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—

(Towards a Sociclagyvof Trade Unions)

2340 N—T: —WOR

‘Man i both a being-in—-the world and being—-at—the world. He
'_iﬁ ‘a being-in—%he world because he is a man living in a real
vbbjoctive world and is determined by that.ﬁdrld. Man is a being—-
é;tetho==ueﬁ4dj—because he acts on the-world--—amd- transforms —the
fﬂorid and\in the process transforms himselff |
Man-in-the wprld becomesmman-.t-eheﬂwarid>throagh-actiné'on
.the world. It isffhis-ﬂactiﬁn;refleﬁéionﬁ on the world that Marx
calls '"work" or "labour". For Mar:x, therefore, work is the
cenfral reference point of human history and consequently the.
structure and modalities of the work organization in the contekt
of a particular mode of production determines all other aspectes -

social life, political life as well as man’'s life of the spirit

including his philosophy, treligion and morality. “The sum total

of these relations of production constitutes the economic

strhucture of society, the real foundation on which rises a legal
\ .

‘and political superstructure and to which conforms definite forms
df social consciousness. The mode of production of material life
conditions the social, political and intellectual life process in
'ééneral. It is not the consciousness of man that determines
their being, but on the confrary, their social being determines

2
their consciousness'.



Man-the-worker acts on the world within the fféméwork bf &
particulér pattern 1nt6 which his work is organized. The -wnrk
gfganizatiqn' itself is conditioned by the mode of. production
;%ich characterizes sociefy at é gpecific stage in its'histofiCal
development. Hence, it follows that to understand the condition
:bf man—atfthe—woéld, an analysis of the mode of prudQction qf the
}}dfﬁer environment will have to'be carried out. Man—-the-worker,
;iﬁﬁ*“wurk'organizatian and bhelp;iéamihiht;mnde;ofaanpduetiga;goxﬁa
the historical moment would therefore constitute the components
of an adequate analysis of the structuﬁe and.processes of any
Lb;ganizatioﬁ which . in turn will provide an appropriate

perspective for thé undersfanding,bf trade unions.

The history of a society in the Marxian - framework is a
succession of various modes of production each with its own
characteristic features. “In broad outline Asiatic, ancient,

feudal and modern bourgeois modes of production can be designated

3z

as progressive apochs iH the ecbnqmic formation of sqciety"
Before embarking on a brief discussion of each of these modes of
production, an important Marxian idea will have to be pointed out
here - that each of the modes of production upto the bourgeoie
mode of pfcduction is characterized by class contradictions
between thaselwhu control the mode of production énd those who
are controlled. “The bourgeois relations of production are the
last léntagonistic form of the social process of production -
antagoniétic not in the sense of individual antagonism but of Dné
: 4

arising from the social conditions of life of the individuals®"

The antagonism of course takes different forms as history unfolds

2



. Man-the-worker acte on the world within the ffémework of a
Eﬁarticular pattern i1nto which his work is organized. The work
iprganizatipn' itself is conditioned by the mode of production
;which characterizes sociefy at é specific stage in 1ts'ﬁiéto»ica1
‘development. Hence, it follows that to understand the condition
of man—at—the~woé1d, an analysis of the mode of production qf the
‘larger environment will have to be carried out. Man-the-wnﬁker;“
fhé*‘ﬁbﬁkfohganizétiﬂn-tnd”#heip;iéémih%ﬁxﬁmbde:afxﬂnpdﬁﬁtiﬁaﬁxatcﬁ
the historical moment would therefdre constitute the components
of an adequate analysis of the structure andlpﬁocesses of any
‘organiz.tiqﬁ> Hwhich - in turn &ill pfovide an apprdpriate

perspective for the understanding of trade unions.

