
had been d irected  not so much to push up sa le s , but to devise 
necessary measures as may prove helpful in  protecting  the 
in ven tories. Apparently, tho r e su lt  had been th at salesmen were 
not so much motivated to push up sa le s  as for ensuring that stocks 
were properly protected . I t  i s  our opinion that the sa les  
personnel should e sse n tia lly  be accountable for the stocks and 
responsib le for showing resu lts  and accou n tab ility  should be viewed 
but an in teg ra l part o f  the o v era ll r esp o n sib ility  for showing 

r esu lts  in  a given set-up .

Another rela ted  aspect which had resu lted  because o f the 
in terferen ce from State a u th o r itie s  was the excessive  zeal o f
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managements to increase the secu r ity  from the s t a f f  that had. 
been entrusted with stock s. In one Store when on the in stru ctio n s  
o f  the R egistrar o f Cooperative S o c ie t ie s  o f  the S ta te  Government, 
the cash secu r ity  had been increased  from Rs. 500 /- to Rs. 1 ,0 0 0 /-  
in  the case o f  salesmen, some o f the sa le s  employees had to lea v e  
the organ isa tion , for th is  and sim ilar other reasons and in  
th e ir  p la ces , the management could fin d  only aged re tired  personnel 
who alone perhaps were w illin g  to provide the necessary amount as 
secu r ity . Thus in  a way, the S ta te  Government r e s tr ic te d  the 
choice o f  the management in  the s e le c t io n  o f  personnel. Another 
p r a c tic e  that was widely encouraged in  the f ie ld  o f  personnel 
management v/as that o f  looking to the State Governments' manuals 
e tc . for precedences to take d ec isio n s in  th ese  organisations whose 
nature and o b jec tiv e s  were far  d iffe re n t from th at o f  a gpvernment 
o f f i c e .  Even performance appraisal o f  the employees was done on 
the b a sis  o f  a con fid en tia l report which characterised  the 
routin es o f  a government o f f ic e .

( i i )  Role o f  the Board o f  D irectors

I t  i s  a well-known fa c t  th at the morale o f  the employees 
in  any organ isa tion s la r g e ly  depends upon the in te g r ity  and 
competence which the top management d isp lays in  running the 

business o f  an organ isa tion , and i f  in stan ces come to the n o tice  
o f  employees where tho top managerial personnel show la ck  o f  
in te g r ity  or la ck  o f  obj e c t iv i ty  or lack  o f  necessary competence 
in  the process o f  decision-m aking or even in te r fe r e  in  spheres 
which normally do not r e la te  to th e ir  a c t iv i t i e s ,  a cer ta in  
amount o f  dem oralisation and a t tim es even d e r e lic t io n  o f  duty 
fo llow  on the part o f  the employees.

In the Super Bazars where the members on the Board o f  
D irectors were in s is t in g  upon making purchases in  sp ite  o f  

op p osition  from the sen ior managerial personnel or  where glaring
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in sta n ces  o f  lack  o f  in te g r ity  on the part o f  the members o f  the  

Board o f D irectors had come into the n o tice  o f  the employees, or  
even where the paid  executives were found to be incompetent in  

discharging i,hexr fu nctions, employees were found to be 
fru stra ted , demoralized and betrayed a lack  o f  id e n t if ic a t io n  with  
the Super Bazars.

( i i i )  Bole o f  the Chief Executive

The Chief Executive was a model whom a l l  the employees
in  the organ isation  emulate to develop th e ir  own behaviour,
a tt itu d e  and ro le  w ithin the organ isa tion . During the course o f
our stucfy, we found that in  those Super Bazars where the Chief
Executives were more b u sin ess-or ien ted  and humane in  th e ir  approach,
the degree o f  the morale o f  employees was higher, the operational
e ff ic ie n c y  b e tter , and the communication e a s ie r . Also in  those
Stores where the Chief Executive had adopted a s tiff-n eck ed
a ttitu d e , the employees were fru strated , non-communicative ,
and by and la rg e  d is lo y a l to the organ isations they served. We a lso
observed th a t those Chief Executives who did not in sp ire
confidence in  th e ir  employees e ith e r  because o f  poor p erso n a lity ,
or because o f  lack  o f  support from the Board o f  D irectors, or even
because o f  th e ir  own personal preju d ices, had a lso  fa ile d  to take
the other employees with them in  strengthening the organ isa tion .
Most o f  the cases o f  in d isc ip lin e , grievances and groupism were
found to be growing in  those Stores where Chief Executives were
e s s e n t ia l ly  weak or incompetent and did not have necessary s k i l l
and ex p ertise  to take necessary d ecision s or who lacked a w il l  to
r e s i s t  o u ts id e  pressure that was brought about to undermine the
working o f  th ese  organisations o r  who did not enjoy confidence o f  the 
Board o f  D irectors.

Apart from the in flu en ce which has been d iscu ssed  above,
we a lso  found th at there was a p o s it iv e  re la tio n sh ip  between the 
success c f  the organ isation  and the morale and degree o f  devotion
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o f  employees towards th e organ isa tion . The more su ccessfu l 
Stores had th e ir  employees with high morale and stronger  
m otivating fa c to r s . I t  was a lso  observed th at the s iz e  o f  the 
Store had a lso  a c lo se r  rela tio n sh ip  with the degree o f  
progressivism  in  the f i e ld  o f  personnel management and employees 
s a t is fa c t io n  in  th e ir  resp ectiv e  p o s it io n s .

By and la rg e  we found th a t the employees had been 
recru ited  on recommendations and were at times even protected  
because o f  th e ir  connections with the "Powers th at be", but we a lso  
noted that w ith su ita b le  tra in in g , m otivation and in cen tiv es , they  
can be harnessed to g ive th e ir  b est for the su ccessfu l running 

o f  th ese -o rg a n isa tio n s .

In our study, we did find  th at employees f e l t  insp ired  
in  th e ir  work because o f  the o b jec tiv e s  o f  Super Bazars, i . e .  to 
s e l l  e s s e n tia l consumer a r t ic le s  a t lower p r ices  and to ensure 
th at the consumer i s  not exp lo ited  in  the market. I t  i s  our 
opinion th at i f  th is  p a r ticu la r  aspect o f  the o b jec tiv e s  o f opening 

o f  Super Bazars are c lea r ly  explained to the employees, a greater  
degree o f involvem ent can be obtained from them.

The managements o f  most o f  the Super Bazars were s t i l l  
stru gg lin g  to  e s ta b lish  them selves and were conscious o f  the 
drawbacks in  the f i e ld  o f  personnel management and were found to 
be eager to introduce a l l  those measures as might help them 
in  stream lin ing the e x is t in g  p r a c tic e s  and were alao in  search of necessary  

g u id e lin es  for future growth. They were found to  be eager to know 
more about the various p r a c tic e s  in  the f ie ld  o f  personnel 
management as may help them to m otivate the employees to give 
th e ir  b est to the organ isa tion  they served and tim e and again 

pointed out to us th at the r e s u lt s  o f  our study in  th is  f ie ld  

would be eagerly  aw aited.
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MrtN^ggvl^NT POLICIES AND gR ^ 'T IC S S  IN  S^L^CT^D 

SUP21 BjiZ^iRS IN  IN D I.i

SUMMARY .,ND CONCLUSI ON

C h a n ter  I -  O r g a n is a t io n a l  -Set-up

In  a l l  th e  s e v e n  Super B azars under s tu d y ,  no in d e p e n d e n t  a t t e m p t  

w h a t s o e v e r , had ev er  b een  made to  o b se r v e  a w e l l - d e f i n e d  o r g a n i s a t i o n a l  

s e t - u p  chat m ight f a c i l i t a t e  th e  work o f  c o - o r d in a t i o n ,  p la n n in g  and 

c o n t r o l  a t  v a r i o u s  s t a g e s .  No s e p a r a t e  management s e t - u p  fo r  l o o k i n g  

to p e r s o n n e l  management had b een  e n v isa g e d  i n  any o f  th e  Super B a z a r s  

e x c e p t  what was n e c e s s a r y  and minimum under th e  c ir c u m s t a n c e s .  The 

outcom e o f  th e  a b sen ce  o f  a s tr e a m lin e d  o r g a n i s a t i o n a l  s e t - u p  had b e e n

( a )  Cverla .pping o f  d u t i e s ;

( b )  A b sen ce  o f  ch an ne l  communication;

( c )  A bsence  o f  c o o r d in a t io n ;

(d )  D i l u t i o n  o f  m o t iv a t in g  f a c t o r s ;

( e )  A bsence o f  g o a l s  and b lu rr ed  o b j e c t i v e s ;  and

( f )  C on vergen ce  o f  v a r io u s  a c t i v i t i e s  i n  th e  o r g a n i s a t i o n  a t  a l e v e l

w h ich  was f a r  h ig h e r  than  th e  Department Managers, who w ere

g e n e r a l l y  r e s p o n s i b l e  f o r  th e  o p e r a t io n s  o f  th e  S t o r e .

We fo-el t h a t  an i d e a l  o r g a n i s a t i o n a l  s e t - u p  f o r  a l a r g e  s i z e d  

r e t a i l  shop sh o u ld  c o n s i s t  o f  th e  fo l lo w in g  f o u r  s e p a r a t e  f u n c t i o n s :

( i )  G ales;

( i i )  P u rch ases;

( i i i )  C o n tro l  and a c c o u n t s ;

( i v ) P e r so n n e l  and Sub l i e  R e la t io n s .

H ie r a r c h y - w i s e  i t  sh ou ld  c o n s i s t  o f  a t  l e a s t  t h r e e  t i e r s :

( a )  P o l ic y -m a k in g ,  (b )  E x e c u t io n ,  ( c )  O p e r a t io n a l .

Vo a l s o  f e e l  t h a t  th e  im p o rta n ce  o f  a P e r so n n e l  S e c t io n  and i t s  

r o l e  i n  th e  o r g a n i s a t i o n a l  s e t - u p  need t o  be h i g h l i g h t e d  and s p e c i a l  

t r a i n i n g  .in p e r s o n n e l  management should  be a rra n g ed  f o r  t h e s e  

p e r s o n n e l .

C h ap ter  I I  -  P er so n n e l  Planning;

'rt'ith t h o  e x c e p t i o n  o f  one S to r o ,  a l l  th e  f a c t o r s  w i th  reg a rd  

t o  p e r s o n n e l  p la n n in g  i n  th e  Super B a za rs  w ere  m i s s i n g  a nd no 

i n t e l l i g e n t  a t t e m p t  on t h e i r  p a r t  was d i s c e r n i b l e .  By and l a r g e ,  

we c o u ld  n o t  s e e  any a t tem p t  t h a t  m ight have b e e n  made on  p o s i t i o n a l
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c l a s s i f i c a t i o n  which cou ld  have h e lp ed  i n  a ny m e a n in g fu l  e x e r c i s e  i n  

p e r s o n n e l  p la n n in g .  P o s i t i o n s  a t  t im e s ,  had b een  c r e a t e d  and a b o l i s h e d  

u y p en u in g  upon th e  e x i g e n c i e s  of c ir c u m s ta n c e s .  A ppointm ents  had b een  

m aie  w i th o u t  any p r io r  a ttem p t to  a s s e s s  th e  a c t u a l  n eed s ,  s e r v i c e s  

o f  t h e  em p loyees  had b een  o f t e n  term in a ted  on a n ad hoc b a s i s  w h ich  i n  

tu r n  had r e s u l t e d  i n ,  among o t h e r s ,  n o t  o n ly  i n  a v o id a b le  e x p e n d i t u r e  

and c o n s e q u e n t  l o s s ,  but a l s o  d e m o r a l i z a t io n  o f  o th e r  em p lo y ee s .

We f e e l  th a t  t h e r e  i s  a  need to  earmark s e p a r a t e  funds f o r  

le v o lo p m e n t  o f  p erso n n e l  on th e  b a s i s  o f  p e r s o n n e l  b u d g e t in g  f o r  a  

g i v e n  f u t u r e  p e r io d ,

^mother grim  f e a t u r e  th a t  came t o  our n o t i c e  was th e  l a c k  o f  

c o n f i d e n c e  th a t  was e x h ib i t e d  by th e  management i n  a t  l e a s t  one S t o r e  

i n  th e  s t a b i l i t y  o f  th e  Super Bazar i t s e l f .  The Chairman and t h e  

C h ie f  E x e c u t iv e  o f  t h i s  S t o r e  p o in te d  out t h a t  b e f o r e  an a t te m p t  

f o r  p e r s o n n e l  p la n n in g  cou ld  be made, i t  v/as n e c e s s a r y  t h a t  th e  

o r g a n i s a t i o n  sh ou ld  be on a s t a b l e  b a s is *  w h ich  i n  t h e i r  o p in i o n ,  

was n o t  th e  c a s e .  O thers u n d ersto o d  th e  need fo r  proper p e r s o n n e l  

p la n n in g  b u t  i n d i c a t e d  that, th ey  needed a d v ic e  and a s s i s t a n c e  from a  

na t i  on a l  or  a  s t a t e  l e v e l  body which cou ld  g u id e  them i n  such  m a t t e r s .

7/e f e e l  th a t  i n  o rd er  to  avo id  th e  p o s s i b i l i t y  o f  l a r g e  s c a l e  

re tre n c h m en t  o f  em ployees a t  a l a t e r  s t a g e ,  or  s e t t i n g  up o f  

n o n - v i a b l e  Suoer B a za rs ,  i t  i s  im p e r a t iv e  th a t  p rop er  p r o j e c t  

p la n n in g  a nd f e a s i b i l i t y  s t u d i e s  sh o u ld  p r e c e d e  t h e  s e t t i n g  up o f  

Super B azar  i n  f u t u r e .  Such s t u d i e s  should  i n c l u d e  manpower 

r e c r u i t m e n t  and a s s e s s m e n t  o f  th e  d eg ree  o f  s k i l l s  and e x p e r t i s e  

r e q u ir e d  a t  v a r io u s  l e v e l s  i n  ord er  to  en su re  p r o f i t a b l e  w orking o f  

t h e s e  o r g a n i s a t i o n s .  Such s t u d i e s  may p r e f e r a b ly  be co n d u c ted  by th e  

N a t io n a l  C o o p e r a t iv e  Consumers' F e d e r a t io n  o r  S t a t e  C o o p e r a t iv e  

F e d e r a t i o n s .  In  s i x  o u t  o f  th e  sev e n  S t o r e s  u nd er  s tu d y ,  th e  C h ie f  

E x e c u t i v e s  w ere government o f f i c e r s  on d e p u t a t io n ,  and i n  one Super  

B a za r  a lm o s t  a l l  th e  s u p e r v i s o r y  and m a n a g e r ia l  p o s i t i o n s  had a l s o  

b ppn f i l l e d  up by th e  d e p u t a t i o n ! s t s  drawn from th e  v a r i o u s  S t a t e  

Government D epartm en ts .  I t  seemed t o  u s  t h a t  no a t t e m p t s  w ere b e in g  

made by th e  managements to  r e p l a c e  t h e s e  o f f i c e r s  who had come f o r  

s h o r t  p e r i o d s  to  work i n  th e  Super B a z a r s ,
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A bsence  o f  any d e f i n i t e  p la n  made i t  w e l l - n i ^ h  im -o o ss ib le  t o  

•ch a lk  o u t  a programme f o r  c a r e e r  p la n n in g  and m anagem ent d ev e lo p m en t  

f o r  t h e  e m p lo y e e s ,  and t h i s  had a l s o  in t r o d u c e d  an e lem en t  o f  a d -h o c is m  

i n  any m e a n in g fu l  p ro ced u re  d e s ig n e d  to  make d i s t i n c t  c h a n n e ls  o f  

p ro m o tio n s  f o r  va_rious c a t e g o r i e s  o f  em p lo y ee s .

We f e e l  t h a t  t h e r e  i s  a need  fo r  an i n t e g r a t e d  programme o f  

c a r e e r  d eve lop m en t o f  em p lo y ees  and t r a i n i n g  f a c i l i t i e s  r e q u ir e d  f o r  

t h e i r  g row th . 7/e a l s o  f e e l  t h a t  i t  i s  n e c e s s a r y  t o  draw up long ra n g e  

p la n s  f o r  d eve lop m en t o f  s e n i o r  p e r s o n n e l  i n  o rd er  to  h e lp  them should ier  

r e s p o n s i b i l i t i e s  w i th  c o n f i d e n c e  i n  th e  f u t u r e .

In  none ->f t h e  S t o r e s  u nd er  s tu d y ,  th e  em p loyees  w ere  aware  

o f  th e  p ro ce d u re  t h a t  th e  managements fo l lo w e d  i n  prom oting  e m p lo y e e s .

I n  a l l  t h e  Super B a z a r s ,  s e n i o r i t y  was s a i d  t o  b e  th e  b a s i s  f o r  

p ro m o t io n .  In  a t  l e a s t  one S t o r e ,  we w ere a l s o  in form ed  t h a t  th e  

S t o r e ' s  own em p lo y ee s  w ere a u t o m a t i c a l l y  c o n s id e r e d  fo r  prom otion  

i f  a v a ca n cy  o c c u r r e d ,  i r r e s p e c t i v e  o f  th e  f a c t  w hether  th e  em p lo y ee s  

had a p p l i e d  f o r  th e  same or n o t .

A b sen ce  o f  d i s t i n c t  c h a n n e l s  o f  prom otion  and th e  f a i l u r e  o f  

th e  management i n  making any a t te m p t  on c a r e e r  d ev e lo p m en t o f  th e  

em p lo y ees  and f o r  a r r a n g in g  s u i t a b l e  t r a i n i n g  had r e s u l t e d  i n  low  

m o r a le  and f r u s t r a t i o n .  I t  had a l s o  perhaps l e d  t o  th e  f r e e z i n g  o f  

o p e r a t i o n s  o f  t h e  Super B a za rs  a t  th e  e x i s t i n g  l e v e l s  -  a f a c t  w h ich  

a l e a d i n g  D i r e c t o r  o f  a  Super B a za r  p o in te d  o u t  t o  u s  d u r in g  th e  

c o u r s e  o f  ou r  i n t e r v i e w .

We f e e l  t h a t  as  t h e  em p lo y ees  a t t a c h  u tm o s t  im p o r ta n ce  t o  

t h e i r  p ro m o t io n s  w i t h i n  th e  o r g a n i s a t i o n s ,  th e  managements sh o u ld  l a y  

down w e l l - d e f i n e d  p o l i c i e s  w i th  regard  to  p ro m o tio n s  o f  e m p lo y e e s .

I n  our o p in i o n ,  a l l  th e  p o s i t i o n s  a t  th e  t h i r d  l e v e l  o f  th e  h ie r a r c h y ,  

i . e .  s u p e r v i s o r s  and e q u iv a l e n t  p o s i t i o n s  i n  th e  o r g a n i s a t i o n s  sh o u ld  

b e  i n v a r i a b l y  f i l l e d  up by p ro m o tio n s  a lo n e  and th e  managements sh o u ld  

e x e r c i s e  n e c e s s a r y  ch eck  w h i l e  r e c r u i t i n g  p e r s o n n e l  a t  t h e  fo u r t h  

l e v e l  o f  th e  h ie r a r c h y  to  e n s u r e  t h a t  o n ly  su ch  r e c r u i t s  a s  have t h e  

p o t e n t i a l  to  grow i n t o  good s u p e r v i s o r s  a r e  r e c r u i t e d .

We a l s o  f e e l  th a t  a t  l e a s t  50 p er  c e n t  o f  t h e  p o s i t i o n s  a t  th e  

seco n d  l e v e l  o f  th e  h ie r a r c h y ,  i . e .  t h a t  o f  D epartm ent Managers and  

th e  e q u iv a l e n t  p o s i t i o n s  i n  th e  o r g a n i s a t i o n s  sh o u ld  a l s o  be f i l l e d  up
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by p ro m o tio n  a l o n e .  The managements should  a n su re  th a t  th e  em p lo y ees  

i n  th e  o r g a n i s a t i o n s  f u l f i l  th e  n e c e s s a r y  q u a l i f i c a t i o n s  l a i d  down 

f o r  t h e s e  p o s i t i o n s  by drawing up an i n t e l l i g e n t  programme f o r  t h e i r  

p la c e m e n t ,  t r a i n i n g  and c a r e e r  d eve lop m en t.  I n  cur o p in i o n ,  th e  p o s t  

o f  t h e  C h ie f  E x e c u t iv e  should  a l s o  be f i l l e d  up by p rom otion , a s  f a r  

a s  p o s s i b l e .  The b a s i s  f o r  a l l  prom otions sh o u ld  b e  m e r it  and minimum 

p e r io d  o f  s e r v i c e  w i t h i n  th e  o r g a n i s a t i o n  and m e r it  shou l. i  b e  ju d ged  on  

th e  b a s i s  o f  p e r i o d i c  perform an ce  e v a l u a t i o n  o f  th e  em ployees  done  on an  

o b j e c t i v e  b a s i s .  S t a f f  c a d r e s  had not been  c r e a te d  anywhere, b u t  th e  

s e n i o r  em p lo y ees  s p o n ta n e o u s ly  commended t h e  p r o p o s a l  f o r  c r e a t i n g  

and m a in ta in in g  s t a f f  c a d r e s  f o r  m a n a g er ia l  p o s i t i o n s  i n  th e  Super  

B a z a r s .  The e l e c t e d  D i r e c t o r s  were found to  b e ,  how ever, not so  keen  

and e n t h u s i a s t i c  about th e  c r e a t i o n  o f  c a d r e s ,  b u t most o f  the  

managements showed t h e i r  w i l l i n g n e s s ,  though w ith  a s l i g h t  r e l u c t a n c e  

t o  ta k e  m a n a g e r ia l  p e r s o n n e l  from such ca d re ,  f o r  a f t e r  a l l ,  i t  was  

c la im e d ,  th e  e x i s t i n g  arrangem en ts  w ere  n o t  much d i f f e r e n t  from th e  

one t h a t  h a s  b een  e n v i s a g e d ,  b e c a u s e  even  now, i t  was th e  R e g i s t r a r  

who had b een  sen d in g  h i s  n om inees  to  work a s  G en era l  Managers, and 

t h i s  arrangem en t had a  weak p o in t  i n  th a t  th e  R e g i s t r a r ' s  nominee  

la c k e d  th o  n e c e s s a r y  s k i l l s  and e x p e r t i s e  which would be th e  b a s i c  

q u a l i f i c a t i o n s  o f  th e  new Manager.

The managements w ere o f  th e  v ie w  t h a t  th e  q u a l i f i c a t i o n s  o f  

p r o s p e c t i v e  r e c r u i t s  t o  th e  management c a d r e s  should  be Ca) a d eq u a te  

f i e l d  e x p e r ie n c e ;  (b )  t r a i n i n g  i n  r e t a i l  management; ( c )  proven rocord  

o f  p er fo rm a n ce  i n  running a r e t a i l  o r g a n i s a t i o n .  The management 

fa v o u red  o u t s i d e  b ig  com m ercia l  h o u se s  a s  th e  main so u r c e  o f  

r e c r u i t m e n t  t o  such c a d r e s ,  and i t  was p o in te d  t h a t  a commerce d eg ree  

sh o u ld  be an e s s e n t i a l  q u a l i f i c a t i o n  f o r  c a n d id a t e s  t o  b e  ta k en  on such  

c a d r e .  Tho N a t io n a l  C o o p e r a t iv e  Consumers' F e d e r a t io n  and th e  S t a t e  

F e d e r a t i o n s  w ere  th e  two a g e n c i e s  t h a t  were fa v o u red  f o r  c r e a t i n g  and 

managing t h e s e  c a d r e s .

We how ever f e e l  th a t  a  s e p a r a t e  co m p reh en s iv e  s tudy should  

b e  co n d u c ted  on t h i s  a s p e c t  o f  c a d e r i s a t i o n .  Such a s tu d y  sh o u ld  

aim a t  f i n d i n g  c u t  th o  e f f i c a c y  or  o th e r w is e  o f  c r e a t i o n  and 

m a in ten a n ce  o f  c a d r e s  f o r  management f o r  Super B a za rs  i n  th e  

s o c io - e c o n o m ic  s e t - u p  o f  t h i s  c o u n tr y .
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S tra y  a t t e m p ts  had b een  made i n  a lm o s t  a l l  th e  Super B a za rs  

i n  l a y i n g  down s p e c i f i c  d u t i e s  f o r  th e  v a r io u s  n o s i t i o n s  th a t  had b een  

c r e a t e d  w i t h i n  th e  o r g a n i s a t i o n .  But no m e a n in g fu l  l i n k - u p  was 

c l i s c e r n i b l a  among th e  v a r i o u s  Jobs t h a t  had b een  c r e a t e d  or w are  

p o s i t i o n e d  w i t h i n  th e  Super B a z a r s .  The g e n e r a l  im p r e s s io n  t h a t  we 

c a r r i e d  about th e  m anagem ent's  approach  was t h a t  o f  t a c k l i n g  p rob lem s  

a s  and when th e y  a r o s e .  I n  a lm o s t  a l l  th e  Super B a z a r s ,  th e  d u t i e s  o f  

th e  C h i e f  E x e c u t iv e s  and A c co u n ta n ts  and i n  few c a s e s ,  some o t h e r  

o f f i c e r s  had b een  d e f in e d  i n  th e  con cern ed  b y e - la w s  o f  Super B a z a r s .

We f e e l  t h a t  the managements sh ou ld  make e a r n e s t  e f f o r t s  t o  c l e a r l y  

’e s c r i b e  e v e r y  job  i n  th o  o r g a n i s a t i o n  i n  o r d e r  to  s t r e a m l in e  t h e i r  

w orkin g  and e s t a b l i s h  n e c e s s a r y  sy s tem s  f o r  c o o r d i n a t i o n  and c o n t r o l  

and t o  d e f i n e  t h e  s p e c i f i c  r o l e  to  be p la y e d  by each  i n  th e  p r o c e s s  o f  

a c h i e v i n g  th e  o b j e c t i v e s *  Vie a l s o  f e e l  t h a t  i t  i s  n e c e s s a r y  t o  l a y  

down p r o c e d u r e s  f o r  c a r r y in g  out d i f f e r e n t  a c t i v i t i e s  i n  th e  o r g a n i s a t i o n  

and d e t a i l e d  m ethods t h e r e o f .  A u t h o r i t y  to  whom an i n d i v i d u a l  

em ployee  w i l l  approach , sh ou ld  he f a c e  any d i f f i c u l t y ,  f o r  

. a s s i s t a n c e  and g u id a n c e ,  may a l s o  b e  c l e a r l y  d e f in e d  i n  ord er  to  

im p rove  th e  e f f i c i e n c y  o f  each  em ployee and h e lp  him come to  th e  

e x p e c t a t i o n s  o f  th e  management.

S in c e  n o s i t i o n s  had n o t  b een  d e f in e d  i n  t h e  o r g a n i s a t i o n s ,  no

a t t e m p t  w h a ts o e v e r  heid been  made fo r  t h e  e v a l u a t i o n  o f  t h e  v a r i o u s  jo b s  

and t h e i r  c o n t r i b u t i o n s  to  th e  o v e r a l l  o b j e c t i v e s .  v/e  f e e l  t h a t  i t  i s  

n e c e s s a r y  f o r  managements to  e v o lv e  n e c e s s a r y  p r o c e d u r e s  f o r  th e  

c r e a t i o n  o f  n ev  p o s i t i o n s .  In  our o p in io n ,  i t  sh o u ld  b e  the duty  o f  

t h e  P e r s o n n e l  Department to  i n i t i a t e  a c t i o n  i n  t h i s  b e h a l f .  We f e e l  

t h a t  a t t e s t s  t o  e v a l u a t e  th e  v a r i o u s  jo b s  i n  t h e  o r g a n i s a t i o n  sh o u ld  

b e  made p e r i o d i c a l l y  i n  o r d e r  to  make t h e  o r g a n i s a t i o n a l  s e t  up and 

p o s i t i o n  c l a s s i f i c a t i o n  r e s p o n s iv e  to  th e  ch a n g in g  demand i n  

c o m p e t i t i v e  en v i i -o n m en ts . We a l s o  f e e l  t h a t  s c a l e s  o f  pay sh ou ld  be  

k e p t  a s  low  i n  number a s  p o s s i b l e  an:: sh o u ld  n o t  ex c eed  sev e n  i n  a l l  

i n  t h e  c a s e  o f  Super B a z a r s .  An e l a b o r a t e  sy s tem  fo r  perform ance

C h a p te r  H i  — Job A n a ly s i s  and P r o d u c t i v i t y
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a p p r a i s a l  and m e r it  r a t i n g  b ased  ..in o b j e c t i v e  e v a l u a t i o n  o f  each  job  

i n  t h e  o r g a n i s a t i o n a l  s t r u c t u r e  should  be e v o lv e d  i n  a l l  th o  S t o r e s  

n o t  o n ly  to  a s s e s s  f i r  p o t e n t i a l  o f  each  em ployee and c o n s e q u e n t ly  

t o  make a p la n  f o r  h i s  c a r e e r  d evelop m en t,  b u t  a l s o  t o  c o n t r o l  and 

im prove h i s  i n d i v i d u a l  perform an ce .

Some o f  th e  most im p o r ta n t  factors which i n f l u e n c e  and i n c r e a s e  

p r o d u c t i v i t y  i n  an o r g a n i s a t i o n  are work o r g a n i s a t i o n ,  i n t e g r a t i o n  

o f  d u t i e s  and r e s p o n s i b i l i t i e s ,  c o n t in u o u s  t r a i n i n g  o f  em p lo y ees ,  p roper  

i n d u c t i o n  s y s te m ,  r e a s o n a b le  co m p en sa t io n  r a t e s ,  in v o lv e m en t  o f  

em p lo y ee s  i n  th e  p r o c e s s  o f  d e c i s io n -m a k in g ,  r e c o g n i t i o n  o f  m e r i t ,  

award f o r  good performance* and o b j e c t i v i t y  on th e  p a r t  o f  th e  

management i n  i t s  a c t i v i t i e s .  C oncerted  e f f o r t s  to  in t r o d u c e  a l l  t h e s e  

a s p e c t s  i n  t h e s e  o r g a n i s a t i o n s  would s u r e ly  go a v er y  long  way i n  

im p ro v in g  p r o d u c t i v i t y  i n  t h e s e  o r g a n i s a t i o n s .

A tte m p ts  to  i n c r e a s e  p r o d u c t i v i t y  o f  em p loyees  by way o f  

i n c e n t i v e  pay had m i s f i r e d  l a r g e l y  b eca u se  th e  r a t i o n a l e  o f  f i x i n g  

i n c e n t i v e  pay was n o t  b a sed  on g e n u in e  f a c t o r s .  7/e f e e l  th a t  u n l e s s  

managem ents d e v e lo p  s c i e n t i f i c  c r i t e r i o n  t o  m easure p r o d u c t i v i t y  o f  

em p lo y e e s ,  no incentive scheme w i l l  b r in g  about th e  n e c e s s a r y  results 

e x p e c te d  from i t .  I n  our o p i n i o n ,  a s e p a r a t e  s tu d y  t o  work cu t  

su ch  c r i t e r i o n  sh o u ld  be c a r r i e d  ou t by th e  N a t io n a l  I n s t i t u t e  o f  

C o o p e r a t iv e  Management , Pc>ona .

C h a p ter  IV -  E x p e c t a t io n s .  M o t iv a t io n  F a c t o r s  and Morale o f  Employees

A l l  Managements e x c e p t  in two Super B a z a r s ,  were business 

o r i e n t e d  o r  w i t h o u t  any o r i e n t a t i o n ,  a nd t h e r e  was a lm o st  a t o t a l  la c k  

c f  i n t e g r a t i o n  among t h e  em p lo y ee s  and t h e  m anagem ents. In a few S t o r e s ,  

t h e  managements e x h i b i t e d  a c l a s s  -approach w h i l e  d e a l in g  w ith  th e  

j u n i o r  c a t e g o r i e s  o f  e m p lo y e e s .  We o b serv e d  t h a t  t h e  .Super B a za rs  

w h ere  managements w ere e m p lo y e e - o r i e n t e d  had b e t t o r  o p e r a t io n a l  

e f f i c i e n c y  th an  th e  o n es  w here t h e  managements had b u s in e s s  

o r i e n t a t i o n  o r  no o r i e n t a t i o n  a t  a l l .
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e x p e c t a t i o n s  o f  managements from em ployees  v a r i e d  from S to re  to  

S t o r e ,  b u t  t h e  f o l l o w i n g  ca n  b e  s a id  t o  be common e x p e c t a t i o n s  :

( i )  D e v o t io n  to  work

( i i )  L o y a lty  

( i l l )  H onesty and i n t e g r i t y

( i v )  P u n c tu a l i t y  

( v )  Good b e h a v io u r  tow ards cu sto m ers

None o f  th e  managements had however communicated t h e i r  

e x p e c t a t i o n s  t o  t h e  em ployees  b e c a u s e  o f  la c k  o f  ch a n n e l  o f  

communi c a t i  o n ,

We a l s o  o b serv e d  t h a t  t h e  managements had m i s g i v i n g s  about th e  

r o l e  o f  e m p lo y e e s .  In  t h e i r  t h i n k i n g ,  th e  em ployees  by n a tu re  s h ir k  

f o r  d o in g  work and u n l e s s  h ig h e r  s a l a r i e s  w ere g iv e n  to  them, th ey

w ould not g i v e  t h e i r  b e s t  t o  t h e  o r g a n i s a t i o n  f o r  a c h i e v i n g  th e

o b j e c t i v e s  o f  t h e  S t o r e .  In  our o p in io n ,  though th e  managements

t h e m s e lv e s  had f a i l e d  to  c r e a t e  n e c e s s a r y  c o n d i t i o n s  a s  co u ld  have

p ro v ed  c o n d u c iv e  f o r  th e  em p lo y ees  to  come up to  t h e i r  e x p e c t a t i o n s .

E x p e c t a t io n s  o f  Employees

The e x p e c t a t i o n s  o f  em p lo y ee s  v a r i e d  a c c o r d in g  to  th e  a t t i t u d e s  

o f  th e  managements tow ards t h e  w e l f a r e  and g r i e v a n c e s  o f  em p lo y ees .

Major among th e  common e x p e c t a t i o n s  g i v e n  by th e  em ployees  

w ere  a s  u nd er  :

i )  S e c u r i ty  o f  job

i i )  S a la r y  a c c o r d in g  t o  perform ance

i i i )  D e f i n i t e  c h a n n e ls  o f  p rom otion s

i v )  R ea so n a b le  a t t i t u d e  o f  management towards  
em p lo y ees '  g r i e v a n c e s .

v )  A b o l i t i o n  o f  t h e  system  o f  r e c o v e r y  o f  
s h o r t  ca sh  or  c a s h  d e f i c i t s ,

v i )  j o e d  b e h a v io u r  from management
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v i i  ) More f i n a n c i a l  b e n e f i t s

v i i i  ) T r a in in g  f a c i l i t i e s

i x ) A u th o r i ty  t o  d e c i d e  what to  s e l l

x ) F re e  u n ifo r m s

x i  > L ib e r ty  t o  make p u r ch a ses  fo r  s a l e s .

The e m p lo y e e s ,  by and l a r ^ e ,  f e l t  t h a t  th e  managements had n o t  

l i v e d  up t c  t h e i r  e x p e c t a t i o n s  and t h i s  p o s i t i o n  i n  our v iew  seemed  

t o  have w orsened  b e c a u s e  o f  l a c k  o f  com m unication  betw een  th e  two 

and c o n s e q u e n t ly  developm ent o f  a tm osphere w here m isu n d ers ta n d in g  

t h r i v e d  i n  i t s e l f .

The f o l l o w i n g  w ere th o  r e a s o n s  r e s p o n s i b l e  f o r  th e  gap b etw een  

t h e  e x p e c t a t i o n s  and, th o  a c t u a l  perform ance o f  b o th  th e  managements  

and tho  em p lo y ee s  :

i ) Lack o f  com m unication

i i  ) a b s e n c e  o f  a p ro p er  I n d u c t io n  Programme a t  th e  t im e  
o f  r e c r u i tm e n t  o f  em p lo y ee s .

i i i  ) Cut-moded c o m p e n sa t io n  p o l i c i e s  f o l lo w e d  by 
managements

i v  ) a b s e n c e  o f  a s t r o n g  t r a d e  u n io n

v > R e lu c t a n c e  o f  managements to  sh a r e  p r o f i t s  w ith  
em p lo y ees

v i ) Lack o f  p a r t i c i p a t i o n  o f  em ployees  i n  th e  p r o c e s s  
o f  d ec  i  s i  on-maki n g .

M o t iv a t io n  F a c t o r s

No d e l i b e r a t e  a t te m n t  w h a ts o e v e r  had b een  made t o  m o t iv a t e  

em p lo y ee s  f o r  d i s c h a r g i n g  t h e i r  r o l e  i n  an e f f e c t i v e  manner. The 

common m o t iv a t in g  f a c t o r s  l i k e  r e c o g n i t i o n  o f  m e r i t ,  e a s y  com m unication  

s y s te m ,  d e l e g a t i o n  o f  pow ers,  io o e n tiv e  pay, rew ards f o r  good  

p e r fo r m a n c e ,  i n c u l c a t i o n  o f  a s e n s e  o f  a c h ie v e m e n t  w ere ,  though found,  

i n  some o f  t h e  Super B a za rs  w ere  n o t  o f  th e  r e q u ir e d  s ta n d a r d s .  We 

f e e l  t h a t  i n  o r d e r  t o  m o t iv a t e  th e  em ployees  t h e  managements sh o u ld
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r e c o g n i s e  t h a t  t h e  em ployoes demands woro p o r r a i s s iv e n e s s  from th o  

managements i n  t h o i r  d e a l i n g s  and th e  r i g h t  to  p a r t i c i p a t e  i n  t h e
management,

M orale  o f  em ployees

E xcept i n  one S to r e ,  tho m o ra le  o f  em p lo y ees  was found t o  b e  

a t  a  low eb b .  A s e p a r a t e  s tu d y  con d ucted  to  gauge the m orale  o f  

e m p lo y e e s ,  Super B a za rs  came f i f t h  i n  th e  o rd er  o f  t h e i r  p r e f e r e n c e  

f o r  th e  em ploy in g  a g e n c i e s  i n  t h e  m arket. F o l lo w in g  was th e  ord er  

o f  t h e i r  p r e f e r e n c e  :

i ) C\yn b u s i n e s s

i i  ) Gov ernment job

i i i  ) Job i n  a  b ig  rep u ted  firm

i v ) Sem i-governm ent o f f i c e / f i r m

v ) C o o p e r a t iv e  Shop

The r e a s o n s  f o r  p r e f e r r i n g  th e  f i r s t  fo u r  em ploying a g e n c i e s  

w ere a s  u n d er  :

i )  Job s e c u r i t y

i i )  B e t t e r  w orking c o n d i t i o n s

i i i )  B e t t e r  r a t e s  o f  com pensation

i v )  Rapid ch a n c e s  o f  prom otion

R eason s  f o r  th e  s a g g in g  m ora le  o f  em ployees i n  th e  Super 

B a z a r s  w ere found t o  b e  a s  under  :

i )  Huge l o s s e s

i i ) Lack o f  i n t e g r i t y  among to p  management p e r s o n n e l

i i i )  R e c k le s s  f i n a n c i a l  management

i v )  T erm in a tio n  o f  s e r v i c e s  w i th o u t  f o l lo w in g  
r e g u l a r  p r o c e d u r e s

v )  D e c l in i n g  s a l e s

v i )  Groupisms among th e  management

v i i )  F req u en t  s t o c k - o u t s
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v i i i )  Lack o f  prom otion  f a c i l i t i e s

i x )  F a v o u r it ism  and d i s c r i m i n a t i o n

x) Incompetence o f managerial personnel
x i )  C la s s  approach o f  th e  management w h i l e  d e a l in g  

w i  th  th e  emp1oy ee  s ,

x i i  ) O s t e n t a t io u s  e x p e n d itu r  e

I n  our v i e w ,  howevor, t h e  b i g g e s t  s i n g l e  f a c t o r  i n f l u e n c i n g  

t h e  m o ra le  o f  th e  em ployees was t h e  r o l e  o f  t h e  Board o f  D i r e c t o r s

and th e  C h ia f  E x e c u t iv e s  i n  p erform ing  v a r io u s  f u n c t i o n s  e n t r u s t e d

t o  them ,

7/e f e e l  t h a t  i n  ord er  t o  keep  th e  morale o f  the em ployees a t  

a v e r y  h ig h  l e v e l ,  i t  i s  n e c e s s a r y  t h a t  s u i t a b l e  c h a n n e ls  o f  

co m m u n ica t io n s  sh o u ld  b e  e s t a b l i s h e d  and th e  top management sh o u ld  

s t r i v e  to  s e t  v e r y  h ig h  s ta n d a rd  o f  i n t e g r i t y ,  com petence and 

o b j e c t i v i t y  i n  t h e i r  d e a l i n g s  w ith  th e  em ployees ,  an I more c o n g e n i a l  

w orkin g  c o n d i t i ^ n s  a r e  c r e a t e d ,  where em ployees  may g e t  an o p p o r tu n i ty  

to  grow .

C h a p ter  V -  R ecru itm en t  

R e c r u itm e n t  P o l i c y

No p r o p e r  p ro ce d u re  had b een  l a i d  down f o r  r e c r u itm e n t  o f  v a r i o u s  

c a t e g o r i e s  o f  p e r s o n n e l  and a lm o s t  a l l  th e  p e r s o n n e l  had b een  

r e c r u i t e d  on th e  b a s i s  o f  recom m endations e i t h e r  w i th  a v iew  to  

accommodate o n ly  known p e r s o n n e l  or  t o  p l a c a t e  th e  v e s t e d  i n t e r e s t s .  

W ith a few e x c e p t i o n s ,  th e  a u t h o r i t y  o f  r e c r u i tm e n t  was v e s t e d  i n  the  

Board o f  D ir e c t o r s /S u b - C o m m it t e e s .  In  two c a s e s ,  th e  C h ie f  E x e c u t iv e  

was n o t  a t  a l l  a s s o c i a t e d  a t  th e  t im e  o f  r e c r u i tm e n t  o f  em ployees .

S o u r c e s

The s o u r c e  o f  r e c r u i tm e n t  f o r  s e n i o r  m a n a g e r ia l  p e r s o n n e l  v/as 

i n v a r i a b l y  t h e  S t a t e  C o o p e r a t iv e  Departm ent w h i l e  f o r  th e  ju n io r  

c a t e g o r i e s  o f  em p lo y ee s ,  i t  was open  m arket.  At t im e s  th e  o th e r  s i s t e r
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F a i l u r e  o f  r e c r u i t m e n t  p o l i c y

The r e c r u i tm e n t  p o l i c y  a s  l a i d  clown by t h e  S t o r s s  had f a i l e d  

t o  s e r v o  any p u rp o se  b e c a u s e  b e f o r e  r e c r u i t m e n t  no job s p e c i f i c a t i o n s  

i n d i c a t i n g  th e  s k i l l s  ana k now ledge  r e q u ir e d  f o r  th e  j o b ,  th e  d u t i e s  

and r e s p o n s i b i l i t i e s  a t t a c h e d  t o  th e  jo b  w ere  worked o u t  and p la c e d  

b e f o r e  th o  r e c r u i t m e n t  a u t h o r i t y  to  g u id e  them i n  making p rop er  

s e l e c  t i o n .

C o n d i t io n s  o f  r e c r u i t m e n t

E m ployees wore r e q u ir e d  to  d e p o s i t  c a s h  s e c u r i t y  and f u r n i s h  

p e r s o n a l  s e c u r i t i e s  b e f o r e  j o i n i n g  th e  S t o r e .  Only i n  one S t o r e ,  a f t e r  

a c a r e f i ’. l  s tu d y  o f  th e  s y s te m ,  th o  p r a c t i c e  o f  demanding c a sh  

s e c u r i t y  ha 1 b een  . l i s c o n t i n u e d ,  I n  a n o th e r  S t o r e  th e  amount o f  c a s h  

s e c u r i t y  had b een  r a i s e d  from R s . 500 to  Rs. 1 ,0 0 0  f o r  s a le s m e n  on  

t h e  i n s t r u c t i o n s  o f  th e  R e g i s t r a r ,  C o o p e r a t iv e  S o c i e t i e s  o f  th e  S t a t e ,

Wo f e e l  by making a h ig h  amount o f  c a s h  s e c u r i t y  d e p o s i t  a s  a  

c o n d i t i o n  o f  em ploym ent, th e  managements had r e s t r i c t e d  t h e i r  c h o i c e

o f  p e r s o n n e l  f o r  t h i s  had s h i f t e d  th e  c r i t e r i o n  f o r  s e l e c t i o n  from  

m e r i t  t o  f i n a n c i a l  c a p a c i t y  o f  tho  i n d i v i d u a l .

We o b s e r v e d  during  our s tu d y  t h a t  th e  i n c i d e n c e  o f  heavy c a s h  

s e c u r i t y  had l e d  t o  m a l p r a c t i c e s  among th e  em p lo y ee s  such  a s  

( a )  r e p la c e m e n t  o f  g e n u in e  g o o d s  by s p u r io u s  g o o d s ;  (b )  o v e r c h a r g in g  

t h e  c u s to m e r s ;  Cc) ch a n g in g  p r i c e - t a g s  a t  th e  t im e  o f  s t o c k - t a k i n g  

t o  i n f l a t e  th o  v a l u e  o f  s t o c k s - i n - h a n d .  The em p lo y ee s  r e s o r t e d  t o  

t h e s e  m a l p r a c t i c e s  i n  o r d e r  t o  o f f - s e t  th e  l o s s  t h a t  th e y  m igh t h a v e  

t c  i n c u r  on a c c o u n t  o f  f o r f e i t u r e  o f  t h e i r  c a s h  s e c u r i t y  d e p o s i t s .  I t  

i s  our c o n s i d e r e d  o p in i o n  t h a t  ( i )  mere c o l l e c t i o n  o f  c a s h  s e c u r i t y  

d e p o s i t  w i t h o u t  e f f e c t i v e  p e r s o n n e l  s u p e r v i s i o n  w i l l  n o t  p r e v e n t  

l e a k a g e s ;  ( i i )  i n c r e a s i n g  th e  ca sh  s e c u r i t y  d e p o s i t  may n ot h e lp  

p r e v e n t  th e  i n c i d e n c e  o f  le a k a g e *  b u t  may on th e  o t h e r  hand lo a d

c o o p e r a t i v e  o r g a n i s a t i o n s  w ere  a l s o  ta p p e d .
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employSOS t o  s e e k  o t h e r  a v e n u e s  f o r  e a r n in g  a d d i t i o n a l  incom e by 

r e s o r t i n g  t o  u n d e s i r a b l e  p r a c t i c e s ;  and ( i i i ) h ea v y  c a s h  s e c u r i t y

d e p o s i t  may r e s u l t  i n  d i s t r u s t  among th e  em p lo y ee s  and a l s o  l e a d s  to  

t h e i r  p r o d u c t i v i t y .

R e c r u i tm e n t  p r o c e d u r e

The u s u a l  p ro ce d u re  f o r  r e c r u i tm e n t  o f  em p lo y ees  f o l lo w e d  i n  

m ost o f  t h e  s t o r e s  was to  h o ld  i n t e r v i e w s  w i t h  p r o s p e c t i v e  c a n d id a t e s  

and a s k  o r d in a r y  q u e s t i o n s  a b o u t  t h e i r  e d u c a t i o n  a n ’ fa m ily  b a ck g ro u n d .

The d e c i s i o n  w i t h  reg a rd  to  s e l e c t i o n  were ta k e n  a f t e r  in f o r m a l  

c o n s u l t a t i o n s  among t h e  members o f  t h e  S e l e c t i o n  C om m ittee .

Indue t i o n

There was no p r o p e r ly  drawn i n d u c t i o n  programme f o r  th e  

em p lo y ee s  and t h e  em p lo y ee s  w^ro u s u a l l y  l e f t  t o  t h e i r  own e f f o r t s  

t o  l e a r n  ab o u t  t h e  o r g a n i s a t i o n ,  i t s  g o a l s  and o b j e c t i v e s ,  h i s  r o l e  

and f u n c t i o n  and t h e  e x p e c t a t i o n s  o f  th e  management. I n  a few  

S t o r e s  some i n d u c t i o n  c o u r s e s  w ere  co n d u c ted  b u t  l a t e r  d i s c o n t i n u e d  

f o r  u n s p e c i f i e d  r e a s o n s .

We f e e l  t h a t  one r e a s o n  f o r  n o t  draw ing up any e f f e c t i v e  

i n d u c t i o n  programme was t h a t  th o  m a n a g e r ia l  and s u p e r v i s o r y  

p e r s o n n e l  w e re  n o t  f u l l y  i n v o l v e d  i n  th e  r e c r u i t m e n t  p r o c e s s .  We 

t h i n k  t h a t  t h e  m a n a g e r ia l  p e r s o n n e l  w ere  r e s e n t f u l  o f  t h i s  a t t i t u d e  

o f  th e  to p  management and d id  n o t  t h e r e f o r e  s i n c e r e l y  p a r t i c i p a t e  

i n  any programme o f  i n d u c t i n g  e m p lo y e e s .

P r o b a t i  n

E m ployees w ere  k e p t  on p r o b a t i o n  i n  m ost o f  th e  S t o r e s ,  b u t  

t h e r e  was no sy s tem  t o  g i v e  s u i t a b l e  t r a i n i n g  and g u id a n c e  to  new 

r e c r u i t s  d u r in g  t h e  p r o b a t io n  p e r io d  and th e n  t o  e v a l u a t e  t h e i r  

p e r fo r m a n c e  i n  o r d e r  t o  h e l p  t h e  management i n  t a k i n g  d e c i s i o n  w i t h

r e g a r d  t c  t h e i r  c o n f i r m a t i o n  o r  o t h e r w i s e .
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Though t h e r e  w ere  r u l e s  i n  some o f  t h e  S t o r e s  s t i p u l a t i n g  

c o n f i r m a t i o n  o f  em p lo y ees  a t  t h e  end o f  p r o b a t io n  p e r io d  y e t  no 

fo rm a l c o n f i r m a t i o n  l e t t e r s  had b een  i s s u e d  to  th e  em p lo y ees  i n  t h i s  

b e h a l f .  T h is  h a !  r e s u l t e d  i n  a k ind  o f  s e n s e  o f  i n s e c u r i t y  i n  

t h e  m i n i s  o f  t h e  em p lo y e e s .

Need f o r  im provement i n  r e c r u i t m e n t  p o l i c y

I t  i s  our o p i n i o n  t h a t  nr. r e c r u i tm e n t  p o l i c y  ca n  b e  m e a n in g fu l  

and d e l i v e r  th e  g o o i s  u n l e s s  i t  i s  p ro ceed ed  by a m e t i c u lo u s  

system  o f  j o b - d .e s c r ip t . io n  and p o s i t i o n  c l a s s i f i c a t i o n  w i t h i n  th e  

o r g a n i s a t i o n a l  framework, u s  s t a t e d  e a r l i e r ,  n e c e s s a r y  s t e p s  f o r  

j o b - d e s c r i p t i o n  sh o u ld  b e  made by t h e  managements i n  o r d e r  to  

r e c r u i t  r i g h t  t y p e  o f  p e r s o n n e l .

C h ap ter  VI -  Ti’a i n i n g

The a t t i t u d e  o f  t h e  m anagem ents a p p a r e n t ly  was one o f  

h e l p f u l n e s s  to w a rd s  th e  t r a i n i n g  o f  e m p lo y e e s .  But on a cc o u n t  o f  

a v a r i e t y  o f  r e a s o n s ,  i t  was c la im e d  by them, th e  em p loyees  c o u ld  

n o t  b e  j i v e n  s u i t a b l e  t r a i n i n g ,  a nd th u s  w i t h  t h e  e x c e p t i o n  o f  two  

Super B a z a r s ,  no a t te m p t  w h a t s o e v e r  had b een  made i n  t h i s  d i r e c t i o n .

The m ain  r e a s o n s  g i v e n  by th e  managements f o r  t h e i r  i n a b i l i t y  

to  g i v e  n e c e s s a r y  t r a i n i n g  to  t h e i r  em p lo y ees  w ere  : ( i ) l a c k  o f

t r a i n i n g  f a c i l i t i e s ;  ( i i ) d i f f i c u l t i e s  i n  r e l e a s i n g  em p lo y ee s  f o r  

t r a i n i n g ;  ( i i i )  l a c k  o f  r e s o u r c e s ;  ( i v )  em p lo y ee s  l e a v i n g  th e  

s e r v i c e s  a . f t e r  t r a i n i n g .

I t  was how ever s i g n i f i c a n t  to  n o te  t h a t  m ost o f  th e  s u c c e s s f u l  

Super B a z a r s  had arra n g ed  t r a i n i n g  o f  t h e i r  e m p lo y e e s  w i t h  th e  

h e l p  o f  l o c a l  management and p r o d u c t i v i t y  c o u n c i l s  and o th e r  e x p e r t s  

i n  t h e  f i e l d .

C o n f i r m a t io n  o f  em ployees
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A lm ost a l l  th e  employees expressed k een  d e s i r e  for u n d e r g o in g  

t r a i n i n g  a nd a l s o  e x p r e s s e d  t h e i r  w i l l i n g n e s s  t o  s a c r i f i c e  c o m fo r t  

and l e i s u r e  f o r  th e  same on ce  th e  management d e c id e d  t o  do so m e th in g  

i n  t h i s  r e s p e c t .

Av a i  1 ab 1 e t  rai n i  ng; f  ac 11 i  t i  e s

T r a in in g  f a c i l i t i e s  i n  t h e  c o u n tr y  were s a i d  t o  be in a d e q u a te  

t o  m eet th e  grow in g  r e q u ir e m e n ts  o f  Super B a z a r s .  I t  was a l s o  

c la im e d  by th e  managements t h a t  th e  t r a i n i n g  g i v e n ,  s p e c i a l l y  a t  th e  

junior l e v e l ,  was t h e o r e t i c a l  in nature and was hardly h e l p f u l  to 

t h e  em p lo y ees  in t a c k l i n g  d i f f i c u l t  prob lem s which th ey  faced 

on t h e i r  j o b s .

R inds o f  T r a in in g

The managements had n o t  d e v i s e d  any sy stem  to  orovide e i t h e r  

i n - s e r v i c e  t r a i n i n g ,  o r  i n s t i t u t i o n a l  t r a i n i n g  or t r a i n i n g  th rou gh  

correspondence courses. The usual method of i n - s e r v i c e  training 

l i k e  th e  I n d u c t io n  Programme w here th e  new r e c r u i t  might b e  kept 

understudy w it h  a  co m p e ten t  s e n i o r  Personnel, s t a f f  m e e t in g s ,  

o f f i c e r s '  m e e t i n g s ,  p e r s o n a l  c o n t a c t s  had b een  sparingly u t i l i z e d  

by th e  managements for t r a i n i n g  of the e m p lo y e e s .  On the other hand ,

in s t i tutional t r a i n i n g  had b e e n  u t i l i z e d  on a  large-scale, b u t  

a g a in  th e  im p a c t  o f  t r a i n i n g  on t h e  w orking  o f  Super B a za rs  had hardly 

b e e n  s i g n i f i c a n t .  The r e a s o n s  fo r  t h i s  w ere g i v e n  a s  under  :

a) the em p lo y ees  who received training w ere not 
k een  t o  a o o ly  th e  c o n t e n t s  i n  t h e i r  jo b s ;

b )  th e  Managements d id  n o t  oneourage such employees
t o  p ut i n t o  p r a c t i c e  new i d e a s  i n  t h e i r  j o b s ;

c )  th e  t r a i n e e s  l e f t  Super B a za rs  a f t e r  r e c e i v i n g  
t r a i n i n g ;

d) t h e  new i d e a s  w ere  g e n e r a l l y  r e s i s t e d  by o t h e r  
employees who had n o t  r e c e i v e d  s i m i l a r  ty p e  o f  
t r a i n i n g .

Em ployees Approach  to  Tra in ing :
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j- 'roducticn  o f  L i t e r a t u r e  For T r a in in g

The managements s a i l  t h a t  t h e r e  was an a c u t e  s c a r c i t y  o f  

suitable l i t e r a t u r e s  f o r  t r a i n i n g  o f  em p loyees  a n i  contended t h a t  

National O r g a n i s a t i o n s  should make suitable arrangements for t h e  

p r o d u c t io n  of l i t e r a t u r e  on t r a i n i n g .  I t  was also s u g g e s te d  that as 

f a r  a s  possible, tra in in g -  f a c i l i t i e s  should be d i s p e r s e !  all over th e  

c o u n tr y  to  make them a v a i l a b l e  a t  nearby places.

T r a in in g  o f  U nion L ea d ersh ip

I t  was t h e  o p in i o n  o f  b o th  th e  managements and th e  Trade U nion  

l e a d e r s  t h a t  t h e r e  v/as a need  t" im p a r t  s u i t a b l e  t r a i n i n g  to  Union  

w o rk ers  a n i  leaders i n  order t o  h e l p  them p la y  a m e a n in g fu l  r o l e  i n  

t h e i r  p o s i t i o n s / j o b s .  V/o f e e l  t h a t  im m edia te  s t e “ s  i n  t h i s  d i r e c t i o n  

a r e  n e c e s s a r y ,  i f  u n h e a l th y  i n f l u e n c e  o f  o u t s i d e  p o l i t i c a l  l e a d e r s  

i s  to  b e  e f f e c t i v e l y  cu rb ed ,

B r o a i - b a s e d  t r a i n i n g  programmes

The p r e s e n t  t r a i n i n g  f a c i l i t i e s  a r e  directed more tow ards  

m e e t in g  t h e  p r e s e n t  n eed s  o f  t r a in e d  em p lo y ees  and a r e  n o t  

d es ign .- ,!  t o  moot th e  r e q u ir e m e n ts  o f  t h e  f u t u r e ,  We f e e l  t h a t  

t r a i n i n g  should n o t  o n ly  b e  c o n f i n e d  to  th e  p r e s e n t  job  o f  th e  

employee b u t  a l s o  f o r  t h e  next h ig h e r  p o s i t i o n ,  and the concomitant 

r e s p o n s i b i l i t y .  S e r io u s  a t t e n t i o n  may b e  g i v e n  t o  t h i s  a s p e c t  

w h i l e  draw ing up t r a i n i n g  programmes for the employees.

