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FOREWORD

Urbanisation and industrialisation are proceeding at a
fairly rapid pace in South and South-East 4Asia during the
post-war period. This process of rapid growth of towns and
cities is responsible for the emergence of fixed income earning
groups which mainly comprise industrial workers and the middle
classes. The Consumer Cooperative Movement has a great role to
play in protecting and promoting the interests of these newly
emerging groups of people who are exposed to a number of
problems such as adulteration of goods, unhealthy business
practices and rapidly rising prices. Although eomsumer
cooperatives have been functioning in different countries of
South-East Asia for several decades now, barring some sucsessful
exaples of consumer cooperatives, generally speaking, they

have not become a powerful force in the distributive trade.

A concerted cffort has been made‘to develop consumer
cooperative movement in India from 1962 onwards., The Goverhment
of India formulated in 1962 a Centrally Sponsored Scheme to
organise a network of consumer cooperative socleties in all
important cities having a population of 50,000 or more. Under
another scheme it was decided to organise Department Stores
called "Cooperative Super Bazars' in cities having a population

of 200,000 or more and later on to other cities on a selective basis.

Several factors contribute to the success of any
business enterprise, including cooperative enterprises.
Personnel is one of the key factors in this regard. In view
of the setting up of large-sized Cooperative Super Bazars in
India, we felt that a study of Personnel Management in Selected
Cooperative Super Bazars in the country would be useful in

finding out problems in personnel management and suggesting



guidelines for improvement. Such a gbudy was alsoAneeded for
our educational programmes in this field. The Advisory Council
for the IC.i Regional Office and Education Centre approved of

our undertaking such a Study during the year 1969,

The present report is an outcome of the Study of eight
Cooperative Super Bazars in India. The study was carried out
in close cellaboration with the National Cooperative Consumers”
Federation of India and the Vaikunth Mehta National Institute
of Cooperative Management, Mr. Ragnar Arvidsson, a Specialist
on Consgumer Cocoperatives in our office and Mr, K.K. Taimni who
was vworking as a Management Consultant with the National
Cooperative Consumers’ Federation and who later on moved over to
the Vaikunth Mehta National Institute as a Reader in Consumer
Gocperatives, were assigned the responsibility for conduciing the

study.

We will now be approaching some experts in Personnel
Management and leading cooperators concerned with the development
of Cooperative Super Bazars, to obtain their comments before

finalising the report.

I would like to express our sincere thanks to the
National Cooperative Consumers’ Federation and the Vaikunth
Mehta National Institute for their valuable collaboration in
conducting the study and for thelr making available the services
of Mr. K.K, Taimni, I would also like 1o express our gratitude
to the members of the Advisory Group from various national level
and other organisations mentioned on page 2 and 3 of the Report who
ndvised us on the objectives and scope of theStudy and assisted

us in the selection of Super Bazars.

Finally, I would like to express Iy appreciation

of the hard work put in by Messrs R. arvidsson and K.K. Taimni



in conducting the field study and completing the report
speedily in a period of one year. I may add that the views
expressed 1n the report are those of the two researchers
mentioned above and not those of the International

Cooperative Alllance, Regional Office and Education Centre

or other sponsors who collaborated with us in the study. We
also cwe special thanks to the Boards of Directors, Executives
and other employees of Cooperative Super Bazars, who readily
furnished the information requested of them and provided
considerable facilities tc Messrs Arvidsson and Talmni during

their field vigits.

o M‘ B P ’ ’\\ [PV Co

T
J M. Rana

i ducation Centre
February 1970 Director, Educ
New Delhi
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1

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
steadily growing in number and especially after the devaluation of
the Rupee in 1966, these were given an added momentum, when the
Government of India launched an accelerated programme of getting
up large-sized Cooperative Department Stores - Super Bazars - in
major towns all over the country, in a bid to check the spiralling
prices of consumer goods, to give the nuch needed relief to the common
man and to provide an slternate distributive machinery to the
community and the state for the distribution of esgsential congumer
articles. Not only did the government encourage setting up of
Cooperative Department Stores by the existing Consumer Cooperatives
by éssisting them in getting liberal credit facilities from
Cooperative Banks under the Guarantee Scheme, helping them in procuring
scarce and essential commodities from the manufacturers on priority
basis, and by even deputing its officers to man the managerial positions
but also came forward in providing the necessary share-capital, loans,
subgidies to set up independent units of Super Bazars in some clties
and towng. By 1968, the growth of Department Stores in Indlia had
become phenomenal. In the beginning of 1969, there were approximately
75 Department Stores, big and small, functioning all over the

country.,

The stupendous growth in the Super Bazars brought in its
wake many problems, important and pressing among them belng problems
of efficient management of inventory and personnel, financial
accounting and controls and the like. In large-sized Super Bazars,

the problems arising out of management of personnel in particular



confounded those who were resgponsible to run these organisations
on efficient lines. In the absence of proper manpower planning
or as a result of very hasty planning occasioned by the urgency
in opening the Deparitment Stores, the salary and wages costs
became so high that many Stores staggered under this heavy
burden and could bearly avoid sustaining heavy losses. By
recruiting untrained employees or poorly trained employees, the
Super Bazars could not run efficiently and satisfy the eustomer
and thus suffered set backs in business. Consequently, the
Stores now in operation, barring a few, either show huge losses

or just manage to scrape through.

In view of the above, the ICi Reglonal COffice and
Education Centre for South-East Asia in New Delhi felt the
need to make a study of Personnel Management Practices that
were currently in use in the Department Stores in the country
with a view to find cut the flaws and defects, if any, in the
Personnel Policles and Practices and to suggest improvetments
and remedlial measures so that the Super Bagzars would have a
haalthy growth and be able to meet the challenges of the times.
The IC4 Reglonal Office and Education Centre, therefore, included

this Study in thelr programme of activities for 1969,

An advisory Group consisting of the following

representatives was formed @

1. ir. P.B. Weeraman, Reglonal Director
ICA Reglonal Office & Education Centre
Vew Delhi

2. Mr. M.S. Asthana, Chief Executive Director,
National Cooperative Union of India
New Delhi

3, Mr. M.K. Puri, General Manager,
Tational Cooperative Consumers’ Federation
New Delhi



4o Mr. K.G,Mathur, Chief Director (R),
Ministry of Food,igriculture,Community Dev. & Cooperation
New Delhi

5. Mr. B.X. Sinha, Member-Seccretary,
Commnittee for Cooperative Training
New Delhi

6. Ml". PcRo Du.bh.a,sui
Director
Vaikunth Mehta National Institute of Coop. Management
Poona

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

8., Mr. J.M. Rans
Director, Education Centre
ICA Regional Office & Education Centre
New Delhi

9, Dr, Dharm Vir, Joint Director (EC)
ICA Regional Office & Education Centre
New Delhi

2 Chiectives

The followlng objectives of the Study were identified

based on which the Study was to be conducted.

1. To meke a detalled study of the
existing practices in the field of
personnel management in Cooperative
Super Bazars in Indiag

2 To make recommendations and to suggest
new Measures wherever necesgsary, in the
field of personnel management with a
view to improving the general productivity
of the employeess



3. To frame guidelines as a result of
the above, with a view to assisting the
management in the formulation of their
personnel policies.

3. Scope of the Study

The scope of the study was confined to the following

agpects ¢

1. #xisting Organisational Structure of the
Super Bazars and the Set-up of the Personnel
Section therein,

2. Exigting Policles and Practices in the field
of Manpower Planning.

3. Existing Practiceg with regard to Job
inalysis, Job Description, Job Bvaluation
and Performance Appraigal, Measurement

of Productivity and linkage of Incentive
with the productivity.

e  Expectations of the Employees and the
Management, Morale of the Employees and
Motivating Factors introduced by the
Managements to Improve the Operational
Efficiency of the Super Bazars.

5 Existing Policies and Practices followed
for Recruitment of Personnel, thelir
Induction and Probation,

6. Training of Employees and Methods of
Training.

7. Existing Policies and Practices with regard to
Compensation and the various Welfare Measures
devised by the Managements for the Employees.

8. Exigting Methods of Communication and type of
Social Relationship within the Super Bazars.
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9., Management ~ Trade Unicn Relationship.

10. Procedures for Redressal of Grievances of the Employees and
Employees Diseipline,

4o Criteria for the Selection of the Sample

The following criteria were laid down for the selection of the Super
Bazars for the study.

a) The Super Bazars should be located in different States of the
country and must have completed at least one year’s operation as on
2lst Deecember, 1968,

h) To the extent possible, large-sized Super Bazars should ke taken
up for the study.

e) Both successful and mot so suecessful Super Bazars should be
included, and

d) Super Bazars with different structural organisations i.e. those
which have been set up as an independent units and those whiech have
been set up by the existing Wholesale Stores should be taken up for
the study.

5. Selection of the Sample for the Study
Accordingly, the following sample was selected for the Study on the basis

of the criteria laid down above,

1. 4ipka Bazar, Meerut (U.P.)

2. Cooperative Super Market, Ludb%?na (Punjab)

3. Super Bazar, Baroda (Gujarat)3s

4« Sahakari Bhandar, Bombay (Maharashtra)

5. Chintamani, Coimbatore (Tamil Nadu)

6. Cooperative Departmental Store, Ernskulam (Kerala)
7. Janatha Bazar, Bangalore (Mysore)

8. Kalpalatha, Hyderabad (Andhra Pradesh)

6. Methodolegy
The following approach was adopted for conducting the Study. The Study
itself was divided into the following four phases:

First Phase — 1) Collection of background information from all the Super
Bagars which had been in operation for more than one year as

cn 31lst December, 1968.

ii) Collection of a representative sample of various statement
shests, performac used in the field of Personnel Management
hy the Super Bazars indicated in (i) above., These statements
included the existing orgenisational charts, staff rules and
regilations, training schemes, job descriptions, communication
gystem, staff information sheets, etc.and

iii) Preparation of questionnaire, observation~cum~interview
schodule, and testing of these on pilot basis in a Super
Razar in order to check the applicability and utility of these

{4 — After a vigit to the Store, 1t was observed that the policles and practices
in tho rfisld of Personnel Manzgement were not different from the ones
followed in the Stores already visited and thus no separate study report

weg prepared.



in real life situations and, if necessary, to
effect modification in the approach before
the proper study is taken up.

Second Phage - 1) Field visits to the selected Super Bazars
and to conduct interviews with the members
of the Board of Directors/Sub-Committees,
the Executive and other personnel on the
basis of the interview schedule prepared
for the purpose.

ii) Collection of bio~data of some selected
employees.

111) On-the-spot study of various policies and
practices followed in the field of
Personnel Management on the basis of the
obgervation schedule prepared for the
purpose, and

iv) Discussions with the managements, trade
union leaders and cfficers from the
State Cooperative Department with regard
te the pogsible areas where improvement
can be made.

Third Phage - Drafting of the report and, if necessary, to
re-vigit some of the Storeg for cross-checking
the date and collecting the additional
information ag may be necessary.

Fourth Phage ~ Follow-up steps which may include holding
of seminar, preparing a manual and necessary
guidelines in the field of Personnel Management.

7. Commesncement of the Study

To start with, w2 prepared a general questionnaire for the
collection of relevant background information from all the Super
Bazars in the country which had been in operation for more than one
vear as on 2lst December, 1963, in order to select a representative
sample of the Super Bazars in accordance with the crieria stated
sbove. It was sent oub to 42 Super Bazars and about one~third of
the Stores responded and sent the questionnaire duly filled in. In
the process of selection, we received considerable assistance and

suidance from the officers in the Cocperative Department of the



Government of India.

1.7. L3 3 . ] ol
We also prepared . questionnaire, interview schedules and
observaticn guidelines for use,

4 pilot study was subsequently conducted in March 1969 at
Super Bazar Meerut in order to test the applicability and utility
of our questionnaire in real life situations and, if necessary, to

effect modification before we set out for our field visits.

The second phase which was made up of a series of field
visits started in early ipril and each visit was of 3 to 5 days.
During these visits we interviewed members of the Board of Directors/
Sub-Committees, General Managers and other senior personnel, a
representative sample of other employeess, a few Registrars and other
Officers of the State Cooperative Departments, representatives of the
staff councils, staff clubs and trade unions of the employees and other
connected interests. We met them in groups as well as individually
and had had an opportunity to hold formel as well as informal
discussions with them on the various aspects that had been covered

in our study.

The table below gives the categories and number of personnel

whom we met during our visits.

Name of the Store People interviewed Personnel interviewed
Presi- Board Exe~ Super~ Sales Trade Total
dents of cutive visors men Others Unionsg inter-

Directors viewed
1 2 3 4 5 6 7 8 9
leipka Bazar, 1 1 2 3 3 - - 10
leerut
2aCccperative - 1 2 2 5 1 - 11

Super Marke
Liadhinng.,
3e3uper Ragar
4eSutinkrri h
Bombay

5 . Chi xt']fr'lﬂi P
Coinbatora

£ .

O Cocnerative
Hentnl Stor
Ernalaad am,

t)
,Baroda 1 - 1 2 5 - 1 10
andar, 1 1 6 1 5 20
1 1 5 5 18 2 - 32
Depart-
o 1 - 3 3 4 1 1 13
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_ 1 2 3 4 5 6 7 8 9
7«Janatha Bazar, - 1 | A 10 -
Bangalore. ’ ’ i
8.Kalpalatha, 1 - 3 2 5 3 2 16
Hyderabad.
6 5 24 22 56 11 9 133

On the basis of the data collected through questionnaires
and also as a result of our observation-cum-interview sessions with
the personnsl and others connected with the working of the Stores,
we prepared separate reports for each of the Store under study. This

draft report is based on these seven reports.

It is proposed to circulate this draft report among the
sponsoring agencies as well as among the executives of the Super
Bazars that had been selected for the study, the Reglstrars of the
Cooperative Department of all the States in the country, and a few
other recognised experts in the field of Personnel Management in
order to elicit their comments and suggestlons for making the

report really useful for the managements of the Super Bazars. -

We propose to discuss the follow-up steps to be taken
in a5 meeting to be convened of the sponsoring agencles in the

niddle of March 1970,
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AN CVERVIEW

. any attempt to study a field like Personnel Management which
in breader terms is a reflection of the attitudes of the senior
porsonnel in an organisaticn without taking into consideration the
environmental factors which operate within and without the

organiration will be anything but complete.

During the course of our study, we had had cccasions to
observe some of these factors in operation and their impact on the vital
field of personnel relations and the response of the employees
thereto. The following paragraphs are devoted to this aspect of our
ctudy.

In view of the peculiar manner of the organisation of the
Super Bazars in India and the close involvement of the various State
crgans, it was imperative to find a steady creeping of
Tadministrative culture' within these organisations, where

managerial personnel had been tempered to exhibit orientation towards

rules alone. On the other hand outside environments of the town
did also contribute to influence the attitudes of the management and
the employees towards work, productivity and the respective role

of cach towards the other. For instance, in a particular Super

iazar which was located in the hub of a commercial town, the

efficicency of the sales personnel was found to be high both because
of the commercial culture of the town as well as the attitude of

the management, which was far different from that one finds in

We feel that the development of a culture

a governinent office.
objectivity come into

within an crganisation, that does not let
higher premium on

the process of decision-making and places
hard to emulate, fails

valueg which a professicnal manager finds

to gear the erployees of the organisation to strive hard for the
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achievement of the sot objazetivaes and is thereforc surely rot
conducive for the introduction of healthy practices in the ficld of

personnel management,

We give below the role of three important zrencicg/offices,
which have been in our opinion responsible in shaping and
influencing the practices in the field of personncl management

in the selected Super Bazars:

(1) Role of the State Agencies

Ls stated earlier, the close involvement of the State

had been respongible for the breading of a culture where the

e]

executives had developed a class prejudice towards the employees
and congidered them as a distinet category cf personnel whose

aspirations had to be ignored, whose personal welfare had not to
be looked into, and who should, in general, be left to their own

fate.

A typical example of the impact of this culture had been
the attitude of the managements towards the role of the sales
personnel. In almost all the Super Bazars, we feund that the sales
personnel had been made both responsible as well ag
acecountdble for the stocks, and thus thelr initial orientation
had been directed not so much tec puch up sales, but to devise
necessgary meastres as may prove helpful in protecting the
inventories. Apparently, the result had bzen that salesmen were
not so much motivated to push up sales as for ensuring that stocks
were properly protected. It is our opinion that the sales
personnel should essentially be acccuntable for the stocks and
respongible for showing results and acccuntability should be viewed
but an integral part of the coverall rosponsibility for showing

results in a given set~up.

.

Another related aspsct which had resulted because of the

interference from State authorities was the excessive zeal of
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manageitents to increase the security from the staff that had

been entrusted with stocks. In one Store when on the instructions
of the Registrar of Cooperative Sccieties of the State Government,
the cash security had been increased from Rs. 500/- to Rs. 1,000/-
in the case of salesmen, some of the sales employees had to leave
the organisation, for this and similar other reasons and in

their places, the management could find only aged retired personnel
who alone perhaps were willing to provide the necessary amount as
security. Thus in a way, the State Govermnment restricted the
choice of the management in the selection of pergonnel., Another
practice that was widely encouraged in the field of personnel
managemn:nt was that of looking to the State Covernments’ manuals
ete. for precedences to take decisions in these organisations whose
nature and objectives were far different from that of a government
office., Bven performance appraisal of the employees was done on
the basis of a confidential report which characterised the

routines of a government office,

(ii) Role of the Board of Directors

It is a well-known fact that the morale of the employees
in any organisations largely depends upon the integrity and
competence which the top management displays in running the
business of an organisation, and if ingtances come to the notice
of employees where the top managerial personnel show lack of
integrity or lack of objectivity or lack of necsssary coumpetence
in the procegs of decision-making or even interfere in spheres
which normally do not relate to their activities, a certain
amount of demoralization and at times even derelicticn of duty

follow on the part of the employees.

In the Super Bagars where the members on the Board of
Directors were insisting upon making purchases in spite of

opposition from the senior managerial personnel or where glaring
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instances of lack of integrity on the part of the members of the
Board of Directors had come into the notice of the employees, or
even where the paid executives were found to be incompetent in
discharging their functions, employees were found to be
frustrated, demoralized and betrayed a lack of identification with

the Super Bazars.

(iii) Role of the Chief Executive

The Chicef Bxecutive was & model whom all the employees
in the organisaticn emulate to develop their own behaviour,
attitude and role within the organisation. During the course of
our study, we found that in those Super Bazars where the Chief
Executives were more business-oriented and humane in their approach,
the degrec of the morale of employees was higher, the operational
cfficiency better, and the communication easier, Alse in those
Stores where the Chief Executive had adepted a stiff-necked
attitude, the employees wers frustrated, non-communicative ,
and by =nd large disloyal to the organisations they served. We also
observed that those (hicf Executives whe did not insgpire
confidence in thelr employees elther because of poor personality,
or because of lack of support from the Board of Directors, or even
because of their own personal prejudices, had also failed to take
the other employees with them in gtrengthening the organisation.
Most of the cases of indiscipline, grievances and groupism were
founl to be growing in those Stores where Chief Executives were
essentially weak or incompetent and did not have necessary skill
and expertise to take ncecessary decisicns or who lacked a will 1o
resist outsile pressure thet was brought about to undermine the

working of these organisationsor who did not enjoy confidence of the
doerd of Direstors.
Apart from the influence which has been discussed above,

we alsc found that there was a positive relationship between the

success of the organisation and the morale and degree of devotion
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of employees towards the organisation. The more successful
Stores had their employees with high morale and stronger
motivating factors. It was also observed that the size of the
Store had also a cloger relationship with the degree of
progressiviem in the fleld of personnel managemnent and employees

satisfaction in their respective positions.

By and large we found that the employees had been
recruited on recommentations and were at times even protected
because of thelr connsctions with the "Powers that be', but we also
noted that with sultable training, motivation and incentives, they
can be harnecssed to give thelr best for the successful running

of these organisations.

In our gtudy, we dld find that employees felt inspired
in their work because of the objectives of Super Bazars, i.e. 1
sell essential consumer articles at lower prices and to ensure
that the consumer is not exploited in the market. It is our
opinion that if this particular aspect of the objectives of opening
of Super Bazars are clearly explained to the employees, a greater

degree of involvement can be obtained from them.

The managements of most of the Super Bazars were still
struggling to establish themselves and were conscious of the
drawbacks in the fileld of personnel management ani were found to
be cager to introduce all tlose measures as might hclp thenm
in streamlining the existing practices ani were also in search of necessary
gulidelines for future growth. They were found to be eager to know
more about the various practices in the field of personnel
managenent as may help them to motivate the employees to give
their best tc the organisation they ssrved and time and again
pointed out to us that the results cof cur study in this field

would be eagerly awalted.
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PARSOMNEL MaN. GIMANT BOLICI 35 .ND FR.OTICES IN SILICTTD

SU£AR BLZaR3 IN 1401,

SUMMLRY . .ND CONCLUSI N

Chanter I - Organizsational Jet-un

In all the seven Zuper Bazars under study, no independent attempt
whatsoevar, had ever been made to observe a well-defined organisational
set-up that might facilitate the work of co~ordination, planning and
control at various stages, No separate management set-up for looking
to persenncl management hed beel envisaged in any of the Super Bagzars
except what was necessary and minimum under the ecircumstances. The
outcome of the absence of a streamlined organisaticnal set-up had been
(a) Cverlapping of duties;

(b) absencs of channel communication;

(¢) ibsence of coordination;

(d) Ditution »f metivating factors;

(e) .bsence of goals and blurred objectives; and

(f) Convergehce of various activities in the organisation at a level
which was far highoer than the Department Managers, who were
generally rasponsible for the operations of the Store,

We foel that an ideal organisg=ational set-up for a large sized
retzil shop should consist of the following four separate functions:

(i) Sales;

(ii) Furchases;

(iii) Control and accounts;

(iv) ierscnnel and Jublic Relations.

Hicrarchy-wiss it should consist of at loast three tiers:

() rFolicy-making, (b) Zxeeuticn, (c) Cperatinsmnal.

Wo also feol that the importance of a Personnel Section and its

role in the organisational sct—up need to be highlighted and special
treining in personncl manazement should be arranged for these
personnel.,

Chapt~or I1 - Fersonnel rlanning

4ith the exception of onc Store, all the factors with regard

o
to personncl nlanning in the Super Bazars wera missing and no

intellizent attempt on th.ir part was discernible, By and large,

we could not sec any attempt that mizht have been made on positional
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classification which could have helped in any meaninsful exercise in
personnel planning, Positions at times, had Ueen created and abolished
depending upon the exigenciss of circumstances, appointments had been
maie without any prisr attempt to assess the actual noeds, services

~f the employses had been often terminated on an ad hoc basis which in
turn had resulted in, among others, not only in avoidable exnenditure
and conscgucnt loss, but alsc demoralization of other employees,

We feol that there is a need to carmark separatce funds for
iwvclopment of personncl on the basis of personnel budgeting for a
ziven future rneriod,

another grim feature that came to our notice was the lack of
confidence that was exhibited by the menazoment in at least one Store
in the stability of the Super Bazar itself. The Chairman and the
Chicf Mxecutive of this Store printed out that before an attempt
for nersonnel planning could be made, it was necessary that the
~rganisation should be on a stable basls, which in their opinion,
was not the case. Cthers understeood the need for proper personnel
planninyg but indicated that they nceded advice and assistance from a
natinnal or a state level bedy which could guide them in such matters,

e feel that in order to avoid the possibility of large scale
~otrenchment of employeos at a later stage, or setting up of
non-viabloe Suvor Bazars, it is imperative that proper project
planning and feasibility studies should precede the sctting up of
Super Bazar in future. Such studies should include manpower
rocrui tment and assessment of the degree of skills and expertise
required at verious levels in order to ensure profitable working of
these orzanisations, Such studies may preferably be conducted by the
National Cooperative Consumers' Federation or State Cooperative
Federaticns. In six out of the scven Stores under study, the Chief
e government officers on deputation, and in ong Super

Sxecutives wer

Bamar »lmost 2ll the supervisory and managerial positinns had also
Cadan = N

been filled up by the deputationists drawn from the various State

Government Departments. 1t seemed to us that no attempts were being

ade by the manazoments to roplace these officers who had come for

short pericds to work in the Super Bazars,



20

Absence of any definite plan made it well-nizh impossible to
‘chalk out a programme for career planning and management development
for the employees, and this had also introduced an element of ad-hocism
in any meaningful procadure desighed to make distinet channels of
premotions for varicus categories of employezes,

We feel that there is a need for an integrated programme of
carcer development of employees and training facilities required for
their growth., We also feel that it is neccssary to draw up lomg range
plans for development of senior personnel in order to help them shoulder
Yesponsibilitics with confidence in ths future,

In none »f the Stores under study, the employses were aware
cof the procedurc that the managements followed in promoting employees,
In all the Super Bazars, seniority was sald to be the basis for
promotion, In at least one Store, we wera alsc informed that the
Store's own cmnloyees werse audtomatically considered for nromotion
if a vacancy occurrcd, irrespective of the fact whether the cmployees
had ap»lied for the same or not,

Absence ¢f distinet channels of promotion and the failure of
the managemant in making any attsmpt on career development of the
ainploy ses and for arranging suitable training had resulted in low
morale and frustration, £t had also perhaps led to the freezing of
operations of the 3uper Bagzars at the existing levels - a fact which
2 leading Dircctor of a Super Bazar pointed out to us during the
course of our interview, (

We feel that as the cmployees attach utmost importalce to
their prometi-ns within the organisations, the managements sheould lay
down well-defined poliecles with regard to promotiong of employees,

In our opinion, all the positinns at the third level of the hierarchy,
i,e. supervisors and equivalent 1ositions in the organisations should
be invariably filled up by promotions alone and the managements should
exercise necees~ry check while recruiting personnel at the fourth
level of the hierarchy to ensure that only such recruits as have the
potontial to grow into good supervisors are recruited.

We alsc fecl that at least 50 per cent of the positions at the
gocond lavel of the hierarchy, i.e. that of Department llanagers and

“he equivalent positions in the organisations should also be filled up
‘he ¢ ~lznt pos gan
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by promotion zlone. The managements should snsure that the employees
in the organisations fulfil the Necessary guclifications laid down

for these positions by drawing up an intelligent nrogramme for their
placement, training and career develosment. In cur opinion, the post
of the Chief Executivc should zlss be filled up by promotion, as far

as pgssible. The basis for all prometions ghould be merit =nd minimum
reriod of service within the organisation and merit should bo Judged on
the basis of pericdic performance evaluaticn of the emnloyzes dohe on an
cbjective basis, BStaff cadres hadl not been created anywhere, but the
senior employ:zczs shontanecusly commended the proposal for creating

and maintaining staff cadres for managerial positions in the Super
Bazars., The clected Directors werc found to be, however, not so keen
and enthusiastic about the creatiosn of cadres, but most of the
managements showed thelr willingness, though with a slight reluctance
to take managoerial personnel from such cadre, for after all, it was
claimed, the existing arranzements were not much different from the

ong that has been envigaged, bocause even now, it was the Registrar

whe had been sending his nominess to work as General Managers, and

this arranzement had a woak noint in that the Registrar's nominee
lacked the necessary skills and cxpertise which would be the basic

qualifications of the new Manager,

The managements were of thg view that the qualifications of
nrospective recruits to the management cadres shculd be (a) adequate
fizid experience; (b) training in retail management; (c) provan record
of performance in running a retail organisation, The management
favourel cutside biz commercial houses as the main source of
rocruitment to such cadres, and it was pointed that a commerce degree
should be an cssontial qualification for canlidates to be taken on such
cadre. The National Cocnerative Consumers! Federaticn and the State
Federations were the two ascncies that were favoured for creating and

malaging these cadres,

e howev.r fTeel that o sevarate comnrehensive study should
be conducted on this aspaect of caderisation, Such a study should
aim 2% finding cut the efficacy or otherwise of creation and
maintenance of cadrzs for management for Super Bazars in the

socio~cconomic set-up of this country.
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Chapter III -~ Job Analysis and Froductivity

Stray attem~ts had been made in almost all the Super Bazars
in laying down specific dutices for the various nositions that had been
created within the organisation, But nn meaningful link-up was
discernible amons the various jobs that hal been created or were
positioned within the Super Bazars, The general impression that we
carriel about the management's approach was that of tackling problems
as anhd when they arose. In almost all the Super Bagzars, the Juties of
the Chief Executives and hccountants and in few casaes, some <ther
officers had been defined in the concerncd bye-laws of Super Bazars.
e feel that the managoments should make earncst cfforts to clearly
lescribe every job in tho organisation in order to streamline their
working and establish necessary systems for coordination aznd control
and to define the specific role to be played by szach in the nrocess of
achieving the objectives. We alsc feel that it is necessary to lay
dewn procedures for carrying out Jdifferent activities in the organisation

N detailed methods therecf, Authcerity to whom an inldividual

N

gmployee will approach, should he face any difficulty, for

)

issistance and zullance, may also be clearly defined in order to
imnrova the efficiency of cach emvloyes and help him come to the

axnectations of the management,

Since positicns had not been defined in the corganisations, no
attenpt whatsowoer had been made for the evaluaticn of the various jobs
anl their contributiens to the overall objectives. %We feel that it is

necessary for malagements to svolve necessary procedures for the

creation of nev positicng, 1In our opinion, it shcould be the duty of

the Fersonnel Department to initiate acticn in this bghalf, We feel
that attem-ts to ovaluate the varicus jebs in the organisation should
be made periodically in order to make the organisational set up and
position claseification responsive to the changing demand in
competitive envircnments, We also feel that scales of pay should be
kept as 1ow in number as possible an! should not exceed seven in all

in the case of Super Bazars. An elaborate system for performance
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appraisal and merit rating based on objective ovaluation of each job
in the organisationai structure shoull be evolved in ~ll the Stores
not only to asscess the notential of each emnloyee and consequently
to make a plan for his careser deovelospment, but also to control and

improve his individual verformance.

Somg of the most important factors which influcnce and increase
productivity in an organisation are werk organisation, intezration
cf duties and responsibilities, continucus training of employees, proper
induction system, reasmnable compensation rates, involvement of
emnloyees in the process of decision-making, recoznition of merit,
award for good performance; and objectivity on the part of the
management in its activities. Tomsorted efforts to introduce all these
aspaects in these orzanisations would surely 30 a very lohg way in

improving proluctivity in these organisaticns,

Attempte to increacse productivity of employces by way of
incentive pay had misfired largely because the rationale of fixing
incentive ray was not based on gehuine factors, We feel that unless
manazements dovelop scicentific criterion to meoasure productivity of
emrloyces, no incentive scheme will bring abcut the necessary resilts
expected from it, In cur opinion, a separate study to work cut
such critorion shoull be carried out by the National Institute of

Cnoperative Management, Fooha.

Chapter IV -~ ZExpectations, Motivation Factors and Morale of Emplovees

snagements excopt in two Super Bazars, were business

AlLd
oricnted or without any crientation, and there was almost a total lack
cf integration among the employecs and the manazements, In a few Storcs,
the managements exhibitel a class approach while dealing with the
junior categories of employees. We observel that the Super Bazars
where managements were ciployee—ciyiented had better cperational
afficioncy than the ones where the managements had business

orientation or no orientation at all.



2

fxpectaticns of manazoments from employees varied from Store to

fng 1 N 3 .
Store, but the following can be gsaid to be common expectations

(i) Deveotion to work
(11} Loyalty
(111) Honssty and integrity
(iv) Punctugality

(v) Gond behaviour towards customers

None of the managements had however communicated their
expoctationsg te the employees because of lack of channel of
communication,

Yo also observed that the managements had misgivings about the
role of employces, In their thinking, the cmployeces by nature shirk
for doing work and unlegs higher salaries were given to them, they
wotill not give their besgt to the organisation for achieving the
objectives of the Store, In our opiniocon, though the managements
themselves hal failel to create necessary conditicns as could have

provel! c niucive for the employees to come up te their expectations,

Bxpectaticons of Employees

The expectations of emnloyees varied according to the attitudes

of the mansgements towards the welfare and grievances of employees.

Major among the commen expectations given by the amployees

i) 3ccurity of job
ii) Salary according to performance
iii) Defini te channels of promotions

Reasonable attitude of management towards
employces' grievances.

Abclition of the system of recovery of
short cash or cash deficits,

vi) Jocd behaviour from mansgement
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vii) More financial benefitsg
viii) raining facilities
ix)  Authority to decide what to sell
x) Frece uniforms

xi) Liberty to make Urchascs for sales.