The history of a society in the Marxian framework is a
succession of various modes of production each with its own
characteristic features. "In broad outline Asiatic, ancient,

feudal and modern bourgeois modes of production can be designated
- . =

-t

-as progressive apochs iﬁ‘the ecbnpmic formation of society" .
Before embarking on a brief discussion of each of these modes of
production, an important Marxian idea will have to be pointed out
here - that each of the modes of production upto the bourgeoie
mode of pﬁoduction is characterized by class contradictions
between those who control the mode of production ahd those who
are controlled. "The bourgeais reiatiunS‘of production are the
last 'éntagonistic form of the social process uf'.production' -
antagoniétic not in the sense of individual antagonism but of oﬁe
afisiﬁg fhom.the social condifions of life of the individua15"4.

The antagonism of course takes different forms as history unfolds
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_from tribal property relations to bourgeois property relations.

-

The relative position of these individual groups is determined by

‘how work is organized in agriculture, industry and commerce
S
(patriarchalism, slavery, estates, classes) .

pAS— o

3.2, WORFE, ORGANIZATION AND MODE OF FRODUCTION

Any analysis of a work organization, therefore, has to take

= [ERE N

ili

into consider;tion ﬁdt only the dominant mode of-prdduction of "
the historical moment but also be conscioQS of the inherent
contrédictions in the relations of production;' It might be
relevant. at this point to quickly review the various modes of

-

production through successive historical stages.

"The first form of property is tribal property. It

)
corresponds to the undeveloped stage of production ....." . The
main economic activities are hunting, fishing, cattle raising.

There is also some agricultutre but there are-a - great mass of.

uncultivated stretches of land. PDivision of labour is only an
extension of the family. The social = organization is
characterized by patriarchalism and is structured into
patriarchal chieftains, members of the tribe and slavés.

Increase of population, growth of wants, extension of war and of
“the barter system contributes to the development of the
ingtitution of slavery. Thus, the organization of work at this

. stage is characterized by patriarchalism combined with an

emetrging system of slavery.

(l



"The second form is the ancient communal and state property,
ﬂhich proceeds especially from thé union of several tribes thto a
?ity by agreement or by conguest, and which is accompanied by
jlavery"7., There are traces of private prqp.rty developing but
fhese are actually subordinate to communal property. The social
brqanization consisted of citizens wielding power over labouring
giaves in the context of communal property. At fhe same.'time

?hgrﬁbﬂéﬁ a movement iq'thg d;rectian-of-canﬁgnégaﬁ;ngzgi;erxgﬁgﬁ

R Ry

;Eoperty in the hands of a few while the' p1ebeiéﬁ small
peasantry was gradually beihg transformed into a proletarist.
The' praietérist, however, neVér achieved ihdepehdehéé because
:they were sahdwiched"befween the propertied classes and fhe
slaves. The organization of work at this stage gpheaws to be
cﬁabacterized by citizenry controlling communal property and also
;wielding power over slaves coupled with an emerging propértigd

class and a concomitant proletarist.

J.2.410 WORK ORGANIZATION AND THE FEUDAL MODE OF ERODUCTION

“"The third form is feudal or estates property. Like tribal

B \ .
~and cummunal property, it is also based on a community, but thé
directly producing class standing over against it is not, as in
the case of the ancient communities, the slaves, but the enserfed
;lel \heasant and slaves became the major components of the
féudél social organization. The nobility’'s power flowed from its

épntrnl over land in the rural sector, the hierarchical structure

ﬁf land—ownership and armed bodies of. retainers engaged to



?pnforce the dominance. of the nobility bvar other constituents in
;the social organization. '“Tht-flu&ai structure af'landownirship
had 1its counterparts in the towns in the shape of covporative
property; - the feudal organizations of trades ......"9. Several
factors like neutralizing the trobber nobility, the need for
common covered ' markets in the context of the indugtrialist
mgrchant, the ;dmpetition among serfs migrating to  urban from