C o r resp o n d en ce  C o u rses

I n  v ie w  o f  t h e  g e n e r a l  r e l u c t a n c e  o f  managem ents t o  sp a r e  

t h e i r  e m p lo y e e s ,  p a r t i c u l a r l y  t h e  em p lo y ees  a t  j u n io r  l e v e l s  f o r  

i n s t i t u t i o n a l  t r a i n i n g ,  i t  i s  n e c e s s a r y  t h a t  s u i t a b l e  c o r r e s p o n d e n c e  

c o u r s e s  sh o u ld  b e  s t a r t e d  e i t h e r  by th e  C om m ittee f o r  C o o p e r a t iv e  

T r a in in g  o f  the N a t i o n a l  C o o p e r a t iv e  Union c f  India, or by Training 

C e n t r e s  run by i t  sc; t h a t  em p lo y ee s  may g e t  s u i t a b l e  o p p o r t u n i t i e s  

t o  learn more a b o u t  t h e i r  j o b s  and grow i n  t h e i r  o r g a n i s a t i o n s .
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S t r e a m l in in g  Of T r a in in g  F a c i l i t i e s

7/e f o o l  t h a t  th e  e x i s t i n g  t r a i n i n g  f a c i l i t i e s  a r e  in a d e q u a te  

t o  m eet th e  grow in g  demand from ..the Super B a za rs  -  b o th  i n  c o n t e n t  

and i n  i n s t i t u t i o n s .

I t  i s  our v ie w  t h a t  i n s t i t u t i o n a l  t r a i n i n g  f a c i l i t i e s  sh o u ld  be  

made a v a i l a b l e  t o  a l l  th e  t h r e e  l e v e l s  o f  em p lo y ees  o f  Super B a z a r s ,  

i . e .  th e  s e n i o r ,  th e  m iM lo  and th e  j u n io r  and t h e  c o n t e n t s  o f  each  

c o u r s e  s h o u l  I b e  o f  such a n a tu r e  a s  woul.l h e l p  th e  em p lo y ees  i n  

t a c k l i n g  t h e  p rob lem s c o n fr o n t e d  by them i n  t h e i r  d a y - to d a y  work and 

a l s o  i n s t i l  c o n f i d e n c e  among them to  f a c e  th e  f u t u r e  ta s k  b o l d l y .

The c o n t e n t s  o f  t h e  t r a i n i n g  and t h e  i n s t i t u t i o n a l  arra n g em en ts  

i n  our v i e w ,  sh o u ld  b e  a s  u nd er  i

Level of employees
1 .  S e n io r  L e v e l ; S e n io r  

E x e c u t i v e s  and
L e c t u r e r s  o f  C o l l e g e s .

Topi c s

a .  P la n n in g
b .  C o n ce p tu a l  

t h i  nk i ng
c . C o o r d in a t io n

I n s t i  tu  t i o n s

V aikunth  Mehta N a t i o n a l  
I n s t i t u t e  o f  C o o p e r a t iv e  
Management, R jon a .

2 .  M iddle  L e v e l :
D epar  tinent M anagers,  
S u p e r v i s o r s  and 
L e c t u r e r s  o f  
C o o p e r a t iv e  T r a in in g  
C e n t r e s .

3 .  J u n io r  L e v e l : 
S a le sm en , a s s i s t a n t  
S a lesm en  and C le r k s

a .  O r g a n i s a t io n
b . Operationa 1

(advanced)
c .  Human R e l a t i o n s

.and P e r s o n n e l  
Manag ©ment.

I . C o o p e r a t io n

b,

C o o p e r a t iv e  T r a in in g  
C o l l e g e s .

O p e r a t io n a l  
( S a l e s  & In v e n ­

t o r y  Management, 
a c c o u n ta n c y  & 
P e r s o n n e l  R e l a t i o n s  

C o o p e r a t io n

C o o p e r a t iv e  T r a in in g  
C e n tr e s

;fe a l s o  f e e l  t h a t  th e  V aik un th  Mehta N a t io n a l  I n s t i t u t e  o f  

C o o p e r a t iv e  Management, doona , and t h e  N a t i o n a l  C o o p e r a t iv e  Consumers' 
F e d e r a t i o n  a t  New D e lh i  sh o u ld  o r g a n i s e  s e m in a r s  p e r i o d i c a l l y  fo r  

s e n i o r  e x e c u t i v e s  and fo r  th e  f a c u l t y  o f  C o o p e r a t iv e  T ra in in g  C e n tr e s
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i n  o r d e r  to  keep them in form ed  o f  th e  l a t e s t  developments i n  th e  

f i e l d  o f  r e t a i l  management, a s  a l s o  to  d e v e lo p  f e e d  back sy stem  

through h o ld in g  o f  such  s e m in a r s .  Such sem in a rs  should a t te m p t  to  

la y  guidelines for future expansion, i n c r e a s i n g  of p r o d u c t i v i t y  and 

i n n o v a t i o n s .  T hese  should a l s o  p r o v id e  n e c e s s a r y  l e c t u r e  material 

f o r  t h e  t r a i n i n g  i n s t r u c t o r s  and m anuals f o r  e m p lo y e e s .

',.'e f e e l  t h a t  i n  o rd er  t o  develop t a l e n t e d  e m p lo y e e s ,  i t  is 

n e c e s s a r y  to  make a planned, programme f o r  t h e i r  t r a i n i n g  w hich  sh o u ld  

c o n s i s t  o f  i n s t i t u t i o n a l  t r a i n i n g ,  o n - t h e - j o b  t r a i n i n g  and 

correspondence c o u r s e s ,  p u n c tu a te d  v /ith  suitable p la cem en t o f  em p lo y ee s  

i n  v a r i o u s  p o s i t i o n s  w i t h i n  th o  . o r g a n i s a t i o n .

We a l s o  f e e l  t h a t  t h e r e  i s  a need f o r  p e r i o d i c  e v a l u a t i o n  o f  th e  

t r a i n i n g  g i v e n  to  various categories o f  personnel in o rd er  to forgo 

a c l o s e r  l i n k  b e tw e en  th e  a c t u a l  r e q u ir e m e n ts  o f  t r a i n i n g  and th e  

e x i s t i n g  demand w hich  may a r i s e  v / i th  t h e  p a s s a g e  o f  t im e .

I t  i s  our f ir m  o p in io n  t h a t  fresh r e c r u i t s  sh o u ld  bo  k ep t  a s

u n d e r - s tu d y  in the initial p e r io d  of their probation with an

e x p e r ie n c e d  and co m p eten t  senior employee. The candidate should

a l s o  b e  g i v e n  a l l  m a t e r i a l  a s  is available with r e f e r e n c e  to the work

o f  t h e  Super B a za r  i n  o rd er  t o  h e l p  him u n d er s ta n d  th e  en v iro n m en t o f  

h i s  new jo b .

L a s t l y ,  t h e  management sh o u ld  e n s u r e  t h a t  t h e r e  i s  a  closer 

i n t e g r a t i  on b e tw e en  a l l  t y p e s  o f  training g i v e n  t o  i n d i v i d u a l  

e m p lo y ee s  and t h a t  th e  e m p lo y e e s  are g i v e n  n e c e s s a r y  opportunities 

t o  u n d erg o  a p p r o p r ia t e  t y p e s  o f  t r a i n i n g  a t  s u i t a b l e  t im e  i n  t h e i r  

c a r e e r .
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Outwardly a l l  "ohe managements exh ib ited  a p o s it iv e  approach towards 
th is  v i t a l  area o f personnel adm inistration inasmuch as they were a l l  
agreed th at in  order to a ttra c t ta len ted  people to work in  Department 
S tores, i t  was necessary to o f fe r  a ttr a c tiv e  sa lary  sca les  and other  
ser v ic e  co n d itio n s. But many o f the managements expressed that they were 
unable to do so in  view o f lim ite d  resources. The managements a lso  
recognised the importance of providing as many w elfare measures fo r  th e ir  

employees as p o ss ib le , but again a few Stores did provide f a c i l i t i e s  
l ik e  m edical a id , retirem ent b e n e f it s , canteen, r e s t  room and recreation  

f a c i l i t i e s  fo r  the s t a f f .  Others contended th at they were trying to 
introduce gradually as many w elfare measures as were p o ss ib le , w ith in  the  
lim ited  resources.

Employees** a tt itu d e  towards compensation and w elfare measures

In almost a l l  the S tores, the employees complained th a t in  view of 
the r is in g  co st o f  l iv in g ,  i t  was not p o ssib le  fo r  them to make both ends 
meet with the e x ist in g  sa lary  .and other fin a n c ia l b e n e f its . Ihe employees 
were a lso  found to be im patient to have a l l  the w elfare measures l ik e  
fr e e  medical a id , canteen, r e s t  room f a c i l i t i e s  e tc .

Role o f Trade Unions

In the Stores at Bombay and Ernakulam the managements have entered  
in to  agreements with the trade unions regarding employees' compensation 

and w elfare measures. In Hyderabad there was such an agreement u n t i l  

r ec e n tly , but had not been renewed a fte r  i t s  exp iry.

Pay Scales

In Bangalore Store, the pay sca le s  o f  employees o f  the Store were 

the same as were ap p licab le  to the employees o f the S ta te  Government in  

the same category, and th erefore compared favourably w ith the pay sca les  

in  other r e t a i l  en terp rises in  the town. The employees were therefore  

by and la rg e  s a t i s f ie d  with the pay sca le s  granted to them. In a few other

Chapter V II- Compensa t io n  and Welfare Measures
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sto res  a lso  the pay sca les  compared favourably with those given to the 
employees o f the private sec to r , but the employees f e l t  that they should 
be given b e tter  pay-scales than the ones they had been given fo r  as i t  
was very d i f f i c u l t  fo r  them to make both ends meet.

Dearness Allowance

Dearness allowances were given in  Bombay, Ludhiana, Coimbatore, 
Emakulam .and Bangalore Stores.

Need fo r  Change

We f e e l  that the present rate o f  compensation i s  inadequate in  most 
o f the super bazars considering the work of the employees. To ttr a c t  
and reta in  su ita b le  employees in  the super bazar, i t  i s  imperative that 
the pay s c a le s , e sp e c ia lly  a t the ju n ior le v e l ,  should be at le a s t  the 
same, i f  not h igher, as are app licab le to the employees holding equivalent 
p o sitio n s in  the State Governments.

We also  f e e l  th at rates o f compensation should be linked up with the 
p o sitio n s  defined in  the organ isa tion a l set-u p  and the contribution  
expected from i t  in  the achievement o f o v e ra ll o b jec tiv e . The gap in  
to ta l  compensation given to the low est and the h igh est position s in  the 
organisation  should be narrowed down by in creasin g  the rates at the 

low est l e v e l .

House rent, Deputation a l l owances and Bonus

House rent allowances were given in  Emakulam and Coimbatore s to res . 
Bonus was given to the employees in  Emakulam, - Coimbatore and Bangalore 
S to res . Deputation allowance was given to a l l  employees on deputation  

except in  the case o f Super Bazar at Hyderabad.

Employee Welfare Measures

Although a l l  the managements recognised the need fo r  and importance 

q£ introducing employee w eliare measures in  th e ir  S tores, almost a l l  o f  
them expressed th e ir  in a b i l i ty  to do anything in  th is  regard on grounds 

o f f in a n c ia l stringency in  meeting these o b lig a tio n s .



37

Provident Fund f a c i l i t i e s  were ava ilab le  to the employees in  Stores 

at i^rnakulam, Coimbatore find Bombay. Such a scheme was also planned to 
be introduced in  the Bangalore store  sh ortly .

S ta ff B en efit Fund

In Coimbatore store a fund had been estab lished  known as the "S taff  
B en efit Fund" to which the employees had to contribute 15% o f 'their basic  
sa lary  and allow ances. The amount deposited by the employees carried  
in te r e s t  at the rate fix ed  by the store  and was repayable to them on 
death, retirem ent, resignation  or termination o f ser v ic e . The fund money 
was not ava ilab le  to the employees as loan s.

We f e e l  th at a l l  the super bazars should take a t le a s t  a few such 
measures that may r e su lt  in  retaining the employees, in  forging a c lo se r  
bond between them and the Super Bazar and in  gen era lly  creating conditions  
where i t  may become p o ssib le  for  them to c lo se ly  in teg ra te  themselves 
with the Super Bazars,

G ratuity

Such a scheme was in  operation in  the stores a t Coimbatore, Bombay 
and Ernakulam. We f e e l  that a l l  the Super Bazars should undertake th is  
scheme fo r  th e ir  employees in  order to make jobs in  Super Bazars more 
a ttr a c t iv e  and fo r  fo ster in g  c lo se  id e n t if ic a t io n  between the two.

Advances

F estiv a l advances and conveyance advances were given to the employees 

in  Coimbatore Store,

Canteen and S ta ff Rest Room

In the Department Stores which were v is i t e d  by us there were no proper 

r e s t  room f a c i l i t i e s  for  the employees. This was a general complaint o f  
the employees in  a l l  the Stores. In Bangalore Store a small room had 
been provided fo r  the female employees only and in  Ernakulam Store also  
a small area in  the o f f ic e  had been provided. In Hyderabad Store, a part 
o f the common verandah was allowed to be u t i l i s e d  by the employees for

P rov iden t Fund
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rc^t during th e ir  lunch hour. Other managements however sta ted  that 

they would provide these f a c i l i t i e s  sh ortly . We f e e l  that the managements 
oj. a l l  the super bazars should invariab ly provide th is  f a c i l i t y  o f r e s t  
room to th eir  employees who attached the maximum importance to th is  
parti co lar f a c i l i t y .

HI -lea

The Super Bazars in Ernakulam and Ludhiana were serving evening tea  
fr e e  01 co st to a l l  employees and th is  had been appreciated, by the 
employees.

Medical Aid

In the Department Stores at Bombay and Coimbatore, medical aid was 
reimbursed. In Bombay Store, th is  was applicable only in  some sp e c if ied  
d iseases and the expenses were met by the Store to the extent of R s.100/- 
in  a year. In Coimbatore Store, the employees were given Rs. 35 /- in  
lumpsum to wards medical expenses per year. In th is  Store a fund had been 

estab lish ed  known as the "Employee Reserve Fund". An amount not exceeding 

Rs, 5 ,0 0 0 /- was contributed by the Store to th is  fund by the employees 
who were given f in a n c ia l help  to meet th e ir  medical expenses in  certa in  

sp e c if ie d  i l ln e s s  or d is tr e s s , from th is  fund.

Supply o f Uniforms

In Super Bazars at Bombay and Ernakulam a s e t  o f  uniforms per year was 
supplied to each salesman free  of co st . In the Coimbatore Store the 

salesmen were provided with uniforms but they had to share 5O per cent 

o f the c o s ts . Watchmen and drivers were given free  uniforms in  Hyderabad 
and Coimbatore S tores. In Ernakulam Store, the employees were also given  

laundry allowance amounting to Rs. 1.75 Per month.

S ta ff  Club

In Super Bazars a t Hyderabad, Ernakulam and Coimbatore, s ta f f  
recreation  clubs had been estab lish ed  and offered  some recreational f a c i l i ­

t i e s  to employees.

Working Hours

Hie working hours in  the Stores were according to the relevant Acts
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most o f the. employees, esp ec ia lly  the female employees, ccmplaloed 
th at the working hours o f these stores were long.

Rewards

ervice  01 aThe Coimbatore Store had many employees who have put in  

period o f 5, 10, 15 and even 20 years in  the stores and thus had in  a way 
played a ro le  in  the success o f the store. We f e e l  that the occasion  
marring the completion of 5,10,15 and 20 years serv ice  by an employee in  
a ouper nazar should be su itab ly  celebrated and the concerned employee 
should be given a token reward for the same. This w il l  lead  to the 
employees' id en tify in g  themselves with the store and w il l  in sp ire  the 
fresh  recru its  to s tr iv e  hard to serve for  long periods.

Authority

./ill matters re la tin g  to compensation and welfare of employees were 
g en era lly  dealt with by e ith er  a Sub-Committee or the en tire  Board of 
D irectors as a whole. This sub-committee or the Board had been vested  
with f u l l  powers to take f in a l decisions with regard to fix a tio n  of 

compensation o f employees, th eir  placement, and promotions and the various 
w elfare measures for  the employees. We f e e l  there i s  an urgent need to 
d elegate  more powers in  th is  f ie ld  within a c lea r ly  la id  framework to the 
Chief Executive of the Super Bazar. He should be given freedom to g iv e  
in c e n tiv e  and rewards to a l l  such employees who,in  h is  opinion, are 
working hard in  order to achieve the objectives o f the Store,

Chapter VIII -  Communication and Social Relationship

Th.„ manat-011 ents of the m ajority o f Super Bazars under study were aware 

of the iraportance o f the cormnuni cation system and were trying to esta b lish  

some kind o f communication system between the employees and the managements. 
We found th at in  most of the Super Bazars the tra d itio n a l or formal system  
of communication was in  vogue and i t  was merely one way in  nature i . e ,  
from top to bottom. But most of the General Managers o f Super Bazars 
expressed 00 us th at they would l ik e  to have in fern a l contacts with the 
employees with the ob ject o f receiving comments and suggestions from them 

with regard to the operation of the Store.
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In  most of th e  s t o r e s ,  the  employees were ig n o ra n t  o f  the  p r in c i p l e s ,  

h i s t o r y  and g o a l s ,  and b u s in es s  a sp e c ts  o f  th e  Super Bazar in  which they  

were s e r v in g .  This had made th e  employees to  a degree i n d i f f e r e n t  to tho  

g row th o f  th e  S to r e s ,  In  S to res  where th e  employees were aware o f  the  

g o a l s ,  o b j e c t iv e s  and aims o f  th e  S to re ,  they  had come forw ard with good 

s u g g e s t io n s  f o r  th e  improvement. U n fo r tu n a te ly ,  we found , such su g g es tio n s  
had  n e i t h e r  been accep ted  no r  s u i t a b l y  rewarded,

Flow o f  communication

The f low  o f  communication from to p  downward was alsso n o t  smooth and 

co n t in u o u s  In  a lm ost a l l  th e  s t o r e s ,  An environment o f  fo rm a l i ty  permeated 

i n  a l l  ty p es  o f  communication*

'The method o f  c i r c u l a t i n g  a House Magazine was n o t  p r a c t i s e d  by any 

o f  th e  S to r e s ,  a l ‘though t h i s  one method could  be a most popu la r  method 

o f  in fo rm in g  th e  employees about th e  o r g a n i s a t i o n 's  aims and o b je c t iv e s ,  

h i s t o r y  and p h ilo so p h y ,  g o a ls  and t a r g e t s .

We found t h a t  i n  some s to r e s  t h e r e  i s  a p r a c t i c e  among th e  G eneral 

Managers to  go round th e  s to r e s  d a i ly  and have in fo rm a l c o n ta c ts  w ith 

th e  employees. Chairmen o f  a few s to r e s  a lso  paid  v i s i t s  to th e  s to r e  

and had in fo rm a l  c o n ta c ts  w ith  th e  employees.

O f f i c e r s v M eetings

O f f i c e r s  m eetings  were r e g u la r ly  conducted in  th e  s to r e s  i n  Hyderabad, 

Bombay, B angalore  and Coim batore, e i t h e r  once in  a week o r  once in  a 

f o r t n i g h t .  In  o th e r  s t o r e s  such m eetings  were n o t  conducted r e g u la r ly .

These m ee tings  he lp ed  th e  employees to d iscu ss  problems fa c e d  by 

them, i n  t h e i r  d ay - to -d a y  o p e ra t io n s  and to  seek  s o lu t i o n s .  These a lso  

h e lp e d  th e  to p  management to  f in d  o u t  I f  t h e i r  i n s t r u c t i o n s  and d e c is io n s  

had been implemented and what problems were encountered  by the  employees 

w h ile  c a r ry in g  o u t  th e s e  i n s t r u c t i o n s  and d e c i s io n s .

S t a f f  M eetings

S t a f f  m ee tings  were r e g u la r ly  conducted i n  Hyderabad and Ernakulam

Employeesv Approach to communication
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S to re s  and in  th e  branch run by the  Coimbatore s t o r e .  In  o th e r  s to r e s  
th e s e  were r a r e l y  h e ld .

S t a f f  Council

In  t h r e e  o f  th e  s t o r e s ,  a l l  th e  c a te g o r ie s  o f  employees in c lu d in g  

th e  m a n a g e r ia l  s t a f f  and th e  board o f  d i r e c to r s  f e l t  t h a t  a k ind  of 

s t a f f  c o u n c i l  o r  j o i n t  c o n s u l t a t i v e  committee should  be s e t  up in  which 

r e p r e s e n t a t i v e s  from both  th e  management and the  employees should  s i t  

t o g e t h e r  and d is c u s s  common problems and f i n d  s o lu t io n s .

Trade Unions

In  t h r e e  o f  th e  S to re s  t r a d e  unions o f  employees were used f o r  

c h a n n e l l in g  im p o r ta n t  communication w ith  reg a rd  to working c o n d i t io n s  o f  

em ployees. The managements were o f  th e  view t h a t  i t  was much e a s i e r  and 

c o n v e n ie n t  to communicate w ith  one body o r  a s s o c ia t io n  o f  employees than 

w ith  each i n d i v i d u a l  employee,

S ugges tion  Scheme

In  most o f  th e  s t o r e ’ th e r e  was no system o f  i n v i t i n g  u s e f u l  sugges 

t i o n s  from employees f o r  th e  b e t t e r  and p r o f i t a b l e  working o f  the  s t o r e .

In  a v ery  few s t o r e s  th e  management had encouraged th e  employees to make 

s u g g e s t io n s  and to  ensure  t h a t  when such su g g es tio n s  were made by the  

em ployees, they  were re c e iv e d  w ith  p ro p e r  a p p r e c ia t i o n .  There was no 

system  to  rew ard an employee when h i s  su g g es tio n  was accep ted .

We f e e l  t h a t  th e  managements can meet th e  above s i t u a t i o n  by c re a t in g  

n e c e s s a ry  p o s i t i o n s  i n  th e  o rg a n i s a t io n s  to  look  to  th e  im p o r tan t  f i e l d  

o f  human r e l a t i o n s  and p e rso n a l  w e l fa re  and s t a f f i n g  t h e i r  p o s i t io n s  w ith  

s u i t a b l e  t r a i n e d  p e rso n n e l  and by encouraging employees i n  o rg a n is in g  

s t a f f  c lu b s  among them selves  f o r  t h e i r  own r e c r e a t i o n ,  so t h a t  they may 

even be f in a n c e d  by th e  management.
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During th e  co u rse  o f  ou r s tudy  we found t h a t  th e  g e n e ra l  approach 

o f  th e  management towards employees and t r a d e  unions was n o t  based on 

th e  p r i n c i p l e s  o f  m utual a p p re c ia t io n  and respec t*  I t  was h a rd ly  

d i s t i n g u i s h a b l e  from t h a t  o f  a management i n  th e  p r iv a t e  s e c to r .  We 

b e l i e v e  t h a t  s in c e  aims and o b je c t iv e s  o f  a co o p e ra t iv e  management a re  

f a r  d i f f e r e n t ,  i t  shou ld  n o t  m ere ly  s t r i v e  to remove d is c o n te n t  among 

th e  employ ess b u t  shou ld  a lso  p lay  an im p o r tan t  r o l e  in  t h e i r  development 

and h e lp  them in  t h e i r  p ro cess  o f  s e l f - a c t u a l i s a t i o n  and p u r s u i t  o f  g row th .

Hie fo llo w in g  o b je c t iv e s  shou ld  th e re fo re  c h a r a c te r i z e  t h e i r  e f f o r t s :

a .  To p ro v id e  a l l  n e c e s s a ry  f a c i l i t i e s  to the  workers in  o rd e r  to

h e lp  them ach iev e  s e l f - a c t u a l i s a t i o n ,

b .  to  meet a l l  th e  r e a s o n a b le  a s p i r a t i o n s  o f  th e  w orkers, and

c .  to  p rov ide  an i n s t i t u t i o n a l  framework f o r  th e  r e d r e s s a l  of t h e i r

g r ievances*

These had n o t  however been a t te m p te d  in  any o f th e  Super Bazars 

un d er  s tu d y .  There was a c o n f l i c t  between th e  management and the 

l e a d e r s h i p  o f  th e  t r a d e  unions o f  th o s e  s t o r e s  where workers had o rg an ised  

th e m se lv e s .  We b e l ie v e  t h a t  t r a d e  union  can and shou ld  play a meaningful 

r o l e  i n  th e  achievem ent o f  the  o b je c t iv e s  o f  th e  Super B azars ,  provided 

i t  rem ains o b j e c t i v e ,  and c o n c e n t ra te  i n  i t s  d e a l in g s  w ith  the  management 

and avo id  making demands which th e  managements may n o t  f i n d  p r a c t i c a b le  

to  m eet because  o f  l i m i t a t i o n s  o f  re so u rces  and r e l a t e d  d i f f i c u l t i e s .

We f e e l  t h a t  i f  th e  t r a d e  union l e a d e r s h ip  once f a i l s  to show 

o b j e c t i v i t y  i n  i t s  a c t io n  i t  does an immeasurable harm to  workers and a lso  

p roduces  d i s t r u s t  i n  th e  mind o f  th e  management.

The t r a d e  union  can p lay  a p o s i t i v e  r o l e  i n  th e  fo l lo w in g  f i e l d s  :

a .  R a is ing  o f  p r o d u c t i v i t y ,

b .  R a is ing  o f  m o ra le ,
c .  P ro v id in g  channe ls  o f  communication,

d. P ro v id in g  m o t iv a t in g  f a c t o r s ,

e .  As a b a rg a in in g  a g e n t ,  and

f .  As a p a r tn e r .

and Trade Union R elationsh ip
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We a lso  f e e l  t h a t  a s trong  t r a d e  union can a lso  a c t  as an e f f e c t i v e  

c o u n te r v a i l in g  power a g a in s t  th e  unscrupu lous elem ents which some tim es 

sneak  in t o  th e  management of the  c o o p e ra t iv e  s o c i e t i e s  and seek  to  e x p l o i t  

them f o r  s e lf - a g g ra n d is e m e n t .  We a lso  f e e l  t h a t  managements shou ld  s t r i v e  

to  groom own employees f o r  assuming l e a d e r s h ip  o f  th e  union and make 

e f f o r t s  to  wean away th e  union from th e  in f lu e n c e  o f  o u t s id e  p o l i t i c a l  
l e a d e r s h i p  in  a c o n s t r u c t iv e  manner.

Need f o r  T ra in ing

I t  i s  n e c e ss a ry  t h a t  i n t e n s i v e  t r a i n i n g  in  t h i s  im p o r ta n t  f i e l d  o f  

human r e l a t i o n s  and r e l a t i o n s h i p  between th e  t r a d e  unions and th e  manage­

ments should  be g iven  to  th e  m a n ag er ia l  p e rsonne l and w o rk e rs '  r e p r e s e n t a ­

t i v e s  so t h a t  a h e a l th y  r e l a t i o n s h i p  between th e  two can be e s t a b l i s h e d  

f o r  th e  weal o f  th e  o r g a n is a t io n  as w e ll  as th e  community th ey  seek to  

s e rv e .

Chapter X -  Employees " Grievances ana D isc ip l in e
No approach whatsoever had been developed f o r  dealing v/ith the 

g rievances  of the employees in  any of the  Super Bazars under study.
✓

The managements so le  concern seemed to  be th a t  of doing the business 
end problems connected w ith personnel w elfare  were considered  as only  of 
secondary im portance.

The Board of D irec to rs  and the paid  executives were by and largo  
w e ll  i n c l i n e d  towards the  genuine grievances  of th e  employees, but i t  
was claimed by them th a t  since almost a l l  th e se  grievances were 
f i n a n c i a l  in  c h a ra c te r ,  such as h igher wages and s a l a r i e s ,  medical aid: 
e t c . these  could no t be properly  red ressed  because o f  lack o f  re so u rces .

We were impressed by the fo rce  of arguments of employees and f e l t  
t h a t  the management could red ress  a t  l e a s t  some of the r e a l  grievances 
o f  employees l ik e  the p ro v is io n  o f  r e s t  room, canteen, payment of 

i n c e n t i v e s  e t c .  fo r ,  a t  l e a s t  th ree  Super Bazars under s tudy were 

doing p r o f i t a b l e  b u s in es s .
Owing to ignorance and acute unemployment, the employees were 

g e n e ra l ly  h e s i t a n t  to  take up t h e i r  grievances with the management f o r  
r e a r e s s a l  as many of them f e l t  th a t  by so doing th e y  might as well 
lo se  t h e i r  jo b s .  Where trade  unions were in  ex is ten c e ,  they were



g iv u n  scant re sp ec t  w hile  s e t t l i n g  employees ' g rievances .
R edressal o f Grievances

No clo.ar cut p o l i c i e s  had been framed by the manag one n ts  o f  
department s to re s  we s tu d ied  with regard, to the  procedure to  be 
fo llow ed f o r  the r e d r e s s a l  of th s  grievances of the employees. In  
the  absence of any defined  procedure, employees with grievances were 
going f i r s t  to  t h e i r  immediate su p e r io r  f o r  re d re s s a l ,  and i f  they 
were not given any r e l i e f ,  they went to  the  higher a u th o r i t i e s ,  i . e .  

i f  they  had f r e e  access to  then . In  many s to r e s ,  the managements d id  not 
encourage the  employeos going d i r e c t l y  to  the higher a u th o r i t i e s  f o r  

r e d r e s s a l  of t h e i r  grievances but had asked them t o  submit t h e i r  
grievances  i n  w r i t in g ,  i n  a t  l e a s t  two Super Bazars the managements were 
i n s i s t i n g  th a t  such g r ie v a n c e s  should be ro u te d  through the Trade 
Union o f the employees. In  case o f  se r io u s  grievances w hich wore not 
re d re sse d  promptly by managements, some of the employees had res igned  
but some o thers  w ith  s im i la r  grievances who could not f in d  jobs 
e lsew h ere  continued but f e l t  f r u s t r a t e d  and waited f o r  an o p p ortun ity  
to  q u i t .
Machinery f o r  r e d r e s s a l  of Grievances

I n  the case of minor o r  small grievances of employees, i n  most 

o f  the s to re s  the  G e n e ra l  Managers looked  in to  the g rievances  and gave 

s u i ta b le  r e l i e f  to the employees. But in  the case of s e r io u s  grievances 
in v o lv in g  f i n a n c i a l  commitment the General Managers were not empowered 
to  g ran t  r e l i e f  and th e re fo re ,  they placed these  grievances  w ith  t h e i r  

rjcommendations to  the  Board of D irec to rs  c r  a Sub-Committee appointed 

to  d ea l  w ith  such m a t te rs .

D ispu tes
Not many cases of d ispu tes  between in d iv id u a l  employee and the 

management came to  our n o t ic e  perhaps because of our l im i te d  s ta y  in  
each Super Bazar and our dependence on th e  managements f o r  such c a s e s .  

Where d isp u te s  a ro se ,  g e n e r a l ly  in  a l l  such cases , d is p u te s  had been 

r e f e r r e d  to the labour co u r ts  and thus both  the management and th e  

employ . e s  had invo lved  them selves  i n  the  long time-consuming and 

cur bersomo p r e c jss of law.
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wany in s tan ces  ox d ispu tes  r e l a t i n g  to  common grievances l ik e  
'w 5e &> bonus, working hours etc* between the Unions , w ho rove r  they
e x is t e d ,  and the management,came . to our n o tic e  and we found th a t  
th e re  was a tendency on the part of both p a r t i e s  to rush to  the  labour 
c o u r ts  a t  the very  f i r s t  in s ta n ce .  We f e e l  such a p ra c t ic e  was h ighly  
u n d es irab le  arid, a l l  avenues fo r  reaching a t anamicablo s o lu t io n  should 
be exp lored  by the  two p a r t i e s  a t t h e i r  own le v e l  f i r s t  and f a i l i n g  
which so lu t io n s  should be sought through vo lun tary  a r b i t r a t i o n .  VJe 
f e e l  th e re  i s  c e r t a in l y  no basic  c la sh  of i n t e r e s t  between the two 
and i t  should not be beyond the in g e n u ity  of an independent observer 
to  o f f e r  a reasonable  so lu t io n  which may moot the a s p i r a t io n s  o f one 
and the demand of the o th e r .

Wo a lso  f e e l  th a t  whereas the management should n e i th e r  encourage 
nor discourage the  form ation  of trad e  unions among i t s  employees, i t  
should however take necessary  s teps  to c o n s t i tu te  s t a f f  councils  to 
s e t t l e  a l l  d isp u tes  even as they are r a i s e d .

References of d isp u te s  to  labour courts  should be avoided as f a r  
as p o ss ib le  and a f t e r  a l l  possib le  avenues to s e t t l e  the  d isp u te s  f a i l  
on ly  then the  m a tte r  may be re fe r re d  to  the  labour court f o r  s e t t l i n g  
the d isp u te s  between th e  employees and the management.
S tr ik e

S tr ik in g  work, a most common and potent weapon in  the hands of 
the employees of any o rg a n isa t io n  to  fo rce  managements to  accede to 
t h e i r  demands -  reasonable  o r unreasonable -  had been used by employees 

of only  one s t o r e .
Employee D isc ip l in e

Since in  most of the department s to re s  v i s i t e d  by us the  key 
m ana a e r i a l  p o s i t io n s  were hold by government o f i i c e r s ,  procedures 
and p r a c t ic e s  fo r  m ain ta in ing  d is c ip l in e  i n  the s to re s  had been mostly 
adopted from gcvernment o f f i c e s .  The management of a l l  the  Super Bazars 
under trio p ro v is io n  o f Shops and E stab lishm en ts  Act and the In d u s t r i a l  
D ispu tes  Act, had to conform to s t a tu to r y  p rov is ions  regard ing  
d i s c i p l i n a r y  ac t io n s  ag a in s t  t h e i r  employees. Managements th e re fo re  

o '-u l i  not take  a r b i t r a r y  and u n ju s t  d e c is io n s .  We a lso  observed th a t  

■m n o r '- l ly  managements were averse to take  extreme d i s c i p l in a r y  ac tion
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v i z .  tn a t  of d ism issa l c r  te rm ina tion  of se rv ice  of an employee who 
in fr in g ed  any rule or re g u la t io n  of the s to re .  There had been cases of  
misconduct l ik e  p i l f e r a g e ,  t h e f t ,  misbehaviour, moral tu rp i tu d e ,  where 
th e  extreme d i s c ip l in a r y  ac tio n  of d ism issing  c f  employees had been 
ta k en .  For minor and p e t ty  infringem ent cf ru le s ,  employees v/ere d e a l t  
w ith  l e n ie n t ly  and were reprimanded w ith warnings.
Procedure fo r  Punishment

Procedures f o r  punishment had been included in  the ru le s  and 
reg u la t io n s /b y e - law s  of the stores at Hyderabad, Bombay and Coimbatore. 
G enera lly  in  most of the s to re s ,  the  a u th o r i ty  to  award h ighest 
punishment and impose f in e s  on de linquen t employees was the Board of 
D ire c to rs  o r  a s p e c ia l  Sub-Gonnittee c o n s t i tu te d  to  handle such c a se s .
In  a l l  cases of i n d i s c ip l in e  the concerned employee was given an 
o p p o rtu n i ty  to ex p la in  h is  case and i f  the management was not s a t i s f i e d  
w ith  the  exp lana tion  given, then a show cause no tice  was is su e d  and 
necessa ry  d i s c ip l in a r y  ac t io n  fo llowed.

R esigna tion
Many employees e s p e c ia l ly  in  the non-superv isory  cadres had 

re s ig n ed  t h e i r  jobs  in  the s to r e s .  There had also been some cases of the 
employees in  m anageria l and superv isory  p o s i t io n s  re s ig n in g  from the 
s t o r e .  The reasons f o r  leav ing  the  s to re s  were g e n e ra l ly  b e t t e r  scope 

in  ou ts id e  organ isa tion s, fru stra tio n  in  the e x is t in g  working conditions  
and absence of prom otional f a c i l i t i e s  and job  s e c u r i t i e s .  The m anagerial 
s t a f f  on d epu ta t ion  of course a lso  re tu rned  to t h e i r  paren t departm ents. 

The managements of many super bazars exp lained  to us th a t  good and 
t a l e n t e d  people d id  not s tay  long in  the s t o r e 's se rv ice  as b e t t e r  
co n d i t io n s  of s e rv ice s  and terras were a v a i la b le  o u ts id e .  Many employees 

had l e f t ,  i t  was reported , a f t e r  rece iv in g  t r a in in g  to  take up b e t t e r  

pa id  jo b s .

Turnover of Employees
As  mentioned in  e a r l i e r  chap te rs ,  due to  bad personnel planning 

° n l  recru itm en t p o l ic y ,  the tu rnover of employees, p a r t i c u l a r l y  with 
roea rd to  lower c a te g o r ie s  of employees had been rather high. In  the 
-bs'-nco of proper and systematic personnel p lanning a t  the time when 

the s to re s  were s t a r t e d ,  the  managements of most of the s to re s  had
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recru ited  wore than the requ ired  s t a f f  w ith the r e s u l t  t h a t  there
was o v e rs ta f f in g  ana the rnanagenent had to re tren ch  many employees l a t e r .

We observed th a t  the managements had now re a l i s e d  that i t  was not 
a good and healthy  p ra c t ic e  to fo llow  an in d i  scrim inate  " h ire  and f i r e "  
p o l ic y  f o r  i t  adverse ly  a ffe c ted  the  morale of the employees and also 
t h e i r  e f f ic ie n c y  which had a d i r e c t  bearing on the o p e ra t io n s  of the 
s to re  .

Reasons f o r  the  high tu rnover of employees in  th ese  s to re s  were 
g e n e ra l ly  as under:

1 . low s a la ry  o r wages, 

i i .  lack of prom otional f a c i l i t i e s ,  
i i i *  no s e c u r i ty  of job , 
i v .  lack of t r a in in g  f a c i l i t i e s ,  

v .  lack of o r  fa u lty  personnel planning, 
v i .  misconduct. 

a f f e c t  of high tu rn o v er
This high tu rn o v e r  of employees i n  department s to re s  had 

a c r ip p l in g  e f f e c t  on the working of the s to re  and had led  to the 
sagging morale of the employees. I t  had also  re s u l te d  among others in  
the  fo llow ing drawbacks:

i .  D is lo ca tio n  and d is tu rbance  in  the op era t io n s  of the s to r e ,
i i .  F in a n c ia l  lo s s  on account of expenses in c u rre d  on in d u c tio n  

and tra in in g  of employees who l e f t  and as the  employees 
rep lac in g  them, 

i i i . D if f ic u lt ie s  in planning and budgeting, 
i v .  Poor image and re p u ta t io n  o f  the s to re  in  the market.

We f e e l  th a t  the  managements should ensure s t r i c t e s t  c o n tro l  
a t  the  time of recru itm en t to ensure th a t  only those persons are s e le c te d  
worn are l i k e ly  to s ta y  on in  the o rg a n is a t io n  fo r  some tim e. The success 

of those o rg a n isa t io n s  w i l l  depend in  no small measure i n  re ta in in g  
the  t r a in e d  employees ion longer p e r io d s .  We also  f e e l  th a t  i t  i s  no use 
t r y i n g  to  r e c r u i t  the  best of the employees when a p a r t i c u l a r  management 
i s  not i n  a p o s i t io n  to c rea te  necessary  working co n d it io n s  as may 
a t t r a c t  the  ta len ted  employees and r e t a in  them. Before t a l e n t  i s  sought, 

those  co n d it io n s  '::s may prove a t t r a c t i v e  to  the ts le n te d  and help

4.7
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them erow and provide them necessary  o p p o r tu n i t ie s  to  show worthwhile 
r e s u lt s ,  have to be c re a te d .  In the absence of such c o n d it io n s ,  
managements should r e s t  contented w ith  the o rd inary .
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StJPSR BAZARS IN INDIA ' ”

PART I I

■2^‘PTSR 1 -  0RĜ ..NIŜ TIONAL SET-UP

1 .1  The process o f  Management .e s s e n t ia l ly  s t a r t s  w ith  th ree  elements 
v i z . ,  Id e a s ,  S lings and People and the  manager seeks to u t i l i s e  these  
elements through conceptual th ink ing , ad m in is tra tio n  and le a d e rsh ip  
r e s p e c t iv e ly .  Conceptual th inking  im p lies  fo is ra la tion  of n o t io n s ,  a n a ly s i  

o f  problems, ga ther ing  of f a c t s ,  a sc e r ta in in g  of causes and developing 
a l t e r n a t e  s o lu t io n s .  This i s  a l l  done to predeterm ine a course of ac t io n  
f o r  a t t a in in g  the  d e s ired  ob jectives*

1 .2  A dm inistra tion  on the  o th e r  hand im plies  managing o f d e t a i l s  of 
execu tive  a f f a i r s ,  making decis ions  and to  a r r iv e  a t  conclusions and judg­
m ents. This i s  sought to be done by o rg an is in g ,  i . e .  by arrang ing  and 

r e l a t i n g  work f o r  e f f e c t iv e  accomplishment of o b je c t iv e s .  I t  im plies  
e s ta b l i s h in g  of o rg an isa t io n  s t r u c tu r e ,  d e l in e a t in g  of r e l a t io n s h ip s ,  

c re a t in g  p o s i t io n  d e sc r ip t io n s  and e s ta b l i s h in g  p o s i t io n  q u a l i f i c a t i o n s .
In o th e r  words, i t  im plies  drawing up of o rg an isa t io n  c h a r t ,  defin ing  
l i a i s o n  l i n e s  to f a c i l i t a t e  c o o rd in a tio n ,  and scope, r e l a t io n s h ip s ,  

re sp o n sib  l i t i e s  and a u th o r i t i e s  of p o s i t io n s  and th e  q u a l i f i c a t io n  o f  
persons s u i t a b le  f o r  each p o s i t io n .

1 .3  The above an a ly s is  shews th a t  in  o rder to achieve the  given

o b je c t iv e  i t  i s  im pera tive  -
(a) to de fine  th e  o b je c t iv e s  to be a t ta in e d ,
(b) to draw up an o rg an isa t io n  s t r u c tu r e  which w i l l  a c t  as a frame­

work f o r  the  achievement of th ese  o b je c t iv e s ,  and
(c ) to define  r e l a t io n s h ip s ,  p o s i t io n s  and th o i r  work ro le  in  o rder

to f a c i l i t a t e  coord ina tion  of a l l  a c t i v i t i e s .

1 .4  An o rg a n is a t io n  i s  defined as the  r a t io n a le  co o rd in a tio n  of the

a c t i v i t i e s  o f  a number of people to  achieve some common o b je c t iv e s  o r  
goa ls  through d iv is io n  of labour and fu n c t io n s ,  and through a h ie ra rc h y  

o f  a u th o r i ty  and r e s p o n s ib i l i ty .

1 .5  The o rg an i  s a t ion  a l  s e t-u p  which i s  drawn on th ese  b a s is  has a lso

to respond to  the  changing environments and the  dauands placed on i t
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1 .6  In a l l  the  seven Super Bazars t h a t  we v i s i t e d ,  no independent 
a t tem p t,  whatsoever, had ever been made to observe a well defined 

o rg a n is a t io n a l  sys oaa th a t  might f a c i l i t a t e  the  work of coord ina tion  and 
planning a t  va rious  s ta g e s .

E x is t in g  Itole of Personnel Sections

from tim e to tim e.

1 .7  No sep a ra te  management s e t  up f o r  looking to personnel management 
had been envisaged in  any o f  the  Super Bazars except what was necessary  
and minimum under the  c ircum stances. For in s ta n c e ,  th e re  was an 
E stab lishm ent O ff ic e r  in  the  Super Bazar in  Bombay, a Personal A ss is ta n t  
in  Hyderabad, an O ffice  Manager in  Ernakulam and Bangalore, who were a l l  
looking to the  elementary aspects  o f  g ra n t  o f  le av e ,  payment of wages, 

maintenance of personnel f i l e s  and p re lim inary  work concerned with 
r e c ru i tm e n t , / te rm in a t io n  o f  s e rv ic e s ,  and a ttend ing  to  o th e r  aspects 

which came under the  perview of va rious  S ta te  enactments. The decision 
making power in  a l l  personnel m a tte rs  r e s te d  with the  Chief Executives 
o r  more o ften  with the  Board of D irec to rs  and the  Chairman.

1 .8  A ty p ic a l  example can be taken from a Super Bazar under study.
For in s ta n c e ,  a r e t i r e d  Revenue O f f ic e r  who had been designated as 
Personal Assist,ant to the  Chief Executive, was looking to the  du ties  

norm ally  connected w ith  the  employment cond itions  in  a government o f f i c e .  
His main jo b ,  according to h is  own s ta tem en t,  was to look a f t e r  the  

rec ru i tm e n t  of employees, g r a n t  of leav e  to and d is c ip l in a r y  ac tion

a g a in s t  than , t h e i r  g rievances  and te rm ina tion  of t h e i r  s e rv ic e s .  Thus, 

a f t e r  l i s t i n g  th e se  b a re s t  e s s e n t i a l s  w ith regard  to  employment 

c o n d i t io n s ,  the  Management, was j u s t  n o t  i n t e r e s t e d  i n  chalking out a 
complete d i s t i n c t  p r o g r a m m e  f o r  th e  p o s i t iv e  involvement of employees in  

th e  working of th e  o rg a n is a t io n ,  t h e i r  w e lfa re ,  t h e i r  m orale, t h e i r  

f u tu r e  c a r e e r ,  e tc .

1 .9  This Persona l A ss is ta n t  was a lso  m ain ta in ing  personnel f i l e s  

much in  the  t r a d i t i o n  of a government o f f i c e  and seemed to have been 
deeply tempered w ith  the  a d m in is t ra t iv e  c u l tu re  which he exhibited while 

ta c k l in g  the  many problems th a t  were coming to  him from the aaployees.



M s approach was, by and la rg e ,  ru le s  o r ie n te d  and the  employees were no t 
happy with the  r e s u l t  th a t  they tended to approach the  Managing D irec to r .

1 .10  In  the Ernakulam Super Bazar, the  e n t i r e  work connected with 
personnel was looked a f t e r  by the  O ffice  Manager in  the  Central Store*
He was an o f f i c e r  from the Cooperative Department, on deputation  and had 
brougnt w ith him a l l  the  ro le s  and re g u la t io n s  which a re  the  ch aracteri­
s t i c s  of a govem ent o f f ic e .

the
1.11 His was tlie most p iv o ta l  p o s i t io n  in /o r g a n is a t io n ,  .and personnel 
management was bu t only a minor aspec t of h is  c ru c ia l  job . The following 
c h a r t  would show the  degree of importance of h is  job  and the enormous a rea  
he had to  look a f t e r .

Secre ta ry
/

_____________1 ________________________
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O ffice  Manager
/

/ / /
A ss is ta n t  A s s is ta n t  A ss is tan t

(Accounts) (A dm inistra tion) (Sales & Purchase)
/

/
Section  Head

___ _______________________________  /  .................................................................... _

/  /
C lerk I  Clerk I I

Break of jobs in  the  A dm in is tra tive  Section

A s s is ta n t  Manager : He was the  o v e ra l l  in  charge of the  section, and was 

su p erv is in g  the  work of the men d i r e c t ly  working under him.

Section  Head : a) Attendance R eg is te r
b) R eceipt of a l l  incoming m ail
c) D is t r ib u t io n  of incoming mail
dj Meeting of the  Board o f  D irec to rs  -  c i r c u l a r s ,  

and n o te s ,  e tc .
e) Estab lishm ent m a tte rs  -

i '1 «■ 
J

tecru itm ent, postings  and t r a n s f e r s
i i )  S a la r ie s ,  T.A. B i l l s  

i i i )  D isc ip l in a ry  ac tio n s

H ork  I  ; a ) Recruitment
b) Placement
c) T.A. B i l l s
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Qlgrfe I •” (Gontd.) d) Salary  sh ee t
e) Promotion and punishment
f )  S ta f f  g rievances  and Trade Union
g) S ta f f  w elfare

Clerk I I  ; a) Service  Books and Personnel F i le s
b) Leave
c) P rovident Fund and f in a n c ia l  b e n e f i t s .
d) Correspondence.

Since the  Section Head of t h i s  s e c t io n  was a lso  conversant w ith  S a le s - ta x  
and Income-tax law s, an a d d i t io n a l  c le rk  was working under him who looked 
a f t e r  such m a t te rs .

1 .12  Thus a skele ton  personnel sec t io n  did e x i s t ,  bu t i t s  o r ig in  was
more to  meet the  b a re s t  e s s e n t ia l  requirem ents of ru le s  and re g u la t io n s
than to m otiva te  the  aaployees to g ive  b e t t e r  performance. The o r i e n ta t io n  
o f  th e  e n t i r e  sec t io n  was towards enforcement of ru le s  and c o n tro l l in g
th e  a c t i v i t i e s  of the  employees. lliopc&itLve' element of h e lp fu ln ess  and 

c r e a t io n  of congenial environment w ith in  the  o rg an isa t io n  was sadly  la c k in g .

1 .13  The broad o rg a n isa t io n a l  s e t-u p  in  the  Coimbatore D i s t r i c t
Cooperative  Marketing Society of which the  Super Bazar in  Coimbatore was a 

u n i t ,  was as under : BOARD OF DIRECTORS

P res id en t
/

Secre tary
I

j

Sec.Supdt. Sec.Supdt. Sec.Sup. Sec.Supdt.Sec.Supdt. Sec.Supdt, Ghief 
(A am in is tra- (T ex t i le s )  ( F e r t i l i -  (Rice) (Grocery) (General Accountant 

t io n )  I I  ze rs)  IV V Merchandize) VII
I  I I I  VI

General Manager 
(Super Bazar)

Chief SupeiiBte&dffllt

Department Managers 
(Super B aza r)’
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l.x/j. The o rg a n is a t io n a l  s e t-u p  of tho A dm in is tra tive  Section  was a£ 
under ;

S uperin  tend  en t (A d m in is tra tion )
/

J-
. /  /  ..7 .. 7
Cierk I  Clerk I i  Clerk I I I  Clerk IV
1.15 Ihe d u tie s  assigned to  Superin tendent (A dm inistra tion) and the  
v a r io u s  a s s i s t a n t s  were as under ;

( I )  S uperin tenden t (Ada) ; (a) Sanction of leave
(b) Recruitment of personnel
(c) P ostings  and t r a n s f e r s
(d) Training
(e ) Personn e l i l l e s
(f) Salary  b i l l s
(g) D isc ip l in a ry  ac tion
(h) Returns to Employment Exchange
( i )  dork r e la te d  to E .S . I .C .
(j ) Prov iden t Fund and Bonus.

The d u t ie s  and r e s p o n s i b i l i t i e s  o f  various  po s i t io n s  had a l s o  been g iven .
Tho Superin tenden t was a s s i s t e d  in  th e  above task  by the  fo llo w in g  c le rk s ;

C lerk I  : P os tings  and t r a n s f e r s ,  t a x a t io n  and rec ru itm en ts .
Clerk I I  P rep a ra t io n  o f  s a la r y  b i l l s ,  m ain tenance of lev y ,  a c c o u n ts ,

and Personnel F i l e s .

Clerk I I I ; Records and s t a t i o n e r y ,  and maintenance o f  Casual Leave 
account.

These th re e  c le rk s  were looking  wholly to tho work r e la te d  to  the 
w holesa le  o rg a n is a t io n  w hile  C lerk IV was looking to  a l l  these  types o f  

work f o r  the Super Bazar a lone .

1 .15  during the  course o f  our in te rv ie w ,  i t  was however revealed  t h a t  

the  S uperin tenden t (A dm inistra tion) who had put i n  more than 20 y e a r s '  

s e r v ic e  in  the  o rg an isa t io n  was making a l l  th e  p re l im in a ry  arrangements 
with regard  to promotions, s e l e c t i o n ,  c a re e r  development and the  o th e r  
r O a t e d  a sp ec ts  o f  Personnel Management, he enjoyed the  confidence of 

both the  employees and tne  Management ana ohus was an e n e c t i v e  l i n k  

between th e  two which i n  tu rn  had c o n tr ib u te d  to  a gid&t e x t e n t  i n  h ea lth y  

r e l a t i o n s h ip  between the  employees and the  Management,
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l . l o  The S e c re ta ry  o f  th e  Wholesale S o c ie ty  who was th e  E x ec u tiv e  Head

o f  th e  o r g a n is a t io n  was always c o n s u l t in g  th e  S u p e r in te n d e n t  (A d m in is t ra t io n )  

i n  o n  m atters  o f  P e rso n n e l  Management,

S e t -u p  o f  P e rso n n e l S ec tion  in  J a n a th a  Bazar, Bangalore

1 .1 7  The broad  o r g a n i s a t i o n a l  s e t - u p  o f  J a n a th a  Bazar a t  B angalore 

i s  g iv e n  below. As t h i s  S to re  i s  a u n i t  o f  th e  S t a t e  F e d e ra t io n  and 

does n o t  have i n d i v i d u a l  membership and thus  w ith o u t  i t s  own Board o f  

D i r e c t o r s ,  th e  Board o f  th e  S ta t e  F ed e ra t io n  a lso  lo o k s  a f t e r  i t s  w ork ing .

Managing D ir e c to r  
( S ta t e  F ed e ra t io n )

I 
I

G en era l  Manager
I

____________ ,______________ f ____________ ,______________________
/' 7 7 ”^ 7 7

O ff ic e  A ccountan t A sst.M anager A sst,M anager A sst.M anager
Supdt. (G rocery) ( T e x t i l e s )  (General Goods)

A ll  m a t t e r s  connec ted  w ith  p e rs o n n e l  management were looked  a f t e r  by th e  

O f f ic e  S u p e r in te n d e n t ,  th e  f i n a l  d e c i s io n  however was taken by the  

G en era l  Manager, o f t e n  tim es a f t e r  c o n s u l t a t i o n  w ith  th e  Managing D i r e c to r .

1 .1 8  The s e t - u p  o f  th e  S ec t io n  u n d e r  th e  O f f ic e  S u p e r in ten d en t  i s  as 

shown below :
O f f ic e  S u p e r in te n d e n t

I
_______________ J ______________________

1 I I
O ff ic e  C le rk  I  O f f i c e  C le rk  I I  T y p is t  I I I

D u tie s  o f  th e  S u p e r in te n d e n t  : The O f f ic e  S u p e r in te n d e n t  looked  a f t e r

th e  fo l lo w in g  a s p e c t s  s
(a) R ecru itm en t o f  employees -  t h e i r  s a l a r y ,  l e a v e  e t c .

(b) G en era l  co rrespondence .

(c) Custody o f  f u r n i t u r e  and f i x t u r e s .

(d) L ib ra ry

(e) S ta t io n e r y
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D u tie s  o f  th e  E s ta b l is h m e n t  C lerk  ;

(a )  to  lo o k  to  th e  incoming dak (m ail)

(b) to  a t t e n d  to  te lep h o n es

(c) to  com pile  and p re p a re  v a r io u s  s ta te m e n ts

(d) to  d esp a tch  ou tgo ing  m a il

(e) to  lo o k  to  th e  work connec ted  w ith  s e r v i c e  c o n d i t io n s  o f  employees,

119 During th e  co u rse  o f  th e  i n t e r v i e w ,  th e  O f f i c e  S u p e r in te n d e n t

re v e a le d  to  us t h a t  because  o f  m u l t i p l i c i t y  of r o l e s  t h a t  he had to  

p erfo rm , he c o u ld  n o t  devo te  much tim e to  t h e  problem s o f  em ployees.

The b reak -u p  o f  an ave rage  d a y 's  work on th e  b a s i s  o f  v a r io u s  d u t i e s  

he  had to  perfonri i s  shown below.

We however had no occas ion  to  v e r i f y  t h i s  p a r t i c u l a r  s t a t e m e n t  from 

o t h e r  s o u r c e s ,  bu t i t  was c l e a r  to  us t h a t  i i  a n y th in g ,  th e  r e a l  

p o s i t i o n  m igh t be s t i l l  worse.
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Need f o r  s tream lin in g

1.20 From the  in s ta n c e s  c i t e d  above, i t  was apparen t t h a t  none of the

Super Bazars had an o rg an isa t io n  s t r u c tu r e  which could be s a id  to be
an a ttem pt to "co n sc io u s ly  co o rd ina te  th e  a c t i v i t i e s  of two o r  more
persons to  achieve the  given o b je c t iv e s ,” and the  outcome of th e  absence of
a s t re a m - l in e d  o rg a n is a t io n a l  s e t -u p  was ;

( i )  Overlapping of d u t ie s ,
( i i )  Absence of co o rd in a tio n ,

( i i i )  Lack o f communication,
( iv )  D ilu tion  o f  m otiva ting  f a c t o r s ,

(v) Atsence of goa ls  and b lu rred  o b je c t iv e s ,  and
(v i)  Convergence of a c t i v i t i e s  a t  a l e v e l  which was f a r  h ig h e r

than th e  Department Managers, who were g e n e r a l ly  re s p o n s ib le  
f o r  the  o p e ra t io n s .