The employces, by and larse, felt that the manazoments had not
live? up to their expectations anl this position in cur view scemed
to have worsched because of lack of communication between the two
and conscquently development of atmosphore where misunderstanding

thrived in itself,

The following were the reasons responsible for the gap between
the oxpectaticns and the actual performance of both the managements

and the employees

i) Lack of comunication

ii) absence of a proper Induction Programme at the time
of recruitment of employees.

iii) Qut-moded compensation policies followed by
manazcments

iv) &bsence of a strong trade uniocn

vy Reluctance of manasements to share profits with
employees

vi)  Lack of participation of employees in the process
of Jdecision-making,

Motivation Factars

No loliberate attemnt whatsoever hadl been made to motivate

employees for discharging their rcle in an cffective manner. The

common motivating factcrs like reoceoznition of merit, easy communication

system, delerati-n of mowors, L1doentive pay, rewarids for good

performance, incilcation of a sehse of achievement were, though found,

in some of the Super Bazars were not of the required standards., We

feel that in order to motivate the employecs the managements should
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recogilse that the employeces demanls more pormissivencss from the

managements in thelr dealings and the right to participate in the

malagement ,

Morale of cmplovees

ixcept in one Storg,

at a low ebb.

emnloyees,

for the emploving azencies in the market.

the morale of employees was found to be

a separate study conducted togauge. the morale of

Super Bazars came fifth in the orler of their prefzrence

Following was the order

of their preference

i)
ii)
iii)
iv)

v)

Own business

Gov ernment  job

Job in a big repated firm
Semi-government office/firm

Cooperative Shop

The reas-ns for preferring the first four employing agencies

weare
i)

ii)

iii)

iv)

Reasons

Bazars were
iy

ii)

iii)

iv)

v)

vi)

vii)

as unde

Job socurity
Better working c-nditions
Better rates of compensation

Rapid chances of promotion

for the sazging morale of employees in the Super
found to be as under o
Auze losses

Lack of intorrity amohz top malagement perscnnel
Recklegs financial management

Terminaticn of services without following
regular precedures

Declining sales
Groupisms among the malazemcnt

Frequent stock-outs
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viii) Lack of promotion facilities
ix) Favouritism and discrimination
x) Incempetence of managerial personnel

xi) Class approach of the management while dealing
with the emnloveocs,

xii} Jstenhtatious exponditure

In our view, however, the biggest single factor influencing
the morale of the employees was the role of the Board of Directors
and the Chief Zxecutives in performing various functions entrusted

to them,

S,

We feel that in order to kKeep the morale of the employees at
2 very high level, it is necessary that suitable channels of
communications should be established and the top management should
strive to set very high standard of intezrity, competence and
cbjectivity in their cdealings with the employees, ant more cohgenial
working conditins are created, where employees may get an opportunity

to zrow,

Chapter V -~ Recruitment

Recrui tment Policy

No proper procedurc had been laid down for recruitment of various
categorics of porsonnel and almost all the personnel had bezen

recrui ted on the basis of recommendations either with a view to
aceommodate only known personnel or to placate the vested interests.
With a few exceptions, the authority of recruitment was vested in the
Board of Directors/Sub-Committees. In two cases, the Chief Bxecutive

was not at all associated at the time »f recruitment of employees.

Sources

The source of recruitment for senior managerial personnel was
invariably the State Cooperative Department while for the junior

categories of etployecs, it was open market. At times the other sister



cocperative organigations were alsc tapped.

Failure of recruitment policy

The recruitment nolicy as laid down by the Stores hal failed
to sarve  aly muracse because before recrultment no job snecifications
indicating the skills and knowledge required for the job, the duties
and responsibilities attached to the job were worked out and placed
before tho recruitment authority to guide them in making proper

selection,

Coniitions of recruitment

Imployees were roguired to denosit cash security and furnish
personal securities before joining the 3tore, Cnly in one Store, after
a carefvl stuly ~f the system, the practice of demanding cash
sceurity hal been liscontinued, In another Stere the amount of cash
security had been raised from Rs, 500 to Rs, 1,000 for salesmenl on

the instructicns of the Registrar, Cooperative Societies of the State,

We feel by making a high amount of cash security leposit as a
condition of employment, the managements had restricted their cheice
of nersonnel for this had shifted tho criterion for selaction from

merit to financial capacity of the individual,

We rbsorvel luring our study that the incidence of heavy cash
sccurity had 1! to malpractices among the employees such as
(a) renlacement of zemiing goods by spurious zoods; (b) ovorcharging
the customers; (¢) changinz price~tags at the time of stock-taking
to inflate the value of stocks—in-hand, The employess rasorted to
thesc malyractices in order to off-set the loss that they might have
to incur on account of forfeiture of their cash security leposits. It
is our consilered ovninion that (1) mere collection of cash securlty
deposit without effective personnel supervision will not prevent
leakages; (1i) increasiny the cash security Jdeposit may not help

provent the incidence of leakage, but may on the other han’ lead
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emnloyzes t2 seek other avenues for earning additional income by
resorting to unlesirable practices; and (iii) heavy cash seccurity
deposit may result in Jdistrust among the employees and also leads to

O

their productivity.

Recruitment procedure

The usual procedure for recruitment of employees followed in
most cof the Gtores was to hold interviews with prospective candidates
ani ask ordinary gquestions about their education an?! family background,
The decision with rezard to sclection were taken after informal
congultations amcng the members of the Selection Committee,
induction

There was ne properly irawn induction programme for the
employeos an? the employees were usually left to their own efforts
t> learn about the corganisation, its goals and objectives, his role
angd function and the expectaticns of the management. 1In a few
Stores some induction courses were conducted but later discontinued
for unsnecified reasons.

We feel that one reason for not drawing up any effective
inluction nrogramme was that the managerial and supervisory
persoinel were not fully involved in the recrultment process, Ve
think that the managerial personncl were resentful of this attitude
of the top management and did not therefore sincercly narticipate
in any programme of inducting employces.

Probation

Employecs were Kept on probation in most of the Stores, but
there was no sysiom to zive suitable training and guidance to new
recruits Jurinz the probation neriod and then to evaluate their
perfomaince in order to help the management in taking decision with

rozard to thelr eonfirmation or otherwise.
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Confirmation of emnlovees

Though there were rules in somoe of the Stores stipulating
confirmation of employees at the end of nrobation period yet ne
formal confirmation letters had been issucd to the employess in this
Lehalf, This hal resulted in a kind of sense of insecurity in

the minis <oi the employeos.

Nood for imwrovement in rocruiiment r-olicy

1t ig our ~pinion that no recruitment nolicy can be meaningful
and Jleliver the zools unless it is rreceeded by a meticulous
system of job-ilescription an! position clasgsificaticon within the
organisaticnal framework., 4as stated earlicr, necessary steps for
Job~description shoull! be made by the managements in order to

recruit right type of personncel,
=3 ¥

Chapter VI -~ Training

The attitude of the managemeNts apparently was one of
helnfulness towards the training of employees. But on account of
a varisty of reasons, it was claimed by them, the employees could
not be ziven suitable training, anl thus with the exception of two

Super Bazars, he attanpt whatsoever had been made in this direction,

The mzain reasons gziven by the managements for their inability
to give necessary training to thelr cmployzes were 3 () lack of
training facilities; (ii) difficulties in roleasing emplcoyees for
training; (iii) lack of rcesources; (iv) employees loaving the

scrvices after training,

1t was however significant to note that most of the successful

uner Bazers hal arranged traininy of thelr employecs with the

©

heln of local Wabagcement and productivity councils and other experts

IS

in the fieldl,
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Enplcovzes approach to Training

lmost all the emr-loyeces expressed keen desire for undergoing
training an! alsc expressel thelr willingness to sacrifice comfort
and leisure for the same »nce the management decided to 4o something

in this respect,

available training facilities

Training facilitics in the country were said to be inadequate
tn meet the srowing resquirements of 3uper Bazars. 1t was also
claimed by the manasements that the training given, specially at the
junior levol, was thecratical in nature anl was hardly helpful to
the omployesg in tackling difficult problems which they faced

on thzir jobs.

Kinls of Training

The manasements had not lovised any system to crovide ei ther
in-service trainingz, ~r institutional training cr training through
corresnonlsnce courses. The usual method of in-service training
liks the Inluction Programme whare the new recruit might be kent
uniderstady with a competent senior =ersonnel, staff mectings,
officers' moctings, personal contacts hal been sparingly utilized
by the nmalazements for training of the employees. On the other hand,
institutional traininz had been utilizoed on a large-scale, but
azain the impact of training »n thoe working of Super Bazars had hardly
been significant, The reasons for this werc gziven as under :

a) the employees who received training were nct
keen ¢ anwly the contents in their jobs;

b) the WManazoments Aid not cncouraze such emplcyees
to put into practice new ideas in their jobs; 7

c) the trainecs left Super Bazars after recelving
training;

24D the new idcas were zeherally resisted by other
cmployoes who had not recelved similar type of

training,
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froducticon of Literature For Training

)

he managamenlts saill that there was an acute scarcity of
sultable literature for training of employees and contended that
Naticnal Organisations should make suitable arrangements for the
productisn of literature ~on training, It was also suggested that as
far as possible, training facilities shoulil be dispersel all over the

country to maks them available at nearby places.

Training of Union Lealership

It was the opinicn of both the manazements and the Trade Unien
leaders that there was a need T impart suitable training to Union
workKers and leaders in orier to help them play a meaningful role in
thelr positions/jobs, Ve feel that immediate sters in this directic
aro nccessary, if unhealthy influence of outside political leaders

is to he effectively curbed,

Brogs l-based trainins prozrammes

The present training facilitics are lirected more towards
meeting tho pnresent needs of trained cmployees and are not
designe? to mset the requirements of the future, We feel that
training shoul'! not only bhe confined to the present job of the
employee but also for the next higher nogition, and the concomitant
rasponsibility. Serious attentiocn may be given to this aspect

while Jdrawinz up training nrogrammes for the employees.

Corrcgpondcnce Courses

In view of the zeneral reluctance of manazements to spare
their emplovees, particularly  the omployees at junior levels for
institutiongl training, it is nccessary that suitable corresponighce
aurses shoulld bo started either by the Committee for Cooperative
Traininz of the National Cooperative Union cf India, or by Training
Centres run by it so that cmployces may zet suitable oppertunities

t~ loarn more sbout their jobs and grow in their organisations,

LR
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Streamlining Of Trainine Facilities

We foel that the existing training facilities are inadequate

to meat the growing demand from .the Super Bazars — both in content

ani in institutions,

It is our vigw that instituticnal training facilities should be

made avallable to all the three levels of employecs of Super Bazars,

i.e. the sgenicr,

course shoul ! be of such

the mildle and the junior an? the contents of each

naturc as woull help the employees in

tackling the problems confronted by them in thelr day-today work and

also ingtil confidence amonz them to face the future task beldly.

The contents of the training and the institutional arrangements

in our view,

1., S¢nior Leovel: Senior

B

Axecutives ahd
cturers of Collczes,

i)

2. Middle Level:
Denartment Managers,
Supervisors and
Lecturers of
Zooperative Training

fal

Centres,

3. Junicr Level:
Salcsmen, .ssistant
Solesmen snd Clerks

L.

should be as under &

Planning
Conceptual
thinking
Coordinati-n

Orzanisation
Gperational
(ndVanC od

Human Relations
and Fersonngl

Mznacement,
Cooperation

Cparational

(8ales & Inven-
tory Menagement,
aceountancy &

Institutions

Vaikunth Mehta National
Institute of Cocperative
Manazement, Pocna,

Cooperative Training
Colleges,.

Conperative Training
Centres

Personnel Relations

Cacperation

Yo nlse feel thot the Vaikunth Mchta Naticnal Ingtitute of

. . —_ . " : 1
Cocnorative Management, Zooha, anl the National Coonerative Consumers

Federaticn at New Delhi shoull orzanise seminars

)

nericdically for

senior exascUtives anl for the faculty of Cooperative Training Centres
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in order t@ keen them informed of the latest Zevelopments in the
field of ratail manazement, as also to develop feed back system
through helding of such seminars. Such seminars ghould attempt to
lay zuidelines for futufe cxrpahsicn, increasing of proluctivity and
innovations. These shoull also provide necessary lecturs material

for the training ingtructors and manuals for employecs.,

We feel that in ordor to develop talented employces, it is

o make a plannedl programme for thelr training which should

ot

Necessary
congigt of ingtitutional training, on-the-job training and
correspollieilce courscs, punctuated with sultable placement of employees

in varicus pogitions within the crganisation,

We also fceel that there is a needl for pericdic evaluation of the
trainins given to various catezories of personnel in order to forge
a closer link between the actual requirements of training and the

existing demand which may arise with the passage of time,

1t is cur firm opinion that fresh recruits should be kept as
under-study in the initial period of their probation with an

oxpericnced and competent senicr employee. The candidate should

5

alsy be ziven all mateorial as 1s available with reference to the work
of the Super Bazar in order to help him understand the envircmment of

his new job.

Lastly, thé malazoment shoull ensure that there is a closar
intezrati m between all tyrpes of training given to indiviiual

efployecs and that the employees are siven necessary opportunities
to undergo aphropriate types o £ training at suitable timg in their

career,
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Chapter VII- Compensgtion and Welfare Measures

Outwardly all the managements exhibited a positive approach towards
this vital area of personnel administration inasmuch as they were all
agreed that in order to attract talented people to work in Department
Stores, it was necessary to offer attractive salary scales and other
service conditions., But many of the managements expressed that they were
unable to do so in view of limited resources., The managements also
recognised the importance of providing as many welfare measures for their
employees as possible, but again a few Stores did provide facilities

like medical ald, retirement benefits, canteen, rest room and recreation
facllities for the staff, 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

In almost all the Stores, the employees complained that in view of
the rising cost of living, it was not possible for them to make both ends
meet with the existing salary and other financial benefits. The employees
were glso found to be impatient to have all the welfare measures like

freec medical aid, canteen, rest room facilities etc,

fole of Trade Unions

In the Stores at Bombay and Ernakulam the managements have entered
into sgreements with the trade unions regarding employees' compensation
and welfare measures, In Hyderabad there was such an agreement until

recently, but had not been renewed after its expiry.

Pay Scales

In Bangalore Store, the pay scales of employees of the Store were
the same as were applicable to the employees of the State Government in
the same catbegory, and therefore compared favourably with the pay scales
in other retail enterprises in the town, The employees were therefore

by and large satisfied with the pay scales granted to them., In a few other
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stores also the pay scales compared favourably with those given to the
employees of the private sector, but the employees felt that they should
be given better pay-scales than the ones they had been given for as it
was very difficult for them to make both ends meet.

Dearness Allowance

Dearness allowances were given in Bombay, Ludhiana, Coimbatore,

Ernakulam and Bangalore Stores.,

Need for Change

We feel that the present rate of compensation is inadequate in most
of the super bazars considering the work of the employees, To ttract
and retain sultable employees in the super bazar, it is imperative that
the pay scales, especially at the junior level, should be at least the
same, 1f not higher, as are applicable to the employees holding equivalent

positions in the State Governments.,

We also feel that rates of compensation should be linked up with the
positions defined in the organisational set-up and the contribution
expected from 1t in the achlevement of overall objective, The gap in
total compensation given to the lowest and the highest positions in the

organisation should be narrowed down by increasing the rates at the

lowest level,

House rent, Deputation allowances and Bonug

House rent sllowances werc given in Ernakulam and Coimbatore stores.

Bonus was given to the employees in Ernakulam, Coimbatore and Bangalore

Stores.
except in the case of Super Bazar at Hydersbad.

Deputation allowance was gilven to all employees on deputation

Inployee Welfare Measures

Although a1l the managements recognised the need for and importance
of introducing employee wellare measures in their Stores, almost all of
them expressed thelr inability to do anything in this regard on grounds

of financial stringency in meeting these obligations,
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Provident Fund

Yrovident Fund facilities were available to the employees in Stores
ot Ty el - :
at Ernokulem, Colmbatore and Bombay, Such a schame was also planned to

be introduced in the Bangalore store shortly.

Y

Starf Benefit Fund

in Coimbatore store a fund had been established known as the "Staf
Benefit Fund" to which the employees had to contribute 15% of thelr basic
salary and allowances, The amount deposited by the employees carried
interest at the rate fixed by the store and was repayable to them on
death, retirement, resignation or temination of service, The fund money

was notl available to the employees as loans,

We feel that all the super bazars should take at least a few such
meagures that may result in retaining the employees, in forging a closer
bond between them and the Super Bazar and in generally creating conditions
where it may become possible for them to closely integrate themselves
with the Super Bazars,

Gratuity

Such a scheme was in operation in the stores at Coimbatore, Bombay
and Frnakulam., We feel that all the Super Bazars should undertske this
scheme for thelr employees in order to make jobs in Super Bazars more

attractive and for fostering close identification between the two.

Advances
Festival advances and conveyance advances were given to the employees
in Coimbatore Store,

Canteen and Stzff Rest Room

In the Department Stores which were visited by us there were no proper

rest room facilities for the employees, This was a general compleint of

the employees in all the Stores, In Bangalore Store a small room had
been provided for the femalc employees only and in Ernakulem Store also

« small area in the office had been provided. In Hyderabad Store, a part

of the common verandah was allowed to be utilised by the employees for
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rest during their lunch hour., Other managen:onts however stated that

they would provide these Tacilities shortly. We feel that the managements
of all the super bazars should invariably provide this facility of rest
room to thelr employees who attached the maximum importance to this

particular facility.

The Super Bazars in Ernakulam and Ludhiana were serving evening tea
free of cost to all employees and this had bcen appreciated by the
employees,

Medical Aid

In the Department Stores at Bombay and Coimbatore, medical aid was
reimbursed., In Bombay Store, this was applicable only in some specified
diseases and the expenses were met by the Store to the extent of Rs.l00/-
in a year, In Coimbatore Store, the employecs were given Rs, 35/- in
lumpsum  towards medical expenses per year, In this Store a fund had been
established known as the "Eaployee Rescrve Fund", An amount not exceeding
Rs. 5,000/- was contributed by the Store to this fund by the employees
who were given finencial help to meet their medical expenses in certain

specified illiness or distress, from this fund.

Supply of Jniforms

In Super Bazars at Bombay and Ernakulam a set of uniforms per year was

b galesman free of cost, In the Colmbatore Store the

[rS R G

salcemen were provided with uniforms but they had %o share 50 per cent

of the costs., datchmen snd drivers were given free uniforms in Hyderabad

.

and Coimbabtore Stores., In Ernakulam Store, the employees were also given

laundry allowance amounting to Rs. 1.75 per month,
Staff Club
Ir. Super Baszare ab Hyderebad, Ernakulam and Coimbatore, staff

recreation clubs had been established and offered some recreational facili-
ties to employees,

Working Hours

The working hours in the Stores were according to the relevant Acts
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most of the employees, especially the feamale employecs, complained
that the working hours of these stores were long
ere .

Rewards

The Coimbatore Store had meny employees who have put in service of a

|6}

period of 5, 10, 15 and even 20 years in the stores snd thus had in a way
played a role in the success of the store, We feel that the occasion
marking the completion of 5,10,15 and 20 years service by an employee in
o Super Bazar should be suitably celebrated and the concerned employee
should be giver a token reward for the same. This will lead to the
employees' identifying themselves with the store and will inspire the

fresh recruits to etrive hard to serve for long periods,

Authority
A1L matters relating bo compencation and welfare of employees were
generally dealt with by elther a Sub-Committee or the entire Board of

Mrectors as a whole, This sub-committee or the BDoard had been vested
with full powers to take final decisious with regard to fixation of
compensation of employees, thelr placement, and promotions and the various

wellare measures for the employees., We Feel there is an urgent need to

powers in this field within a clearly lald framework to the

“

A1 . +
aclogaoe more

Chiel bxecutive of the Super Bazar., He should be given freedem to give

incentive and rewards to all such employees who,in hig opinicn, are

working hard in order to achieve the objectives of the Store.

Chapter VIII - Communication and Sveial Belationship

The managemonts of the majority of Super Bazars under study were aware

of the importance of the communication gystem
wrdcation system between the employces and the managements,

the Super Bazars the traditional or formal system

and were trying to establish

some kind of comm

Jo found that in most of
of communicabtion was in vogue and it was merely one way in nature i.,e,
from top to bottom, But most of the General Managers of Super Bazars

expresced o us that they would like to have informal contacts with the
onployees with the object of recelving comments and cuggestions from them

with regard to the operation of the Store.
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T . A i . L]
fmployees” Approach to communication

In most of the stores, the employces were ignorant of the principles,
history and goals, and business aspects of the Super Bazar in which they
were serving, This had made the employees to o degree indifferent to the
growth of the Stores. In Stores where the employees were aware of the
goals, objectives and aims of the Stors, they had come forward with good
suggestions for the improvement, nfortunately, we found, such suggestions

had nelther been accepted nor suitably rewarded,

Ilow of comnmunication

The fiow of communication from top downward was aliso not smooth and
2 - . o . 3 . i . . . )
continuous in slmost all the stores. An enviromment of formality permeated

in all types of communication,

The method of circulating = House Magazine was not practised by any
of the Stores, aithough this one method could be a most popular method
of informing the employees zbout the organisation's alms and objectives,

history and philosophy, goals and targets,

We found thabt in some stores there is a practice among the General
Managers to go round the stores deily and have informal contacts with
the enployees., Chalmrmen of a few stores also pald visits to the store
and had informal contacts with the employees,

Officers’ Meetings

Officers meetings were regularly conducted in the stores in Hyderabad,
o

Bombry, Bangalore and Coimbatore, cither once in a week or cnce in a

fortnight., In other stores such meetings were not conducted regularly.

These meetings helped the employees to discuss problems faced by
them in thelr day-to-day operations and to seek solutions, These also
helped the top mansgement to find out if thelr instructlions and declsions
had been implemented and what problems were encountered by the employees

while carrying out these instructions and decisions.

Staff Meetings

Staff meetings were regularly conducted in Hyderabad and Ernakulam
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Stores and in the branch rum by the Goimbatore stors, In other stores

these were rarely held,

Staff Council

In three of the stores, all the categories of employees including
the managerial staff and the board of directors felt that a kind of
staff council or joint consultative committee should be set up in which
representatives from both the management and the employees should sit

together and discuss common problems and find solutions.

Trade Unions

In three of the Stores trade unions of employees were used for
channelling important communication with regard to working conditions of
employees, The managementswere of the view that it was much easier and
convenient to communicate with one body or association of employees than

with each individual employee,

Suggestion Schene

In most of the storer there was no system of inviting useful sugges
tions from employees for the better and profitable working of the store,
In a very few stores the management had encouraged the employees to make
suggestions and to ensure that when such suggestions were made by the
employees, they were received with proper appreciation, There was no

system to reward an employee when his suggestion was accepted,

We feel that the managements can meet the above situation by creating
necessary positicns in the organisations to look to the important field
of human relations and personal welfare and staffing their positions with
suitable trained personnel and by encouraging employees in organising
staff clubs among themselves for thelr own recreation, so that they may

even be financed by the management.,
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Chapter IX ~ Menagement and Trade Union Relationship

During the course of our study we found that the general approach
of the management towards employees and trade unions was not based on
the principles of mutual appreciation and respects 1t was hardly
distinguishable from that of 2 management in the private sector, We
believe that since aims and objectives of a cooperative management are
far different, it should not merely strive to remove discontent among
the employess but should also play an important role in their develomment

and hclp then in thelr process of self-actualisation and pursuit of growth,
The following objectives should therefore characterize their efforts:

Qe To provide all necessary facilitles to the workers in order to

help them achieve self-actualisation,

D to meet all the reasonable aspirations of the workers, and
c. to provide an institutional framework for the redressal of thelr
grievances,

These had not however been attenpted in any of the Super Bazars
under study. There was a conflict between the management and the
leadership of the trade unions of those stores where workers had organised
thenselves, We belleve that trade union can and should play a meaningful
role in the achievement of the objectives of the Super Bazars, provided
it remains objective, and concentrate in its dealings with the management
and avold making demands which the managements may not find practicable

to meet because of limltations of resources and related difficulties,
Jo foel that if the trade union leadership once falls to show
objectivity in its action 1t does an immessurable harm to workers and also

produces distrust in the mind of the managenent.

The trade union can play a positive role in the following fields

a, Raising of productivity,

b. Reising of morale,

Providing channels of communication,
4., Providing motivating factors,

e. Ac o bargaining agent, and

£, As a partner,
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We also feel that a strong trade wnion can also act as an effective
countervalling power against the unscrupulous elements which some times
sneak into the management of the cooperative societies and seck to exploit
them for self-aggrandisement. We also feel that managements should strive
to groom own employees for assuning leadership of the union and make
efforts to wean away the union from the influence of outside political

leadership in a constructive manner,

Need for Training

It 1s necessary that intensive training in this important field of
human relations and relationship between the trade unions and the manage-
ments should be given to the managerial personnel and workers' representa-
tives so that a healthy relationship between the two can be established

for the weal of the organisation as well as the community they seek to

Chaptor X - Enployees Grievances and Disciplire

o appronch whatgoever had been developed for dealibg with the

orievences of the erployess 1k any of the Supsr Bazars under study.
’ 4 . .
The wrroongevents gole concorn secmed to be that of dolng the busine

©S5
arnd prowlems connceted with personncl welfare were consldered ag only of

scondery importance.

The Board of Dircctors and the pald oxecutives were by and large

well inelired towards the genuine grievences of the employees, but it

wag cloimed by them that since almost all these grievances wers

financinl in character, such 2s higher weges and solaries, medical
cta. these could not be properly redressed because of lack of resources.

W were improsced by the force of srguments of employecs and felt

ot least some of the real grievances

thaet
of enployses like the proviegion of rest room, canteen, payment of
't lonst three Super Bazars under study were

A U

1_,( :h“tl\]‘u)_) ftc. fuf,

deing profitable husiness.

Nwirg to ignornnce and acute unemployment, the employees we

cenerally hegitant to teks up their grievances with the management for
foe) e

cdrooonl as many of them felt that hy so doing they might as well
lose their jobs. Where trade unions werc in existence, Shey were

36
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given scant respect while settling employees ” grievances.

Redressal of Grievances

No clear cut policies had been framed by the managenents of
departrent stores we studied with regard to the procedure to be
followed for the redressal of th: grievances of the employees. In
the absence of any defined proc cdure, omployecs with grievances were
going flrst to thelr immediate superior for redressal, and if they
wore net glven any relicf, they went tc the higher authorities, i.e.
1f thoy hoed free acccss to them. In nany stores, the managemcnts did not

encourage the erployees going directly to the higher authorities for
redrogeal of their gricvamc:s but hod asked them to submit their
pricvances in writing. In ot lecet two Super Bazars the managements were
inglsting that such grievances should be routed through the Trade
Union of the employees. In casc of gerious grievances which were not

rearcseged pronpbly by managementg, some of the employecs had resigned
but somo cthers with einilar grievances who could not find jobs
elgowhere continued but felt frustrated and walted for an opportunity
to quit,

Machinery for redregsal of Grisvances

In the case of miror or gmall grievances of cmployses, in most
of the shores the Genersl Mansgers looked into the grievances and gave
suitable relief te the employecs. But in the case of serious grievances

invelving finoneciazl commitment the Generael Managers were not empowered

to grant relicf ard therefore, they placed these grievances with their
roanrmendations o the Ronrd of Diractors cr a Sub-Committes appointed

A S CRNRETR 3 ks
bo, donl with sueh pnttors.

Digsputoesg
Yot many cosges of disputss bebwoon individusl employec and the

LJ/»)
sanneonent come to our notice perhaps because of our limited stay in

cenl Surer Ropar and our dependence on the monagements for such cases.

Where digputes nrose, gensrclly dn all such cases, disputes had been

.3 to the labour courte snd thus both the moragement and the

s loyoos hod luvolved thomselves in the long time=consuming and

e borsone vrocsss of low.
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Mn

Mony instances of disputes relating to common gricvances like

working heurs etes betwcen the Unions,wherever they

ment,came . to our notice and we found that
there was o tendency on the part of bhoth partics to rush to the labour
courts at the very first instance. We fecl such o practice was highly
undesirable and 211 avenues for reaching ot snsmicable solution should
be explorod by the two parties at their cun level first and Toiling

+

which sclutions should be sought through voluntary arbitration. We

N

feel there is certainly no basic clash of interest between the two
and 1t gheuld not be beyond the ingenuity of an independont observer

:onable solubtion which may meet the sspirations of one

to olf'fer o rea oy

d of the other.

Wz olse foel thot wherens the mansgement should neither encourage

nor aigecurngs the formation of trade unions among its employees, it
should howover take necsssery steps to constitute staff councils to
cettle all disputcs even as they are relged.

Refersnces of disputes to labour courts should be avoided ag far
; possible and after 2ll opossible avenues to settle the dlisputes faill
only then the matier may ke referrcd to the labour court for settling
the dlgputes between the zmployecs and the management.

Striking work, a mosht commen ond potent weapon in the hands of

the omployees of any organisation to force nanagements to accede to

Yyoos OL g idd

their domands - ressonable or unreasonable - had been usced by cmployees

4 x}Jl(\ el

Since in mnost of the

departnent stores visited by us the key

menngerial positicns were keld by govermment officers, procedures

1
L

e

=3

‘nd precticss for wmeintaining discipline in the stores hed been mostly

ficeg. The management of a2ll the Super Bazars

i

cptod from
stablishments Act and the Industrial

s

&

urder the provisicn of Shops and

Dizrutos Act, had te conform to statutory provisions regarding

dipeivlinery setions against their empleyecs. Manao wgemaents therefore
A uld not toko arbitrary ond unjust decisions. We alsc observed that

rope1ly menegoments were overse to teke extrome disciplinary action
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vig. that of dismissal or termination of service of an employse who
infringed any rule or regulation of the stere. There had been cases of
misconduet like pilferage, theft, misbehavicur, moral turpitude, where
the extreme disciplinary action of dismissing of cmployces had becn
taken., For minor and petty infringement of rules, employees were dealt

1) ) - 1 - 0 .
with leniently =znd were reprimendsd with warnings.

Pracedure for Punishment

Precedurcs for punishment had been included in the rules and
regulaticns/%yeulaws of the stores at Hyderabad, Bembay and Coimbatore.
Generally in most of the stores, the authority to award highest
purdshment and impose fines on delinquent empleyees was the Board of
Directors or a gpecial Sub-Comnittee congtituted to handle such cases.

3

In all cases of indi
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igcipline the concerned employee
cpportunity to explain his case and if the management was not satisfied
with the explanation given, then a show cause notice was issued and

nocegsary disciplinary action followed.

Reglznation

Many employeesg especially in the non-supervisory cadres had
resigned thelr jobs in the stores. There had alse been some cases of the
employees in monagerial and supervisory positions resigning from the
store. The reasons for lesving the stores were generally better scope
in cutside orgenisations, frustration in the existing working conditions
and sbgence of promoticnal facilities and job gecurities. The managerial
stalf on deputstion of course also returned to their parent departments.
The ranagerents of many super bazars explained to us that good and
trlented people did not stay long in the store ‘s service as better
cenditions »f services and terms were available cutside. Many employees

had lefhs, it was reported, after receiving training to toke up better

Turnover of Employees
4s renticned in carlier chapters, due to bad personnel planning

-1l recrultnent policy,
- lower catogories of employees had been rather high. In the

rorn rd to gC

of propor and systematic per reonnel planning ot the time when

ros were started, the manager ents of most of the stores had

the turnover of employees, particularly with
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recruiied more than the required staff with the result thet there

woae overstaffing and the nanazenent had 1o retrench nany employees later.
We cbserved that the managements had now renlised that it was not

oogood and healthy proetice to follow an indiscriminate "hire and fire!

policy for it adversely affected the norsle of the employces and alsc

+lang e L PES 48 s . . ‘ .
taelr officlency which had a direct bearing on the cperaticns of the

Reagons for the high turmncver of employees in these stores were
generally sg under
1 low salery or wages,
1i. lack of promoticnal facilities,
iiis no security of job,
iv. lack of training facilities,
Ve lack of or foulty personnel planning,
vi. mwlsconduct.

o fect of high turnover

Thig high turnover of employees in department stores had
2 ppling effect on the working of the store and had led to the
ving morale of the employess. It had slsc resulted among others in
the fo 1low‘ng drawbackes:
1. Diglocation and disturbance in the cperations ¢f the store.

n account of expensces ilncurred on inducticn

)

ii. ¥Finsncial loss

cnd treining ~f empleovees whe left and ag the employees

roplacing then
iii. Difficultics in plunlln; and budgsting.

iv. Poor imase and repubtation of the store in the market.

We fool that the managements should ensure strictest control
~t the time of recruitment teo ensure that only these persons are selected
che ore likely to stay on in the crganisation for sume time. The success

N

~f theso organisabions will depend in no small measure in retaining

the treined employees for longer poriods. We also feel that it is no use

to rocruit the best of the employees when a porticular management

Lrying
is not in o position to creste necessary working conditicng as may

tract the talonted employees and retain them. Before telent 1s sought,

1

fhege conditicrs -s may prove attractive to the talented and help



them groy =nd provide them necegsary cpportunities to show worthwhile
results, have to be crested. In the abgence of such conditions,

maencgenents should rest contented with the crdinery.
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SUPER BaZiRS IN INDIA
ART 11

EE&PTER I - ORGNTZ.TIONAL SET-UP

-

1.1 The process of Management .essentislly starts with three elements
viz., Idees, Things and People and the manager seeks to utilise these
elements through conceptual thinking, administration and leadership
rospectively. Conceptual thinking implies formulation of notlons, analysis
of problems, gathering of facts, ascertaining of causes and developing
alternate solutlons, This is all done to predetemmine a course of action

for attaining the desired objectives,

1.2 Adninistration on the other hand implies managing of details of
exccutlive affairs, making decisions and to arrive at conclusions and judg-
ments, This ie sought to be done by organising, i.e. by arranging and
relating work for effective accomplishment of objectives, It implies
gsbablishing of organisation structure, delineating of relationships,
creating position descriptions and establishing position qualifications,
In other words, it implies drawing up of organisation chart, defining
lialson lines to facilitate coordination, and scope, relationships,
respongib lities and authorities of positions and the qualification of

persons suitable for each position,

rr,

1.3 The above snalycis shcws that in order to achieve the given

objective it is imperative -

(a) to define the objectives to be attained,

(b) to druw up sn organisation structure which will act as a frame-
work for the achievement of these objectives, and

(¢) to define relationships, positions and tholr work role in order

to facilitate coordination of &all activities,

An orpanisation 1s defined as the rationale coordination of the

sotivities of a number of people to achieve some common objectives or
Ca . - -~ A4

conls through division of labour and functions, and through a hierarchy
£on
of suthority -nd responsibility.