_rural areas, the feudal structure of the economy, combined to

bring about the guilds. T, T T

The ,_o_z*jag.i,%ation of work under the feudal system evidently
tock a certain fo%ma In the rural areas there were feudal
landlotrds, tenant farmers, the péasant and the slave. In the
urban areas a hierarchy similar to the rural areas developed with

the accumulation of small capital in the hands of the Jjourneyman

{individual craftsman) and- the growing population of the
apprentices and migrant serfs. However, "this feudal
brganization' was, just as the ancient communal propertyy—

association against a subjected producing classy but the form of

associatinon and the relation to the direct producers were
. ‘ 10
different because of the different conditions of ptroduction®"

Another important feature of the feudal system of work
organization should be mentioned here because of its relevance in

analyzing the characteristics of the work organization in ‘this

study .svcecunes Describing an important aspect of feudal work
- organization, Marx says, e eunaa Here, instead of the
independent man, we find everyone dependent, <serfs and lords,

~

vassals and suzerains, laymen and clerqgy. Fersonal dependence

o



:here ctharacterizes the social reiatzons of production just as 1t
does the other spheres of lite organired on the basis of that
propuctinn”lf - Fersonal dependence is therefore built into the
.very -fabric of feudal social existence. The hierarchical
structure of feudal society and the practice of personal

. dependence form the groundwork of sotiety and hence, "“there is no

" necessity for labour and its products to assume a fantastic form

diftferent . from theinuteiiity#:.v;4whatﬁtprmﬁdqas;thisihﬁpersoﬁiiét_

dependence" take in the feudal organizafion of work?!" “"They take

the shape in the transactions of society, of services in kind and
13 ST

payments in kind" . Various kinds of transa;tiuns especially a

compléx of services and payments are the concrete manifestations
of the personal dependence characteristic of the feudal way of
life. This observation is of relevance in any analysis of work
organization in the Indian context today because of the myriad
manifestations of feudal "dependence" and "defence" which leads
to ‘cultural ‘contradictions between different levels -in --the
-owganizéticnal hierarchy and between management and labour so
much in evidence in day—-to—day interactions even within the

capitalist mode.

Feudal work organization gives way to capitalist work
organization as evidenced by the aobscuring of surplus labour,
loss of control over the méans of subsistence, expropriation of
" the -instruments of production, control aof lébour by management
within the labour process itself and finally by the production of
commaodities becoming the reproduction of the relations of

production 1tselft.



322 WORK ORGANIZATION AND THE CAFITALIST MODE OF PRODUCTION

Since the history of economic transformation has shown
that there has been a progressive introduction of the capitalist
amode‘of production during colonial and post-colonial periods,  an
analysis of the.capitalist mode of production becomes vital fﬁr

»ynderstanding_ capitalist work organization.

~ VIKRAM SARABMA! USRART
< ¥DIAN INSTITUSE OF MAN.
' vASIRAPUR, AHMED
What ¢then is capital? “Capltal consists of. raw -materials,

'1nstruments of labour and means of subsistence of all kinds,

*thch are utilizedlin-order to prodﬁce new'naw"mateniéia,w_mew..
 ihstruments of labour and.neQ means of-sﬁbsiﬁtence. _ All these
companeﬁt parts of capital are creations of labour, products of
labour, accumulated labour. Accumulatedblabour which serves as a
means of new production is capital"lf An important component of
capital therefore is accumulated labour which is used in creating
- more capital. As a matter of fact capital at the-~5ervica; of
generating more capital is'anrimportant characteristic of the
capitalist mode of production. Commitment to the growth of
productive capital becomes the prime motive. “"But what is the
growth of productive capital? Growth ﬁf the power of Accumulated
labour over 1living labour. Growth of. the QDmination‘ of the
bourgeoisie aQer the working class. If wage labour producés the
wealth of others that rules over it, the power that is hostile to
it, Capital, then the means of employment, that.is, the means df