The Super Bazar a t  Bangalore had made an a ttem pt in  t h i s  d i r e c t io n ,  .and
we f e e l  t h a t  one o f  the  main reasons f o r  i t s  success had been the

o rg a n is a t io n a l  s t r u c tu r e  and s t a f f in g  pa tte rn*

1.21' We f e e l  t h a t  an id e a l  o rg a n is a t io n a l  s e t -u p  f o r  a l a r g e - s i z e d
r e t a i l  shop should c o n s t i tu t e  the  fo llow ing  fo u r  se p a ra te  fu n c t io n s :

( j_ ) o a le s ,
( i i )  Purchases,

( i i i )  Control and Accounts,
( iv )  Personnel and Public  R e la t io n s .  H ie ra rchy -w ise , i t  should 

c o n s i s t  of a t  l e a s t  th re e  t i e r s  ?

(a ) P o li  cy-making,
(b) Execution., and

(c) O perational 
Suggestions f o r  the  O rg an isa t io n a l  Set-up

1.22 Keeping a l l  th e se  a spec ts  in  view, we have made a modest attem pt
to draw up th re e  s e t s  of o rg a n is a t io n a l  s e t - u p  i n  the  fo llow ing  types

of Super Bazars^

(a) Super Bazars w ith s a le s  o f  Rs. 5,000 to  E s .25,000 p e r  dayj

(b) Super Bazars w ith  s a le s  o f  Rs.25,000 to  Rs.70,000 p e r  dayj and
. p e r  day

.(c) Super Bazars w ith  s a le s  o f  R s.25,000 to  R s.70,000/and w ith a t
l e a s t  two branches w ith  s a le s  o f  R s .5,000 to  Rs. 25,000 per day.
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r o le  o f  th e  PERSONNEL PEP A RTMF.TJ'T1

1 .2 3  Ths r o le  o f  the  personnel department should be as  fo llow s: 

O rg an isa t io n a l  m a t te r s :

1 . to a s s i s t  the  Chief Executive and th e  Board o f  D irec to rs  
in  framing and implementing the  personnel p o l i c i e s  o f  
the  S to re .

2. to work o u t  s u i ta b le  S ta f f  Rul.es and R egulations  w ith in  
the  framework o f  such p ersonnel p o l i c i e s .

.3* to a s s i s t  in  the  m atters  o f  o rg a n is a t io n a l  s t r u c tu r e  so 
as to f a c i l i t a t e  e s ta b l i s h in g  f f  easy communication 
systems between the  management and the employees and t h e i r  
promotion and development*

4-. to a s s i s t  in  ev a lu a tin g  the  o rg a n is a t io n a l  s t r u c tu r e  so
as to make i t  responsive  to the  changing environments.

5* to make personnel budget to e s tim ate  co s ts  o f  compensation,
t r a in in g  and development o f  employees, e tc .

6. to work o u t  long-term  and sh o r t- te rm  manpower requ irem en ts .

7 . to i n i t i a t e  job e v a lu a t io n  and job .analysis o f  vacancies/new
p o s i t io n s  befo re  re c ru i tm e n t ,  in  c o n su l ta t io n  w ith  th e  
concerned Department M anager/Supervisor.

8 . to  work ou t job d e sc r ip t io n s  based on th e  above fo r  each 
p o s i t io n  in d ic a t in g  i t s  p la c e  in  the  o rg a n is a t io n a l  s e t-u p ,  

necessary  q u a l i f i c a t io n s  and experiences , channel o f  
prom otions, s a l a r i e s ,  a u t h o r i t i e s ,  r e s p o n s i b i l i t i e s  and d u t ie s ,  

and management l i n e s .

9 .  to make a l l  p r a c t i c a l  arrangements in  connection  w ith 

f i l l i n g  up a vacancy such as (a )  to notify vacancies 

( i n t e r n a l  and e x te rn a l ) ,  (b) to s c r u t i n i s e  th e  a p p l ic a t io n s ,
(c )  to c a l l  fo r  in te rv iew s  e t c . ,  (d) to work o u t  a p r i o r i t y  
l i s t  o f  th e  most s u i t a b l e  can d id a te s  in  c o n su l ta t io n  with the



app o in tin g  a u th o r i ty ,  (e )  to assist in  interviewing th e  can d id a te s  
and in  t h e i r  selection, ( f )  to  i s s u e  n ecessa ry  appointment l e t t e r  
and o b ta in  s e c u r i ty  bonds e tc .  and complete o th e r  l e g a l  and 
o rg a n is a t io n a l  formal!t i e s

10. In d u c tio n :

to i n i t i a t e ,  coord ina te  and su p erv ise  the  programme fo r  the  
in d u c tio n  o f  new r e c r u i t s ,

to ensure t h a t  o i l  new r e c r u i t s  a re  p ro p e r ly  informed about 

the  h is to ry  and aims o f  th e  S to r e s ,  th e  management's 
ex p ec ta t io n s ,  working co n d it io n s  & t r a in in g  f a c i l i t i e s  in  
o p e ra t io n  in  the  S to re ,  fu tu r e  p ro sp e c ts  e tc .

to  ensure th a t  new r e c r u i t s  a re  p laced  under-s tudy  w ith a 
s u i ta b le  sen io r  and competent employee.

to sea  th a t  a new r e c r u i t  i s  g iven a l l  a v a i l a b le  w r i t t e n  
m a te r ia l  concerning the  S t o r e ' s  o p e ra t io n  such a s ,  Annual 

Report, P rogress  Report, Bye-laws, S ta f f  Rules & R egulations ,
Job D escrip tion , Duty Charts, Work Manuals e tc .

to ensure t h a t  a new r e c r u i t  g e ts  an o p p o r tu n i ty  o f  meeting 
the  Chief Executive immediately a f t e r  the  appointment and 
a few o th e r  occas ions  during  his p ro b a tio n  p e r io d .

to ensure th a t  a new r e c r u i t  g e ts  an o p p o r tu n i ty  to d iscu ss  
v a r io u s  problems w ith the  Head o f  the  Personne l Department 
during the  p ro b a tio n  p e r io d .

to ensure t h a t  a new r e c r u i t  g e ts  necessary  b a s ic  t r a in in g  
during  the  p ro b a tio n  p e r io d .

to ensure th a t  performance o f  a new r e c r u i t  i s  p ro p e r ly  
eva lua ted  during  th e  p ro b a tio n  p e r io d .

to ensure t h a t  a f t e r  the  p ro b a t io n  p e r io d ,  a new r e c r u i t  i s  
p ro p e r ly  confirmed in  h is  job  i f  h is  perform ance has been 

accep tab l e.
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11. T ra in ing ;

to in v e s t ig a te  the needs o f  t r a in in g  o f  v a r io u s  employees.

to  d iscu ss  the  in d iv id u a l  t r a in in g  needs w ith the  concerned 
in d iv id u a l  employee.

to p lan  and implement s u i ta b le  t r a in in g  fo r  v a r io u s  employees, 

to p rov ide  necessary  l i t e r a t u r e  and l i b r a r y  f a c i l i t y ,  

to es tim ate  co s ts  o f  t r a in in g ,  

tc  make an eva lua tion  o f  t r a in in g .

12. Performance A ppra isa l;

to make an eva lua tion  o f  employees'’ performances (m erit  
r a t in g  which should a lso  he th e  b a s i s  fo r  prom otion).

to  a t te n d  to  m atte rs  reg a rd in g  s t a f f  r o t a t i o n  and promotion.

13 . Compensation and Welfare Measures:

to make p e r io d ic  ev a lu a t io n  o f  r a t e s  o f  compensation, 

allowances e tc .

to take  necessary  s tep s  to l i n k  compensation given to 

v a rious  employees w ith  t h e i r  performance, c o n tr ib u t io n  and 
degree o f  r e s p o n s i b i l i t i e s  t h e i r  p o s i t io n s  c a r ry .

to look a f t e r  working co n d it io n s  r e l a t e d  to le a v e ,  working 

hours and im p lic a t io n s  o f  v a r io u s  Acts, Rules and Regulations 
w ith regard  to working c o n d it io n s  and o th e r  w e lfa re  measures 
l i k e  medical a id ,  s t a f f  room, canteen e tc .

to a t te n d  m atte rs  regard ing  r e s ig n a t io n  and te rm in a t io n  

o f  s e rv ic e s .

14. M otivating  F ac to rs :

to a t te n d  to employees' g r iev an ces .

to su p erv ise  m atte rs  concerning working c o n d i t io n s  and w e lfa re  

o f  employees.
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c.- to  s t im u la t e  th e  employees to  p a r t i c i p a t e  i n  s o c i a l  

and. c u l t u r a l  a c t i v i t i e s  o rg a n is e d  by th e  s t a f f  c lu b s .

d. to  be th e  L ia is o n  O f f i c e r  between th e  Management and th e  

employees.

e. to see t h a t  employees g e t  s u i t a b l e  t r a i n i n g  and chances

o f  prom otion  and g ive  enough a d v ic e  to th e  employees i n  t h i

regard ..

f . to o rg a n is e  s t a f f  m eetings r e g u l a r l y .

g. to  ensu re  smooth flow o f  i n t e r n a l  com m unica tio n / in fo rm a tio n

h. to  keep th e  door open f o r  employees to  come to  d i s c u s s

p e r s o n a l  m a t te r s  and to g e n e r a l ly  a c t  a s  t h e i r  c o u n s e l lo r

15. Trade Union:

a .  to a t t e n d  to  m a t te r s  connected  w ith  d i s c i p l i n e  o f  th e  

employees.

b . to  make r e g u la r  c o n ta c t  w ith  th e  t r a d e  un ion .

c. to r e p r e s e n t  t h e  management i n  th e  S t a f f  C o u n c i l / J o in t

Committee.

d. to  help c r e a t e  environm ent o f  deep s o c i a l  r e l a t i o n s h i p

between v a r io u s  c a t e g o r ie s  o f  th e  employees.

Need f o r  T ra in in g

In  o r d e r  to  en su re  t h a t  p e r s o n n e l  i n  t h e  above s e c t i o n  

p l a y  a m ean ingfu l r o l e ,  we f e e l  t h a t  i t  i s  im p e ra t iv e  t h a t  th ey  

a r e  g iven  s p e c i a l i s e d  t r a i n i n g  i n  th e  f i e l d  o f  human r e l a t i o n s  and 

p e r  so nn e l  managem e n t .
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chapter I I

PERSONNEL PLANNING

2.2 Personnel p lanning i s  a too l which the  management uses i n  
o r a e r  to avoid the  gaps m  the  management succession , to groom i t s  
own employees to enable them to shoulder in c re a s in g  r e s p o n s i b i l i t y  
and to  help them grow with the  o rg a n is a t io n  in  o rd e r  to meet the  
demands o f  the  personnel which expansion, growth o r unforeseen 
c ircum stances  may bring  in  t h e i r  wake.

Manpower Planning

2 .2  Personnel p lanning  th e re fo re  e s s e n t i a l l y  im plies  assessment 
o f  f u tu r e  demands, the  l i k e l y  p a t t e r n  o f  bus iness  in  th e  y ears  t»
come and the  requirement o f  personnel in  r e l a t i o n  to t h e i r  assessm ents . 

I t  i s  done only  i f  th e re  i s  awareness on the  p a r t  o f  th e  management 
o f  th e  importance and n e c e s s i ty  o f  manning the  v a r io u s  p o s i t io n s  in  
the  o rg a n is a t io n  with t ra in e d  and s u i ta b le  pe rsonnel,  a firm 
commitment to the  o rg a n is a t io n  and an i n t e r e s t  and a s take  in  the  
growth o f  th e  employees o f  the  o rg a n is a t io n .

2 .3  Another e s s e n t i a l  fe a tu re  o f  personnel p lann ing  i s  working 
o u t  o f  a fu n c t io n a l  o rg a n is a t io n a l  s t r u c tu r e  w ith  c l e a r ly  defined, 
p o s i t io n s  and well demarcated ro le s  f o r  each. I t  a lso  im plies  
b u i l t - i n  system which l in k s  up the  s a le s  p o te n t i a l  w ith  co s ts  l i k e l y  
to be in c u rre d  on personnel -  on t h e i r  rec ru itm en t,  t r a in in g  and 

compensation.

2 .4  Since w ith the  so le  exception  o f  one S to re , a l l  th e se  

f a c to r s  were missing in  the  Super Bazars, no independent a ttem pt 
t h a t  might have been made by the  managements in  the  p a s t  in  th i s  
d i r e c t i o n  was d is c e rn ib le .  In  Bangalore S tore  alone a m eticulous 
o r g a n is a t io n a l  s t r u c tu r e  with d e f in i t e  p o s i t io n s  had been worked out 
and persons  were r e c ru i te d  to f i l l  up on ly  those  p o s i t io n s  which 
f e l l  v acan t in  t h i s  o rg a n is a t io n a l  s e t  up, bu t here aga in  jobs had 
not been f u l l y  d esc r ibed  and evalua ted  in  r e l a t i o n  to the  
c o n tr ib u t io n  expected to be made by each towards the  achievement
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o f  th e  o b je c t iv e s  o f  the  S to re .

No Job D esc r ip t ion

2.5 By and la rg e ,  we cbuld  not see any a ttem pt t h a t  might have 
been made on p o s i t io n a l  c l a s s i f i c a t i o n  in  the  Super Bazars which 
could have enabled th e  management to do a meaningful ex e rc ise  on 
personnel p lann ing . The p o s i t io n s  a t  times had been c re a te d  and 
ab o l ish ed  depending upon the  ex igencies  of c i rc u m s ta n c e s  n o t  even 
rem otely  connected w ith the  business  o f  the  o rg a n is a t io n  in  some o f  

t h e  S to re s  under study. Employees had been appoin ted  i n  the  p a s t  not 
so much to get any vjork out o f  them but to o b l ig e  c e r t a in  powers 
t h a t  bo. For in s ta n c e ,  in  one Super Easar 100 o r  so s a le s  personnel 
had been appointed w ithout any p r i o r  a ttem pt t o  asse ss  th e  a c tu a l  
need t h a t  might r e s u l t  from p o t e n t i a l  bu s in ess .  S u b seq u en tly ,  i t  

was found t h a t  only 30 s a le s  personnel would be s u f f i c i e n t  to meet 
th e  bus iness  requirem ents and as such, th e  se rv ic e s  o f  more than
70 o r  so personnel were te rm ina ted  on adhoc b a s is .  This had no t only 

l e d  to avoidable  expenditure  and consequent l o s s ,  b u t  also 
d em o ra lisa t io n  among th e  s t a f f  continued to se rve  th e  o r g a n is a t io n .
In  a n o t h e r ’ S tore , which had a p roposa l to open a new branch s h o r t ly ,  

no thought whatsoever had been given to the t a s k  o f  the  assessm ent 
o f  p e rso n n e l  t h a t  may be r e q u i r e d  fo r  the  same.

D a lly  Wages 'Workers

2 .6  an o th er  k ind  o f  a ttem pt in  p e rs o n n e l  p lan n in g  had been

-iade in  some o f th e  S tores  where d a i ly  wages workers had been appo in ted  
to perform ro u t in e  jo b s ,  b o th  on the  counters as w ell as i n  go downs 

and o f f i c e .  I t  was claimed th a t  b e t t e r  workers among th e se  were 
subsequently  ororooted and absorbed i n  the  permanent cadres o f  the  
B aza rs  and th u s  an a ttem pt in  p lann ing  was i n  f a c t  made though in  a 

cru d e  mariner and w ith o u t  in c u r r in g  any expend itu re  w hatsoever. This 

had a lso  r e s u l t e d  in  a way to absorb the  undue p re s s u re  which some 
o f  th e  D irec to rs  brought upon the  management to appo in t t h e i r  

favour; t e s .
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P ersonnel Budget

2.7 No personnel budget tad  been p rep a red  in  any o f  th e  Super 
Bazars under study and thus no a ttem pt whatsoever had been made to 
l i n k  up costs  with sa le s  except in  one Super Bazar. No independent 
a t t e n p t  had been made e i t h e r  to a n t i c ip a t e  th e  l i k e l y  demands th a t  
would be made on th e  managements in  terms o f  manpower requirem ents 
o r  to  e s tim ate  the  minimum degree o f  s k i l l  and e x p e r t i s e  t h a t  would 
be req u ired  among such employees to ensure e f f i c i e n t  bus iness  
o p e ra t io n s .  Adhocism was the  convenient re fuge  o f  th e  management 
i n  a l l  such apparen tly  d i f f i c u l t  m a tte rs .

2 .8  VJe f e e l  th e re  i s  a need to earmark se p a ra te  funds fo r  the  
development o f  personnel on th e  b a s is  o f  p e rsonnel budgeting  fo r  a 
given fu tu re  p e r io d .

Lack o f Confidence in  t he 
S t a b i l i t y  of Sup or Bazars

2.9 Another grim fe a tu re  t h a t  came to o u r  n o t ic e  was the  la c k  o f  
confidence  t h a t  was ex h ib ited  a t  l e a s t  in  one Super Bazar by i t s  
management in  the  s t a b i l i t y  o f  th e  o rg a n is a t io n  i t s e l f .  The 
Chairmen as w ell as  the  C hief  Executives p o in te d  o u t  to  us t h a t  
b e fo re  an a ttem pt in  personnel p lann ing  could be made, i t  was 
n ecessa ry  th a t  the o rg a n is a t io n  should be on a s t a b l e  b a s is  which
in  t h e i r  o p in ion  was no t th e  case . Thus th e  la c k  o f  confidence in  
th e  management i t s e l f  had r e s u l t e d  i n  a way in  the  ra p id ly  
d e t e r io r a t in g  p o s i t io n  o f  th e  o rg a n is a t io n .

2.10 Most o f  th e  managements however understood th e  need f o r  
p ro p e r  personnel p lann ing  but in d ic a te d  t h a t  they needed adv ice  and 
a s s i s t a n c e  from e i t h e r  a n a t io n a l  o r  a s t a t e  l e v e l  body which could 

guide them in  such p a t t e r s .

2.11 We fe e l  t h a t  in  o rd e r  to avoid the  p o s s i b i l i t y  o f  l a r g e - s c a le  
re trenchm ent o f  employees a t  l a t e r  s tag e s  o r  s e t t i n g - u p  o f  
n o n -v ia b le  Super Bazars, i t  i s  im p era t iv e  t h a t  p ro p e r  p r o j e c t  
p lann ing  and f e a s i b i l i t y  s tu d ie s  should proceed  th e  s e t t in g -u p  o f  a
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Super Bazar in  fu tu re .  Such s tu d ie s  should a lso  in c lu d e  manpower 
requirem ent and assessment o f  the  degree o f  s k i l l  and e x p e r t i s e  
r e q u ire d  a t  v a r io u s  l e v e l s  in  o rd e r  to ensure p r o f i t a b l e  working 
01 th e se  o rg a n is a t io n s .  Such s tu d ie s  may p re fe ra b ly  be conducted 
by th e  N a tiona l Cooperative Consumers' F ed e ra t io n  arid th e  S t a t e  
C ooperative Consumers" F ed e ra tio n s .

R eliance  on Government

2 .12  ano ther p e c u l ia r  fe a tu re  in  th e  f ie ld , o f  pe rso n n e l  p lan n in g  
was an unconscious re l ia n c e  cn the  p a r t  o f  th e  managements on the  
S t a t e  Governments, which in  t h e i r  op in ion , could always be tapped 
to p rov ide  necessary  personnel to man m anagerial p o s i t io n s  whenever 

th e  need a rose , e sp e c ia l ly  a t  th e  s e n io r  l e v e l s .  In  f a c t ,  th e  
Chief Executives in  s ix  o u t  o f  the  seven Super Bazars under s tudy 
had been drawn from the  S ta te  Government Departments, and in  one 
Super Bazar almost a l l  th e  superv isory  and m anagerial p o s i t io n s  had 
been occupied by the  d e p u ta t io n is t s  drawn from th e  v a r io u s  S ta te  
Government Departments. This unconscious r e l i a n c e  on as well as 
in d u c t io n  o f  government o f f i c i a l s  a t  th e  sen io r  p o s i t io n s  had also  
been re sp o n s ib le  fo r  the  absence o f  any meaningful a ttem pt on

p e rso nn e l  p ia n n in g .

2.13 I t  seemed to us t h a t  no e f f o r t s  were being made by th e  
managements to re p la ce  th e se  o f f i c e r s  who had come f o r  s h o r t  p e r io d s  

to  work in  th ese  Super Bazars.

2.14- In  one Super Bazar an O ffice  Order on " S ta f f i n g  p a t t e r n  o f  
b u s in ess  departments i n  Super Bazars" had been Is su e d  bu t th e  
s t a f f i n g  p a t te rn  con ta ined  in  th e  Order had not been adhered to nor 
n e ce ssa ry  requirem ents w ith  regard  to  q u a l i f i c a t i o n s ,  p rev ious  
experience  p r i o r  t r a in in g  fo r  v a r io u s  p o s i t io n s  had been s t i p u l a t e d  
and consequently  much o f  what was expected from such an o rd e r ,  had 

n o t  been achieved .
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2.15 Absence o f  any d e f in i t e  p lan  made i t  w ell-n igh  im possib le
to chalk  ou t a programme fo r  c a ree r  p lann ing  and management development 
programme fo r  trie employees and t h i s  had a lso  introduced, an element 
o f  adhocism In  any meaningful procedure designed tc make d i s t i n c t  
channels o f  promotions fo r  v a r io u s  c a te g o r ie s  of employees.

2 .16  We fe e l  th e re  i s  a need fo r  in t e g r a t in g  th e  programme o f  
c a r e e r  development o f  the  employees and the  t r a in in g  f a c i l i t i e s  
re q u ire d  fo r  the  growth o f  the  employees.

2*17 We also f e e l  t h a t  i t  i s  necessary  to draw long  range 

p lan s fo r  th e  development o f  sen io r  pe rso n n e l in  o rd e r  to help them 
shou lder in c re a s in g  r e s p o n s i b i l i t i e s  with confidence.

Promotion

2.1S In  none o f  the  Super Bazars under study, th e  employees were
aware o f  the  procedures th at the  management follow ed in  promoting 
th e  employees, though in  one Super Bazar, as a r e s u l t  o f  an 
agreement between th e  management and th e  t r a d e  union, s e n io r i t y  was 

agreed  upon as the b a s is  f o r  a l l  subsequent promotions i n  th at  
p a r t i c u l a r  S to re .  I 11 some o f  the  S to re s  where th e  management had 
been co n s id e ra te ,  the  employees s a id  t h a t  th e  management would 
co n s id e r  t h e i r  claims as and when t h e i r  tu rn  would come fo r  prom otion. 
In  a l l  the Super Bazars s e n io r i ty  was sa id  to  be the  b a s is  for  
promotion and s ince  no system had been in tro d u ced  fo r  m erit  r a t in g  
and performance a p p ra is a l ,  i t  could not be checked whether th e  
prom otions th a t  bad been made in  the p a st were r e a l l y  j u s t i f i e d  
c o n s id e r in g  the  m erit  o f  the  concerned employees. Promotions had 
been made in  the  Super Bazars mostly a t  the  ju n io r  most l e v e l s .

2.19 S ince th e re  was no l a i d  down re c ru itm en t p o l ic y  and no
formal o rg a n is a t io n a l  s t r u c tu r e  i t  could not be e s ta b l i s h e d  whether 
c e r t a in  p o sitio n s  had been earmarked f o r  promotion a lo n e  and a few 
o th e r s  fo r  f i l l i n g  up from o u ts id e  sources by d i r e c t  re c ru i tm e n t .

At l e a s t  in  one Super Bazar we were informed th a t  th e  S t o r e ' s  own

Ga re  e r  Dev elo pment
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employees were automatically considered  for promotion if a vacancy 
occured, irrespective of the  fact whether the employee 
had applied fo r  the  sa®e o r  no t,

2.20 In  another Super Bazar, D raft  S t a f f  Rul.es t h a t  had been 
drawn, stipulated t h a t ; -

a) Except in  the case o f  f r e s h  appointments in  
the  low est cadres, o r d in a r i l y  no t l e s s  than 
60 p e r  cent o f  the vacancies shall be f i l l e d  
up by promotion* and except where s u i t a b le  
candidates  a re  not a v a i l a b le  no t more than 
■40 p e r  cent may be f i l l e d  up by d i r e c t  
recruitm eno.

b,' Promotions will be made o r d in a r i l y  according 
to s e n io r i ty  a rd  m erit  bu t no promotion can 
be claimed as a m atte r  o f  r i g h t .  D irec t  
rec ru itm en t can be made fo r  th e  p o s ts  o f  
prom otional vacanc ies  a lso  w ith  the  perm iss ion  
o f  the  cosrd, when s u i t a b le  cand ida tes  a re  
ne t a v a i la b le  fo r  promotion.

2 .21 In  our op in ion  the  promotions had a t  times been made under 
p re s s u re  from outside sources and no t in  re c o g n i t io n  of m o ri t .  Though 
the  managements claimed th a t  s e n io r i ty  was the  b a s is  fo r  promotion 
y e t  we could not cuecl the  same because in one Super Bazar, th e  
s e n io r i t y  l i s t  itself had been challenged by th e  t r a d e  union in  a 

labour c o u r t  and in few others there was no s e n io r i t y  l i s t  a t  all.

2-2.2 Absence o f  d i s t i n c t  channels o f  promotion and the  f a i l u r e  
o f  th e  managements in  making any a ttem pt on c a re e r  development o f  
th e  employees and. fo r  a r ran g in g  s u i ta b le  t r a i n i n g ,  had r e s u l t e d  in 
lew morale and f r u s t r a t i o n  among the  employees. I t  had a lso  perhaps 

l e d  to the f ree z in g  o f  operations o f  th e  Super Bazars a t  th e  
e x i s t in g  levels -  a f a c t  uMch a le ad in g  D ire c to r  of a Super Bazar 
po in tod  out +0 us during th e  course o f  our in te rv ie w  w ith  him.

2.23 we f e e 1, as Vne employees a t t a c h  utmost im portance to  t h e i r  
nro notions w ith in  the  o rg a n is a t io n s ,  th e  managements should la y  
down w ell defined  p o l i c i e s  w ith  re g a rd  to the prom otion of the 
employees. In  our o o in io r  a l l  the  p o s i t i o n s  a t  the t h i r d  l e v e l '
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o f  hierarchy i . e .  t h a t  of supervisors and eq u iv a len t  p o s i t io n  
in  the o rg a n is a t io n  should be in v a r ia b ly  f i l l e d  by promotions a lone  
and th e  managements should ex erc ise  necessa ry  check while 
r e c r u i t i n g  personnel a t  the  fo u r th  l e v e l  of h ie ra rchy  to ensure 

t h a t  on ly  such r e c r u i t s  who have the  p o t e n t i a l  to grow into good 
su p e rv iso rs  a re  r e c ru i te d .

2.24 Wo a lso  fe e l  th a t  a t  l e a s t  50 p e r  cent o f  the positions 
a t  th e  second l e v e l  of h ie ra rchy  i . e .  t h a t  o f  department managers 
and th e  eq u iv a len t p o s i t io n s  in the  o rg a n is a t io n ,  should also be 
f i l l e d  in  by promotion a lone . The managements should ensure th a t  
the  employees in  the  o rg a n is a t io n s  f u l f i l  the necessary 
q u a l i f i c a t i o n s  l a i d  down for th e se  p o s i t io n s ,  by drawing an 
i n t e l l i g e n t  programme fo r  t h e i r  placem ent, t r a in in g  and ca ree r  
development.

2.25 In  our op in ion  the  p o s t  o f  the  Chief Executive should 
a lso  be f i l l e d  in  by promotion as f a r  as p o s s ib le .

2 .26  The b a s is  of a l l  promotions should be m eri t  and a minimum 
p e r io d  of se rv ice  w ith in  the  o rg a n is a t io n s  and the  m erit  should be 
judged on the  bas is  o f  p e r io d ic  performance e v a lu a t io n  o f  th e  
employees dons on an o b je c t iv e  b a s i s .  In  f a c t  th e  programme
f o r  c a re e r  development, promotions and the  type o f  t r a in in g  to  be 
given to an employee should be based on th e  performance a p p ra is a l  

o f  each in d iv id u a l  employee.

J o b .Rotation

2.27 In  some o f  the S to res  th e re  was a p r a c t i c e  to  r o t a t e  
employees in  v a r io u s  sec t io n s  o f  th e  department as a p a r t  o f  an 
o rg a n ised  a ttem pt on ca ree r  development and in o r d e r  to give a 
w ider p e r s o e c t iv e  about the  operations of th e  organisation to the 
employees. In  some o th e r ,  no such a ttem p t had ever been made.

2.28 We also  gained th e  im pression  t h a t  behind t h i s  a ttem pt o f  

job  r o t a t i o n  th e re  was a lu rk in g  doubt among th e  managements th a t  
i f  an employee was kept f o r  a long  s p e l l  o f  time on a p a r t i c u l a r



jo b ,  he coaid  develop a v es ted  i n t e r e s t  and thus  might indu lge  
in  m isch ie f  as w e ll .

2.29 Behind t h i s  p r a c t i c e  was a lso  the  f a c t  t h a t  job r o t a t i o n  
which n e c e s s a r i ly  im plied  job t r a n s f e r  as w ell would p ro v id e  an 
o p p o r tu n i ty  to th e  management to take  up p h y s ic a l  s tocks  a t  a 
g iven time and d e te c t  leakages  i f  any.

2.30 Management had a lso  made t h i s  a t tem p t not so .much to develop 
th e  employees but to f in d  o u t  which employee was r e a l l y  s u i t a b l e  
f o r  what type o f  work -  p h y s ic a l ly ,  psychological as wall as
temperamentally. In  the  l a t t e r  case i t  was p o in te d  o u t  t h a t  the  
management would never r o t a t e  the employees unless circum stances 
compelled i t  to do so.

2.31 During th e  course o f  our discussions, we found that the  
ve ry  idea  o f  job r o ta t io n  as a tool of c a re e r  development had not 
been q u i te  a p p re c ia ted  by the  managements e a r l i e r  and they 
w ho le -hearted ly  agreed to in tro d u ce  t h i s  practice forthwith in  
o rd e r  to give th e  employees an o p p o r tu n i ty  to gain f i r s t  hand 
experience  c f  all aspects o f  t h e i r  operations. I t  was well 
recogn ised  th a t  the u lt im a te  aim of grooming the employees for 
handling  in c reased  r e s p o n s i b i l i t i e s  with confidence and s k i l l  would 

be achieved with t h i s  p r a c t i c e .

2 .32  R o ta tion  could also  be a t e s t  fo r  th e  employees to show 
t h e i r  worth in  t r y in g  circum stances be fo re  t h e i r  claim fo r  
promotion could be considered. We f e e l  that in  o r d e r  to groom the 
employees fo r  manning the  s e n io r  p o s i t io n s  i n  the  o r g a n is a t io n ,  and 
to t e s t  t h e i r  p o t e n t i a l  and a lso  as a part of t h e i r  c a re e r  
development programme, the management should lay  down firm  policy 
w ith  reg a rd  to the  r o ta t io n  of the employees in v a r io u s  sections.
The p e r io d  o f  r o t a t i o n  may vary  from one to two y e a r s  in  each 

case .
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2 .33  Another a s p e c t  r e l a t i n g  to  p rom otion  was th e  r e l a t i v e  

stagnation in b u s in e s s  operations and to t h a t  extent limited scope 

for p ro m o tio n .  A c a r e fu l  s tudy  of t h e  working o f  a t  l e a s t  one 

S to r e ,  and th e  m orale of th e  employees and t h e i r  e x p e c ta t io n s ,  th e  

absence  o f  d i s t i n c t  channe ls  o f  p ro m o tio n s ,  a s  a lso  good perfo rm ance  

o f  th o  fem ale employees, led us to believe t h a t  it would be 

w orthv /h ile  to employ s o re  female employees i n  a o r g a n i s a t i o n  if it 

had no o p p o r tu n i ty  to g ive  p rom otions  to all the employees after 

r e a s o n a b le  i n t e r v a l s ,  and i f  it cou ld  not meet their basic expectations. 

VJe f e e l  t h a t  th e  female employees have l i m i t e d  e x p e c ta t io n s  and 

c o n s id e r  t h u i r  jobs as  transitory ass ignm en ts  t i l l  their m a rr iag es  

a r e  s e t t l e d  when more o f te n  th an  n o t ,  th e y  q u i t  t h e i r  jo b s .  Such 

an  arrangem ent will be h e lp fu l  i n  employing and r e t a i n i n g  only 

t h o s e  male employees who show convincing s k i l l  and a p t i t u d e  i n  the 

v o rk  r e s ig n e d  to them and have t h e  p o t e n t i a l i t i e s  to grow and

occupy s e n io r  p o s i t i o n s  i n  the o r g a n i s a t i o n  s u b se q u e n t ly .

C aderi s a t i on

2.3-i S t a f f  c ad re s  had n o t  been c r e a te d  anywhere, b u t  the : e n io r  

employees spontaneously commended t h e  p ro p o s a l  for c r e a t i n g  and 

m a in ta in in g  cad re s  o f  employees f o r  management, to man s e n io r  

p o s i t i o n s  i n  th e  Super B aza rs ,  the e l e c te d  directors were found to

be however no t 30 k .en  and enthusiastic ab o u t i t  for they s a id  they

were no t  sure about th e  e f f i c a c y  o f  such an a r ran g em en t.  They put 

b e f o r e  us a ho s t  o f  d i f f i c u l t i e s  t h a t  would a r i s e ,  i n  t h e i r  

o p in io n ,  in  m a in ta in in g  such c a d re s ,  i n c lu d in g  r e c r u i tm e n t  

p ro c e d u re s ,  t r a n s f e r s ,  p rob lem s o f  lan g u ag e  ana l o c a l  env ironm ents ,  

th e  r e s p o n s i b i l i t y  o f  p e rs o n n e l  from such cad re s  tow ards th e  

e l e c t e d  Board o f  D i r e c to r s  and th e  r e l a t i o n s h i p  between th e  two.

At l e a s t  one en inen t d i r e c to r  o f  a lo ad in g  Super Bazar p o in te d  out 
to us t h a t  i f  such a cadre were to be c re a te d  it would c e r t a in ly  
le a d  to undermining the in f lu en c e  which the  d i r e c to r s  enjoyed today

S e le c t io n  P o licy
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and to t h a t  ex ten t c rea t io n  o f  such cadres would be r e s i s t e d  by a 
few d i r e c to r s .

2.35 S ig n i f ic a n t ly ,  the  e lec te d  d i r e c to r s  were however one
i n  ag ree in g  to an arrangement which would ensure th e  .a v a i l a b i l i ty  
o f  h igh ly  competent, s k i l l e d ,  p ro fe s s io n a l  manager to  run th e  Super 
Bazars bat without endangering the  h i th e r to  supreme p o s i t io n  of 
th e  Board in  these  o rg a n is a t io n s .  They were ap p a ren tly  not 
re c o n c i le d  to a p o s i t io n  where the  decision-m aking powers were to 
be woolly t r a n s f e r r e d  tc th e  p a id  execu tives  without p rope r  
safeguards  and checks and c o n tro ls  over t h e i r  conduct. The N ationa l 
Cooperative Consumers' Federa tion  and th e  S ta te  F ede ra tions  were 
th e  two agencies  t h a t  were favoured fo r  c re a t in g  and managing 
th e s e  cadres . The d iv is io n  o f  r e s p o n s ib i l i t y  between th e se  two 
a g e n c ie s} i t  was suggested, should depend upon th e  degree o f  
e x p e r t i s e  req u ire d  in  a given category  of p e rso n n e l ,  i.e. the 
s e n io r  p o s i t io n s  would go to the  National Cooperative Consumers' 
F ed era t io n  while the  cadre fo r  ju n io r  ca tegory  personnel would 
be c re a te d  by th e  respective S ta te  F edera tions .

2.36 Most o f  the managements showed t h e i r  w il l in g n e ss  though 
w ith  s l i g h t  re lu c tan c e  to  take  the m anagerial p e rso n n e l  from
such a cadre fo r  a f t e r  a l l  i t  was claimed, the  e x is t in g  arrangement 
was not much d i f f e r e n t  fro::; the  one that had been envisaged 
because"even cow i t  was the  R e g is t r a r  who had been 

sending his nominee to work as  General Manager and t h i s  arrangement 
had a week p o in t  in  that the nominee of the  R e g is t r a r  lacked the 
necessary s k i l l  ond expertise which would be the b a s ic  
q u a l i f i c a t i o n  o f  th e  Manager who would be drawn from such 

a management cadre."

2.37 The managements were 0f th e  view t h a t  th e  following quali­

fications in the prospective recruits to the management cadres designed

f o r  s e n io r  employees o f  th e  S to res  should be a b s o lu te ly  e s s e n t i a l .

1 )  Adequate p a s t  f i e l d  experience .

2) T ra in ing  in  R e ta i l  Management.
3 ) Proven record  o f  performance i n  running a R e ta i l  

O rgan isa tion .
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2.38 The management favoured o u ts id e  b ig  commercial houses 
as th e  main sources fo r  the  rec ru itm en t o f  employees and were 
c l e a r ly  no t in  favour o f  o th e r  coopera tive  o rg a n is a t io n s  fo r  i t  

was so ld  th a t  th ese  o rg a n is a t io n s  themselves had been su f fe r in g  
from la c k  of t r a in e d  personnel and any e x p lo ra t io n  o f  t h i s  f i e l d  
would not r e s u l t  i n  sp o t t in g  o u t  a t a l e n t .  One management s a id  
t h a t  Commerce degree should be an e s s e n t i a l  q u a l i f i c a t io n
fo r  cand ida tes  to be taken  in to  such cad res .

2.39 In  o rd e r  to ensure complete i m p a r t i a l i t y  in  th e  
s e le c t io n  o f  th e  personnel fo r  th ese  cad res ,  and to i n s u l a t e  

t h i s  p rocess  from o u ts id e  in te r f e r e n c e ,  th e  managements opined 
th a t  a sep a ra te  agency on the  l i n e s  o f  the  P ub lic  Serv ice  
Commission might be the  remedy fo r  th e  r e c u r r in g  malady o f  
in te r f e r e n c e  from o u ts id e  p re s su re  groups, from which most o f  the 
coopera tive  o rg a n is a t io n  su ffe re d  p r e s e n t ly .

2 .40 We, however, f e e l  th a t  a sep a ra te  comprehensive s tudy  
should be conducted cn t h i s  a sp e c t  o f  c a d e r i s a t io n .  Such a 
study should aim a t  to f in d  o u t  th e  e f f ic a c y  o r  o the rw ise
o f  c re a t in g  and m ain ta in ing  o f  cadres fo r  management f o r  Super 
Bazars i n  th e  socio-economic se t-u p  o f  th e  country .
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c h a p t e r  -  I I I

3 . 1  S t r a y  a t t e m p t s  h ad  been  made i n  a l m o s t  a l l  t h e  S u p e r  B a z a r s  

m  l a y i n g  down s p e c i f i c  d u t i e s  f o r  t h e  v a r i o u s  p o s i t i o n s  t h a t  had  b e e n  

c r e a t e d  w i t h i n  t h a  o r g a n i s a t i o n .  But  a s  t h e  o r g a n i s a t i o n a l  s e t - u p  i t s e l f  

h ad  b e a n  am o rp h o u s  i n  c h a r a c t e r  -  h a v i n g  come u p  i n  r e s p o n s e  t o  t h e

a d  hoc demands  made on t h e  o r g a n i s a t i o n s  f r om  t i m e  t o  t i m e ,  no m e a n i n g f u l  

l i n k  u p  was  d i s c e r n i b l e  among t h e  v a r i o u s  j o b s  t h a t  had b e e n  c r e a t e d  o r  

w e r e  p o s i t i o n e d  v / i t h i n  t h e  Sup er  B a z a r s .

3 . 2  The g e n e r a l  i m p r e s s i o n  t h a t  we c a r r i e d  o f  t h e  m an a g e m e n t s '  a p p r o a c h  

was  t h a t  o f  t a c k l i n g  t h e  p ro b l e m s  a s  and when t h e y  a r o s e .  J o b  d e s c r i p ­

t i o n s  w e r e  c o n s p i c u o u s  by t h e i r  a b s e n c e  and so w e r e  t h e  j o b  c h a r t s .

3 . 3  On ly  i n  one  S t a r e ,  i . e .  S u p e r  B a z a r  M e e r u t  a m e t i c u l o u s  d u t y  

c h a r t  an d  a  neat o r g a n i s a t i o n a l  s t r u c t u r e  had r e c e n t l y  b e e n  p r e p a r e d  

f o r  i t  by  t h e  NCCF -  I . L . O .  3x p o r t s , b u t  e v e n  i n  t h i s  c a s e ,  i t  had  b e e n  

u s u r p e d  o v e r  t i m e  and a g a i n  by some o f  t h e  D i r e c t o r s  and  was  not b e i n g  

f o l l o w e d  e s p e c i a l l y  i n  t h e  f i e l d  o f  p u r c h a s i n g .

R e l a t i o n s h i p  b e t w e e n  t h e  B o a rd  and t h e  C h i e f  E x e c u t i v e :

3 . 4  I n  a l m o s t  a l l  t h e  S u p er  B a z a r s  t h e  d u t i e s  o f  t h e  C h i e f  E x e c u t i v e s ,  

acoountants , and  i n  a  few c a s e s  some o t h e r  o f f i c e r s ,  had  b e e n  d e f i n e d

i n  t h e  c o n c e r n e d  b y e - l a w s  o f  t h e  S u p e r  B a z a r s .  By and  l a r g e  t h e  G e n e r a l  

M a n a g e r s .were fo und  t o  b e  s a t i s f i e d  w i t h  t h e  d u t i e s  t h a t  h a d  b e e n  

d e f i n e d  f o r  them t h o u g h  a t le a s t  in  one c a s e  t h e  G e n e r a l  M anager  o f  a  

S u o o r  B a z a r  d e c l i n e d  t o  s h o u l d e r  more  p o w ers  b e c a u s e  h e  f e l t  h e  w o u ld  

n o t  b e  a b l e  t o  u s e  them e f f e c t i v e l y .  A few d i r e c t o r s  i n  t h i s  p a r t i c u l a r  

s t o r e  w e r e  h ow ever  k e e n  t o  d e l e g a t e  a l m o s t  a l l  t h e  p o w e r s  t o  t h e  

C h i e f  E x e c u t i v e ,  for i n  that case, they f e l t  i t  c o u l d  e f f e c t i v e l y  

c u r t a i l  i f  n o t  a l t o g e t h e r  e l i m i n a t e  i n t e r f e r e n c e  f rom t h e  o u t s i d e  

e l e m e n t s  i n  t h e  p r o c e s s  o f  d e c i s i o n  m a k i n g .  I n  a n o t h e r  S u p e r  Bazar, 
where t h e  C h a i r m a n  o f  t h e  S t o r e  was a l s o  the C o l l e c t o r  o f  t h e  D is tr ic t ,

JO B  a n a l y s is  and  p r o d u c t i v i t y
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t h e  M an a g e r  o f  t h e  S u p e r  B a z a r  and t h e  G e n e r a l  Manage r  o f  t h a  W h o l e s a l e  

.S t o r e  o f  w h i c h  t h e  S u p e r  B a z a r  was a  U n i t ,  v/as s u p r e m e  i n  a l l  m a t t e r s  

an d  t h e  s o l e  a r b i t e r .  The G e n e r a l  Manager  and t h e  M an a g e r ,  b e c a u s e  o f  

th e . ' . r  o f f i c i a l  s t a t u s ,  c o u l d  n o t  l o o k  u p  t o  t h e  C h a i r m a n .  I n  t h e  o t h e r  

f i v e  ax p e r  B a z a r s  t h e  C h a i rm en  w e r e  i n  the; h a b i t  o f  s i t t i n g  i n  t h e  c o n c e r n e d  

S u p e r  B a z a r s  and  t o  t h a t  e x t e n t ,  w e r e ,  i n  o u r  o p i n i o n ,  u s u r p i n g  t h e  

a u t h o r i t y  o f  t h e  C h i e f  E x e c u t i v e s  w h a t e v e r  m i g h t  h a v e  b e e n  t h e  e x t e n t  

o f  r e a l  a u t h o r i t y  l a i d  down f o r  them i n  t h e  c o n c e r n e d  b y e - l a w s ,  r u l e s ,  

r e g u l a t i o n s ,  e t c .

3 . 5  a l t h o u g h  o r g a n i s a t i o n a l  s t r u c t u r e  h a d  b e e n  w ork e d  o u t  i n  t h e s e  

S u p e r  B a z a r s , t h e r e  was  no c o m p a r a b l e  d e g r e e  o f  d e l e g a t i o n  o f  a u t h o r i t y  

by t h e  Boar : ;  o f  D i r e c t o r s  t o  t h e  p a i d  E x e c u t i v e s  an d  a l m o s t  a l l  d e c i s i o n s  

w e r e  t a k e n  by t h e  B oard  o r  i t s  C h a i r m a n  w h i c h  i n  o t h e r  w o r d s  d e f e a t e d  t h e  

v e r y  p u r p o s e  o f  c r e a t i n g  a. p o s i t i o n a l  o r g a n i s a t i o n a l  s t r u c t u r e  f o r  e f f i c i e n t  

w o r k i n g  o f  t h e  o r g a n i s a t i o n .  The f a i l u r e  o f  t h e  Management  t o  d e l e g a t e  

p o w e r s  h ad  a l s o  r e s u l t e d  i n  a l i t t l e  d i s t i n c t i o n  b e t w e e n  t h e  h i g h l y  

p o s i t i o n e d  e x e c u t i v e s  an d  t h o s e  e x e c u t i v e s  w h i c h  w e r e  p l a c e d  a t  t h e

l o w e r  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n .  We f e e l  t h i s  f l u i d  r e l a t i o n s h i p  

b e t w e e n  t h e  r o l e  o f  B o a r d  o f  D i r e c t o r s  a n d  t h e  p a i d  e x e c u t i v e s  had  

g r e a t l y  u n d e r m i n e d  t h e  o p e r a t i o n a l  e f f i c i e n c y  o f  t h e  S u p e r  B a z a r s  an d  

t h e r e  i s  a n  u r g e n t  n ee d  f o r  d e f i n i n g  t h e  r e s p e c t i v e  r o l e  o f  e a c h .  I n  

o u r  o p i n i o n ,  t h e  B o a rd  o f  D i r e c t o r s  s h o u l d  c o n f i n e  t h e i r  r o l e  i n  l a y i n g  

down b r o a d e r  p o l i c i e s  and  l e a v e  t h e i r  i m p l e m e n t a t i o n  t o  t h e  e x e c u t i v e s .

Wo a l s o  f e e l  t h a t  t h e  s e n i o r  e x e c u t i v e s  s h o u l d  i n v a r i a b l y  b e  a c t i v e l y  

a s s o c i a t e d  e v e n  a t  t h e  t i m e  o f  l a y i n g  down p o l i c i e s  by  t h e  B o a r d .

J o b  D e s c r i p t i o n ;

3 . 6  I n  a l l  S u p e r  B a z a r s ,  e x c e p t  2, o v e r l a p p i n g  o f  d u t i e s ,  d u a l  

r e s p o n s i b i l i t i e s ,  a b s e n c e  o f  w ork  l o a d  c h a r t s  w e r e  o b s e r v e d  by  u s .

T h i s  had  a l l  r e s u l t e d  i n  c o n f u s i o n  an d  a m b i g u i t y .

I n  c a s e  o f  S u p e r  B a z a r  a t  H y d e r a b a d ,  t h e  d u t i e s  o f  m o s t  o f  t h e  

e m p l o y e e s  a t  t h e  l e v e l  o f  S u p e r i n t e n d e n t  an d  b e l o w  h a d  b e e n  d e f i n e d  

i n  t h e  o f f i c e  o r d e r ,  " S t a f f  p a t t e r n  o f  b u s i n e s s  d e p a r t m e n t  i n  S u p e r  B a z a r s "  

b u t  when o n e  co m p a r e d  t h e  d u t i e s  and r e s p o n s i b i l i t i e s  l a i d  down i n  t h e



o f f i c e  o r d e r  w i t h  t h e  a c t u a l  p r a c t i c e s  f o l l o w e d  i n  t h e  S t o r e ,  o n e  c o u l d  

o b s e r v e  t h a t  t h e r e  was  a  w id e  chasm b e t w e e n  t h e  two.  So was  t h e  c a s e  

i n  many o t h e r  S t o r e s  a s  w e l l .  I n  o r d e r  t o  s t r e a m l i n e  t h e  v a r i o u s  

p o s i t i o n s  w i t h i n  t h e  o r g a n i s a t i o n ,  and t o  e s t a b l i s h  a  m e a n i n g f u l  l i n k  

b e t w e e n  them ,  i t  i s  i m p e r a t i v e  t h a t  w e l l  d e f i n e d  s p e c i f i c a t i o n s  f o r  

e a c h  p o s i t i o n  s h o u l d  b e  l a i d  down d e f i n i n g  t h e  d u t i e s ,  t h e  f u n c t i o n s ,  

t h e  r o l e s  e x p e c t e d  t o  b e  p e r f o r m e d  by t h e  em p l o y e e s  who w i l l  o ccu p y  

s u c h  p o s i t i o n s .  I n  t h e  a b s e n c e  o f  j o b  d e s c r i p t i o n ,  i t  i s  d i f f i c u l t  t o  

r e c r u i t  t h e  r i g h t  t y p e  o f  p e r s o n n e l , f i x  c o m p e n s a t i o n  r a t e ,  w ork  o u t  

m e r i t  r a t i n g  s y s t e m  an d  f i x  r e s p o n s i b i l i t y  f o r  t h e  a c h i e v e m e n t  o f  

o b j e c t i x ' e s .

3 . 7  Wo f e e l  t h a t  t h e  managem en ts  s h o u l d  make e a r n e s t  e f f o r t s  t o  

c l e a r l y  d e s c r i b e  e v e r y  j o b  i n  t h e  o r g a n i s a t i o n  i n  o r d e r  t o  s t r e a m l i n e  

t h e i r  w o r k i n g  and e s t a b l i s h  n e c e s s a r y  s y s t e m s  f o r  c o - o r d i n a t i o n  and 

c o n t r o l  an d  t o  d e f i n e  t h e  s p e c i f i c  r o l e  t o  b e  p l a y e d  by  e a c h  i n  t h e  

p r o c e s s  o f  a c h i e v e m e n t  o f  t h e  o b j e c t i v e s .

Work o r g a n i s a t i o n :

3 . 8  I t  i s  i m p e r a t i v e  t o  b u i l d  u p  a n  o r g a n i c  s t r u c t u r e  w i t h  a  n e a t  w ork  

f l o w  c h a r t  t o  e n s u r e  q u i c k  c o m m u n i c a t i o n ,  p rompt  d e c i s i o n - m a k i n g ,  and 

i n c r e a s i n g  d e g r e e  o f  o b j e c t i v i t y  i n  t h e  o p e r a t i o n s  o f  b u s i n e s s .  B u t  i n  

a l l  t h e  S u p e r  B a z a r s  w h i c h  w e r e  v i s i t e d  by u s ,  t h i s  h ad  n o t  b e e n  d o n e  

w i t h  t h o  r e s u l t  u n e q u a l  p o s i t i o n s  w h i c h  s o m e t i m e s  h i n d e r e d  t h e  v a r i o u s  

p r o c e s s e s  o f  g r o w t h ,  had b e e n  c r e a t e d  l a r g e l y  b e c a u s e  o f  t h e  i g n o r a n c e

o f  t h e  management  a b o u t  t h e  i m p o r t a n c e  o f  a  d i s t i n c t l y  d e f i n e d  p o s i t i o n a l  

o r g a n i s a t i o n a l  s t r u c t u r e .

3 . 9  F o r  i n s t a n c e ,  i n  none o f  t h e  S u p er  B a z a r s ,  e x c e p t  o n e ,  s a l e s

an d  p u r c h a s e s  d i d  n o t  c o n v e r g e  u n t i l  a t  t h e  l e v e l  o f  t h e  C h i e f  E x e c u t i v e ,

w h i c h  was  r e a l l y  o b n o x i o u s  i n  a s  much a s  e a c h  w as  o p e r a t i n g  i n  i s o l a t i o n

a n d  t h e  o r g a n i s a t i o n s  w e r e  o r i e n t e d ,  a s  i t  w a r e  t o w a r d s  t h e  m a r k e t  r a t h e r  
t o w a r d s

t h a n  Z. t h e  c o n s u m e r .  I t  was  o u r  e x p e r i e n c e  t h a t  m o s t  o f  t h e  S u p e r  B a z a r s  

w e r e  p u r c h a s e  o r i e n t e d  i . e .  t h e y  w e r e  p u r c h a s i n g  t h e i r  a r t i c l e s  f i r s t  

a n d  w e r e  s u b s e q u e n t l y  f i n d i n g  t h e  c u s t o m e r s  f o r  them .  So t h e  o r i e n t a t i o n
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was  n o t  t o w a r d s / t h e  m a r k e t .  Such, i n s t a n c e s  o f  m a l - f o r m a t i o n  i n  t h e  

p l a c e m e n t  o f  j o b s  w i t h i n  t h e  o r g a n i s a t i o n s  c o u l d  b e  m u l t i p l i e d .

3 . 1 0  No o r o c e d u r e  h a d  b e e n  l a i d  down i n  any o f  t h e  S u p e r  B a z a r s  

w i t h  r e g a r d  t o  t h e  i n d i v i d u a l s '  r e s p o n s i b i l i t y  t o  t h e  s u p e r i o r s  a s  w e l l  

a s  t h o  p e r s o n s  t o  whom on© was  t o  a p p r o a c h  i n  c a s e  o f  d i f f i c u l t y .  By

p r a c t i c e ,  h o w e v e r ,  c e r t a i n  c o n v e n t i o n s  h a d  b e o n  d e v e l o p e d  w h i c h  i n  some 

c a s e s  w e r e  h e a l t h y  b u t  i n  m o s t  o f  t h e  c a s e s  w e r e  n o t .  T h i s  was  so b e c a u s e  

m o s t  o f  t h e  e m p l o y e e s  t e n d e d  t o  a p p r o a c h  t h e  C h i e f  E x e c u t i v e  i n  c a s e  t h e y  

h a d  some d i f f i c u l t y  i n  t h e i r  r o u t i n e  w o r k .  T h i s  w as  l a r g e l y  b e c a u s e  

o f  e n c o u r a g e m e n t  t h a t  t h e y  r e c e i v e d  f r o n  t h e  C h i e f  E x e c u t i v e  i n  t h i s  

p a r t i e u l a r  a s p e e t .

3 . 1 1  We f o o l  t h a t  i t  i s  n e c e s s a r y  t o  l a y  down p r o c e d u r e s  f o r  c a r r y i n g  

o u t  d i f f e r e n t  a c t i v i t i e s  i n  t h e  o r g a n i s a t i o n  and d e t a i l e d  m e t h o d s  t h e r e o f *

A u t h o r i t y  t o  whom a n  i n d i v i d u a l  e m p lo y ee  w i l l  a p p r o a c h  s h o u l d  h e  f a c e  a  

d i f f i c u l t y ,  f o r  a s s i s t a n c e  an d g u i d a n c e ,  may a l s o  b e  c l e a r l y  d e f i n e d  

i n  o r d e r  t o  i m p r o v e  t h e  e f f i c i e n c y  o f  e a c h  e m p lo y ee  and h e l p  him 

come t o  t h e  e x p e c t a t i o n  o f  t h e  m an ag e m en t .

C r e a t i o n  o f  p o s i t i o n s

3 . 1 2  T h e r e  was  no p r o c e d u r e  f o r  c r e a t i n g  new p o s i t i o n s  i n  t h o  

o r g a n i s a t i o n s  f o r  no p o s i t i o n a l  s t r u c t u r e  e x i s t e d .  B u t  i n  -a  few c a s e s ,  

a n  a t t e m p t  to  k e e p  t h e  s a l a r y  c o s t  b e l o w  a  c e r t a i n  p e r c e n t a g e  o f  s a l e s  

h a d  b e e n  made and t h u s  o n c e  t h a t  p e r c e n t a g e  o f  c o s t  came u>; t o  t h e  

f i x e d  l i m i t ,  p e o p l e  who "yore a t  t h e  b o t t o m  o f  t h e  s e n i o r i t y  l i s t  w e r e  

r e m o v e d  f r o m  t h e  j o b s  i r r e s p e c t i v e  o f  t h e i r  i m p o r t a n c e  w i t h i n  t h e  

o r g a n i s a t i o n  and  t h e  p o s i t i o n s  t h e y  o c c u p i e d .

3 . 1 3  S i n c e  p o s i t i o n s  h a d  n o t  b e e n  d e f i n e d  i n  t h e  o r g a n i s a t i o n s ,  no  

a t t e m p t ,  w h a t s o e v e r ,  was  b e i n g  made f o r  t h e  e v a l u a t i o n  o f  t h e  v a r i o u s  

j o b s  an d  t h e i r  c o n t r i b u t i o n s  t o  t h o  o v e r a l l  o b j e c t i v e s .  We f e e l  t h a t  

i t  i s  n e c e s s a r y  f o r  t h e  managemen ts  t o  e v o l v e  n e c e s s a r y  p r o c e d u r e s  

f o r  t h e  c r e a t i o n  o f  new p o s i t i o n s .  I n  o u r  o p i n i o n ,  i t  s h o u l d  b e  t h e  

d u t y  o f  t h e  p e r s o n n e l  d e p a r t m e n t  t o  i n i t i a t e  a c t i o n  i n  t h i s  b e h a l f .
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was n o t  towards/the m a r k e t .  Such i n s t a n c e s  o f  m al-f o r m a t i o n  i n  t h e  

placement o f  j o b s  w i t h i n  t h e  o rg a n isa t io n s  c o u l d  be m u l t i p l i e d .