1.5 The organisational seb-up which is drawn cn these basis has also
.5 hie

te respond to the changing environments and the demands placed on 1t
9 [&16) LA =]
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from time to tinme,

l 4 e o - - o Ty e or . n . . - . F
o0 In all the seven Super Bazars that we visited, no independent

kp ), o+ o ) - -

attenpt, whatscever, had ever been made to observe a well defined

organisational systen that might facilitate the work of coordination and
planning at various stages,

bxisting Role of Personncl Seetions

1.7 No separate management set up for looking to personnel management
had been envisaged in any of the Super Bazars except what was necessary
and minimum uwnder the circumstances, For instance, there was an
Establishment Officer in the Super Bazar in Bombay, o Personal Assistant
in Hyderabad, an Office Manager in Ernakulam and Bangalore, who were all
looking to the elamentary aspecte of grant of leave, payment of wages,
maintenance of personnel files and preliminary work concerned with
recruitment, /termination of services, ond attending to other aspects
which came under the perview of various State enactments. The decision

-1.

making power in all perscnnel matbers rested with the Chief Executives

or more often with the Board of Directors and the Chalrman,

1.8 A typical example can be taken from a Super Bazar uader study.
For instance, a retlred Revenue Officer who had been designated as
Personsl Assistant to the Chlel Executive, was looxing to the duties
normally connected with the employment conditions in a govermment office,
His main job, uzccording to his own statement, was to look after the
recruitment of anployees, grant of leave to and disciplinary action
against them, thelr grievances and temination of thelr services, Thus,
after listing these barest essentials with regard to employment
conditions, the Manazement. was just not interested in chalking out a
complebe distinet prograwme for the positive involvement of employees in

the workine of the organisation, their welfare, their morale, their

future career, etc,

1.9 This Personal Assistant was also maintaining personnel flles

much in the tradition of a government office and seemed to have been

Aceply tempered with the sdministrative culture which he exhibited while

j t A e o EReYe im T a
tackling the many problems that were coming to him from the employees.
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4 . oy AT . N . .
1.8 approach was, by and large, rules oriented and the anployees were not

happy with the result that they tended to approach the Managing Director.

1.10 In the Ermakulem Super Bazar, the entire work connected with
personnel was looked after by the Office Manager in the Central Store,
He was an officer from the Cooperative Department, on deputation and had
brovght with him 211 the rules and regulations which are the characteri-

stics of a governent office,
the
1,11 His was the most pivotal position inforgarnisation, and personnel

management was but only a minor aspect of his crucial job. The following
chart would show the degree of importance of his job and the enomous area
he had to look after.

Secretary

Office Manager

/

/
/ / /
Assistant Assistant Assistant
(Accounts) (Administrotion) (Sales & Purchase)

/
/
Section Head
, /
/ /

Slerk I Clerk II

Break of jobg in the Adninistrative Section

Assistont Mensver : He was the overall in charge of the section and was

supervising the work of the men directly working under him,

ittendance Reglster

Receipt of all incoming mall

Distribution of incoming mall

Moeting of the Board of Directors - circulars,

sectbion Head

2.6 T

N N N S’

and notes, ete,
e) Establishment matters -
i) Recruitment, postings and transfers
ii) Salaries, T.A. Bills
iii) idsciplinary actions

Recrultment

Clerk I 1)
b) Placement
c)

T.a. Bills



Clerk I : (Contd,)

-

Staff wel
Clerk IT :

Leave
Provident

Since the Ssction Head

2l
o

are

Service Books

Salary sheet
Promotion and punishment
Staff grievances and Trade Union

and Personnel Files

Fund and financial benefits.

Correspondence,

ol this soction was also conversant with Sales-tax

and Income~tax laws, an additional clerk was working under him who looked

after such matters,

1.12

more Lo meet the barest sssential

Thus a skeleton personnel
than to motivate the employces to
of the entire section was towards

the activities of the employees.

section did exist, bub its origin was
requirenents of rules and rogulations
give better performance., The orientation
enforcement of rules and controlling

Thoepositdive element of helpfulness and

creation of congenial enviromnment within the organisation was sadly lacking.

1.13

The broad organisational set-up in the Coimbatore District

Cooperative Marketing Society of which the Super Bazar in Coimbatore was a

unit, was as under

BOARD OF DIRECTORS

st mn e e e s e e ke

. President

/

Secrelary

/ / /

e

/ . : oo
Sec,Supdt, Sec,Supdt. Sec,Sup. Sec.Supdt.Sec.Supdt.  Sec.Supdt. , Chief
(Administra-  (Textiles) (Fertili- (Rice) (Grocery) (Gener?l hsccountant
tion) II zers) v v Merchandize) VII

I 11l VI

|

Generﬁl Maneger
(Super Bazar)

I
Chief Superintepdent

]

Department Managers

(Super

Bazar)
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1.14 The organisational set-up of the Adninistrative Scction was as
uder
Superintendent (Administration)

[T ’ fme 7
N / /
olerk ] lerk IT Clerk IIL Clerk 1V
1 T 5 e -y OO A et ot e C TRy R . K4 T K] | -
L.15 he dubies assigned to Superintendent (Administration) =nd the

<!
=
},.J
o]
o
w
e
o
i
=
ct
]
=
o
4
%)
n
5
G
=

Sanction of leave

Recruitment o

Postings and transiors
frainiog

Personrnel files

Salory bills

Disciplinary action

Returns to uupl\ﬂ \nt Exchange
Jork reloted to L,8.1,C.
Provident und and Bonus,

(¢

joN

He 3t on by @

e s e P s P N
e S N e N S N S N e [eN

Code

The duties and respansiblilities of varlous positions had also been glven,
intendent was assisted in the above task by the following clerks:

texotion and recrulituents.

Freparation

s
salery bills, madntenance of levy, accounts,
and Personnel Filos

H O
i
[ ]
b
}._r
T

Ulerk I1T: Records and statlonery, and maintenance of Cagual Leave

account,

Thosoe throe clerks were looking wholly to the work related to the
wholessls orgonisation while Clerk IV was looking to all these types of

1

work for the Super Sazar slone,

1.15 ‘mring the course of our intervicw, 1t was however revealed that
. ) = 5
» . . ~ 3 B 4 I [N
the Superintendent (adzinistration) whe had put in more than 20 years
scrvice in the organisatbion was naking «11 the preliminary arrangements

4.3

with regard to promotions, seloction, carcer developnent and the other

r:lebted aspects of FPersonnel Managenent., He enjoyed the conlildence of
both the euplovees and the Manggement and thus was an effective link
botween the tws which in turn had contributed to a gicat extent in healthy

relationship bebween the enployees and the Mo nagement,
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1.16 The Secretary of the Wholesale Socicty who was the Executive Head
of the organisation was slways consulting the Superintendent (Administration)

in g1l mattem of Personnel Management,

Set-up of Personnel Section in Janatha Bazar, Bangalore

1.17 The broad organisational set-up of Janatha Bazar at Bangalore
is given below, As this Store is a unit of the State Federation and
does not have individual membership and thus without its own Board of

Directors, the Board of the State Federation also looks after ite working.

Managing Director
(State Federation)
]
f
General Mansger

]
|
/ / / / /

Office Accountant Asst.Mangzer  Asst.Manager Asst.Manager
Supdt. (Grocery) (Textiles) (General Goods)

411 matters connected with porsonnel mansgement were looked after by the

Office Superintendent, the final decision however was taken by the

General Mansger, often times after cousultation with the Managing Director,
1.18 The set-up of the Section under the Office Superintendent is as
shown below :

Office Superintendent

]
|

! ]
Office Clerk L Office Clerk II Typist III

Duties of the Superintendent : The 0ffice Superintendent looked after

the following aspects
() Recruitment of employees - thelr salary, leave etc.

A

(b) General correspondence.

(c
(4
(e

) Custody of furniture and fixtures.
) Library
)

Stationery
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Dutics of the Establishment Clerk -

(a) to look to the incoming dak (mail)

~N N
T (@] o’
ha— e N S——
¥
o}

to attend to telephones

complle and prepare various statements

rE

(d) to despaten outgoing mail
(e to look to the work connected with scrvice conditions of employees,

119 During the course of the interview, the Office Superintendent
revealed to us that because of multiplicity of roles that he had %o

perform, he could not devole much time to the problems of employees,
The break-up of an average day s work on the basis of various duties

he had to perform is shown below,

2 hours 2 hours
Tapal (Mail) Correspondence
1
t 1 hour
L 2 hours Issue of stationery,
X Miscellaneous purchase,records
\ Work
1 hour
Personnel
Matters

We however had no occasion to verify this particular statement from
other sources, bubt it was clear to us that 1f anything, the real

position might be gtill worse.
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Need for streamlining

1.20 From the instances cited above, it was apparent that none of the
Super Bazars had an organisation structure which could be said to be

an attempt tovconscilously coordinate the activities of two or more

persons to achieve the given objectives and the outcome of the absence of

a stream-lined organisational set-up was :

(1) Overlapping of duties,
(ii) Absence of coordination,
(iii) Lack of communication,
(iv) Dilution of motivating factors,
(v) Absence of goals and blurred objectives, and
(vi) Convergence of activities at a level which was far higher

than the Department Mansgers, who were generally responsible
for the operations,

The Super Bazar ot Bangalore had made an atbempt in this direction, .and
we feel that one of the main reasons for its success had been the

organisational structure and staffing pattern,

1.2l We feel that an ideal organisational set-up for a large-sized
retall shop should constitute the followlng four separate functions:
(i) Sales,
(ii) Purchases,
(iii) Control apd Accounts,

(iv) Personnel and Public Relations, Hierarchy-wise, it should
consist of at least three tiers :

(a) Pollcy-making,
(b) Execution, and
(¢} Operational

Suggestions for the Organisational Set-up

1.22  Keeping all these aspects in view, we have made a modest attempt
to draw up three sets of organisational sel-up in the following types
21" Super Bazarsgy

(a) Super Bazars with sales of Re., 5,000 to Hs.25,000 per day;

) Super Bazars with sales of Rs.25,000 to Rs.70,000 per day, and

(c)

Super Bazars with sales of Rs.25,000 to Es,70 OOOZand w1t% at
least two branches with sales of Rs,5,000 to Rs. 25,000 per day.

o’ Cu

(
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ROLE OF THE PERSONNEL DEFARTMENT

1.23 The role of the personnel department should be as follows:

Qrganisational mattera:

1. to assist the Chief Executive and the Board of Directors
in framing and implementing the personnel policies of

the Store.

2«  to work out suitable Staff Rules and Regulations within

the framevors of such personnel policies.

3. to asslist in the matters of organisational structure so

as to fzeilitate establishing &f easy communication

w

systemns between the management and the employees and their

promotion and development.

Lo to assist in evaluating the organisational structurs so

as to make it responsive to the changing environments,

5. to make personnel budzet to estimate costs of compensation,

training and development of employees, etc.
6. to work out long-term and shoré~term manpower requirements.

7. to initiate job svaluation and job snalysis of vacancies/new
poeitions before recruitment, in consultation with the

concerned Department Manager/Supervisor.

o3
.

to work out job descriptions based on the above for each
pozition indicating its place in the organisational set-up,
necessary qualifications and experiences, channel of
promotions, salaries, autiorities, responsibilities and duties,

and managzement lines.

to make all practical arrangements in connection with
£illing up a vacancy such as (a) to notify vacancice
(internal and external), (b) to scrutinise the applications,
(¢) to eall for interviews etc., (d) to work out a priority

1ist of the most suitable candidates in consultation with the
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appointing authority, (e) to ageist in interviewing the candidates
ond in their selection, (f) to issue necessary appointment letter
and obtain security bonds ete. and complete other legal and

organigationsl formalities,
10. Induction:

to initiate, coordinate and supervise the programme for the

induction of new recruits,

to ensure that o1l new recruits are properly informed about
the history and aims of the Stores, the management’s
expectations, working conditions & training facilities in

ration in the Store, future prospects etc.

to ensure that new recruits are placed under~study with a

suitable genior and competent empioyee.

to sea that a new reeruit is given all available written
material concerning the Store”s operation such as, Annusl
Report, Progress Report, Bye-laws, Staff Rules & Regulations,

Job Description, Duty Charts, Work Manuals etc.

to ensure that a new recrult gets an opportunity of meeting
the Chief Bxccutive immediately after the appointment and

a feu other occasionsg during his probation period.

to engure that a new recruit gets an opportunity to discuss
various problems with the Head of the Personnel Department
during the probation period.

to ensure that a new recruit gets necessary basic training
during the probation period.

to ensure that psrformance of a new recruit is properly
evaluated during the probation period.

to ensurec that after the probation period, a new recruit is
properly confirmed in his job if his performance has been

acceptable.
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11, Iraining:
to invegtigate the needs of training of various employess.

to discuss the individual training needs with the concerned

individual employee.

to plan and implement suitable training for various employees.
to provide necessary literature and library facility.

to estimate costs of training.

tc make an evaluation of training,

12, Performance Appraisals

to make an evaluation of employees” performances (merit

rating which ghould also be the basis for promotion).

to attend to matters regarding staff rotation and promotion.

13. Compensgation and Welfare Measures:

to make periodic evaluation of rates of compensation,
allowances etc.

to take neccssary steps to link compensation given to

various cmployees with their performance, contribution and
degree of responsibilitieg thelr positions carry.

to look after working conditions related to leave, working
nourg and implications of various Acts, Rules and Regulations
with regzard to working conditions and other welfare measures
like medical aid, staff room, canteecn etc.

to attend matters regerding resignation and termination

of services.

14. Motivating Factorse

to sttend to employees” grievances.
to supervise matters concerning working conditions and welfare

of employees.
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[e]
-

to stimulate the employees to participate in social

and cultural activities organised by the staff clubs.

d. to be the Lialson Officer between the Management and the
enployess,

a. to see that employess get suitable training and chances

of promotion and give enoueh advice to the employess in this

f. to corganise staff meetings regularly,

ol to ensure smooth flow of internal communication/information,

h. to keep the door open for employees to come tc disecuss
personal matters and to generally act as their counsellor
15. Trade Unions

A to attend to matters connected with digeipline of the
amployaes,

b. to moke regular contact with the trade union.

c.  to represent the management in the Staff Cfouncil/Joint
Committee,

d. to help create environment of deep social relationship

hetween various categories of the employees.

F
=
b
%
&

for Training

In order to ensurc that personnel in the above sectlon
play a mesningful role, we feel that it is imperative that they
are given specialised training in the fileld of human relations and

=

personnel management.
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CHAPTER II

PERSCNNEL PLANNING

2.1 Pergonnel planning is a tocl which the manacement uses in
crder to aveid the geps in the management succegsion, to greem its
own employees to enable them to shoulder increasing responsibility
and to help them grow with the orzanisation in order to meet the
demands of the personnel which expansion, growhbh or unforeseen

clrcumstances may bring in their wake.

Marpower Plannings

Personnel planning therefore esgsentially implies assessment

o

future demandg, the likely pattern of business in the years te

come and the requirement of persomnel in relation to their assessmentg,
It is done only if there is awareness on the part of the management

of the importance and necessity of manning the various positicns in
the organisation with trained and suitable personnel, a firm
commitment to the organisaticn and an interest and a stake in the

growth of the employees of the organisaticn.

R2e3 Another essential feature of personnel planning is working
out of a funchional organisational gstructure with clearly defined
poeitions and well demarcated roles for each. It also implies
built-in szysten which links up the sales potential with costs likely
to be incurred on personnel - on thelir recruitment, training and

compengation,

24 Since with the sole exception of one Store, all these
factors were missing in the Super Bazars, no independent attempt
that might have been mude by the managements in the rast in this
direction was discernible. In Bangalore Store alone a meticulous
organisational structure with definite positions had been worked out
and persons were recrulted to fill up only those positiocns which
f2ll vacant in this organisaticnal set up, but here again jobs had
not been fully described and evaluated in relation to the

contribution expected to be made by sach towards the achievement
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> £ the objectives of the Store.

No Job Degeription

2.5 By and large, we chuld not see any attempt that might have
been made on positionsl classification in the Super Bazars which
could have enabled the management to do a meaningful exercise on
pergonnel planning. The positions at times had been created and
abolished depending upcn the exigencies of clrcumstances not even
remotely connected with the business of the organisation in some of
the Stores under study. FEmployscs had bsen appointed in the past not
so mach to get any work out of them but to oblige certain powers
that be. For insbance, in cne Super Bazar 100 or so gales personnel
had been appointed without any pricr attempt to assess the actual
need that might result from potentinl business. Subsequently, 1t

was found tbat only 30 salec persontel would be sufficient to meet

the busineecs requirements and as such, the gervices of more than

70 or 80 porgonnel were terrinated on adkoc basis. This had not only

led 1o avoidable expenditure and congequont loss, bub also
demoralisation among the staff continued teo serve the crganisation.
In another - Store, which had a provoszl to open a new branch shortly,
no thouzht whatsoever had been given to ths task of the assescuent

of personnel that may be required for the sane,

Dalily Wageg Worksrs

2.6 another kind  of attempt in personnel planning had been
made in some of the Stores where dally wazes worksrs had Deen appointed
to perform rovtine jobs, both on the counters as well as in godouwns

and office. It was claimed that better workers among these were
subsequently promoted and absorbed in the permanent cadres of the
Bagzars and thug an attempt in planning was in fact made though in o
crude mannsr and without incurring any expenditure whatsoever, This
had algo resulted in o way to abserb the undue pressure which some
£ the Directors brought upon the management to appoint their

o1

favourites.
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Pergonnel Budeet

247 No personnel budget had been prepared in any of the Super
Barars under study and thus ne atbtempt whatsoever had been made to
link up costs with saleg except in one Super Pazar. No independent
attenpt had been made either to anticipcte the likely demands that
would be made on the managements in terms of manpowsr requirements
or to estimate the minimum dezree of skill and expertise that wuld
be required amcng such employees fo ensure efficient business

o
-

operationg., Adhocism was the convenient refuge of the management

n all guch apparently difficult matters.

-

2.8 We feel there is a need to earmark separate funds for the
developnent of personnel on the basis of personnel budgeting for a
glven future period.

Lol of Confidence in the
Stability of Supor Bazars

29 Ancther grim feature that came to our notice wag the lack of
confidence that was exhibited at least in one Super Bazar by its
managelent in the stability of the organisation itself. The
Cheirmen as well ag ths Chief Exescutives pointed cut to us that

before an attenpd in perscnnel planning could be made, 1t was

(@)

vacessary that the orgonisation should be on a stable basis which

3

in their cpinion wag not the cage. Thus the lack of confidence in
the manasement itself had resulted in a way in the ropidly

deteriorating peositicn of the organisation,

2.10 Mogt of the managements however undersicod the need for
proper personnel planning but indlcated that they neceded advice and
asgistance from either a naticnal or a state level body which could
guide them in such matters.

fsal that in order to aveld the pogsibility of large-scale

retrenchinent of employecs at later stages or setting-up of

non-viakle Super Bagars, 1t is imperative that proper project

£

plonning and feasibility studles should preceed the setting-up of a
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Super Bazar in future. Such studies should algo include manpower
requiretient and assessment of the degree of skill and exvertise
required at various levels in order to ensure profitable working
of thesa OI‘};’{HliS&tiOnS. Such studicss may pref@,rably be conducted
by the National Cooperative Consumers’ Federation and the State

Cooperative Consumers’ Federations.

Reliance on Government

2.12 another peculiar feature in the field of personnel planning
was an uncensclous reliance cn the part of the monagements on the
State Governments, which in their cpinion, could always be tappe

to provide necsssary personnel to man managerial positions whenever
the need arose, especially ot the senior levels. In fact, the
Chief Executives in six out of the seven Super Bazars undsr study
had been drawn from the State Covernment Departuents. =znd in one
Super Bazar almost all the supervisory and managerial pesitions had
heen oceupiled by the depubationists drawm from the varicus State
Tovernment Departments., This uncongcious reliance on as well as
induction ¢f government officials at the senior positions had alsc

o

bean respongible for the absence of any meaningful attempt on

personnel planning.

2.13 It sesmed to us that no efforts were belng umade by the
nt

managenents to replace these officers who had come for short psriods

tc work in these Super Bazars.

2.14 In one Super Bazer an Office Order on "Staffing pattern of
business dspartrents In Super Bazarg' had been issued but the

staffing pattern contained in the Crder had not been adhered to nor

necesgary requirements with regard to qualifications, previous

syperience prior training for various positions had been stipulated

o
ntly much of what was expected from such an order, had



Career Dovelcopmant

R.15 Absence of any definite plan made it well-nigh impossible
to chalk out o programme for carecer planning and management development
programie for the employees and this had also introduced an element

n

of adhoeigm In any meaningful procedure designed tc make distinct

0]

!

channelg of promotions for various categories of employees.

2-16 We

carser develcpment of the employees snd the training facilities

b=

sel there is a need for integrating the programme of

required for the growth of the employees.

2.17 We alse feesl thet it is necessary to draw long range

plang for the development of genior perscnnel in order to help them

sivulder increcging responsibilities with confidence.

Fromohicn

2.18 In none of the Super Bazars under study, the employees were
aware of the procedures that the manazement feliowed in promoting
the employess, though in one Super Bazar, ag o result of an

VQ,

agroement between the mansgement and the trade union, senicrity was

arreed upon a2g the basls for all subsequent promotionsg in that
particular 3tore. In some of the Stores where the management had
heen cungiderate, the employees said that the management would

congider thelr claims as and when their turn would come for promotion.

In =11 the Super Pazars seniority was said tc be the basis for

promction and since no system hal been introduced for merit rating

and performance appraisal, it could not be checked whether the
romotiong that bad been made in the pagt were really justified

considering the merit of the concerned employees. Promotions had

been mede in the Super Bagars wostly at the junior most levels.

2.19 Since “here wae no laid down recruitment policy and ro
formal crzanisaticnal structure it could not be established whether
cortain positicns had been earmarked for promotion alone and a few
others for filling up from outside socurces by dirsct recrultment.

4t least in one Super Bazar we were informed that the Store’s own
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enployees were automsiically considered for promotion if 2 vacancy
ceoured, irraspective of the fact whether the employee

aad applied for the same or not,

220 In ancther Super Bazar, Draft Staft” Rules that had been

pt in the rase of fresh appointments in
lowest cadres, o 'fdtnali¢y net legs thun
ent of the vacancies shall e filled
amotbion, and bcrt where sultable
cre uub v sble not more than
ay be ! 7ed up by direct

D Promotic

be made ordinarily according
merit but no promotion can
of Juit. J¢rcﬂ+

T 56
be claimed ag
recruitment ¢

aiso with bhe p r‘lssion
jtable candidates are

.21 Tn our opinion the prowoticns had =t times been nade under
pressurs from outside sources and not in recognition of morit. Though
the manogenents claiwed that genicritfy was the btasis for promotion

5

veb we covld rot chect tha game hecause In ons Super Bazar, the

seniority Liet itgelf had veen chollenged by the trade union in a
labous coirt and in few others taere was ro seniority list at all.
2.0 Abrenca of distinet channels of promotion and the failure

of the maregeuents in meking any attenpt on carser development of

the avplovees aad for srrarcing sulbable tral

ning, had resulted in
low rorale and frustraticn amone the empleyees. It had also perhaps
lad to the freerin: of oporationg of the Supsr Bazars at the
exishing levels - o foct which a leading Director of a Super Bazar

O

pointed oot to ug ducing The courss of cur interview with him,

2,23 We Teel ag Sue emplovess attach utmost inportance to thelr

o}

nromo tiong witihin the orzanisetiong, bthe managements should lay
down well defired pelicles with regard to the promotien of the

amployees. Inour opinior all the positions ab the third level®
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of hierarchy i.e. that of supervisors and equivalent position

.

in the organisation should be invariably filled by promctions alone
nd the managements should exercise necessary check while
ruiting personnel at the fourth level of hierarchy to ensure

that only such recruits whe have the potential to grow intc good

apervisors are recrulted.

2024 We also f2el that at least 50 per cent of the positions
at the second level of hierarchy i.e. that of department managers
and the eguivalent positicns in the orzanisction, should slso be
q. iy o 3

filled in by promotion slone. The zanavements should ensure that
the etployees in the organisations fulfil the necessary
aualifications lald down for these positions, by drawing an
intelligent programme for their placement, training and career

) o b

developnent.

2425 In onr opinion the post of the Chief Executive should

algo be filled in by promotion as far as pcssible,

2.26 The bagls of all promotions should be merit and a minimunm
period of service within the organisstions and the merit should be
Jjudged on the basis of periodic performance evalustion of the
emploveas done on an objective basis. In fact the programme

for career development, promotionsg and the type of training to be

oiven +to an enployee should be based on the performance appraisal

of each individual employee.

Job Rotation

2027 In sone of the Stores there was a practice to rotate
enployees in various gections ol the department as a part of
organiged abtuvenpt on carser developument and in order to give a

wider perspective about the operations of the crganisation to the

I
employees. In some other, no such attempt had ever been made.
2,08 We zlso gained the impressicn that behind this attempt of

ich rotation there was a lurking doubt among the managements that

if an employee was kept for a long spell of time on a particular
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job, ke could develop a vested interest and thus nig ocht indulge

in mischief as well,

229 Behind this practice was also the fact that job rotation
which necessarily implied job transfeor as well would provide an

opportunity to the management to take up physical stocks at a

]

-
!

given time and detect leakages if any.

230 Janagement had sleo made thisg attenpt not so much to develop
the employees but to find oub which employee was reslly suitable
for what type of work - physically, psychological as well as

tewpsramentally. In the latier case it was pointed out that the

C'

e the employees unless circumstances

r\“

meanagenont would nevar rota

2.3 During the course of our Aiscussions, we found that the

very idea of job rotation ns a tool of carser development had not
xd by the managenents earlier and they
whole=heartedly azreed to introduce this practice forthwith in
order te give the emplovess un opportunity to gain first hand
expericnces of all aapscte of their cperntions., It was well
recognised thot the ultimate aim of grooming the employees for
handling inecreased responsibilities with confldence and skill would
be achlieved with thig practice.

1

2.32 Botation could also be a test for the employess tc show
their worth in trying circumstances before thelr claim for
promotion could be considered. We fezl that in crder to groom the
employees for manning the genlor positions in the organisation, and
o boesgt tholr pobtential and also as a part of thelr care

development programme, the munagement should lay down firm policy
with resard to the rctation of the employees in various sections.
The period of rotation myy vary from one to tue years in each

CASCs



2433 Arother aspect relating to promotion was the relative
stagnation in business operations and to that extent limited scope
for promotion. 4 careful gtudy of the vorking of at least one

Store, and the worale of the emplovees and thelr expectaticns, the

absence of distinct chennels of promoticns, as also gocd performance

sellieve that it would

£ ] ~ nl v,,." ok N -
of the feannle employeecs, led us to

.

nale empleoyees in a orgenisation if it

: o

worthwhile to ewmploy more i

@

had no opportunity to give promotions to all the employees after
reagonabl thelr basic expectations.

t
omplovees hove limited expectations and

congider thelr jobs as trancitory assignments 111 their marriages
are scttled when wmowe often than not, they gquit thelir jobs. Such
an arrengenent will be helpful in emploving and retaining only
tiose male employess who ghow conwvincing skill and aptitude in the
work cesigoned io them and have the poteniialities to grow and

oceupy senlor positions in the organisation subsequently.

Cadaerigation

2,34 Staff cadres had not been created anywhere, but the renior

employees spohtaneously commended the proposal for creating and

g LA
maintainineg cadres of employecs for mansgement, to man senior

socitiong in the Super Bazars, the elected directors were found to

be howsrer net g0 koen and enthu-iactic about it for they sald they

.

were 1105 sure aboubt the efficacy of such an arrangement. They put

' s At o . . JUT DU . s P o~ L oy
before us 2 tost of difficulties that would arige, in their

cpinion, in maint cadres, including recruitment
procedures, transfsrg, vroblews of lunguage and locel environments,

:-

the rasponsibili,y ol pergonnel Ifrom guch cadres towards the
electad Board of Direchors and the relntionship between the tw

At lesst one eninen’s director of a leading Super Bezar peinted outb
te us that if such = cadre wera te ve craated 1t would certainly

lezd to undermining the intfluence which the directors enjoyed today
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and to that extent creation of such cadres would be resisted by =2

few directors,

elected directors were howaver onc

1% which would engure the availability
monagcer tc run the Super

suprene poglition of

jere apparently not

L

be wiolly transfoerred tc the

dg and chocke ang controls

©
X

s
o
]

~ e S E
Cooperative Consumsrn” Fede

the twe sgencles that were

expertlise required in s plven category of personnel, i.e. the

senior positions would go to the National Cooperative Consumers”’

Pederation while the cadrs for junior catesory perscnnel would

Le created by the rogpective State Federaticns.

[@)

243 the wanagemcents showed thelr willingness though
it

such a cndre for afteor odll it was clained, the sxisting arrangement

)
D“
ct
3
\
)
<3
Q
C
()
C«LA
o

take the manapgerial versonnel from

wag not wuch different from the cne that bad been envigaged

becausceven row 1t was the Rezlstrar who had been

‘L:

sending hls nomines ger and this arrangement

>

s}

had o wes mwominee of the Registrar lacked the

which would be the basic

Hecagoanty

cualificatinn ¢of the Manager who would be drawn from sueck

2.37 The managenents were of the view that the following queli-
fications in the proapective recruits to the management cadres designed

for genior employszes of the Stores should be abgolutely essential.

1) 4decunte past ield experience.
2) Training in Hetail Menagement,

3) Proven record of performance in running a Retail
Oroanigation,
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2.38 The management favoured outside big ccmmerclal houges

ag the main sources for the recruitment of smployees and were
cleariy not in favour of other ccoperative organisationg for it
vas sold that these organisations themselves had been suffering
from lack of trained pergonnel and any exploration of this field
would not result in spothing out a talent. One managenent said
that Cowmmerce degree should be an essential qualification

for candidates to be taken into such cadres.

2.9 In order % ensure complete impartiality in the
selection of the personnel for these cadrss, and to insulate
thig process from cutside interference, the managements opined

that o separate agency on the lines of the Public Service

Comziggion might be the remedy for the recurring malady of
interference frow cutside pressure groups, from which most of the

cocperative organisation suffered presently.

2040 Ve, however, fesl that a separate comprehensive study
should be conducted on this aspect of caderisaticon. Such a
study should aim at to find out the efficacy or ctherwise

of crecting and maintaining of cadres for management for Super

Razars in the socio-eccnomic set-up of the country,
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CHAPTER - III

JOB ANALYSIS AND PRODUCTIVITY

.

3.1 Stray attempts had been made in almost all the Super Barars

in laying downh specific duties for the various positions that had been
created within %he organisation, But as the organisational set-up itself
had been amorphous in character - having come up in response to the

ad hoc demands made on the organisations from time to time, no meaningful
link up was discernible among the various jobs that had been created or

were positioncd within the Super Bazars,

3.2 The general impression that we carried of the managements' auproach
was that of tackling the problems as and when they arose., Job descrip-
tiong were conspicuous by thelr abselce and so were the job charts,

3.3 Only in onc Store, i.,e. Super Bazar Meerut a meticulous duty

chart and a neat organisaticnal structure had recently been prepared

for it by the NCCF - I.L.D, 3xperts, but even in this cage, it had been

fon

surped over time and again by some of the Directorg and was not being

r
followed especially in the field of purchasing.

Rolationship between the Board and the Chiof Bxecutive:

3.4 In almost all the Supcr Bazars the duties of the Chief Executives,
acocuntants, and in o few cases some other officers, had been defined

in the concerncd bye-laws of the Super Bazars. By and largs the General
Manogers.were found to be satisfied with the duties that had been

defined for them though atleast in one case the General Manager of a
Busor Bazar declined to shoulder more powers becaUse he felt he would

not Ltc able to use them effectively, A fow directors in this particular

store were however keen to ldelegate almost all the powers to the
Chiof Sxecutive, for in that case, they felt it could effectively

curtail if not altogether climinate interference from the outglde
elements in the process of decision making. In another Super Bazar,

where the Chairmen of the Storc wae also the Colloctor of the Distriet,
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the Manager of the Super Bazar and the Geleral Manager of the Wholesale
3tore of which the Super Bazar was a Unit, was supreme in all matters

alid the sole arbiter. The General Manager and the Manager, because of

their official status, could not 1ook up to the Chairman, In the other

five Super Bazars the Chairmen were in the habit of sitting in the concerned
Super Bazars and to that extent, were, in our opinion, usurping the
authority of the Chief Exccutives whatever might have been the extent

of real authority laid down for them in the concerned bye-laws, rules,

regulations, etec,

3.5 although organisational structure had been worked out in thesec
Super Bazars, there was 0o comparable degree of delegation of authority
by the Board of Directors o the paid Bxecutives and almost all decisions
were taken by the Board or its Chairman which in other words defeated the

very purpesc of creating a nositicnal organisational structure for efficient

)

4

working of the organisation, The failure 2f the Manarement to delegate
nowoers had aleo regulted in g little distinetion between the highly
positioned executivos and those executives which were placed at the
lower structure of the organisation. We feel this fluid relationship
batwesn the role of Board of Directors and the pmald executives had
rently undermined the operational efficiency of the Super Bazars and
there is an urgent need for defining the respective role of each. " 1In
sur oninion, the Board ¢f Directors should confine their role in laying
down broadoer policies and leave thelr implementation to the executives.
Wo alsn feel that the genicr executives should invariably be actively

assocliated even at the time of laying down gpolicies by the Board,

Jgb Description:

3.6 In all Super Bazars, except 2, overlapping of duties, dual
responeibilities, absence cof work load charts were observed by us,
This had all resulted in confusion and ambiguity,

1n casc of Super Bazar at Hyderabad, the duties of most of the
enployses at the level of Superintenident and velow had been defined
T

in the office order, "Staff pattern of business department in Super Bazars

but when once compared the duties and responsibilities laid down in the
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office order with the actual practices followed in the Store, one could
observe that there was a wide chasm between the two. 8o was the case
in many other 5tores as well. 1In order to streamline the various
cositions within the organisation, and to cstablish a meaningful link
between them, it is imperative that well defined specifications for
each noslticn should be laid down defining the duties, the functions,
the roles expocted to e performed by the employees who will occupy
such positions, In the absence of job description, it is difficult to
recruit the right type of personnel, tix compensation rate, work out
merit rating system and fix responsibility for the achiovement of
objectives,
3.7 We feel that the menagements sh-uld make earnest efforts to
clearly describe every job in the organisation in order to streamline
thely working and establish necessary systems for co-ordination and
centrel and to define the specific role to be played by each in the

process of achievement of the objectives,

Work organisation:

3.8 I+ ig imperative to build up an orgalic structure with a nNeat work
flow chart to ensure quick communication, prompt decision-making, and
increaszing degrcee of objectivity in the coperations of business, But in
all the Juper Bazars which were visited by us, this had not been done
with the result unequal positions which sometimes hindered the various
nrocesses of zrowth, had been created largely because of the ignorance

of the mancyement about the impertance of a distinctly defined positional
organisational structurec.