subsistence, flow back to it from the hostile power, on condition

that 1t makes itself afresh into a part of capital, into the



1tv¢r which Burls capital anew into an accelerated movement of
véroﬂth“l? ‘TRa-capitalist work brganization in the context of the
5g}owth of productive capital is characterized by capital's
‘ﬁdminance ‘over labour, capital’'s hostility towards libnur and
the consequent submersion of labour by capital. It could even be
Bsaid that the modalities of the productive power of capital comes
jnta existence\only by the cooperation of labour understood as
ﬁ%ﬁ?@a-ggg;nQQ‘ﬁps%Qanggn;ppnﬁnga;:ﬂrhein;;abpgéatﬁénahhggns' orily-:

with fhe labour process, but -then-they have ceased to-belong to-

themsélves. On entering that pkocess, thay become incorporated
. with capital. vAsréanperatoré, as members of a working organism,
they are but special'modes of existence of capital. Hence, the

productive power developed by the labourer when working in
cooperation 1is yhe productive power of capital. This prbductive
power of capital is developed gratuitqusly, whenever the workmen
are placed under given conditions and it is capital which places
;themwwunder such conditinns“%? . .The dominance aof capital and the. .
cooperation of labour leads to the power of capital over
surrendetred labour power. It is even made to appear as though
the productive power of capital and its overriding dominance over
iabour is natural and asz it should be. "Becausé this power costs
capital nothing and, because, on the Dthér hand, the labourer
himself does not develop it‘before his labour belongs to capital,

it appears as a power which capital is endowed by Nature --'a
- o 17
productive power immanent in capital" . The naturalness of the

-~

surrender of labour power to capital is possible by blurring the

" role played by labour in generating the productive power of



capital. Labour 1tselt is led to believe that its labour 1s not
a8 significant as other attributes of capital in the creation of

more capital.

The 1logical question which can be raised now is, "what is
the driving force behind capitalist production? What is it that
impels the capitalist mode of work organization. to. strive
Eelentlesslyv'tawards its own reproductipn? Mark is nmphati: in

his -anpswer,- -"The dihggggpg.maxiweiigng;éﬁdgqndjhim;qt.ecpitailghe

wli

.’ﬁroduction,_is to extract the greatest_pﬁssible amount of surplus
Qalue, and consequently to exploit labour power to the greatest
- possible extent"l? The generation of surplus value uh”ppu¢i¢,4ﬁ
the source ‘of the enerqy for -capitalist worlk orggnizatian.
INdeed there Vappears to be no motive other than the motive for
profit more potent for compelling capital and its hepreseﬁtatives
to organize wqu with_vigpur, energy -and enthusiasm.” - The march .
.qf the cheation of wealth becomes relentless -—-" Froduction is
only production for capital and not . wvice versa, - the!umeansrwﬂfu
production "~ are not mere means for a constant expansion of fhe
living process of the society of producers"l? The significant
idea here seems to be that the reproduction of capital is
'invafiabl& at the expense of labour. And this idea is & recurring
theme‘ in Marx s writings. "In its specific capitalist form --—
and under the given conditions form — manufacture is but a
garticular method of begetting surplus value, ar of
augmenting at the expense of the labdurer, the self-expansion o%

20
capital-usually called social wealth" .



3.2.2.1.  COAPITALIST WORK DRGANIZATION AND HIERARCHICAL GONTROL

Caprtalist work organizatiun is geared to a frenzied
:generation of surplus value for which purpose - several
organizational features become ideal means. One such feature is
the hierarchical‘structuring of organizational power and control.
“Manufacture proper not only subjects the previously independent

leis:in&ine:andaucommandh@ofG;qqpﬁécha‘ih&t,}:4ﬁaﬁﬂ

addition crgates a hierarchic’ grgdation ,of ~the  —workmen
fhemselves"zi.b The working class in the capiféiist. work
‘éhganizétian ekpeﬁiences 1055 of autonomy f—-in relétian to Qork,
work organizafion, fhe‘ technology ﬁf work,"the product and
productivity. The workmen ére subject to the power of capital.
One of the major.methods by which this subjection is braught
about is by the hierarchical structuring of power and-control . in..
organizations. The more complex the organization, the more
oppressiye .is the structure-of erganizations.- --The hierarchy of -
_the power system is at the service of the thrust towards the
generation ﬁf profit and it follows therefore that the
antagonistic relationship between capital and wowkmén becomes
more pronounced. The hierarchical control establishes the power
of control over labour, its productivity and also its creativity.
"The worker receives means of subsistence in exchange for his