3 . 1 0  No procedure h a d  b e e n  l a i d  down i n  any o f  t h e  S u p e r  B a z a r s  

w i t h  regard t o  t h e  in d iv id u a ls *  r e s p o n s ib i l it y  t o  the s u p e r i o r s  as w e l l  

a s  t h e  p e r s o n s  t o  whoa one was to a p p r o a c h  in  c a s e  of d i f f i c u l t y .  By 

p ra c t ic e , h o w e v e r ,  ce rta in  c o n v e n t i o n s  had b e a n  d e v e l o p e d  w h i c h  i n  some 

c a s e s  w e r e  h e a l t h y  b u t  i n  mos t  o f  t h e  c a s e s  w e r e  n o t .  T h i s  was  so  b e c a u s e  

m o s t  o f  t h e  e m p l o y e e s  t e n d e d  t o  a p p r o a c h  t h e  C h i e f  Executive  i n  c a s e  t h e y  

h a d  some d i f f i c u l t y  i n  t h e i r  r o u t i n e  w o r k .  T h i s  was  la r g e ly  b e c a u s e

o f  e n c o u r a g e m e n t  t h a t  t h e y  received f r o n  t h e  C h i e f  E x e c u t i v e  i n  t h i s  

p a r  t i  ou l a r  a  s  pec  t .

3 . 1 1  ’s?e f e e l  t h a t  i t  i s  n e c e s s a r y  t o  l a y  down p r o c e d u r e s  f o r  c a r r y i n g  

o u t  d i f f e r e n t  a c t i v i t i e s  i n  t h e  o r g a n i s a t i o n  and d e t a i l e d  m e t h o d s  t h e r e o f *

A u t h o r i t y  t o  whom an i n d i v i d u a l  em p lo y ee  w i l l  approach s h o u l d  h e  f a c e  a 

d i f f i c u l t y ,  f o r  a s s i s t a n c e  and  g u i d a n c e ,  may a l s o  b e  c l e a r l y  d e f i n e d  

i n  o r d e r  t o  i m p r o v e  t h e  e f f i c i e n c y  o f  e a c h  em p lo y e e  and h e l p  him 

come t o  t h e  e x p e c t a t i o n  o f  t h e  m anagem en t .

C r e a t i o n  o f  p o s i t i o n s

3 . 1 2  T h e r e  w as  no p r o c e d u r e  f o r  c r e a t i n g  new p o s i t i o n s  i n  t h e  

o i g a n i s a t i o n s  f o r  no p o s i t i o n a l  s t r u c t u r e  e x i s t e d .  B u t  i n  -a  few c a s e s ,  

a n  a t t e m p t  to  k e e p  t h e  s a l a r y  c o s t  b e l o w  a  c e r t a i n  percentage o f  sa le s  

h a d  b e e n  made and  t h u s  o n c e  t h a t  percentage o f  c o s t  came u-; t o  t h e  

f i x e d  l i m i t ,  p e o n l e  who - / e r e  a t  t h e  b o t t o m  o f  t h e  s e n i o r i t y  l i s t  w e r e  

re m o v e d  from t h e  j o b s  i r r e s p e c t i v e  o f  t h e i r  i m p o r t a n c e  w i t h i n  t h e  

o r g a n i s a t i o n  a n d  t h e  p o s i t i o n s  t h e y  o c c u p i e d .

3 . 1 3  S i n c e  p o s i t i o n s  h a d  n o t  b e e n  d e f i n e d  i n  t h e  o r g a n i s a t i o n s ,  no  

a t t e m p t ,  w h a t s o e v e r ,  was  b e i n g  made fo r  t h e  e v a l u a t i o n  o f  the v a r io u s  

j o b s  and t h e i r  c o n t r i b u t i o n s  t o  t h e  o v e r a l l  o b j e c t i v e s .  We fe e l that 

i t  i s  n e c e s s a r y  f o r  t h e  managemen ts  t o  e v o l v e  n e c e s s a r y  p r o c e d u r e s  

f o r  t h e  c r e a t i o n  o f  new p o s i t i o n s .  I n  o u r  o p i n i o n ,  i t  s h o u l d  b e  t h e  

d u t y  o f  t h e  p e r s o n n e l  department t o  i n i t i a t e  a c t i o n  i n  t h i s  b e h a l f .
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Where as  t h e  p e r s o n n e l  d e p a r t m e n t  s h o u l d  c o l l e c t  n e c e s s a r y  d a t a  f ro m  t h e  

c o n c e r n e d  d e p a r t m e n t  m an ag e r  who who b a a  a n t i c i p a t e d  demand f o r  s u c h  a  

p o s i t i o n ,  i t  s h o u l d  b e  i t s  s o l e  d u t y  t o  d e s c r i b e  t h e  new p o s i t i o n ,  l a y  

down n e c e s s a r y  q u a l i f i c a t i o n  f o r  f i l l i n g  i t ,  s u g g e s t  s u i t a b l e  c o m p e n s a t i o n  

r a t e  an d  d e f i n e  t h e  d u t i e s  and r e s p o n s i b i l i t i e s  a t t a c h e d  w i t h  i t .  I t  

s h o u l d  a l s o  make i t s  own a s s e s s m e n t  o f  t h e  c o n t r i b u t i o n  e x p e c t e d  t o  b e  

made  by  s u c h  a  p o s i t i o n  i n  t h e  a c h i e v e m e n t  o f  t h e  o b j e c t i v e s  o f  t h e  

& i p e r  B a z a r .

3 . 1 4  Once r*uch a n  a t t e m p t  h a s  b e e n  made,  o n l y  t h e n  t h e  management

s h o u l d  t a k e  n e c e s s a r y  d e c i s i o n  a b o u t  t h e  c r e a t i o n  o f  a  p o s i t i o n .

J o b  B v a l u a t i o n ;

3„ 15 No a t t c r a p t j  w h a t s o e v e r ,  had  e v e r  b e e n  made t o  m e a s u r e  t h e

w o r k - l o a d  o f  e a c h  i n d i v i d u a l  i n  t e r m s  o f  o u t p u t .

3 .  IQ J o b  d e s c r i p t i o n  an d  j o b  e v a l u a t i o n  go  t o g e t h e r  an d  i t  i s

d i f f i c u l t  t o  i s o l a t e  one  f rom  t h e  o t h e r . B e c a u s e  o f  a b s e n c e  o f  j o b  

d e s c r i p t i o n ,  j o b  e v a l u a t i o n  w as  n o t  p o s s i b l e .

3 . 1 7  No a t t e m p t  w h a t s o e v e r  h a d  b e e n  made i n  any o f  t h e  S u p e r  B a z a r s

t o  m e a s u r e  t h e  w o r k - l o a d  o f  e a c h  i n d i v i d u a l  e m p l o y e e  i n  t e r m s  o f  o u t  p u t

and c o n s e q u e n t l y  t h e  i m p o r t a n c e  of e a c h  j o b  t o  t h e  o r g a n i s a t i o n  was n o t  

known to  the  m a n a g e m e n t s .

3 . 1 3  v<?e f e e l  t h a t  a t t e m p t s  t o  e v a l u a t e  t h e  v a r i o u s  j o b s  i n  t h e

o r g a n i s a t i o n  s h o u l d  b e  m a l e  p e r i o d i c a l l y  i n  o r d e r  t o  make t h e  

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

t o  t h e  c h a n g i n g  demands w h i c h  t h e  c o m p e t i t i v e  e n v i r o n m e n t  may make u p o n  them .

Jx^axion of compensation:

3 . 1 9  I n  q u i t e  a  few c a s e s ,  q u a l i f i c a t i o n  a nd  c o m p e n s a t i o n  r a t e  had

b e e n  l a i d  down f o r  v a r i o u s  c a t e g o r i e s  o f  p e r s o n n e l .  An 

i n s t a n c e  i s  g i v e n  i n  t h e  f o l l o w i n g  c h a r t

"  No p e r s o n  s h a l l  b e  e l i g i b l e  f o r  t h e  p o s t s  m e n t i o n e d  b e lo w  

u n l e s s  h e  p o s s e s s e s  t h e  q u a l i f i c a t i o n s  n o t e d  a g a i n s t  th em  ;
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( a )  The d e g re e  o f  B .A ., o r  B.Com., o r  B .S c . ,  o f  any o f  t h e  

r e c o g n i s e d  U n i v e r s i t i e s  i n  th e  c a se  o f  s o c i e t i e s  h a v in g  a  w ork ing  

c a p i t a !  o f  R s . 1 ,0 0 ,0 0 0 / -  c r  more and 3 .S .L .C . ,  ( e l i g i b l e  f o r  C o l l e g e  
C o u r s e )  i n  o t h e r s :  and

Co) 4. c c u r s e  o f  t r a i n i n g  s u c c e s s f u l l y  unde rg o n e  i n  th e  

u ..vem inent I n s t i t u t e  o f  Commerce, M adras, i n  th e  C e n t r a l  C o - o p e r a t iv e  

I n s t i t u t e ,  M adras, o r  i n  a ny of t h e  m o f u s s i l  I n s t i t u t e s ;  and

( c )  p a s s  i n  th e  Government T e c h n ic a l  e x a m in a t io n s  i n  Book­

k e e p in g ,  B ank ing , C o - o p e ra t io n  and A u d i t in g  o r  th e  e x a m in a t io n s  

ixi t h e e e  s u b j e c t s  h e ld  by th e  C e n t r a l  C o - o p e r a t iv e  I n s t i t u t e ,  M adras, 
o r  t h e  Madras S t a t e  C o - o p e ra t iv e  Union,

A ccountan ts  and C le rk s ;

( a )  S .3 .L .C .  Exam ina tion  ( e l i g i b l e  f o r  C o l l e g e  C ourse  o r  
c o n  p i . - t e d ) ,

( b )  a  p a s s  i n  t h e  e x a m i n a t i o n s  i n  B o o k - k e e p i n g ,  B a n k i n g ,

C' — o p e ra t io n  and /auditing he ld  by th e  Government I n s t i t u t e  o f  

Commerce, Madras, o r  the  C e n t ra l  C o -o p e ra t iv e  I n s t i t u t e ,  Madras, or 

th e  Madras S t a t e  C o -o p e ra t iv e  Union, Madras o r  th e  m o fu ss i l  I n s t i t u t e s .

S h r o f  f  s :

S .3 .L .C .  S xa ra ina tion  ( e l i g i b l e  f o r  C o l le g e  C ourse  o r  c o m p le te d ) ' .

3 .2 0  A p p a r e n t l y ,  t h e s e  w e re  t o o  s k e t c h y  t o  g u i d e  t h e  m anage men t .
/ jk  t^ p e

°t '  r u a ’ -' “ S s ta t e c i  e l s e w h e r e  i n  t h e  R e p o r t ,  we f e e l  t h a t  t h e  r a t e  o f  c o m p e n s a t i o n /

i ' i c a t i o n  s h o u l d  b e  l i n k e d  w i t h  t h e  c o n t r i b u t i o n  e x p e c t e d  t o  b e  made b y  t h e  

c o r r e s p o n d i n g  p o s i t i o n  and  t h e  r e s p o n s i b i l i t y  a t t a c h e d  t o  i t .

3 . 2 1  ,/e a l s o  f e e l  t h a t  t h e  s c a l e s  o f  pay  s h o u l d  b e  k e p t  a s  low i n  

n u m b er  a s  p o s s i b l e  and  s h o u l d  n o t  e x c e e d  s e v e n  i n  a l l  i n  t h e  c a s e  o f  a  

S u p e r  B a z a r  .

Perform ance , a p p r a i s a l  and m e r i t  r a t i n g ;

3 .2 2  The u s u a l  p r o c e d u re  to  c o n t r o l  t h e  work o f  s u b o r d i n a t e  em ployees

v/as t h e  p e r s o n a l  v i s i t s  th e  s e n i o r  management p e r s o n n e l  p a id  to  t h e  p l a c e s

o f  t h e i r  work and w atched  f o r  th e m s e lv e s  t h e i r  v a r i o u s  a c t i v i t i e s .
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No j b j y c t i v f o  c r i t e r i a  had ho wever ,  bo o n  d e v e l o p e d  t c  c o n t r o l  t h e  same.

3 . 2 3  Crude p r im it iv e  attempts were made to evaluate t h o  p e r f o r m a n c e
--p ■!->, • j - • j t onQ Store,ox t n e  i n d i v i d u a l  em ploy gc-f /  much i n  t h e  t r a d i t i o n  o f  a  G o v e rn m e n t  

o f f i c e .  Some o f  t h e  t y p i c a l  f e a t u r e s  o f  t h e  C o n f i d e n t i a l  R e p o r t  w h i c h  

w a s  e m p lo y e d  t o  e v a l u a t e  t h e i r  p e r f o r m a n c e  a r e  g i v e n  b e l o w  

Ca) P e r s o n a l i t y  and  c h a r a c t e r i s t i c s ;

( b )  C h a r a c t e r  and t r u s t w o r t h i n e s s ;

( c )  C a p a c i t y  o f  work;

( d ) ’ o i t i a t iv o  and d r i v e ;

( e )  J u d g e m e n t ;

( f )  B e h a v i o u r

The e n t i r e  e x e r c i s e  seemed t o  b e  t o  j u d g e  the personal lo y a lty  o f  an 

i n d i v i d u a l  t o  h i s  s u p e r i o r  o f f i c e r s  r a t h e r  t h a n  t o  e v a l u a t e  h i s  

r arformance o b j e c t i v e l y ,  f o r  no m e n t i o n  had  b e e n  made f o r  t h e  v a r i o u s  

a c t i v i t i e s  w h i c h  s h o u l d  b e  o b j e c t i v e l y  e v a l u a t e d ,  s u c h  a s ,  s a l e s ,  

c u s t o m e r  c o m p l a i n t s ,  s u g g e s t i o n  f o r  i m p r o v i n g  o f  b u s i n e s s  and t h e  l i k e .

3 . 2 4  The p e r f o r m a n c e  o f  t h e  C h i e f  E x e c u t i v e  was  i n f o r m a l l y  j u d g e d  

b y  t h o  B o a rd  o f  D i r e c t o r s  t h o u g h  t h e y  h ad  n o t  much o f  a  say  i n  e i t h e r  

t h e  s e l e c t i o n  o f  t h e  C h i e f  E x e c u t i v e  o r  h i s  c o n t i n u a n c e  i n  t h e  

o r g a n i s a t i o n .  I t  was r e p o r t e d  t o  t h e  E x p e r t s  t h a t  t h e  C h i e f  E x e c u t i v e ' s  

p e r f o r m a n c e  was  j u d g e d  on t h e  b a s i s  o f  t h e  f o l l o w i n g  f a c t o r s :

( 1 )  S a l e s  p e r f o r m a n c e ;

( 2 )  P r o f i t  and  p e r c e n t a g e  o f  s a l e s  and  c a p i t a l  investment;

( 3 )  / .mount o f  l e a k a g e s ;

( 4 )  C u s to m e r  s a t i s f a c t i o n ;

( 5 )  M o r a l e  o f  t h e  e m p l o y e e s .

3 . 2 5  Wo f e e l  t h a t  a.n e l a b o r a t e -  p e r f o r m a n c e  a p p r a i s a l  and  m e r i t  

r a i t i n g  s y s t e m  b a s e d  on o b j e c t i v e  e v a l u a t i o n  o f  e a c h  j o b  i n  t h e  

o r g a n i s a t i o n a l  s t r u c t u r e  s h o u l d  b e  made i n  a l l  t h e  S t o r e s ,  n o t  o n l y  

t o  a s s e s s  t h e  p o t e n t i a l  o f  each  em p lo y ee  and c o n s e q u e n t l y  t o  make a  

p l a n  f o r  h i s  c a r e e r  d e v e lo p m e n t  b u t  a l s o  t o  c o n t r o l  a n d  i m p r o v e  h i s  

i n d i v i d u a l  p e r f o r m a n c e .
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82

3 . 2 6  The c o n c e p t  o f  P r o d u c t i v i t y  was  unknown t o  t h e  m an ag em en ts  o f  

a l l  t h e  S u p e r  B a z a r s  u n d e r  s t u d y ,  and t h e i r  e f f o r t s  seemed t o  b e  

m a i n l y  o r i e n t e d  t o  r u n  t h e  b u s i n e s s  i n  a  r o u t i n e  way and u n i n t e l l i g e n t  

a t t e m p t s  h s d  b e a n  made i n  t h e  P a s t  t o  m o t i v a t e  t h e  employ e e s  t o  o u t  

i n  g r e a t e r  e f f o r t s  t o  i n c r e a s e  t h e  b u s i n e s s  o f  t h e  o r g a n i s a t i o n .

3 . 2 7  . a t t e m p t s  t o  i n c r e a s e  t h e  p r o d u c t i v i t y  o f  t h e  e m p l o y e e s  by way o f

i n c e n t i v e  paymen t  had  m i s f i r e d  l a r g e l y  b e c a u s e  t h e  r a t i o n a l e  o f  

f i x a t i o n  o f  i n c e n t i v e  was n o t  b a s e d  on g e n u i n e  f a c t o r s .  More t h a n

t h a t  i n  a  few c a s e s  i t  h a d  b e e n  g r o s s l y  a b u s e d  t o  f a v o u r  a  few e m p l o y e e s  

wi  t h i i a  t h e  o r g a n i s a t i o n .

F a c t o r s  t h a t  i n f l u e n c e  p r o d u c t i v i t y

3 . 2 8  Soma o f  t h e  m o s t  i m p o r t a n t  f a c t o r s  w h i c h  i n f l u e n c e  and  i n c r e a s e

p r o d u c t i v i t y  i n  a n  o r g a n i s a t i o n  a r e  w o r k - o r g a n i s a t i o n ,  i n t e g r a t i o n

o f  d u t i e s  and r e s p o n s i b i l i t i e s ,  c o n t i n u o u s  t r a i n i n g  o f  t h e  e m p l o y e e s ,  

p r o p e r  i n d u c t i o n  s y s t e m ,  r e a s o n a b l e  c o m p e n s a t i o n  r a t e s ,  i n v o l v e m e n t  o f  t h e  

e m p l o y e e s  i n  t h e  p r o c e s s  o f  d e c i s i o n  m a k i n g ,  r e c o g n i t i o n  o f  m e r i t ,  

a w a r d  f o r  good p e r f o r m a n c e ,  o b j e c t i v i t y  on  t h e  p a r t  o f  t h e  manag emen t  i n  

i t s  a c t i v i t i e s .  A l l  t h e s e  w a r e  n e t  o b s e r v e d  by u s  c o l l e c t i v e l y  i n  m o s t  o f  t h e  

S t o r e s  and w h e r e  t h e s e  had b e e n  i n t r o d u c e d  t h e  n e c e s s a r y  a t t i t u d e  

o f  t h e  managemen t  was  l a c k i n g ,  and t h u s  t h e  em p lo y e e s  had a  v e r y  

low p r o d u c t i v i t y  a s  com pared  t o  t h e  r e s o u r c e s  em ployed  i n  t h e s e  

o r  a n i  s n t i  o n  s .

3 . 2 9  C o n c e r t e d  e f f o r t s  t o  i n t r o d u c e  a l l  t h e s e  a s p e c t s  i n  those

o r g a n i s a t i o n s  w o u ld  s u r e l y  go a  v e r y  l o n g  way t o  i m p r o v i n g  p r o d u c t i v i t y  

i n  t h e s e  o r g a n i s a t i o n s .

3 . 2 9  The S t o r e s  i n  L u d h i a n a ,  H y d e r a b a d ,  and . I rnaku lam  h ad  d e v i s e d  

serne i n c e n t i v e  shemes f o r  t h e i r  e m p l o y e e s ,  b u t  t h e s e  s ch e m e s  h a d  n o t  

p r o p e r l y  i rawn a nd l i n k e d  w i t h  p r o d u c t i v i t y .  An i n c e n t i v e  ~ 

scheme had a l s o  b e e n  i n t r o d u c e d  i n  S u p e r  B a z a r  C o i m b a t o r e  w i t h  

e f f e c t  f r o m  J u l y  1 9 6 9 .  T h e r e  w e r e  no u n i f o r m  s t a n d a r d s  f o r  d e t e r m i n i n g



r a t e  o f  p ay m en t  o f  i n c e n t i v e  wages t o  em p lo y ee s  w o r k i n g  i n  d i f f e r e n t ,  

d e p a r t m e n t s  a s  a  r e s u l t  o f  w h ic h  t h e  e m p lo y e e s  w e r e  v e r y  much a g i t a t e d ,  

a n d  c o m p l a i n e d  t h a t  t h e  i n c e n t i v e  pay schem was  n o t  p r o p e r l y  an d  f a i r l y  

o p e r a t e d .  xvlany e m p l o y e e s  a l s o  d i d  n o t  b e n e f i t  f r o m  t h e  s c h e m e s  a nd  

t h e r e  w a s ,  a c c o r d i n g  t o  them, room f o r  f a v o u r i t i s m  by t h e  m a n a g e m e n t s .

3,,_>0 Only  i n  t h e  C o i m b a t o r e  S t o r e ,  t h e  em p lo y ee s  seemed t o  b e

s a t i s f i e d  w i t h  t h e  i n c e n t i v e  pay scheme f o r m u l a t e d  by t h e  m an ag em en t .

• h o  r e a s o n  c o u l d  b e  t h a t  a l l  em p lo y ee s  i n c l u d i n g  t h e  S u p e r v i s o r s  and 

D e p a r t m e n t  M an a g e r s  w e r e  e n t i t l e d  t o  c l a i m  i n c e n t i v e  pay an d  t h a t  t h e y

w e r e  a l s o  i n v o l v e d  i n  t h e  f i x a t i o n  o f  t a r g e t s f o r  w o r k i n g  o u t  i n c e n t i v e  

p a y .  An i l l u s t r a t i o n  o f  c a l c u l a t i n g  i n c e n t i v e  pay i n  C o i m b a t o r e  S t o r e  

i s  g i v e n  b e l o w .  The f i g u r e s  a r e  h ow ever  h y p o t h e t i c a l  a s  t h e  s a l e s  

t a r g e t s  w i l l  b e  d i f f e r e n t  f o r  d i f f e r e n t  mon ths  an d  d i f f e r e n t  d e p a r t m e n t s .

3 . 3 1  I n c e n t i v e  pay i s  c a l c u l a t e d  i n  t h e  f o l l o w i n g  way:

E s t i m a t e d  a v e r a g e  c o s t  p e r  em ployee  p e r  month  2s, 1 0 0 .

S a l e s  t a r g e t  p e r  e m p lo y ee  p e r  month  8s . 2 0 , 0 0 0 .

Number o f  e m p l o y e e s  c o n c e r n e d  w i t h  s a l e s  5

T o t a l  S a l e s  t a r g e t  f o r  t h e  D e p a r t m e n t  ( 5 x 2 0 , 0 0 0 )  Rs.1 0 0 , 0 0 0

A c t u a l  S a l e s  p e r  mon th  Rs. 1 4 0 , 0 0 0

T o t a l  S a l e s  a b o v e  t a r g e t  f i g u r e  f i x e d  f o r  t h e  m o n th .  4 0 , 0 0 0

I n c e n t i v e  pay t o  b e  p a i d  t o  e a c h  o f  t h e  5 em p lo y ee s  i n
t h e  d e p a r t m e n t  ( e q u a l  t o  pay o f  two s a l e s m e n  a t  sis. 100/ -
e a c h  a s  s a l e s  a b o v e  t a r g e t  r e p r e s e n t  t h e  s a l e s  f i g u r e s
of t w e  s a l e s m e n  i . e .  k s .2 0 , 0 0 0  e a c h  -  2 x 20,00 is .200/-

I n c e n t i v e  pay r  e m p lo y ee  us. 4 0 / -

8 . 3 2  The m an n er  i n  w h ic h  t h e  i n c e n t i v e  pay was  c a l c u l a t e d  was 

r a t h e r  i n t e r e s t i n g  s i n c e  t h e  D e p a r t m e n t  Manager s  who s h a r e d  i n c e n t i v e  

nay  e q u a l l y  w i t h  t h e  s a l e s m e n  w e re  a l s o  i n v o l v e d  i n  f i x i n g  s a l e s  t a r g e t s .  

The a v e r a g e  in c o m e  a  s a l e s  em ployee  g o t  p e r  month  by way o f  i n c e n t i v e  

w o r k e d  o u t  t o  n e a r l y  us.20/ -  w h ic h  was  q u i t e  a n  a t t r a c t i v e  am oun t  f o r

a n  em p lo y e e  t o  e a r n  i n  a d d i t i o n  t o  h i s  s a l a r y .  I n  t h i s  c a s e  i n c e n t i v e  

pay  h ad  so  f a r  b e e n  e v e n l y  d i s t r i b u t e d  among t h e  v a r i o u s  e m p l o y e e s  and 

c leeei ' tm."n t s . When t h e  s a l e s  em p lo y ee s  w e r e  a s k e d  a b o u t  t h e  p o s s i b i l i t y  

o f  i n c r e a s i n g  s a l e s  u n d e r  t h e  p r e s e n t  c o n d i t i o n s ,  m o s t  o f  t h e  em p l o y e e s  

a g r e e d  t h p t  i t  s h o u l d  b e  p o s s i b l e  t o  i n c r e a s e  s a l e s  by 20 t o  25 p e r  c e n t .
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8 .3 3  m  H y d e r ab ad  S t o r e ,  th e  f o l l o w in g  I n c e n t iv e  Pay Scheme was 
i n  o p e r a t i o n  ;

Up t o  iw. 1 , 0 0 0 / -  i n  e x c e s s  o f  t h e  norm al t u r n o v e r .

j ibave  to .1 , 0 0 0 / -  up  t o  ks..2 ,000 i n  e x c e s s  o f  t h e  normal 
t u r n o v e r .

rtbove R s .2 ,0 0 0  up  t o  R s .3 ,0 0 0 / -  i n  e x c e s s  o f  t h e  
n o rm a l  t u r n o v e r .

■nJDOvo v.s. 3000/- up  t o  i;.J,50Q0/— i n  e x c e s s  
o f  t h e  no rm al t u r n o v e r .

rtbove *<s. 5 ,000/- up  to  E s .10 ,000 /-  in  e x c e s s  of 
t h e  no rm al t u r n o v e r .

8 4

1%

1\%

2%

3%

4%rtbova i«s. 1 0 , 000/ -  i n  e x c e s s  o v e r  n o r m a l  t u r n o v e r .

The  b a s i c  s a l e s  ( n o r m a l  t u r n o v e r )  i n  t h i s  v e r y  c a s e  was  b a s e d  o n  

t h e  a v e r a g e  s a l e s  p e r  month  d u r i n g  t h e  p r e v i o u s  y e a r .

8 . 3 4  F o r  t h e  n o n - b u s i n e s s  p e r s o n n e l ,  s uch  a s  godown s t a f f ,  1 / S  

p e r  c e n t  o f  t h e  e x c e s s  t u r n o v e r  i n  t h e  w h o le  o f  t h e  S u p e r  B a z a r  was 

a l l o w e d  a s  i n c e n t i v e .  I n  t h i s  S t o r e ,  a s  a  p a r t  o f  t h e  I n c e n t i v e  Scheme,  

t h s r e  w as  a l s o  a  s y s t e m  o f  r e w a r d i n g  e m p l o y e 3S f o r  a t t r a c t i v e  d i s p l a y  

o f  f l o o d s ,  i o t e c t i n g  and  r e p o r t i n g  m a l - p r a c t i c e s ,  p r e v e n t i n g  l e a k a g e s  

an d  t h e f t s ,  and making p u b l i c i t y  and p r o p a g a n d a  f o r  t h e  S t o r e .  The 

s ch e m e  a s  d ra w n  u p  by t h e  S t o r e  i s  a s  g i v e n  bel ow 

N o n - B u s i n e s s  S e c t i o n

4 ,
5 , 
3 .

F o r  g o o d  work i n  a r t i c l e  d i s p l a y
F o r  go o d  w ork  i n  d e t e c t i o n  o f  m a l - p r a c t i c e s .
F o r  good  w o rk  i n  a u g m e n t i n g  t h e  in com e
o f  t h i s  i n s t i t u t i o n .
F o r  go o d  w ork  i n  c h e c k i n g  l e a k a g e s
F o r  good w ork  i n  p u b l i c i t y  and p r o p a g a n d a .
F o r  go od  w ork  i n  o r g a n i s a t i o n .

B u s i n e s s  S e c t i o n s

1,
2 . 
3 , 
4, 
5 ,

F o r  g o d  d i s p l a y  o f  g o o d s  
F o r  im m u n i ty  f rom s h o r t - r e m i t t a n c e s .  
F o r  i m m u n i ty  f ro m  d e f i c i t s  i n  s t o c k s .  
F o r  h i g h e s t  s a l e s .
F o r  go o d  i n i t i a t i v e  i n  t h e  !i s p o s a -l o f  
l o n g  s t a n d i n g  g o o d s  c r  c l e a r a n c e  s a l e s  
o r  s p e c i a l  s a l e s .
F o r  go o d  d i s c i p l i n e  and c o u r t e s y  
F o r  g a i n i n g  t h e  h i g h e s t  p r o f i t .

A s u i t a b l e  i n c r e m e n t  

i n  s a l a r y  n o t

exc  e e d i  ng Es. 5 0 / -  

o r
a  c a s h  r e w a r d  n o t  
exceed ing-  2s. 100/ -

Cne o r  two a d v a n c e  
i n c r e m e n t s .

o r
m o n e t a r y  aw ard  n o t  
exc  e e d i  Jig Ks. 100/ -



? .  34 i n  a d d i t i o n  t o  t h e  u s u a l  i n c e n t i v e  pay scheme i n  E rn a k u la m  

otorQ, we f o u n a  a n o t h e r  k i n d  of i n c e n t i v e  scheme i n  o p e r a t i o n  known a s  

i f - a u c fc io n  S a l e s  B o n u s " ,  which was l i n k e d  w i t h  t h e  c l e a r a n c e  o f  s l o w -  

s l i  113 a r t i c l e s .  Und er  t h i s  scheme,  s a l e s m e n  who s o l d  g o o d s  ( s l o w  

s e i l m g )  w o r t h  m or e  t h a n  R s . 5 0 0 / -  p e r  day w e r e  g i v e n  a  s p e c i a l  b o n u s  

o f  1 p e r  c e n t  of s a l e s  and i f  t h e  s a l e s  e x c e e d e d  Rs. l jOOOA- p e r  d a y ,  

t h e y  w e r e  g i v e n  2 p e r  c e n t ,  o f  t h e  s a l e s .

.3.3o I t  w a s  a p p a r e n t  t h a t  no  c r i t e r i o n  w h ich  i s  e s s e n t i a l  f o r

e v a l u a t i n g  t h e  e f f e c t s  o f  any condition  upon the g o a ls , was vail& ble  

t o  t h e  m an ag em en ts  and t h u s  t h e  i n c e n t i v e  s chemes  i n t r o d u c e d  by them 

c o u l d  n o t  b r i n g  a b o u t  t h e  d e s i r e d  r e s u l t s .  I n  f a c t  t h e  t h r e e  

m o s t  s u c c e s s f u l  s u p e r  B a z a r s  o u t  o f  t h e  s e v e n  u n d e r  s t u d y  h a d  no 

i n c e n t i v e  sche me a t  a l l  f o r  t h e i r  e m p l o y e e s • ( a l t h o u g h  o n e  o f  t h e s e  

s u c c e s s f u l  S u p e r  B a z a r s  had i n t r o d u c e d  the scheme  w i t h  e f f e c t  f r o m  

1 . 7 . 1 S 3 9 )  The developmen t ,  o f  a  good c r i t e r i o n  i s  a  p r e r e q u i s i t e  f o r  

t h e  w o r k i n g  o f  an  i n c e n t i v e  sc heme .  The g o o d n e s s  o f  a  c r i t e r i o n  i s  

d e t e r m i n e d  by i t s  r e l i a b i l i t y ,  i t s  v a l i d i t y  and i t s  c o m p r e h e n s i v e n e s s .  

The r e l i a b i l i t y  o f  a  c r i t e r i o n  i s  i t s  s e l f  c o n s i s t e n c y ,  t h e  e x t e n t  

t o  w h i c h  t h e  same m e a s u r e m e n t  made a t  d i f f e r e n t  t i m e s  i n  d i f f e r e n t  ways  

a g r e e  w i t h  e a c h  o t h e r .  The v a l i d i t y  o f  t h e  c r i t e r i o n  i s  t h e  e x t e n t  

to  w h i c h  a  m e a s u r e  a c t u a l l y  m e a s u r e s  w h a t  i t  i s  s u p p o s e d  t o  m e a s u r e .

The u s e  o f  m u l t i p l e  c r i t e r i o n  -  two or more m easu res  of g o a l s  -  i s  

n e c e s s a r y  f o r  c o m p re h e n s iv e n e ss  i n  m easurem ent.

3 . 3 6  'Me f e e l  t h a t  u n l e s s  t h e  m anagem en ts  d e v e l o p  s c i e n t i f i c  

c r i t e r i o n  t o  m e a s u r e  t h e  p r o d u c t i v i t y  o f  t h e  e m p l o y e e s  a n d  w h i c h  h a s  

t h e  t h r e e  c h a r a c t e r i s t i c s  g i v e n  a b o v e ,  no i n c e n t i v e  s ch eme w i l l  b r i n g  

a b o u t  t h e  n e c e s s a r y  r e s u l t s  e x p e c t e d  f r o m  i t .

3 . 3 7  I n  o u r  o p i n i o n ,  a  s e p a r a t e  s t u d y  t o  w o rk  o u t  s u c h c r i t e r i o n  

s h o u l d  b o  c a r r i e d  o u t  by t h e  N a t i o n a l  I n s t i t u t e  o f  C o o p e r a t i v e  

Managem en t ,  Poona  o r  a  s i m i l a r  Body o f  E x p e r t s .
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Man a g e m e n t ’ s a p p r o a c h  to w ar d s  t h e  empl o y e e s :

4 . 1  The raanagor ien ts  o f  t h e  Super  B a z a r s  u n d e r  s t u d y  d i d  n o t  e x h i b i t  

a n y  e a s i l y  i d e n t i f i a b l e  a p p r o a c h  t o w a r d s  t h e  em p l o y e e s  &■ w e r e  by an d  

l a r g e  s a l e s  o r i e n t e d  o r  r a t h e r  b u s i n e s s  o r i e n t e d  and h ad  n o t  g i v e n  

n e c e s s a r y  a t t e n t i o n  t o  t h e  v i t a l  f i e l d  o f  p e r s o n n e l  m an ag em en t .  The 

g e n e r a l  i n c l i n a t i o n  o f  t h e  managemen ts  t o w a r d s  t h e  e m p l o y e e s  v a r i e d  

f r o m  c o m p l e t e  i n d i f f e r e n c e  t o  lu k a -w arm  u n d e r s t a n d i n g .  T h e r e  w a s ,  

h o w e v e r ,  a  . o s i t i v e  r e l a t i o n s h i p  b e t w e e n  t h e  s i z e  o f  t h e  S u p e r  B a z a r  

a n d  t h e  d e g r e e  o f  p r o g r e s s i v e  p o lic y  f o l l o w e d  by t h e  managemen t  i n  t h e  

f i e l d  o f  p e r s o n n e l  management .  I t  was  n o t e w o r t h y  t o  f i n d  t h a t  a l l  l a r g e  

s i z e d  S u p e r  B a z a r s  w e r e  f o l l o w i n g  b e t t e r  p r a c t i c e s  i n  t h e  f i e l d  o f  

p e r s o n n e l  managemen t  a s  compared t o  t h e  s m a l l e r  o n e s .

4 . 2  T h e r e  was a l m o s t  t o t a l  l a c k  o f  I n t e g r a t i o n  among t h e  e m p l o y e e s  an d  

t h e  m a n a g e m e n t s  and a t  l e a s t  i n  two S t o r e s  t h e  m an a g e m en t s  g a v e  a n  

i m p r e s s i o n  a s  i f  t h e y  c o n s i d e r e d  t h e  e m p l o y e e s ,  e s p e c i a l l y  t h o s e  a t

t h e  l o w e r  l e v e l ,  a s  a  d i s t i n c t  c l a s s ,  which, had  b e e n  h i r e d  t o  do a l l  

l o w l y  j o b s  an d  w e r e  d e s t i n e d  t o  r e m a i n  i n  t h e i r  p o s i t i o n s  f o r  e v e r .

4 . 3  Me nag cauent s  o f  o n l y  a  c o u p l e  o f  S u p e r  B a z a r s  i d e n t i f i e u  t h e m s e l v e s  

w i t h  t h e  e m p l o y e e s  an d  when t h e y  w e r e  a s k e d  t h e i r  o r i e n t a t i o n ,  r e a d i l y  

a f f i r m e d  t h a t  t h e y  w e r e  em p lo y ee s  o r i e n t e d  r a t h e r  t h a n  s a l e s  o r i e n t e d ,  

w h e r e a s  t h e  m an ag e m en t s  o f  o t h e r  5 S u p e r  B a z a r s  had  no  p o s i t i v e  

o r i e n t a t i o n  e i t h e r  t o w a r d s  t h e  e m p l o y e e s  o r  t o w a r d s  t h e  b u s i n e s s ,  m  

t h a t ,  b o t h  h a d  b e e n  i g n o r e d  and  we c o u l d  n o t  d i s c e r n  a ny p o s i t i v e  

r e l a t i o n s h i p  b e t w e e n  t h e i r  a t t i t u d e  an d  t h e  w o r k i n g  o f  t h e  S t o r e .

4 4 I t  was  a ls :> f o u n d  t h a t  t h e  S u p e r  B a z a r s ,  w hose  m a n a g e m e n t s  w e re

e m p l o y e e s  o r i e n t e d  h ad  b e t t e r  o p e r a t i o n a l  e f f i c i e n c y  t h a n  t h e  o n e s  w h e r e  t h e  

m a n a g e m e n t s  h ad  no o r i e n t a t i o n  a t  a l l .  T h e  m o r a l e  o f  t h e  e m p l o y e e s  a s  

w e l l  a s  t h e  d e g r e e  o f  s a t i s f a c t i o n  o f  t h e  management  f r o m  t h e  p e r f o r m a n c e

CHAPTER-IV



4 , 5  F o r  i n s t a n c e ,  S u p e r  B a z a r s  a t  Bombay and  C o i m b a t o r e  .had a  

h i g h e r  degree o f  p r o d u c t i v i t y  o f  men,s p a c e  and i n v e n t o r i e s  b e c a u s e  o f  

b e t t e r  w o r k i n g  c o n d i t i o n s  a s  w e l l  a s  b e c a u s e  o f  h i g h e r  d e c r e e  o f  

j . d e n t x ± i c a t i o n  o f  t h e ' o m p l o y e e s  w i t h  t h e s e  o r g a n i s a t i o n s ,  l a r g e l y  

b e c a u s e  o f  c l o s e r  r e l a t i o n s h i p ,  t h a t  h ad  b e e n  b u ilt  b e t w e e n  t h e  

m a n a g e m e n t s  and t h e  em p lo y ee s  on account o f  t h e  l i b e r a l  a t t i t u d e  

w h i c h  t h e  managements had a d o p t e d  t o w a r d s  thorn.

4 , 3  A n o t h e r  c o n s p i c u o u s  f e a t u r e  i n  t h e  f i e l d  o f  p e r s o n n e l

m anagem en t  t h a t  was o b s e r v e d  by v 3 d u r i n g  t h e  c o u r s e  o f  o u r  

s t u d y  was  t h a t  e v e n  t h e  e n l i g h t e n e d  management  t e n d e d  t o  a d o p t  w e l f a r e  

m e a s u r e s  i n  f r a g m e n t s  and t h a t  t o o  e i t h e r  u n d e r  t h e  p r e s s u r e  o f  u n i o n  

l e a d e r s h i p  o r  o f  c o m p e t i t i v e  e n v i r o n m e n t s .  None o f  t h e  m anage men ts  

h a d  a n  i n t e g r a t e d  a p p r o a c h  t o w a r d s  t h e  e m p l o y e e s  w e l f a r e  and as s u c h ,  

t h e  r e s u l t s  w e r e  n o t  t o  t h e  s t a n d a r d s ,

4 . 7  Th e working c o n d i t i o n s  a t  ax per B az a r s B o m b a y , B a n g a l o r e  and

C o i m b a t o r e  an d  t h e  a t t i t u d e  o f  t h e  r e s p e c t i v e  raana- '^ments  t ’ v/ardo t h e

e m p l o y e e s  was  fo u n d  t o  be  b e t t e r  com pared  t o  o t h e r s ,  l a r g e l y  b e c a u s e

o f  t h e  e n v i r o n m e n t a l  c o m p u l s i o n s  w h i c h  h a d  b e e n  g e n e r a t e d  by t h e

com petitive pressure in  tho commercially big m etropolitan towns where
t h e s e  S u p e r  B a z a r s  w e r e  f u n c t i o n i n g .  We a r e  o f  t h e  v i e w  t h a t  a

m a j o r  f a c t o r  t h a t  h a d  i n f l u e n c e d  t h e  m anagemen ts  i n  a d o p t i n g  some o f

t h e  d e s i r a b l e  c ra c tic e s  i n  t h e  f i e l d s  o f  p e r s o n n e l  management w e r e

b e c a u s e  o f  t h e  a v a i l a b i l i t y  o f  s i m i l a r  f a c i l i t i e s  i n  t h e  p r i v a t e

t r a ’e to  the employees occupying equivalent -o s it ic n 3  and were not the 
outcome of any d e lib era te  attempt on the part of the managements.
E x p e c t a t i o n s  o f  t h e  m a n a g e m e n t :

4 . 8  The e x p e c t a t i o n s  o f  t h e  man agem en ts  f r o m  t h e i r  e m p l o y e e s  v a r i e d  

f r o m  place t o  o l a c e  depending upon the s i x e  o f  the B a z a r  and the  
p a t t e r n  o f  management  and t h e  r e c r u i t m e n t  p r o c e d u r e s .  The common 

e x p e c t a t i o n s  g i v e n  by t h e  m anage men ts  w e r e  a s  u n d e r

1 .  D e v o t i o n  t o  w o r k ;

2.  L o y a l t y ;

3 .  H o n e s t y  an d I n t e g r i t y ;

4 . i : \ i n c t u a l i t y  and

5 .  Good b e h a v i o u r  t o w a r d s  t h e  c u s t o m e r s .
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4 , 9  None o f  t h e  manag emen ts  had co m m u n ica ted  t h e s e  e x p e c t a t i o n s  

t o  t h e  e m p l o y e e s ,  l a r g e l y  b e c a u s e  t h e r e  was no m e a n i n g f u l  c h a n n e l  

o f  c o m m u n i c a t i o n  Detween  t h e  twc. , The m anagemen ts  w e r e ,  by  and  l a r g e ,  

s a t i s f i e d  w i t h  t h e  p e r f o r m a n c e  o f  t h e  e m p l o y e e s ,  b u t  a l s o  f e l t  t h a t  

t h e r e  w as  a  c o n s i d e r a b l e  s c o p e  f o r  i m p r o v e m e n t .  I t  was t h e i r  

c o n t e n t i o n  t h a t  t h o  em p l o y e e s  c o u l d  n o t  f u l l y  C0Up u p  t o  t h e i r  

e x p e c t a t i o n s  b e c a u s e  o f  t h e  f o l l o w i n g  r e a s o n s  :
*

Ca) The- e m p l o y e e s ,  by  n a t u r e ,  a r e  sh irk e r  o f  work and J o  n o t  

w a n t  t o  p u t  h a r d  l a b o u r  i n  t h ci r  j o b s .

( b )  The em p l o y e e s  want  h i g h e r  s a l a r i e s  w h i c h  t h e  man agem en ts  

c a n n o t  pay b e c a u s e  o f  s t r i n g e n c i e s  o f  r e s o u r c e s .

Cc) h e  p r o p e r  t r a i n i n g  f a c i l i t i e s  a r e  n o t  - t i l l a b l e ,  b e t t e r  

r e s u l t s  c a n n o t  b e  e x p e c t e d  f r o m  raw r e c r u i t s .

4 . 1 0  On b e i n g  a s k e d ,  a s  t o  wha t  s t e p s  t h e  management  h ad  t a k e n  to 

e n s u r e  t h a t  t h e  e m p l o y e e s  m i g h t  coma t o  t h o i r  expectations, i t  was' stated 

t h a t  a l l  n e c e s s a r y  m e a s u r e s  fcsJ b e e n  t a k e n ,  b u t  b e c a u s e  o f  t h e  t h r e e  

f a c t o r s ,  i t  had n o t  b e e n  p o s s i b l e  f o r  t h e  e m p l o y e e s  t o  come t o  t h e i r

e x p e c ta t io n s .
4 . 1 1  7 0 , h o w e v e r ,  f e e l  t h a t  t h e  man agem en ts  had f a i l e d ,  w i t h  t h e  

3 0 l o  exception  o f  one Super Bazar t o  create  necessary

o p p o r t u n i t i e s  w i t h i n  t h e s e  o r g a n i s a t i o n s  w h i c h  c o u l d  h a v e  r e s u l t e d  

i n  b e t t e r  p e r f o r m a n c e  on  t h e  p a r t  o f  t h e  e m p l o y e e s .  I n  some o f  t h e  

S t o r e s ,  t h e  n e c e s s a r y  e n v i r o n m e n t s  w e r e  a l s o  l a c k i n g  w h e r e  t h e  e m p l o y e e s  

c o u l d  s t r i v e  t o  g i v e  b e t t e r  p e r f o r m a n c e .

E x p e c t a t i o n s o f  t h e  e m p l o y e e s :

4 . 1 2  The e m p l o y e e s  had a  s e r i e s  o f  e x p e c t a t i o n s ,  t h e  i m p o r t a n c e  o f  

w h i c h  v a r i e d  f r o m  s t o r e  t o  s t o r e  and was  f o u n a  t o  h a v e  d i r e c t  

r e l a t i o n s h i p  w i t h  t h e  a t t i t u d e  t h a t  t h e  managemen t  h a d  developed 

w h i l e  t a c k l i n g  the p r o b l e m s  r e l a t e d  t )  e m p l o y e e s ’ w e l f a r e .

F o r  i n s t a n c e ,  i n  t h o s e  S t o r e s  w h e r e  t h e  s e r v i c e s  o f  t h e  e m p l o y e e s  h a d  

b e e n  t e r m i n a t e d  a t  s h o r t  o r  w i t h o u t  n o t i c e s  and w i t h o u t  a d e q u a t e  

r e a s o n s  o r  w h e r e  t h e  d i s c i p l i n a r y  a c t i o n  had  b e e n  t a k e n  w i t h o u t  

f o l l o w i n g  t h e  p r o p e r  p r o c e d u r e s ,  s e c u r i t y  o f  j o b  was  fi i v e n  a s  a  

f i r s t  e x p e c t a t i o n  by t h e  e m p l o y e e s .  Cn t h e  o t h e r  h a n d ,  i n  S t o r e s



w h e r e  t h o  m anagem en ts  had b e e n  l i b e r a l  i n  t h i s  p a r t i c u l a r  a s p e c t  b u t  

il‘iU no1' p r o v i d e d  s u f f i c i e n t  f i n a n c i a l  c o m p e n s a t i o n  i n  s p i t e  o f  show ing  

s u r p l u s  i n  t h e i r  o p e r a t i o n s ,  t h e  m a j o r  e x p e c t a t i o n  o f  t h e  e m p l o y e e s  

r e l a t e d  to. m o re  f i n a n c i a l  b e n e f i t  by way o f  m e d i c a l  a l l o w a n c e ,  f r e e  

u n i f o r m ,  f r e e  t r a n s p o r t ,  and so on.

4 . 1 3  The more  common e x p e c t a t i o n s  g i v e n  by t h e  e m p lo y e e s  w e r e  a s  

u n d e r

1.  S e c u r i t y  o f  j o b ;

2 .  S a l a r y  a c c o r d i n g  to  p e r f o r m a n c e ;

3 .  D e f i n i t e  c h a n n e l  f o r  p r o m o t i o n .

4 .  R e a s o n a b l e  a t t i t u d e  o f  management  t o w a r d s  t h e  e m p l o y e e s  
g r i e v a n c e s .

5 .  No r e c o v e r y  o f  s h o r t  c a s h  d e f i c i t s .

6 .  Good b e h a v i o u r  f rom managemen t .

7 .  More f i n a n c i a l  b e n e f i t s .

8 .  T r a i n i n g  f a c i l i t i e s .

9 .  A u t h o r i t y  t o  d e c i d e  ' - 'hat  t o  s a i l .

1 0 .  F r e e  u n i f o r m s .

1 1 .  L i b e r t y  t o  make p u r c h a s e s  f o r  s a l e s .

4 . 1 4  The em p l o y e e s  i n  m o s t  o f  t h e  S t o r e s  f e l t  t h a t  m anagem en ts  

h a d  n o t  l i v e d  u p  t o  t h e i r  e x p e c t a t i o n s  a n d  t h i s  e n c h a n t m e n t  on t h e

p a r t  o f  t h e  e m p l o y e e s ,  i n  o u r  o p i n i o n ,  seems t o  h a v e  w o r s e n e d  

b e c a u s e  o f  l a c k  o f  c o m m u n i c a t i o n  b e t w e e n  t h e  em p l o y e e s  and t h e  

m a n a g e m e n t ,  f o r  no o p p o r t u n i t y  had b e e n  a f f o r d e d  t o  t h e  e m p l o y e e s  

w h e r e  t h e y  c o u l d  p u t  f o r t h  t h e i r  e x p e c t a t i o n s  b e f o r e  t h e  managemen t  

a n ’ t h o  m anagemen t  c o u l d  i n  t u r n  g i v e  n e c e s s a r y  e x p l a n a t i o n  a b o u t  t h e  

d i f f i c u l t i e s  f a c e d  i n  m e e t i n g  t h o  e x p e c t a t i o n s ,

4 . 1 5  I n s t a n c e s  v /ere  q u o t e d  *bere t h e  e m p l o y e e s  had come t o  e x p a c t ,  

s u c h  t h i n g s  a s  w e r e  p h y s i c a l l y  i m p o s s i b l e  f o r  t h e  m a n ag em en t  t o  

p r o v i d e  an d  we f e e l t h a t  e v e n  t h i s  t y p e  o f  m i s u n d e r s t a n d i n g  c o u l d  h a v e  

b e e n  c o n v e n i e n t l y  a v o i d e d  h ad  t h e r e  b e e n  m e e t i n g s  a c r o s s  t h e  t a b l e  

b e t w e e n  t h e  two p a r t i e s .

4 . 1 3  The e x p e c t a t i o n s  o f  t h e  em p l o y e e s  i n  t h o s e  S t o r e s  w h e r e  t h e  

s e n i o r  e x e c u t i v e s  w e r e  e a s i l y  a c c e s s i b l e  w e r e  f o u n d  t o  b e  n e a r e r  

t o  t h e  r e a l i t y  t h a n  i n  t h o s e  S t o r e s  w h e r e  t h e  g u l f  e x h i s t e d  b e t w e e n  

t h o  tw o .
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The m a j o r  r e a s o n s  f o r  t h e  d i f f e r e n c e  b o tw o e n  t h e  a c t u a l  p o s i t i o n  a nd 

t h e  e x p e c t a t i o n s  b o t h  on t h e  p a r t  o f  t h e  management  a n d  t h e  e m p l o y e e s  

c a n  b e  a t t r i b u t e d  t o  t h e  f o l l o w i n g  f a c t o r s

1 .  Lac k  o f  c o m m u n i c a t i o n ,

2 .  a b s e n c e  o f  p r o p e r  i n d u c t i o n  programme a t  t h e  t i m e

o f  r e c r u i t m e n t  o f  t h e  e m p l o y e e s .

3 .  Ou t  moded c o m p e n s a t i o n  p o l i c i e s  f o l l o w e d  by  t h e  

m an ag e m en t s ,

4 .  Absence o f  s tro n g  Trade U n i o n s .

5 .  R e l u c t a n c e  o f  t h e  management  t o  s h a r e  p r o f i t s

w i t h  t h e  e m p l o y e e s ,  and

6 .  Lac k  o f  p a r t i c i p a t i o n  o f  t h e  e m p l o y e e s  i n  t h e  

p r o c e s s  o f  d e c i s i o n  m ak in g .

M o t i y  a t i  ry< f  a c t o r  s :

4 . 1 7  A l t h o u g h  no c a l c u l a t e d  and  d e l i b e r a t e  a t t e m p t s  had  b e e n  made 

i n  any c f  t h e  S u p e r  B a z a r s  u n d e r  s t u d y  t o  i n t r o d u c e  n e c e s s a r y  

m o t i v a t i n g ^ f a c t o r s  t o  a c h i e v e  t h e  d e s i r e d  o b j e c t i v e s ,  y e t  m o s t  o f  t h e  

conunon f a c t o r s  w e r e  fo u n d  t o  b e  i n  o p e r a t i o n  i n  some o f  t h e  s u c c e s s f u l  

S t o r e s ,  a l b e i t  i n  f r a g m e n t s .  F o r  i n s t a n c e ,  r e c o g n i t i o n  o f  m e r i t ,  

e a s y  c o m m u n i c a t i o n  s y s t e m ,  d e l e g a t i o n  o f  p o w e r s ,  i n c u l c a t i n g  a  s e n s e  

o f  a c h i e v e m e n t  t h r o u g h  t eam  w or k w e r e  f o u n d  i n  S u p e r  B a z a r s  a t  

Bombay,  B a n g a l o r e  an d  C o i m b a t o r e .

4 . 1 8  A n o t h e r  i m p o r t a n t  m o t i v a t i n g  f a c t o r ,  i . e .  t o  g i v e  q u i c k  

r e w a r d  o f  p e r f o r m a n c e ,  was h o e v e r  fo u n d  t o  b e  m i s s i n g  i n  a l l  t h e  

S u p e r  B a z a r s  u n d e r  s t u d y .  On t h e  o t h e r  h a n d ,  i t  was  s i g n i f i c a n t  t o  

n o t e  t h a t  t h e r e  was  no i n c e n t i v e  pay scheme i n  t h e  t h r e e  m o s t  

s u c c e s s f u l  S u p e r  B a z a r s  a t  Bombay, B a n g a l o r e  and C o i m b a t o r e .  ( a n  

i n c e n t i v e  scheme h a d  b e e n  i n t r o d u c e d  i n  t h e  S u p e r  B a z a r  a t  C o i m b a t o r e  

w i t h  e f f e c t  f r om  1 . 7 . 1 9 6 9 ) .  We a l s o  o b s e r v e d  t h a t  t h o s e  S t o r e s  w h e r e  

i n c e n t i v e  pay scheme h ad  b e e n  i n t r o d u c e d  w e r e  sh o w in g  r e c u r r i n g  

l o s s e s ,  h e a v y  l e a k a g e s  and  e m p lo y e e s  w e r e  d e m o r a l i s e d  an d  e x h i b i t e d  

f r u s t r a t i o n  i n  t h e i r  a t t i t u d e .
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4 . 1 9  We f e e l  t h a t  t h e  managements  i n  t h e  S u p e r  B a z a r s  s h o u l d  

i n t r o d u c e  sy.3 t.3Jns t o  award em ployees  showing go od  r e s u l t s  a n d  f o r  e a s y  

c o m m u n i c a t i o n ,  and s h o u l d  a l s o  i n c r e a s i n g l y  d e l e g a t e  ffieare powers',, t o  

t h e  o p e r a t i o n a l  h e a d s  i n  t h e  d e p a r t m e n t s .

4 . 2 0  rfe a l s o  f e e l  t h a t  t h e  management  s h o u l d  t r e a t  t h e  em p l o y e e s

i n  a w o r e  humane way an d  s h o u l d  r e c o g n i s e  t h a t  in  f u t u r e  e m p lo y e e s

w o u l d  demand m o re  p e r m i s s i v e n e s s  i n  t h e i r  d e a l i n g s  and p a r t i c i p a t i o n  

i n  m an ag e m e n t  in  o r d e r  t o  g i v e  t h e i r  b e s t ,

Mora l e  o f  t h e  e m p l o y e e s :

.4,21 t f i t h  a n o t a b l e  e x c e p t i o n ,  t h e  morale o f  t h e  e m p l o y e e s  -

t h e i r  i n t e r e s t  and e n t h u s i a s m  f o r  do ing  t h e i r  w ork  -  was  fo u n d  

t o  bo a t  a  v e r y  low ebti a  study c o n d u c t e d  by u s  i n  two s u c c e s s f u l  

Stores r e v e a l e d  T.hat t h e  e m p l o y e e s ,  by a.nd l a r g e ,  d id  n o t  favour t o  

j o i n  a  c o - o p e r a t i v e  o r g a n i s a t i o n  i f  necessary a v e n u e s  w e r e  a v a i l a b l e  

i n  t h e  m a r k e t .  F o r  i n s t a n c e ,  t h e  s t u d y  r e v e a l e d  t h a t  t h e  e m p l o y e e s 1 

p r e f e r e n c e s  f o r  e m p l o y i n g  a g e n c i e s  w e r e  a s  u n d e r  i n  t h e  o r d e r  e f  

t h e i r  p r e f  t - r e n c e s : -

1 .  Own b u s i n e s s

i i .  G ove rn m en t  j o b .

i i i .  Job  i n  a  b i g  r e p u t e d  f i r m ,  

i v .  S em i -G o v e rn m e n t  o f f i c e / f i r m ,

v .  C o o p e r a t i v e  s h o p .