3.9 Por instance, in none of the Super Bazars, except cne, sales

and purchases did not  comwerge until at the level of the Chisf Executive,
which wag really obnoxicus in as much as each was operating in isolation

ik

and the organisaticns werc criented, as it ware towards the market rather
towards .

than [/ the conguner, t was our experience that most of the Super Bazars

were purchase criented i.c. they were purchasing their articles first

and were subseguently finding the customers for them, 8o the orientation
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the consumer but towards -

t towards/the market, Such instances of mal-formation in the

5

was

rlaccment of jobs within the organisati-ns could be multiplied.

3.10 No srocedure had been laid down in any of the Super Bazars

with regard to the individuals'resronsibility to the superiors as well

as the versens to whom one was to apnroach in case of difficulty, By
practice, however, certain comventicns had besn developed which in some
cases were healthy but in most of the cases were not. This was so because
mest of the em»loyees tended to approach the Chief Executive in case they
had some difficulty in thelr routine work, This was largely because

of enccuragement that they received from the Chief Bxecutive in this

particular aspect.

3,11 We feel tuat it is necessary to lay down procedures for carrying
cut different activities in the organisation and detailed metheds thereof,
Authority to whem an indivicual employee will approach should he face a
Aifficulty, for assistance and guldance, may alsc be clearly defined

in order to improve the efficiency of each employece and help him

coimg te the cxpectation of the management,

Crention of pogitionsg

3.12 There was no procedurg for creating new positiong in the
organisationg for ne positicnal structure existed, But in a2 few caszs,
an attempt to keep the salary cost below a certain percentage of sales
had boeen mais and thus once that percentage of coat came uy to the
fixed limit, people who wore at the bottom of the seniority list were

vemoved from the jobs irrespective of their importance within the

aysanisation and the positions they occupd ad,.

3.13 Since nesitions had not been defined in the organisaticas, nco
attempt, whatsoever, was being made for the evaluation of the various
jobs anl their contributions to the overall objectives, We feel that

wry for the manngements tC gvolve necessary precedures

it is necess
for the creation of new positions, In our opinion, i1t shculd be the

duty of the persornel department to initiate action in this behalf,
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the consumer but towards e-

i

was not towards/the market, Such instances of mal-formation in the

prlacctent of jobs within the organisati-ns could be multiplied.

3.10 No orocediure had been laid down in any of the Super Bazars

with regzard to the individuals'responsibility to the superiors as well

as tho rersons to whom ohe was to aporoach in case of difficulty. By
practice, however, certain comventions had besn develcped which in some
cases were healthy but in most of the cases were not., This was so because
mest of the emnloyees tehded to approach the Chief Executive in case they
nad smme difficulty in thelr routing work, This was largely because

of enccuragement that they received from the Chicof BExecutive in this

particular aspect.

3.11 He feel tunat 1t is recessary to lay down procedures for carrying
out different activities in the organisation and detailed methods thereof,
frthority o whem an indivicual employee will approach should he face a
difficulty, for assistance and guidance, may also be clearly defined
in order te improve the efficiebcy of each employee and help him

coile te the expectation of the management,

Croation of pogitions

3.12 There was No precedure ior creating new positiong in the
crgenisations for nc positicnal structure existed. But in = few casns,
an attemnt to keep the salary cost below a certaln percentage of sales
had been maiz and thug once that percentage of cost came ur to ths

fixed limit, neople who werce at the bottom of the seniority list were

removaed from the jebs irrespective of their inmportance within the

crsanisation and the nositions they occupl ad,

i
3.13 Since pesitions hadt not been defined in the corganisaticns, no
attempt, whatsoever, was being made for the gvaluation of the various
jobs an! their coantributions to the overall objcctives, We feel that
it is necessary for the manngements to ovolve necessary procedures

for the creation of new nositions., In our opinion, it shculd be the

duty of the porscennel department to initiate action in this behalf.,
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#hereas the nersonnel department should collect necessary data from the
concerned department manager who who bag anticipated demand for such a
position, it shouid be its sole duty to describe the new nosition, lay
down neczssary gualification for filling it, suggest suitabls compensation
rate and define the duties and responsibilities attached with it, It
sh=11d also make 1%ts own gsscssment of the contribution axpected to be
mnade Ly such 2 position in the achiovement of the cbjectives of the

2.14 Cnce such an attemnt has beoon male, only then the management

should take necessary decision about the creation of a position,

Jb Wvaluation:

3.15 No attempt] whatsoever, had cver been made to measure the

work-1load of sach individual in terms of ocutrut,

(€]

.16 Job description and job evaluation go together and it is
Aifficult to isolate one from the other.Because of absehce cof job

description, job svaluation was not possible,

3.17 Ne attempt whatsoever had besn made in any of the Super Bazars
to measure the work-load of each individual emnloyee in terms of out put
znd conseouently the importance of each job to the erganisation was not

known to the manaremants.

3.13 We foel that attempts to evaluate the various jobs in the
srganisation should be male nerindlecally in order to make the
organizational set-up and pesitional classification therecf respongive

manrs which the competitive environment may make upon them.

tc the changing 2

feL.2vion of comuengatinh:

[

15 In cuite a fow cases ualification and compensation rate had
s q e s 4
been laid down {for various categorics of personnel. ab

instance is given in the following chart -
" Ho persen shail be ecligible for the posts mentioned below

unless he posscsscs the gualifications noted ~gainst thom



Secretary or Manazer
)

~~

-
<l

The degres of BL.A., or B.Com.,, or B.Sc,, of any of the

Il

ecognised Universities in the case of societics having a working

48}

caplital of Rs.1,00,000/- cr more and 53.8.L.C., (elizible for Colleze
Course) in others: and

(b) & crurse of training successfully unierg-ne in the
U vernment Institute of Commerce, Madras, in the Central Co-operative
Institute, Malras, or in any of the mofussil Institutes; and

(c) 4 pass in the Government Technical examinations in Book-

keoping, banking, Co-operaticn and Auditing or the examinations
in theee subjects held by the Central Co-operative Institute, Madras,

or the Madras State Co-gnerative Union,

Accountants and Clerks:

(a) 8,8.L.C. Examination (eligible for College Coursc or
comnloteld),

(b) A pass in the examinations in Book-keeping, Banking,
Cr=zperation and .uditing held by the Government Institute of
Commerce, Madras, or the Central Co-operative Institute, Madras, or

the Madras State Co~operative Union, Madras or the mofussil Institutes.

Shroffs:
re
5.3.L.C. Ixamination (eligible for Collesge Coursc or completed).

3.20 apparently, these were too sketchy to guide the management,
A{_’_C'ft. tv pa

58 cualii-
{ication should be linked with the contribution exprected to be made by the

«S stated clsewhere in the Report, we fecl that the rate of compenisation /

corresponiing position and the responsitility attached to it.
3.21 de alsc feel that the scales of pay should be kent as low in
number as pesgible and should net exceed seven in gll in the case of a

Supcr Bazar .

Performance, appraisal and merit rating:

2,22 The usual procedure to control the work of suboriingte smployces
was the personal visits the seni~r management personnel paid to the places

of thelr work and watched for themselves their various activities,
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No sbjective criteria had howaver, been developed te control the same.

3,23 Crude primitive at?empts were made to evaluate the performance
of the individual emp19ye9§?1§ﬁ:1%3?ﬂﬁkztradition of a Govermment
office, gome of the typical features of ths Confidential Report which
was eriployed to evaluate thelr performance are given below :—

(a) Personality and characteristics:

(b) Character and trustworthiness;

(c) Capacity of work;

(1) "nitiative and drive;

(2) Julgement;

(f) Behaviour
The ontire cxercise scemed to fe to julge the personal loyalty of an
individual to his superior officers rather than to evaluate hig
rerformance objectively, for no mention had been made for the variocus
activities which should be objectively evaluated, such as, sales,
custoner cowplialnts, suggestion for imnroving of business and the like,
3.24 The performance of the Chief Zxecutlve was informally judged
by the Board of Directors though they had nct much of a say in either
the selection of the Chief Executive or his continuance in the
organisation, It was rooorted te the Bxperts that the Chief Executive's
morformance was judged on the basis of the following factors:
(1) salos performance;
(2) Profit and percentase of sales and capital investment;
(3) amount of leakages;
(4) Customor satisfaction;

(8) Morale of the employees.

3.2 Wo fecl that an elaborate performance appraisal and merit

.
raiting systom based on cbjective cvaluation of cach job in the
orranisational structure should be made in all the 3tores, not oniy
te assess the potential of cach employee and colisequently to make a
plan for his sarcer devclopment but also to contrel and improve his

indivilual performanlce.
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Frodvetivity & Incentive

3,26 The concept of Productivity was unknown to the managements of
alllthe Super Bazars under study, and their efferts scemed to be
nmainly oriented to run the business in a routine way and unintelligent
attempts hed been made in the past te motivate the em-loyees to put

in greater efforts to increase the business of the organisation,

3.27 attempts to increase the productivity of the emplovees by way of
incentive payment had migfired largely because the rationale of

fixstion of incentive was not based on genuine factors. More than

that in a fow cases it had been grossly abused to favour a few employees

within the organisation,

Factcrs that influence productivity

3.28 Somz of the most imnortant factors which influence and increase
nroductivity in an organisation are work-organisation, integration

of duties and responsibilitics, continuous training of the employees,
proper induction system, reasonable compensation rates, involvement of the
employess in the process of decision making, recognition of merit,

award for zood serformance, objectivity on the part of the management in
ite activities. All these were nct cbgerved by us collectively in mogt of the
Storss and where these had been introduced the necessary attitude

0f the manstemcnt was lacking, and thus the employees had a very

low oroductivity as compared to the resources employed in these
orsanisaticns,

3,00 Concertod offorts to introduce all these aspects in  these
organisations would surely go a very long way to improving productivity

in these organisaticns,

some incentive shemes for their employees, but these schemes had not

properly irawn and linked with proluctivity. an incentive -«

schorie het also been introduced in Super Bazar Colmbatore with

cifect frem July 1960, There were no uniform standards for determining
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rate c¢f payment of incentive wazes to employees working in different
departments as @ result of which the emsloyces were very much agitated,
and comzlained that the incentive pay schem was not properly and fairly
operated. lany employses also did not benefit from the schemes and

there was, according to them, room for favouritism by the managements,

3.3 Only in the Coimbatore Store, the cmnloyees seemed to be
satisfiecd with the incentive pay scheme formulated by the mabagement,
The recasen could be that all employees including the Supervisors and
Departmznt Menazers were entitled to claim incentive pay and that they
were 2150 involved in the fixation of tarrets f or working out incentive
pay. An illustreation of calculating incentive pay in Coimbatore Store
is given below, The figures ars however hypothetical as the sales

tarrets will be different for different months and different departments,

3.31 Iacentive pay is czlculated in the following way:

d@stinated averaze cost oer emnloyee per month 2,100,
Stles target -or cmployce per month 8s.20,000.
Numbor of employees concerned with sales 5

Tetal Sales tarzet for the Department (5x20,000) 5,100,000
actual Sales per month 2,140,000
T2tal Bales above target firure fixed for the month, 40,000

Incentive nay to be naid to each of the 5 eomizloyees in
the department (equal to pay of two salesmen at 5,100/~
alos sbove target represent the sales fizures

&

~<

sach s s

&
*f twe salesmen i,o, 85,20,000 cach - 2 x 20,00 ks, 200/-
Incentive pay wr cmployec 5,40/~
8,32 The nanncer in which the incentive pay was calculated was

rather intercsting since the Department Managers who shared incentive

nay equally with the salesmen were also involved in fixing sales targets.

The averaze inceme o sales empleyes zot per month by way of incentive

workod out to nearly .20/- which wes quite an attractive amount for

an omployee to esurn in addition to his salary. 1In this case incentive

pay had go far boen evenly distributed among the various employces and

Whon the sales omployecs were asked about the possibility

S

of increasing sales under the present conditions, most of the employees

arr. that it should be nossible to increase sales by 20 to 25 per cent,

i
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8'33 +n }Iy”l‘:rabad StCre, th@ following InCentiV{g Pay Scheme wAasg
in cperation

Up tc 5.1,000/~ in excesz of the normal turnover, iq,

Above B5,1,000/~ un te ¥.2,000 in excess of the normal
turnover, 1%

above Rs.2,000 un to Rs.3,000/- in excess of the

nermal turinover, 1%%
above 25,3000/~ up to 4.5000/- in excess

of the normal turnnver. 2%
above §5,5,900/- up to 85.10,000/- in excess of

the normal turncvor, 3%
abovis 45,10,000/- in excess over normal turhever, 4%
The basic sales (normal turnover) in this very case was based on

the average sales per month during the previcus year.

5.34 For the non-business perscnnel, such as godown staff, 1/8

per cent of the excess turinover in the whele of the Super Bazar was
allowel as incegntive, In this Store, as a part of the Incentive Echeme,
thers wos also o system of rowarding cmpleye:s for attractive display
oi zoods, lotecting and reporting mal-practices, preventing leakages
an! thefts, and making publicity and propaganda for the 3tore. The
schome as drawn up by the 3tore is as ziven below:-

Non-Pusiness Section

. Tor znod work in article displa
For grood work in letection of mal-practices.
. For good work in augmenting the income

of this ingtitution,
4. For good work in checking leakagces
5. For zood work in publicity and provaganda.
3. For zood work in organisation,

4 suitable incroment

in galary not

W o

exceeding &,50/~

or
a cash reward not
exceeding s, 100/~

N N N e S N Nt N

Business Secticing

1, For z-nd display of goods )

2. Fer immunity from short-remittances. > Cne or two advance

3. For immunity from Jeficits in stocks. > increments,

4. For highcest sales. ) or

5 For ool initistive in the disposal of )

5. For gool initiavive in the disposa 1 3 monetary award not
~ A ng rood o carallce 8 cs . fe
long standing zoodsg cr clearalice sa , exceeding §s. 100/~
cr gpecial sales.

5, ¥For gocd discipline and courtesy )

7, For gaining the highoest nrofit, )
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’, N S 1,34 . " . . 3 ]
?.34 i gddition to the usual incentive pay schieme in Ernakulam

5% 17 3 . N s : . . 3
Store, we found ancther kind of incentive scheme in operatisn known as

duction Sales Bonus™, which was linked with the clearance of slow-
s¢iling articles. Under this scheme, salesmen who sold gools (slow
seiling) worth nere than Rs.500/- ner day were given a special bomuis
of 1 per cent of sales and if the sales exceeded Rs.1,000/~ per day,

they were given 2 per cent, of the sales.

3.38 It was apparent that nc criterion which is essential for
evaluating the effocts of any condition upon the goals, was vailzble
to the manazements and thus the incentive schemes introduced by them
could not bring about the desired results. In fact the three

most successful Fuper Razars out of the seven under study had no
incentive scheme at all for their emplayees.(although one of these
successful Supcr Bagars had introduced the scheme with effect from
1,7.1669) The ‘lovelopment of a good criterion is a nrerequisite for
the working of an incentive scheme. The goodness of a criterion is
determined by its reliability, its validity and its comprehensiveness,
The reliakility of a criterion is its self consistency, the extent

to which the same measurement made at different times in different ways
azrce with cach other, The validity of the criterion is the extent
to which a measure actuaily measures what it is supposed to measure,
The use of multiple criterion - two or more measures of goals - is
nocossary for comprehensiveness in measurement.

3.36 He fool that unless the manasements develop scientific
criterion to messure the productivity of the employees and which has
three characteristics given above, no incentive scheme will bring
about the n.cessary results expected from it,

3.37 In our oninion, a scparate study to work out such criterion

should ve carried out by the National Institute of Cooperative

Management, Poona or a similar Body of Experts,
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CHAPTER-1V

b

EXPECTATIONS, MOTIVATING FACTORS AND MORALE OF THE EMPLOYEES.

Management's arprogach towarda the emplovecs:

4.1 The managaguents of the Super Bazars unde® study did not exhibit
any zasily identifiable approach towards the employees & wers by and
large sales oricnted or rather busibess oriented and had not given
Necossary attelticn to the vital field of personnel management, The
genera) inclination of the manasanentsg towards the employees varied

rom complete ingifference to luke-warm understanding, There was,
however, a sositive relationship hetween the size of the Super Bazar
and the degrec of progressive policy followed by the management in the
ficlt of personnel menagement, It was noteworthy to find that all large
sized Super Bazars werce following better practices in the field of

rersonnel management as compared to the smaller ones.

4,2 There was alWost total lack of integration among the employees and
the manarzements and at least in two 8tores the managemenis gave an
impregsion as 1f they considerad the employees, especlally those at

the lower level, as a distinet class, which had been hired to do all

lowly jobs aud were destined to remain in their positiong for cver,

4.3 Monag oments of only a couple of Super Bazars identified themselves

with the emnloyees and when they weve asked thelr orientation, readily

affirmed thet they were employzes orlented rather than sales oriented,
wherens the manngements of other 5 Super Bazars had no positive
orientation cither towards the empleyees oF towards the business, in
thet, both hod been ignored and we could not discern any nositive

rel-tionship betwesn their attitude and the working of the Store,

Ao a4 1t was als> found that the Super Bazars, whose manazemelts were
.

emnlovees oriented had better operaticnal efficiency than the ones whare the
mplove ed < I

manazements had no orientation at all. The morale of the employees as

~f gatisfastion of the manazement from the performance

egree

&R

well ag the
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of the employees was better in the former,

I ~v g ~ y 3
4,3 For instance, Super Bazars at Bombay and Coimbatore had a
le%! oY Y e A S S wr sy . .
higher decree of productivity of men, space and inventories because of
Detter working conditions as well as because of higher derree Of
3 i Ffiastion of +hea e . : . .
identification of the‘employees with these srganigations, largely

because of closer relationship that had been built between the

eMents and the employees on account of the liberal attitude
which the managzementshad adopted towards them.,

4.8 Ansther conspicuous foature in the field of personnel
manazeient that was observed by vs during the course of our

study was that even the enlighitened management tended to adopt welfare
measures in fragments and that too either under the pressure of union

lealership or of competitive environments, None of tho managements

had an integrated avproach towards the employees welfare and as such,

o

the results were not to the standards,

€

3

4,7 The working cconditicns at Siper BazarsBombay, Bangalore and

5

3

Coimbatore and the attitude of the respective manoc~ements towarlc the
enrloyees was found to be better compared to others, largely because
of tho environmental compulsicns which had been genherated by the
competitive pressure in the commercially big metropolitan towns where
these Super Bazars were fulctioning, We are of the view that a
major factor that had influenced the managements in adopting somoe of
the desirsble practices in the fields of personnel malagament were
beoecause nf the availability of similar facilities in the private

cupying equivalent ~mgiticone and were ot ths

iy 1 - 4.1 Al ay ~ S
tralde to the emrloyees oc
; 2 attempt on the part of the munagements,

outacme of any deliberat
Fxpectationg of the management:

4.8 Tho expectations of the managements from thelr employces varied
frem place to nlace depending upon the gize of the Bazar and the
rattern of mansgement and the recrui tment procedures., The common
expectations jiven by the manazements were as under (-

1. Devotion to work;

2. Loyalty:

3. Honesty and Integrity;

4, RPunctuality and

5, Good behaviour towards the customers,
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4.9 None of the managements had communicated these expectations
to the employees, largely because there was no meaningful channel
of communicaticn between the twe , The manragemnents were, by and large,
satisfled with the performance of the cmnloyeces, but also felt that
therec was o considerable scope for improvement, It was their
contention that the employeas could not fully ceup up to their
expectations because of the following reasons

(a) The employ;es, by mature, are shirker of work and 1o not

want to it bard labour in thelr jobs,

(b))  The cmployeces want higher salarices which the managements

canuot pay because of stringencies of resources.

() A8 proper training facilities are not QVAilable, better

results cannot be expected from raw recruits,

4,10 Cn being asked, as to what steps the management had taken to
ensure that the employees might come to tholr oxpectations, it was stated
that all nccessary measures bed been taken, but because of the three
factors, it had not been posgible for the employees to come to their
oxnectations,

4.

gcle execoption of one Super Cazar to create nocessary

11 Ye, however, fecl that the managements had failed, with the

opportunities within these organisations which could have resultcod
i better performance on the part of the employees. In some of the
Stores, the necessary environments were alisc lacking where the employees

could stirive to give better performance,

Exnectations of the emplovess:

4,12 The employees had a series of expectations, the importange of
which varied from store to store and was found to have direct

Telatisnshin with the attitude that the management had developed

while tackling the problong relatsl to gMrloyeos' welfare,

For instanc., in those Stores where the services of the employees had

been terminate? at short or without notices and without adequate

reascns or where the disciplinary action had been taken without

following the proper procedures, security of job was given as a

first expectation by the empleyees, ©On the other hand, in Stores
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where the managements had been Iiberal in thig particular aspect but
hed not providod sufficient fingncial compensation in gpite of showing
surplus in their operaticns, the major expectation of the emnloyecs
related to more financial belefit by way of medical allewanlce, free
uniform, free transport, and so on,

4.13 The more common expectations given by the employces were as
under -

i, Security of job;

2. Salary according to performance;
3. Definite channel for promotion.
4 Reasonable attitude of management towards the emnloyecs

grievances,

5. No recovery of short cash deficits.
G. G0l behaviour from management,

7. More financial benefits.

8. Training facilities,

9. suthority to decide what to sell,
10. Froo uniforms,

11, Liberty to make rmurchases for sales.

4.14 The emvloyees in most of the Stores felt that managements
nadl not lived up to their expectations and this enchantment on the
vart of the esmuvloyees, in cur cpinion, seems to have worsened
hocause of lack of communication between the employvees and the
manazement, for no onpportunity had been afforded to the employees
whore they could rut forth their expectations before the managenment

207 the managoemont could in turn glve Recessary explanation about the

Jifficultics faced in meeting the expectations,

4,15 Instances were gunted where the employees had come to exp=zct.
stch things as were physically imnpossible for the management to
srovide and we feelthat even this type of misunderstanding ecould have
been conveniently avoided had there been meetingsacross the table
between the two parties.

4,138 The exiectations of the employees in those 8tores where the
seninr exccutivas were easily accessible were found to be nearer
tc the reality than in thosc Stores where the gulf exhisted between

the two,
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The major ressong for the difference between the actual nosition and
the expectations both on the rart of the management and the employees
call he attributed to the foliowling factors:-

1, Lack of communication,

2. «bselice of zroper induction programme at the time

of recruitment of the emnloyees.

3. Gut moded compensation policies folloved by the

malazements,

4, Absance of strong Trade Unioag,
5, Reluctance ~f the management to share profits

with the employess, and
. Lack of participation of the employees in the

rocess of decision making,

Motivatinzg factors:

4.17 Althouzh ne calculated and deliberate aftempts had been made
in any cf the Super Bazars under study to introduce hNecessary
motivating,factors to achieve the desired cbjectives, yet most of the
comnon factors were found to be in operation in some of the successful

tores, albeit in fragments, For instance, rzcognition of merit,

[¥73

casy communication system, delegation of powers, inculcating a sehse
of achievement through team work were found in Super Bazars at
Bonboy, Banhgalere and Coimbatore.

4.18  innther important motivating factor, i.e. to give quick

rowar! of performalce, was hoever found to be missing in all the
Super Bazars undor study. On the other hand, it was significant to
nste that there was nc incentive pay scheme in the threc most
successful Super Bazars at Bombay, Bangalore and Coimbatore. ( an
incentive scheme had becn introduced in the Super Bazar at Coimbatore
with offect from 1.7.1069), We also observed that those Stores where
incentive pay scheme had keen introduced were showing recurring

losscs, heavy leakages and employees were demoralised and exhibited

frustration in their attitude.
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Y

4,19 ¥e feel that the managements in the Super Bagzars should
introduce systalls to award employees showing good results and for easy
communication, and should alse increasingly delegate EBre powers. to

the coperational heads in the departments,

-

4,20 We also feel that the management should treat the employces
in z were humane way and should recogtise that in future employees
weuld demand more permissiveness in thelr dealings and participation

in management in crder to give their Lest,

Moralg of the ennloyees:

4,21 With a notable exception, the morale of the emplnyees -
thelr interest and eathuciasm for doing their work - was found

te b at a vory low ebh s study conducted by us in two successful

w

tores vevealed that the employees, by and large, did not favour to

sin o co-operative organisation if necessary avenues were available

in the market. For instance, the study revealed that the empleyees'

rreferences for employing agelcies were as under in the crder of

thelr preferences:-

i, Cwn Masiness
i, Gaov eriment jobh.
iid . Job in a big reputed firm,
iv, Somi-Government nffice/firm,
V. Cooperative shop.
4422 "he ressons given by the employees for preferring the first

four emrloying agencies were as under im order of thelr importance

to the cmpleyees:

1 Job sgcurity;

2. Bettor working conditions;

3. More money and

T R il chances for promotion,

4,23 Apparceatly, the empicyees felt that 2ll these faur aspects

) . R . A4 +1 i hio g nz
which influenced the working conditions in a big way were lacking

in the 3iper Bagars, though we 4id find one or wore of these aspects
+ ARG RG] 12 Dy R ]

in o fow successful Super Bazals.
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4.24  The abselice of an integrated a;prosch and a distinet employess
-y b L. + o i i far Ny T - s e
srientaticn had been responsible for this exnibition cf low morsle,
fost of the employces especlally those who were working as salesmen,

ware ready to quit from their existing jobs even if they were offerced

e}
19

Q
w

J in the government offices carrying a salary of Rs.5/- legs than
what they were getting,

Heasons for low morale

4,25 The reascns for the low morale exhibited by the employees
varied from Store to Store and we feel that the following factors
could Do sald to Le responsible for the same:-

1. Hize losses,

2. Lack of integrity among top management personnel,
3

3. Reckless tinanecial manasement,
1, Termination of services without fellowinz a regular

procedure.
5. Declining sales,

. Groupd sm among the management.

o]

7. Freguent stock-out,

8. Lack of promotion facilities,
9

Favouritism and discrimination.

10. Incompetence in manager al personnel,
11, Class anpprosch of the management while dealing with

the employees.
12. Cstontatious expenditure.
4,20 in ~ur vioew, the biggest factor which was responsible for the

sazcing morale of the employees was the lack of integrity and gross

abilen of mouer shown by the members of the Board of Directors and

nnel in a few cases.

the sconior managerial [x

1,27 In  one 3tore the morale had gone Jown because the management
had not been impartial and objective in treatment of cmployees in the

matter »f promotion, payment of incentive and meeting the gricvahces

=f the employecs in a reasonable manner,

4,28 we fecl that manazoments should devise Necessary measures in

Srid-r to check that the morale of the emnloyees i1s kept at a very high

lovel bv ogtablishin: suitable channcls of communication and frequent
b e Y A5 E A L 3 LAy o

stoff meetincs and by holding free and frank discussione. and by avoiding

the oceurrsnca of the above noted factors.
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RECRUI TMENT
Recrul tment Policy
5.1 Most of the Department Stores under study did not have a clearly

laid down and pre-defined recruitment pelicy. Whatever policy they
followed was a merc accumulation of the practices followed by other
sister cooperative organisations such as the State Cooperative
Federations and Cooperative Wholesale Sccieties. The framework of the
reeruitment policy in Super Bazars was thus not streamlined and geared

to meet their roquirements, We however found an ecarnest attempt being
made by Depnrtment Stores at Bembay, Coimbatore and to some extent also
at Ernckulam in formulating a proper recruitment pelicy. The attempts

at Bombay and Zrnakulam were the outcome of an agreement reached at
between the Management and the Trade Uniong where clauses relating to

the Staff Rules and R:gulations had been incorporated. In Irnakulam

and Coimbatore Stores, special bye-laws had also been framed which had
been ineluded in a separatce part in the general bye-laws, and these
covared almost all aspects of personnel management, albeit in a primitive
weVe These bye—laws, in our opinion were more suitable for a primary
store of early fortics than to the changing requirements of a large~sized
Supor Bazar,

5,2 The Dspartment Stores at Hyderabad and Bangalore were in the
process of formulating some nolicies with regard to recruitment in their
proposcd St-ff Rules and Regulations, while in the case of Mserut,

the St-te Cocperative Department had framed detailed Rules and Regulatiocns
relating to varions =spects of cmployment, working conditions ete, and the

had been circulated among the managements of the Super Bazar in the

salio
State of U,P, for thelr comments at the time of our visit to the Super
Bazar,

Authority to Recruit Personnel
5.3 In almost all the Department Stores, work related to recruitment

of rergonnel was elthor in thz hands of the Board of Directors

oY in thie hends of a Snecisl Committeo constituted undér the
86 ‘

bysz-laws/consisting of some Directors and only in fow cases also tho

Chisf “xecutive of the Store/Scciety. The recruitment committee of the
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Department Store at Bombay included the Goneral Manager of the Store,
but he had no say in the matter of selection and the final decision
with regard to anpointment of managerial and supervisory personnel, In
the Decpartment 3Store at Bahgalore, the powers of reeruitment were vested
solely in the hands of the Managing Director cf the State Federation who
had nothing to do with the daily business operations which were looked

after by the General Manager,

Invariably, the selection of managerial and sometimes also
guporviscry personnel was exclusively in the hands of the Board of
Directeors. Only in the case of minor employees of the Store, the
power of recruitment was delegated to the General Manager, For example,
the General Manager of the 3tore at Bombay was compowered to recruit all
cipleyess drawing a salary of less than Rs.200/- per month. The
Managing Dircctor of the Hyderabad Store was however authorised to
rocyuit all the cmployees drawing a salary of less than Rs,500/- per
month, and the Managing Director had in turn delegated some powers to
his PBranch Managers to recruit employeces on daily wages.

he following table shows the authority of recruitment of

porsonnegl in the Stores under study.

{ 1 1 1 ] 1 I
Posts : Bombay ! Hyderabad Bangalord Lrnaku | Coimba- | Ludhiané Moorut
[ t ' ‘ !
; ' 1 ; —~lam | tore ! !
L. 13
1 ' . 4 o, [} ] 0
r . . y Nominateq * X
Goneral t+ Board ' Board + Board ! Board by the Board Board
Ji¥ t R aoi ' '
Maneger ! ' ! Registrar
A t LI - ] § [ ]
g Gone. Beard - Managing )
nsstt.uenc" ¢ ] ' Director Beoard 'Pregident - 1 -
re1 Monazer! , , ®E ] . , ,
i i 3 1 Ar z 4 1 1 ]
DGP‘L . 1 - ;vz;;;;nag; ng mz.a_nagl ng Roard "President - , -
Mansror Director f Dirgector
scalle IO \
. ~ [ . [ ot 1 T ¥
Super- General Monaging M?nagln§ Boara ,President Board President
vicors Managoel Pirector Directo
— . . [V 1 1 1 7
Salegmen Jiencral Managing Managin% Board President Board ,President
Mancger Director ' Pirector
. - 1
1 ' 1 v 7
O—thifl‘s ! ] 1 1 1 i3 1
! 1 L 1 L] b 1

* Subject te the approval of the Reglstrar of Cooperativ: Societles.
*% Mansging Director of the State Federation,
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Sourcoeg ©f Recrultment

¥

Sed The task of selction of top managerial and supervisory personnel
in a business enterprise is by no means an easy one as it requires a good
deal »f expzrielce of men and matters and a clear understanding of business
cparations of the organisation, Majority of the Board of Directors of
Stores in India are laymen at leest so for as retail business operations
are coencernsd, and helice cannot be cxpectad to deal effectively with the
task of selocting the "right man on the right job"., But fortunately for
these Boards, this process is often rendered easy by the practice of
borrowing government officers on deputation to occupy managerial and zlso
sometimes supervisory positions in their Stores, In Hyderabad Store
arproximately 30 emplayees ware government officers on deputation
occupying mest of the managerial and supervisory posts in the Store.

In other Stores, only the General Manager and in some Stores also the
acecounts Gflicers were government cofficers on deputation, Irrespective
of all thesc aspects relating to the mode of employment of the Chief
Executive and other senior perscnnel, the Board of Directors and
espceially the Chairman had the final say in all matters with regard

to recruitment, wazes etec. 0f the employees.