■1.22 The r e a s o n s  g i v e n  by the em p lo y e e s  f o r  p r e f e r r i n g  the f i r s t  

f o u r  e m p l o y i n g  a g e n c i e s  w e re  a s  u n d e r  i n  o r d e r  o f  t h e i r  i m p o r t a n c e  

t o  t h e  e m p l o y e e s :

j .  Job  s e c u r i t y ;

2 .  B e t t o r  w o r k i n g  c o n d i t i o n s ;

3. More money and

4 .  i t a i d  c h a n c e s  x o r  p r o m o t i o n .

4 . 2 3  A p p a r e n t l y , t h e  emioicyees f e l t  t h a t  a l l  t h e s e  f  -. u r  a s p e c t s  

w h i c h  i n f l u e n c e d  t h e  worki!*? conditions in  a  b i g  way were l a c k i n g  

i n  t h e  J -p e r  B a z a r s ,  t h o u g h  we d i d  find one or more o f  t h e s e  aspects  

i n  a  few s u c c e s s f u l  S u p e r  B a z a r s .
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4 . 2 4  The a b s e n c e  o f  a n  i n t e g r a t e d  a p p r o a c h  an d  a  d i s t i n c t  employees 
;> r iyntatiu ii had  b e e n  r e s p o n s i b l e  f o r  t h i s  e x h i b i t i o n  c f  low m o r a l e ,  

raos t  o f  t h e  em p l o y e e s  e s p e c i a l l y  t h o s e  who w e r e  w o r k i n g  a s  s a l e s m a n ,  

tow r e  r e a d y  to  q u i t  f r om  t h e i r  e x i s t i n g  j o b s  e v e n  i f  t h e y  w e r e  o f f e r e d  

j o b s  i n  t h e  g o v e r n m e n t  o f f i c e s  c a r r y i n g  a  s a l a r y  o f  R s.5 /-  lea s  t h a n  

w h a t  t h e y  w e r e  g e t t i n g .

R e a s o n s  f c r  low m o r a l e

4 . 2 5  Tho r e a s o n s  f o r  t h e  low m o r a l e  e x h i b i t e d  by t h e  em p l o y e e s  

v a r i e d  f r om  S t o r e  t o  S t o r e  and we f e e l  t h a t  t h e  f o l l o w i n g  f a c t o r s  

c o u l d  b e  s a i d  t o  b e  r e s p o n s i b l e  f o r  t h e  s a m e : -

1 .  Huge l o s s e s .

2 .  Lack o f  i n t e g r i t y  among t ' p  management  p e r s o n n e l .

3 .  R e c k l e s s  f i n a n c i a l  management,
4 .  T e r m i n a t i o n  o f  s e r v i c e s  w i t h o u t  f o l l o w i n g  a  r e g u l a r  

p r o c e d u r e .

5 .  D e c l i n i n g  s a l e s .

6 .  G ro u p i s m  among t h e  managemen t .

7 .  F r e q u e n t  s t o c k - o u t .

8 .  Lack o f  p r o m o t i o n  f a c i l i t i e s .

9 .  F a v o u r i t i s m  and d i s c r i m i n a t i o n .

1 0 .  I n c o m p e t e n c e  i n  m a n a g e r i a l  p e r s o n n e l .

1 1 .  C l a s s  approach o f  the management  w h i l e  dealing w ith  
t h e  e m p l o y e e s .

12 .  O s t e n t a t i o u s  e x p e n d i t u r e s .

4 . 2 6  i n  o u r  v i e w ,  t h e  b i g g e s t  f a c t o r  w h ic h  was r e s p o n s i b l e  f o r  t h e  

s a g g i n g  m o r a l e  of t h e  e m p lo y e e s  was  t h e  l a c k  o f  i n t e g r i t y  an d  g r o s s  

a bu<.,o o f  oower  shown by the members c f  the Board o f  D irectors and 

t h e  s e n i o r  m a n a g e r i a l  p e r s o n n e l  i n  a  few c a s e s .

4 . 2 7  I n  . o n e  S t o r e  the m o r a l e  had g o n e  down b e c a u s e  the management  

h a d  n o t  b e e n  i m p a r t i a l  and o b j e c t i v e  i n  treatment o f  employees i n  the
m a t t e r  o f  p r o m o t i o n ,  paym en t  o f  i n c e n t i v e  and meet ing- t h e  g r i e v a n c e s  

o f  t h e  e m p l o y e e s  i n  a  r e a s o n a b l e  m an n er .

4 . 2 8  we f e e l  t h a t  managemen ts  should d e v i s e  necessary measures in  
o r d e r  t > c h e c k  t h a t  t h e  morale o f  the employees i s  k e p t  a t  a  very high  
l e v e l  by  e s t a b l i s h i n g  su ita b le  channels of communication a nd frequent 
s t a f f  m e e t i n g s  an d  by h o l d i n g  f r e e  and f r a n k  d i s c u s s i o n ? .  and by avoiding  
t h e  o c c u r r e n c e  o f  t h e  above noted fa cto rs.
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5 . 1  Most  o f  t h e  D e p a r t m e n t  S t o r e s  u n d e r  s t u d y  d i d  n o t  h a v e  a  c l e a r l y  

l a i d  down an d  p r e —d e f i n e d  r e c r u i t m e n t  p o l i c y .  W h a te v e r  p o l i c y  t h e y  

f o l l o w e d  was a  m ere  a c c u m u l a t i o n  o f  t h e  p r a c t i c e s  f o l l o w e d  by o t h e r  

s i s t e r  c o o p e r a t i v e  o r g a n i s a t i o n s  s u c h  a s  t h e  S t a t e  C o o p e r a t i v e  

F e d e r a t i o n s  a n d  C o o p e r a t i v e  W h o l e s a l e  S o c i e t i e s .  The f r a m e w o rk  o f  t h e  

r e c r u i t m e n t  p o l i c y  i n  S u p e r  B a z a r s  was t h u s  n o t  s t r e a m l i n e d  an d  g e a r e d  

t o  m e e t  t h e i r  r e q u i r e m e n t s ,  V/e h ow ever  f o u n d  a n  e a r n e s t  a t t e m p t  b e i n g  

made by D e p a r t m e n t  S t o r e s  a t  Bombay, C o i m b a t o r e  a n d  t o  some e x t e n t  a l s o  

a t  H r n a k u la m  i n  f o r m u l a t i n g  a  p r o p e r  r e c r u i t m e n t  p o l i c y .  The a t t e m p t s  

a t  Bombay and  S rn a k u l a m  w e r e  t h e  ou tcom e o f  a n  a g r e e m e n t  r e a c h e d  a t  

b e t w e e n  t h e  Management and t h e  T r a d e  U n i o n s  w h e r e  c l a u s e s  r e l a t i n g  t o  

t h e  S t a f f  R u l e s  and R e g u l a t i o n s  had b e e n  i n c o r p o r a t e d .  I n  S m a k u l a m  

a n d  C o i m b a t o r e  S t o r e s ,  s p e c i a l  b y e - l a w s  h a d  a l s o  b e e n  f r a m e d  w h i c h  h ad  

b e e n  i n c l u d e d  i n  a  s e p a r a t e  p a r t  i n  t h e  g e n e r a l  b y e - l a w s ,  a n d  t h e s e  

c o v e r e d  a l m o s t  a l l  a s p e c t s  o f  p e r s o n n e l  m anagem en t ,  a l b e i t  i n  a  p r i m i t i v e  

w a y .  T h e s e  b y e - l a w s ,  i n  o u r  o p i n i o n  w e r e  more  s u i t a b l e  f o r  a  p r i m a r y  

s t o r c o f  e a r l y  f o r t i e s  t h a n  t o  t h e  c h a n g i n g  r e q u i r e m e n t s  o f  a  l a r g e - s i z e d  

S u p e r  B a z a r .

5 . 2  The D e p a r t m e n t  S t o r e s  a t  H y d e rab ad  and B a n g a l o r e  w e r e  i n  t h e  

p r o c e s s  o f  f o r m u l a t i n g  some p o l i c i e s  w i t h  r e g a r d  t o  r e c r u i t m e n t  i n  t h e i r  

p r o p o s e d  S t a f f  R u l e s  and R e g u l a t i o n s ,  w h i l e  i n  t h e  c a s e  o f  M e e r u t ,

t l i e  S t a t e  C o o p e r a t i v e  D e p a r t m e n t  had f r a m e d  d e t a i l e d  R u l e s  an d  R e g u l a t i o n s  

r e l a t i n g  t o  v a r i o u s  a s p e c t s  o f  em ploym en t ,  w o r k i n g  c o n d i t i o n s  e t c ,  and t h e  

same h ad  b e e n  c i r c u l a t e d  among t h e  managemen ts  o f  t h e  S u p e r  B a z a r  i n  t h e  

S t a t e  o f  U . P ,  f o r  t h e i r  comments a t  t h e  t i m e  o f  o u r  v i s i t  to t h e  S u p e r  

B a z a r ,

A u t h o r i t y  t o  R e c r u i t  P e r s o n n e l

5 . 3  I n  a l m o s t  a l l  t h e  Department S t o r e s ,  work r e l a t e d  t o  recruitffl©3t 

o f  pergonnol ;vas  e i t h e r  i n  t h e  h a n d s  of th® Board o f  D ire c to r s

o r  in  th<' handt; of a Spec ia l Oeftimittoo con st itu te d  und©r the 

b y s - l a w s / c o n s i  s t in g  o f some D ire c to rs  and on ly  in  few cases a lso  the 

C h i e f  Execu tive  of the S to re / Soc ie ty . The recruitm ent committee o f ' the

recruitment

R ecruitm ent P o lic y
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D e p a r t m e n t  S t o r e  a t  Bombay i n c l u d e d  t h e  G e n e r a l  Manager  o f  t h e  S t o r e ,  

b u t  h e  h ad  no  s a y  i n  t h e  m a t t e r  o f  s e l e c t i o n  an d  t h e  f i n a l  d e c i s i o n  

v/i t h  r e g a r d  co a p p o i n t m e n t  o f  m a n a g e r i a l  a n d  s u p e r v i s o r y  p e r s o n n e l .  I n  

t h e  D e p a r t m e n t  S t o r e  a t  B a n g a l o r e ,  t h e  pow ers  o f  r e c r u i t m e n t  w e r e  v e s t e d  

s o l e l y  i n  t h e  h a n d s  c f  t h e  Managing D i r e c t o r  c f  t h e  S t a t e  F e d e r a t i o n  who 

h a d  n o t h i n g  t o  do w i t h  t h e  d a i l y  b u s i n e s s  o p e r a t i o n s  which w e r e  l o o k e d  

a f t e r  by t h e  G e n e r a l  M an ager .

I n v a r i a b l y ,  t h e  s e l e c t i o n  o f  m a n a g e r i a l  a n d  s o m e t i m e s  a l s o  

s u p e r v i s o r y  p e r s o n n e l  was  e x c l u s i v e l y  i n  t h e  h a n d s  o f  t h e  B o a r d  o f  

D i r e c t o r s .  Only i n  t h e  c a s e  o f  m i n o r  em p l o y e e s  o f  t h e  S t o r e ,  t h e  

p o w e r  o f  r e c r u i t m e n t  was d e l e g a t e d  t o  t h e  G e n e r a l  M an a g e r .  F o r  ex a m p l e ,  

t h e  Gene -al  Manager  o f  t h e  S t o r e  a t  Bombay was  empowered t o  r e c r u i t  a l l  

e m p l o y e e s  d r a w i n g  a  s a l a r y  of  l e s s  t h a n  R s . 2 0 0 / -  p e r  m o n t h .  The 

M a n a g in g  D i r e c t o r  o f  t h e  H y d e rab ad  S t o r e  was  h ow ever  a u t h o r i s e d  t o  

r e c r u i t  a l l  t h e  em p l o y e e s  d r a w i n g  a  s a l a r y  o f  l e s s  t h a n  R s . 5 0 0 / -  p e r  

m o n t h ,  an d  t h e  Managing  D i r e c t o r  h?.d i n  t u r n  d e l e g a t e d  some p o w e rs  t o  

h i s  B r a n c h  M an a g e r s  t o  r e c r u i t  e m p lo y e e s  on d a i l y  w a g e s .

The f o l l o w i n g  t a b l e  shows t h e  a u t h o r i t y  o f  r e c r u i t m e n t  o f  

p e r s o n n e l  i n  t h e  S t o r e s  u n d e r  s t u d y .
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■_>.4 The t a s k  o f  s e l c t i o n  o f  t o p  m a n a g e r i a l  and  s u p e r v i s o r y  p e r s o n n e l  

i n  a  b u s i n e s s  e n t e r p r i s e  i s  by no means a n  e a s y  o n e  a s  i t  r e q u i r e s  a  good  

d e a l  o f  e x p e r i e n c e  o f  men and m a t t e r s  an d  a  c l e a r  u n d e r s t a n d i n g  o f  b u s i n e s s  

o p e r a t i o n s  o f  t h e  o r g a n i s a t i o n .  M a j o r i t y  o f  t h e  B oard  o f  D i r e c t o r s  o f  

0 t o r e s  i n  I n d i a  a r e  la ym en  a t  l e a s t  so  f a r  a s  r e t a i l  b u s i n e s s  o p e r a t i o n s  

arc- concerned , and h e n c e  cannot b e  e x p e c t e d  t o  d e a l  e f f e c t i v e l y  w i t h  t h e  

t a s k  o f  s e l e c t i n g  t h e  " r i g h t  man on t h e  r i g h t  j o b " .  B u t  f o r t u n a t e l y  f o r  

t h o s e  B o a r d s *  t h i s  p r o c e s s  i s  o f t e n  r e n d e r e d  e a s y  by t h e  p r a c t i c e  o f  

b o r r o w i n g  g o v e r n m e n t  o f f i c e r s  on d e p u t a t i o n  t o  o ccu p y  m a n a g e r i a l  an d  a l s o  

s o m e t i m e s  s u p e r v i s o r y  p o s i t i o n s  i n  t h e i r  S t o r e s .  I n  H y d e r a b a d  S t o r e  

a p p r o x i m a t e l y  30 e m p l o y e e s  w e r e  g o v e r n m e n t  o f f i c e r s  o n  d e p u t a t i o n  

o c c u p y i n g  m o s t  o f  t h e  m a n a g e r i a l  and s u p e r v i s o r y  p o s t s  i n  t h e  S t o r e .

I n  o t h e r  S t o r e s ,  o n l y  t h o  G e n e r a l  Manager  an d  i n  some S t o r e s  a l s o  t h e  

A c c o u n t s  O f f i c e r s  w e r e  g o v e r n m e n t  o f f i c e r s  on d e p u t a t i o n .  I r r e s p e c t i v e  

o f  a l l  thc- sc  a s p e c t s  r e l a t i n g  t o  t h e  mode o f  employ men t  o f  t h e  C h i e f  

E x e c u t i v e  and o t h e r  s e n i o r  p e r s o n n e l ,  t h o  B o a rd  o f  D i r e c t o r s  and 

e s p e c i a l l y  t h e  C h a i r m a n  had t h e  f i n a l  s a y  i n  a l l  m a t t e r s  w i t h  r e g a r d  

t o  r e c r u i t m e n t ,  w a ges  e t c .  o f  t h e  e m p l o y e e s .

5 . 5  Most o f  t h e  s u p e r v i s o r y  and  a l l  n o n - s u p e r v i s o r y  c a t e g o r i e s  o f  

p o s t s  h a d  b e e n  f i l l e d  i n  by r e c r u i t i n g  p e o p l e  f r om  t h e  o p e n  m a r k e t , 

e s p e c i a l l y  t h o s e  "who a p p r o a c h e d  t h e  S t o r e s  f o r  j o b s  v o l u n t a r i l y "  f o r  

i t  w as  c l a i m e d  a t  l e a s t  i n  on e  S t o r e  t h a t  the man agement  c o u l d  g e t  a

p e r s o n  who was  i n  r e a l  n ee d  o f  a  j o b .

5 . 0  Though a l l  t h e  S t o r e s  w a n te d  to  f o l l o w  a  w e l l  d e f i n e d  p o l i c y  o f  

r e c r u i t m e n t  -.vith f u l l y  l a i d  down r u l e s  and p r e s c r i b e d  e d u c a t i o n a l  

q u a l i f i c a t i o n s ,  a g o ,  p r a c t i c a l  e x p e r i e n c e  an d  f a m i l y  b a c k g r o u n d ,  y e t .  

i n  o u r  o p i n i o n  i t  had  n o t  bo on  p o s s i b l e  f o r  t h e  m a n a g e m e n t s  t o  a d h e r e  

s t r i c t l y  t o  any p o l i c y  b e c a u s e  o f  s e v e r a l  r e a s o n s :  o u t s i d e  p r e s s u r e s  

;,n j  o t h e r  c o n s i d e r a t i o n s  n o t  c o n n e c t e d  w i t h  t h e  b u s i n e s s  o f  t h e  

o r g a n i s a t i o n s  h ad  u s u a l l y  p l a y e d  a  m a j o r  r o l e  i n  t h e  r e c r u i t m e n t  o f  

p e r s o n n e l .  I n  o u r  o p i n i o n ,  o n l y  a  few a p p o i n t m e n t s ,  e s p e c i a l l y  a t  

j u n i o r  l e v e l ,  c o u l d  b e  s a i d  t o  h a v e  b e e n  made p u r e l y  on  m e r i t .

S o u rc e s  o f  R ecruitm ent



I n  a  f e w ' S t o r e s ,  s p e c i a l l y  which had sp e c ia l by«»law» 
a n d  S ta f f  R u l e s  and R e g u l a t i o n s ,  e d u c a t i o n a l  q u a l i f i c a t i o n s  v i z .  a  

u n i v e r s i t y  d e g r e e  f o r  m a n a g e r i a l  p o s i t i o n s ,  and h i g h  s c h o o l  g r a d u a t i o n  

f o r  Oi ,her em p lo y ees ,  h a d  b e e n  s t i p u l a t e d .  i n  one  p a r t i c u l a r  S t o r e  t h o u g h  

c e r t a i n  e d u c a t i o n a l  q u a l i f i c a t i o n s  had b e e n  p r e s c r i b e d ,  y e t  t h e s e  w e r e  n o t  

r i g i d l y  f o l l o w e d  a t  t h e  t i m e  of r e c r u i t m e n t .  I n  a n o t h e r  S t o r e  t h e  

m a n a g e m e n t ' s  p o l i c y  o f  r e c r u i t i n g  h i g h l y  q u a l i f i e d  m a n a g e r i a l  p e r s o n n e l  

h a d  mot  w i t h  f a i l u r e  b e c a u s e  s u c h  e m p l o y e e s  d i d  n o t  s t a y  l o n g  i n  t h e  

j o b  on t h e  g r o u n d  t h a t  t h e  c o m p e n s a t i o n  and f u t u r e  p r o s p e c t s  and s e c u r i t y  

o f  j o b  w o r e  n o t  a d e q u a t e  and s a t i s f a c t o r y .  I t  was  s t r e s s e d  by some 

m a n a g e m e n t s ,  t h a t  i n  t h e i r  o p i n i o n ,  i t  was  b e t t e r  t o  employ p e o p l e  w i t h  

f a i r  b a s i c  e d u c a t i o n  an d  t h e n  g i v e  them s u i t a b l e  i n - s e r v i c e  t r a i n i n g  

a s  w e l l  a s  some i n s t i t u t i o n a l  t r a i n i n g  and  a l l o w  them t o  grow w i t h  t h e  

o r g a n i s a t i o n .  The W h o l e s a l e  C o o p e r a t i v e  M a r k e t i n g  S o c i e t y  a t  C o i m b a t o r e  

h ad  s u c c e s s f u l l y  t h o u g h  w i t h o u t  any d e l i b e r a t e  e f f o r t ,  t r i e d  t h i s  
p o l i c y  a n d  we fo u n d  m a n a g e r i a l  p e r s o n n e l  w i t h  5 t o  20 y e a r s  s e r v i c e  i n  

t h e  S t o r e  and  t h e  Wholesale S o c i e t y ,  i/e f e e l  t h i s  p a r t i c u l a r  p r a c t i c e ,  

among o t h e r s ,  h ad  a l s o  c o n t r i b u t e d  t o  t h e  s u c c e s s f u l  o p e r a t i o n  o f  t h e  

o r g a n i s a t i o n s ,

5 . 7  The m ain s o u rc e  o f  r e c r u i t m e n t  o f  m a n a g e r ia l  p e r s o n n e l

was t h e  C o o p e r a t i v e  D e p a r t m e n t  o f  e a c h  S t a t e  G o v e r n m e n t .  A l m o s t  a l l  

t h e  m a n a g e r i a l  p o s i t i o n s  and i n  one  S u p e r  B a z a r  e v e n  t h e  s u p e r v i s o r y  p o s t s  

h a d  b e e n  f i l l e d  i n  by t h e  g o v e r n m e n t  o f f i c e r s  on d e p u t a t i o n .  T h e s e  

o f f i c e r s  m i g h t  h a v e  b e e n  e x p e r t s  i n  t h e  f i e l d  o f  c o o p e r a t i v e  a d m i n i s t r a t i o n ,  

b u t  t h e  same c o u l d  n o t  be  s a i d  o f  t h e i r  p e r f o r m a n c e  i n  t h e i r  new a s s i g n ­

m e n t s  i n  t h e  S u p e r  B a z a r s .

5 . 8  The d e c i s i o n  mak ing p r o c e s s  i n  r e t a i l  b u s i n e s s  i s  f a r  more

d i f f e r e n t  and d i f f i c u l t  t h a n t h e  one t h a t  o b t a i n s  i n  a  g o v e r n m e n t  

o f f i c e .  The w o r k l o a d  i s  a l s o  h e a v i e r  and a r d u o u s  t h a n  i n  g o v e r n m e n t

o f f i c e .  A l t h o u g h  some o f  t h e  o f f i c e r s  w e r e  b e i n g  c o m p e n s a t e d  by way 

o f  a d d i t i o n a l  d e p u t a t i o n  a l l o w a n c e s ,  t h i s  was f o u n d  t o  b e  n o t  i n  

p r o p o r t i o n  t o  the'; b u s i n e s s  r i s k  t h e y  w e r e  r e q u i r e d  t o  u n d e r t a k e  and  t h e  

w o r k l o a d  a n d  r e s p o n s i b i l i t i e s  t h e y  w e r e  a s k e d  t o  s h o u l d e r .

'•fQ a i so  fo u n d  t h a t  some o f  t h e s e  o f f i c e r s  had  d o u b l e  l o y a l t y  -  

l o y a l t y  t o  t h e i r  p a r e n t  d e p a r t m e n t  and e n f o r c e d  l o y a l t y  t o  t h e  S t o r e



w h i c h  a t  t i n e s  d i d  c o n f l i c t .  B e c a u s e  o f  t h e  d u a l  n a t u r e  o f  t h o i r  l o y a l t y ,  

sc.ne o f  th em  h ad  a l s o  f a i l e d  t o  i d e n t i f y  t h e m s e l v e s  w i t h  t h e  o r g a n i s a t i o n  

t h e y  s e r v e d  a» d  t h u s  w e r e  c o n t e n t  w i t h  m e r e l y  d o i n g  n o r m a l  w o r k ,  t i l l  

t i io  t i m e  whoil t h e y  go t  s u i t a b l e  p o s i t i o n s  i n  t h e  p a r e n t  d e p a r t m e n t .

Some o f f i c e r s  were fo u n d  to h a v e  j o i n e d  t h o  Super B a z a r  not because o f any 

g e n u i n e  d e s i r e  t o  shoi? r e s u l t s ,  b u t  b e c a u s c  o f  some domestic and  personal' 
reasons ouch a s  a  preference to be posted in  a  c ity  and the l ik e .  There 
was a l s o  a  f r e q u e n t  t u r n o v e r  o f  m a n a g e r i a l  p e r s o n n e l  w h i c h  a d v e r s e l y  

a ffe c te d  t h e  b u s i n e s s  o p e r a t i o n s  of t h e  S t o r e s . -  I t  w a s  in  loed  a  p i t y
A

t h a t  ju st  >hen a  Manager  had  acquired the necessary s k i l l  an d  knowledge,  

i n  running a S t o r e  h e  was o f t e n  w i t h d r a w n  f rom  t h e  S t o r e  and. a  new 

man w as  p o s t e d  i n  h i s  p l a c e  and h e  had t o  a g a i n  s t a r t  from a  s c r a t c h .

5 . 9  The s u p e r v i s o r y  s t a f f  i f  i t  wore to ba recruited  f rom  t h e  

Cooperative Departments, would have resu lted  4a tha ,aame types o f  .problems, 

b u t  w i t h  g r e a t e r  i n t e n s i t y ,  for ’t h e  job of a  supervisor was o f more  

t e c h n i c a l  n a t u r e ,  e .g .  a  s u p e r v i s o r  i n  charge o f  t e x t i l e  department i n

t h e  S t o r e .  The managements therefore preferred f i l l i n g  up th ese p o s t s  

w i t h  p e r s o n a  r e c r u i t e d  d i r e c t  f rom t h e  o p e n  market a n d  a  few w e r e  

a l s o  c o n s i d e r i n g  t h e  p o s s i b i l i t y  t o  f i l l  u p  f u t u r e  v a c a n c i e s  by 

i n t e r n a l  p r o m o t i o n s  i f  s u i t a b l e  candidates w e r e  a v a i l a b l e .

5 .10  I n  t h e  Bangalore S t o r e ,  two out o f t h e  t h r e e  A ssistan t Managers 
w e r e  on  d e p u t a t i o n  from some sem i -government business organ isation  *
F o r  i n s t a n c e ,  t h e  a s s i s t a n t  Manager  t e x t i l e  was f rom  t h e  Handloom 

Emporium a n d  t h e  A s s i s t a n t  Manager, G e n e r a l  M e r c h a n d i s e  was  f r o m  th*e 

S ta te  D e p a r t m e n t  o f  Commerce and Industry. This was a healthy change 
i n  t h a t  i t  e x h i b i t e d  a trend c f  f i l l i n g  up vacancies by people w i t h  

e x p e r i e n c e  i n  b u s i n e s s  o p e r a t i o n s .

5 . 1 1  I n  C o i m b a t o r e  S t o r e ,  t h e  s u p e r v i s o r y  and m a n a g e r i a l  personnel 
h a d  b e e n  promoted from o u t  of the employees o f the Wholesale S o c i e t y  

w ith tho r e s u l t  that the D e p a r t m e n t  Store had on q u i t e  a few p o sitio n s  

e x p e r i e n c e d ,  t r u s t e d  and t r i e d  Department Managers and su p erv isors. 
A l t h o u g h  S u o e r  B a z a r  h ad  a  s e p a r a t e  G e n e r a l  Manager ,  (who was  on 

d e p u t a t i o n  f rom  t h e  S t a t e  G o v e rn m en t )  t h e  r e a l  managemen t  o f  t h e  S t o r e  

was  i n  t h o  hands of the Chief Superintendent an d  the Department 
Managers of t h e  Super Bazar on t h e  one h a n d ,  and t h e  Secretary o f the  
W holesale S o c i e t y  o f  w h i c h  t h e  Super B a z a r  was a  B r a n c h ,  on t h e  other.



was
.The g e n e r a l  M a n a g e r / o n l y  a  n o m i n a l  h e a d ,  and h ad  no e x e c u t i v e  p o w e r s  

o r  a  s a y  i n  t h e  r e a l  management  c f  t h e  B a z a r .

5 . 1 2  I n  a n o t h e r  s t o r e ,  m os t  o f  t h e  s u p e r v i s o r y  p o s t s  h a d  b e e n  f i l l e d  

i n  by r e t i r e d  g o v e r n m e n t  em p lo y ee s  w i t h  t h e  r e s u l t  t h a t  t h e  S t o r e  w h i c h  

s h o u l d  a c t u a l l y  t h r o b  w i t h  a c t i v e  and e n e r g e t i c  young s a l e s  s t a f f ,  f u l l  

o f  z e a l , e n t h u s i a s m  and v i g o u r ,  was s u p e r v i s e d  by e l d e r l y  - . ■ l e  //h-in 

t h e  'j i- - o  an d  other g o v e r n m e n t a l  a g e n c i e s  had r e t i r e d  to  e n a b l e  thorn
t o  l e a ; !  a  p e a c e f u l  l i f e .  They had n o t  o n l y  f a i l e d  t o  i n f u s e  n e c e s s a r y  

e n t h u s i a s m  o r  z e a l  among t h e  lov/er  s a l e s  s t a f f ,  b u t  had a l s o  p r o v e d  

i n c o m p e t e n t  i n  t h e i r  j o b s  l a r g e l y  b e c a u s e  o f  l a c k  o f  e x p e r i e n c e  and  

t h u s  the* s a l e s  s t a f f  was  p l a y i n g  h av o c  w i t h  t h e  s t o c k s  a n d  t h e  c u s t o m e r s  

u n d e r  t h e i r  v e r y  p r e s e n c e .

5 . 1 3  The s o u r c e  o f  r e c r u i t m e n t  f o r  n o n - s u p e r v i s o r y  p e r s o n n e l  l i k e  

t h e  s a l e s m e n  and. p a c k e r s  was t h e  o p e n  m a r k e t  an d  i n  a  few ca se ' s  t h e  

o t h e r  c o o p e r a t i v e  o r g a n i s a t i o n s  a s  w e l l .  P o s t s  w e r e  o f t e n  a d v e r t i s e d  

t h r o u g h  n o t i f i c a t i o n  o f  v a c a n c i e s  i n  d a i l y  n e w s p a p e r s  a n d  t h r o u g h  

e m p lo y m e n t  e x c h a n g e s .  C a n d i d a t e s  recommended by t h e  e m p l o y e e s  an d  

o t h e r s  w e r e  a l s o  c o n s i d e r e d .  3 c ' i - I n  and  e d u c a t i o n a l  i n s t i t u t i o n s  

h a d  a l s o  b e e n  t a p p e d  s p a r i n g l y ,

5 . 1 4  The i n t e r n a l  s o u r c e  f o r  pr. c t i o n s  w e r e  s a i d  t o  h a v e  b e e n  

a l w a y s  e x p l o r e d  i n  t h e  c a s e  o f  B rn akul am  S t o r e .  T h i s  was  i n  f a c t%
o n o  o f  t h e  c l a u s e s  i n  t h e  a g r e e m e n t  b e t w e e n  t h e  management  and t h e  

T r a d e  U n i o n .  I n  Bombay, i n t e r n a l  p r o m o t i o n s  wer© c o n s i d e r e d  e v e n  

w i t h o u t  a  f o r m a l  a p p l i c a t i o n  f rom t h e  em ployee  and so was  a l s o  t h e  

c a s o  w i t h  some o t h e r  S t o r e s .  '

5 . 1 5  I n  t h e  c a s e  o f  Lu.’h i a n a  an d  B a n g a l o r e  S t o r e s  no o u t s i d e  

s o u r c e  was t a p o e d  a s  t h e  S t o r e  was f l o o d e d  w i t h  a p p l i c a t i o n s  f r o m  

t h e  a n n i r a n t s  f o r  t h e  j o b s .  T h e r e  was  r e p o r t e d  t o  b e  a  l o n g  w a i t i n g  

l i s t  o f  c a n d i d a t e s ,  c o n t a i n i n g  a b o u t  1 , 0 0 0  names i n  t h e  c a s e  o f  

B a n ^ l o r o  S t o r e ,  and  t h e  managemen ts  f i l l e d  v a c a n c i e s  f r o m  o u t  o f  

t h o s '  l i s t s .  I n  t h e  c a s o  o f  H y d e r a b a d , wh en a b o u t  70 v a c a n c i e s  w e re  

n o t i f i e d ,  a b o u t  1800 a p o l i c a t i o n s  w e r e  r e c e i v e d .  S i m i l a r  was t h e  

c a s w i t h  t h  ■ s r n a k u l a m  S t o r e  w h e r e  i n  r e s p o n s e  t o  a n  a d v e r t i s e m e n t  

t-o r  t h e  r o s t  f  a  t e l e p h o n e  o p e r a t o r ,  1200 p e r s o n s  a p p l i e d  an d  120 

w o r e  s e l e c t e d  f o r  a n  i n t e r v i e w .
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5 . 1 6  Tho abovo examples i n d i c a t e  1hat t h e r e  was  an a b u n d a n t  s u p p l y

o f  ans- is - i l led  l a b o u r  and oven  f o r  c e r t a i n  s k i l l e d  j o b s  l i k e  t h e  t e l e p h o n e  

o p e r a t o r ,  t h e r e  was  no d e a r t h .  However, t h e  m anagem en ts  o f  S t o r e s  d i d  n o t  

. a t t e m p t  t o  s p o t  a  s u i t a b l e  p e r s o n  who c o u l d  h a v e  b e e n  a p p o i n t e d  a s  

s a l e s m a n  b u t  had t h o  n e c e s s a r y  p o t e n t i a l  t o  b e  u l t i m a t e l y  groomed, t o  

bec omu a  m a n a g e r  w i th s u i t a b l e  t r a i n i n g ,  p l a c e m e n t  an d  c a r e e r  d e v e l o p m e n t .  

T he  m a n a g e m e n t s  d i d  n o t  also  follow  a  p o l i c y  o f  r e c r u i t i n g  p o t e n t i a l '  

m a n a g e r s  a l t h o u g h  i n  p r i n c i p l e  t h e y  a d m i t t e d  t h a t  t h i s  s h o u l d  bo t h o  

l o n g  r a n g e  v i e w  r / h i l o  making s e l e c t i o n s  for v a c a n c i e s .

The man agem en ts  i n  a t  l e a s t  t h r o o  S t o r e s  p o i n t e d  o u t  t h a t  i t  

w o u l d  b e  f u t i l e  t o  s c o u t  t a l e n t  i n  o t h e r  c o o p e r a t i v e  i n s t i t u t i o n s ,  

a s  np t r a i n e d  and s u i t a b l e  em p lo y ee s  w e r e  a v a i l a b l e  w i t h i n  t h e  c o n s u m e r  

c o o p e r a t i v e s  i n  t h e  n e a r b y  a r e a s .

D a i l y  V/as;os ’</'-• r k o r s  and £ a r t  Time Em ployees

5 .17  Tho u s e  o f  p a r t - t i m e  em p lo y ee s  o t h e r  t h a n  d a i l y  w a g e s  w o r k e r s  

had not b o o n  t r i e d  in  any o f  the Stores v i s i t e d  by u s . W o r k e r s  on d a ily  
wages i n  S t o r e s  had  a  chance t o  b e  c o n f i r m e d  and promoted t o  s a l e s  

a s s i s t a n t s  an d  h e l p e r s  i n  t h o  r e g u l a r  c a d r e s ,  i t  was p o i n t e d  o u t  by
t h e  m anagem en t  s .

F ailu ro  <•{ Recruitment Policy
5 .18  The r e c r u i t m e n t  p o l i c y  l a i d  down by t h e  S t o r e s  h ad  f a i l e d  t o  serve an y  

p u r p o s e  becausv b efore r e c r u i t m e n t  no j o b  s p e c i f i c a t i o n s ,  i n d i c a t i n g

t h e  s k i l l s  an d  k n o w led g e  r e q u i r e d  f o r  t h e  j o b ,  t h e  d u t i e s  and 

r e s p o n s i b i l i t i e s  a t t a c h e d  t o  t h a t  p a r t i c u l a r  j o b ,  w e r e  worked o u t  * 

and p l a c e d  before the recru itin g  authority to guide them in  mak ing  

p r o p -r s e l e c t i o n s  sc  that t h e  c a r d i n a l  p rin cip le  o f  " r i g h t  man on  t h e  

r i g h t  j o b "  could b e  f o l l o w e d .  I t  appeared t o  us that t h e  managements 

w e r e  n o t  u n d u l y  w o r r i e d  by t h e s e  shortcomings and l i t t l e  thought w a s 

s p a r e l  f o r  t h i s  v i t a l  i s s u e  o f  whom t h e y  s h o u l d  r e c r u i t  an d  f o r  w h a t  

j o b .  i n  a  s i t u a t i o n  w h e r e  j o b s  are t o o  few and men seeking them a r e  

t o o  many i t  v/as n o t  d i f f ic u l t  for the m a n a g e m e n t s  of Stores to find  

people t o  work on jobs in  t h o  S tores. As t h e r e  i s  not labour market 
o f  ski 1 1 .-'-j ^nd t r o i n e d  people in  t h e  c o n s u m e r  cooperative movement 
i n  i n - i i a  y o t ,  t h e  man agem en ts  p r o b a b l y  f e l t  t h a t  t h e y  h a d  to  

make do w i t h  u n s k i l l e d  and u n t r a i n e d  l a b o u r  w h i c h  w as  i n

9 9



a b u n d a n t  s u p p l y  an d  t h u s  l e f t  t h e  e m p l o y e e s  t o  t h e i r  own r e s o u r c e s  t o  

l e a r n  by e x p e r i e n c e  an d  by t r i a l  and e r r o r  m e th o d .  H ow ever ,  i n  t h e  

c p j . n i o n  o f  many M a n a g e r s ,  d u e  t o  t h e  d e f e c t i v e  r e c r u i t m e n t  p o l i c y  &0 

m e n t i o n e d  a b o v e  j t h e  S t o r e s  w e re  o v e r - s t a f f e d  w i t h

u n s u i t a b l e  h a n d s  a t  t h e  l o w e r  l e v e l s  o f  t h e  management  r e s u l t i n g  i n  

u n p r o f i t a b l e  o p e r a t i o n s  and making i t  i m p o s s i b l e  t o  f i l l  h i g h e r  

m a n a g e r i a l  an d  s u p e r v i s o r y  p o s i t i o n s  by i n t e r n a l  p r o m o t i o n s  an d  t r a n s f e r  

o f  s u c h  u n s k i l l e d  and u n t r a i n e d  s t a f f .  They t h e r e f o r e  f e l t  t h a t  t h e  

m a n a g e m e n t s  o f  D e p a r t m e n t  S t o r e s  had  t o  d ep e n d  on  g o v e r n m e n t  o f f i c e r s  

on  d e p u t a t i o n  t o  man m a n a g e r i a l  p o s t s  f o r  some t i m e  t o  come,

5 . 1 9  I n  one  o f  t h e  S t o r e s ,  i t  was r e p o r t e d  t h a t  t h e  l e a k a g e  i n

t h e  t e x t i l e  D e p a r t m e n t  i n  t h e  f i r s t  y e a r  was  a s  h i g h  a s  R s . 3 0 , 0 0 0

an d  t h i s  h u g e  l e a k a g e ,  i t  was p o i n t e d  o u t  by t h e  G e n e r a l  Manager  and t h e

D e p a r t m e n t  M an a g e r s  v i s  d u „  t o  r e c r u i t m e n t  o J u n « H l l » d  a n d  

u n t r a i n e d  em p l o y e e s  who d i d  n o t  know a n y t h i n g  a b o u t  r e t a i l i n g  o f  

t e x t i l e s .  T h i s  i s  j u s t  o n e  i n s t a n c e  o f  w h a t  i t  w ou ld  c o s t  t h e  S t o r e  

by e m p l o y i n g  u n s k i l l e d  h a n d s .

R a c r u i t m a n t  o n  t h e  Baei -s  o f  foc-coga n d a t i o n g

5 . 2 0  T h e r e  was o n e  common p o l i c y  t h o u g h  among a l l  t h e  S u p e r  B a z a r s  

i n  I n d i a  and t h a t  was t o  r e c r u i t  p e r s o n n e l  on r e c o m m e n d a t i o n s .

A l t h o u g h  t h i s  p o l i c y  m i g h t  h a v e  s o m e t h i n g  t o  commend i t s e l f  w i t h ,  

y e t  i t  w as  fo u n d  i n  p r a c t i c e  damaging  b e c a u s e  t h y  v a c a n c i e s  had  n o t  

a l w a y s  b e e n  f i l l e d  i n  on t h e  b a s i s  o f  m e r i t  o r  s u i t a b i l i t y ,  b u t  on  

o t h e r  c e n s i A e r a t i o n s .  T h i s  p o l i c y  p o s e d  many p r o b l e m s  t o  t h e  m an ag e m en t s  

l a t e r  w i t h  r e g a r d  t o  t h e  a c t u a l  p l a c e m e n t  o f  s u c h  a n  e m p l o y e e  on  t h e

r i g h t  j o b  -  f i n d i n g  a  j o b  f o r  t h e  man and n o t  a  man f o r  t h e  j o b .

B a s i c  e ' i u c a t i o n , p a s t  e x p e r i e n c e  and s o c i a l  bacKp' rouna o f  a p p l i c a n t s  

f o r  j o b s  h a v e  a  v e r y  i m p o r t a n t  b e a r i n g  on t h e  p e r f o r m a n c e  o f  e m p l o y e e s  

i n  t h e i r  now j o b s ,  b u t  t h e s e  had  t o  b e  o v e r l o o k e d  i n  v i e w  o f  o v e r ­

w h e lm i n g  and  o v e r - r i d i n g  c o n s i d e r a t i o n s  o f  i n f l u e n c e  and  r e c o m m e n d a t i o n s .

5 . 2 1  i n  some o f  t h o  S t o r e s ,  t h e  m an ag e m en t s  p o i n t e d  o u t  t h e  

d i f f i c u l t i e s  f a c e d  by them o r  by t h e  a p p o i n t i n g  a u t h o r i t y  i n  t h e  

r e c r u i t m e n t  o f  p e r s o n n e l  on a c c o u n t  o f  o u t s i d e  p r e s s u r e .  We f e e l

t h a t  i n  o r d e r  t o  i n s u l a t e  t h e  p r o c e s s  o f  r e c r u i t m e n t  f r o m  e x t r a n e o u s  

p r e s s u r e  and c o n s i d e r a t i o n ,  i t  was i m p e r a t i v e  t h a t  s p e c i f i c a t i o n s  f o r  

v a r i o u s  j o b s  i n  t h e  o r g a n i s a t i o n  s h o u l d  b e  c a r e f u l l y  w ork ed  o u t  and 

c a n d i  l a t e s  who a n s w e r  t o  t h e s e  s p e c i f i c a t i o n s  ma y b e  r e c r u i t e d .
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5 . 2 2  A n o t h e r  way o f  i n s u l a t i n g  t h i s  p r o c e s s  and  f o r  w e e d i n g  o u t  

u n s u i t a b l e  h a n d s  a t  a  l a t e r  s t a g e  was t h a t  o f  e m p lo y in g  p e r s o n s  on 

a a i l y  w a g e s ,  w n i c h  a t  l e a s t  t h r e e  s u p e r  b a z a r s  w e r e  f o l l o w i n g .

5 . 2 3  The s e c r e t a r y  o f  t h e  C o i m b a t o r e  S t o r e  p o i n t e d  o u t  t h e  m e r i t  

i n  e m p l o y i n g  known p e o p l e  t o  t h e  management  a n d  t h e  B o a r d ,  His  

c o n t e n t i o n  was  t h a t  t h e s e  p e o p l e  w ou ld  b e  m or e  t r u s t w o r t h y  and l o y a l  

t o  t h e  m an a g e m en t ,  ?nd he  s a i d  t h a t  t h i s  m e thod  had b e e n  s u c c e s s f u l l y  

p r a c t i s e d  i n  h i s  S t o r e .  He a l s o  s t a t e d  t h a t  s i n c e  t h e r e  was  a  p r o v i s i o n  

i n  t h e  b y e - l a w s  o f  t h e  S t o r e  t h a t  "no n e a r  r e l a t i v e s  o f  B o a r d  D i r e c t o r s

o f  t h e  S o c i e t y  w i l l  b e  a p p o i n t e d  t o  any  p o s t s  i n  t h e  S t o r e " ,  t h e  D i r e c t o r s  

c o u l d  n o t  a p p o i n t  t h e i r  own r e l a t i o n s  i n  t h e  o r g a n i s a t i o n .  Some o f  t h e  

o t h e r  S t o r e s  a l s o  had t h i s  p r o v i s i o n  i n  t h e i r  b y e - l a w s / r u l e s  and 

r  - j g u l a t i o n s .

C o n d i t io n s  o f  Employment  

^  S e c u r i t y  From S t a f f

5 .  24 I n  a l l  t h e  S t o r e s  v i s i t e d  by u s ,  we fo u n d  t h a t

c . . c u r i t y  r-oo demand 3d from c e r t a i n  c a t o / t o r i  o f  am .loy  w a 

a t  t h  j t ini;;  o f  a,?-, o i n t m e n t .  I n  some c a s e s  i t  was o n l y  a  c a s h

s e c u r i t y ,  i n  s o t g  o t h e r s  i t  was b o t h  c a s h  and p e r s o n a l  s e c u r i t y .  As 

t h i s  was  made o n e  o f  t h e  c o n d i t i o n s  o f  em ploym en t ,  e m p l o y e e s  had t o  

f u r n i s h  t h i s  s e c u r i t y  i f  t h e y  w a n te d  t h e  j o b s .  C as h  s e c u r i t y  was  

c la im e d  from s a l e s  a s s i s t a n t s ,  s a l e s m e n  and s t o r e - k e c p e r s  w h i c h  r a n g e d  

from  R s . 2 5 0 / -  t o  R s . 2 , 0 0 0 / - .  I n  a d d i t i o n  t o  t h i s  c a s h  s e c u r i t y ,  i n  

some S t o r e s  a  p e r s o n a l  s e c u r i t y  was a l s o  dem an ded .

5 . 2 6  i n  Bombay S t o r e  i n  t h e  i n i t i a l  s t a g e  o f  t h e  S t o r e ’ s o p e r a t i o n s ,  t h e  

e m p l o y e e s  w e r e  a s k e d  t o  d e p o s i t  c a s h  s e c u r i t y  o f  R s . 5 0 0 / — i n  i n s t a l m e n t s j  

b u t  s u b s e q u e n t l y  nc c a s h  s e c u r i t y  was  demanded f r om  t h e  f r e s h  e n t r a n t s .

5 . 2 6  I n  a n o t h e r  S t o r e ,  a  . c a s h  s e c u r i t y  o f  R s . 5 0 0 / -  was  dem anded f o r  

s a l e s m e n  i n  t h e  b e g i n n i n g ,  b u t  l a t e r  i t  h ad  b e e n  r a i s e d  t o  R s . 1 , 0 0 0 / -  

w h i c h  h a d  t o  b e  d e p t  s i t e d  b y  t h e  e m p l o y e e s  on  t h e  v e r y  d a y  o f  t h e i r

j q a o - "the S t o r e .  The em p lo y ee s  who hao  p a i d  a  c a s h  s e c u r i t y  o f  o n l y  

R s .  5 0 0 / -  w o re  a s k e d  t o  come i n  l i n e  w i t h  t h e  new e m p l o y e e s  by p a y i n g  

th e  a d d i t i o n a l  amount  o f  R s . 5 0 0 / -  i n  i n s t a l m e n t s  o f  R s . 2 / -  p e r  m o n th .

This t a d  b e e n  doC© a s  p e r  the  d i r e c t i v e  i s s u e d  by t h e  R e g i s t r a r  o f  

C oooerative  S o c i e t i e s  o f  t h a t  S t a t e  t o  the  Management  o f  t h e  S t o r e .
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U nde i  che same d i r e c t i v e ,  t h e  s a l e s m e n  w e r e  a s k e d  I n  a d d i t i o n  t o  p r o v i d e  
n s  . 1 0 , 0 0 0 / -  a s  p e r s o n a l  s e c u r i t y ,  and t h e  S u p e r v i s o r s  w e r e  a s k e d  t o  g i v e  
a  c a s h  s e c u r i t y  o f  R s .  1 , 0 0 0 . / -  an d  a  p e r s o n a l  s e c u r i t y  o f  R s . 5 , 0 0 0 ,  w h i l e  
t h e  * t o r e - K e e p e r s  h ad  t o  f u r n i s h  a  c a s h  s e c u r i t y  o f  R s . 2 , 0 0 0 / -  and a  
p e r s o n a l  s e c u r i t y  o f  R s . 1 5 , 0 0 0 / - .

102

\ j . a I  I n  some o f  t h e  S t o r e s ,  even  t h e  m a n a g e r i a l  s t a f f  w e r e  a s k e d  t o  
f u r n i s h  s e c u r i t y .  The f o l l o w i n g  t a b l e  shows t h e  v a r i o u s  t y p e s  o f  
s e c u r i t i e s  demanded i n  t h e  S t o r e s  u n d e r  s t u d y : -

G e n e r a l
Manager

A s s t t . 
G.M.

D y .G e n e r a l
Manas « r

S u p e r -  
v i  s o r

S a l e s ­
man

o t h e r s

OMB^Y
ash  S t c u r i t y

N i l N i l N i l N i l N i l

a r s o n a l  S e c u r i t y N i l N i l N i l Ni 1 N i l ✓

angi  b 1 g S ec u  r i  t y N i l N i l N i l N i l N i l

L d e l i t y N:. 1 N i l N i l N i l N i l

iTDSKAB/iD 
i s h  S e c u r i t y N i l 500 300

a r s e n a l  S e c u r i t y N i l - - N i l N i l

ang i  b 1 e S ecu r i  t y N i l - - 5000 2000

L d e l i  t y N i l - - N i l

•iNGALORTS 
.ish S e c u r i t y N i l N i l . . 500 500

a r s o n a l  S e c u r i t y Ni 1 N i l - N i l N i l

i n g i b l a  S e c u r i t y N i l N i l - 2000 2000

L d e l i t y N i l N i l - N i l N i l

■dvd JJL/L.: 
i s h  S e c u r i t y N i l _ N i l — 500

s r s o n a l  S e c u r i t y Ni 1 ~ N i l - N i l

a n g i b l u  S e c u r i t y N i l - Ni 1 - N i l

L d e l i  t y N i l - N i l - N i l

a-sh S e c u r i t y 3000 2000 1000 850 750 (
a r s e n a l  S e c u r i t y Ni 1 N i l Ni l N i l N i l
a.iigib 1 e S o c u r i  t y N i l N i l Ni], N i l N i l
i- d e l i  t v N i l Ni 1 N i l N i l N i l

UDHIANA
i s h  s e cu r i  t  y Ni 1 _ 1000 1000
o r s o S a T  S e c u r i t y N i l - - 5000 1 000 0
a n g i b l e  S e c u r i t y N i l - — 5000 10000
H f e l i  t y — N i l ------- - “■ IN I I N i l

.oBRUT
a s h  iJr-puri  t y N i l _ - 500

e r s o n a l  S e c u r i t y N i l - - - N i l
a n y i h i G S e c u r i t y N i l - - - N i l

i d o l i t y  S e c u r i t y N i l -
. -

- 5000
---------



o*28  Jo  f e e l  by p r e s c r i b i n g  h i g h e r  am o u n t s  o f  c a s h  s e c u r i t y  d e p o s i t s f 

t h e  manc-.genienta had b e e n  u n w i t t i n g l y  r e s t r i c t i n g  t h e i r  c h o i c e  o f  s e l e c t i o n  

a n d  r e c r u i t m e n t  o f  good h o n e s t  and e f f i c i e n t  e m p l o y e e s ,  f o r  i t  was  n o t  

e a s y  to  f i n d  c o m p e t e n t  p e r s o n s  who c o u l d  a f f o r d  t o  f u r n i s h  s u c h  heav y  

c a s h  s e c u r i t y  i n  c r d e r  t o  work on a  j o b  c a r r y i n g  a  l i m i t e d  s a l a r y .

I n  a  S t o r e  w h e r e  a  h e a v y  c a s h  s e c u r i t y  d e p o s i t  was  i n s i s t e d  u p o n ,  t h o  

m anagem en t  d id  admit that i t  had  ac tu a lly  re su lted  in  a  lim ited  choice 

f o r  s e l e c t i o n .  I n  f a c t  by im p o s in g  a  c o n d i t i o n  o f  f u r n i s h i n g  a  la rge  

am oun t  by. way o f  s e c u r i t y ,  t h e  c r it e r io n  o f  s e l e c t i o n  h ad  a p p a r e n t l y  

b e e n  s h i f t e d  f r o m  t h a t  o f  m e r i t  t o  t h e  f i n a n c i a l  c a p a c i t y  o f  a n  

i n d i v i d u a l  t o  pay a  heav y  deposit,

5 . 2 9  I n  t h e  p a r t i c u l a r  S t o r e  w h e r e  h e a v y  c a s h  s e c u r i t y  was  a  

p r e - r o q u i s i  tc> f o r  em ploym en t ,  i  t  was pointed -out by t h e  em p l o y e e s  

t h a t  t h o s e  o f  them who c o u l d  n o t  a f f o r d  t o  pay f rom t h e i r  own p o c k e t ,  

had  t o  b o r r o w  money f r o m  u s u r i o u s  m o n e y - l e n d e r s  p a y i n g  s o m e t i m e s  

i n t e r e s t  a s  h i g h  a s  R s , 5 / -  p e r  c e n t  p e r  m on th ,  t h u s  h ad  t o  pay an  

am oun t  o f  R s . 20/- t o  R s .  5 0 / -  p e r  month  t o w a r d s  i n t e r e s t .  T h i s  i n d e e d  

c a u s e d  g r e a t  h a r d s h i p  to the concerned e m p l o y e e s .  I t  was a lso  r ig h t ly  

c o n t e n d e d  t h a t  i f  a n  h o n e s t ,  i n t e l l i g e n t  and a m b i t i o u s  p e r s o n  had

a b o u t  R s . 1,000/- t o  Rs.2 ,000/ - w i t h  h im ,  h e  w ou ld  r a t h e r  s t a r t  a  businesn  

o f  h i s  own r a t h e r  than s e e k  employment  in  a  Sto re . I t  was a lso  stated  

t h a t  t h e  e m p l o y e e s  who p a i d  c a s h  s e c u r i t y  w e r e  e x p o s e d  t o  t h e  r i s k  o f  

l o s i n g  t h i s  amount a s  l e a k a g e  i n  stock were promptly r e c o v e r e d .

5 . 3 0  I n  t h e  S u p e r  B a z a r s  w h e r e  h e a v y  c a s h  s e c u r i t y  was  i n s i s t e d  

u p o n ,  i t  was pointed out by the employees that me o f  th em  w e r e  

tempted to re so rt  t o  unde sirab le  and at times e v e n  devious p ra c t ice s

t o  make good  t h e  s e c u r i t y  d e p o s i t e d  by them .  Some o f  t h e s e  p r a c t i c e s

a r e  l i s t e d  b e lo w  :

a.) R e p l a c e m e n t  of. genuine goods by s p u r i o u s  g o o d s ;

b )  O v e r - c h a r g i n g  t h o  c u s t o m e r s ;

c )  Chet ng i n g  t h e  . r i c e  t a g s  a t  t h e  t i m e  o f  s t o c k - t a k i n g  t o
i n f l a t e  t h e  v - i l u e  o f  s t o c k - i n —h a n d •
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5 . 3 1  m e  a b o v e  s i t u a t i o n  c a l l s  f o r  a  t h o r o u g h  e x a m i n a t i o n  o f  t h e  

s y s t e m  o f  c a s h  s e c u r i t y  an d  t h e  nee d  t o  i n s i s t  u p o n  a  c a s h  s e c u r i t y  

an d  aciouni, o f  s u c h  a  s e c u r i t y  f rom t h e  e m p l o y e e s .  The m a n ag e m en t s  h a v e  

t o  g i v e  s e r i o u s  t h o u g h t  t o  t h i s  a s p e c t  o f  employment  c o n d i t i o n .  T//e 

a l s o  f e e l  t h a t :

i )  Mere  i n s i s t e n c e  up o n  and c o l l e c t i o n  o f  t h e  c a s h  s e c u r i t y  

d e p o s i t  u n a c c o m p a n i e d  by e f f e c t i v e  p e r s o n a l  s u p e r v i s i o n  i s  

no  g u a r a n t e e  t h a t  l e a k a g e s  w i l l  n o t  o c c ’i r .  

i i )  I n c r e a s i n g  t h e  c a s h  s e c u r i t y  d e p o s i t  amount  may n o t  h e l p

p r e v e n t  t h e  i n c i d e n c e  o f  l e a k a g e  and may on t h e  o t h e r  hand 

e v e n  a sad t h e  e m p lo y e e s  t o  s e e k  o t h e r  a v e n u e s  f o r  e a r n i n g  

. a d d i t i o n a l  i n c o m e  t o  even  o u t  t h e  h ea v y  a m oun t  o f  s e c u r i t y  

d e p o s i t  p a i d  by them t o  t h e  S t o r e ,  and

i i i )  Heavy c a s h  s e c u r i t y  b r e e d s  d i s t r u s t  among e m p l o y e e s  and

l o w e r s  em p lo y ee  m o r a l e  and p r o d u c t i v i t y .  The m an ag e m en t s

may h a v e  a l s o  t o  p r o v i d e  e a c h  e m p lo y ee  w i t h  s e p a r a t e  

s h e l f  and l o c k i n g  a r r a n g e m e n t  t o  a s s u r e  t h e  e m p l o y e e s  t h a t  

t h e  s t o c k  i n  h i s  c u s t o d y  w i l l  b e  s a f e  and i s  p r o p e r l y  

p r o t e c t e d .

5 . 3 2  Heavy c a s h  s e c u r i t y  had  p r o v e d  a  m a j o r  h a n d i c a p  i n  mak ing  p r o p e r

s e l e c t i o n  o f  t h e  e m p l o y e e s  b e c a u s e  i t  r e s t r i c t e d  an d l i m i t e d  t h e  

c h o i c e .  I t  h a d  a l s o  l e d  t o  an  i n c r e a s i n g  d e g r e e  o f  d i s t r u s t  among t h e

e m p l o y e e s .  The m anagem en ts  shou ld  t h e r e f o r e  t a k e  t h e s e  c o n s e q u e n c e s  i n t o

a c c o u n t  w h i l e  d e c i d i n g  on t h e  quantum o f  s e c u r i t y  a t  t h e  t i m e  o f

r o o r u i  tm an  i ..