5.5 licst of the supervisory and all non-supervisory categories of
nosts had boen filled in by recruiting people from the open market,
sspocially those '"who appreached the Storeg for jeobg voluntarily" for

it wns eclaimcd at least in one Store that the management could get a

person who was in real necd of a job,

Sed Though ~ll thc Stores wanted to follow a well defined policy of
reeruitment with fully laid down rules and prescribed educational
qualifications, aze, practical experience and family background, vet,
in our opinion it had not been possible for the managemenlts to adhere
strictly to any policy becnuse 0of several reasons: cutside pressures
21l other eonsiderationg not comnnected with the business of the
crganisaticns had usually played a major role in the recruitment of
npergonnel, In our epinion, only a few appointments, especially at

junior level, could be said tc have been made purely on merit.
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In a5 few Stores, speciaily which had special bye-laws
and Staff Rules and Regulationg, oducaticnal qualifications viz. a
university degree for managerial rositions, and high school graduation
for cther employees, had been stipulated. In one particular Store though
certain educationgl gualifications hal baen prescribed, yet these were not
rigidly followed at the time of rceruitment., In another Store the
malagement's policy of reeruiting highly qualified managerial personnel
had met with failure because such employess did not stay long in the
job on the grouni that the compensation and future prospects and security
of job were not adequate and satisfactory, It was stressed by some
managaments, that in their opinion, it was better to employ people with
felr baslc cducation and then give them sultable in-scrvice training
as well as some institutional tralning and allow them to grow with the
organisation, The Wholesale Cooperative Marketing fociety at Coimbatore
had successfully though without any deliberate offort, tried this
policy and we found managerial personnel with 5 to 20 years service in
the Store and the Wholesale Socizty. We feel this particular practice,
amnng others, had alse confributed to the successful operation of the

organisations,

5.7 The main source of recruitment of managerial personnel

was the Cocperative Department of cach State Government. Almost all

the managerial positions and in one Super Bazar evenl lle supervigory posts
hzd been filled in by the government officers on deputation, These
officers might have besnk experts in the field of cooperative administraticn,
but the same could not be said of thelr performance in their new assign-

ments in the Super Bazars.

5.8 The decision making process in retail busglness is far more

different and difficult than the one that obtains in a government

office, The workload is also heavier and arducus than in governmment

office., 4lthough some of the officers were being compensated by way

itional derutaticn allowances, this was found to be not in

cf add

proportion to thoe business risk they were required to undertake and the

workloasd and reeponsibilities they were asked to shoulder.

Yo also found that some of these officers had double loyalty -

loyalty to their parent department and enforced loyalty to the Store
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which 2t times did conflict. EBecauss of the dual nature of their loyalty,
gwiae of them had also failled to identify themselves with the organisation
they served and thus were contont with mercly doing nermal work, tiil

the time when they gotsuitable positicns in the narent departuont,

Somg officeors were found to have joined the Super Bazar not because of any
genuine desire to show results, but becausc of some domestic and personal
reasens guch as e preferelice to be posted in a city and the like, There

was also a frogquent turncver of malagerial mersonnel which adversely

affectad the business opcraticnsg of the Stores. It was ini:
that just when o Manazer had acquired the necessary skill and knowledge
in running - 3tore he was often withdrawn from the Store and 4 new

man was vosted ia his place and he had te azain start from a scratch,

5.9 The supcrvisory staff 1f it wer: to be recruited from the
Cocperative Departments, would have resulted &1 ths game types Oof problaus,
but with zreater intensity, for “the job of a supervisor was of mere '
tochnical nature, c.g. a superviseor in charge of textile department in
the Store. The managements thercfore preferred filling up these bosts
with sersens recruited direet from the onen market and a few were

als® considering the possibility to fill up future vacancies by
internal promotions if guitable candidates were available.

5.10 In the Banzalore Store, twe cut of the threo ussistant Managers
were -n Jdamtation from some semiegovernment business organisation:
For ingtance, the assistant Manager textile was from the Handloom

srium and the Assisztant Manager, Genheral Merchandise was from the

Staete Department of Commerce and Industry., This was a healthy change
i that it oxhibited a trend cf filling up vacancles by ¢eople with

nxporience in busingss opoarations,

9.11 in foimbators Store, the supervisory and managerial persoanel

been nromated from out of the employees of the Wholesale Socicty

had
vith the result thet the Department Store had on quite a few positions

cxvorioneet, trustei and tried Departnent Managers and supervisors.

Alth~u:h Supcr Bazar nal a separate General Manager, (who was cn

deputation freo the State government) the real management cf the Store

was in th. hands of the Chief Surerintendent and the Deportment

of the Suror Bazar on the one hand, and the Sccretary of the

ocicty of which the Super Bazar was a Branch, on the other.

N
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was
by . 23 - NNy .
The General Manazer/only a nominal heat, and had no exccutive powsrs

or a say in the real manazement of the Bazar, .

=4 ) hg . . .
5,12 in gnother Sbﬂre, most of the supervisory nosts had been filled

in by rotired government employees with the result that the Store which
should actually thyob wlth active and energetic young sales staff, full
of zeal,‘ enthusizgm agnd Vigour, WAS Supervised by :ﬁld;.[‘l'j] . R L

end other zovernmental =zzofcies had retired to chable them

to lead a peaceful life, They hal not only failed to infuse necessary
enthusiasm or zeal ameng the lower sales staff, but had alsc proved
incempetont in thoir jobs largely bscause of lack of cxperience and

thus tho sales staff was »nlayinz havoe with the stocks and the customers

under thelr very proscence,

5.13 The sourcoe of recruitment for non-supervigory personnel like
the salesweh and packers was the open market and in a few casds the
cther cooporative orzanisations as well, Fosts werc often advertised
throuzh notification of vacancies in dally newspapers and through
cmployment exchabges. Candidates recommoided by the employces and
othors were also emnsidered, 2o ~1ls and cducaticnal institutions
hal algo been tasped sparingly,

5,14 The intornzl source for pr. otions were said to have been
always explorad in the case of Brnakulam Steore. This was‘in fact
ono of the clauses in the agreement between the management and the
Trale Union, In Bombay, internal promotions were considered even
witheut a formal goulicstion from the employee and sc was algo the

casc with some othar Storas.

5.15 In the case «f Lulhisna and Banhgalore 3tores no cutside
source was tamoed as the Jtore was flooded with anplications from

o was reported to be a long walting

[

th: asmirants for the jobs. Ther
list ~f canlidates, containing about 1,000 names in the case of

Banralors Store, and the nanazoments filled vacancles from cut of

theoss iists in the casc of Hylerabad, when about 70 vacancies were

notific?, abcout 1800 armlications were recelved, S8imilar was the
case with the arnskulam Store where in respense to an advertisement

fryr the rost f a telephone operater, 1200 persons apnplied and 120

wors scloctsd for an intervisw,.

JA
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The above coxamples indicatc th 4t there was al abundant sunply

©of unsxilled labour and cven for cortain skilled jobs likc tho tolephone

onorat +hars uwa o ~ P .
operator, thore was ne dearth, However, the managements of Stores did not

attempt to spot & suitable person who could hrve been appointsd as

salesman but had the Noccssary potontial to be ultimately groomed to

beeome o manager with suitable training, placcment and career devcelopment,

The managements did not alse follow a policy of recruiting potontial’

malagers although in principlc thoy admitted that this should be the

leng range viow while makine seloetions for vacancics.

The manzromonts in 2% loast throco Storcs pointed out thet it

would be futile to scout talent in other cooporative institwtions,

s I

trained and suitable smployees werse avallable within the consumer

exoporntives in the nearby aroas.

Daily 'npos dorkers and Part Time Emplovoecs
5.17

The usc of part-time cmployoes other than dally wazes workers

had not teen tried in any of the Stores visited by us. Workers on daily

wages in Stores had a chance to be confirmed and nromoted te sales

assiastants and helpers in the regular cadres, it was pointed out by

the wmanagemonts,

Failuro cg Becruitment Policy

5,18

The recrui tment policy laid down by the Storcs had fatled to serve any

Murnose becnuse before recrultment no job specifications, indicating

the zkills and knowledge requirad for the job, the dutRes and

rosponsibilities attached te that particular job, were worked out o

ant wlaneod before the recruiting authority to guide them in meking

propasr sclocetisns sc that the cardinal nrineipl: of "right man on the

rigzht job" could be followad. It anpoarad to us that the managements

Job.

In &~

+ uniuly worricd by thesc gshortcomings and little thought was

e

for thie vital issuc of whom they should recruit and for what

aituation whero jobs are tio few and men Sgcking them are

too many, it was not difficult for the manasements of Stores to find

peopnls to work on jobs in the &tores,
of skillod and treinced peosle
in Inlia yot, the managements

mako do with unskilled

As there is not labour market
in the consumer cooperative movcment
probsbly felt that they had to

and untrainei labour which was in
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abundant supply and thus left the employees to thelr owh resources to
learn by experience and by trial and error method. However, in the
cpinion of many Managers, due to the defective recruitment policy &8
mentioned above; the 3tores were over-staffed with
unsuitable hands ot the lower levels of the management resulting in
unprofitable operations and making it impossible to £ill higher
malagzerial and supervisory positions by internal promotions and transfer
of such unskilled and untrained staff, They therefore felt that the
managencnts of Department Stores had to depend on government officors

on deputation to man managerial posts for some time to come,

[

.10 In ene of the Stores, it was reported that the leakage in

the toxtile Department in the first year was as high as Rs,30,000

and this huge leakage, it was polnted out by the General Manager and the
Department Manegers wan du. to vecruitment of upekilled anid -
untrained employces who 4id not know anything about retailing of
textiles, This is just cne instance of what it would cost the Store

by omploying unskilled hands,

Fiecrui tment on the Baris of Rocomil hdations

5.2O There was one common policy thaugh among all the Super Bazars

in Inlia and that was to recruit personnel on reéommendations.

Although this policy might have something to com@end itself with,

yot 1t was found in practice damaging because th. vacancies had not
always beeil filled in cn the basis of merit or suitability, but cn

other consi lerations, This policy posed many problems to the managements
later with rezard to the actual placement of sucit an employee on the
right job - finding a job for the man and not a ﬁan for the job,

Bagic educati~n, past experience and soclal backpround of applicants

*
a very imgortant bearing cn the performance cof emnloyees

for jobs have

in their new jobs, but these had to be overlooked in view of over-

whelming and ovor-riding considerations of influsnce and recommendations,
b D GAETEA e : -

5,21 In somc of the Stores, the wanagements pointed out the

i fflculties faced hy them or by the appointing uthority in the
recruithent of personnel on account of cutside pressure. We feel

+hat in orider to insulate the process of recruitment from extraneous

(AR

sTassure and consideraticn, 1t was imperative that specifications for

varicus inbs in the organisation should be carefully worked out and

canii 'ates who answer to these specifications may be recruited.



101

5¢22  another way of insulating this process and for weeding out

Y

unsuitable hands at a later stage was that of employing perschs on

= 2

dally wages, which at least three super bazalrs were following,

9.23  The Secrotary of the Coimbatore Store pointed out the merit

in employing known people to the management and the Board. His

centention was that these people would be more trustworthy and loya

to the manazement, =nd he said that this method had been successfully
practised in his Store. He also stated that since there was a provision
in the bye-laws 2f the Store that "o near relatives of Board Directors

of the Socicty will be appointed to any posts in the Store', the Directcrs
could not appoint their own relationsg in the crganisation, Some of the
other Stores also had this provision in their bye-laws/rules and
rorulations,

Conditions of Employmont

1) Sccurity From Staff

5,24 in 211 the Stores visited by us, we found that

cozurity was domandad from coartodn entororioas of omloy aan

2t th. tim: of a; ointment, In scme cases it was only a cash
security, in some others it was both cash and personal security, s
thig was made one of the conditicns of employment, employees had to
furnish this sccurity if they wanted the jobs, Cash security was
claime? from sales assictants, salesmen and store-kecpers which ranged
trom Rs,250/- to Rs.2,000/-. In addition te this cash security, in

some Stores a perscnal security was also demanded.

6.26 In Bombay Store in the initial stage of the Store's operations, the

4

employces were asked to deposit cash security of Rs.500/~ in instalments,

but subsequently nc cash security was demanded from the fresh entrants,

5,98 in =nother Store, a.cash security of Rs.500/- was demanded for
calesmen in the beginning, but later 1t had been railsed to Rs.1,000/-
which hoo to be depcsited by the employees on the very day of their

joining the Storec. The employees who had paid a cash security of only

Rs. 500/- wore asked to come in line with the new employees by paying

$Me @ iditional amount of Rs.500/- in instalments of Rs.2/- per month.

This bad boeh dole as por the directive issued by the Registrar of

Cocperative Societies of that State to the Management of the Store,
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Under the same directive, the salesmen were asked in addition to provide
£s.10,000/~ as perscnal security, and the Supcrvisors were asked to give
a cash sccurity of Res,1,000/- and a personal security of Rs.5,000, while
the Store-Keepers had to furnish a cssh security of Rs.2,000/- and =
personal security of Rs.15,000/-.

6,27 In some of the Stores, oven the managerial staff were asked to
furnish gecurity, The following table shows the variocus types of
securitics demanded in the Stores under study:-

Genoral | asstt. | Dy.General  &uper— Sales- others

Manazer 1G. M, Managor visor man
ash Sceurity
ersonal Seourity | Nil Nil Nii Nil Nil ‘
angible Security Nil Nil Nii Nil Nii
Ldelity N1 Nil Nil Nil Nil
YDERABAD |
1sh Security Nii - - 500 300
ersonal Security | NMil - - Nil Nil
azible Sccourity Nil - - 5000 2000
idelity Nil - - - Nil
WNGALORT
ash Sgeourity Nil Nil - 500 500
crsonal Sceurity | Nil Nil - Nil Nil
ingibla Security Nil Ni1 - 2000 2000
Llelity Nil Nil - Nil Nil
ANAKULAG ] ) ‘
ish Seeurity Nil - Ni1 ~ 500
arsonal Seeurity Nil - Nil - Nil
Mgible Scourdty | Nil - Nit - Nil
Lol ty N1 - NiL - Nit
OLMB. TCORE .
T n o) &
ash Security 3000 2000 1200 350 50
ersongl Sceourity Wil Nil Nil Nil Nil
aligible Socurity | Nal Nit Nil Nil Nil
Laelity Nil Ni1 © Nl Nil Nil
oo
o :(“_lity Nil - - . 1000 1000
20 oo cuT } y
ersongl Becurity | Nil - - 5000 10000
“igiblc Socurity] TOL - - 5000 | 1oooc
[T6ITTy T = - n N
BERUT _ o 500
ash Jecurity Nii - ?-1
ergonal Security| Nii - - - %%;
anzihle Socurity] Nil - - - Nil
iiclity sceurity| N1 - - - 5000
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5,28  Jo feel by prescribing higher amounts of cash security deposits,
the managements had beel unwittingly restricting their choice of selection
and recruitment cf good honest and efficient employees, for it was not
easy to find competent persons who could afford to furnish such heavy

cash sccurity in crder to work on a job carrying a limited sclary,
In 2 Store where a heavy cash security deposit was insisted upon, the
manegenent did admit that it had actually resulted in a limited choice
for selectien, In fact by imposing a condition of furnishing a lerge
amount by way of sceourity, the eriterion of selection had anparently

been shifted from that of merit to the financial camacity of an

individaal to pay a heavy deposit,

5,29 In the particular Store where heavy cash security was a
pre-requisi te for employment, it was pcinted out by the employees
that thoue of them who could not afford to pay from their own pocket,
hal to borrow money from usurious money-lelders paying scometimes
intercst as high as Rs.3/- per cent per month, thus had to pay an
amount of Rs.20/~- to Rs. 50/- per month towards interest., This indecd
caused great harlship to the coheerned cmployees. It was also rightly
contended that if an honest, intelligent and ambitious person had
about Rs.1,000/- to Rs.2,000/- with him, he would rather start a business
of nle own rather than scek employment in a Store. It was also stated
)

that the emplovees who paid cash security were exposed to the risk of

losing thig amcunt as leakage in stockwere promptly recovered.

5,30 In the Super Bazars wheroe heavy cash security was insisted
upon, it was pointed cut by the cmployees that «ome of them were
tempted to resort to undesirable and at times even devious practices

tn make rood the security Jdeposited by them. 8ome of these practices

S

are listed below :

lacement of genuine goods by spurious goods;

al Res
L) Cver-charging the customers;
c) Changing the rice tags at the time of stock-taking to

inflate the value of stock-in-hand,
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5.31 The above situntion eazlls for a thorough examination of the
systoan of cash security and the need to inelst upon z cash securlity
and amount of such a security from the employecs. The managzements have
to mive scricus thought to this aspect of empleoyment condition, e
also feel that:

i) Mere insistence upon and ccllection of the cash sccurity
deposit unaceompanied by effective personal supsrvision is
uz guarantee that leakazes will not occenr,

11) Increasinz the cash security deposit ammunt may not help

prevent the incidenice of leakaze and may on the other hand

o

even +zad the employees to seek other avehues £or sarning
additional ineome to even out the heavy amount of security

deposit pald by them to the Store, and

iii) Herwy cash sccurity breeds distrust among employees and
lowers enployece norale ahd productivity. The manazements

may have alsc to srovide cach employee with separate

©
o]

shelf anl locking arrangement 1o assure the employees that
the stock in his custody will be safe and is properly
protected,

5,32 Hoavy cash security had proved a major handicep in making proper

It had also led to an inereasing Jdegrec of distrust among the
mnloyoss,  The managements should therefere take these consequences into
+ while dcciding on the quantum of security at the time of

jsTefeluivest

rooruitment |

rrovided the nocess
olemonts who sieaked into thess: organisations with the help of pressure,

[N

rconnection or influence and Whor .o o ato arrangement for effective

personnel supevvision existed ,. elaborate control neasures had

been Jevisced,

11) Agoe Limit
5.33 &ome Stores hai 2 prliey of not recruiting people of 30 years

1 over, but male an exception in cases of experienced candidates

from othor cooperative organisations,
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Recrui tmont Procedure

5.34 In 5 out of the 7 Stores under study, an officer had been placed
in charge of all personnel matters and was designated differently in
different Stores: in some he was callad the Office Surerintendent, in
others he was called the Office Manager and in yet another he was

known as the administrative Officer, 1In two of the Super Bazars,

these officors were functicning in the Wholesale Society. As indicated
elsewhere in this report, all procedural matters relating to recruitment

were dealt with by this officer with the help of a clerk,

9.35  Unece it was decided that a vacancy had to be filled in, the
adminiestrative Officer took steps to advertise the vacancy in the

local press inviting applicatieons and also sent letters to the locel

and regional erploymont exchanges requesting them to send names of
suitable candidates., He also went through the waiting list of candidates,
if maintained by the Stores from which some suitable candidates were
21so sclecied for intervisew., Any one or all the above indicated sources
vere tanped, denending upon the policy that was followed by the Store,
after the oxpiry eof time fixed for receiving applications through all

or any of the channels mentionced above, the officer went through all
the apnlications received and selected sufficicnt number of candidates
found suitable by him for a pergonal interview by the appointing
authority., If it was folt to collect some additional information

with regard to a particulor candidate, it was also called for, 4 list
of suitable candidates was finally drawn up in some cases by the

admini strative Office himself and in some others in consultation

with the Secretary/Managing Dircctor or the Board of Dircctors/

i

Scleation Jommittee. « day and time for personal interview of

candidates by the appropriate appointing authority was then fixed in

consultation with that authority.

5.38 .t the time of interview, except in very few cases the
administrotive Officer andsor the Dept. Manager in whose department

the vacaney had oceurred, were present and thus had no say in the

n
finsl selection of candidates. &t least in two Super Bazars, even

did not sit in the interview committee emgeged in the

=

General Manager:

seloction of the employees.
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Interviews

5.37  The personal interviews were oftel very sursory and informal

ald no structured interview questionnaire or guicd.lin: had b..n S ANy

tod &
followed. Only some general questions about the candidate's educational

nd family background ware asked.

v

5,38 In Ernakulam Store, the entire bonrd of directors intervicwed
candidates and each director was supplied with a list of names of
candidates to be interviewed and as the interview progressed, ecach
director indicated his oninion rezarding the suitability c® otherwise
of cach caniidate. After all the candidates were interviewed, the
Board discussed add exchanged their views and opinions about tha

or otherwise
suitability/ of ach candidate and then took a final decision.

5.39 In Coimbatore Store, the Secretary and the Staff Committee were
often assisted by the administrative OGfficer in conducting the personal
interview and at this interview applicants' suiltability was discussed
and then final selections were made.

-

5440 In Bangalore Store, as indicated earlier, it was the Managing
Director who was the sole appointing authority and he was often assisted

in interviews by the General Manager of the Store.

5,41 The manaszements in some of the Stores expressed the oplnion that
the tools used by them at the time of selection n-d to be improvad co
as 1» avold mistakes at the time of recruitment, They agrecd with us that

job specifications should be prepared and some kind of tests for judging

<

the suitabilitv of a candidate for a particular type of Jjob drawn up and
A mMore scientific system of personal interview developed so as to make
it Lasier for the appointing authority to select the "right man for the
rizht job",
5,42 11 one Store the Trade Union expressed its concern over their

non-involvement in the precess of filling up of a vacancy,
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fBgduction:

5.43  After sclection, the new Teerult was asked to submit a joining
report and sign a copy of the appointmemt letter signifying his
acceptance. He was then required to cxocuts a security bond and
furnish the cash security, One cony of the appointment letter together
with a copy of the employee's joining report was sent to the goncerned
Department Managzoer/Supervisor for information to take further necessary
action, The employee was asKed to report to the Department Manager

on joining,

S5.44 In none of the Super Bazars under study, = systematic induction
programme to induct the new employees into the organisation and te job
was in existence and the result was that the employeces genherally

remeined ignorant of the organisation's philosophy, policies, aims and
objectives, history, welfare schemes for employees, and last but not the
lecast, manazement's expectaticons from them, The emplovees therefore

ha! difficulty in identifiying themsclves with the Store and its goals

and objoctives and found it had to adjust themselvas.

5,45 During the course of an interview with some of the employees
when we asked guestions about thelr knowledge of the Store and its
activities, we were surprised to find that many of the emplovees were
under a mistaken impression that they were in the service of a government
or semi-government organisation and that was one of the reasons for the
joining the scrvices of the Store. They said they preferred the
orzanisation because there was a security of job in such organisations,
On the other hand, such an impression has becit reinforced by the actions
ni the management in a few cases., In Ernakulam Store, for example,

the Store was calied "Cooperative Departmental Store' which was
mislealing both to the customers as well as to the employees who were not
properly instructed. They therefore thought that the Store was run by
the Cooperative Department of State Government, This could have been

avoidel to some extent if a »roper induction programme had been initiated

in the 3tore.
5. 46 In the Coimbatore Store, it was reported that at the time of

intorviewing the candidates for recruitment, the Secretary briefed
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the applicants about the history, the aims and objectives of the Store.
48 roegards the job part of the induction, it was cntrusted to the
concerned Department Manager, When we looked inte the list of his duties
and responsibilities of Department Managzer, for the responsibility of
inducting new employees intc their new Jjobs, we did fin2 it thena, Uut
in practice it had not been followed, We also found that the attitude
of the Devartment Mahagers towards this very important nart of their
duties was onc of the indifference and apathy and they performed this
vital function in a very perfunctory manner, They just ingtructed

the new employece for about a fow minutes how to go about his job and
what probleoms he was likely to enounter anl nrobably left at that. The
poor employee was left to hig cwn resources to tackle his job and learn
from hisg own expericice and mistakes, The same was the position in

most of th: other Stores.

5447 In some of the Store, the new rccruit was placed as an understudy

)

(

to a senior employee. Bven i1 such cases, the duties with regard to
induction »f the new empleyee inte his job were not clearly spelt out
with the result that the employee was left to hig own native intelligence
to find scolutions to his problems,

5.48 At Hylerabad, at the inception of the Store, all the newly
recruited salesmen had to undergo a two-week Inducti-n Course where they

were briefed about the objectives of the Store land were taught how to

porform their jobs and tasks, but subsequently this practice was not
continued,

5,49 In Coimbatore, 28 salesmen were made to undergo an Induction
Course for 45 days. The course was conducted by a Department Manazer
whe taught them salesmanship etc. In hoth the above cases, the employees
reccived no salary or remuneration during this eriod of training. To

2 question asked by us shout the objective cf the Store, most of the

correct or proper I:e_glies, but infeormed us that they

employces gave

il

had acquired this knowledge n~t from the managzement, but from newspapers

all? friends.
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5.50 In some of the Stores where they had written staff Rules and
Regulations cven these had not been distributed to the emnhloyees at the
time of thelr joining, In the Stores where an attempt wos made to draw
up Uty charts for various categories of employecs they were not handed
over to the employees. The same thing was true about the annmual reports
and other publicity material such as pamphlets and brochures cohcerning
the Store's operaticns of which the employees were unaware. Had these
documents and material been distributed to the employees, the cmployees
would have hatl a better avpreciation of the Store concerned, and its
activities and it woull have induced the emnloyees to take more interest

in the Ster. and its onerationsg,

5.51 The managemenlits of all the Stores agreed that it was extremely
important to give proper induction to the new employees and admitted that
s0 far this vital aspect of personnel management had been neglected and
theoy indicated that this position would soon be rectified. The expec-
taticong of the managements of good performance by the employees, in

view of thelr fallure to iniluct the emplcyees properly were surely
migplaced, for how could the employees give their best without first being

male comfortable in thelr jobs?

5,52 We feel that one reaso>n for not drawing out any effective inducticn
rregramme was that the managerial and supervisory staff were not fully
involved in the recruitment function, He think these managerial personnel
were regentful of this attitude on the part of the top management, and

dil not sincerely participate and mut their best in implementing any
meaningful programme of inducting the employees in their jobs., The only
information that the supcervisory staff/Department Managers used tc get

was the copy of the appecintment lettzr issued to a new cemployea.

Probation

5.52 In pepartment 3tores where staf Rules and Regulations were framed
and were in operation, the srovision relating te probation was included
in the Rules. This nrovision alse formed a part of the agrecment between

; : PR ey T
the Man~-eomont and the Trade Union 1n ohe supel wazar.,
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5,84 In the Stores at. Hyderabad and Meerut in the beginning of the

operations of the Gtores, no probation peried was prescribed. However,
the management of the Meerut Store was considering to introcduche the
practice of keeping the empleyee on probation for six menths while in

the Hylerabad Store such a probation system had already been implemented,

3,55 In the other 3tores, the probation pericd was genherally for six
moaths with the sole excention of the Super Bazar at Bangalore where
all employces were recruited on a temporary basis and confirmed in
their jobs only when their performances was found to be satisfactory

by tha manziement,

©.56  In one Store the experts found that employees were working on
tem=orary basis from the incention of the Store, and were not confirmed
even after a lapse of three years with the result that the employees
felt very insecure in their jobs,

5.57 In znother Store most of the sales assistants/helpars were

empicye! on dally wages, and it appeared to us that these employees
would continue to'work cn daily wages for a long time to come for

there was no pronosal to absork them in the regular cadre of the Store,
These employees had in fact been working on daily wazes for more than a
yoear alrealy at the timg of this study,

5.58 The Coimbatore Store hed framed special bye-laws governing
Dergonnel malagcaent amd in the provision relating te probation of
employces, a cne yvear nrobation period had been prescribed. The relevant
rules in the bye-laws read as under :

o,

ordinarily be on probation for a total peried of one year on the
completion of which neriod he shall be confirmed in the pest, if his work

"6 (1) » person appointed to any post in the society's service shall

and o~nduct have been satisfactory.

(2) It shall be compotent for the appointing authority to
erminate the scrvices of the amployee before the expiry of six months
cf hig service, if his work or conduct have not been sat?sfactory. No
avpeal shall lic againgt an order terminating the probation of an
amcloyee during this period,
(b) It shall be competent for the anpointing authority Fo
cervices of the employee during the subsequent six

terminate the ; i
orobation and also during his rezular serviee provided

months »f his ) )
that the authority shall not dispense with the services of a person,

oexcont for reoasonable cause and without giving such a persen, at least
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oBe month's notice or wages in lisu of such notice wrovided alsc, however
that such notice shall not be Necessary when the services of such a person
arc not dispensed with on a charge of misconduct and su-rorted by A
satisfactory cvidelce recorded in an enquiry held for the purnose,

(ii) The nperson so discharged shall have the right of appeal
to guch authority and within such time as may be proscribed either on
the ground that there was no reasonagble cause for disnensing with his
services, or on the ground that he had not been guilty of misconduct
as held by the employer or the appointing authority, This periol in this
case shall be 30 lays from the date of reoceipt of the order of the

enmployer,

(1ii) The decision of the appellate authority shall be final and
binding on both the cmnloyer and the nerson employed. ™
5,59 i1l the Stores having implemented the »nHrobation system also
followed similar sUles regarding termination of service during the first
six months' of orobation zs indicated above.

Below is o table shoving the prebation time in force in the

various Stores unider study.

Bombay § Hyderbad Banzalore§ Granaku- JCoimba- Judhiana fMeerut

lam tore
1 i 1 ; ; 1
Probation < ! - ! ) ! ! ! '
period ° 1 G ' 1, 12 ' 12 ¢ - t -
( 1\1() . o f ] 1 t ¥ f A
ronths ! ) ' ' ‘ '
' ! 1 1 ' t

5,60 Th_ managzcments L all the Stores recognised the imnortalce of

Lrobation for it zave the mahagements opportunity to watch and evaluate

g

the perf-rmances and behaviour of cmployees and come to decision with

rezard to their suitability for the jebs in the orsanisation, v

Thegoae AT . e ey A -
YOOtn s ooroerouni vyt

2oyas not utilisw by

Manazements anl no systematic and scientific evaluation cf performances

of New employees was done and thus the purpose of having a probation system
w employee s

was nartly defeatod. In one Store an attempt had been made to evaluate

the performance of new cmpleyees. In this Stora, one of the duties

mentiones in the Aduty oharts of Department Managers was the function of

¥As par the drart Starff Rules



112

submitting monthly reports on the performances of new employees working
in thelr departments to the Secretary to help him take a final decision
with rezarl te the eventusl confirmation or otherwise of a particular
‘employee.  We however did not find any evidenhce of such reports and
action taken on the basis of such rercrts. It remained only a pious

wish on paser,

5,61 In the Stores unier study, termination of employment during

the probatisn poriod had been x rted tc in a very few cases. Thls

250

might be because of the abseBee of o proper avaluation system which
could have provided the necessary guidance for the final decision,

It could also be attributed to the indiffercice or lack of interest
on the part of manazement to assoss the progress of the new employee
and cne reascn for thie apparent reluctance on the part of the
maNagement to terminate the services of euplcyees who were found
unguitable Jduring thelr grobation period, could be that the concerned
emvloyees were recrulftel ¢n the basis of recommendations and thelr
tormination would cause ombarrassment both te the manhazement and the
norsong who had recemmended the candidature of the employecs in question,

4 fow such cases in some of the Stores did come into our notice,

Confirmaition of the gméigyé:iw

5,62 The mainagement did not also mowt tho hew recrult during the

nrobation pericd and discussed with hiw'the problems and difficulties
= k3

he cne~untered in his job and the difficulties he had experienced while

aljusting to the enviromment, of the Store.

5.63 heovevoer the staff Piles and Regulations existed, they contained
a nrovision that after successful completion of probation, the enployees
concorned should be confirmed in their jobs, However, such official
communicatinsn of confirmation were lssucd only ir. a very few cases.

It aspeared to us that managemeﬁts' thinking on this particular

asrect was that there was in fact no need to issue any oificial
commuinicati n for confimmation to an employee because his services

wors not terminated with the probation noeriod or the probation periocd

itself was not cxtended.
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Need for improvement in recruitment policy

It is cur opinion that no recruitment policy can be

~

L)“-é’.~

meaninzful and deliver the goods unless it is preceeded Ly a

A

eticulous gvetem of job-description and positicn clagsification

within the organisational framework. As stated earlier, necessary

steps for job~description should be made by the managements
order to recrult right type of parsonnsl,

Souvrces of Recrultment

5,65 feal that it is imperative to tap all available sources
in crder to recruit the right type of employee whe should respond
to bhe job-description and qualification laid therecf. 4 preference

1y, however, be given tc the employees working in sister

cocperative irgtitutions of the same type or private gector

orsanisations connected with retail trade. However, it will be
better 1f munagements adopt a policy of spotting the talent
available elsewhere in the market in order to fit in the positions

e oy have to be filled in, Thig will, however, require an

improvencnt in the working conditions in Super Baszars and
formulation of progressive policies fo retain such talented
euployees within these crganisaticns.

.

5,66 e alge Teel there is a need to delegate the anthority

t¢ recruit personncl to first and second level manzgerial

personnel in the organisational set-up i.o. the Chief Executive

| “ho deprrtmental heads Bxenpt for the selectlon of the Ghief

ANG TR

iveeutive and the Department Managers, all other posts should be

D
(@p]

fi11ed in by a committee consisting of the Chief Executive, the

haad of the personnel department and the head of the concerned

s 4 Ths sare committes should also decide about the proretion

of the jinicer mriloy-us within tho organisation.
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1 .

=L T4 5o Y| by 7 1
5.00 It is our view that in case etiployees are recruited
purely ca merit and after careful consideration, no cash security

may be in

should be

ed upon from such personnel and the management

gte
rotisfied with fidelity guerentee insurance and two

-,)

personal sureties.

5.6)  The management should not confine its role to merely
recruituont of personnel. In order to motivate tuem to give their
best, . feel that 211 employess should be properly inducted
and Lhe renfor manngerial personnel should take personal interest
in their growth and development., It will be idecl if the

Stdicel Bxecutive can spare some of his time at regular intervals
to digeuss with these new empleyees thelr probleis and
difficnitice so bhat the concerned employees may develop a

fe.ding of close identification towards the orsz ani sation,

5.7C e are of the considared view that all freshly recruited
efployecs should be invarlably kept on probation which should be
of ot least one year duration, During such probation period, all
encloyerna besides beine properly inducted should also be provided
With neeesg.ry cpportunities to learn the various aspects of
their jobs preferably by keeping them as under study with a
sonior comuebont personnel in the concerned secticn. It will
Alegs be helpful if such employces are provided witn necessary

liternturs related bo Sheir jobs and also necessary facilities
for cn-the-job-training.

5,71 Tt is only through an integrated approach as the one

thet hag been Jescribed above, we feel thet employees can give

2ir best for the organisation they serve.

ozl [SR1e)
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CHAPTER VI

TRATNING

anproach to training

5el fhe managements were apparently well inclined towards the need
ol training ol the employees working in Department Stores, They claimed
that eince the success of any business organisation depended on trained
personnel and although the acquisition of skills and knowledge necessary
For doiny a sood job depended on the individual's willirg ness and
eagerness bo learn, it was important that the ultimate responsibility
for training and development of employees should be teken by the

manag anents,

6.2 Larring one or two Super Bazars, no systematic attempt had ever
been made in this field of personnel management., e were given
intoresting, wnd at tlnes even irrational reasons for this serious
lapoe on their part., This is what a leading director of a Super Bazar
remarked to urp, "Nelther the majority of the Directors nor the senior
nanagerinl personnel wanted the juniocr employees to be properly trained,
Tor in that case, the management would no longer remain superior'., A
Gensral Managzer in one of the Super Bazars had this to say: "The

upsr Jazer could simply not spare its employees for longer periods for

underzoing training, morc so when the employees did not stay long enough
in the Siper Fagar alter such a training, Most of the employees who
hed undercone training had left the organisation by now", Another
Svecutive was Lownd to be highly critical of the content of the ad hoc
courscs which bue recional institutions had been conducting in the past
He =1t that these were nob conducive to the growth of the employees

en? were hichly theorstical and ab times sketchy and these did not
Jere high i

touch practical Jifficulties which the employees confronted in the real

life situctions at all.
. - ) o 3
&3 .nother Director pointed out that the managenent had been

handicappsd in making the necessary arrangenents for training of

gucity of resources, non-availability of

(ployess because of P
He did not also favour the

Stant teschers and scarcity of space.

P
ideu of sondinz the junior eaployces for instimtional training, for in

his opinion, work would suffer. He further pointed out
* VD -

Jurins off-hours was also difficult to arrange because
(ERvS &
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the employees were coming from far away places and thus there were
practlcal difficulti.e even in this case. In this particular Super
Bazar, however, we found that the net profit for the previous year was
&. 70,000 which showed that funds were in fact available for training
if only the management hed the will and had developed the necessary

atiltude townrds this vital aspect.

A 4 mujority of the managements seemed to be unaware that
employces were an assel in an organisation and any expenditure on thelr
troining wad development was an investment which could yield rich
dividends, cud that they should make a note that in a highly competitive
market, vhere the customers make exacting demands, land complexity
increasee covery day, it is with the help of trained employees alone

that they can gurvive in a hostile environment., It was also heartening
to note that in a couple of Super Bazars, on the other hand, the
manazemelts had come to realize the importance of training and were
naking calculated attempts teo draw up a programme for arranging suitable
troining Tacllities for thelr employees and had sven approached the

mic institutions for assistance in this difficult task.

N-aryy ace
505 Mo super Bagzars in Colmbatore could be cited as an example of

the manag-enent's positive approach and initiative in training of the

Snployecs, This Super Bazar had recently arranged for training or

all its sales enployees. It had also sent some of its managerisl and

cupcrvisory otaff for training to other institutes and had also made

some Joerl arrangements in collaboration with the local Productivity
Council to inipart training to the supervisory and managerial personnel.
The rosult had been encouraging and the management seered to be
satisfied with the impact of training on the performance of the

5 - o @od at Tk aa atd ]
employees, 1t however expressed a desire that there was still scope

Por improvenent and the programmes that had been sc far conducted should
troabed as bagic training and on~-the~job follow-up training

wrould be orrenised later, ihe training programmsz launched by the
e o L g Ol

L

Syt 4 o I 185 . explained in greater detall in a next
Soimbatore Super Bazar has beel explained in g

prrh of this chapter.
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‘mployees Approach to Training

6.6 Almost all the employees whom we had the opportunity to meet
and interview, expressed a keen desire to receive training so that they
could improve thelr skills and knowledge about the jobs and move up in
the management ladder to assume increased responsibility and claim more
compensation, More than self-develomment, the motivation was financial
compensation, We 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
leisure in order to undergo training,

6.7 A4 general complaint of the employees against the managements was
that they were indifferent to the employees' demands for making training
Tacilities available to them, This was also one of the reasons for a
certain amount of frustration voiced by some of the promising and

ambitious employess before us,

Available Training Facilities

6,2 Since Consumer GCooperation in general and Cooperative Super
Bazars (Department Storeg) in particular were of recent origin in India,
training facilities in this specialised field, if not totally absent, were
certainly inadequate. The demand for training facilities in this field

is so great today that those responsible for providing these faclilities
are fighting sgainst heavy odds. The vastness of the couniry and the
diversity of lsanguege also pose. a serious problem, and then there are
just not sufficient teachers and trainers to take care of so many tralning
centres, The Super Bazars had therefore to be satlisfled with what was
locally available, which of course more often than not failed to

meet their specific requirements.

6,9 The managements in some of the Super Bazars said that training
offered in junior training centres was too theoreticel and was not
helpful in meeting the real problems faced in the field, t was therefore
stressed by them that the training should be preferably field and

problem oriented and should be offered at the regional levels, There was
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+ P £ - . . . . s
an aculbe demend for short-temm specialized courses in specific areas of

managemen b,

6.10 It was the experience of the managements that the training

imparted under the existing set-up lagged far behind the needs of these
fast 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 field of training,

KINDS OF TRAINING

In-service Training

6,11 Most of the training programmes conducted in the Super Bazars
were & kind of on-the-job training, bub it was not carried out in a
systematic manner, Most of their training programmes, if these could be

callcd so, were what might be called "learn through own mistakes and

experience programmes." In a way this type of training was also very

costly, TFor instance, as quoted earlier too, in the Textile Department
of a Super Bazar, in the very first year of business, there was a loss

on account of leakages to the extent of Rs., 30,000 mainly because of

[a)

untrained personnel., Many such examples of losses due to lack of

training could be cited, particularly in the field of purchasing,

1) Induction : A planned systematic programme for the induction of an
employee to his job had not been used as a basic form of training. Its
importance had not been properly appreciated by many of the Super Bazars.
The Super Bazars at Hyderabad and Coimbatore had conducted in the initial
stages of their operations, some Induction Courses for their employees,
but subsequently it had been discontinued. In Erngkulam Super Bazar

& apprentices who had recently been recrulted were said to be undergoing
training prior to taking up jobs in Mini-Super Bazars which were planned
to be opened shortly, Apart from the instances glven above, the only
training during inductioin period for the employee had been to learn
through mistakes and watching others at work., Nc wonder, most of the
new employees were found To be uninvolved in the working of the Super

Bazar, and were ignorant about the goals and objectives of Super Bazars,



ii) Under-study : The system of sssigning 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 it 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 of training was in operation, it was more on an ad hoc basis than as
a result of a planned attempt. Consequently in such cases too, the new
employee had to learn, if that was possible, by his own mistakes and

experience,

iii) Staff Meetings : Staff meetings as a means of training of junior

personnel  had been adepted in three Super Bazars., In these Super Bazars
starf meetings were held regularly every second month and various problems
related to the operations of the Store or confronted with by the employees
vere discussed and solutions suggested and found, Froblems like "how to
increase sales", "pushing slow moving articles", "inventory management!

cte, had also been taken up in such meetings,

6.12 In the Super Bazar at Hyderabad at the time of staff meetings
some consultants and experts from menufacturing companies had at times
been invited to give talks to the employeecs on some aspects of sales
management,

6,13 The importance of staff meetings in employees development
programme and as an occasion for thelr participation in the management
had formally been recognised in at least one Super Bazar., In the
agresment arrived at between the Trade Union and the Management of the
Super Bazar at Ernakulem, a clause had been included in the agreement

3y

which read as follows
1 9taff conferences should be regularly held in due time and
employces would be given opportunity to ventilate their grievances

and suggest ways and means for better working of the Store,"

We however, observed thot in most of the Super Bazars where staff meetings

were held, only one-way communication, that is to say, from the management

to the employeces took place, thus defeating the very basic purpose of
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holding staff meetings. The amployees were not given any chance to

put through their ideas and suggestions. The managements without
gxception were found to be of the view that in staff meetings there should
Zaetwo—way communication system which would be of great advantage to both

the employees and the management,

614 We feel that there is considerable scope for making staff

~

mestings really useful, effcctive and meaningful instruments of training
the employees and of involving them in the process of management of

o~

Super Bazars., We also fecl that in such meetings, the management should

+

encourage employees to come out with their views frankly and fearlessly.

v) Officers’ mestings : Officers’ 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 {rom which the staff meetings
suffered, We were informed that in these meetings too, in many Super
Bazars, the communication flowed in only one direction, namely, from top
and ¢ven whers some upward communication was allowed, it was often not
{res and frank, This aspect has been dealt with in greater detall under

the chapber on "Communication and Social Relatlonship.!

vi) DPersonal Contacts : Well cetablished personal contacts between the
management and the employees existed in most of the Super Bazars, The
General Managers followed the practice of taking a round in the Store
once in a day or so and exchanging views and giving guidance whenever
and wherever it was necessary. This was also in a way a form of training
the employees and perhaps could be furthier developed, wWe could also see
that where the employces had free access to the management, they were
better informed aboub the Store’s objectives, problems and bargets of
the management, there was a higher degree of mutuel understanding and

appreciation between the management and the employees.

Institutional Training

6.15 A1l the Super Bazars with only one exception had had their
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managerial and supervisory personnel trained at the National Institute

of Cooperative Management, Poona, While discussing the training given

by this Institute with the ex~trainces of this Institute, we found that
meny of the trainees had experienced difficulties in implementing the
knowledge gained By them at the Institute in their work, They also
expressed that the type of training imparted in the National Institute
had not been of immediate help to them in their day-to-day operationms,
and in solving actual problems faced by them in the Super Bazars.,

The other reasonc as to why the training could not be utilized effectively

in the Super Bazars were as under

(a) the employeces who received training in the national institute
themselves were not keen to apply the knowledge in thelr work in
the Super Bagzar,

(b) the managements did not evince any interest in the trainces’ putting
thelr knowledge into practice in the Super Bazars.

(c) many of the employees who received tralning at this Institute were
government employees on deputation, and were withdrawn by government
before the Super Bazar could derive benefit from the training
received by these employeces and thus the training given to these
employees had really gone waste,

(d) Due to lack of effective communication system in the Super Bazars
and laock of in-service training, the knowledge galned by some
employces in the Super Bazar could not spread to other employees

and thus did not have a multiplying effect.

6.16 It was suggested by the managements of Super Bazars that the
National Institute should only concentrate on training top level managerial
personnel , teachers, treiners and instructors of the regional training
collegss and centres, and assist thesc teachers and instructors in
preparing teaching material (manuals and handbooks etc.) so that the
multiplying effect of education and training could be speedier and

comparatively cheaper, and easily available to all the employees.

6.17 Most of the managements wanted the training of their managerial
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as well as supervisory personnel at the regional level training centres
so that all categories of employees could receive an integrated type of
training. It was their opinion that if training of supervisors and
managers could be arranged at regional training centres, training
facilities could not only be increased, but these would also have the

desired multipyling effect,

6.18 The Coimbatore Super Bazar was planning to arrange a training
programme for its managerial and other employees with the assistance

of the local Management Institute., It had already conducted a Course

for Department Managers of the Super Bazar in collaboration with the local
Productivity Council to the satisfaction of the officers as well as the
its own.

6.19 Iraining facilities for supervigory personnel were very much
inadequate and it was only in Coimbatore Super Bazar that 15 Department
Managers and Supervisors had undergone a 45-hour training course. The

cost of such training to the Managemen®t was only Rs. 500/-,

Contents of Training

6.20 It was pointed out by the managements and supervisors that the
training in the field of human behaviour and human relationship was of
crucial importance and should be included in the syllabus drawn for
training of empiéyees in general and of managerial and supervisory staff
in particular, in addition to the nomal topics of sales, inventory
management, financlal accounting, budgeting and cogt control and

managerial end organisational aspects of the Cooperative Movement,

6.21 The Super Bazar at Coimbatore had conducted training for salesmen
on a big scale. 120 salesmen had undergone a six months course of two
big scale

hours per week, The syllabus for this training course was as follows :

1) Location, layout and fixtures and fittings of the Shop and/or
Sales Counters.
ii) CGleanliness and hygicne in the shop.

1ii) Pre-packing, price-marking and assoriment of goods.
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<

Advertlising, publicity and display.

)
v) Self-service and self-taking shop,
)

<
}_l.

Storing, physical stock-taking, shortages,.stock—keeping under
double compartmentzl systam,
viii) Accounting system in Stores.

ix) Banking,

Production of literature for traininge

6.2 The managements complained about the non-availability of
sultable literature ond manuals which could be circulated among the
employees so as to develop their skills and knowledge. It was stated
that such literature should be supplied as far as possible by the
national organisations like the Vaikunth Mehta National Institute of
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 of mansgement of consumer cooperatives

had not reached all the employees in this field, We found that very few
employees and supervisors in the Stores had read these pamphlets or even
knew about themi It was obvious that it was an impossible task to
reach each and every individual worker through these pamphlets because
of their vast number, but essentially because of the problem of common
language to be used for this type of literature., It was suggested by
nmony managements that in order to overcome this difficulty, the Natlonal
Institute of Cooperative Munagement and the National Cooperative
Consumers® Federation could assist regional colleges and centres in
preparing various types of manuals and literature in local languages
which could then be made available to every employee. This would also
help the Super Bazars in conducting in-service tralning and for local
training centres in organising training programmes, As mentioned
earlier in the report, the managements also did not avall themselves

of the opportunity of distributing available literature with them such

as the annual report of the Super Bazar, duty charts prepared for 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 trainihg 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

6424 As has been discussed under the chaplter 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 betwsen 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
achisve some other ends, We feel lmmediate steps in this direction are
necessary i1f unhealthy influence of political leaders who sometimes come

to dominate the Unions is to be effectively checked and a greater sense of

naturity and involvement among the employees is to be developed,

Broad-based Trgining Programmes

6.25 The present training facilities are directed more towards meeting

the present nceds of trained employees and were not designed to meet

the requiraments of the future. We feel that training should not only

be confined to the preéent 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 employeces.

Correspondence Courses

6.26  In some of the cooperatively advanced countries, it is a

practice that there are initial basic correspondence courses where the
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trainees undergo tralning in order to qualify for participation in
institutional courses. Since many of the manggements of Super Bazars
under study expressed difficulties in sending their employees,
especially at the junior level, such courses could really prove helpful,
A8 no facilities exist at present for giving correspondence courses to
the employees, the managements could not give their proper reaction to
this proposal. Most of them were, however, favourably inclined towards
it, It was said that if a national level or regionsl level institution
or organisation were to take up such a programme, they would wholeheartedly
support it and induce thelr employess to undertake training by such.

The employees reaction to such ccurses was also encoursging, They
expressed thelr willingness to take up correspondence courses if they
arc made available to them in "easy to understand" written material at
reasonable intervals., We feel that necessary steps should be taken at
the appropriatc level for introducing correspondence courses for

different categories of employees working 1a Super bazars.

Streamlining of Training Facilities

We feel that the cxisting training lacilities are inadequate
to meet the growing demand from the Super Bazars - both in contents and
nunber of ‘mctitutions,
6.27 It ie our view thet instituticnel tralning facilities should be

meds aveilable 5o all the three levele of employees of Super Bazars, i.e.,

senior, middle and juniox and the contents in each course should be of
not only ) o

such a natare that it should/be helvprful in tackling the existing problems

confronted by the employees, but should elso instil confidence emong

them *to face the future task hol i,
6,28 The contenss of *the training and the institutional arrangements

in ot i ew, should he as ~nder : L _
one e Topics Institutions
i) Senior Level : 5. Planning ) Vailunth Mehta
Senior Executives and b. Concepbual vhinking ) National Institute
Lecturers of Colleges c. Coordination % of Coop Management
‘ ‘ Poona
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Topics Institutions
ii) Middle Level : as Organisation ) Cooperative

b, Operational (Advance level) Training

¢, Humen Relations & Personal) uUollesc
Management.

d. Cooperation

Dept.Managers,
Supervisors and
Lecturers of Coop.
Training Centres

iii) Junior level : - a. Operational ) Cooperative
(Sales, inventory managemenft Training
Accounte.cyand Personnel ) Centres

o (Relations

Salesmen, Assistant
Salesmen and Clerks

b, Cooperation
6.29 We also feel that the Valkunth Mehta National Institute and the
National Cooperative Consumers® Federation should organise periodical
seminars for senlor executives and for the faculty of Cooperative
Training Centres in order to keep them informed of the latest develop-
ments in the fleld of retall mansgement 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 teo develop talented employees, it is
necessary to make a planned programme for thelr training, which should
congsist of institutional training, on-~the~job training and correspondence
courses, punctuated with cuitable placenent of employees in various
positions within the organisation.

6,31 We glso feel that there is considerable scope for improving the
methods of training and more emphasis need be glven to the problems and

difficulties faced by the smployees in actual operations.

6,32  We glso feel that there is a need for periodic evaluation of the
training given to variovs categories of personnel in order to forge

a closer link between tne actusl requirements of tralning and the
existing arrengements as also to meet the exacting demand which may
arise with the passage of time,

6.33 It is our fim opinion that fresh recruits should be kept as
under-study in the initial period of their probation with an experienced

and competent scnior employee. The candidate should also be given all
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material as is avallable with reference to the work of the Super Bazar

in order to help him understand the environment of his new job,

6.3 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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CHAPTER VIT
COMPENSATION AND WELFARE MEASURES

7 Managenent attitude and approach towards compensation
and welfare measures

Tel Outwardiy all the managements exhibited a positive approach

tdwards this vital area of personnel administration; inasmuch as they

were all agreed that in order to attract talented people to work in
Department Stores, it was necessary to offer attractive salary scales

and other service conditions., But many of the managements expressed that
they were handicapred because of limitations of financial resources which
did not permit them tn revise their salary-structure to bring it in tune
with the market rates. In some of the Stores; however, we found that the
managements had tried to provide 8ther financial benefits like Dearness
Allowance, House Rent Allewance, Incentive Pay to their empldyees to improve
their morale and to boost up sales and business turnover. The managements
were rf 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.

7.2 411 the managements recognised the importance of providing

as many welfare measures for thelr employees as was possible, but only

a few Stores did actually provide facilities like the medical aid, retirement
berefits, canteen and rest room for staff and recreation clubs. Others
contended that they were trying to introduce graduslly as many welfare

mezsures as were pocsible, within the limited resources.

Employees attitude towards compensation and
wolfare measures

7.3 i) Weges ¢ In almnst all the Stores, the employess complained

that in view of the rising cost of living, it was not possible tn make

both ends meet with the existing salary scale and other financial benefits
and that the prosent salary scales needed an upward revision. In some
Stores, the employees informed us that salaries and wages given to employees
in nther sectors were better compared to what they were getting in the

Department Stores. They were of the opinion that high fturnover among the
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employees of Surer Bazar was because of inadequate salaries paid
in these organisations.

i1) Incentive Pay : In Stores where some incentive

pay schemes were in operation, the employees were found criticising the
scheme intrqduced by the Store saying that it was not based on any sound,
reasonable and realistic basis. The targets fixed for claiming incentive

ray were, they said, so high and unrealistic that very few, if at all any,
could really claim any benefit under the schemes The employees in some
Stores also complained that the scheme did not work fairly and satisfactorily
because the employees were neither invelved in fixing the targets nor

were they informed the basis on which the targets were fixed.

111 W e are mMggsures @ cmployees 1n almos a 5] ores
iii) Welf Employ in glmost all the St

were found to be impatient to have all the welfare measures like medical

aid, canteen and rest room facility, retirement bencfits and Gratuity,etc.,
introduced in their Store. Their complaint was that the wmanagements were
holding bk giving these benefits to the employees even though the financial
position of the Stores werz gond and the Stores nould afford to meet the
financial obligatioﬁs with regard to these measures. In one particular
Store, the employees pointed out to us the extravagance of the management

in maintaining three staff cars which were not necessary, but did not
provide the necessary amerpbies like the rest roem to the employees.

The mmagement had even not started the P.F. scheme, because the P.F.Act

was not applicable to it at that time

T4 Role of Trade Union

In the Stores ot Pombay and Ernakulam, the managements have
entured into agrecments with the Trade Unions regarding employees” compen-
sation and welfare messures. In Hyderabad Store where there was such
agrecment until recently, it had not been renewed after 1ts expiry. It
secened the Unien legdership wanted to change the Agreement in fawour of the

employees and some hitch had deve loped betwsen it and the management.
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Pay Scales

120

A1l the Stores had drawn up pay-scales for different categories

of their employees.

in operation in different stores visited by us.

The table below shows some of the pay-scales

These pay-scales

conformed to the provisions of the Minimum Wages Act which prescribed

minimum wages in respect of skilled, semi~skilled and unskilled

employees as follows

i) Skilled B (Supervisors, Salesmen Rs.112/- per month
Cashiers,etc.)
or Rse. 431 per day.
ii)  Semi-skilled e .+ Rs. 93/- per month
or Rs. 358 per day
iii) Unskilled (Peon,Chowkidar, v Rs. 75/- per month
Packer, Sweeper,helper) lr Bs. 3:88 per day.
Pgy-scales in operation in different
Department Stores in India.
( Rupees )
Category Bombay Hyderabad Bangalore  Ernakulam  Coimbatore ZIudhiana Mee~
of nost, rut
1. Genernl  1200-40- - 600-40-1000 225-450  300-15-450- 450-30-540 -
Mansger 1600 20~650 -35=T750
300-25-425-  ~ 400-30-915 - 250-10-350~ - -
30-635 15-500
5e Deptt. - - 210~15-300 300-400 140-6-200- - -
Menagers 8-280
4+ Super- 140-10-200~ 225-73-  180-10-320 - 90-5-146-7 150~ 200-15-
visors. 15-305 350 210 10-200 459
5. Aastt, 175 7%= - - - - -
Supervisors 250
6. Salesmen/ 100-8-140-  135-5-175 80-3-110-  60-4-80- 60-4=100-  150-10- 150-
Grd.I 10-190 4-120-5-150  5-130 5-150 200 15-300
7o Salesmen/ 75-5-100- - 55=1=-65-2~ - 55-3-85~ 15-5-  80-8-
Grd.IT 7-135 75 4-125 100 160
8. Salasmen/  45-3-60-4- T75-5- 50-1-60 40~2-50~- 50-3-80- 100 -
Gra ITI  80-5-100 125 =75 4-120 (fixed)
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7.6 As can be seen from above, when dearness allowances were
added to the salaries, the total remunerstion of these employeces worked

out to the level as was prescribed under the Minimum Wages Act.

TeT In the Bangalore Store, the pay-scales of employees of the

Store were the same as were applicable to the State Government employees

of the same category and therefore compared favourably with the pay-scales
in other re*ail enterprises in the town. The employees were therefore

by and large satisfied 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 employeces felt that they should be
given better pay-scale. than the one they had baen given for as it was

very difficult for them to make both ends meet with the existing salaries
and wages. The managements could not however pay higher salaries and wages
due to lack of resources.

Dearness Allowance

T+B In Bombay, Ludhiana, Coimbatore, Brnakulam Meerut ani Bangalore
Stores employees were given dearness allowance in addition to the basis
ray, linking it with the cost of living in that particular area. For
example, in the Coimbatore Store, the following were the rates of

Dearness 2llowance:s

Employees drawing basie pay upto Rs. 60 Rs. 50 as DA
Employees drawing basic pay from Rs.6l to 120 55 "
Employees drewing basic pay from 121 -~ 180 60 "
Employess drawing basic pay from Rs.181-240 65 "
Employees drawing basic pay of Rs. 240 and above 70 "
7.9 In the Bowbay Departmeﬂt Store, the following rates of dearness

allowance were in force :

Basic Salary Slab Eate of Dearness Allowance when working class
cost of living index number is 680

1) Up to R3.100/- Rs.80/-

ii) Next Rs.100/- 40% of the basic salary of this slab
iii)  Next Rs. 100/- 30% of the basic salary of this slab
iv) Next Hs.lOO/— & 20% of the basic salary of this slab

above
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Note: For every 5 point rise over the working class cost of living
index number 680 dearness gllowance in the slab 1 sbove shall
be raised by Re.l/— (for sxemple the cost of living index number

for the month of June 1968 will be Rs.80/- plus Rs.12/- = Rs.92/-.)

The following is a stetement showing the monthly salaries

Jox]

wnd allowances at the time of joining in the stores undsr study.
(Rupees)

Bombay  Hyderabad Pangalore Ernakulam Coimbatore ILudhiana Meerut

)
o
H
0
N
Y]
&)
N
N
1
N
—J
(@]
i
[ae]
SN
O

i

1
NS
NI
O
N
1
N
no
N
O

!

i

250 245

180 135 150 115 121 163 160

155 - 102 - 115 107 110

125 75 T 91 110 100 -

e 10 We feel that the present vates of compensation
are inadequat: in wost of the Super Razars, crreidering the werk
of the amplewyesa and in order te atfract and retain suitable employees
in the Supor Bazar, 1t is cssential that the pay-scales sspecially at the
junior level should be at least the same 1f not higher,as are spplicable
to the smployeecs Yolding equivalent positions in the 3tate Governments.
We also Teel that rates of compensation should be linked up
with the positions defined in the orgsnisational set-up and the contribution
cxpected from it in the achievement of our objectives. The gap of

omponeation rates between the lowest and the highest positions

Ly
o
5
¢}

the organisztion should be narrowed down by increassing the rates



133

House Rent Allowance

7.11 Only Ernzkulam and Coimbatore stores gave separate House
Rent Allowance tc their employees. While Ernakulam Store gave a fixed

house rent allowance of RS.6/— per month to esach employes, the Colmbatore
Store gave 10 per cent of the basic salary plus the desrness allowance to
its employees with effect from January 1968. The Hyderabad Store was
considering the possibilities of building houses for its employees and the
Managenent of the Stors seemed to be positively inclined towards such a
housing scheme for the bencfit of cmployces as it would bring the employees
closer to the organisation znd make them more loyal and hardworking.

Other Stores did not have any house rent allowance or any scheme to provide

houses to their employeas.

Bornus
7.12 The Payment of Bonus Act, 1965 is made applicable

tc the Department Stores. Under the provisions of this Act, every employee
is entitled to receive bonus if he has worked for not less than 30 working
days in o year in that establishment, It 1s not necessary that this

30 days of work should be for s continucus period. Employees dismissed

from service for froud, misbehaviour and misconduct, theft, mis-appropriation
or sabotage of any property of the establishment are disqualified to receive
bonus.

7.13 Every employer is bound to pay to every employee s minimum bonus

of 4 per cent of the salary or wage or Rs.40/— whichever is higher, whether
there are profits in that accounting year or not.

{14 Where in any particular accounting year, the allocable surplus

3

exceeds the minimum bonus the employer shall, in lieu of the minimum bonus
be bound to pay to every employece in that year bonus in.wroportion

to the salary or wage earned during the relcovant year subject to a maximum
of 20 per cent of such salary or wage. In the case of employees whose
salary or wage szxceeds Rs.750/- per month, the bonus has to be calculated

as if the salary or wage werc Rs.750/- only per month.

Te15 If in sny ccecounting yesr, the asllocable surplus cxceeds the
smount of maxiiwm bonus payable to the employees, then the excess shall,
subicct to a limit of 20 per cent of the total salary or wage of the
eaployce, be carried forward for being” set on” in the succeeding year upto
crid inclusive of the fourth accounting year and be utilised for payment of

hl -
QOIS «
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T.16 In case of a newly set up establishment, the employees are
entitled to bonus only from the accounting year in which the establishment
derives profit, or from the sixth accounting year following the year in

which he starts selling goods, whichever is earlier.

Te17 The Puyment of Bonus Act, 1965 is applicable fto the De mriment
Stores as they employ more than 20 persons. The Stores in Bangalore,Coimba-
tore, lLudhians snd Frwakulam were paying bonus to their smployees as provided

under the Act and as mentioned in their bye-laws staff rules and regulations.

7.18 In the Coimbatore Store, under the bye-laws, three months ™ pay was

dis tributed as bonus to smployvees which was more than what was legally
payable. In addition, during the three years 1967-68-69, due to higher
profitability, 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 enploy ces.

7.19 During the year 1966-67, the employees in the Ernakulam Store
were giver two months” salary as borus. But during the year 1967-68, the
employees received only 4 per cent of their salaries as bonug, becauce ef

heavy loss insurred by the Store.

T.20 In addition to this bonus, the employees in this Store had also
recelved what was known as "Attendance Bonug" for regularity in attendance.

Thic had been claimed by almost 1/5 of the employees.

T.21 During the year 1966-67, the Bangalcore Store gave one month’s
basic pay as bonus to its employees, but for the year 1968-69, no decision
had been taken until the time of our visit with regard to the quantum of
bonus to be given to the employees.

Deputstion Allowance

Te22 Wit h the scle exception of the store at Hyderabad, deputation
sllowsnce was giver to goverrment officers working in the Stores at a
specific percentage of basis pay.

Other Allowsnces

7.23 When travelling on duty, employees were given such allowances

sz Trevelling Allowance and Daily Allowances. Other types of allowances
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like conveyance allowance and cyde maintenance allowances and cash-charge

allowances were also given in the Bangalore Store.

Overtime Pay

4

Te24 With regard to overtime pay, the Stores were goverred by the
provisions of the Minimum Wages hct of 1948, which stipulated that "When

a worker works in an employment for more than nine hours on any day or for
more than forty-eight 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 of wages' meant the basic wages
plus allowances, bonus was not to be included. A register for 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 g
week, and if he works on the rest day and has been given a substituted rest
duy, he shall be paid wages for the rest day on which he worked, at the
overtime rate and wages for 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 were six snd 200 hours in a year. However, employees
could only be asked to work overtime for particuler reasons such as stock-
taking, auditing,etc. TIn most of the Stores under study, there was no
systen cf payinge overtime pay o emplcyees working beyond the fixed hours
of worlk or working on paid holidays. We found that overtime was generally
not encouraged and liked by managements. In Hyderabad Store, however,

if employees were asked by management to work beyond fixed working hours
or on holidays, they were paid twice the dailly ratc of wages as overtime
DAY .

.25 In Bangalore Store, ingteaé of paying overtime pay, employees

were given corresponding leave in lieu of overtime pay for work put in by
them,

726 Overtime pay was gilven to employeces as per Staff Rules for extra
work put in by cmployees in the Bombey Store as per rates fixed from time
to time by the lMansaging Committee.

Te27 Employecs did not genecrally claim overtime pay often for fear of
incurring the displessure of superiors and management, 1t was pointed out

by some of the euployees.
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Tmployes Welfare Measures

7.28 Although all the managements recognised the need for and
importance of introducing employee welfare measures in their Stores,
almost all of tnem cxpressed thelr inability to do anything in this regard
on grounds of financisl stringency in meeting these obligations. 4s a
result of this, in many of the Stores, employees had been denied even the
basic and essential amerties like the rest room, the canteen, medical aid
and other recreastional facilities like the staff club. The employees were
critical of the manasgements” attitude and apathy towards providing these
amenities and facilities espenially in Stores where funds were available
with Stores for mecting these expenses.

Provident Fund

7.29 The Super Bazars sre covered under the Employees Provident Fund

Act ag they employ 20 or more persons. They have therefore to establish

g Provident Fund for thelr employees even if the strength of the employees
1s reduced to 1Y% and remsins so for a continuous period of not less than

one year. Stores employing 50 or more persons will not however attract the
provisions of *this fct until the expiry of 3 years of starting of their
operations, and Stores employing 20 or more but less than 50 will not
attract the provisions of thie Act until the expiry of five years from the
date on which the Store is or has besn set up.

7430 Under the provisions of this Act, the employse and the

employer s contributicn to this fund is fixed at 6—1/4 per cent of the basic
wages, dearnese allowance, and retraining allowance 1f any, including cash
allowence of food concession, given to the employses. Production bonus
(Inoentive Bonus) and overtime payments are not included. Employees are
reguired to contribute the same amount as is contributed by the employers
in reapect of them. However, if the cemployce so desires, he may contribute
more - subject to o meximum of 8—1/3 per cent of his basic wages and
desrness allowance,
7.51

to any omployee of the Store who is employed for wages in any kind of work,

The provisions of the Provident Fund Scheme is applicable

merual or otherwise in or in connection with the work of an establishment
~nd who gets his wages dircetly or indirectly from the employer, and includes
person smployed by or through a contractor in or in cornection with the

v
iy

worls of the establishment.
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Te32 In order to become eligible for benefit under the scheme,
a worker must have completed one year’s continuous service or worked for
240 deys during the period of twelve months, and his total emoluments

should not exceead ES.l,OOG/- per month.

In the Stores at © 1lam, Colmbatore, Meesuy, Ludhiana and

T.52
Bombay, Provident Fund Schemes for employees were in operatien. In the

)

Coimbatore Store, the rate of contribution to this Fund was 10 per cent

of basic pay while in Bombay anl %rnakulsm Stores 1t was fixed at 8 per

cent of the basic pay.
T7.34 In the Hyderabad and Bangalore 3tores thers had been no

me of our vial® Tut the manage-

Draft

scheme of Provident FPund for staff st the +4i
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ments were considering starting the schene

rules were being framed by the managements in this behslf. The Hyderabad

Store wos however in a quandary as ne

obligation,

Staff Benefit Fund

T.35 In Coimbatore Store, a fund had been established known as

the "Staff Benefit Fund" to which ths employees had to contribute fifteen

ver cent of their basic salaries and dearness allowances. -“Ihterest was
vayable on this fund at rates fixed by the Store. The ameunt deposited

by cmplcyees in this fund was repayable to employees on death, refirement,
resigrstion or termination of service, The employses were however not
sntitled to ralse loans frem this fund, The management sald that the purpose
of ostablishing this fund “was ta foster = habit of thrift among the smployees
snd te retbain the cmployees in thr organisation. We feel that Super Bazars
should take at least o few such measures as may result in retaining the
mployees, in forging o closer bond between them and the Super Bazar

and in generally creating conditions where it may become possible for them

T
tc closcly integrate themselves with the Super Bazars.
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Gratulty
7436 Gratuity has been explained by the Industrial Disputes Act

ag a kind of retirement benefit like the provident fund or pension, therein
at onc 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 & retirement benefit.