On t h e  o t h e r  hand  i t  was  a l s o  f o u n d  t h a t  a d e q u a t e  c a s h  s e c u r i t y  

-rrcvidcd t h e  n e c e s s a r y  c h e c k  on t h e  a c t i v i t i e s  o f  t h e  u n s c r u p u l o u s

e l e m e n t s  who s n e a k e d  i n t o  t h e s  a o r g a n i s a t i o n s  w i t h  t h e  h e l p  o f  p r e s s u r e ,  

c o n n e c t i o n  o r  i n f l u e n c e  a nd ado:: .’. a t o  a r r a n g e m e n t  f o r  e f f e c t i v e

p e r s o n n e l  s u p e v v i s i o n  e x i s t e d  e l a b o r a t e  c o n t r o l  m e a s u r e s  h ad

b e e n  d e v i s e d ,  

i i  ) Age L i m i t
5 . 3 3  Seme S t o r e s  had  a  p o l i c y  o f  n o t  r e c r u i t i n g  p e o p l e  o f  30 y e a r s  

o r  o v e r ,  b u t  made a n  e x c e p t i o n  i n  c a s e s  o f  e x p e r i e n c e d  c a n d i d a t e s

f ro m  o t h e r  c o o p e r a t i v e  o r g a n i s a t i o n s .
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5 . 3 4  I n  5 o u t  o f  t h e  7 S t o r e s  u n d e r  s t u d y ,  a n  o f f i c e r  h a d  b e e n  p l a c e d  

i n  c n a r g e  o f  a l l  p e r s o n n e l  m a t t e r s  a n d  w a s  d e s i g n a t e d  d i f f e r e n t l y  i n  

d i f f e r e n t  S t o r e s :  i n  s o m e  h e  w a s  c a l l e d  t h e  O f f i c e  S u p e r i n t e n d e n t ,  i n  

o t h e r s  h e  w a s  c a l l e d  t h e  O f f i c e  M a n a g e r  a n d  i n  y e t  a n o t h e r  h e  w a s  

k n o w n  a s  t h e  a d m i n i s t r a t i v e  O f f i c e r ,  I n  t w o  o f  t h e  S u p e r  Bazars, 

t h e s e  o f f i c e r s  w e r e  fu n ction in g  i n  t h e  W h o l e s a l e  S o c i e t y .  As i n d i c a t e d  

e l s e w h e r e  m  t h i s  r e p o r t ,  a l l  p r o c e d u r a l  m a t t e r s  r e l a t i n g  t o  r e c r u i t m e n t  

w e r e  d e a l t  w i t h  by  t h i s  o f f i c e r  w i t h  t h e  h e l p  of a  c l e r k .

5 . 3 5  O n c e  i t  w a s  d e c i d e d  t h a t  a  v a c a n c y  h a d  t o  b e  f i l l e d  i n ,  t h e  

a d m i n i s t r a t i v e  O f f i c e r  t o o k  s t e p s  t o  a d v e r t i s e  t h e  v a c a n c y  i n  t h e  

l o c a l  p r e s s  i n v i t i n g  a p p l i c a t i o n s  a n d  a l s o  s e n t  l e t t e r s  t o  t h e  l o c a l  

a n d  r e g i o n a l  e m p l o y m e n t  e x c h a n g e s  r e q u e s t i n g  t h e m  t o  s e n d  n a m e s  o f  

s u i t a b l e  c a n d i d a t e s .  He a l s o  w e n t  t h r o u g h  t h e  w a i t i n g  l i s t  o f  c a n d i d a t e s ,  

i f  m a i n t a i n e d  by  t h e  S t o r e s  f r o m  w h i c h  so m e  s u i t a b l e  c a n d i d a t e s  w e r e  

a l s o  s e l e c t e d  f o r  i n t e r v i e w .  Any o n e  o r  a l l  t h e  a b o v e  i n d i c a t e d  s o u r c e s  

w e r e  t a p p e d , d e p e n d i n g  u p o n  t h e  p o l i c y  t h a t  w a s  f o l l o w e d  b y  t h e  S t o r e .  

A f t e r  t h e  e x p i r y  o f  t i m e  f i x e d  f o r  r e c e i v i n g  a p p l i c a t i o n s  t h r o u g h  a l l

o r  a n y  o f  t h e  c h a n n e l s  m e n t i o n e d  a b o v e ,  t h e  o f f i c e r  v / e n t  t h r o u g h  a l l  

t h e  a p p l i c a t i o n s  r e c e i v e d  a n d  s e l e c t e d  s u f f i c i e n t  n u m b e r  o f  c a n d i d a t e s  

f o u n d  s u i t a b l e  b y  h i m  f o r  a p e r s o n a l  in terv iew  b y  t h e  a p p o i n t i n g  

a u t h o r i t y .  I f  i t  w a s  f e l t  t o  c o l l e c t  s o m e  a d d i t i o n a l  i n f o r m a t i o n  

w i t h  r e g a r d  t o  a  p a r ticu la r  c a n d i d a t e ,  i t  was a ls o  c a l l e d  fo r . A l i s t  

o f  s u i t a b l e  c a n d i d a t e s  w a s  f i n a l l y  d r a w n  u p  i n  s o m e  c a s e s  b y  t h e  

a d t r - i n i s t r a t iv e  O f f i c e  h i m s e l f  a n d  i n  s o m e  o t h e r s  i n  c o n s u l t a t i o n  

w i  t h  t h e  S e c r e t a r y / M a n a g i n g  D i r e c t o r  o r  t h e  B o a r d  o f  D i r e c t o r s /

S e l e c t i o n  C o m m i t t e e .  h d a y  a n d  tim e f o r  p e r s o n a l  in terv iew  o f  

c a n d i d a t e s  b y  t h e  a p p r o p r i a t e  a p p o i n t i n g  a u t h o r i t y  was t h e n  f i x e d  i n  

c o n s u l t a t i o n  w i t h  t h a t  a u t h o r i t y ,

5 . 3 6  a t  t h e  t i m e  o f  in te r v ie w , e x c e p t  i n  v e r y  f e w  c a s e s  t h e  

j - t d m i n i s t r a t i v e  O f f i c e r  a n d / o r  t h e  D e p t ,  M a n a g e r  i n  w h o s e  d e p a r t m e n t  

t h e  v a c a n c y  h a d  o c c u r r e d ,  w e r e  p resen t a n d  t h u s  had n o  s a y  i n  the  

f i n a l  s e l e c t i o n  o f  c a n d i d a t e s .  A t  l e a s t  i n  t w o  S u p e r  B a z a r s ,  e v e n  

G e n e r a l  M anagers d i d  n o t  s i t  i n  t h e  i n t e r v i e w  c o m m i t t e e  en ga ged  i n  th e  

s e l e c t i o n  o f  t h e  em ployees.

R ecyu l tm gnt P roced u re
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I n t e r y i  ows

0 . 3 7  I h e  p e r s o n a l  i n t e r v i e w s  w e r e  o f t e n  v e r y  c u r s o r y  a n a  i n f o r m a l  

a n d  n o  s t r u c t u r e d  i n t e r v i e w  q u e s t i o n n a i r e  o r  g u i d o l i n g  had b j - n  . '?r-c;:-ar-d & 

f o l l o w e d .  O n l y  so m e  g e n e r a l  q u e s t i o n s  a b o u t  t h e  c a n d i d a t e ' s  e d u c a t i o n a l  

a n d  f a m i l y  b a c k g r o u n d  w a r e  a s k e d .

■5.38 I n  E r n a k u l a m  S t o r e ,  t h e  e n t i r e  b o a r d  o f  d i r e c t o r s  i n t e r v i e w e d

c a n d i d a t e s  a n d  e a c h  d i r e c t o r  w a s  s u p p l i e d  w i t h  a  l i s t  o f  n a m e s  o f

c a n d i d a t e s  t o  b e  i n t e r v i e w a d  a n d  a s  t h e  i n t e r v i e w  p r o g r e s s e d ,  e a c h

d i r e c t o r  i n d i c a t e d  h i s  o p i n i o n  r e g a r d i n g  t h e  s u i t a b i l i t y  c t  o t h e r w i s e

o f  e a c h  c a n d i d a t e .  A f t e r  a l l  t h e  c a n d i d a t e s  w e r e  i n t e r v i e w e d ,  t h e

B o a r d  d i s c u s s e d  a n d  e x c h a n g e d  t h e i r  v i e w s  a n d  o p i n i o n s  a b o u t  t h ^  
o r  o t h e r w i s e

s u i t a b i l i t y / o f  o u c h  c a n d i d a t e  a n d  t h e n  t o o k  a  f i n a l  d e c i  s i  o n .

5 . 3 9  I n  C o i m b a t o r e  S t o r e ,  t h e  S e c r e t a r y  a n d  t h e  S t a f f  C o m m i t t e e  w e r e  

o f t e n  a s s i s t e d  b y  t h e  A d m i n i s t r a t i v e  O f f i c e r  i n  c o n d u c t i n g  t h e  p e r s o n a l  

i n t e r v i e w  a n d  a t  t h i s  i n t e r v i e w  a p p l i c a n t s ’ s u i t a b i l i t y  w a s  d i s c u s s e d  

a n d  t h e n  f i n a l  s e l e c t i o n s  w e r e  m a d e .

5 . 4 0  I n  B a n g a l o r e  S t o r e ,  a s  i n d i c a t e d  e a r l i e r ,  i t  w a s  t h e  Managing 

D i r e c t o r  w h o  w a s  t h e  s o l e  a p p o i n t i n g  a u t h o r i t y  a n d  h e  w a s  o f t e n  a s s i s t e d  

i n  i n t e r v i e w s  b j  t h e  G e n e r a l  M a n a g e r  o f  t h e  S t o r e .

5 . 4 1  T h e  m a n a g e m e n t s  i n  some  o f  t h e  S t o r e s  e x p r e s s e d  t h e  o p i n i o n  t h a t  

t h e  t o o l s  u s e d  b y  t h e m  a t  t h e  t i m e  o f  s e l e c t i o n  n 0 , d  t o  b e  i m p r o v e d  s o

a s  t o  a v o i d  m i s t a k e s  a t  t h e  t i m e  o f  r e c r u i t m e n t .  T h e y  a g r e e d  w i t h  u s  t h a t  

j o b  s p e c i f i c a t i o n s  s h o u l d  bo p r e p a r e d  a n d  so m e  k i n d  o f  t e s t s  f o r  j u d g i n g  

t h e  s u i t a b i l i t y  o f  a  c a n d i d a t e  f o r  a  p a r t i c u l a r  t y p e  o f  j o b  d r a w n  u p  a n d  

a  m o r e  s c i e n t i f i c  s y s t e m  o f  p e r s o n a l  i n t e r v i e w  d e v e l o p e d  so  a s  t o  m a k e  

i t  e a s i e r  f o r  t h e  appointing a u t h o r i t y  t o  s e l e c t  t h e  " r i g h t  m a n  f o r  t h e  

r i g h t  j o b " .

5 . 4 2  I n  o n e  S t o r e  t h e  T r a d e  U n i o n  e x p r e s s e d  i t s  c o n c e r n  o v e r  t h e i r  

n o n - i n v o l v e m e n t  i n  t h e  p r o c e s s  o f  f i l l i n g  u p  o f  a  v a c a n c y .



■Sftduction:

5 . 4 3  A f t e r  s e l e c t i o n ,  t h e  new ro cru it w a s  a s k e d  t o  s u b m i t  a  j o i n i n g  

r e p o r t  a n d  s i g n  a  c o p y  o f  t h e  a p p o i n t m e n t  l e t t e r  s i g n i f y i n g  h i s  

accepca»ice. do v/as t h e n  r e q u i r e d  t o  e x e c u t e  a  s e c u r i t y  b o n d  a n d  

f u r n i s h  t h e  c a s h  s e c u r i t y .  O n e  c o p y  o f  t h e  a p p o i n t m e n t  l e t t e r  t o g e t h e r  

w i t h  o. c o p y  of t h e  e m p l o y e e ' s  j o i n i n g  r e p o r t  w a s  s e n t  t o  t h e  c o n c e r n e d  

D e p a r t m e n t  M a n a g e r / S u p e r v i s o r  f o r  in form ation  to t a k e  f u r t h e r  n e c e s s a r y  

a c t i o n .  T h e  e m p l o y e e  w a s  a s k e d  t o  r e p o r t  t o  t h e  D e p a r t m e n t  M a n a g e r

o n  j o i n i n g .

5 . 4 4  I n  n o n e  o f  t h e  S u p e r  B a z a r s  u n d e r  s t u d y ,  a  s y s t e m a t i c  i n d u c t i o n  

p r o g r a m m e  t o  i n d u c t  c h e  new e m p l o y e e s  i n t o  t h e  o r g a n i s a t i o n  a n d  t o  j o b  

w a s  i n  e x i s t e n c e  a n d  t h e  r e s u l t  w a s  t h a t  t h e  e m p l o y e e s  g e n e r a l l y  

r e m a i n e d  i g n o r a n t  o f  t h e  o r g a n i s a t i o n ’ s  p h i l o s o p h y ,  p o l i c i e s ,  a i m s  a n d  

o b j e c t i v e s ,  h i s t o r y ,  w e l f a r e  s c h e m e s  f o r  e m p l o y e e s ,  a n d  l a s t  b u t  n o t  t h e  

l e a s t ,  m a n a g e m e n t ' s  e x p e c t a t i o n s  f r o m  t h e m .  T h e  e m p l o y e e s  t h e r e f o r e  

h a d  d i f f i c u l t y  i n  i d e n t i f y i n g  t h e m s e l v e s  with t h e  S t o r e  a n d  i t s  g o a l s  

a n d  o b j e c t i v e s  a n d  f o u n d  it h a d  to a d j u s t  t h e m s e l v e s .

5 . 4 5  D u r i n g  t l i e  c o u r s e  o f  a n  i n t e r v i e w  w i t h  s o m e  o f  t h e  e m p l o y e e s  

v / i i en w e  a s k e d  q u e s t i o n s  a b o u t  t h e i r  k n o w l e d g e  o f  t h e  S t o r e  and. i t s  

a c t i v i t i e s ,  w e  w e r e  s u r p r i s e d  t o  f i n d  t h a t  many o f  t h e  e m p l o y e e s  w e r e  

u n d e r  a  m i s t a k e n  i m p r e s s i o n  t h a t  t h e y  w e r e  i n  t h e  s e r v i c e  o f  a  g o v e r n m e n t  

o r  s e m i - g o v e r n m e n t  o r g a n i s a t i o n  a n d  t h a t  w a s  o n e  o f  t h e  r e a s o n s  f o r  t h e  

j o i n i n g  t h e  s e r v i c e s  o f  t h e  S t o r e .  T h e y  s a i d  t h e y  p r e f e r r e d  t h e  

o r g a n i s a t i o n  b e c a u s e  t h e r e  w a s  a  s e c u r i t y  o f  j o b  i n  s u c h  o r g a n i s a t i o n s .

On t h e  o t h e r  h a n d ,  s u c h  a n  i m p r e s s i o n  h a s  b e e n  r e i n f o r c e d  b y  t h e  a c t i o n s  

o f  t h e  m a n a g e m e n t  i n  a  f e w  c a s e s .  I n  Ernakulam S t o r e ,  f o r  e x a m p l e ,

t h e  S t o r e  w a s  c a l l e d  " C o o p e r a t i v e  D e p a r t m e n t a l  S t o r e "  w h i c h  w a s  

m i s l e a d i n g  b o t h  t o  t h e  c u s t o m e r s  a s  w e l l  a s  t o  t h e  e m p l o y e e s  w h o  w e r e  not 

p r o p e r l y  i n s t r u c t e d .  T h e y  t h e r e f o r e  t h o u g h t  t h a t  t h e  S t o r e  w a s  r u n  b y  

t h e  C o o p e r a t i v e  D e p a r t m e n t  o f  S t a t e  G o v e r n m e n t .  T h i s  c o u l d  h a v e  beon 

avoided t o  so m e  e x t e n t  i f  a  o r o p e r  i n d u c t i o n  p r o g r a m m e  h a d  b e e n  i n i t i a t e d  

i n  t h e  3 t o r e .

5 . 4 6  I n  t h e  C o i m b a t o r e  S t o r e ,  i t  w a s  r e p o r t e d  t h a t  a t  t h e  t i m e  o f  

i n t e r v i e w i n g  t h e  c a n d i d a t e s  f o r  r e c r u i t m e n t ,  t h e  S e c r e t a r y  b r i e f e d
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i dle  a p p l i c a n t s  a b o u t  t h e  h i s t o r y ,  t h e  a i m s  a n d  o b j e c t i v e s  o f  t h e  S t o r e .

A s  r e g a r d s  t h e  j o b  p a r t  o f  t h e  i n d u c t i o n ,  i t  w a s  e n t r u s t e d ,  t o  t h e  

c o n c e r n e d  D e p a r t m e n t  M a n a g e r ,  When w e  l o o k e d  i n t o  t h e  l i s t  o f  h i s  d u t i e s  

a n d  r e s p o n s i b i l i t i e s  o f  D e p a r t m e n t  M a n a g e r ,  f o r  t h e  r e s p o n s i b i l i t y  o f  

i n d u c t i n g  new e m p l o y e e s  i n t o  t h e i r  new j o b s ,  we d i d  f i n d  i t  . t h a r . o ,  b u t  

i n  p r a c t i c e  i t  h a d  n o t  b e a n  f o l l o w e d .  'Ye a l s o  f o u n d  t h a t  t h e  a t t i t u d e  

o f  t h e  D e p a r t m e n t  M a n a g e r s  t o w a r d s  t h i s  v e r y  i m p o r t a n t  p a r t  o f  t h e i r  

d u t i e s  w a s  o n e  o f  t h e  i n d i f f e r e n c e  a n d  a p a t h y  a n d  t h e y  p e r f o r m e d  t h i s  

v i t a l  f u n c t i o n  i n  a  v e r y  p e r f u n c t o r y  m a n n e r .  T h e y  j u s t  i n s t r u c t e d  

t h e  n e w  e m p l o y e e  f o r  a b o u t  a  f e w  m i n u t e s  how t o  g o  a b o u t  h i s  j o b  a n d  

w h a t  p r o b l e m s  h e  w a s  l i k e l y  t o  e n o u n t e r  a n d  p r o b a b l y  l e f t  a t  t h a t .  T h e  

p o o r  e m p l o y e e  w a s  l e f t  t o  h i s  own  r e s o u r c e s  t o  t a c k l e  h i s  j o b  a n d  l e a r n  

f r o m  h i s  own  e x p e r i e n c e  a n d  m i s t a k e s .  T h e  s a m e  w a s  t h e  p o s i t i o n  i n  

m o s t  o f  t h e  o t h e r  S t o r e s .

5 . 4 7  I n  s o m e  o f  t h e  S t o r e ,  t h e  new r e c r u i t  w a s  p l a c e d  a s  a n  u n d e r s t u d y

t o  a  s e n i o r  e m p l o y e e .  B v e n  i n  s u c h  c a s e s ,  t h e  d u t i e s  w i t h  r e g a r d  t o

i n d u c t i o n  o f  t h e  new e m p l o y e e  i n t o  h i s  j o b  w e r e  n o t  c l e a r l y  s p e l t  o u t

w i t h  t h e  r e s u l t  t h a t  t h e  e m p l o y e e  w a s  l e f t  t o  h i s  own n a t i v e  i n t e l l i g e n c e

t o  f i n d  s o l u t i o n s  t o  h i s  p r o b l e m s .

5 . 4 8  a t  H y d e r a b a d ,  a t  t h e  i n c e p t i o n  o f  t h e  S t o r e ,  a l l  t h e  n e w l y  

r e c r u i t e d  s a l e s m e n  h a d  t o  u n d e r g o  a  t w o - w e e k  I n d u c t i o n  C o u r s e  w h e r e  t h e y  

w e r e  b r i e f e d  a b o u t  t h e  o b j e c t i v e s  o f  t h e  S t o r e  l a n d  w e r e  t a u g h t  how  t o  

p e r f o r m  i . h e i r  . j o b s  a n d  t a s k s ,  b u t  s u b s e q u e n t l y  t h i s  p r a c t i c e  w a s  n o t  

c o n t i n u e d .

5 . 4 9  I n  C o i m b a t o r e ,  28  s a l e s m e n  w e r e  m a d e  t o  u n d e r g o  a n  I n d u c t i o n  

C o u r s e  f o r  45 d a y s .  T h e  c o u r s e  w a s  c o n d u c t e d  b y  a  D e p a r t m e n t  M a n a g e r  

w h o  t a u g h t  t h e m  s a l e s m a n s h i p  e t c .  I n  b o t h  t h e  a b o v e  c a s e s ,  t h e  e m p l o y e e s  

r e c e i v e d  n o  s a l a r y  o r  r e m u n e r a t i o n  d u r i n g  t h i s  p e r i o d  o f  t r a i n i n g .  To

a  q u e s t i o n  a s k e d  b y  u s  a b o u t  t h e  o b j e c t i v e  o f  t h e  S t o r e ,  m o s t  o f  t h e  

e m p l o y e e s  g a v e  c o r r e c t  o r  p r o p e r  r e p l i e s ,  b u t  i n f o r m e d  u s  t h a t  t h e y  

h a d  a c q u i r e d  t h i s  k n o w l e d g e  not .  f r o m  t h e  m a n a g e m e n t ,  b u t  f r o m  n e w s p a p e r s  

and; f r i e n d s .
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5 . 5 0  I n  s o m e  c f  t h e  S t o r e s  w h e r e  t h e y  h a d  w r i t t e n  s t a f f  R u l e s  a n d  

R e g u l a t i o n s  e v e n  t h e s e  h a d  n o t  b e e n  d i s t r i b u t e d  t o  t h e  e m p l o y e e s  a t  t h e  

t i m e  o f  t h e i r  j o i n i n g , I n  t h e  S t o r e s  w h e r e  a n  a t t e m p t  w a s  m a d e  t o  d r a w  

u p  d u t y  c h a r t s  f o r  v a r i o u s  c a t e g o r i e s  o f  e m p l o y e e s  t h e y  w e r e  n o t  h a n d e d  

o v e r  t o  t h e  e m p l o y e e s .  T h e  sa m e  t h i n g  w a s  t r u e  a b o u t  t h e  a n n u a l  r e p o r t s  

a n d  o t h e r  p u b l i c i t y  m a t e r i a l  s u c h  a s  p a m p h l e t s  a n d  b r o c h u r e s  c o n c e r n i n g  

r .he  S t o r e ' s  o p e r a t i o n s  o f  w h i c h  t h e  e m p l o y e e s  w e r e  u n a w a r e . Had t h e s e  

d o c u m e n t s  a n d  m a t e r i a l  b e e n  d i s t r i b u t e d  t o  t h e  e m p l o y e e s ,  t h e  e m p l o y e e s  

w o u l d  h a v o  h a d  a  b e t t e r  a p p r e c i a t i o n  o f  t h e  S t o r e  c o n c e r n e d , a n d  i t s  

a c t i v i t i e s  a n d  i t  w o u l d  h a v e  i n d u c e d  t h e  e m p l o y e e s  t o  t a k e  m o r e  i n t e r e s t  

i n  t h e  S t o r e  a n d  i t s  o p e r a t i o n s *

5 . 5 1  T h e  m a n a g e m e n t s  o f  a l l  t h e  S t o r e s  a g r e e d  t h a t  i t  w a s  e x t r e m e l y  

i m p o r t a n t  t o  g i v e  p r o p e r  i n d u c t i o n  t o  t h e  new e m p l o y e e s  a n d  a d m i t t e d  t h a t  

s o  f a r  t h i s  v i t a l  a s p e c t  o f  p e r s o n n e l  m a n a g e m e n t  h a d  b e e n  n e g l e c t e d  a n d  

t h e y  i n d i c a t e d  t h a t  t h i s  p o s i t i o n  w o u l d  s o o n  b e  r e c t i f i e d .  T h e  e x p e c ­

t a t i o n s  o f  t h e  m a n a g e m e n t s  o f  g o o d  p e r f o r m a n c e  b y  t h e  e m p l o y e e s ,  i n  

v i e w  o f  t h e i r  f a i l u r e  t o  i n d u c t  t h e  e m p l o y e e s  p r o p e r l y  w e r e  s u r e l y  

m i s p l a c e d ,  f o r  how c o u l d  t h e  e m p l o y e e s  g i v e  t h e i r  b e s t  w i t h o u t  f i r s t  b e i n g  

m a d e  c o m f o r t a b l e  i n  t h e i r  j o b s ?

5 . 5 2  Vie f e e l  t h a t  o n e  r e a s o n  f o r  n o t  d r a w i n g  o u t  a n y  e f f e c t i v e  i n d u c t i o n  

p r o g r a m m e  w a s  t h a t  t h e  m a n a g e r i a l  a n d  s u p e r v i s o r y  s t a f f  w e r e  n o t  f u l l y  

i n v o l v e d  i n  t h e  r e c r u i t m e n t  f u n c t i o n .  We t h i n k  t h e s e  m a n a g e r i a l  p e r s o n n e l  

w e r e  r e s e n t f u l  o f  t h i s  a t t i t u d e  o n  t h e  p a r t  o f  t h e  t o p  m a n a g e m e n t ,  a n d  

d i d  n o t  s i n c e r e l y  p a r t i c i p a t e  a n d  p u t  t h e i r  b e s t  i n  i m p l e m e n t i n g  a n y  

m e a n i n g f u l  p r o g r a m m e  o f  i n d u c t i n g  t h e  e m p l o y e e s  i n  t h e i r  j o b s .  T h e  o n l y  

i n f o r m a t i o n  t h a t  t h e  s u p e r v i s o r y  s t a f f / D e p a r t m e n t  M a n a g e r s  u s e d  t o  g e t  

w a s  t h e  c o p y  o f  t h e  a p p o i n t m e n t  l e t t e r  i s s u e d  t o  a  new e m p l o y e e .

P r o b a t i o n

5 .5 3  I n  D e p a r t m e n t  S t o r e s  w h e r e  s t a f  R u l e s  a n d  R e g u l a t i o n s  w e r e  f r a m e d  

a n d  w e r e  i n  o p e r a t i o n ,  t h e  p r o v i s i o n  r e l a t i n g  t o  p r o b a t i o n  w a s  i n c l u d e d  

i n  t h e  R u l e s .  T h i s  n r o v i s i o n  a l s o  f o r m e d  a  p a r t  o f  t h e  a g r e e ® s n t  b e t w e e n  

t h e  M a n a g e m e n t  a n d  t h e  T r a d e  U n i o n  i n  o n e  o u p e i  ~ > a z a r .
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°*°‘* In the otores a t .  Hyderabad a n d  M e e r u t  i n  t h e  b e g i n n i n g  o f  t h e  

o p e r a t i o n s  o f  t h e  S t o r e s ,  n o  p r o b a t i o n  p e r i o d  w a s  p r e s c r i b e d .  H o w e v e r ,

t h e  m a n a g e m e n t  o f  t h e  M e e r u t  S t o r e  w a s  c o n s i d e r i n g  t o  introduce t h e  

p r a c t i c e  o f  k e e p i n g  t h e  e m p l o y e e  o n  p r o b a t i o n  f o r  s i x  n t m t h s  w h i l e  i n  

t h e  H y d e r a b a d  S t o r e  s u c h  a  p r o b a t i o n  s y s t e m  h a d  a l r e a d y  b e e n  i m p l e m e n t e d .
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5 . 5 5  I n  t h e  o t h e r  S t o r e s ,  t h e  p r o b a t i o n  p e r i o d  w a s  g e n e r a l l y  f o r  s i x  

m o n t h s  w i t h  t h e  s o l e  e x c e p t i o n  o f  t h e  S u p e r  B a z a r  a t  B a n g a l o r e  w h e r e  

a l j .  e m p l o y e e s  w e r e  r e c r u i t e d  o n  a  t e m p o r a r y  b a s i s  a n d  c o n f i r m e d  i n  

t h e i r  j o b s  o n l y  wh e n  t h e i r  p e r f o r m a n c e s  w a s  f o u n d  t o  b e  s a t i s f a c t o r y  

b y  t h e  m a n a g e m e n t ,

5 . 5 6  I n  o n e  o t o r e  t h e  e x p e r t s  f o u n d  t h a t  e m p l o y e e s  w e r e  w o r k i n g  o n  

t e m p o r a r y  b a s i s  f r o m  t h e  i n c e p t i o n  o f  t h e  S t o r e ,  a n d  w e r e  n o t  c o n f i r m e d  

e v e n  a f t e r  a  l a p s e  o f  t h r e e  y e a r s  w i t h  t h e  r e s u l t  t h a t  t h e  e m p l o y e e s  

f e l t  v e r y  i n s e c u r e  i n  c h e i r  j o b s ,

5 . 5 7  I n  a n o t h e r  S t o r e  m o s t  o f  t h e  s a l e s  a s s i s t a n t s / h e l p a r s  w e r e

e m p l o y e d  o n  d a i l y  w a g e s ,  a n d  i t  a p p e a r e d  t o  u s  t h a t  t h e s e  e m p l o y e e s  

w o u l d  c o n t i n u e  t o  w o r k  c n  d a i l y  w a g e s  f o r  a  l o n g  t i m e  t o  c o m e  f o r  

t h e r e  w a s  n o  p r o p o s a l  t o  a b s o r b  t h e m  i n  t h e  r e g u l a r  c a d r e  o f  t h e  S t o r e .  

T h o s e  e m p l o y e e s  h a d  i n  f a c t  b e e n  w o r k i n g  o n  d a i l y  w a g e s  f o r  m o r e  t h a n  a  

y e a r  a l r e a d y  a t  t h e  t i m e  o f  t h i s  s t u d y .

5 . 5 8  T h e  C o i m b a t o r e  S t o r e  h a d  f r a m e d  s p e c i a l  b y e - l a w s  g o v e r n i n g  

p e r s o n n e l  m a n a g e m e n t  a n d  i n  t h e  p r o v i s i o n  r e l a t i n g  t o  p r o b a t i o n  o f  

e m p l o y e e s ,  a  o n e  y e a r  p r o b a t i o n  p e r i o d  h a d  b e e n  p r e s c r i b e d .  T h e  r e l e v a n t  

r u l e s  i n  t h e  b y e - l a w s  r e a d  a s  u n d e r  :

" 6 .  ( i )  ^  p e r s o n  a p p o i n t e d  t o  a n y  p o s t  i n  t h e  s o c i e t y ' s  s e r v i c e  s h a l l
o r d i n a r i l y  b e  o n  p r o b a t i o n  f o r  a  t o t a l  p e r i o d  o f  o n e  y e a r  o n  t h e  
c o m p l e t i o n  o f  v - h i c h  p e r i o d  h e  s h a l l  b e  c o n f i r m e d  i n  t h e  p o s t ,  i f  h i s  w o r k  
a n d  c o n d u c t  h a v e  b e e n  s a t i s f a c t o r y .

( a )  I t  s h a l l  b e  c o m p e t e n t  f o r  t h e  a p p o i n t i n g  a u t h o r i t y  t o  
t e r m i n a t e  t h e  s e r v i c e s  o f  t h e  e m p l o y e e  b e f o r e  t h e  e x p i r y  o f  s i x  m o n t h s  
o f  h i s  s e r v i c e ,  i f  h i s  w o r k  o r  c o n d u c t  h a v e  n o t  b e e n  s a t i s f a c t o r y .  No 
appeal s h a l l  l i e  a g a i n s t  a n  o r d e r  t e r m i n a t i n g  t h e  p r o b a t i o n  o f  a n  
e m p l o y e e  d u r i n g  t h i s  p e r i o d .

( b )  I t  s h a l l  b e  c o m p e t e n t  f o r  t h e  a p p o i n t i n g  a u t h o r i t y  t o  
t e r m i n a t e  t h e  s e r v i c e s  o f  t h e  o i n p l o y  qo  d u r i n g  t h e  s u b s e q u e n t  s i x  
m o n t h s  o f  h i s  p r o b a t i o n  a n d  a l s o  d u r i n g  h i s  r e g u l a r  s e r v i c e  p r o v i d e d  
t h a t  t h e  a u t h o r i t y  s h a l l  n o t  d i s p e n s e  w i t h  t h e  s e r v i c e s  o f  a  p e r s o n ,  
e x c e p t  f o r  r e a s o n a b l e  c a u s e  a n d  w i t h o u t  g i v i n g  s u c h  a  p e r s o n ,  a t  l e a s t



I l l

OQs m o n t h ' s  n o t i c e  o r  w a g e s  i n  l i e u  o f  s u c h  n o t i c e  t > r c v i  ied a ls o ,  hey# e v e r
i ,ha~ s u c h  n o iic c  s h a ll n o t  c e  n e c e s s a r y  w h e n  t h e  s e r v i c e s  o f  s u c h  a  p e r s o n
a r c  n o t  dispensed  w i t h  on a  charge o f  m isconduct a n d  supported by
s a t is fa c to r y  e v i d e n c e  r e c o r d e d  i n  a n  e n q u i r y  h e l d  f o r  t h e  puroose,

( i i )  T h e  person s o  d i s c h a r g e d  s h a l l  h a v e  t h e  r i g h t  o f  a p p e a l  
t o  s u c h  a u t h o r i t y  a n d  w i t h i n  s u c h  t i m e  a s  may b e  p r o s c r i b e d  e i t h e r  o n  
t h e  ground th a t t h e r e  w a s  n o  r e a s o n a b l e  c a u s e  f o r  d i s p e n s i n g  w i t h  h i s  
s e r v i c e s ,  o r  o n  t h e  g r o u n d  t h a t  h e  h a d  n o t  b e e n  g u i l t y  o f  m i s c o n d u c t  
a s  h e l d  b y  t h e  e m p l o y e r  o r  t h e  a p p o i n t i n g  a u t h o r i t y .  T h i s  p e r i o d  i n  t h i s  
c . a s e  s h a l l  b e  3 0  days f r o m  t h e  d a t e  o f  r e c e ip t  o f  t h e  o r d e r  o f  t h e  
e m p l o y e r ,

( i i i )  T h e  d e c i s i o n  o f  t h e  a p p e l l a t e  a u th ority  s h a l l  b e  f i n a l  a n d  
b i n d i n g  o n  b o t h  t h e  e m o l o y e r  a n d  t h e  p e r s o n  e m p l o y e d . "

5 .  5S u l l  t h e  S t o r e s  h a v i n g  i m p l e m e n t e d  t h e  p r o b a t i o n  s y s t e m  a l s o  

fo llo w ed  s i m i l a r  M iles regarding term ination  o f  s e r v ic e  during t h e  f i r s t  

s i x  m o n t h s '  o f  probation a s  i n d i c a t e d  a b o v e .

B e l o w  i s  t. t a b l e  sho-ying t h e  prcbation  t i m e  in  f o r c e  in  t h e

v a r i o u s  S t o r e s  u n d e r  s t u d y .

B o m ba y  j  H yderbadpangalore |  S r n a k u -
|  lam
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5 .60 T h . ; managements c f  a l l  the S tores recogn ised  the im portance o f
p r o b a t i o n  f o r  i t  g a v e  t h e  m a n a g e m e n t s  o p p o r t u n i t y  t o  w a t c h  a n d  e v a l u a t e  

t h e  p e r f o r m a n c e s  a n d  b e h a v i o u r  o f  e m p l o y e e s  a n d  c o m e  t o  d e c i s i o n  w i t h  

r e g a r d  t o  t h e i r  s u i t a b i l i t y  for  t h e  jobs in  th e o r g a n isa tio n , ■ . $ ) ■ ■ ' .

'■'"■'z t h : . - ;  c : v r r  c u n i  t y  t-.v a p p r i o . ;  yao  n o t  u t i l i o ^ c i  b y

m a n a g e m e n t s  a n !  n o  s y s t e m a t i c  a n d  s c i e n t i f i c  e v a l u a t i o n  c f  p e r f o r m a n c e s  

o f  n ew  e m p l o y e e s  w a s  d o n e  a n d  thus the p u r p o s e  o f h a v i n g  a  probation s y s t e m  

w a s  o a r t l y  d e f e a t e d .  In o n e  Store an a t t e m p t  h a d  been made to  eva lu ate  

t h e  p e r f o r m a n c e  o f  new  e m p l o y e e s ,  in  t h i s  S t o r e ,  o n e  o f  t h e  d u t i e s  

m e n t i o n e d  i n  t h e  d u t y  o h a r t s  of Department Managers was th© fu n ctio n  o f

*As per the d r a ft  S ta f f  Rtiles



s u b m i t t i n g  m o n t h l y  r e p o r t s  o n  t h e  p e r f o r m a n c e s  o f  new  e m p l o y e e s  w o r k i n g  

i n  i , h e i r  d e p a r t m e n t s  t o  t h e  S e c r e t a r y  t o  h e l p  h i m  t a k e  a  f i n a l  d e c i s i o n  

w i  t n  r e g a r d  t o  t h e  e v e n t u a l  c o n f i r m a t i o n  o r  o t h e r w i s e  o f  a  p a r t i c u l a r  

e m p l o y e e .  vie h o w e v e r  d i e  n o t  f i n d  a n y  e v i d e n c e  o f  s u c h  r e p o r t s  a n d  

a c t i o n  t a k e n  o n  t h e  b a s i s  o f  s u c h  r e p o r t s .  I t  r e m a i n e d  o n l y  a  p i o u s  

w i s h  o n  p a p e r .

5 . 6 1  I n  t h e  S t o r e s  u n i e r  s t u d y ,  t e r m i n a t i o n  o f  e m p l o y m e n t  d u r i n g  

t h e  p r o b a t i o n  p o r i o d  h a d  b e e n  r e s o r t e d  t c  i n  a  v e r y  f e w  c a s e s .  T h i s  

m i g h t  b e  b e c a u s e  o f  t h e  a b s e n c e  o f  a  p r o p e r  e v a l u a t i o n  s y s t e m  w h i c h  

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

I t  c o u l d  a l s o  b e  a t t r i b u t e d  t o  t h e  i n d i f f e r e n c e  o r  l a c k  o f  i n t e r e s t  

o n  t h o  p a r t  o f  m a n a g e m e n t  t o  a s s e s s  t h e  p r o g r e s s  o f  t h e  new employee 

a n d  one r e a s o n  fo r  t h i s  apparent re lu cta n ce  o n  th e  part o f t h e  

m a n a g e m e n t  t o  t e r m i n a t e  t h e  s e r v i c e s  c f  e m p l o y e e s  who w e r e  f o u n d  

u n s u i t a b l e  d u r i n g  t h e i r  p r o b a t i o n  p e r i o d ,  c o u l d  b e  t h a t  t h e  c o n c e r n e d  

e m p l o y e e s  w e r e  r e c r u i t e d  o n  t h e  b a s i s  o f  r e c o m m e n d a t i o n s  a n d  t h e i r  

term in a tio n  w o u l d  c a u s e  ombarrassment b o t h  to  t h e  m a n a g e m e n t  a n d  t h e  

p e r s o n s  who had recommended th© candidature o f  the e m p l o y e e s  in  q u estio n , 

A f e w  8 u c h  c a s e s  i n  so m e  o f  t h e  S t o r e s  d i d  co m e  i n t o  o u r  n o t i c e .

C onfirm ation o f tha StoploVslis ,

5 . 6 2  T h e  m a n a g e m e n t  did not a ls o  moot tho new r e c r u i t  d u r i n g  t h e  

p r o b a t i o n  p e r i o d  a n d  d i s c u s s e d  w i t h  h i m v,the p r o b l e m s  a n d  d i f f i c u l t i e s  

h e  e n c o u n t e r e d  i n  h i s  j o b  a n d  t h e  d i f f i c u l t i e s  h e  h a d  e x p e r i e n c e d  w h i l e  

a d . j u s t i n g  t o  t h e  e n v i r o n m e n t ,  o f  t h e  S t o r e .

5 . 6 3  ' . ' / h e r e v o r  t h e  s t a f f  R u l e s  a n d  R e g u l a t i o n s  e x i s t e d ,  t h e y  c o n t a i n e d  

a  p r o v i s i o n  t h a t  a f t e r  s u c c e s s f u l  c o m p l e t i o n  o f  p r o b a t i o n ,  t h e  e m p l o y e e s  

c o n c e r n e d  s h o u l d  b e  c o n f i r m e d  i n  t h e i r  j o b s .  H o w e v e r ,  s u c h  o f f i c i a l  

c o m m u n i c a t i o n  o f  c o n f i r m a t i o n  w o r e  i s s u e u  o n l y  i r „  a  v e r y  f e w  o a s e s .

I t  a p p e a r e d  t o  u s  t h a t  m a n a g e m e n t s *  t h i n k i n g  o n  t h i s j  p a r t i c u l a r  

a s p e c t  w a s  t h a t  t h e r e  w a s  i n  f a c t  n o  n e e d  t o  i s s u e  a n y  o f f i c i a l  

c o m m u n i c a t i  n  f o r  c o n f i r m a t i o n  t o  a n  e m p l o y e e  b e c a u s e  h x s  s e r v i c e s  

w o r e  not t e r m i n a t e d  w i t h  t h e  p r o b a t i o n  period or t h o  probation  period  

i t s e l f  w a s  n o t  e x t e n d e d .

11*
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3 . 64. I t  is  our opinion that no recruitffient policy can be 

meaningful and deliver the goods unless i t  is  preceeded by a 

meticulous system o f job-description and position c lassification  

within the organisational framework. As stated earlie r, necessary 

steps fo r job-description should be made by the managements in 

order to recruit right type c f  personnel.

Sources o f Recruitment

5.^5 vie fee l that i t  is  imperative to tap a l l  available sources 

in order to recruit the right type o f employee who should respond 

to the job-description and qualification  la id  thereof. A preference 

may, however, be given to the employees working in s ister 

cooperative institutions o f the same type or private sector 

organisations connected with re ta il trade. However, it will be 

better i f  managements adopt a policy o f spotting the talent 

available elsewhere in the market in order to f i t  in the positions 

as may have to be filled in. This will, however, require an 

improvement in the working conditions in Super Bazars and 

formulation o f progressive po lic ies  to retain such talented 

employees within these organisations.

5 . 6^ >;e also fe e l there is  a need to delegate the authority

to recru it personnel, to f ir s t  and second level managerial 

personnel in the organisational set-up i . e .  the Chief Executive 

and the departmental heads. Except for the selection o f the Chief 

executive and the Department Managers^ a ll  other posts should be 

f i l l e d  in by a committee consisting of the Cnief _Yxecutive* the 

head o f the personnel department and the head o f  the concerned 

section.

t.67 The same committee should also decide about the promotion 

o f the junior emr-loy-adthin tho organisation.

Need f o r  improvement in  r e c ru i ta e n t  po licy
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p. 06 iri our view tnat in case employees are rocruited

purely cn  m e r it and a f t e r  careful consideration, no cash security 

may be insisted upon from such personnel and the management 

should be satisfied with fid e lity  guarantee insurance and two 

personal sureties.

5.6? The management should not confine^ its  role to merely 

rocruitmont o f  personnel. In order to motivate tnem to give their 

best, -.7 i Teel that a ll employees should be properly inducted 

and 'I-he senior managerial personnel should take personal interest 

in the ir growth and development. I t  w ill be ideal i f  the 

Cuief Executive can spare some o f his time at regular intervals 

to discuss with those new employees their problems and 

d if f ic u lt ie s  so that tlie concerned employees may develop a 

fe lL ing o f  close iden tification  towards the organisation.

5.70 Jo are o f the considered view that a l l  freshly recruited 

employees should be invariably kept on probation which should be 

o f at least one year duration. During such probation period, all 

employees besides being properly inducted should also be provided 

with necoss’iiy  opportunities to learn the various aspects o f 

the ir jobs preferably by .keeping them as under study with a 

senior competent personnel in the concerned section. I t  w ill 

also be helpful i f  such employees are provided with necessary 

lite ra tu re  related tc their jobs and -also necessary fa c i l i t ie s  

fo r on-1 fie- j o b-train ing.

.71 I t  is  only through an integrated approach as the one 

that has been described above, we fee l that employees can give 

taa ir b e s t  f o r  th e  organisation they serve.



îie ‘*i<anagemerits were apparently well inclined towards the need 

oi training 01 the employees working in Department Stores. They claimed 

that since tne success of any business organisation depended on trained 

personnel anu although the acquisition o f sk ills  and knowledge necessary 

io r  'join,; a good job depended on the individual's willirgness and 

eagerness to learn, i t  was important that the ultimate responsibility 

fo r  'Draining and development of employees should be taken by the
rricin ag Buicii m

6 . a Barring one or two Super Bazars, no systematic attempt had ever 

been made in this f ie ld  of personnel management. We were given 

iii tores ting, and at times even irrational reasons for this serious 

lapse on their part. This is  what a leading director o f a Super Bazar 

remarked to us, "Neither the majority of the Directors nor the senior 

managerial personnel wanted the junior employees to be properly trained, 

fo r  in that case, the management would no longer remain superior". A 

General manager in one of the Super Bazars had this to says 11 The 

Super Bazar could simply not spare its  employees fo r longer periods for 

undergoing training, more so when the employees did not stay long enough 

in the .viper Pazar a fter such a training. Most o f the employees who 

had undergone training had le f t  the organisation oy now". Another 

executive was found fco be highly c r it ic a l o f the content o f the ad hoc 

courses which the regional institutions had been conducting in uhe past 

He a lt  that these were not conducive to the growth o f the employees 

and were highly theoretical and at times sketchy and these did not 

touch practical difficulties which the employees confronted in the real 

l i f e  situations at a ll .

6.3 another Director pointed out that the management had been

handicapped in making the necessary arrangements fo r training of 

employees because of paucity of resources, non-availab ility of 

competent teachers and s c a r c i t y  of space. He did not also favour the 

idea o f sanding t h e  junior employees fo r institutional training, fo r  in 

that case, in his opinion, work would' su ffer. He further pointed out 

that training during off-hours was also d if f ic u lt  to arrange because

Managements* approach to t ra in in g
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the employees were coming from far away places and thus there were 

practical d iff ic u lt ie s  even in this case. In this particular Super 

Bazar, however, we found that the net p ro fit for the previous year was 

Rs. 70,000 which showed that funds were in fact available fo r  training 

-l± only the management had the w ill and had developed the necessary 
attitude to war‘is this v ita l aspect.

6*4 A majority o f the managements seemed to be unaware that 

employees were an asset in an organisation and any expenditure on their 

braining and development was an investment which could y ie ld  rich 

diviaendrs, raid that they should make a note that in a highly competitive 

niarKet, where tho customers make exacting demands, land complexity 

increase.! every day, it is  with the help of trained employees alone 

that they can survive in a hostile environment. It was also heartening 

to note that in a couple of Super Bazars, on the other hand, the 

managements had come to realize the importance o f training and were 

making calculated attempts to draw up a programme fo r arranging suitable 

training fa c i l i t ie s  fo r  their employees and had even approached the 

n earby academic institutions fo r  assistance in this d if f ic u lt  task.

6.5 The Super Bazars in Coimbatore could be cited as an example of 

the management's positive approach and in it ia t iv e  in training of the 

••iaplo/efcs. This Super Bazar had recently arranged fo r  training o f 

a ll  i t s  sales employees. I t  had also sent some o f its  managerial and 

supervisory s ta ff fo r training to other institutes and had also made 

some lo ca l arrangements in collaboration with the local Productivity 

Council to impart training to the supervisory and managerial personnel. 

The resu lt had been encouraging and the management, seemed to be 

sa tis fied  with the impact of training on the performance ot the 

employees. I t  however expressed a desire that there was s t i l l  scope 

fo r  improvement and the programmes ’that had been so fa r conducted should 

only be treated as basic training and on-the-job follow-up training 

would be organised la ter . The training programme launched by the 

Coimbatore Super Bazar has been explained in greater deta il in a next

part o f this chapter.
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6 .6  Almost a ll the employees whom we had the opportunity to meet 

and interview , expressed a keen desire to receive training so that they 

could improve their sk ills  and knowledge about the jobs and move up in 

the management ladder to assume increased responsib ility and claim more 

compensation. More' than self-developnent, the motivation was financial 

compensation. \>'e could also discern a strong leaning towards problem- 

oriented training instead of usual class room training. The employees 

whom we met, expressed their willingness to sacrifice  comfort and 

le isu re in order to undergo training.

6.7 A general complaint of the employees against the managements was 

that they were ind ifferen t to the employees' demands fo r  making training 

fa c i l i t ie s  available to them. This was also one o f the reasons fo r  a 

certain amount o f frustration voiced by some of the promising and 

ambitious employees before us.

Available Training F ac ilit ies

6 .8  Since Consumer Cooperation in general and Cooperative Super 

Bazars (Department Stores) in particular were o f recent origin in India, 

training fa c i l i t ie s  in this specialised f ie ld ,  i f  not to ta lly  absent, were 

certain ly Inadequate. The demand fo r  training fa c i l i t ie s  in this f ie ld

is  so great today that those responsible fo r  providing these fa c i l i t ie s  

are figh ting against heavy odds. The vastness o f the country and the 

d ivers ity  o f language also pose, a serious problem, and then there are 

just not su ffic ien t teachers and.trainers to take care of so many training 

centres. The Super Bazars had therefore to be sa tis fied  with what was 

lo ca lly  available, which o f course more often than not fa iled  to 

meet their specific  requirements.

6.9 'The managements in some o f the Super Bazars said that training

offered  in junior training centres was too theoretical and was not 

helpful In meeting the real problems faced in the f ie ld .  I t  was therefore 

stressed by them that the training should be preferably f ie ld  and

problem oriented and should be offered at the regional leve ls . There was

Employees Approach to Training
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an acute demand fo r  short-tern specialized courses in specific  areas of 
management.

6.10 I t  was the experience of the managements that the training 

imparted under the existing set-up lagged fa r  behind the needs o f these 

la s t growing business enterprises, and therefore the concerned training 

establishments should build up contacts with the business organisations 

in order to assess their requirements and needs in the f ie ld  o f training,

KINDS OF TRAINING

I n-service  Training

6.11 Most o f the training programmes conducted in the Super Bazars 

were a kind o f on-the-job training, but i t  was not carried out in a 

systematic manner. Most of their training programmes, i f  these could be 

called so, were what might be called 11 learn through own mistakes and 

experience- programmes." In a way this type o f training was also very 

costly. For instance, as quoted ea rlie r too, in the Textile  Department 

o f a Simper Bazar, in the very f i r s t  year o f business, there was a loss 

on account of leakages to the extent o f Rs. 30?000 mainly because o f 

'untrained personnel. Many such examples o f losses due to lack of 

training could be cited , particularly in the f ie ld  of purchasing.

i )  Induction ; A planned systematic programme fo r  the induction o f an 

employee to his job had not been used as a basic form of training. Its  

importance had not been properly appreciated by many o f the Super Bazars. 

The Super Bazars at Hyderabad and Coimbatore had conducted in the in it ia l  

stages o f their operations, some Induction Courses fo r  the ir employees, 

but subsequently i t  had been discontinued. In Ei-nakulam Super Bazar 

S apprentices who had recently been recruited were said to be undergoing 

training prior to taking up jobs in Mini-Super Bazars which ware planned 

to be opened shortly. Apart from the instances given above, the only 

training during induction period fo r  the employee nao oeen to learn 

through mistakes and watching others at work. No wonder, most o f the 

new employees were found to be uninvolved in the working o f the Super 

Bazar, and were ignorant about the goals and objectives o f Super Bazars.
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) Under - study ; The system of assigning a new employee to a senior 

employee or a supervisor and asking the new employee to watch how a 

particular job was done so that he might himself learn to do i t  by 

observing this was also another recognised method of training which was 

practised to some extent in some of the Super Bazars. But wherever this 

type o f training was in operation, i t  was more on an ad hoc basis than as 

a resu lt o f a planned attempt. Consequently in such cases too, the new 

employee had to learn, i f  that was possible, by his own mistakes and 

experience.

i i i ) S ta ff Meetings ; S ta ff meetings as a means of training o f junior 

personnel had been adopted in three Super Bazars. In these Super Bazars 

s ta ff meetings were held regularly every second month and various problems 

related to the operations of the Store or confronted with by the employees 

were discussed and solutions suggested and found. Problems lik e  "how to 

increase sales", "pushing slow moving a rt ic le s ", "inventory management" 

etc, had also been taken up in such meetings.

6.12 In the Super Bazar at Hyderabad at the time o f s ta ff meetings 

some consultants and experts from manufacturing companies had at times 

been invited  to give talks to the employees on some aspects o f sales 

management.

6 .1 3  importance o f s ta ff meetings in employees development 

programme and as an occasion fo r their participation in the management 

had formally been recognised in at least one Super Bazar. In the 

agreement arrived at between the Trade Union and the Management o f the 

Super Bazar at Ernakulam, a clause had been included in the agreement 

which read as follows ;

it S ta ff conferences should be regularly held in due time and 

employees would be given opportunity to ven tila te  the ir grievances 

and suggest ways and means fo r  better working o f the Store."

We however, observed that in most o f the Super Bazars where s ta ff meetings 

were held, only one-way communication, that is  to say, from the management 

to the employees took place, thus defeating the very basic purpose o f
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holding s ta ff meetings. The employees were not given any chance to 

put through their ideas and suggestions. The managements without 

exception were found to be of the view that in staff meetings there should 

/a two-way communication system which would be o f great advantage to both 

the employees and tho management.

6.14- t/e fe e l that there is  considerable scope fo r making s ta ff 

meetings rea lly  useful, e ffec tive  and meaningful instruments of training 

the employees and o f Involving them in the process o f management o f 

Super Bazars. We also fe e l that in such meetings, the management should 

encourage employees to come out with their views frankly and fearless ly .

v) O fficers ' meetings : O fficers ' meetings were held once or twice in a

month in most of the Super Bazars and this was surely a good method of 

discussing managerial problems and at the sane time giving in-service 

training to the managerial and supervisory personnel, but even these 

meetings were not free from the flaw from which the s ta ff meetings 

suffered, tfe were informed that in these meetings too, in many Super 

Bazars, the communication flowed in only one direction, namely, from top 

and even where some upward communication was allowed, i t  was often not 

free  and frank. This aspect has been dealt with in greater deta il under 

the chapter 0:0. " Communication and Social Relationship.”

v i ) Personal Contacts ; Well established personal contacts between the 

management and the employees existed in most of the Super Bazars, The 

General Managers followed the practice o f taking a round in the Store 

once in a day or so and exchanging views and giving guidance whenever 

and wherever i t  was necessary. This was also in a way a form o f training 

the employees and perhaps could be further developed. v/e could also see 

that where the employees had free access to the management, they were 

better informed about the Store's objectives, problems and targets of 

the management, there was a higher degree o f mutual understanding and 

appreciation between the management and the employees.

Institu tional Training

6.15 A ll the Super Bazars with only one exception had had their
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managerial and supervisory personnel trained at the National Institu te 

o f Cooperative Management, Poona. While discussing the training given 

by this Institu te with the ex-trainees o f this Institu te , TO found that 

many o f the trainees had experienced d iff ic u lt ie s  in implauenting the 

knowledge gained by them at the Institu te In their work. They also 

expressed that the type o f training imparted in the National Institu te 

had not been o f immediate help to them in their day-to-day operations, 

and in solving actual problems faced by them in the Super Bazars.

The other reasons as to why the training could not be u tilized  e ffe c t iv e ly  

in the Super Bazars were as under :

(a) the employees who received training in the national in stitu te  

themselves were not keen to apply the knowledge in their work in 

the Super Bazar.

(b) the managements did not evince any in terest in the trainees' putting 

the ir knowledge into practice in the Super Bazars.

(c ) many o f the employees who received training at this Institu te were 

government employees on deputation, and were withdrawn by government 

before the Super Bazar could derive benefit from the training 

received by these employees and thus the training given to these 

employees had rea lly  gone waste,

(d) Due to lack o f e ffec tive  communication system in the Super Bazars 

and lack o f in -service training, the knowledge gained by some 

employees in the Super Bazar could not spread to other employees 

and thus did not have a multiplying e ffec t,

6.16 I t  was suggested by the managements o f Super Bazars that the

National Institu te should only concentrate on training top le v e l managerial 

personnel, teachers, trainers and instructors o f the regional training 

colleges and centres, and. assist these teachers and instructors in 

preparing teaching material (manuals and handbooks e tc .) so that the 

multiplying e ffe c t o f education and training could be speedier and 

comparatively cheaper, and easily available to a l l  the employees.

6.17 Most o f the managements wanted the training o f their managerial
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as well as supervisory personnel at the regional le v e l training centres 

so that a ll categories o f employees could receive an integrated type of 

training. I t  was their opinion that i f  training o f supervisors and 

managers could be arranged at regional training centres, training 

fa c i l i t ie s  could not only be increased, but these would also have the 

desired multipyling e ffec t.

6.18 Hie Coimbatore Super Bazar was planning to arrange a training 

programme fo r  its  managerial and other employees with the assistance 

o f the loca l Management Institu te, I t  had already conducted a Course

fo r  Department Managers of the Super Bazar in collaboration with the loca l 

Productivity Council to the satisfaction o f the o fficers  as well as the 

I ts  own,

6.19 Training fa c i l i t ie s  fo r  supervisory personnel were very much 

inadequate and i t  was only in Coimbatore Super Bazar that 15 Department 

Managers and Supervisors had undergone a 4-5-hour training course. The 

cost o f such training to the Management was only Rs. 500/-,

Contents of Training

6.20 I t  was pointed out by the managements and supervisors that the 

training in the f ie ld  o f human behaviour and human relationship was o f 

crucial importance and should be included in the syllabus drawn fo r  

training o f employees in general and o f managerial and supervisory s ta ff 

in particular, in addition tc the normal topics of sales, inventory 

m a n a g e m e n t ,  financial accounting, budgeting and cost control and 

managerial and organisational aspects o f the Cooperative Movement.