Such a scheme was in operation in the Stores at Coimbatore,
Bowmbay and Ernakulem. This scheme was to be introduced shortly at the
Bangalore Store and had been included in its draft rules. Under thisg
scheme an employee on his retirement or resignation after completing a
fixed number of yeazrs of satisfuctory service, (generally more than 10 years),
was gilven o lumpsum amount calculated on one month or half month’s salar
Tor every completed year of service. Only permenent employecs were eligible
to receive this amount. The maximum smount that could be given to an
employee as gratulty was 15 merths salary. In other stores, this scheme
was not in operation. We feel that =11 the Super Bazars should undertake
this scheme for their employees in order to make jobs in Super Bazars more

attractive and for fostering closer identification between the two.
AOVANICES

T57 In the Coimbatore Store, the management was giving temporary
advances to its smployees to help mect extra expenditure. A festival
advance of Rs.120 was given oo employees for any one particular festival
ir 2 year. This =zdvance carried no interest and the amount of advance was
rocoverable from the employee in 12 equal instalments.

Baployees were also given advances from Rs.1500 to ES.B,OOO/— in
order to enable them to purchase conveyances like scocters,ete. An interest
ot the rate of 9% was charged on such advances and the advancs was recovered
from the employec in 36 cqual instalments.

Cantoen and Staff Roon

7.38 In the Factories Act, 1t was indicated that factories employing

aver 250 workers skould maintain a canteen and those employing more than

150 t5 anintain lunch rooms and rest rooms. It is also prescribed under
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Act that where more than 50 female workers are ordinarily
employed, there should be a suitable room for use of employees

hildren under the zge of six years of such women workers.

7439 In the Department Stores which we visited there were no
proper rest room facilities for the employee This was a general

couplsint of employees in sll the Stores. The management's failure to
provide even such an essential amenity was generslly explained by it by
tating that there was lack of suitable space. In Bangalore Store, however,
2 siall room had been made available to female employees for privacy and
est. In Brnakulam Storé, a small area in the office had been provided
for employees for taking lunch. In Hyderabad Store a verandah in the Store
was allowed to be utilised by the employees for rest during their lunch
hour.
Other managements however stated that they would provide these
facilities shortly. We found st least three Stores which were running
in prefit, had not provided these amenities to thelr employces. We fecl
that the managements of all the Super Bazars should invariably provide the
facilitity of Rest Room to their employees.

S

7440 The Super Bazars at Ernexulan and Ludhiana were serving

gvening 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 sarlier stages but when the cmployees compalined that the
tea served was Aot of good quality and wanbed instead an allowance to

make 1t possible for them to heve tea from outside, the management stopped
this practice of serving tes and sald that the ad-hoc increase of RS.5/—

in their salary, which was in fact given as a result of an Agreement between

the Management and Trade Tnion, might be treated as an allowance for this

Ul

rurposc. The cmployecs were not apparently satisfied with this shift in
menagensnts T stend and had contended that the increment of Rs.B/- given to
them was the anrusl increment thot they had earned in the first year of

the Store ard cculd 1ot be decmed as an allowance for tea.



7,45 In the Employees Stete Insurance Act,

matters relating to [ epployees are dealt withe However,

this Act reflers only to factories run with power and employing 20 or
A0TE PEraon. ‘
Ted2 In the Department Store at Bombay, medical expenses of employees

with regard to some spscified diseases and the tuberculosis and cancer

were met by the Store to the extent of Rs.lOO/~ in a year.

-

Te43 In the Coimbatore Store Rse?’ /- per yeanry were given to each
employss towards medical expenses. Previously this Store used to meet
the entire medical expenses of employecs, but since 1t was found that
cmployees were misusing this bencfit, the Store had to stop this practice
snd switched over to lump sum payment.

[ed44 In this Stere a fund had alsc been established known as the
"Employee Reserve Fund" to which an amount not exceeding Es. ),OOO/— Was
contributed by the Store from out »f the net profits of the Store, and
cuployecs were given Tinancial help to meet thelr medical expenses in
certain specified illness and distress.

7.45 In other Stores employecs did not recelve any monetary help

to meet their medical gxXpense

Supply of Uniforns

T.46 In Super Bazars at Bombay and Brnakulan 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 thew, Watchmen and Drivers
were given free uniforms in Hyderabad and Colmbatore Stores and the

sidering giving uniforms o
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ssles assistants and staff belew them, In other Stores uniforms were

not supplied to any employee.

T.47 In Brnakulan Store the employees were given a laundry allowance

of RBsl.75 per month. Wherever uniforms were supplied to employees, the
complaint however was that the guality of the uniforms was nct good and the
chet of maintensnee of uniforms was not given and therefore most of the

amployess 1id not weer the uniforus at all.
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Staff club

T.48 In Hyderabad, Ernakulam and C

g0

These clubs

clubs were established and offered some

st

rec

[ o

=25

picnicg and excursions and conducted sports

wzs also given. Thextivities of the

Store were financed

lottery tickets, whil nakulam Store

were met from out of the comission

business. In Ernskulam Store, the staff club

from ocut of its funds at 6 per cent interest

in gix equel instalments.

oimbatore

eventa.

znd the

Stores staff recreation

reational facilities to

cs plays and dramas, arranged

A library service

gtaff club in the Hyderabad
the commission errned by the slub by selling

the expenses of the club

earned by the club on its insurance

advenced loans to its members

loans were repayable

Te49 The Staff Club in Hydersobad Store also amarded scholarships

and free school uniforms to the children of low paid member-smployees.

We feel that in order to forgo closer relationship at social and perscnal
level which in turn can alsc help in building up closer contact within
Super Bazar, Management should encoursge the employees in organising
Staff Clubs and to the extent possible finance a few of thelr aciivities.

-

Working Hours, Leave and Vorking Conditions

»
H

750 Working Hours Under the pro

and Shop and Commercial Establishment and the
smployes is allowed to work in a business es
ight hours on any day or 48 hours in any week
to fix the daily hours of work sccordingly.
be reguired or allowed to

than five hours on any day unless he has haid

at least half =n hour. The periods of work
shnll be 80 arrsnged that inclusive of his in
as required under the provisions of the law,
sprend over for more than ten and a half hours

>r for more e¢lve hours

)

work continuously in any establishment for

on any J.uy of

terval for rost

sions of the Minimum Wages

Factories Acts, no adult
tablishment for more than
and the establishment has

o adult employee shall

gain n
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that every shop
on a close day in a
shop zand commercisl =g

National Holidays each year

The Shop and Commercial Establist

and commercial cstablishmonts
week.s In additin

142

2

nment Act also stipulat
fag
to the weekly close
shall rcumain

as the government may,

bes
”ﬁ“qll remain celosed
day, every
clogsed on three of the

hy notification,

specify."
Tabl

WORKING HOURS, REST HOURS AND CLOSED DAYS

APPLICABLE IN VARIOUS SUPER BAA\RO
Name of Working hours Jlosznd fop urnich in .

k,c‘l az _ f L L'JL.‘ 1 Closed dry-

the Store From -~ lunch chifta

H N 27 N Py

No.of hours Nos of hours,

Meerut 10 a.me = 7.30pem. 14 - Vednesday
Ludhisna 9 z.m. -~ 2 Pl 2 - Monday
Bombey 10 a.me -~ 7 Do, - 1 Sunday
Brnakulam 10 a.me - 3 pom. - 2 Sunday
Coimbatore 10 z.me -~ 8 pem. 2 - Tuesday
Bangalore 9.30 nelle ~ 7430 pome 2 - Friday
Hydernbad 10 aeme - 730 pems 1m - Friday

cinployees, conmplained that
Codlwbatore, Hy

for eight hou

The employecs

5 day

derabad,

the working hours

Bangalors, Moerut

and

necially the female
of Stores were long.s In

Ludhiana, the Stores worked

with a bresk after four hours, but in Ernakulam,

the Store worked for 10 hours continuously with a break or interval to

employees in
In Ernskulem

home

shifts.

Store however, the female work

The employees were

early during lean periods.

given a

BN

[ A

paid holiday per week.

yere allowed 1o take

rest or go
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7.53 Under the provisinng of the Factories Act and the
Shop and Establishment Act, every employee in an establishment shall be
entitled to

a) after twelve months of continuous employment, to privilege
leave with full wages for a total period of net less than fifteen
days,

b) in every year, to sickness or casual leave with wages for a
total pericd not exceeding twelve days, provided that -

i) privilege leave admissible under clause (a) may be
accumilated upto a maximum period of 30 days, and

ii) leave admissible under clause (b) shall not be accumulated,

Te54 The kinds of leave admissible to employess in the Department

Stores were as follows:-
( No. of days )

Extra Ordinary

Name of the Earngd/Privilege Sickness Casual q..ve or Maternity
Store Leave Leave Leave leave,etc. ‘

Meerut 15 12 12 -

Ludhiana 15 12 12 -

Bombay 21 15§ 10 30

Ernskulam 12 18 12 -

Coimbatore 12 18 12 -

Bangalore 20 9O§§ 15 60

Hyderabad 30 15 12 90

Working Conditions

T¢55 Unéer the Shop and Istablishment Act

and the Factories Act, norms with regard to Working Conditions such as
lighting, ventilation, provision of drinking water, protection against

fire and accidents,etc, have been leid down.

(700

half pay
§

s

half pay for approved service of three to five years.
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7.56 We found that generally working conditions were good in all

the Stores, but as some of these Super Bamars, had not sufficient space,
the employees had to operate in congested places and it allowed very little
elbow room to the employees, particularly those who were placed on sales
counters.

757 In the bye-laws of the Coimbatore Storz, it was stated that the
Secretary was responsible for maintaining proper working conditions in the
S¥ore, in other cases by-laws were silent with regard to this particular
aspect.

Concessional Sales to Bmployees

7.58 Generally no concessional sales were allowed to employees of
Storss. In the Store st Ernakulan, employees were however allowed a credit
facility up to 50% of their monthly salaries for purchases they made from
the Store.

7.59 The Coimbatore Store employees had established a Cooperative
Society of theilr own and purchased their daily requirements from this
Society on credit basis. The management had agreed to deduct the dues

of the Cooperative Society from their salarics on its hehalf.,

Welfare Officer

7.60 In one Jtore an Officer from the Government Labour Department

had been taken on deputation as Menager of one of the Branches of the Store.
The menagement of the Stere saild that he was assisting the Store in matters
relating to employees” welfare. We had discussions with this officer
regarding the welfare measures for the employees of the Store and we discovere

d
that he was entirely in favour of the management and his total approach toward

employees and thelr welfore was ntially rules-oriented and he strictly wer
1

by what the Shop and Crmmercicl mstablishoment fct and similar other enactments
stipulated. The human touch was woefurly missing in his approach to the
problems of employess. Ve were informed that he never met employees
regularly and collectively and therefcre the employees did not expect much
help from him. In other Stores there was no such officer assisting the

menagements.
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Works Committes

7.61 Under the Industrial Disputes Act, in an industrial

establishments where one hundred or more workmen were employed on any

day in the preceding twelve months the appropriate government could ask

the empleyer to constitute a Works Committee consisting of representatives
of employers and workmen. But in none of the Stores such Works Committees
had been constituted. It was, however, stressed by the managements as well
as by the employees that a forum where all categories of employees and

the management could meet and discuss mutual problems, was really essential
and valuable for building up a closer contact between the two.

Salary Deductions

Te62 Deductions from salaries of employces was allowed under the

Shop and Establishment Act. Deductions were made with regard to

Provident Fund and cash deficits. A majority of the Super Bazars had fixed
Joint liability for stocks and the managements had stipulated to recover
leakages and shortages, if any, from the employees. Such recoveries had
however not been made in any Store until the time of our visits %o these
3tores.

7463 In Bangalore Store, the menagement had decided to recover

only 15% of the leakeges (worth approx. Rs.10,000/-) arcunting to Rs.1,500/-
for the year ending June 1969, the balance amount had been written-off

by the managements. In Hyderabad Store, RS.S0,000/- which was in fact 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 Ludhiz na Store, a Recovery Officer had been appnints:d with the sele
object of recovering leakages from the employees after initiating necessary
legal proceedings in the Court,

Hewards

7464 In addition to what hnd been stated sbove regarding the compensa-
tion and welfare measures for employecs, the exmployecs pointed out that the
menagemnents should further remard smployees for long and loyal service.

As pointed out earlicr, in Coimbatore Store there were many employees who
had been in the service of the Storc and its parent body, the Wholesale

Society for as long as 10-15-20 years. Their loyal and long service was
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one of the reasons for the success of the Stre. We feel “that the necasion
marking the completion of 5, 10, 15 and 20 years service by an employee

in a Super Bagzar should be éuitébly celebrated and the concerned employee
should bz given.a token reward for the same. This can also lead the employee
to identify themselves with the organisation, they serve and inspire the

fresh entrance to strive hard to serve for longer periods.
Authority

7.65 All ﬁatters relating tc compensation and welfare of employees

were generally dealt with by either a Sub-Committee or the entire Board

of Directors as s whole., This Sub~-Committec or the Board had been vested
with full powers to take final decisions with regerd to fixation of compen-
saticn of employees, their placement and designation and the various welfare
measurss for the employees. This body also considered the legal implications
in dealing with matters relating to employvee compensation and welfare, ¥
feel thare is an urgent necessity to delegate more powers in this field within
g clearly laid framework to the Chisf Executive of the Supcer Bagar. He
should be given freecom to give incentive and rewards to all such employces,
who in his opinion, are working hard in order to achieve the objectives of

the organisgtions.
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CHAPTER VIII

COMMUNICATION AND SOCIAL RELATIONSHIP

8. Managements ™ approach to Communication

8.1 Communication is the giving or exchanging of information,

ideas and feelings through talking, writing or signs and the vitality

of an orgsnisation depends largely on an officient system of communication.
Communication is its life blood. There must be a smooth flow of communica-
tion both vertically i.e. from top to bottom and from bottom to top as well,
as horigzontally or crosswise. By keeping all catsgories of employees infor-
med and by getting to know their views and opinions, the management aims

to foster a sense of participation and encourage and establish identity

of individual interests with the organisational interest.

8.2 The managemen%s of a majority of Super Bazars were aware of the
importance of the communication system and did in fact desire to implement
gome kind of communication systems so as to keep every employee informed
of the goals and objectives, of the problems and difficulties and of the
developments of the Store. For instance, the Secretary of the Coimbatore
Store said, "It was the Management’s objective that employees of the Store
should really be informed sbout the operations of the Store so as to develomp
in them the feeling of loyalty to the institution". 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, vital and important information was kept back from employees thus
defeating the management’s own purpose of inculcating a sense of identi=

fication with and loyalty o the Super Bazar of the employees.

8.3 Wo found that in most of the Super Bazars the traditional or

formnl system of communication was in vogue and 1t was merely one-way in
nature i.e. communication flowing from top downwsards., It seemed 1o us
that the managements were of the view that it was a function of the
management to issue instructions and directions to cmployees and it was
not necessary to receive comments, suggestions and views from employees in
any particular aspect of management functiens, Apperently the managements
did not believe in involving the employees in decision-making functions

and therefore did not consider it necessary to invite or receive comments
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suggestions and views thereof.

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
especially 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 freely, 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 fully
informed about the history and goals of the Super Bazars nor about various
aspects of their business operations. In some of the Stores, the
nanagements had tried to keep their employees informed about the activities
of the Store with some success, but, where the managements had not really
cared to inform the employses sbout their problems and difficulties, their
plans and developments, the employees were found to bes indifferent towards
their work and this could be perhaps one of the reasons for their failure
to identify themselves with the Stores and associate themselves with goals
and objectives. This hed also 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 activities, the employees trought it 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
seldon considered as worthy of attention by the mansgements, and the
implementation of such suggestions had e en neglected. Nor was there

any system to reward such a good suggestion which might help improve the
operational efficiency of the Store. The employees were therefore chary

of making suggestions partly because they were nct sure whether thece wonld
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receive the attention these deserved and partly because these were not

N

suitably rewarded anywaye.

8.7 The smployees indeed attached considerable importance to the
practice of holding joint meetings of the employees and the managements,
as we found in the case of Super Bagzar 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 :

"Staff conferences would be held in due time and employees

would be given opportunities to ventilate their grienvances

and guggest ways and means for better working of the Store"
8.8 In an ancther Store where only one staff meesting had been held
in nearly two years of the Store’s existence, the employces expressed
their happiness over holding of this meeting, because of the opportunity
it afforded to them to explain their visws before the Chairman of the
Store who had presided over the staff conference., The employees of this
Store had stressed that "such periodic staff conferences could be of immense
value and could stop the decline of the Store which, according to the
employees had resulted among other reasons, because of the indifferent

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 all the St res. This flow got choked at different
levels of management for different reasons. The reasons were often socilal
and personzl prejudices and inhibitions. As most of the top and middle
management positions were occupied by government officers whose outlook

was moulded by a code of conduct based on class consciousness and class
distinctions, it was unusual for them t0 establish informal personsl rapport
with the workers., TIn 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 officers on deputation, a thorough

communication system could not sustain itself.
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Channels of Communication

8,10 Orders snd Notices : In most of the Stores, we found an environment

of formaiity prevailing in all types of communication. The most common
way of communication from management to employees however was that of

the formal method of issuing orders and displaying notices on the notice
board of the Stores. In Coimbatore Store, the decisions and proceedings

of the Meetings of the Board of Directors were also circulated among

supervisors and other mansgerial staff to keep them well-informed about
the decisions and discussions of the Bgard. This was a good practice
for it should make it possible for them to further communicate the decisions,

etec. to the lower personnel.

8,11  Housez Magazines : This method of communication from the management

to its employees was not practised hy any of the Stores visited by the
experts, although this could be or: of the most popular way of informing the
employees about the organisation’s aims and objectives, history and philosophy,
goals and targets. Psrhars the present size of the Super Bazars under Study
did not justify tkis mode of communication but as their operations grow

in size and the number of employeces sharply increases, House Journal can
prove an ideal node not only for communication alone but also to recognise
nmerit and bring about more soclzl cohesiveness among the employees.

Cn the other hand, whstsver available written litcrature such as anaual
reports, staff 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. Thias could have helped improve the

knowledge of the employees about the Store.

8.12 Informal Contacts : The employees had at times assy access to

the General Manager and the General Manager also often took a round of the
entire Store deily and during this inspection rourd, held informal talks

and discussions with employees across their desks and counters. The
employees appreciated this apprcach of the General Manager and had a feeling
that the General Manager was interested in their personal problems which

boosted up their morale. In a few Stores, like the one at Bombay, the
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employees had also free access to the Chairman of fthe Store. The
Chairman had made it his practice to go round the Store once a day or so
and at that time he had informal digcussions with the employees on various
problems of the Store. He was also daily spending 3 to 4 hours in his
office in the Store during which time employees were allowed to call on
him and dbcuss various matters. This practice had haw ever led to undermining
the position of the Chief Executive of thé 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), as a branch, was paying visits 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 o rather informal

relationship with him

8,13 Officers” Meetings : Another very common channel through

which communication both up and down flowed was the officers” meetings.
Such officers” meetings were regularly conmducted in the Stores in
Hyderabad, Bombay, Bangalore and Coimbatore either once in a week or once
in & fortnight. 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 for them.
These meetings also helped the top management to find out if 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 officers” 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 staff 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 plice at these meetings were not as free and frank as one would
like them to be. We¢ could see there was a good desl of mental reservation
on the part of aome of the employees in expressing their views and reluctance

to speak out. All menagements also conceded in princple the importance
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and necessity of involving all supervisory and managerial personnel in
the decision msking process and felt that officers” meetings provided an

excellent forum for this purpose.

8.16  Staff meetings : Staff 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 earlier, in one Store, the staff meeting was
cenducted only once during its two years” existence: In the Coimbatore
Store all the employees met once a year on the 26th January to celebrate
the annual day of the Staff Club, but that was only a social function.

As mentioned in the chapter on Trsining, in the Hyderabad Store, staff
meetings were also utilised for training purposes because at some of these
meetings the management was inviting representatives of wdl-known firms to
give talks to the ecmployees on sales promotion, customer satisfaction.

(It is not known how fgr these reprssentstives sold their products to the
sales personnel in the process). Employees in all the Stores were
convinced that staff meetings were extremely important. We are of the view
that menagements should take them into confidence and such meetings should
be called a2t least once in & month end frank discugsions nught

to be held in such meetings, for in our opinion o lot of misunderstanding
had crept in the relationship between the employees and the management

for no reason other than lack of proper communicaticn and such Meetings

do provide.an oxcellert opportunity to establish a kind of rappert

between the two,

8.17  Staff Council : In three of the Stores, all the categories

of employees including the managerial staff and the Board of Directors
felt that = kind of a 8taff Council or Joint Consultative Committee should

be set up in which representatives from both the management side and the

@
o]

employees should sit together and discuse common problems and find common
solutions by mutual consultation and consent. Such a body, if established,
would go a long way in lifting the many barriers that existed between the

employees and the mansgement.
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8.18 Internal Telephone System : In the Bombay Store this

facility was being effectively utilized for establishing informal
commnication among managerial and supervising personnel. Thils had

resulted in saving time as well as in facilitating quick decisions.

8.19 Trade Unions : In three of the Stores, the Trade Unions of

employees were used for channelling important communicetions with regard
to major aspects of working conditions of the employees. The management
were of the view that it was much ezsier and convenient to communicate
with one body or association of employees than with each individual
employee in matters of remuncration and working conditions and welfare
measures. The employees also scemed to share this view. We were informed
that in the Bombay S5t re, the management had agreed to see the Trade Union
representatives once a week to discuss matters of mutual concern, though
of late such meetings were discontinued as the Trade Union felt that there
was nothing to discuss about. In Hyderabad Store, the Trade Union had even
given a scheme to the management for pushing up sales whih was reported

to be under consideration of the management.

8.20 Staff Club : 1In three of the Stores, staff clubs had also been

serving as channels of communicaztion, but mostly at social level.

Suggestion Scheme

8.21 In most of the Stores there was no system of inviting useful
suggewtions from employees for the better and profitable working of the
Store. In fact the attitude of most managenents 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 activities of the Store
and that this system would facilitate upward flow of communication which
had an important role to play in the growth and development of the

organisation,

B.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 if were found

useful and/or profitable, would also be implemented., There was 450 no
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system to reward an employee, who made a valuable suggestions for reducing

coats or for increasing productivity and efficiency and thus was no

Fd

ncontive either for the employees to make sugge®tions for improvement

f business operations or for increasing profitability of the Sbres.

Q

8.23% On our ples thét such a scheme 20uld be one of the essentil

tools in the hands of the m nagement to improve employer-employee
relationship and for persuading the employees to take more active interest in
their work and in the Stores, the managements while expressing their

interest also agread to introduce such a scheme of rewarding these employees,

who may make valuable suggestionsi

8.24 In the absence of any incentive and in view of the lukewarm
ettitude of managements towards employees’ suggestions, there was not much
enthusiasm among the employees to take active interest in voluntesering
ugeful suggestions for the improvement of Store’s operations. They were,
it appeared to us, gquite willing to meke any number of suggestions worthy
of attention by management if only their efforts were 1o be met with due

appreciation, reward and recogniticn,

Social Relationship

3.25 in few Stores, the relaﬁionship between the management and

employees and between one category of employees and the other (especially
between the managerial and supervisory cadre and the other categories of
employees) was one of rigid formality. The spirit of friendship and equality
was missing and employees paticularly the managerial and supervisory

staff (especially who came from government departments) conscious of their
official status and prestige found it extremely difficult and were alsoperhaps
reluctant to establish relationship of informal friendliness with those

who did not beling to their own cadre. The government concept of seniority
had often raised its ugly head in these organisations. For instance,

in one 3tore, where the positions of General Manager of the Super Bazar

and the Office Manager in the Wholesale 3tore which was running the Store,
were occupled by inspectors of State Coopsrative Department, the relationship
between the two positions was marred because the General Manager, who had

often to go to the Office Manager for various reasons, thought it below his
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dignity to do so, as he was senior to the Office Manager in the parent

government department.

Recreation facilities

826 The attitude of the managements towards providing recreaticnal
facilities to their employeses was by and large positive. However, it

was only in the Stores at Hydsrabad, Coimbatore and Ernakulam that Staff
Clubs for employees had bcen organised and were working. The Hyderabad
Store had allowed its ataff club %o sell some local lottery tickets and

the income which the staff club earned by way of commission (which amounted
to & sizeable amount of Rs;l5,000 aproxi in a year), was allowed to be
utilised for asctivities of the clubs¢ In the Erpskulsm and Coimbatore
Stores, the Staff Clubs financed their activities from out of the commission
they earned from insurance business they got from the Stores as these staff
clubs were working as agents for an Insurance Companys In most other

Stores both the managements and the employees informed us that they had no
time left for recreation activities. The employees in Bombay Store

informed us that they would very much like to join the staff club activities,
but said that they were unable to do =0 because of the long working hours
and the distance they had to traovel every day to reach their homes. The
problem of providing suitable space for such a club was also being

ex®erienced by all the 3tores.

8.27 Activities of Staff Club : The Hyderabad Staff Club provided

newspapers and magazines to its members, arranged picnics and outings,

staged dramas,distributed free school uniforms to children of low salaried
members, and alsc gave scholarships for studies to the children of employees.
The Colmbatore Store staff club arranged at least one seolal Sunction on

the 26th Jamuary of every year as an Annual Day.

8.28 Juper Bazar as Family CGroup ¢ It was pointed out by some of

the employees to us that the managements took little or no interest in
the personal and domestic problems and events of the employees such
ag 1llness, death; marriage,etc. They pointed out in this behalf the prac-

tice prevalent in the private shops where the employers took keen
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interest in the personal life of their employees and thus a closer relationship
existed between the two. The employees were of the opinion that the management
did not devote much time for personnel welfare and development. The reason as
to why the managemeﬁts could not do so was that there was no separate
Personnel Department properly functioning to deal with such matters and

we feel it a genuine urge and expectation on the part of the employees and

the managements should take necessary steps to meet this demand by creating

sultable section in the organisastion to deal in the personal matters only.

8.29 e fuel thot the nanagements can meet the above situation a) by
ereating ncecssary pusitions in the organisation to look to the important
field of human relations and personal welfare and staffing these positions
with suitable trained personnel and b) by encouraging their employees in
organising staff clubs among themselves for their own recreations and amuse-
ment. Such staff 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
relationghip with the employees, for instance, by remembering them on their
birthdays, by celebrating the completion of their 5, 10, 15 year service

in the orgsnisation and by generally establishing informzl contacts with

them.
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CHAPTER IX

MANAGEMENT ~ TRADE UNION REL,TICNSHIP

9.1 Both because of historical resasons as well as soclo-sconomic
factors prevaiiin‘ in the Indian society, it is natural to obgerve a
difference in the leadership pattern in the Cocperative and the Trade
Union Movements in the country and thus despite all attempts that

have been made in the past, it ig natural to find a gap in the thinking

of the two types of leadership in the community.

9.2 On the other hard, it is also imperative that the cooperative
managemnent should be different from the managements in the private
sector because the motives and the objectives of cooperative management

transcends the profit motives, which digtinguish the latter,

9.3 Labour employed in the ccoperative sector naturally has the same
aspirations as other labcur hasy indeed it should have even higher
expectationg becange of the inbuilt social values the ccoperative
movetent stands for. The basle principle of any cooperative endeavour

is absence cof exploitation, reasonable profit motive and self-help,

94 During our studies, we found that the general approach of the
management towards worksrs and trade unions, wherever they existed, was
not based on the sbove principles and was hardly distingulshable from

that of a private sector enterprise management,

Fole of Cooperative Manazement

9.5 The rormal approach of the manaremont in a private enterprige
the field of industrial relations is generclly to ensure absence of
digcontent among the smployees, within the -stipulations as may flow
from ita objective of profit maximizetion. This apparent contradiction
between the two often has resulted in the conflict between the
management and the emnloyeses and thus cne finds lnck of integration
ancng the employees and the managemsnt. The intesration on the other

hand is really the crux of the effort to improve productivi ty and to
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make optimum utilization of resources.

9.6 The aimg and objectives of a cooperative management are far
different and 1t should not merely strivs to remove the discontent

among the employees, but should play an important role in the
development ¢f the employees and help them in thelr process of
self-actualisation and pursuit to grow. The following objectives should

categorige its effortss

a) To provide all necessary facilities to the workers

i
in order to help them attain self-actuslisation,

b) To meet all the reasonable aspirations of the
workers, and

¢) To provide an institutional framework for the
redressal of all thelr grisvances to the extent
possible but ensuring in the process that all those
benefits are provided to them ag have come to be

considered as humane in the civilised world.

9.7 The menagements of the four Super Bazars which had Trade Unions
established amongst their workersg had almost failed tc come to thesge

expectationsg of the woerkers.

9.8 Except in one Store, the managements were not happy with the
organisation of Trade Uniong among the workers, for, in thelr opinion,
it was deterimental to the interest of the organisation. Neo cogent
reasons were forthcoming for this feeling awong the managements but
we could feel that it largely stemmed frow their own actions, in that
certain amount of exploitation of the werkers had been resorted to

ot times in the past, e.z. employment of daily wages workers for long
periods, termination of services without the necessary process as
laid down under the law, favouritism at the time of promotion,
non~provigion of facilitics which have come to be considered as a

right of the workers and the like.

9.9 Conseguently, there was a conflict between the attitude of

L %

the managements and the leadership of the unions and one of the most
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glaring example which came into our notice was that of a Super Bazar
where the management was trying to sell goods at a very low price and

thus earned a nominal profit 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 of 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 of identification on the part of the employees with the managements

and divergence in attitudes of the management and the employees.

Role of Trade Unicn

9.10 It has come to be recognised, especially among the progressive
managements that workers have an inherent right to organise themselves
into a unicn to press their demands before the nmanagement and to seek
other avenues which may help the& in developing thelr personalities. Most
of the managements also encourage workers to organise themselves into a
union for in that case they have to deal with only a few instead of

many and alse it becomes simplier to get a positive involvement of the

workers in the various operational matters of the organisation.

9.11 On the other hand, it is equally important that the trade unions
play a2 meaningful role and show objectivity in thelr dealings with the
managements. It is of utmost importance that while making demands on
the management, they should consider the availability of resources and
the capacity of the management in meeting such demands. Instances,
where the trade union had registed the management’s attempt to meet
punishment to erring employees in Super Bazars under study, where
dereliction of dutiecs had been established after an impartial

enquiry or where trade unlon leaders insisted upon thelr involvement
in adl matters related to purchasing, pricing, recruitmen® ete. or
where the leadership of the union exploited the workers for

political causes, were quoted to us by the managements as well as

by the workers. We feel that if the trade unlon leadorship once fails
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to show objectivity in ite actions, 1t does an immensurable harm to the
warkers and also breeds distrust in the mind of the managements.

9.12 The trade union can and should play a positive role in the

following fielde:s

a) Raiging of Productivity:

9.13 Froductivity is consldered t¢ be an attitude of mind and all
efforts on the part of the workers can make only a marginal difference
on the productivity if he has not mentally and psychologically inclined
to put the necessary labour which goes to improve his productivity.
Trade Union leaders can play a positive role in effecting the necessary
shift in the attitudes of the workers towards this important aspect

of their responsibility and towards the organisation. This can be done
by necessary process of worker-education and guldance by the trade
union leaders and by infusing a spirit among the employees for

identification with the objectives of the management.

944 The trade union leadership in the Stores under study were
found to be well inclined towards the provigion of linking incentive
pay with the productivity of employees, provided a rational scheme,
was worked out tc measurs productivity and caleunlate incentive pay

thereof.,

b) Raising of Morale:

2,

9.15 Employees morale 1s an extremely important aspect if increased
productivity is to be obtained in an organisation, especially in case
of n cooperative crganisation where because of many external as well as
internal circumstances cemployees morale tend to be low as compared to
other organisations. .JAgzin, trade union leadership can and does play
a positive role in boosting up the morale of the employees with
suitable measures such as giving vent to thelr grievances before the
manzgement and getting them redressed, removing tensions which

group activities do generate, providing necessary facilities to

spend leisure etc.
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2.16 We feel that the trade union can also act as an effective
counterveiling power against the unscruplous elements which somehow
at times sneak into the managements of cooperative organisations and

who seek to exploit these organisations for self-aggrandisement.

¢) Providing channels of cormmunications

9 .17 In organisationg, especilally which employ a large number of
personnel, the problem of a smooth low of communication between the
management ond the workers and vice versa assumes a new dimension.
Here azain trade union leadership can play an important role by
funneling a1l imporbant information from the management ‘o the workers
and algo by communicating employees reactions, deslres, expectations,

gricvances, hopes to the manggement in a forthright manner.

9.18 Most of the factors which had gone to demoralise the workers
in the Super Bazars under study had stemned from misunderstanding and
but for the effective communication channels, these might not have

arisen at all,

9.19 Trade union leadership can play again a very importent role

os communicator between the workers and the management with benefit to
elther side, but only in one Super Bazar, there was a practice of
convening regular meetings between the managements and the trade union

o

leadership to scrt out mutual difficulties and problems.

9.20 We feel that this practice of holding regular mestings between
the manazements and the trade union leadership should be adopted in

a2ll those Super Bazars where trade union of workers exlist

d) Providing motivating factorss

9.2 Employees motivation largely 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
after a careful study of the varicus factors which effect the morale
of the employses and the factors that can help motivate them, can

make a substantial contribution in improving the operational
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efficiency by putting forth the necessary suggestions, demands and .
neagures before the management. Sowme of the comuon motivating
factors apart from incentive salary and good compensation policy,
such as digtinet channels for promotion, recognition of merit, award
for good performance, suitable training facilities and the like, can

be worked out after mubual ceonsultations,

e) 48 a bergaining agent:

I

9.22 An sffective trade union leadership with a strong backing
of the workers can sit with the management to demand, claim and
bargain on behalf of the workers and obtain in the process all
reasonable facilities which the menagement is in a posgition to
provide to its wrkers.