6.21 The Super Bazar at Coimbatore had conducted training fo r  salesmen 

on a big scale. 120 salesmen had 'undergone a s ix  months course o f two 

hours per week. The syllabus fo r  this training course was as follows :

i )  Location, layout and fixtures and f it t in g s  o f the Shop and/or

Sales Counters,

ii) Cleanliness and hygiene in the shop,

iii) Pre-packing, price-marking and assortment of goods.
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i v )  Advertising, publicity and display.

v ) S e lf-service and self-taking shop,

v i ) Storing, physical stock-taking, shortages, stock-keeping under 

double compartmental System, 

v i i i )  Accounting system in Stores, 

ix )  Banking.

Production o f litera tu re  fo r  training

6 .2 2  The managements complained about the non-availab ility o f 

suitable litera tu re  and manuals which could be circulated among the 

employees so as to develop their sk ills  and knowledge. I t  was stated 

that such lite ra tu re  should be supplied as fa r  as possible by the 

national organisations lik e  the Vaikunth Mehta National Institu te o f 

Cooperative Management at Poona, and the National Cooperative Consumers' 

Federation at New Delhi, We also noted the small attempt made in this 

direction by the National Cooperative Consuers' Federation in bringing 

out pamphlets on various aspects o f management of consumer cooperatives

had not reached a ll the employees in this f ie ld .  We found that very few 

employees and supervisors in the Stores had read these pamphlets or even 

knew about thenu I t  was obvious that i t  was an impossible task to 

reach each and every individual worker through these pamphlets because 

o f the ir vast number, but essentially because o f the problem o f common 

language to be used fo r  this type o f lite ra tu re . I t  was suggested by 

many managements that in order to overcome this d iff ic u lty , the National 

In stitu te  o f Cooperative Management and the National Cooperative 

Consumers' Federation could assist regional colleges and centres in 

preparing various types o f manuals and lite ra tu re  in  loca l languages 

which could then be made available to every employee. This would also 

help the Super Bazars in conducting in -service training and fo r  loca l 

training centres in organising training programmes. As mentioned 

ea rlie r  in the report, the managements also did not avail themselves 

o f the opportunity o f distributing available lite ra tu re  with them such 

as the annual report o f the Super Bazar, duty charts prepared fo r  the
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employees, staff rules and regulations, bye-laws, etc. This type of 

material could also be a very valuable tool in the in-service training 

programmes of the employees.

Methods of Training

6.23 In the opinion of the managements as well as that of the

employees, class room training alone was not adequate and should be 

supplemented by an in-service training or practical training to absorb 

the theoretical training received in class rooms and that

the training ought to be a continuous process.

Training of Union Leaders

6.24 As has been discussed under the chapter on "Relationship with

Trade Unions" the managements as well as Trade Union leaders felt that

there was need for training of trade union leaders in order to cultivate 

and establish friendly and cordial relationship betwaen the two. It 

was also necessary to off-set the influence which outside leadership in 

the Unions brought into the activities of the Super Bazar in order to 

achieve some other ends. We feel immediate steps in this direction are 

necessary if unhealthy influence of political leaders who sometimes come 

to dominate the Unions is to be effectively checked and a greater sense of 

maturity and involvement among the employees is to be developed.

Broad-based Training Programmes

6.25 The present training facilities are directed more towards meeting 

the present needs of trained employees and were not designed to meet

the requirements of the future. We feel that training should not only 

be confined to .the present job of the employee but also for the next 

higher position and the concomitant responsibility. Serious attention 

need to be given to this aspect while drawing training programmes for 

the employees.

Correspondence Courses

6.26 In some of the cooperatively advanceo countries, it is a 

practice that there are initial basic correspondence courses where the
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trainees undergo training in order to qualify fo r  participation in 

in stitu tion a l courses. Since many o f the managements o f Super Bazars 

under study expressed d iff ic u lt ie s  in sending their employees, 

especially at the junior le v e l, such courses could rea lly  prove helpful.

As no fa c i l i t ie s  exist at present fo r giving correspondence courses to 

the employees, the managements could not g ive their proper reaction to 

this proposal. Most o f them were, hoi.rever, favourably inclined towards 

i t .  I t  was said that i f  a national leve l or regional le v e l institu tion  

or organisation were to take up such a programme, they would wholeheartedly 

support i t  and induce their employees to undertake training by such.

The employees' reaction to such courses was also encouraging. They 

expressed their willingness to take up correspondence courses i f  they 

are made available to them in "easy to understand" written material at 

reasonable in terva ls. We fe e l that necessary steps should be taken at 

the appropriate le v e l fo r  introducing correspondence courses fo r  

d iffe ren t categories o f employees working in Super Bazars.

Streaml ining o f Training Facil i ties

We fe e l that the existing training fa c i l i t ie s  are inadequate 

to meet the growing demand from the Super Bazars - both in contents and 

number o f Institu tions.

6.27 I t  is  our view that institu tional training fa c i l i t ie s  should be

made available bo a ll the three leve ls  o f employees o f Super Bazars, i . e . ,

senior, middle and junior and the contents In each course should be o f
not only

such a natare that i t  should/be helpful in tackling the existing problems 

confronted by the employees, but should also in s t i l  confidence among 

them to face the future task bo?

6.23 The contents of the training and the institutional arrangements 

in our view, should be -is -«der Institutions

i) Senior Loved : a- Planning ) Vaikuntli Mehta
Senior~Executives and b. Conceptual thinking ) National Institu te
Lecturers o f Colleges c. Coordination ) o f Coop Management

) Poona
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Topics Institutions

) Cooperativeii) Middle Level : a* Organisation

Dept .Managers, 
Supervisors and

b. Operational (Advance level) Training
c. Human Relations & Personal) College

Lecturers of Coop. 
Training Gentres

Management,
d. Cooperation

iii) Junior level : a. Operational ) Cooperative

Salesmen, Assistant 
Salesmen and Clerks

(Sales, inventory management Training 
A c c o u n t a n d  Personnel ) Gentres 

(Relations
b. Gooperation

6.29 We also feel that the Vaikunth Mehta National Institute and the

National Cooperative Consumers'' Federation should organise periodical 

seminars for senior executives and for the faculty of Cooperative 

Training Gentres in order to keep them informed of the latest develop­

ments in the field of retail management as also to develop feed back 

system through holding of such seminars* Such seminars should attempt 

to lay guidelines for future expansion, increasing of productivity and 

innovations. Such seminars should also provide necessary lecture 

materials for the training instructors and manuals for employees.

6.30 We feel that in order to develop talented onployees, it is

necessary to make a planned programme for their training, which should 

consist of institutional training, on-the-job training and correspondence 

courses, punctuated with suitable placement of employees in various 

positions within the organisation.

6.31 We also feel that there is considerable scope for improving the

methods of training and more emphasis need be given to the problems and

difficulties faced by the employees in actual operations.

6.32 We also feel that there is a need for periodic evaluation of the 

training given to various categories of personnel in order to forge

a closer link between tne actual requirements of training and the 

existing arrangements as .also to meet the exacting demand which may 

arise with the passage of time.

6.33 It is our firm opinion that fresh recruits should be kept as 

under-study in the initial period of their probation with an experienced 

and competent senior employee. The candidate should also be given all



material as is available with reference to the work of the Super Bazar 

in order to help him understand the environment of his new job.

6.34- Lastly, the management should ensure that there is a closer 

integration between all types of training given to an individual 

employee and that the employees are given necessary opportunities to 

undergo the appropriate types of training at suitable time in their 

career.
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.7* Management attitude and, approach towards compensation
and welfare measures1

7.1 Outwardly a l l  the managements exhibited a positive approach 

towards this v ita l area of personnel administration* inasmuch as they 

were a l l  agreed that in order to attract talented people to work in 

Department Stores, i t  was necessary to o ffe r attractive salary scales 

and other service conditions. But many of the managements expressed that 

they were handicapped because of lim itations of financial resources which 

did not permit them tn revise their salary-structure to bring i t  in tune 

with the market rates. In some of the Storesj however, we found that the 

managements had tried  to provide llther financial benefits like  Dearness 

Allowance* House Rent Allowance, Incentive Pay to their employees to improve 

their morale and to boost up sales and business turnover* The managements 

were o f the opinion that the employees were satisfied  with the salaries

and wages given by the Department Stores considering their merit and 

unemployment in the market.

7.2 A ll  the managements recognised the importance of providing

as many welfare measures fo r their employees as was possible, but only 

a. few Stores did actually provide fa c i l i t ie s  like the medical aid, retirement 

benefits, canteen and rest room fo r s ta ff and recreation clubs. Others 

contended that they were trying to introduce gradually as many welfare 

measures as were possible, within the limited resources.

Employees attitude towards compensation and 
welfare measures

7*5 l )  Wages : In almost a ll  the Stores, the employees complained

that in view of the ris in g  cost of liv in g , i t  was not possible to make 

both ends meet with the existing salary scale and other financial benefits 

and that the present salary scales needed an upward revision. In some 

Stores, the employees informed us that salaries and wages given to employees 

in other sectors "were better compared to what they were getting' in the 

Department Stores. They were of the opinion that high turnover among the
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employees of Super Bazar was because of inadequate salaries paid 

in these organisations.

i i )  Incentive Pay : In Stores where some incentive

pay schemes were in operation, the employees were found c r it ic is in g  the 

scheme intrqduced by the Store saying that i t  was not based on any sound, 

reasonable and re a lis t ic  basis. The targets fixed for claiming incentive 

pay were, they said, so high and unrealistic that very few, i f  at a ll  any, 

could rea lly  claim any benefit under the scheme. The employees in some 

Stores also complained that the scheme did not work fa ir ly  and sa tis fa c to r ily  

because the employees were neither involved in fix in g  the targets nor 

were they informed the basis on which the targets were fixed.

i i i )  Welfare measures : Employees in almost a l l  the Stores

were found to be impatient to have a ll  the welfare measures like  medical 

aid, canteen and rest room fa c il it y ,  retirement benefits and G ratu ity,etc., 

introduced in their Store. Their complaint was that the managements were 

holding b-jck giving these benefits to the employees even though the financial 

position of the Stores were good and the Stores ^ould afford to meet the 

financia l obligations with regard to these measures. In on© particular 

Store, the employees pointed out to us the extravagance of the management 

in maintaining three s ta ff cars which were not necessary, but did not 

provide the necessary ameniies like the rest room to the employees.

The management had even not started the P.F. scheme, because the P.F.Act 

was not applicable to i t  at that time.

7.4 Role o f Trade Union

In the Stores at Bombay and Ernakulam, the managements have 

entered into agreements with the Trade Unions regarding employees' compen­

sation and welfare measures. In Hyderabad Store where there was such 

agreement un til recently, i t  had not been renewed a fter its  expiry. I t  

seemed the Union leadership wanted to change the Agreement in favour of the 

employees and some hitch had developed between i t  and the management.
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7*5 Fay Scales

A ll  the Stores had. drawn up pay-scales fo r d ifferen t categories 

of their employees* The table below shows some of the pay-scales 

in operation in d ifferent stores v is ited  by us. These pay-scales 

conformed to the provisions of the Minimum Wages Act which prescribed 

minimum wages in respect of skilled, semi-skilled and unskilled

Rs.112/- per month

Rs. 4 . 3 I per day.

Rs. 93/- .per month 

Rs. 3*58 per day

Rs. 75/- per month 

Rs. 3^88 per day.

Pay-scales in operation in d ifferen t 
Department Stores in India.

( Rupees )

Ca
of

tegory 
00 st.

Bombay Hyderabad Bangalore Ernakulam Coimbatore Ludhiana Mee­
rut

1 . General
Manager

1200-40-
1600

- 6OO-4O-IOOO 225-450 300-15-450-
20-650

45#-30-
- 35-750

540 -

2. Asstt.
Managers

300-25-425
30-635

- 400-30-915 •- 250-10-350-
15-500

- -

j  • Deptt.
Managers

- - 210- 15-300 300-400 140- 6- 200-
8-280

- -

AT • Super­
visors.

140- 10-200
15-305

- 225-7 i-
350

180-10-320 - 90- 5- 140-7
210

150- 200- 15- 
10-300 450

 ̂* Asstt.
Supervisors

175.7b
250

- - - - -

6. Salesmen/
Grd.I

100 - 8 - 140-

10-190
135-5-175 00- 3- 110-

4-130-5-150
60-4-80-
5-130

60-4-100-
5-150

150- 10-
200

■ 150 -  

15-300

?. Salesmen/
Grd.II

75- 5- 100-
7-135

- 55-1-65-2-
75

- 55-3-35-
4-125

75-5-
100

80-8-
160

3 . Salesmen/
G rd .III

45- 3- 6O-4 -
80-5-100

75-5-
125

50- 1-60 40- 2-60- 
3-75

5O-3- 8O-
4-120

100
(fixed )

-

employees as follows :

i )  Skilled B (Supervisors, Salesmen 
Cashiers,etc.)

fip

i i )  Semi-skilled . . .

or

i i i )  Unskilled (Peon,Chowkidar,
Packer, Sweeper,helper) I
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7.6 As can be seen from'above, when dearness allowances were 

added to the salaries, the tota l remuneration of these employees worked 

out to the leve l as was prescribed under the Minimum Wages Act.
•

7*7 In the Bangalore Store, the pay-scales of employees of the 

Store were the same as were applicable to the State Government employees 

o f the same category and therefore compared favourably with the pay-scales 

in other re+a i l  enterprises in the town. The employees were therefore 

by and large satis fied  with the pay-scales granted to them. In a few other 

Stores, the pay-scales compared favourably with those given to the employees 

in the private sector. However, the employees f e l t  that they should be 

given better pay-scale, than the one they had been given fo r as i t  was 

very d if f ic u lt  fo r  them to make both ends meet with the existing salaries 

and wages. The managements could not however pay higher salaries and viages 

due to lack of resources*

.Dearness Allowance

7*8 In Bombay> Ludhiana, Coimbatore, Ernakulam Meerut and Bangalore 

Stores employees were given dearness allowance in addition to the basis 

pay, linking i t  with the cost of liv in g  in that particular area. For 

example, in the Coimbatore Store* the following were the rates of 

Dearness Allowance;

Employees drawing basio pay upto Rs. 60 Rs. 50 as DA

Employees drawing basic pay from Rs.6l to 120 55 11

Employees drawing basic pay from 121 - 180 60 tt

Employees drawing basic pay from Rs.181-240 65 !!

Employees drawing basic pay of Rs. 24O and above 70 ff

7.9 In the Bombay Department Store, the follow ing rates of dearness 

allowance were in force :

Basic Salary Slab Rate of Dearness Allowance when working class
cost of liv in g  index number is 680

i )  Up to Rs.lOO/- Rs.BG/-

i i )  Next Rs.lOO/- 4-0% of the basic salary of this slab

i i i )  Next Rs. IOO/- JOfo of the basic salary of this slab

iv ) Next Rs.lOO/- & 2O'fo of the basic salary of this slab
above
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Note: For every 5 point rise over the working class cost of liv in g

index number 690 dearness allowance in the slab 1 above shall 

be raised by Re.l/- (fo r  example the cost of liv in g  index number 

fo r  the month of June 1968 w ill be Rs.SO/- plus Rs.12/- = Rs.92/-.)

The follow ing is a. statement showing the monthly salaries

and allowances at the time of joining in the stores under study.
____________________ _____________________________________________________ (Rupees)

Bombay Hyderabad Bangalore Ernakulam Coimbatore

v

Ludhiana Meerut

Dept I. 
Managers

520 356 220

Supervisors 256 225 270 - 160 250 245

Asstt.
Supervisors

- 175 - - - - -

Salesmen 
Grd, I

180 135 150 116 121 163 160

S alessen 
Grd.II

155 - 102 - 115 107 110

Saleamen 
O rd .Ill

125 75 97 91 110 100 -

7,10 We fe e l that the present u&tes of compensation

are inadequate in ©oat of the Super Bazars, ony^idering the work

oi the sttpiejreeB and in order to attract and retain suitable employees 

in the Super Bazar, i t  is essential that the pay-scales especially at the 

junior leve l should be at least the same i f  not higher,as are applicable 

to the employees holding equivalent positions in the State Governments.

We also fe e l that rates of compensation should be linked up 

with the positions defined in the organisational set-up and the contribution 

exptcted from i t  in the achievement of our objectives. The gap of 

to ta l compensation rates between the lowest and the highest positions 

iii the organisation should be narrowed down by increasing the rates 

at the lowest leve l.



7.11 Only Ernakulan and Coimbatore- stores gave separate House

Kent Allowance to their employees.. While Ernakulam Store gave a fixed

house rent allowance of Rs.6/- per month to each employee, the Coimbatore

Store gave 10 per cent of the basic salary plus the dearness allowance to

its  employees with e ffec t from January 1968. The Hyderabad Store was

considering the poss ib ilit ies  of building houses for its  employees and the

Management of the Store seemed to be posit ively inclined towards such a

housing scheme fo r the benefit of employees as i t  would bring the employees

closer to the organisation end make them more loyal and hardworking.

Other Stores did not have any house rent allowance or any scheme to provide

houses to their employees.
Bonus
7.12 The Payment of Bonus Act, 1965 is made applicable
to the Department Stores. Under the provisions of this Act, every employee 

is  entitled  to receive bonus i f  he has worked fo r not less than 30 working 

days in a year in that establishment. I t  is  not necessary that this 

30 days of work should be fo r a continuous period. Employees dismissed 

from service fo r fraud, misbehaviour and misconduct, theft, mis-appropriation 

or sabotage of any property of the establishment are d isqualified to receive 

bonus.

7.13 Every employer is bound to pay to every employee a minimum bonus

of 4 per cent of the salary or wage or Rs.40/- whichever is higher, whether 

there are p ro fits  in that accounting year or not.

7 .1 4  where in any particular accounting year, the allocable surplus

exceeds the minimum bonus the employer shall, in lieu  of the minimum bonus

be bound to pay to every employee in that year bonus in proportion

to the salary or wage earned during the relevant year subject to a maximum 

of 20 per cent of such salary or wage. In the case of employees whose 

salary or wage exceeds Rs.750/- per month, the bonus has to be calculated 

as i f  the salary or wage were Rs.?50/- only per month.

7.15 I f  in .any accounting year, the allocable surplus exceeds the 

amount o f maximum bonus payable to the employees, then the excess shall, 

subject to a lim it of 20 per cent- of the to ta l salary or wage of the 

employee, be carried forward for being" set on' in the succeeding year upto 

and inclusive of the fourth accounting year and be u tilis ed  for payment of

133

House Rent Allowance

bonus,
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7*16 In case o f a newly set up establishment, the employees are

en titled  to bonus only from the accounting' year in ?;hich the establishment 

derives p ro fit , or from the sixth accounting year following the year in 

which he starts se llin g  goods, whichever is earlier.

7.17 The Payment of Bonus Act, 1965 is applicable to the Department 

Stores as they employ more than 20 persons. The Stores in Bangalore,Coimba­

tore, Ludhiana and Ernakulam were paying bonus to their employees as provided 

under the Act and as mentioned in their bye-laws s ta ff rules and regulations.

7.18 In the Coimbatore Store, under the bye-laws, three months' pay was 

dis tributed as bonus to employees which was more than what was lega lly  

payable. In addition, during the three years 1967-68-69? due to higher 

p ro fita b ility , the employees had been given an special additional bonus amoun­

ting to 15 per cent of the salary. This had been very much appreciated

by the employees.

7.19 During the year 1966- 6 7 , the employees in the Ernakulam Store 

were given two months' salary as boms. But during the year 1967-68, the 

employees received only 4 per cent of their salaries as bonus, because * f  

heavy loss incurred by the Store.

7.20 In addition to this bonus, the employees in this Store had also 

received what was known as "Attendance Bonus" fo r regularity in attendance.

This had been claimed by almost 1 /3  o f the employees.

7.21 During the year 1966—6 7 » the Bangalore Store gave one month's

basic pay as bonus to its  employees, but fo r  the year 1968-69, no decision

had been taken u n til the time of our v is i t  with regard to the quantum of

bonus to be given to the employees.

Deputation Allowanee

7.22 With the sole exception of the store at Hyderabad, deputation 

allowance was given to government o fficers  working in the Stores at a 

specific  percentage of basis pay.

Other Allowances

7.23 When trave llin g  on duty, employees were given such allowances

as Travelling Allowance and Daily Allowances. Other types of allowances
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lik e  conveyance allowance and cjcLe maintenance allowances and cash-charge 

allowances were also given in the Bangalore Store.

Overtime Pay

7*24 With regard to overtime pay, the Stores were governed by the 

provisions of the Minimum Wages Act of 1948> which stipulated that "When 

a worker works in an employment fo r  more than nine hours on any day or fo r  

more than forty-e igh t hours in any week, he shall, in respect of overtime 

work, be entitled  to wages at double the ordinary rate of wages in any 

other schemed employment". 'Ordinary rate o f wages' meant the basic wages 

plus allowances, bonus was not to be included. A register fo r  overtime 

had to be maintained in the prescribed form and kept in the work spot. The 

same Act provided "that an employee shall be granted on day's rest in a 

week, and i f  he works on the rest day and has been given a substituted rest 

day, he shall be paid wages fo r  the rest day on which he worked, at the 

overtime rate and wages fo r  the substitute rest day at the rate applicable 

to the next preceding day". As per the Shop Act, the maximum number of 

overtime hours per week six end 200 hours in a year. However, employees

could only be asked to work overtime fo r  particular reasons such as stock­

taking, auditing,etc. In most of the Stores under study, there was no 

system of paying overtime pay to employees working beyond the fixed hours 

of work or working on paid holidays. ’We found that overtime was generally 

not encouraged and liked by managements. In Hyderabad Store, however, 

i f  employees were asked by management to work beyond fixed working hours 

or on holidays, they were paid twice the daily rate of wages as overtime 

pay.
7.25 In Bangalore Store, instead of paying overtime pay, employees 

were given corresponding leave in lieu  of overtime pay fo r  work put in by 

them.

7.26 Overtime pay was given to  employees as per S ta ff Rules fo r  extra 

work put in by employees in the Bombay Store as per rates fixed from time 

to time by the Managing Committee.

7.27 Employees did not generally claim overtime pay often for fear of 

incurring the displeasure of superiors and management, i t  was pointed out 

by some of tho employees.
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Employee Welfare Measures

7*28 Although all the managements recognised the need for and 

importance of introducing employee welfare measures in their Stores, 

almost a l l  of tnem expressed their in ab ility  to do anything in this regard,

on grounds of financial stringency in meeting these obligations. As a

result of this, in many of the Stores, employees had been denied even the 

basic and essential amenties like the rest room, the canteen, medical aid 

and other recreational fa c i l i t ie s  like  the s ta ff club. The employees were 

c r it ic a l  o f the managements' attitude and apathy towards providing these 

amenities and fa c i l i t ie s  especially in Stores where funds were available 

with Stores fo r  meeting these expenses.

Provident Fund

7*29 The Super Bazars are covered under the Employees Provident Fund 

Act as they employ 20 or more persons. They have therefore to establish 

a Provident Fund f o r  their employees even i f  the strength of the employees 

is  reduced to 15 and remains so for a continuous period of not less than 

one year. Stores employing 50 or more persons w ill not however attract the 

provisions of this Act until the expiry of 5 years of starting of their 

operations, and Stores employing 20 or more but less than 50 w ill not 

attract the provisions of this Act u n til the expiry of fiv e  years from the 

date on which the Store is or has been set up.

7.30 Under the provisions of this Act, the employee and the 

employer's contribution to this fund is fixed  at 6- I /4  per cent of the basic 

wages, dearness allowance, and retraining allowance i f  any, including cash 

allowance of food concession, given to the employees. Production bonus 

(incentive Bonus) and overtime payments are not included. Employees are 

required to contribute the same amount as is  contributed by the employers 

in respect of them. However, i f  the employee so desires, he may contribute 

more - subject to a maximum of 8- 1 /3  per cent of his basic wages and

dearnes s allowance.

7 . 31 The provisions of the Provident Fund Scheme is  applicable

to any employee of the Store who is employed for wages in any kind of work, 

manual or otherwise in or in connection with the work of an establishment 

and who gets his wages d irectly  or ind irectly  from the employer, and includes 

any person employed by or through a contractor in or in connection with the 

work of the establishment.



137

7-32 In  order to become e lig ib le  fo r benefit under the scheme, 

a worker must have completed one year's continuous service or worked for 

240 days during the period of twelve months, and h ij total emoluments 

should not exceed Rs.1,000/ - per month.

7o3 In the Stores at Ernakulam, Coimbatore, Mee^yfy Ludhiana and 

Bombay, Provident Fund Schemes for employees 7/ere in  operation. In the 

Coimbatore Store, the rate of contribution to this Fund was 10 per cent 

of basic pay while in Bombay and Ernakulam Stores it was fixed at 8 per 

cent of the basic pay.

7.34 In the Hyderabad and Bangalore Stores there had been no

scheme of Provident Fund for s ta ff at the time of our v ia i4' Tut the manage­

ments were considering starting the scheme from the next ^ r r .  Draft 

rules were being framed by the managements in this behalf. The Hyderabad 

Store was however in a quandary as to how to meet this financial 

obligation.

S ta ff Benefit Fund

7.35 In Coimbatore Store, a fund had been established known as

the "Staff Benefit Fund" to which th© employees had to contribute fifte e n  

per cent o f their basic salaries and dearness allowances. 'Interest was 

payable on this fund at rates fixed by the Store. The am««nt deposited 

by employees in this fund was repayable to employees on death, retirement, 

resignation or termination of service. The employees were however not 

en titled  to raise loans from this fund. The management said that the purpose 

of establishing this fund"was t* foster a habit of thrift among the employees 

and to retain the employees in ’ the organisation. We fe e l that Super Bazars 

should take at least a few such measures as may resu lt in retaining the 

jmployees, in fo r g in g  a closer bond between them and the Super Bazar 

and in generally creating conditions where it may become possible for them 

tc c losely integrate themselves with the Super Bazars.
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7.56 Gratuity has been explained by the Industrial Disputes Act 

as a kind of retirement benefit like the provident fund or pension, therein 

at one time it was treated as payment gratuitously made by the employer 

at his pleasure. The general principle underlying gratuity scheme is 

that by their length of service workmen are entitled to claim a certain 

amount as a retirement benefit.

Such a scheme was in operation in the Stores at Coimbatore,

Bombay and Ernakulam. This scheme was to be introduced shortly at the 

Bangalore Store and had been included in its  draft rules. Under this 

scheme an employee on his retirement or resignation after completing a 

fixed number of years of satisfactory service, (generally more than 10 years), 

was given a lumpsum amount calculated on one month or half month's salary 

fo r  every completed year of service. Only permanent employees were e lig ib le  

to receive this amount. The maximum amount that could be given to an 

employee as gratuity was 15 morths'salary. In other stores, this scheme 

was not in operation. We fe e l that a l l  the Super Bazars should undertake 

this scheme fo r their employees in order to make jobs in Super Bazars more 

attractive and fo r fostering closer iden tifica tion  between the two.

Advances

7.37 In the Coimbatore Store, the management was giving temporary 

advances to its employees to help meet extra expenditure. A festival 

advance of Rs.120 was given co employees fo r any one particular festival 

in a year. This advance carried no in terest and the amount of advance was 

recoverable from the employee in 12 equal instalments.

Employees were also given advances from Rs.1500 to Rs.J,000/- in 

order to enable them to purchase conveyances like scooters,etc. An interest 

at the rate of 9% was charged on such advances and the advance was recovered 

from the employee in 36 equal instalments.

Canteen and Staff Room

7.38 In the Factories Act, i t  was indicated that factories  employing 

over 250 workers should maintain a canteen and those employing more than 

ISO to maintain lunch rooms and rest rooms. I t  is also prescribed under

G ra tu i ty
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'she Act that where more than 50 female workers are ordinarily 

employed., there should "be a suitable room fo r  use of employees 

children under the age of six years of such women workers.

7.39 In the Department Stores which we v is ited  there were no 

proper rest room fa c i l i t ie s  fo r the employees. This was a general 

complaint of employees in a ll  the Stores. The management's fa ilu re  to 

provide even such an essential amenity was generally explained by it by 

stating that there was lack of suitable space. In Bangalore Store, however, 

a small room had been made available to female employees for privacy and 

rest. In Ernakulam Store, a small area in the o ffic e  bad been provided

fo r employees for taking lunch. In Hyderabad Store a verandah in the Store 

was allowed to be u tilised  by the employees fo r rest during their lunch 

hour.

Other managements however stated that they would provide these 

fa c i l i t ie s  shortly. We found at least three Stores which were running 

in profit, had not provided these amenities to their employees. We fe e l 

that the managements of a l l  the Super Bazars should invariably provide the 

facilitity of Rest Room to their employees.
'Pag

7 . 40 The Super Bazars at Ernakulam and Ludhiana were serving 

evening tea to all employees free of charge and that had been appreciated 

by the employees. In Hyderabad Store also free afternoon tea was served 

to employees in earlie r stages but when the employees compalined that the 

tea served was not of good quality and wanted instead an allowance to 

moke i t  possible fo r them to have tea from outside, the management stopped 

this practice of serving tea and said that the ad-hoc increase o f Rs.5/-

in their salary, which was in fact given as a result o f an Agreement between 

the Management and Trade Union, might be treated as an allowance for this 

purpose. The employees were not apparently satis fied  with this sh ift in 

managements' stand and had contended that the increment of Rs.3/- given to 

them was tne annual increment that they had earned in the f i r s t  year of 

tlit Store and could not be deemed as a.n allowance fo r tea.



Medical Aid

7.41 In the Employees State Insurance Act,
matters relating to health of employees are dealt with. However, 

this Act refers only to factories run with power and employing 20 or 

more persona.

7.42 In the Department Store at Bombay, medical expenses of employees

with regard to some specified diseases and the tuberculosis and cancer 

were met by the Store to the extent o f Rs.lOO/- in a year.

7.43 In the Coimbatore Store Rs.35/- per year were given to each

employee towards medical expenses. Previously this Store used to meet 

the entire medical expenses o f employees, but since it was found that 

employees were misusing this benefit, the Store had to stop th i3 practice 

and switched over to lump sum payment.
7.44 In this Store a fund had also been established known as the

"Employee Reserve Fund" to which an amount not exceeding Rs.5,000/- was 

contributed by the Store iron out of the net p ro fits  of the Store, and 

employees were given financial help to meet their medical expenses in 

certain specified illn ess and distress.

7.45 In other Stores employees did not receive any monetary help

to meet their medical expenses.

Supply of Uniforms

7.4 6 In Super Bazars at Bombay and Ernakulam one set of uniforms

per year was supplied to each salesman. In the Coimbatore Store the 

salesmen were provided with' uniforms but they had to share 50 per cent 

of the cost of such uniforms supplied to them. Watchmen and Drivers 

were given free uniforms in Hyderabad and Coimbatore Stores and the 

management of the Hyderabad Store was considering giving uniforms to 

sales assistants and s ta ff below them. In other Stores uniforms were 

not supplied to any employee.

7.47 In  Ernakulam Store the employees were given a laundry allowance

of Rsl.75 per month. Wherever uniforms were supplied to employees, the 

complaint however was that the quality of the uniforms was net good and the 

cent of maintenance of uniforms was not given and therefore most of the 

anrcloyaes did not wear ttie uniforms at a ll.

140
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S ta ff club

7.48 In Hyderabad, Ernakulam and Coimbatore Stores s ta ff recreation 

oluDs were established and offered some recreational facilities to 

employees of the Stores. These clubs stages plays and dramas, arranged 

picnics and excursions and conducted sports events. A library service 

was also given. The activities of the s ta ff club in the Hyderabad

Store v/ere financed from out of the commission eernod by the olub by se llin g  

lo tte ry  tickets, w h ile  in  the Ernakulam Store the expenses of the club 

were met from out of the comission earned by the club on its insurance 

business. In Ernakulam Store, the s ta ff club advanced loans to its  members 

from out o f its funds at 6 per nent interest and the loans were repayable 

in six equal instalments.

7.49 The S taff Club in Hyderabad Store also awarded scholarships

and free school uniforms to the children o f low paid member-employees.

We fe e l that in order to forgo closer relationship at social and personal 

leve l which in turn can also help in building up closer contact within 

Super Bazar, Management should encourage the employees in organising 

S taff Club3 and to the extent possible finance a few of their a c tiv it ies .

Working Hours, leave and Working Conditions

7.50 Working Hours : Under the provisions of the Minimum Wages

and Shop and Commercial Establishment and the Factories Acts, no adult 

employee is  allowed to work in a business establishment for more than

'ig h t hours on any day or 48 hours in any week and the establishment has 

to f ix  the daily hours of work accordingly. Again no adult employee shall 

be required or allowed to work continuously in any establishment for more 

than f iv e  hours on any day unless he has had an in terval for rest and meals 

at least half an hour. The periods of work on any day of an adult employee 

shall be so arranged that inclusive of his interval for rest or meals 

as required under the provisions of the law, the period of work shall not 

spread over fo r more than ten and a half hours in any commercial establishment 

or for more than twelve hours in any shop” .
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7*51 The Shop and Commercial Establishment Act also stipulates 

that every shop and commercial establishments "shall remain closed 

on a close day in a week. In addition to the weekly close day, every 

shop and commercial establishment shall remain closed on three of the 

Eational Holidays each year as the government may, by notification , 
spec ify ."

T a b 1 a

WORKING B 
APPLIGABL

iOURS, REST HOURS AND Cl 
iE IN 'VARIOUS SUPER BAZA

jOSED DAYS 
RS

Name of 
the Store

Working h 

From

L o u r s  Cloeed fop 
lunch 

No. of hours

Lunch in 
shifts 

Ro. of hours.

Closed d'iy

Meerut 10 a.m. - 7o0p.m. ijy _ Wednesday

Ludhiana 9 a.m. - 2 p.m. 2 Monday

Bombay 10 a.m. - 7' p.m. 1 Sunday

Ernakulam 10 a.m. - 3 p.m. 2 Sunday

Coimbatore 10 a.m. - 8 p.m. 2 - Tuesday

Bangalore 9.30 a.m. - 7.30 p.m. 2 - Friday

Hyderabad 10 a.m. - 7.30 p.m. 1-g- - Friday

7. '32 The employees ■\f most of the Stereo, especially the female

employees, complained that the working hour’s of Stores were long. in

. o i  ui o at or e , Hyderabad, Bangalore, Meerut and Ludhiana, the Stores worked

fo r eight hours a day with a break a fter four hours, but in Ernakulam, 

the Store worked fo r  10 hours continuously with a break or in terval to 

employees in shifts. The employees were given a paid holiday per week.

In Ernakulam Store however, the female workers were allowed to take rest or go 

home early during lean periods.
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Leave

Shop and Establishment Ac t ,  every employee in an establishment shall be

en titled  to :

a) a fter twelve months of continuous employment, to p riv ilege 
leave with fu l l  wages fo r  a to ta l period of not less than fifteen- 
days,

b) in every year, to sickness or casual leave with wages fo r  a 
to ta l period not exceeding twelve days, provided that -

i )  p riv ilege  leave admissible under clause (a ) may be 
accumulated upto a maximum period of 30 days, and

i i )  leave admissible under clause (To) shall not be accumulated,

7.33 Under the p ro v is io n s  of the F a c to r ie s  Act ana the

7 • 54 The kinds of leave admissible to employees in the Department 

Stores were as fo llow s;-
( No. o f days )

Fame of the 
Store

Earned/Privilege
Leave

Sickness
Leave

Casual
Leave

Extra Ordinary 
leave or Maternity 
leave,etc.

Meerut 15 12 12 -

Ludhiana 15 12 12 -

Bombay 21 15§ 10 30

Ernakulam 12 18 12 -

Coimbatore 12 18 12 -

Bangalore 30 90§§ 15 60

Hyderabad 30 15 12 90

Working Conditions

7.55 Under the Shop and Establishment A r t

and the Factories Act, norms with regard to Working Conditions such as 

ligh ting, ven tilation , provision o f drinking water, protection against 

f i r e  and accidents,etc, have been la id  down.

^ h a l f  pay

^ h a lf  pay fo r  approved service of three to f iv e  years.
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7-56 We found that generally working conditions were good in a l l

the Stores, but as some of t h e s e  Super Bazars, had not su ffic ien t space, 

the employees h a d  to operate in congested places and i t  allowed very l i t t l e  

elbow room to the employees, particu larly those who were placed on sales 

counters.

7*57 In the bye-laws of the Coimbatore Store, i t  was stated that the

Secretary was responsible for m a i n t a i n i n g  proper w o r k i n g  conditions in the 

Store, in other cases by-laws w e r e  s ilen t with regard to this p a r t i c u l a r  

aspect.

Concessional Sales to Employees

7.58 Generally no c o n c e s s i o n a l  sales were allowed to employees of

Stores. In the Store at Ernakulam, employees were however allowed a credit 

fa c i l i t y  up to 50$ of their monthly salaries fo r  purchases they made from 

the Store.

7*59 The Coimbatore Store employees had established a Cooperative

Society of their own a n d  p u r c h a s e d  t h e i r  daily requirements from this 

Society on credit basis. The management had agreed to deduct the dues 

of the Cooperative Society from their salaries on its  hehalf.

Welfare O fficer

7-60 In one Store an O fficer from the Government Labour Department

had been taken on deputation as Manager of one of the Branches of the Store. 

T h e  management o f t n e  Store said that he w a s  assisting the Store in matters 

re la tin g  t o  employees' welfare. Wo h a d  discussions w i t h  t h i s  o ff ic e r  

r e g a r d i n g  t h e  welfare measures f o r  t h e  e m p l o y e e s  of the S t o r e  azid we d i s c o v e r s  

that he w a s  en tire ly  in favour o f the m a n a g e m e n t  and his to ta l approach toward 
e m p l o y e e s  and t h e i r  welfare was e s s e n t i a l l y  ru les - o r i e n t e d  and he s t r ic t ly  w e r  

by w h a t  the Shop a n d  Commercial n i s t a b l i s h n e n t  Act and sim ilar other enactments 

stipulated. The h u m a n  t o u c h  was woefuxly missing in his approach to the 

problems of employees. We were informed that he never met employees 

regularly and c o lle c t iv e ly  and therefore the employees did not expect much 

help from him. In other Stores there was no such o f f ic e r  assisting t h e  

managements.
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7.61 Under the Industrial Disputes Act, in an industrial 

establishments where one hundred or more workmen were employed on a,ny 

day in the preceding twelve months the appropriate government could ask 

the employer to constitute a Works Committee consisting o f representatives 

of employers and workmen. But in none o f the Stores such Works Committees 

had been constituted. I t  was, however, stressed "by the managements as well 

as by the employees that a forum where a ll  categories of employees and 

the management could meet and discuss mutual problems, was rea lly  essential 

and valuable fo r  building up a closer contact between the two.

Salary Deductions

7*62 Deductions from salaries of employees was allowed under the 

Shop and Establishment Act. Deductions were made with regard to 

Provident Fund and cash d e fic its . A majority of the Super Bazars had fixed 

jo in t l ia b i l i t y  fo r stocks and the managements had stipulated to recover 

leakages and shortages, i f  .any, from the employees. Such recoveries had 

however not been made in any Store un til the time o f our v is its  to these 

Stores.

7-63 In Bangalore Store, the management had decided to recover

only 15-/0 of the leakages (worth approx. Rs. 10,000/-) amounting to Rs.1,500/-

fo r the year ending June 1969, the balance amount had been w ritten -o ff

by the managements. In Hyderabad Store, Rs.50,000/~ which was in fac t the

amount of leakages has been shown on the asset side of the Balance Sheet

as advances to be recovered from employees,but no recovery had been made.

In Ludhiana Store, a Recovery O fficer had been appointed with the sole 

object of recovering leakages from the employees a fte r in it ia t in g  necessary 

legal proceedings in the Court,

Rewards

7.6 4  In addition to what had been stated above regarding the compensa­

tion and welfare measures fo r  employees, the employees pointed out that the 

managements should further reward employees fo r long and loya l service.

As pointed out ea rlie r , in Coimbatore Store there were many employees who 

had been in  the service of the Store and its  parent body, the Wholesale 

Society fo r  as long as 10-15-20 years. Their loyal and long service was

Works Committee



one of the reasons fo r the success of the Sic re. We fe e l that the n«casion 

marking the completion of 5, 10, 15 and 20 years service by an employee 

in a Super Bazar should be suitably celebrated -and the concerned employee 

should be given a taken reward fo r the same. This can also lead the employee 

to id en tify  themselves with the organisation, they serve and inspire the 

fresh entrance to strive  hard to serve fo r longer periods.

Authority

7.65 A ll matters re lating to compensation and welfare of employees 

were generally dealt with by either a Sub-Committee or the entire Board 

o f Directors a,s a whole. This Sub-Committee or the Board had been vested 

with fu l l  powers to truce fin a l decisions with regard to  fixa tion  of compen­

sation of employees, their placement and designation and the various welfare 

measures for the employees. This body also considered the legal implications 

in dealing with matters re la tin g  to employee compensation and welfare. 

fe e l thare is  an urgent necessity to delegate more powers in this f ie ld  within

a c learly  la id  framework to the Chief Executive of the Super Bazar. He

should be given freedom to give incentive and rewards to a l l  such employees,

who in his opinion, are working hard in  order to achieve the objectives of

the organisations.

14-6
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CHAPTER V III 

COMMUHI CA T IQ N AMD SOCIAL RELATIONSHIP

S. Managements' approach to Communication

8.1 Communication is  the giving or exchanging of information,

ideas and feelings through talking, w riting or signs and the v ita l i ty

o f an organisation depends largely on an e ff ic ie n t  system of communication. 

Communication is its  l i f e  blood. There must be a smooth flow of communica­

tion both ve r t ica lly  i .e .  from top to bottom and from bottom to top as well; 

as horizontally or crosswise. By keeping a l l  categories of employees in fo r­

med and by getting to know their views and opinions, the management aims 

to fo s ter a sense of participation and encourage and establish identity 

of individual interests with the organisational interest.

8.2 The managements of a majority of Super Bazars were aware of the

importance of the communication system and did in fact desire to implement 

some kind of communication systems so as to keep every employee informed 

of the goals and objectives, o f the problems and d iff ic u lt ie s  and of the 

developments of the Store. For instance, the Secretary of the Coimbatore 

Store said, " I t  was the Management's ob jective that employees c f the Store 

should rea lly  be informed about the operations of the Store so as to develop 

in them the fee lin g  of loya lty to the in stitu tion ". In practice, however, 

we observed, that employees were never involved or associated with 

decision making functions of the management. Many a time, on the other 

hand, v ita l and important information Twas kept back from employees thus 

defeating the management 's own purpose of inculcating a sense of identi­

f ica tion  with and loya lty  Id  the Super Bazar of the employees.

8.3 We found that in most of the Super Bazars the trad itiona l or

formal system of communication was in vogue and i t  was merely one-way in 

nature i . e .  communication flowing from top downwards. I t  seemed to us 

that the managements were of the view that i t  was a function of the 

management to issue instructions and directions to employees and i t  was 

not necessary to receive comments, suggestions and views from employee* in 

any particular aspect of management functions. Apparently the managements 

did not believe in involving the employees in decision-making functions 

s,nd therefore aid not consider i t  necessary to in v ite  or receive comments
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8 .4  Most of the General Managers of Super Bazars expressed to

us that they would like  to have informal contact with the employees 

with the object of receiving their comments and suggestions with regard 

to the operations of the Store as the employees had many a time very 

valuable suggestions to make in this respect. Some of the General Managers 

especia lly of successful Stores did establish such contacts and had 

succeeded in having more informal relationship with the employees with a 

view to receive information from them. In a few cases, even the Board 

of Directors had encouraged employees to approach them fre e ly , but here 

the general consensus among the General Managers, however, was that such 

contacts should be handled only by the paid executives in the Store.

Employees" approach to communication

8 .5  The employees in most of the Super Bazars were neither fu lly  

informed about the history and goals o f the Super Bazars nor about various 

aspects of their business operations. In some of the' Stores, the 

managements had tried  to keep their employees informed about the a c tiv it ie s  

o f the Store with some success, but, 'where the managements had not rea lly  

cared to inform the employees about their problems find d if f ic u lt ie s ,  their 

plans and developments, the employees were found to be ind ifferen t towards 

their work and this could be perhaps one of the reasons fo r  their fa ilu re  

to iden tify  themselves with the Stores and associate themselves with goals 

and objectives. This had slso resulted in the employees'

poor receptiveness to receive any information from the managements.

8.6 In some Stores where the managements had tried  to inform their 

employees about the Store's a c t iv it ie s , the employees ttought i t  their 

duty to volunteer suggestions -for the improvement of business of the Store 

and they came up with many suggestions. Such suggestions had however been 

seldom considered as worthy cf attention by the managements, and the 

implementation of such suggestions had te en neglected. Nor was there

any system to reward such a good suggestion which might help improve the 

operational e ffic iency  o f the Store. The employees were therefore chary 

of making suggestions partly because they were not sure whether these would

150

sugges tions  and views th e re o f .
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receive the attention these deserved and partly because these were not 

suitably rewarded anyway.

8-7 The employees indeed attached considerable importance to the

practice of holding jo in t meetings of the employees and the managements,

as we found in the case of Super Bazar at Ernakulam. In the agreement

arrived at between the Trade Union of the employees and the management

of this Store, among other clauses, one clause read as follows :

"S ta ff conferences would be held in due time and employees 
would be given opportunities to ven tila te their grienvances 
and suggest ways and means fo r better working of the Store"

8.8 In an another Store where only one s ta ff meeting had been held 

in nearly two years of the Store's existence, the employees expressed 

their happiness over holding of this meeting, because of the opportunity 

i t  afforded to them to explain their views before the Chairman of the 

Store who had presided over the s ta ff conference. The employees of this 

Store had stressed that "such periodic s ta ff conferences could be of immense 

value and could stop the decline of trie Store ’which, according to the 

employees had resulted among other reasons, because of the ind ifferen t 

attitude of the management and the low morale of the employees".

Flow of Communication

8 .9  The flow of communication from top downward was also not smooth

and continuous in almost a l l  the Stores. This flow got choked at d ifferen t 

levels of management fo r d iffe ren t reasons. The reasons were often socia l 

and personal prejudices and inhibitions. As most of the top and middle 

management positions were occupied by government o ffic e rs  whose outlook 

was moulded by a code o f conduct based on class consciousness and class 

d istinctions, i t  was unusual fo r  them to establish informal personal rapport 

with the workers. In one Super Bazar, - although the Chief Executive had 

been going out of the way to look to the personal problems of the employees, 

yet because of unhelpful attitude of the second string in the management 

which incidentally was made up of government o ffic e rs  on deputation, a thorough 

communication system could not sustain i t s e l f .
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8c10 Orders and Notices : In most of the Stores, we found an environment 

of form ality prevailing in a ll  types of communication. The most common 

way of communication from management to employees however was that of 

the formal method o f issuing orders and displaying notices on the notice 

board of the Stores, In Coimbatore Store, the decisions and proceedings 

o f the Meetings of the Board o f Directors were also circulated among 

supervisors and other managerial s ta ff to keep them well-informed about 

the decisions and discussions of the Board. This was a good practice 

fo r  i t  should make i t  possible for them to further communicate the decisions, 

etc. to the lower personnel.

8.11 House Magazines : This method of communication from the management

to its  employees was not practised by any of the Stores v is ited  by the 

experts, although this could be ore of the most popular way of informing the 

employees about the organisation's aims•and objectives, history and philosophy, 

goals and targets. Perhaps the present size o f the Super Bazars under Study 

did not ju s t ify  this mode of communication but as their operations grow

in size and the number of employees sharply increases, House Journal can 

prove an ideal node not only fo r  communication alone but also to recognise 

merit and bring about more social cohesiveness among the employees.

On the other hand, whatever available written litera tu re such as annual 

reports, s ta ff rules and regulations, duty charts and other surveys and 

reports concerning the operations of the Store, was available had not also 

been distributed to the employees. This could have helped improve the 

knowledge o f the employees about the Store.

8.12 Informal Contacts j The employees had at times easy access to 

the General Manager and the General Manager also often took a round of the 

entire Store daily and during this inspection round, held informal talks 

and. discussions with employees across their desks ana counters. The 

employees appreciated this approach of the General Manager and had a fee lin g  

that the General Manager was interested in the ir personal problems which 

boosted up their morale. In a few Stores, like the one at Bombay, the

Channels of Communication
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employees had also free access to the Chairman of the Store. The 

Chairman had made i t  his practice to go round the Store once a day or so 

and at that time he had informal discussions with the employees on various 

problems of the Store. He was also daily spending 3 to 4 hours in his 

o ff ic e  in the Store during which time employees were allowed to ca ll on 

him and dicuss various matters. This practice had hew e-ver led to undermining 

the position of the Chief Executive o f the Store among the employees and 

consequently his role in the organisation. In the Bangalore Store, the 

Managing Director of the State Federation which was running the Janata 

Bazar (Dept Store), a3 a branch, was paying v is its  to the Store often and 

was known to the employees personally as he himself had been the General 

Manager of this Store for some time. The employees had a rather informal 

relationship with him*

8.13 O ffic e rs ' Meetings : Another very common channel through

which communication both up and do?;n flowed was the o f f ic e r s ' meetings.

Such o f f ic e r s ' meetings were regularly conducted in the Stores in 

Hyderabad, Bombay, Bangalore and Coimbatore either once in a week or once 

in a fortn igh t. In the other three Stores such meetings had very rarely 

been conducted.

8.14 These meetings helped the employees to discuss problems faced

by them in their day-to-day operations and to find out solutions fo r  them. 

These meetings also helped the top management to find out i f  their 

instructions and decisions had been implemented and what problems were 

encountered by the employees while carrying out these instructions and 

decisions.

8.15 In these o f f ic e r s ' meetings too, we found communication flowed 

mostly in only one direction  i .e .  from the management downwards. In 

some of the Stores, although even the supervisory s ta ff were also invited 

to participate in these meetings (and they were quite appreciative of this 

practice) yet, these employees expressed before us that the discussions 

that took place at these meetings were not as free and frank as one would 

like  them to be. We could see there was a good deal of mental reservation

on the part o f gome of the employees in expressing- their views and reluctance 

to speak out. A ll managements also conceded in princple the importance
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and necessity of involving a l l  supervisory and managerial personnel in 

the decision making process and f e l t  that o ffic e rs  ' meetings provided an 

excellent forum fo r this purpose.

8.16 S ta ff meetings : S ta ff meetings were regularly conducted in

Hyderabad and Ernakulam Stores and in the Branch run by the Coimbatore 

Society though only once in two months. In  the other stores these were 

rarely held. As mentioned ea rlie r, in one Store, the s ta ff meeting was 

conducted only once during its  two years' existence; In the Coimbatore 

Store a l l  the employees met once a year on the 26th January to cslebrate 

the annual day of the S ta ff Club, but that was only a socia l function.

As mentioned in the chapter on Training, in the Hyderabad Store, s ta ff 

meetings were also u tilis ed  fo r training purposes because at some of these 

meetings the management was in vitin g  representatives of well-known firms to 

give talks to the employees on sales promotion, customer satisfaction .

( i t  is  not known how fa r these representatives sold their products to the 

sales personnel in the process). Employees in a l l  the Stores were 

convinced that s ta ff meetings were extremely important. We are of the view 

that managements should take them into confidence and such meetings should 

be called- at least once in a month and frank discussions rmght 

to be held in such meetings, fo r in our opinion a lo t of misunderstanding 

had crept in the relationship between the employees and the management 

fo r  no reason other than lack of proper communication and such meetings 

do provide an excellent opportunity to establish a kind of rappcrt 

between the two.

8.17 S ta ff Council : In three o f the Stores, a l l  the categories

of employees including the managerial s ta ff and the Board o f Directors 

f e l t  that a kind of a S ta ff Council or Joint Consultative Committee should 

be set up in which representatives from both the management side and the 

employees should s it  together and discuss common problems and find common 

solutions by mutual consultation and consent. Such a body, i f  established, 

would go a long way in l i f t in g  the many barriers that existed between the 

employees and the management.
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8.18 Internal Telephone System : In the Bombay Store this

fa c i l i t y  was being e ffe c t iv e ly  u tilized  fo r  establishing informal 

communication,among managerial and supervising personnel. This had 

resulted in saving time as well as in fa c il ita t in g  quick decisions.

8.19 Trade Unions ; In three of the Stores, the Trade Unions of 

employees were used fo r  channelling important communicctions with regard 

to major aspects of working conditions of the employees. The management 

were of the view that i t  was much easier and convenient to communicate 

with one body or association of employees than with each individual 

employee in matters o f remuneration and working conditions and welfare 

measures. The employees also seemed to share this view. We were informed 

that in the Bombay Store, the management had agreed to see the Trade Union 

representatives once a week to discuss matters of mutual concern, though 

o f la te such meetings were discontinued as the Trade Union f e l t  that there 

was nothing to discuss about <, In Hyderabad Store, the Trade Union had even 

given a scheme to the management fo r pushing up sales which was reported

to be under consideration of the management.

8.20 S ta ff Club : In three o f the Stores, s ta ff clubs had also been

serving as channels o f communication, but mostly at socia l le v e l.

Suggestion Scheme

8.21 In most of the Stores there was no system of in v itin g  useful 

suggestions from employees fo r the better and profitab le working of the 

Store. In fact the attitude o f most managements was one of superiority 

and many of the managements were not sure that the suggestions scheme would 

encourage active cooperation of the employees in  the a c t iv it ie s  o f the Store 

and that this system would fa c i l ita te  upward flow of communication which 

had an important ro le to play in the growth and development o f the 

organisation.

8.22 In a very few Stores, the managements had encouraged employees

to make suggestions and to ensure that when such suggestions were made by 

the employees were properly received with appreciation and i f  were found 

useful and/or pro fitab le , would also be implemented. There was iso  no
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system to reward an employee, who pade a valuable suggestions fo r reducing 

costs or fo r  increasing productivity and e ffic ien cy  and thus was no 

incentive either fo r the employees to make suggestions fo r improvement 

of business operations or fo r  increasing p ro fita b ility  of the Stres.

8.23 On our plea that such a scheme could be one of the essential 

tools in the hands of the iaa nagement to improve employer-employee 

relationship and fo r  persuading the employees to take more active interest in 

their work and in the Stores, the managements while expressing their 

interest also agreed to introduce such a scheme o f rewarding these employees, 

who may make valuable suggestionsi

8.2 4  In the absence of any incentive and in view of the lukewarm 

attitude o f managements towards employees' suggestions, there was not much 

enthusiasm among the employees to take active interest in volunteering 

useful suggestions fo r  the improvement of Store's operations. They were, 

i t  appeared to us, quite w illin g  to make any number of suggestions worthy 

of attention by management i f  only their e ffo r ts  were to be met with due 

appreciation, reward and recognition,

Social Relationship

8.25 In few Stores, the relationship between the management and 

employees and between one category o f employees and the other (especia lly  

between the managerial and supervisory cadre and the other categories of 

employees) was one of r ig id  form ality. The sp ir it  of friendship and equality 

was missing and employees particularly the managerial and supervisory

s ta ff (especia lly  who came from government departments) conscious o f their 

o f f ic ia l  status and prestige found i t  extremely d i f f ic u lt  and were also perhaps 

reluctant to establish relationship o f informal friendliness with those 

who did not belcng to their own cadre. The government concept of seniority 

had often raised its  ugly head in these organisations. For instance, 

in one Store, where the positions o f General Manager of the Super Bazar 

and the O ffice Manager in the Wholesale Store which was running the Store, 

were occupied by inspectors of State Cooperative Department, the relationship 

between the two positions was marred because the General Manager, who had 

often to go to the O ffice Manager for various reasons, thought i t  below his
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dignity to do so, as he was senior to the O ffice Manager in the parent 

government department.

Recreation fa c i l i t ie s

8*26 The attitude of the managements towards providing recreational 

fa c i l i t ie s  to their employees was by and large positive. However, i t  

was only in the Stores at Hyderabad, Coimbatore and Ernakulam that S ta ff 

Clubs fo r employees had been organised and were working. The Hyderabad 

Store had allowed its  s ta ff club to s e ll some loca l lo tte ry  tickets and 

the income which the s ta ff club earned by way of commission ('which amounted 

to a sizeable amount of Rs*15,000 aprox* in a year), was allowed to be 

u tilis ed  fo r  a c t iv it ie s  of the club* In the EPEakulam and Coimbatore 

Stores, the S ta ff Clubs financed their a c t iv it ie s  from out o f the commission 

they earned from insurance business they got from the Stores as these s ta ff 

clubs were working as agents fo r an Insurance Company* In most other 

Stores both the managements and the employees informed us that they had no 

time le f t  fo r  recreation a c t iv it ie s . The employees in Bombay Store 

informed us that they would very much like to jo in  the s ta ff  club a c t iv it ie s , 

but said that they were unable to do so because o f the long working hours 

and the distance they had to travel every day to reach their homes. The 

problem of providing suitable space fo r  suoh a club was also being 

experienced by a l l  the Stores.

8.27 A c tiv it ie s  o f S ta ff Club : The Hyderabad S ta ff Club provided

newspapers and magazines to its  members, arranged picnics and outings, 

staged dramas,distributed free school uniforms to children o f low salaried 

members, and also gave scholarships fo r studies to the children, o f employees. 

The Coimbatore Store s ta ff club arranged at least one woolal Sanction on

the 26th January of every year as an Annual Day.

8.28 Super Bazar as Eomily Croup ; I t  was pointed out by some of

the employees to us that the managements took l i t t l e  or no in terest in 

the personal and domestic problems and events of the employees such 

as illn ess , death.- marriage,etc. They pointed out in this behalf the prac­

tice  prevalent in the private shops where the employers took keen



in terest in the personal l i f e  of their employees and thus a closer relationship 

existed between the two. The employees were o f the opinion that the management 

did not devote much time fo r  personnel welfare and development. The reason as 

to why the managements could not do so was that there was no s e p a r a t e  

Personnel Department properly functioning to deal with such matters and 

we fe e l  i t  a genuine urge and expectation on the part of the employees and 

the managements should take necessaiy steps to meet this demand by creating 

suitable section in the organisation to deal in the personal matters only.

8.29 7e fe e l that the managements can meet the above situation a) by 

creating necessary positions in the organisation to look to the important 

f ie ld  of human relations and personal welfare and sta ffin g  these positions 

with suitable trained personnel and b) by encouraging their employees in 

organising s ta ff clubs among themselves fo r their own recreations and amuse­

ment. Such s ta ff clubs may even be financed by the Management in arranging 

picnics, annual sports and other social functions.

In our opinion the management can show a personal touch in their 

relationship with the employees, fo r  instance, by remembering them on their 

birthdays, by celebrating the completion o f their 5, 10, 15 year service 

in the organisation and by generally establishing informal contacts with 

them.
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CHAPTER I X

MANAGEMENT - TRADE UNION RELATIONSHIP

9.1 Both because o f h istorical reasons as well as socio-economic 

factors prevailing in the Indian society, i t  is  natural to observe a 

d ifference in the leadership pattern in  the Cooperative and the Trade 

Union Movements in the country and thus despite a l l  attempts that

have been made in the past, i t  is  natural to find a gap in the thinking 

o f the two types o f leadership in the community.

9.2 On the other hard, i t  is  also imperative that the cooperative 

management should be d ifferen t from the managements in the private 

sector because the motives and the objectives o f  cooperative management 

transcends the p ro f it  motives, which distinguish the la tte r .

9.3 Labour employed in the cooperative sector naturally has the same 

aspirations as other labour has* indeed i t  should have even higher 

expectations because o f the inbu ilt social values the cooperative 

movement stands fo r. The basic princip le o f any cooperative endeavour 

is  absence o f exploitation, reasonable p ro f it  motive and self-help .

9.4 During our studies, we found that the general approach o f the 

management towards workers and trade unions, wherever they existed, was 

not based on the above princip les and was hardly distinguishable from 

that o f a private sector enterprise management.

Role o f Cooperative Management

9.5 The normal approach o f the management in a private enterprise 

in  the f ie ld  o f  industrial relations is  generally to ensure absence o f 

discontent among the employees, within the-stipulations as may flow 

from i t s  ob jective o f  p ro fit  maximization. This apparent contradiction 

between the two o ften  has resulted In the con flic t between the 

management and the employees and thus one finds lack o f  integration 

among the employees and the management. The integration on the other 

hand is  rea lly  the crux o f the e ffo r t  to improve productivity and to
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9.6 The aims and objectives o f a cooperative management are far 

d iffe ren t and i t  should not merely strive  to remove the discontent 

among the employees, but should play an important ro le  in the 

development c f  the employees and help them in their process o f 

self-actualisation  and pursuit to grow. The follow ing objectives should 

categorise it s  e ffo rts !

a) To provide a l l  necessary fa c i l i t ie s  to the workers 

in order to help them attain self-actualisation ,

b) To meet a ll the reasonable aspirations o f  the 

workers, and

c) To provide an institu tiona l framework for the 

redressal o f  a l l  their grievances to the extent 

possible but ensuring in  the process that a l l  those 

benefits are provided to them as have come to be 

considered as humane in th e  c iv ilis e d  world.

9.7 The managements o f the four Super Bazars which had Trade Unions 

established amongst their workers had almost fa iled  to come to these 

expectations o f the workers.

9.8 Except in one Store, the managements were not happy with the 

organisation o f  Trade Unions among the workers, for, in  their opinion, 

i t  was deterimental to the in terest o f the organisation. No cogent 

reasons were forthcoming fo r  th is fee lin g  among the managements but 

we could fee l that i t  la rge ly  stemmed from their own actions, in that 

certain amount o f exploitation o f  the workers had been resorted to

at times in the past, e.g . employment o f da ily  wages workers for long 

periods, termination o f services without the necessary process as 

la id  down under the law, favouritism at the time o f promotion, 

non-provision o f  fa c i l i t ie s  which have come to be considered as a 

right o f the workers and the l ik e .

9 .9 Consequently, there was a con flic t between the attitude o f

the managements and the leadership o f the unions and one o f the most

make optimum u t i l i s a t i o n  o f  re so u rce s .



glaring example which came into our notice was that o f  a Super Bazar 

where the management was trying to s e ll goods at a very low price and 

thus earned a nominal p ro fit  in  the process but on the other hand the 

workers were desperately trying to get their wages increased so that 

they could at least get the minimum o f what their counterparts were 

getting in government service or in  private sector establishments. One 

can sum up that the managements were by and large task-oriented rather 

than man-oriented and this orientation was largely  responsible for 

a lack o f iden tifica tion  on the part o f the employees with the managements 

and divergence in attitudes o f  the management and the employees.

Bole o f Trade Union

9.10 I t  has come to be recognised, especially among the progressive 

managements that workers have an inherent right to organise themselves 

into a union to press their demands before the management and to seek 

other avenues which may help them in developing their personalities. Most 

o f  the managements also encourage- workers to organise themselves into a 

union for in  that case they have to deal with only a few instead o f

many and also i t  becomes simplier to get a positive  involvement o f the 

workers in the various operational matters o f  the organisation.

9.11 On the other hand, i t  is  equally important that the trade unions 

play a meaningful ro le  and show o b je c t iv ity  in  their dealings with the 

managements. I t  is  o f  utmost importance that while making demands on 

the management, they should consider the a va ila b ility  o f resources and 

the capacity o f the management in meeting such demands. Instances, 

where the trade union had resisted the management's attempt to meet 

punishment to erring employees, in Super Bazars under atudys where 

dere lic tion  o f duties had been established a fte r an impartial 

enquiry or where trade union leaders insisted  upon the ir involvement

in o i l  matters related to purchasing, pricing, recruitment etc. or 

whoro the leadership o f the union exploited the workers for 

p o lit ic a l causes, were quoted to us by the managements as well as 

by the verkers. Vie f e e l  that i f  the trade union leadership once fa ils

1 6 1
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to show objectivity in its actions, it does an immensurable harm to the 

•workers and also breeds distrust in the mind of the managements.

9 .1 2  The t ra d e  union can and should p la y  a p o s i t i v e  ro le  i n  the  
fo llow ing  f i e ld s :

a) Raising o f Productivity:

9.13 P ro d u c t iv i ty  i s  considered  to  be an a t t i t u d e  o f  mind and a l l  
e f f o r t s  on the  p a r t  o f  th e  workers can make only  a m arginal d i f f e re n c e  
on th e  p ro d u c t iv i ty  i f  he has not m en ta lly  and p s y c h o lo g ic a l ly  in c l in e d  
to p u t  the  necessa ry  lab o u r  which goes to improve h is  p ro d u c t iv i ty .  
Trade Union l e a d e r s  can p la y  a p o s i t i v e  r o l e  in  e f f e c t in g  th e  necessa iy  
s h i f t  i n  the  a t t i t u d e s  o f  th e  workers towards t h i s  im portant a sp e c t
o f  t h e i r  r e s p o n s i b i l i t y  and towards th e  o r g a n is a t io n .  This can be done 
by n ecessa iy  p ro cess  o f  w orker-education  and guidance by th e  t r a d e  
union le a d e rs  and by in fu s in g  a s p i r i t  among the  employees fo r  
i d e n t i f i c a t i o n  w ith  th e  o b je c t iv e s  o f  the  management.

9 .1 4  The t r a d e  union le a d e rs h ip  in  th e  S to res  under s tudy were 
found to be w ell in c l in e d  towards th e  p ro v is io n  o f  l in k in g  in c e n t iv e  
pay with the  p ro d u c t iv i ty  o f  employees, p rov ided  a r a t i o n a l  scheme, 
was worked out to measure p r o d u c t iv i ty  ana c a lc u la te  in c e n t iv e  pay 

th e re o f .

b ) Raising of Morale;

9 .1 5  Employees morale i s  an extrem ely im portan t a s p e c t  i f  in c re a s e d  
p r o d u c t iv i ty  i s  to be o b ta in e d  in  an o rg a n is a t io n ,  e s p e c ia l l y  in  case 
o f  a coopera tive  o rg a n is a t io n  where because o f  many e x te rn a l  a s  well as 

i n t e r n a l  c ircum stances  employees morale ten d  to be low as compared to 
o th e r  o r g a n is a t i o n s .  Again, t r a d e  union le a d e rs h ip  can and does p lay
a p o s i t i v e  ro le  i n  b o o s tin g  up th e  morale o f  th e  employees w ith  
s u i t a b l e  measures such as g iv ing  v e n t  to t h e i r  g r ie v a n ce s  be fo re  the  
management and g e t t i n g  them re d re sse d ,  removing te n s io n s  which 

group a c t i v i t i e s  do g e n e ra te ,  p ro v id in g  n ece ssa ry  f a c i l i t i e s  to 
spend l e i s u r e  e tc .
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9.16 We fee l that the trade union can also act a,s an e ffe c t iv e  

counterveiling -power against the unscruplous elements which somehow 

at times sneak into the managements o f cooperative organisations and 

who seek to exploit these organisations for self-aggrandisement.

c ) Providing channels o f communication:

9.17 In organisations, especially which employ a large number o f 

personnel, the problem o f a smooth flow o f communication between the 

management and the workers and v ice versa assumes a new dimension.

Here again trade union leadership can play an important role by 

funneling a ll important information from the management to the ’workers 

and also by communicating employees reactions, desires, expectations, 

grievances, hopes to the management in a forthright manner.

9.18 Most o f the factors which had gpne to demoralise the workers 

In the Super Bazars under study had stemmed from misunderstanding and 

but fo r  the e ffe c t iv e  communication channels, these might not have 

arisen at a l l .

9 .19 Trade union leadership can play again a very important role 

as communicator between the workers and the management with benefit to 

either side, but only in one Super Bazar, there was a practice o f 

convening regular meetings between the managements and the trade union 

leadership to sort out Mutual d if f ic u lt ie s  and problems.

9.20 We fe e l that this practice o f holding regular meetings between 

the managements and the trade union leadership should be adopted in 

a l l  those Super Bazars where trade union o f workers exist

d ) Providing motivating factors:

9.21 Employees motivation la rge ly  depends on the attempts that 

the managements make to meet their expectations as well as on the 

environments in which they have to work. Trade union leadership 

a fte r  a careful study o f  the various factors which e ffe c t  the morale 

o f the employees and the factors that can help motivate them, can 

make a substantial contribution in improving the operational



e ffic ien cy  by putting forth the necessary suggestions, demands and - 

measures before the management. Some o f the common motivating 

factors apart from incentive salary and good compensation policy, 

such as d istinct channels for promotion, recognition o f merit, award 

fo r  good performance,, suitable training fa c i l i t ie s  and the lik e , can 

be worked out a fte r  mutual consultations,

e ) As a bargaining agent;

9 .2 2  An e ffe c t iv e  trade union leadership with a strong backing 

o f  the workers can s it with the management, to demand, claim and 

bargain on behalf o f the workers and obtain in the process a l l  

reasonable fa c i l i t ie s  which the management is  in a position to 

provide to i t s  workers.

9 .2 3  In three out o f four Super Bazars, where workers had formed 

trade union, agreements with regard to workers' demand had been 

reached at between the managements and the unions a fte r mutual 

negotiations.

f ) As a partner:

9 .2 4  As stated ea rlie r, the attitude o f the cooperative management 

towards workers should transcend the general attitude o f  the 

management in the private sector. One o f the ways i t  could do so is  

by considering the workers as partners and not as mere instruments 

fo r  earning p ro fits . This attitude can be developed only i f  the 

workers are given a say at the highest level and are provided an 

opportunity in the pic.cess o f decision-making.

9*25 Given an opportunity, the trade unions had in  fact

favourably responded. For instance, in one Super Bazar, good 

suggestions had come from the workers to improve the operational 

e ffic ien cy  and sales potential o f the organisation. The trade union 

can also help in enforcing d isc ip line among the employees and also 

in eliminating minor grievances and fr ic tion s  as may come because o f 

interaction o f  social and economic factors obtaining in  a particular 

situation.

164
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9 .2 6  We fe e l that union leadership should be considered as a 

partner and not as a r iva l in the whole experiment and should be 

given the necessary opportunity to give i t s  views on a l l  the 

crucial issues that the management may confront in  i t s  business 

operations.

g) In te r n a l  -and E x te rn a l  l e a d e r s h ip :

9.27 The leadership in a ll the four trade unions was in the hands 

o f  outside p o lit ic a l leaders and i t  seemed to us that the workers 

had at times been exploited by this type o f leadership to gain 

p o lit ic a l ends or to se tt le  personal scores. There was hardly any 

element o f id en tifica tion  with the aspirations o f the workers or 

any genuine desire to help them in getting their demands accepted by 

the managements. In fact in one o f the Super Bazars the workers 

resorted to strike on the advice o f the outside leadership without 

being told the attended implications i . e .  i f  strike was to be 

declared i l le g a l,  they would lose their wages fo r  the period o f 

strike. And when the workers did come to know i t  afterwards, i t  

came lik e  a shock and they explained to us that they might not have 

gone on strike had only they been informed by the leadership about 

this particu lar aspect o f their strik ing the work.

9.28 A certain amount o f fr ic t io n  was also observed between the 

management and the trade union leadership where the leadership in 

the cooperative management and the union belonged to the d iffe ren t 

p o lit ic a l parties.

9.29 I t  is  our confirmed view that no trade union can p lay a 

p os it ive  ro le  in  the development o f a cooperative organisation

i f  i t  is  controlled by outside leadership. The necessary degree o f 

commitment, id en tifica tion  and lo ya lty  to the workers cannot come 

from a leadership which is  basica lly  p o lit ic a l in character 

and comes to the rescue o f  workers essen tia lly  fo r  p o lit ic a l 

reasons. In our view, looking to the changing time, i t  is  only 

natural that the managements should give an opportunity to workers to



166

organ ise  them selves in to  trade unions and then try  to 
groom them ' to assume the role of lea d ers  because a weak leadership  
o ften  makes the union an easy prey to the o u tsid e  p o l i t i c a l  lead ersh ip . 
The in tern a l leadersh ip  provides the necessary commitment, 
id e n t if ic a t io n  and lo y a lty  on the p art o f  the union as w ell as a 
c lo se r  understanding o f  the problems which the management fa ces in  
i t s  operational areas. In none o f  the Super Bazars th a t we v is i t e d  
the managements had taken the necessary steps to ensure a natural 
growth o f  trade union leadersh ip  from among the workers w ith in  
the organ isation  with the r e su lt  th at a l l  unions were co n tro lled  by 
o u tsid ers  who had scant understanding or member's lo y a lty  to the 
o rgan isa tion  from where the workers came. At le a s t  in  one Super 
Bazar the second rung leadersh ip  o f  the union which came from the 
Store i t s e l f  was so a fra id  and tim id th at i t  did not dare venture to 
put forth  before the management some o f  th e most em inently se n s ib le  

demands because i t  was a fra id  o f  incurring the wrath o f the management 
and in  the process lo s in g  the job as w e ll. I t  i s  d i f f i c u l t  for  us to 
judge the degree o f  genuine fear but s u f f ic e  i t  i s  to say th at  
su sp ic ion  ru led  the re la tio n sh ip  between the management and the 
trade union workers o f  the Super Bazar. The day i s  not far  when th is  
p a r tic u la r  union w il l  become a prey o f  o u tsid e  p o l i t i c a l  party and in  
the process become a part o f the power stru g g le .

Need for  Training

9 .30  I t  was apparent to us during our study th a t most o f  the  
above aspects were not even known e ith e r  to the managements o r  to the  
union lead ersh ip .

9 .3 1  We stron gly  f e e l  th at in te n s iv e  tra in in g  should be given  
both to the managements and the workers in  th is  important f i e ld  so 
th a t a h ea lth ier  re la tio n sh ip  can be esta b lish ed  between the two 
for  tho w ell-b e in g  o f  the organ isa tion  as w ell as for  the community 
they seek tc serve .



9.,32 There i s  a need to develop necessary  a tt itu d e  both among
the workers as w ell as the managerial personnel, e sp e c ia lly  in  the 

f i e ld  o f  human r e la t io n s  in  order to enable them to e f f e c t iv e ly  
deal w ith  the problems which in ter a c tio n  o f  so c ia l and economic fo rce s 

generate in  a complex organ isation s which Super Bazars c e r ta in ly  

are.

9 .3 3  I t  w ill  a lso  be not out o f  p lace  to say th a t managements" 

i n i t i a l  commitment i s  to  the customer member and i t  should 
t r y  to fu rth e r  th is  commitment w ith the help o f  the workers, who 

should be adequately compensated, m otivated and organised  in  a 

planned manner. We f e e l  th at a v e iy  high degree o f m aturity and 

attachment to the customer can a lgo  be generated among the workers 

i f  on ly  su ita b le  tra in in g  i s  provided to the trade union lead ers  
about t h is  important aspect and about the ro le  th a t they have to 

p lay  in  improving the e f f ic ie n c y  o f  the orga n isa tio n s fo r  the 

b e n e fit  o f  the workers, the management and the community.
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CHAPTER X

EMPLOYEES' GRIEVANCES AND DISCIPLINE 

Managements'* approach to grievancea of th e employees

10.1  No system atic approach whatsoever had been developed for  dealing  
w ith the grievances o f  the employees in  any o f  the Super Bazars under 
study. The managements' so le  concern seemed to be th a t o f  doing the 
b u sin ess, and problems connected w ith personnel w e lfa te  were considered  
as on ly  o f  secondary importance.

1 0 .2  This lack  o f in te r e s t  exh ib ited  by the managements p a r tly  
stemmed from the general unawareness on th e ir  part about the cru cia l 
r o le  which the proper management o f personnel played in  achieving the  
o v e ra ll o b je c t iv e . In te r e s t in g ly , in  th e ir  view the personnel 
management was confined only to recruitm ent and term ination o f  personnel 
and f ix a t io n  o f  th e ir  wages and o th er  asp ects  l ik e  Induction, employee 
development, employee grievances and d is c ip lin e  e tc . were considered
o f  no or l i t t l e  importance and had been t o t a l ly  ignored to the extent 
i t  was p o ss ib le  under a p a r ticu la r  s itu a t io n . This a tt itu d e  permeated 
even where a separate sec tio n  had been s e t  up to deal w ith personnel 
matters in  the o rg a n isa tio n . This sec tio n  in  ad d ition  had been made 
in e f f e c t iv e  due to in ter feren ce  by the top management in  i t s  working 
and a lso  because o f  la ck  o f  c le a r ly  defined  d u tie s  and r e s p o n s ib i l i t ie s  
o f  th is  sec tio n .

1 0 .3  I n those Super Bazars where th ere was no separate c e l l  to look  
to personnel m atters, th is  v i t a l  asp ect had been l e f t  to the other  
managerial personnel connected with adm in istration , accounts e tc .  
without d efin in g  th e ir  ro le  or  g iv in g  adequate au th ority  to e f f e c t iv e ly  

discharge th e ir  d u tie s  in  such m atters.

10.4- S ince most o f  the key ex ecu tives p o sts  were occupied by 
government o f f ic e r s  on deputation, the importance o f handling personnel 
grievances in  a bu sin ess org a n isa tio n  had been la r g e ly  overlooked, and 
th ese  were handled in  a more cursory and peremptory manner. Procedures 
had not been la id  down in  most o f  the S tores for d ea lin g  with 

grievances o f  employees and m ajority o f  the employees did not know to 
whom to approach for  red ressa l o f  th e ir  gr ievan ces, and what p r e c ise



procedures was to be followed. In the absence of any defined procedures, 

the employees naturally rushed to the Chief Executive^/Department 

Managers and if no relief was forthcoming then they approached the higher 

authorities/Trade Unions to get their difficulties sorted out.

10 .5  The Boards o f D irectors and the paid execu tives were by and 
la rg e  w ell in c lin ed  towards the genuine grievances o f  the employees, 
but i t  was claimed by them th at s in ce  almost a l l  th ese  grievances were 
fin a n c ia l in  character, such as higher wages and s a la r ie s ,  medical 
f a c i l i t i e s . ,  p rov ision  o f  in cen tiv e  pay, th ese could not be properly  
redressed because o f  la ck  o f  resources. The experts, however, found 
for  in stan ce , th at in  one store  three s ta f£  cars, which was a lu xu ry , 

were maintained, and the employees r ig h t ly  contended before us that 
in stead  o f  indulging in  such extravagance, some o f the recurring co sts  
incurred on the cars could have been d iverted  to give the needed 
f a c i l i t i e s  to the employees. The employees a lso  argued th at i f  the  
management s in c er e ly  desired  to meet the le g it im a te  demands o f  employees 
there were ways and means to overcome o b s ta c le s . The employees declared  
th at they could push up sa le s  and improve the p r o f i t a b i l i t y  o f  the Store  
provided they were assured by th e managements th at the employees would 
be su ita b ly  rewarded. We were impressed by the force  o f  arguments o f  
employees and f e l t  th a t the managements could redress a t le a s t  some o f  
the rea l grievances o f  employees l ik e  th e p rev ision  o f  r e s t  room, 
canteen, payment o f  in cen tiv es  e tc . for  a t l e a s t  th ree  Super Bazars 

under study were showing surplus.

10.6 In Super Bazar at Ernakulam, all personnel matters including 

grievances and disciplinary actions were dealt with by a Sub-Committee 

of the Board of Directors namely the "Staff Disciplinary Action 

Committee" . The veiy name of this Sub-Committee was a little harsh, 

suggesting that this body was "ore concerned with punishing employees 

rather than looking after their welfare. The name itself mirrored 

the approach of the managements - a negative one - in dealing with 

personnel matters. Instead, if the Committee were to be called the 

"Staff Relations Committee" or the "Staff Welfare Committee" it would 

have indicated the positive approach - a progressive approach of

1(9
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management tc personnel management and -would have evoked confidence  
among the employees. As i t  was, i t  c er ta in ly  had an adverse impact on 
the employee morale.

10 .7  In the Super Bazar a t Coimbatore a lso , a Sub-Committee o f  the 
Board was dealing with matters re la ted  to grievances and oth er d ispu tes  
between the employees and the management.
Bmployees' approach to' grievances

1 0 .8  Owing to ignorance and acute unemployment, the employees o f  the  
Super Bazars under study were gen era lly  h esita n t in  taking up th e ir  
grievances with the managements for red ressa l as many o f  them f e l t  that 
by so doing they might as w ell lo s e  th e ir  job s. In sto res  where 
employees' trade unions were allowed to fu nction , grievances routed  
through trade unions were trea ted  w ith scant respect except in  one 
Super Bazar, and were not d ea lt w ith by managements w ith proper 
sympathy and understanding, r e su lt in g  in  poor morale o f  employees and 

high s t a f f  turnover.

10.9 In the Super Bazar a t Bombay, the employees were o f  the opin ion  
th at the grievances should be channelled through the Trade Union. This 
was perhaps one o f  the main reasons as to why the trade union in  th at  
Store was rather e f f e c t iv e  and strong.

Types o f  grievances

10.10 The most common grievances which were freq uen tly  brought up 
before the managements could be l i s t e d  as under:

i .  Absence o f job se c u r ity .
i i .  Low wages and s a la r ie s .

i i i .  Lack o f  op p ortu n ities  for  promotion.
iv .  System o f  recovering leakages and shortages  

o f  stocks from employees.
v . Absence o f  s t a f f  canteen and s t a f f  r e s t  rooms.

v i . Favouritism  stown by management to some employees.
v i i .  Medical f a c i l i t i e s .

v i i i .  Long working hours.
ix .  Lack o f  tra in in g  f a c i l i t i e s .

x. Absence o f an in c e n tiv e  scheme.
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xi. Absence of retirement benefits like 
Provident Fund and gratuity.

10.11 Job Security r Job security was the major demand in three of 

the Super Bazars, where many positions in the organisation had been 

axed in the p a st and many employees had been fired because o f  
inadequate and declining sales* and poor judgement of the managements 

in anticipating the actual requirements of personnel. Added to this 

was the unscrupulous manner in which services of a few employees had 

been terminated without following the proper procedure. These had all 

led to shake the confidence of the employees and consequently they were 

all worried about the security of their jobs. Lack of proper 

communication could be a reason for a possible misunderstanding between 

the employees and the management, but more than that was the crudeness 

that the management had displayed in such a sengtive and vital field, 

which was of utmost concern to all the employees. We are of the view 

that services of the employees should be terminated only if there are 

valid grounds for doing so and the proper procedure is followed, Also 

the other employees should be explained the circumstances under which 

the termination of the services of a particular employees has become 

unavoidable. Employees in most of the stores were dissatisfied with the 

practice of keeping employees on temporary basis for long stretches or 

of the practice of appointing persons on daily wages so that their 

services could be terminated whenever the management felt like doing. 

This system also deprived employees from enjoying certain benefits 

enjoyed by other regular and permanent employees.

10 .12 Wages and Salarj es: Inadequate salaries and wages was perhaps

a universal grievance of employees in all the Stores under, study. The 

employees complained that persons doing similar jobs in private sector 

and in the public sector undertakings wore getting more salaries and 

wages and there was thus a justification for increasing their rates of 

compensation.

10 .13 hack of Promotion Facilities: In -almost all the Stores,
facilities for promotion within the organ isa tion  to employees 

e sp e c ia lly  from non-supervisory categories to supervisory and 

managerial categories were n o n -e x isten t. The managements, however,
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countered th at though they wished to g ive op p ortu n ities  to th e ir  employees 
to occupy higher p o s ts , y e t  they could not do i t  because the employees 
lacked tra in in g  and experience to handle higher p o s ts . We fe e l  th is  
p a r tic u la r  grievance o f  the employees was genuine and i t s  red ressa l would 
go a long way to boost up the morale o f  the employees. The managements 
should ex erc ise  necessary v ig ila n c e  at the time o f  recruitm ent in  
guaging the p o te n tia l o f  the recru it to grow further in  the organ isa tion , 
w ith su ita b le  tra in in g , placement and a planned programme o f  career  
development. A ll th e ir  f a c i l i t i e s  should be provided by the managements 
and they should not deny an opportunity to the employees to grow further  
for th e ir  own fa ilu r e  to provide necessary tra in in g  and experience to 
them.

10.14- Lack o f  Training F a c i l i t i e s : The lo g ic a l  extension  o f  the
above grievance- was the absence o f  tra in in g  f a c i l i t i e s  for the development 
o f  employees w ith in  the o rgan isa tion . Many employees expressed th a t th^y 
were prepared to undergo tra in in g  to q u a lify  them selves for higher 
p o s it io n s  in  the S tores, but they sa id , there were no 'tra in in g  
f a c i l i t i e s  -  e ith er  in s t i t u t io n a l  or on -th e-job  type a v a ila b le . However, 
as mentioned by us elsewhere in  th is  rep ort, some S tores l ik e  the 
ones a t Coimbatore, Hyderabad, Ernakulam and Bangalore, d id  manage to 
o f f e r  some f a c i l i t i e s  for tra in in g  to th e ir  employees.

10.15 Working Hours: Long working hours was another grievance o f
the employees. This was a very rea l and convincing grievance as the  
employees had sometimes to tr a v e l longer d ista n ces  to reach th e ir  p lace  

o f  work and back to th e ir  homes. This was e sp e c ia lly  true for the  
female employees. The management a t Hyderabad Store was contem plating  
to provide lo c a l  transport f a c i l i t i e s  to i t s  female employees in  
order to meet th is  demand.

10 .1 6  Recovery o f Leakages: The system o f  recovering leak ages and
shortages d etected  in  stock s, from th e concerned employees was another 
common grievan ce. The employees were a g ita ted  over the l i a b i l i t y  fix ed  
by the managements in  an arb itrary  way. We f e e l  th at before the f ix a t io n  
o f  the l i a b i l i t y  o f  stock  on a p a r tic u la r  salesman, necessary o p p o rtu n it ie s
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himself aboiit the correctness o f  tha l i a b i l i t y  should in variab ly
be afforded to him . Doubts about the a u th en tic ity  should be 
removed to the extreme p o ss ib le  and i f  p o ss ib le  the concerned salesman 
may also maintain hie own l i a b i l i t y  account fo r  his s a t is fa c t io n . We 
also f e e l  th at the managements should provide a l l  necessary f a c i l i t i e s  
in  order to help the employees to p ro tec t the stock under th e ir  
custody.

10.17 In cen tivest In three Super Bazars there was no system o f
in c e n tiv e  pay to employees. In the oth er whore th is  system had been in tro ­
duced but was net working on the proper l in e s .  S a les  ta rg ets  were 
fix ed  at. a very high le v e l  and were not fix ed  on a r e a l i s t i c  .b a sis
for the in cen tiv e  and the e f fo r ts  o f  the employees were not lin k ed , w ith  
the r e s u lt  th at many employees did not get the b en e fit  o f  in cen tiv e  
even when they put maximum e f fo r t s .  There was a lso  scope in  the  
schemes for  stowing favouritism  to p a r ticu la r  employees in  g iving  
in c e n tiv e  pay unrelated to the e f fo r ts  put in  by them.

10.18 Medical F a c i l i t i e s : Medical f a c i l i t i e s  were not a v a ila b le  to
the employees in  s ix  Super Bazars* In Super Bazar at Coimbatore, 
however, a yearly  medical allowance o f  Rs.35 was given to the employees 
ir r e sp e c t iv e  o f  the to ta l  expenditure incurred by them. H ere -to -fo re  

actu a l expense? were reimbursed by the management but i t  la t e r ,  i t  was 
found by the management, that soiae o f  the employees were p referin g  fake 
b i l l s  to claim reimbursement and thus i t  stopped th is  p r a c tic e  and 
introduced a system o f  paying medical charges a t a f l a t  ra te  o f  Rs. 35 

per year.

10.19 Rest ifoom F a c i l i t y : Another common grievance from the poin t
o f  v ie w -o f employees was the n o n -a v a ila b ility  o f  separate r e s t  rooms for  lunch  
and to spend o ff-h ou rs le is u r e ly .  In Bangalore Store, however, a 
small r e s t  room had been provided to on ly  female employees. The 
managements had d i f f i c u l t i e s  in  meeting th e demand because o f  
inadequate space. We, however, f e e l  th at i t  was an extrem ely import,ant 
aspect and the managements should endeavour to provide a t  le a s t  th is  
f a c i l i t y  a t th e ir  e a r l ie s t .  In our op in ion , the employees attached



considerable importance to the p rov ision  for  r e s t  rooms, for  in  i t s  
absence they had to take th e ir  food s i t t i n g  a t odd p la c e s  in  f u l l  g la re  

o f  p u b lic  and o th ers . At tim es women employees had to w hile  away th e ir  
lu n c h  break by simply lo it e r in g  in  town or the l ik e  and th is  was also  
creatin g  a g u lf  between the top managerial personnel, and the employees, 
for the former could e ith er  afford  to go to th e ir  resp ec tiv e  tomes or  
could spend th e ir  tim e le is u r e ly  g e ttin g  under the comforts o f  th e ir  

o f f i c e ,  the la t t e r  had to fin d  a p lace  even to s i t ,

10 .20  Retirement B en efits : Retirement b e n e fits  l ik e  gratu ity
were given to the employees in  Stores a t Bombay, Ernakulam and 
Coimbatore. In oth er Stores, the employees were making demands for  
such b e n e f its .

10 .21  Favouritism : Some o f  the action s o f the managements re f le c te d

u tte r  disregard to the p o ss ib le  repercussions which th ese  would have on 
the morale o f  the employees and a c la s s ic  example was-observed where a 
person was g e ttin g  th e  salary o f  the salesman, while h is  A ss is ta n t was 
s o le ly  l ia b le  for  the stocks, attended to the customers, c o lle c te d  the 
cash, deposited  i t  in  the bank and was g e ttin g  Rs. 90 l e s s  than the so 
ca lled  salesman who had n eith er  any r e sp o n s ib ility  nor any work or for  
th at matter any in t e r e s t  in  his job . I t  was a lleg ed  th at th is  
arrangement continued because o f  some ou tsid e  pressure.

In an oth er Super Bazar, the General Manager's view s had a lso  
not been honoured by the Board o f D irectors. The General Manager was not 
happy with the a tt itu d e  o f  the two sa le s  supervisors who were g e tt in g  
each almost the double the pay o f  an ordinary salesman w ith a b so lu te ly  
no r e s p o n s ib il ity 5 or work in  th e ir  assigned  p o s it io n s . On the other  
hand, they were found to put hurdles in  the smooth fu n ction in g  o f  the  
organ isa tion  and a t tim es were also instrum ental in  in s t ig a t in g  some o f  
the employees aga in st the Business Manager. They had not been follow ing  
the d u ties  assigned  to them and nothing could be done as they enjoyed 
impregnable p ro tec tio n  o f  some powerful people o u ts id e  the management.

The management in  the same Store was a lso  observed to be not 
very scrupulous in  i t s  a tt itu d e  towards i t s  o th er employees. A
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p a r ticu la r  in d iv id u a l who had been working as an A ss is ta n t Salesman and 
who had been dism issed on charges o f misconduct and m isappropriation  
a few months back,, had not only been taken back in  the Store again, 
but had a lso  been given a promotion as a salesman and had been made 
respon sib le  for  a stock worth, over Rs. 3 lak h s. No wonder a case o f  
a lleg ed  th e f t  from th is  p a r ticu la r  counter was reported during our1 
short stay a t  the Stoiro. . Other employees i t  was opined might f e e l  
encouraged to fo llow  his example.

Another d isturb ing featu re in  some Supei’ Bazars was the 
reported p r a c tic e  o f  ind iv idu al D irectors going to salesmen for favour 
and when a salesman refused , he was threatened with d ire  consequences 
on the sp ot. The morale o f the employees was, th erefore , understandably 
low . Not long back in  a Super Bazar a sen ior employee was suspended 
on some doubtful grounds -  the rea l reason for h is suspension was 
reported to be h is non-cooperative a tt itu d e  towards a p a r ticu la r  
d irecto r  who wanted a few favours* When the matter was referred  to 
the f u l l  Board, he was re in sta ted  but by th at time he had leai'n t a 
le s so n  and now was q u ite  cooperative with the same D irector though 
perhaps under duress.

Redressal o f  grievances

10 .2 2  No c lea r -c u t p o l ic ie s  had been framed by the managements o f  
department s to res  under study with regard to the procedures to be 
fo llow ed for the red ressa l o f  the grievances o f  the employees. In the  
absence o f  any defined procedure, employees w ith grievances were going  
f i r s t  to th e ir  immediate superior for red ressa l, and i f  they were not 
given any r e l i e f ,  they went to the higher a u th o r it ie s , th at i s ,  i f  they 
had fr e e  access to  them. In many S tores, the managements did not 

encourage the employees going d ir e c t ly  to the higher a u th o r itie s  for 
red ressa l o f  th e ir  grievances but had asked them to submit th e ir  
grievances in  w r itin g . In a t le a s t  two Super Bazars, the managements 
was in s is t in g  that such grievances should be routed through the Trade 

Union o f  the employees. In case o f serious grievances which were not 
redressed  promptly by managements, some o f  the employees had resigned  
and some o th ers with s im ila r  grievances but who could not find  jobs

175



176

elsewhere continued but f e l t  fru strated  and waited for an opportunity  
to q u it .

Machinery for  red ressal o f  grievances

10.23 In the case o f  minor or small grievances o f  employees, in  
most o f  the Stores the General Managers looked into the grievances 
and gave prompt and su ita b le  r e l i e f  to the employees. But in  the 
case o f  serious grievances involv ing fin a n c ia l commitment, the General 
Managers were not empowered to grant r e l i e f  and th erefore , they 
placed  th ese grievances with th eir  recommendations to  the Board o f  
D irectors or a Sub-Committee appointed to deal with such m atters. In 
S tores a t Coimbatore and Ernakulam, employees grievances were d ea lt  
w ith by a Sub-Committee. Most o f  the managements preferred  to rece iv e  
employee grievances through a rep resen tative  body o f  employees l ik e  the  
s t a f f  council or the trade union rather than from the in d iv id u a l 
employees to ensure that processing o f  grievances and providing  
uniform r e l i e f  became ea sier  and speed ier. Of course whenever the 
trade unions ex isted  as in  the Stores a t Bombay, Ernakulam and 
Hyderabad, the employees also lik ed  to communicate th e ir  grievances 
through th e ir  trade unions.

D isputes

10.24- Not many cases o f  d isputes between in d iv id u a l employee and the 
managements came to our n o tice  perhaps because o f our lim ited  stay in  
each Super Bazar and our dependence on the managements for such cases. 
I so la te d  cases were, however, quoted by the managements where such 
d isp u tes had arisen  and m ajority o f  th ese  d isputes re la ted  to the  
term ination o f  serv ices  o f  the in d iv id u a l employees. In a l l  sut h 
ca ses , d isp u tes had been referred  to the labour oourts and thus both 
the management and the employees had involved them selves in  the long, 
time consuming and cumbersome process o f  law. In q u ite  a few cases, the 
v e r d ic t  o f  the courts had gone in  favour o f  the employees and th is  
had not only le d  to the managements paying arrears o f  s a la r ie s  to the emp­
lo y e e s  but a lso  they had to take such employees back in to  the serv ice .
In one Store, a fte r  an i n i t i a l  b it te r  experience o f  the labour court, 
the management was in c lin ed  to compromise a l l  such cases o u tsid e  the 
court with suitable adjustments with the in d iv id u a l employees.
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10 .,"  Other d isputes rela ted  to in d iv id u a l cases could not perhaps 
come to surface because o f lack  o f support from the fe llo w  employees 
and fear o f  r ep r isa l from the management.

1 0 .2 6  Many in stan ces o f  d isputes r e la tin g  to  common grievances 
l ik e  wages, bonus, working conditions, e tc . between the unions 
wherever they ex isted  and the management came in to  our n o tice  and we 
found th a t there was a tendancy on the part o f  both the p a r tie s  to 
rush to the labour courts on the very f i r s t  in sta n ce . We fe e l  such 
a p r a c tic e  was highly undesirable and a l l  avenues for reaching a t  a 
amicable so lu tion  should be explored by the two p a r tie s  a t  th e ir  own 
l e v e l  and fa i l in g  which so lu tio n s should be sought through voluntary  
a r b itr a tio n . We fe e l  there i s  cer ta in ly  no basic c la sh  o f in te r e s t  
between the managements and the unions and i t  should not be beyond 
the ingenu ity  o f  an independent observer to o f fe r  a reasonable 
so lu tio n  which may meet the a sp iration  o f  one and be w ith in  the 
aetins o f  o th er ,

10 .27  We a lso  f e e l  th at whereas the management should neith er  
encourage nor discourage the formation o f trade union among i t s  
employees, i t  should however take n ecessary . steps to co n stitu te  
s t a f f  cou n cils  to s e t t l e  a l l  d isputes even as they are ra ised .

10 .28  Reference o f  d isputes to labour courts should be avoided as 
far  as p o ss ib le  and a fte r  a l l  p o ss ib le  avenues to s e t t l e  the d ispu tes  
f a i l  only then matter may be referred  to the labour court for  
s e t t l in g  the d isputes between the employees and the management.

10.29 S tr ik e : S trik in g  work, a c o s t  common and poten t weapon in
the hands o f employees o f  any organ isation  to fo rce  managements to 
accede to th e ir  demands -  reasonable or unreasonable, had been used 
by employees o f  on ly  one Store. The employees bad resorted  to str ik e  
three tim es to force th e ir  management to accede to th e ir  demands and 
red ressa l o f  grievances, w ithin a short span o f  18 months o f the 

operation s o f  the S tore .
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10.30  The i i r s t  s tr ik e  o f  ha lf-a -d ay  was resorted  due to the 
d ism issa l o f  two sa le s  employees on the suspicion  o f  p il fe r in g  stocks. 
When i t  was la te r  found on in v e s tig a tio n  th at the concerned employees 
were not resp on sib le  for the p ilfe r a g e  and some customer had done so , 
the employees were taken back into the serv ice  and the s tr ik e  ended 
imm ediately th erea fter .

10.31 The second s tr ik e  o f  h a lf-a -d a y 's  duration was resorted  to
by the employees on account o f d ism issa l o f  an employee working in  the 
ready-made garment department o f  the Super Bazar on the grounds o f  
securing h is job under m isrepresentation o f fa c ts .  Under the s t a f f  
ru les  o f  the Store, every employee before confirm ation had to produce 
a c e r t i f ic a t e  o f  reasonable conduct from his previous employer. This 
p a r ticu la r  employee did not produce any c e r t i f ic a t e  from h is  previous 
employer, but when the management checked with the previous employer 
about the conduct o f  the employee, i t  found that he had not been 
s a t is fa c to r y  in  the p o st. Thus the management terminated the serv ices  
o f  th is  employee as stip u la ted  under the s t a f f  r u le s . When the 
trade union and the employees were convinced o f  i t s  correct and le g a l  
actio n  in  d ism issing  the employee by the management, the s tr ik e  was 
c a lle d  o f f .

1 0 .3 2  The th ird  occasion  when the employees struck work for  e igh t 
days was when there was a d ifferen ce  o f opinion on the in terp re ta tio n  
o f  a c lause in  the agreement arrived a t e a r lie r  between the trade 
union and the management. The clause re la ted  to the reckoning o f  

dates for  purposes o f  granting annual increments to employees. 
U ltim ately  when the matter went to the lo c a l Labour O fficer , the  
in terp re ta tio n  given by the management was upheld by him. He also  

declared the s tr ik e  as i l l e g a l .  The resu lt was th a t the employees l o s t  
th e ir  s a la r ie s  for the period o f  the s tr ik e  and might not reso r t to 

th is  weapon again for some tim e.

Employee Discipline

1 0 .3 3  Since in  most o f  the Department Stores v is i t e d  by us, the 
key managerial p o s it io n s  were held by government o f f ic e r s ,  procedures 
and p r a c tic e s  for  maintaining d is c ip lin e  in  the Stores had been mostly
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1 0 .3 6  Pi stone s ty : The case o f th e sa les  a s s is ta n t  who was found
g u ilty  o f  misconduct and m isappropriation in  one Store has already 
been c ite d  above as an example o f th is  type o f  in d is c ip lin e .

10 .37  Theft and P ilfera g e  o f  Stores'* Property: We may c it e  here
the case o f  an employee o f  another Store in  which the management had 
taken l ib e r a l view , while g iv ing  the punishment to th is  employee. We 
a lso  interview ed th is  employee who had once been caught l i f t i n g  goods 
and taken to the p o lic e  and la te r  suspended for 20 days. The 
management la te r  gave him a chance to improve his conduct as he
came from a poor fam ily . I t  a lso  took from him in  w riting  a promise 
th at he would behave properly in  fu tu re . In sp ite  o f  h is assurance 
o f  good behaviour, he was subsequently found to be again indulging in  
questionable hab its and conduct. He was a lso  found to be quarrelling  
w ith h is co-workers. In view' o f a long record o f  misconduct, the 
management came to the conclusion  th at there was no hope for the  
employee to improve and they were about to dism iss him from the 
s e r v ic e ,

1 0 .38 Q uarrelling and F ighting: An incid en t o f  p e tty  quarrel had
taken p la ce  in  a Store a day before we v is i t e d  i t .  A i n i t i a l  
minor row between a lady inform ation a ss is ta n t  and a store-keeper  
had fla red  up into a face-slapp in g f ig h t .  The store-keeper was 
la t e r  put under suspension. I t  was a lleg ed  by the employees th a t a 
on e-sid ed  enquiry had been held by the manager on the b a sis  o f  which 
the Chairman had suspended the store-keeper without g iv in g  him an 
opportunity to explain  h is sid e o f the in c id en t. I t  appeared that the 
employees, were unhappy about the way in  which the management d ea lt  
with th is  case . The employees f e l t  the action  oi th e management rfas 
arb itrary  and the punishment given to the store-keeper was not in  
proportion to th e misconduct for which he had been charged. The 
employees argued th a t the store-keeper s fa u lt  had been not 
esta b lish ed  and i f  at a l l  the management wanted to conduct a fa ir  
enquiry i t  should have suspended both the employees and not the

i v .  In su b o rd in a tio n



store-keeper alone. As a result of this incident, there was a general 

feeling of resentment among the employees and the Chairman had not 

agreed to discuss this case with the representatives of the employees 

when the latter approached him for this purpose.

10.39 Misbehaviour and Insubordination; We came across a case o f  
th is  kind o f  in d is c ip lin e  in  y e t another Store th a t we v is i t e d .  An 
a s s is ta n t  salesman had temporarily been put in  charge o f  the 
vegetab le  sec tio n . When a customer came to th is  s ec tio n  to make 
purchases, the A ssista n t Salesman who was to attend to her was not 
in  the sa le s  sec tio n . The customer approached the temporary sec tio n  
in -charge for the purchase o f  v egetab les. I t  was sta ted  th a t he had 
refused to weigh the goods for the customer saying that he was a 
sec tio n  in-charge and was not supposed to weigh veg eta b les. When a 
complaint was lodged by th is  customer to the General Manager, he came 
to th is  sec tio n  and tr ied  to persuade the section  in-charge to attend  
to the customer in  the absence o f  th e Sales A ssista n t, but he had 
refused  to obey the General Manager and in  desperation the General 
Manager had him self attended to th e customer and weighed the 

v eg eta b les  for  her.

10.40 After this incident, the General Manager and the Secretary 

recommended to the Sub-Committee of the Board to take necessary 

disciplinary action against this employee. This particular employee 

had been the cause of many complaints in the past as well. Pending 

the final decision, the Secretary had suspended this employee and 

had requested for rectification of his action by the Board. We were 

informed that the Board of Directors instead of approving the action 

of the General Manager ana the Secretary took a lenient view of the 

act of indiscipline of this employee and reverted him to the original 

post of Assistant Salesman and transferred him to another department. 

The management's contention for this action was that they could not 

take a more drastic and severe action against this employee because 

the President of the Trade Union had threatened them with strike if 

they terminated the services of this employee.
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10 .41  Procedures for punishments had been included in the rales 
and regulation^/bye-law s o f  the Stores a t Hyderabad, Bombay and 
Coimbatore. Generally in  most o f  the S tores, the authority  to award 
h igh est punishment and impose fin es  on delinquent employees was the 
Board o f  D irectors or a sp ecia l Sub-Committee co n stitu ted  to handle 
such ca ses . In a l l  cases o f  in d is c ip lin e , the coiicerned employee was 
given an opportunity to explain h is case and i f  the management was not 
s a t is f ie d  w ith the explanation given, then a show cause n o tice  was 
issu ed  and necessary d isc ip lin a ry  action  follow ed. I t  appeared to us 
th at managements were relu ctan t to terminate the serv ices  o f  
un su itab le  and un satisfactory  workers, but in stead  preferred the 
employees to resign  and go. Only i f  the employees refused to go, the  
m atter was usu ally  taken to the labour cou rts . The management's 
general p o lic y  in  such matter seemed to  be one o f  compromise probably 
because o f  the cumbersome and the tim e consuming procedure follow ed
by the labour cou rts. I f  an employee was found v io la t in g  any rule  
or  i f  he was found g u ilty  o f any misconduct he was f i r s t  kept under 
suspension t i l l  the enquiry against him was completed and then 
d isc ip lin a r y  action  follow ed. In Bangalore Store, during the period  
an employee was kept on suspension pending enquiry, he was paid  
sa lary  and allow ance. In oth er Stores, i f  an employee was 
exonerated o f the charge, then only he was given the sa lary  and 

allowances for  th e  fu l l  period .

1 0 .4 2  In another Super Bazar, the follow ing step s were generally  
follow ed in  d ealing  w ith cases o f  in d is c ip lin e .

i )  The General Manager o f  Super Bazar f i r s t  reported the 
case to the Secretary o f  the Wholesale S tore who 
referred  the case to the O ffice  Manager. The O ffice  
Manager marked the case to the A ss is ta n t Manager (Adminstra- 
t io n )  for  processing and preparing th e case against the 
employee. The A ssista n t Manager then sen t i t  to the

Procedure fo r  Punishment;
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clerk  who actu a lly  worked on the case and put the 
same to the A ssistan t Manager with a-note and comments.
The case was then sent through the Secretary to the 
O ffice  Manager with recommendations to the P resid en t. The 
President handed over the case to the S ta ff  D iscip linary  
Committee for f in a l a c tio n . D isc ip lin ary  proceedings were 
then in i t ia te d  and then passed through the four steps 
as under:

a . Suspension: (in  case o f  misconduct, th is  action
was taken by the Secretary before any 
d ecision  was taken by the higher 
a u th o r it ie s ) .

b. Framing o f  the charge.
c . Issu e  o f show cause n o tice  to the employee 

proposing punishment.
d. F inal d isc ip lin a ry  a c tio n .

In other S tores, more or l e s s  the same procedure was fo llow ed .
In some o f  the Stores where serv ice  books o f in d iv idu al 
employees were maintained, th is  fa c t a lso was recorded.

The above procedure was cumbersome and did not r e su lt  in  

prompt d ec is io n s, which were ab so lu tely  necessary in  meeting such 

such s itu a t io n s . We fe e l  th at the executive management should 
be delegated  more powers to d ispose o f  a l l  cases o f  d isputes except those  
which are grave and which alone should be considered by the Board, so 

th a t quick decision-m aking may become p o ss ib le .

Punishments

10.4.3 Following types o f  punishments were gen era lly  given to  
the employees, found v io la t in g  r u le s  and regu la tion s regarding work 

and conduct:

i )  Withholding or stoppage o f  increm ents,
i i ) Suspension o r  reduction in  rank—demotion and tran sfer,

i i i )  Fine or censure,
I v )  D ism issal or term ination o f employment.
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10.44- Following was a ty p ica l chart showing the punishments, and 
the authority  competent to award punishments. The chart i s  based on 
the p r a c tic es  follow ed in  the case o f S ociety  at Coimbatore.

Authority competent to
Rank of the  
Employee punished

Censure 
or f in e

withhold
increments Reduc e Dismi s sa l

Secretary or President President Sub- Sub-
A sst. Secretary Committee Committee
or Manager

A ll other Secretary President -d o- -d o-
employees

10.4-5 The managements were compelled to take the u ltim ate  
d isc ip lin a r y  action  that o f  term inating the serv ices  o f  the employees 
fo r  misconduct in  a very few ca ses . As said  ea r lie r  e ith er  the  
management p reva iled  upon the employee to resign  or took l ib e r a l  
view  and l e t  o f f  th e employee with le n ie n t  punishment as the Bangalore 
Store did in  the case of an employee who was found l i f t i n g  gpods from 
the Store.

10.4-6 The managements informed us th a t i t  took always le g a l  
advice before i t  contemplated any d isc ip lin a ry  actio n  against an 

employee.

Resignation
1 0 .4 7  Many employees e sp e c ia lly  in  the non-supervisory cadres had 
resigned th e ir  jobs in  the S tores. There had a lso  been some cases 
o f  the employees in  managerial and supervisory p o s it io n s  resign ing  
from the Store. The reasons for  lea v in g  the Super Bazars were 
gen era lly  th at o f  b e tter  scope in  o u tsid e  organ isa tion s, fru stra tion  
in  the e x is t in g  jobs because o f  la ck  o f  job secu r ity  and absence o f  
promotional f a c i l i t i e s .  The managerial s t a f f  on deputation o f  course 

a lso  returned to th e ir  parent departments. The managements o f  many 
Super Bazars explained to  us th a t good and ta len ted  people did not 
stay  long in  the Storeys serv ice  as b e tter  cond itions o f  serv ice  
and terms were a v a ila b le  o u ts id e . Many employees had l e f t ,  i t  was
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reported? a fte r  receiv in g  tra in in g  to take up b e tter  paid  jobs. 

Retirement

1C.4-8 In Bombay, Coimbatore and Ernakulam Stores, employees were 
asked to r e t ir e  a t the age o f  55 and were not gen era lly  retained  
in  serv ice  afterwards.

Interview  a t th e time o f  leav in g  o f  an employee
10.49 The management o f  the Hyderabad Store reported to us that the 
p ra c tice  o f  interview ing an outgoing employee to fin d  out the  
reasons for h is resign ation , the areas o f  weakness in  the f i e ld  o f  
personnel management as a lso  to ascerta in  his view s on the b est
type o f  person to be recru ited  in  h is  p lace e tc . was follow ed. The 
management sa id  th is  system had been ve iy  usefu l to them as thqy 
received  valuable suggestions from an employee lea v in g  serv ices  o f  the 
S tore. We f e e l  a l l  Super Bazars should follow  th is  p ra c tice  
in variab ly .
Testim onials

10 .50  I t  was reported that the managements generally  gave 
testim o n ia ls  and good character c e r t if ic a t e s  to th ose employees who 
l e f t  th e ir  ser v ic es  to take up oth er job s. Such c e r t if ic a t e s  were, 
however, not given to dism issed or discharged employees on grounds 

o f  misconduct fo r  obvious reasons.

Turnover o f  employees
10*51 As mentioned in  e a r lie r  chapters? due to bad personnel 
planning and recruitm ent p o licy , the turnover o f employees, 
p a r tic u la r ly  w ith regard to lower ca tegories o f  employees had been 
rather his'h. In th e  absence o f  proper and system atic personnel 
planning at the tim e when the Stores hao. sta r ted  operations, the 
managements o f  most o f  the Stores had recru ited  more than the  
required s t a f f  w ith  the resu lt th at there was o v e rs ta ff in g  _ .■
and the management had to retrench many employees la t e r .  In one 
Store, approxim ately 100 employees were retrenched and in  another 

Store out o f 100 o»r more employees appointed i n i t i a l l y ,  only  
approximately 4-0 Employees had been reta ined  and th e res t had to be 
retrenched. Thes© retrenched employees were sa id  to have been 
given preferences >and were re-employed whenever vacancies had
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occured in  the concerned Super Bazars. W e  however observed th at the  
management had now rea lised  th at i t  was not a good and healthy p r a c t i c e  

t o  f o l l o w  f o r  a n  ind iscrim in ate " hire and f ir e 1’ p o licy  c o u l d  

adversely a ffec ted  the morale o f the employees and also th e ir  
e ff ic ie n c y  which had a d irect bearing on the operations o f the Store.

10 .52  The chart below shows the comparative p o s it io n  o f  employees' 
turnover in  each department Store v is i t e d  by us. (As given by the 
management during the course o f  our v i s i t s  to the concerned Super 
Bazar 9 ) ,

Name o f  the Resigned Dismi ssed/ Terminated Total Present strength
Store Managerial,/

Supervisory
Other MaoageriaV

Supervi sory
Others Mang. 

Super
Other

•
Mang.
Suger.

Other

Meerut 2 6 4 42 6 48 5 38

90^Ludhiana 0 0 0 6 0 6 3
Bombay 7 22 3 5 10 27 15 250
Hyderabad 1 16 1 25 2 41 30 240
joimbatore 2 160^ 1 29 3 189 19 208

irnakulam 0 7 0 1 0 8 4 59
r'angalore 6 68 0 45 6 113 7 186

§ : 23 working in  p rocessing  o f  snacks in  the C afeteria .

§§ : Approximately 100 employees were retrenched due to
low sa le s  during the inception  o f the S tore . Many 
o f  them were la te r  on re-employed,

10 .53  The reasons given for th is  high turnover o f  employees in  

department s to res  were generally  as under:

i .  Low sa lary  or wages,
i i .  Lack o f  promotional f a c i l i t i e s ,

i i i .  No secu r ity  o f  job,
iv .  Lack o f tra in in g  f a c i l i t i e s ,
v . Faulty anchor absence o f personnel planning,

v i .  Misconduct.



10.54 This high turnover o f  employees in  Department Stores had a 
crip p lin g  e f fe c t  on the working o f the S tore and had led  to the  
sagging morale o f  the employees. I t  had also resu lted  among other  
in  fo llow ing drawbacks:

i .  D islocation  and disturbance in  the operations 
o f  the Store.

i i .  F inancial lo s s  on .account o f  expenses 
incurred on induction and train ing o f  
employees who l e f t  and on the employees 
rep lacing them.

i i i .  .D iff icu ltie s  in  planning and budgeting.
iv .  Poor image and reputation o f the Store in

the market.

10.55 We f e e l  that the managements should ex erc ise  s t r ic t e s t
control a t the time o f recruitment to ensure that only those persons 
are se lec ted  who are l ik e ly  to stay on in  the organ isation  for some
tim e. The success o f  these organ isations w il l  depend in  no small
measure in  reta in in g  the employees for longer period . We also fe e l  
that i t  i s  no use trying to recru it the b e s t o f  the employees, when 
a p a r ticu la r  management i s  not in  a p o s itio n  to create neoessary  

\vforking conditions as may a ttra c t the ta len ted  employees and reta in  
then. Before ta le n t  i s  sought, those conditions as may prove 
a ttr a c t iv e  to the ta le n t and help him grow and provide him necessary  
op p ortu n ities  to show worthwhile r e su lts , have to be created. In 
absence o f  such conditions, managements should r e s t  contented with  

the ordinary.
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