9.23 In three out of four Super Bazars, where workers had formed
trade union, agreements with regard fto workers” demand had been
reached at between the managements and the unions after mutual

negotistions.

£) Ls a partner:

9 .24 Ag stated carliecr, the attitude of the cooperative management
towards workers should trangcend the gencral atbitude of the
managenent in the private sector., One of the ways it could do so is
by considering the workers as partnsrs and not as mere instruments
for earning profits. This attituds can be developed only if the
workers are glven a say at the highest lovel and are provided an

opportunity in the proccess of decision-making.

9.25 Given an cpportunity, the trade unions had in fact

favourably responded. TFor instance, in one Super Bazar, zood
suggestiong had come from the wrkers to improve the operational
efficiency and sales potential of the organigation. The trade union
can alsgo help in enforeing discipline among the employees and also

in eliminating minor srievances and frictions =as may come because of
interaction of social and sconcmic factors obtaining in a particular

situation.
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2.26 We feel that union leadsrship should be congidered as a
partner and not ag a rival in the whole experiment and should be

given the necessary opportunity to give its views con all the
crucial issgues that the management may econfront in its business

operations,

g) Internsl and External leaderghip:

9.27 The leadership in all the four trade unions was in the hands
of outside political leaders and it scemed to us that the workers
had at times been exploited by this type of leadership to gain
political ends or to sottlc personal scorces., There was hardly any
element of identification with the aspirations of the workers or
any genuine desire to help them in getting thelr demands accepted by
the managements. In fact in one of the Super Bazars the workers
resorted to strike on the advice of the cutbglde leadership without
being told the attended implications i.e. if strike was to be
declared illegal, they would lose their wages for the period of
strike. .ind when the workers did come to know it afterwards, it
came like 2 shock and they explained to us that they might not have
gone on strike had only they been informed by the leadership about

this particular aspsct of their striking the work.

9.28 A cerbain amount of friction was also obscerved between the
management and the trade union leadership where the lendership in
the cooperative management and the union belonged to the different

political parties.

9.2 It is our confirmed view that no trade union can play a
pogitive role in the development of a cooperative organisation

if it is controlled by cutslide leadership., The necessary degree of
commitment, identification and leyealty to the workers cannot come
from a leadership which i basically political in character

and comes to the rescue of workers essentially for political
reasong. In our view, looking to the changing time, it is only

natural that the managements should give an opportunity to workers to
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organise themselves into trade unions and then try to

groom them - tc assume the role of leaders bescause a weak leaderghip
often makes the unicn an easy prey to the outside political leadersghip.
The internsl leadership provides the necessary commitment,
identification and loyalty on the part of the union as well as a
closer understanding of the problems which the management faces in

its operaticnal areas. In none of the Super Bazars that we visited
the managements had taken the necessary steps to ensure a natural

t
growth of trade union leadership from among the workers within

g
the organisation with the result that all unions were contrclled by
outsiders who had scant understanding or member’s loyalty to the
organisation from where the workers came. A%t least in one Super
Bazar the second rung leadership ¢f the union which came from the
Store 1tself wag so afraid and timid that it did not dare venture to
put forth before the management some of the most eminently sensible
demands because it was afrald of incurring the wrath of the management
and in the process losing the job as well., It is difficult for us to
judee the degree of genuine fear but suffice it is to say that
sugpicion ruled the relationship between the management and the

trade union workers of the Super Bazar. The day is not far when this
particular union will become a prey of outside political party and in

the process become a part of the power struggle.

Need for Tralning

9.30 It wag apparent to us during our study that most of the
above agpects were not even krown either to the managements or to the
union Leadership.

9.31 We strongly feel that intengive training should be given

both to the managements and the workers in this important field so

that a healthier relationship can be established between the two

for the well-being of the crganisation as well as for the community
e

they seck tc scrve,
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9.32 There is a need to develop necessary attitude both among

the workers as well as the managerial personnel, especially in the
field of human relations in order to enable them to effectively

deal with the problems which interaction ¢f social and economic forces
generate in o complex organisations whieh Super Bazars certainly

are.

9.33 It will alsc be not out of place to say that managements’
initial commitment is to the customer member and it should

try to further +this commitment with the help of the workers, who
should be adequately compensated, motivated and organised in a
planned manner. We feel that o very high degree of maturity and
attachment to the customer can also be generated among the workers
if only suitable training is provided to the trade union leaders
about this important aspect and about the role that they have to
play in improving the efficlency of the organisationg for the

benefit of the workers, the management and the community.
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CHAPTER X

EMPLOYEES” GRIEVANCES AND DISCIPLINE

Managements’ approach to grievanceg of the employees

10.1 Mo systematic avproach whatsoever had been developed for dealing
with the grievances of the employees in any of the Super Bazars under
study. The mqnagements’ eole concern seemed to be that of doing the
business, and problems connected with personnel welfatre were considered

as only of secondary impcrtance.

10.2 This lack of interest exhibited by the managements partly
stemmed from the general unawareness on their part about the crucial
role which the proper management of personnel played in achieving the
overall objective. Interestingly, in their view the personnel
management was confined only to recruitment and termination of personnel
and fixation of their wages and other aspects like induction, employee
developument, employee grievances and discipline etc. were considered
of no or little importance and had been totally ignored to the extent
it was possible under a particular situation. Thig attitude permeated
even where a separate section had been set up to deal with personnel
matters in the organisation. This section in addition had been made
ineffective due to interference by the top management in its working
and 2lso because of lack of clearly defined duties and responsibilities

of this section.

10.3 In those Super Bazars where there was 1o separate cell to look
to personnel matters, this vital aspect had been left to the other
managerial personnel connected with administration, accounts etc.
without defining their rcle or giving adequate authority to effectively
discharge their duties in such matters.

10.4 Since most of the key executives posts were occupied by
government officers on deputaticon, the importance of handling personnel
grievances in s business organisation had been largely overlooked, and
these were handled in a more cursory and peremptory manner. Procedures
hadnot been laid down in most of the Stores for dealing with
grievances of employeesand nmajority of the employees did not know to

whom to approszch for redressal of their grievances, and what pracise
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procedures was to be followed. In the absence of any defined procedures,
the employees naturally rished to the Chief Executives/ Department
Managers and if no relief was forthcoming then they approached the higher

authoritieg/Trade Unions to get their difficulties sorted out.

10.5 The Boards of Directors and the paid executives were by and
lerge well inclined towards the genuine grievances of the employees,

but it was claimed by them that since almost all these grievances were
financial in character, such ag higher wages and salaries, medical
facilities, provigion of incentive pay, these could rnot be properly
redressed because of lack of resources. The experts, however, found

for ingtance, that in one store three staff cars, which was a luxury,
were maintained, and the smployees rightly contended before us that
instead of indulging in such extravagance, some of the recurring costs
incurred on the cars could have been diverted to give the needed .
facilities to the employees. The employees also argued that if the
menagement sincerely desired to mest the legitimate demands of employees
there were ways and means to overcome obstacles. The cmployees declared
that they could push up sales and improve the profitability of the Store
provided they were assured by the managements that the employees would
be suitably rewarded. We were impressed by the force of arguments of
eiiployees and felt that the managements could redress at least some of
the real grievances of omployees like the provision of rest room,
canteen, payment of incentives etc. for at least three Super Bazars

under study were showing surplug.

10.6 In Super Bazar at Ernakulam, all personnel mattsrs including
grievances and disciplinary actions were dealt with by a Sub-Committee
of the Poard of Directors namely the "Staff Disciplinary dction
Committee'. The very nale of this Sub-Committee was 2 little harsh,

uggesting that this body was wore concerned with punishing employees

=

423

o+ (g

=

ather than locking after their welfare. The name itself mirrored

the approach of the managements - a negative one = in dealing with
personnel matters. Ingtead, if the Committee were to be called the
15taff Relations Committed! or the "Staff Welfare Committee" it would

heve indicated the positive approach -~ a progressive approach of
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management tc personnel management and would have evoked confidence
among the employees. As it wag, it certainly had an adverse iumpact on

the employee morale.

10.7 In the Super Bazar at Ccimbatore also, a Sub-Committee of the
Board was dealing with matters related to grievances and other disputes
between the employess and the menagement,

Emplovees’ approach to grievances

10.8 Cwing to igrorance and acute unemployment, the employees of the
Super Bazars under study were generally hesitant in taking up their
grievances with the managements for redressal as many of them felt that
by so doing they might as well lose their jobs. In stores where
employees” trade unionsg were allowed to function, grievances routed
through trade unions were treated with scant respect except in one
Super Bazar, and were not dealt with by managementes with proper
sympathy and understanding, resulting in poor morale of employees and
high staff turnover.

10.9 In the Super Bazar at Bombay, the employess were of the opinion
that the grievances should be channelled through the Trade Union. This
was perheps one of the main reasong as to why the trade union in that

Store was rather effective and strong,

Tvpeg of grievances

10.10 The most common grievances which were frequently brought up

before the managements could be listed as under:

i. Absence of job security.
ii. Low wages and salsaries.
iii. ZLack of opportunities for promotion.

iv. Systen of recovering leackages and shortages
of stocks frow employees.

v. Abgence of staff canteen and staff rest rocus.

vi. TFavouritism shown by management to some employees.
vii., Medical facilities.
viii. ZILong working hours.

ix. Lack of training facilities.

%. Abgence of an incentive scheme,
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xi. Absence of retirement benefits like
Provident Fund and gratuity.

10,11  Job Security ¢+ Job security was the major demand in three of

the Super Bazors, where many positions in the organisation hud been
axed in the papt and many employees had been fired because of
inadequate and declining sales, and poor judgement of the managements
in anticipating the actual requirements of perscnnsl. Added to this
was bhe ungcrupulous manner in which services of a few employees had
heen terminated without following the propsr procedure. These had all
led to ghake the confidence of the employees and consequently they were
all worrisd about the security of their jobs. Lack of proper
communication cculd be a reason for a possible misunderstanding batween
the employees and the management, but nore than that wag the crudeness
that the management had displayed in such a gsengtive and vital field,
which was of utmost concern to all the employees. We are of the view
that services of the employecs should be tarminated only if there are
valid grounds for doing so and the proper procedure is followed, Also
the other emplcyees should be explained the clircumstances under which
the termination of the services of a particular employees has become
unavoidable. Employees in mcet of the stores were dissatisfied with the
proctice of keeping emplovees on temporary basls for long stretches or
oi the practice of appointing persons con daily wages so that thelr
gervicas could be teriinated whenever the management felt like doing.
Thig systen algo deorived cmployees from enjoying certain benefits

enjoyad by other reopular and permanent employees.

1012 Vages and Salar
a universal grievance of empl yees in all the Stores under study. The

Inadequate seleries and wages was perhaps

LJ.

Ul

2

eployees complained that persons doing similar jobg in private sector
and in the public se ector undertakings were getting more salarics and
wages and there wag thug o justification for increasing their rates of

compengation,

10.13  Lack of Promotion Facilities: In almost all the Stores,

faciliticg for promotion within the organisation to employees
’Acp\/Cl .L.;.:[ from IlOl’h-LﬂlU_,f'v]_oofy Cjtegorlcs to Supezf\fiSory ans:

managerial cntegories wers non-existent, The managements, however,
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countered that though they wished to give cpportunities to their emplcyees
to occupy higher posts, yet they cculd not do it because the employees
lacked training and experience to handle higher posts. We feel this
particular grievance of the employees was genuine and its redressal would
go a long way to boost up the morale of the employees. The managements
should exercise necessary vigilance at the time of recruitment in

guaging the potential of the recrult to grow further in the organisation,
with suiltable training, placement and o planned programme of career
development., 411 their facilities should be provided by the managements
and they should not deny an opportunity to the employees to grow further
for their own failure to provide necessary training and experience to

them,

10.14  Lack of Training Facilitieg: The logical extension of the

above grievance was the absence of training facilities for the development
of employees within the organiscition., Many employees expressed that thsy
were prepared to undergo training to qualify themselves for higher
positicng in the Stores, but they said, there wers no training

facilities ~ elther institutional or on-the-job type availabie. However,
as mentioned by us elgewhere in this report, some Stores like the

oneg at Coimbatore, Hyderabad, Ernakulam and Bangalore, did manage to

offer gome facilities for trairing to their employees.

10.15  wWerking Hours: Iong wrking hours was another grievance of

the employees. This was a very real and ccnvincing grievance as the
employees had sometimes to travel longer distances to reach their place
of work and back to thelr homes. This was especially true for the
female employees., The munagement st Hyderabad Store wag contemplating
to provide local transport facilities tc its female employees in

order to meet thig demand,

10.16  Recovery of Leakages: The gystem of recovering leakages and

shortages detected in stocks, from the concerned employees was another
common grievance. The employecs were agitated over the liability fixed
by the managements in an arbitrary way. We feel that before the fixaticn

of the Tiability of stock on a particular salesman, necessary opportunities
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% patiely himself about the correctness of the liability should invariably
be afforded to him . Doubts about the zuthenticity should be

reroved 10 the extreme possible and if possible the concerned salesman

may alsc maintsin his own liability account for his satisfaction. We

algo feel that the managements should provide all necessary facilities

in order to help the employees to protect the stock under their

custody. ‘

10.17  Incontives: In three Super Bazars there was no system of

incentive pay to employess. In the other where this system had been intro=-
pLoye 5

o)

duced but was net working on the proper lines. Sales targets were
fixed at o very high level and were not fixed on a realistic .basis

for the incentive and the efforts of the employees were not linked, with
the result that many employecs did not get the benefit of incentive

even when they pub maximun effortg. There was also scope in the

schemes for showing favouritism to particular employees in giving

incentive pay unrelated to the efforts put in by them,

10.18 Medical Facilitics: Medical facilities were not available o

the employees in gix Super Bazarge Im Super Bazar at Coimbatore,
however, a yearly medical allowance of Rs.35 was given to the employees
irregpective of the total expenditure incurred by them, Here~to=fore
actnal evpenses were reiubursed by the management but it later, it was
found by the manngement, that some of the employees were prefering fake
bille 10 claim reimbursement and thus 1t stopped this practice and
introduced a system of paying medical charges at a flat rate of Rs. 35
per yesar.

10.19 Rest Room Waelllty: Another common grievance from the point

of view of employees was the non-availability of separate rest rooms for lunqh
and to gpend off-hours leisurely. In Bangalore Store, however, a
small rest room had been provided to only female employees. The

dgifficulties in meeting the demand because of

[on

managgments ha
inndequate space. We, however, feel that it was an extremely important
aspect and the managements should endeavour to provide at least this

facility at their earliest. In our opinion, the employees attached
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considerable importance to the provision for rest rocms, for in its
absence they had to take thelr food sitilngat odd places in full glare
of public and others. A%t times women employees had to while away their
dunch break by simply loitering in town or the like and this was also
creating a gulf between the top managerial personnel and the employees,
for the former could either afford to go t thelr respective homes or
could gpend their time leigurely getting under the comforts cf their

office, the latter had to find a place even to sit.

10.20 Retirement Benefitg: Retiremnent benefits like gratuity

were given to the employses in Stores at Boubay, Zrnslulam and
Coimbatore. In other Stores, the emplcyess were making demsnds for

such benefitg,

10.21  Faveuritigms  Some of the actions of the managements reflected
utter disregard to the vossible repercussions which these would have on
the morale of the employees znd a classic example was observed where a

person was getting the salary of the salesman, while his Assistont was

golely liable for the stocks, attended to the customers, collected the

cash, deposited it in the bank and was getting Rs. 90 less than the =0

called salesman who had neither any responsibility ner any work or for

that matter any interest in his job. It was alleged that this

arraengenent continued because of scme outside pressure,

In an other Super Bazar, the General Manager’s views had also

not been honoured by the Board of Directors. The Gensral Manager was not
happy with the attitude of the two sales supervigors who were gebting
each =«lmogt the double the pay of an ordinary salcesman with absolutely

no responsibility, or work in their assignad positions. On the other
hand, they were found to put hurdles in the smocoth functioning of the
organisation and at btimes were also instrumental in instigating some of
the employecs against the Businegs Manager. They had not been followlng
the duties assigned to them and nothing could be done ag they enjoyed

impregnable protection of some powerful people outside the management.

The management in the same Store was alsc obgerved to be not

very scrupulous in its attitude towards ifs other employees. A
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particular individual who had been working as an Assistant Salesman and
who had been dismissed on charges of misconduct and misappropriation

a few months back, had rnot only been taken back in the Store again,

but had also been given a promotion as a salesman and had been made
respongible for a stogck worth over Rs. 3 lakhs. No wender s case of
alleged theft from this particular counter was reported during our
stort stay at the Store. . COther employees it was opined might feel

encouraged to follow his example,

drother disturbing feature in some Super Bazars was the
reported practice of individual Directors going to salesmen for favour
ahd when a salesman refused, he was threatened with dire eonsequences
on the spot. The morale of the employees was, therefore, understandably
low. Hot long back in a Super Bazar a senior employee was suspended
on some doubtful grounds - the real reason for his suspension was
reported to be his non-cooperative attitude towards a particular
director who wanted a few favours. When the matter was referred to
the full Board, he was reingtated but by that time he had learnt a
lesson and row was quite cooperative with the same Director though

perhaps under duress.

Redressal of grievances

10.22 No clear-cut policies had been framed by the managements of
department stores under study with regard to the procedures to be
followed for the redressal of the grievances of the employees. In the
absence of any defined procedure, employees with grievances were going
first to their immediate superior for redressal, and if they were not
given any relief, they went to the higher authorities, that is, if they
had free access to them. In many Stores, the managementg did not
encourage the employees going directly to the higher authorities for
redressal of their grievances but had asked them to submit their
grievances in writing. In at least two Super Bazars, the managements
was insigting that such grievances should be routed through the Trade
Union of the employees. In case of serious grievances which were not
redressed promptly by managenents, some of the employees had resigned

and some others with similar grievances but who could not find jobs
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elsewhere continued but felt frustrated and waited for an opportunity
to quit.

Machinery for redressal of grievances

10.23 In the case of minor or small grievances of employees, in

most of the Stores the General Managers looked into the grievances

and gave proumpt and suitable relief to the employces. But in the

case of serlous grievances involving financial commitment, the General
Managers were not empowered to grant relief and therefore, they
placed these grievances with their resommendations to the Board of
Directors or a Sub-Committee appointed to deal with such matters. In
Stores at Colmbatore and Ernakulam, empleyees grievances were dealt
with by a Sub-Committee. Most of the mancgements preferred to receive
employee grievarnces through a representative body of employees like the
staff councll or the trade union rather than from the individual
employess to ensure that processing of grievances and providing
uniform relief became easler and speedier. Of course whenever the
trade unions existed ag in the Stores at Bombay, Brnakulam and
Hyderabad, the employees also liked to communicate their grievances

through their trade unions.
Disputes

1024 Not many cases of digputes between individual employee and the
nenagenents came to our notice perhaps because of our limited stay in
each Super Bazar and our dependence on the managements for such cases.
Isolated cases were, however, quoted by the managements where such
disputes had arisen and majority of these disputes related tc the
termination of services of the individusl employees. In all sueid

casas, disputes had been referred to the labour courts and thus both
the management and the emplcyees had involved themselves in the long,
time conpuming and cumbersome process of law. In quite a few cases, the
verdict of the courts had gone in favour of the employees and this

had not only led to the managements paying arrears of galaries to the emp-
loyees but alsc they had to take such employees back into the service.
In che Store, after an initial bitter experience of the labour court,
the manngement was inclined to compromise 21l such cases outside the

court with suitable adjustments with the individual employees.
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Jo. Other disputes related to individual cases could not perhaps
come to surface because of lack of support from the fellow employees

and fear of reprisal from the management,

10.26 Many instances of disputes relating to common grievances
like wages, bonus, working ccnditions, etc. betwesn the unions
wherever they existed and the management came into our notice and we
found that there was ¢ tendancy on the part of hoth the parties to
rush to the labour courts on the verv firgt instance. We feel such
o practice was highly undesirable and all avenues for reaching at a
amlcable solution should be explored by the two parties at their own
level and foiling which solutions should be sought through voluntary
arbitration. We feel there is certainly no basic clash of interest
between the managements and the unions and it should not be beyond
the ingenuity of an indepondent cbserver to offer a reasonable
solution which may meet the agpiration of one and be within the

tesng of other,

10.77 Ve also feel that whereas the management should neither
encourags nor discourage the formation of trade union among its
employess, it should however take necessary. steps to constitute

staff councils to settlsz all disocutes even as they are raised.

10.28  Referencs of disputes to labour courts should be avolded as
far as possible and after 21l possible avenues to settle the disputes
fail only then matter may be referred ‘o the labour court for

settling ths digputes between the employees and the management,

10.29  Strike: Striking work, a wost common and potent weapon in
the hands of employees of any orgsnisation to force managements to
accade to thsir denands - reasonable or unreasonable, had been used
by emplcyees of only oae Store. The employses hal resorted to strike
three times to ‘orce tieir management to accede to thelr demands and
redressal of crievances. within a short span of 18 months of the

operations of the Store.
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10.30  The firgt strike of half-a-day was resorted due to the
dismigsal of two sales employees on the suspicion of pilfering stocks.
When it wes later found on investigation that the concerned employees
were not responsible for the pilferage and some customer had dome so,
the employees were taken back into the service and the strike ended

immediately thereafter.

10.31  The second strike of half-a-day’s duration was resorted to

by the employees on account of dismigsal of an employee working in the
ready-made garment department of the Super Bazar on the groundg of
securing his job under misrepresentation of facts. Under the staff
rules of the Store, every employee before confirmation had to produce
o certificate of reasonable conduct from his previous employer. Thig
particular employee did not produce any certificate from his previous
employer, but when the management checked with the previous employer
about the conduct of the employee, it found that he had not been
satigfactory in the posgt. Thus the maﬁagement terminated the services
of this employee as stipulated under the staff rules. When the

trade union and the employees were convinced of its correct and legal
action in dismisging the employee by the manngelient, the strike was

called off.

10.32 The third occasion when the employees struck work for eight
days wns when there was a difference of opinion on the interpretation
of a clause in the agreement arrived at earlier between the trade

union and the management. The clause related to the reckoning of

dates for purposes of granting annual increments to employees.
Ultimately when the matter went to the local Labour Officer, the
interpretation given by the management was upheld by him. He also
declared the strike ag illegal. The result was that the employees lost

their salaries for the period of the strike and might not resort to

thig weapon agein for some time.

Employvec Digeipline

10.33 Since in most of the Department Stores vigited by us, the
key managerial positions were held by government officers, procedures

and proctices for maintaining discipline in the Stores had been mo stly
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iv. Insubordination

10.36  Dishonesty:  The case of the sales assistant who was found
guilty of misconduct and misappropriation in one Store has slready

been cited above as an example of this type of indiscipline.

10.37 Theft and Pilferage of Stores’ Iroperty: We may cite here

the case of an employee of another Store in which the management had
taken liberal view, while giving the punishment to this employee. We
also interviewed this employee who had once been caught lifting goods
and taken to the police and later suspended for 20 days. The
management later gave him a chance to improve his conduct as he

came from a poor family. It alsc took from him in writing a promise
that he would behave properly in futurs. In gpite of his assurance
of good behaviour, he was subsequently found to be again indulging in
questionable habits and conduct. He was algo found to be quarrelling
with his co-werkers. In view of a long reccrd of misconduct, the
managenent came to the conclusion that there was no hope for the
employee to improve and they were about to dismiss him from the

service,

10.38 ouarrelling and Fightings An incident of petty quarrel had

taken place in a Store a day before we visited it. A initial

miror row between a lady information assistant and a store-keeper
had flared up into a face-slapping fight. The store~keeper was
later put under suspensgion. It was alleged by the employees that a
one-gided enquiry had been held by the manager on the basis of which
the Cheirman had suspended the store-keeper without giving him an
opportunity to explain hisg side of the incident. It appeared that the
employees. were unhappy about the way in which he management dealt
with thig case. The employees felt the action of the management was
arbitrary and the punighment given to the store-keeper was not in
proportion to the misconduct for which he had been charged. The
employees argued that the gtore~keeper’s fault had been not
establiched and if at all the management wanted to conduct a fair

enquiry it should have snspended both the employees and not the
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.store—keeper alone. 4s a result of this incident, there was a general
feeling of resentment among the employees and the Chairman hed not
agreed to discuss this case with the representatives of the employees

when the latter approached him for this purpose.

10.39 Misbshaviour and Insubordination: We came across a cage of
this kind of indiscipline in yet ancther Sfore that we visited. An
assistant salesman had temporarily been put in charge of the
vegetable section, When a customer came to this section to make
purchases, the Assistant Salesman who was to attend to her was not

in the sales section., The customer apprcached the temporary section
in-charge for the purchase of vegetables. It was stated that he had
refused to weigh the goods for the customer saying that he wag a
section in-charge and was not supposed to welgh vegetables. When a
cotplaint was lodeed by this customer to the General Manager, he came
to this section and tried to persuade the section in~charge to attend
to the customer in the absence of the Saleg Assistant, but he had
refused to obey the General Manager and in desperation the General
Manager had himself attended to the customer and weighed the

vegetables 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 umany complaints in the past as well. Pending
the final decigion, the Secretary had suspended this employee and
had requested for rectification of hig action by the Board. We were
informed that the Board of Directors instead of approving the action
of the General Managsr and the Secretary took a lenient view of the
act of indiscipline of this employes and reverted him to the original
post of Assigtant 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

thoy terminated the services of this employee.
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Procedure for Punishment:

10.41  Procedures for punishments had been included in the rules

and regulationg/bye-laws of the Stores at Hyderabad, Bombay and
Coimbatore. Generally in most of the Stores, the authority to award
highest punishment and impose fines on delinquent employees was the
Board of Directors or a special Sub-Committee constituted to handle
such cases. In all cases of indiscipline, the concerned employee was
given an opportunity to explain his case and if the management was not
satisfied with the explanation given, then a show cause notice was
issued and necessary disciplinary action followed. It appeared to us
that managements were reluctant to terminate the services of
unsultable and unsatisfactory workers, but instead preferred the
employees to resign and go. Only if the employees refused to go, the
natter was usually taken to the labour courts. The management’s
general poliey in such matter seemed to be one of compromise probably
because of the cumbersone snd the time conguming procedure followed
by the labour courts. If an employee was found violating any rule
or if he was found guilty of any misconduct he was first kept under
sugpension till the enquiry sgaingt him was coupleted and then
disciplinary action followed. In Bangalore Store, during the period
an employee was kept on suspension pending enquiry, he was paid
salary and allowance. In other Stores, if an employee was
exonerated of the charge, then only he was given the salary and

allowances for the full pericd.

10.42  In another Super Bazar, the following steps were generally
followed in dealing with cases of indiscipline.
i) The General Manager of Super Bazar first reported the
case to the Secretary of the Wholesale Stcre who
referred the case to the 0ffice Manager. The Office
Manager marked the case to the Assistant Manager (Adminstra-
tion) for processing and preparing the case against. the

employee. The Assistant Manager then sent it to the
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clerk who actually worked on the case and put the
zame to the Assistant Manager with a.note and comments.
The case was then sent through the Secretary to the
Office Manager with recommendations to the President. The
President handed over the case to the Staff Disciplinary
Comuittee for final action. Disciplinary proceedings were
then initlated and then passed through the four steps
as under:
8. Suspension:  (in case of misconduct, this action
was taken by the Secretary before any
decision was taken by the higher
authorities).
b, Framing of the charge.

ce. Issue of show cause notice to the employee
proposing punishment,

de Final disciplinary action.

In other Stores, wore or less the same procedure was followed.
In some of the Storss where service beoks of individual

employees were maintained, this fact also was recorded.

The above procedure wag cumbergome and did not result in
prompt decisions, which were absolutely necessary in uweeting such
such situstions. We foel that the executive management should
be delegated more powers to digpese of all cases of disputes except those

which are grave and which alone should be considered by the Board, so

that quick decision-meking may become possible.

Puni shnients

10.43 Following types of punishments were generally given to
the employees, found viclating rules and regulations regarding work

and conaucthe

1) Withholding or stoppage of increments,
ii) Suspension or reduction in rank-demotion and transfer,
i1i) Fine or censure,

4v) Dismissal or termination of employment.
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10.44  Following was a typical chart showing the punishments, and
the authority competent to award punishmentg. The chart is based on

the practices followed in the case of Society at Coimbatore.

- huthority competent ‘o

Rank cf the Censure withhold

Employee punished or fine increments Reduce  Dismiggal
Secretary or Prosgident President Sub.- Sub~
Adsst. Secretary Committee Committee
or Manager

41l other Secretary President -do~ ~do-
employees

10.485  The managements were compelled to take the ultimate
diseciplinary action that of terminating the services of the employees
for misconduct in a very few cases. 4s said earlier either the-
nonagenent prevailed upon the employee to resign or took liberal

view and let off the employee with lenient punishment as the Bangalore
Store did in the case of an employee who was found lifting goods from
the Store.

10.45  The managements informed us that it took always legal
advice before it contemplated any disciplinary action against an

employee.,

Regighation

10.47 Many employees especially in the non-supervisory cadres had
resigned their jobs in the Stores. There had also been some cases
of the employees in managerial and supervisory positions resligning
from the Store. The reasons for leaving the Super Bazars were
generally that of bebtter scope in outside organisations, frustration
in the existing jobs because of lack of job security and absence of

promotional facilities. The managerial staff on deputation of course
also returned to their parent departments. The managements of many
Super Bazars explained to us that good and talented people did not
stay long in the Store’s service as better conditions of service

and termsg were available outside. Many employees had left, 1t was
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reported, after receiving training to take up better paid jobs.

Rotirement
10.48 In Bombay, Coimbatcre and Ernakulam Stores, employees were

asked to retire at the age of 55 and were not generally retained

in gervice aftarwards.

Interview at the time of leaving of an emplovee

10,49 The management of the Hyderabad Store reported to us that the
practice of interviewing an outgoing employee to find out the

reagons for his resignation, the areag of weakness in the field of
personnel management as also to ascertain his views on the best

type of person to be recruited in his place ete. was followed. The
menagement said this system had been very useful to them as they
received valuable suggestions from an employee leaving services of the
Store. We feel all Super Bagars should follow this practice
invariably.

Tegtimonlials

10.50 It was reported that the managements generally gave

testimonials and good character certificates to those employees who
left thelr services tc take up other jobs. Such certificates were,
however, not given to dismissed or discharged employees on grounds

of migeconduct for obvious reasons.

Turnovar of emplovess

10451  4gs menticned in earlier chapters, due to bad personnel
planning and recruitment policy, the turnmover of employees,
particularly with regard to lowsr categories of employees had been
rather high. In the absence of proper and systematic personnel
planning at the time when the Stores had started operations, the
managements of mogt of the Stores had recruited more than thg
required staff with the result that there was overstaffing L
and the managemenﬁ had to retrench many employeesg later. In one
Store, approximately 100 employees were retrenched and in another
Store out of 100 or more employess appointed initially, only
approximately 40 émployees had been retained and the rest had to be
retrenched. Thesé retrenched employees were sald to have been

given preferences sand were re-employed whenever vacancles had
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occured in the concerned Super Bazars. We however observed that the
managenent had now realised that it was not a good and healthy practice
to follow

adversely affected the morale of the employees and also their

for an indiscriminate “hireand fire' policy eould

efficiency which had a direct bearing on the operations of the Store.

10.52 The chart below shows the comparative position of employees”
turnover in each department Store visited by us. (4s given by the
nmanagement during the course of our visits to the concerned Super

Bazarsg),

Name of the Resizned Digrissed/Terminated Total Present strength
Store ianzg:;ial/ Other ganage;ial/ Others ¥§n§; O%BeT \ono.  Other
up sory upervisory Super. Super.
Meerut 2 6 4 42 6 48 5 38
Ludhiana 0 0 0 6 0 6 3 90§
Sombay 7 22 3 5 10 27 15 250
Irderabad 1 16 1 25 2 41 30 240
Joimbatore 2 ‘ 160§S 1 2 3 189 19 208
Srnalkunlam 0 7 0 1 0 8 A 59
‘nngalore 6 68 0 45 6 113 7 186
§ 23 working in processing of snacks in the Cafeteria.
§§ @ Approximately 100 employees were retrenched due to
low sales during the inception of the Store., Many
of them were later on re-employed.
10.53 The reasons given for this high turnover of employees in

departuent stores were generally as under:

i. ILow salary or wages,

Lack of promotional facilities,

ii.
iii. No security of job,
iv. Lack of training facilities,

v. Faulty and/or absence of personnel planning,

vi. Misconduct.
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Effect of high turnover

10.54 This high turnover of employees in Department Stores had a
crippling effect on the working of the Stere and had led to the
sagging morale of the employees. It had also resulted among other
in foliowing drawbacks:
i. Dislocation and disturbance in the operations
of the Store.

ii, Financial loss on account of expenses
incurred cn induction and training of
employees who left and on the employees
replacing then.

iii. Difficulties in planning and budgeting.
iv. Poor image and reputation of the Store in
the market.
1055 We feel that the managements should exercise strictest
control at the time of recruitment tc ensure that only those persons
are selected who are likely to stay on in the organisation for some
time. The success of these organisationg will depend in no small
neasure in retaining the employees for longer period. We also feel
that it is no use trying to recruit the best o f the employees, when
a particular management is not in a position to create necessary
working conditions as may attract the talented employees and retain
theri, Before talent is sought, those conditions as may prove
attractive to the talent and help him grow and provide him necessary
opportanities to show worthwhile results, have to be created. In

absence of such conditions, managsments should rest contented with

the ordinary.