~labour power, but the capitalist receives in exchange for his

~

means of subsistence labour, the productive activity of the
wotrker, the creative power wheréby the worker not only replaces

wha* he consumes but gives to the accumulated labour a greater

=
g

value than it previously possessed"

10



The purpose of the subjection of the worker to the

. discipline and command ot ;apital is to achieve the
organizational goals framed by capital. Hence, one of the
- essential guestions of organization theory and industrial
sot:ology has been, "How much organization and control of

behaviouk is neces;ary for maximising productive efficiency,
reproduction of capital and the generation of  surplus value™
The theory énd practice -related to the structure and ﬁfunctioning
of organizations_ as well as the behaviour of agroups and
individuals within organizations  _focus on the . . issue pf
organizational control. "Organization implies control. A social
organization is an oﬂdeﬁea arraﬁgement of individual human
interactions. Control processes help circumscribe idiosyncratic
behaviours and keep them conformant to the rational plan of
otganization. Organizations require a certain amount of
conTOPmity as well as integration of diverse activities. It is
the functioﬁ- of control to bring about conformance to
organizational reguirements and achievemen§ of the ultimate
purposes of the organization” . Cantroi in  organization is
enmeshed inextricably in the “rational plan? Df/ organizations.
As a conseguence, control contributes to order,_ confowmity. and

the stamping out of all forms of deviance in organizations.

Organization theorists who stress technical efficiency,
rationality, control and conformity for effective goal fulfilment
in organizations héve found tremendous comfort and security in
Max Weber 's concentualization of the bureaucratic organizational

=4
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structure based on the 1deal type mtional --— legelbauthorzty .
Weber himselt has admitted that the capitalist system has
undéniably played a major role in thedevelopment of bureaucracy.
The légit;macy of bufeaucratic authad ty fTlows from a.belief in
the legality of patterns of normatWé rules and the right of
those eleyated to authority under swh rules to issue commands.
The effeﬁtiveness of this type of asthority rests on several

basic assumptionst

|

1. That any given legal norm may beestablished by agreement or
by imposition on grounds of expaliency or rational values or
both, with a claim to ocbedieme -at-least-on tha -part wof.

members of fhe corporate group.

2. That every body of law consistsessentially in a consistent’
system of abstract rules wiich have normally been

intentionally established.

Z. That thus the typical person in authority occupies an
‘office’. In the action asmciated with his status,
including the commands he issuesto others, he is subject to

an 1mpersonal order to which hisactions atre oriented.

4, That the person who obeys autmrity does so, as it is
usually stated, only in his caacity as a ‘member’ of the

corporate gtroup and what he obew is only the ‘"law’.

Se In conformity with point 3, itis held that the members of
the corporate group, in so f& as they obey a person in
authority, do not owe this obed#snce to him as a person, but

to the impersonal ordetr.

~
14’.



Even this brieft recapaitulation of Weber's bureaucratic

.brganization providese i1nsights into how the function of control

could be placed at the services of capital through a process of

abstraction. The compliance and conformity of organizational

members 18 apprently to an impersonal ordetr of rules and norms

drawn

up in the interests of technical efficiency and not to

concrete owners of capital or their agents. The argument almost

- seems

to be that subjection of  members -+%t0 =& ~rule-centred

impersonal order would take the heat out of-organizational -and

manageriail control over members. The bureauctratic culture of

control promises members impartiality, efficiency and monetary

returns as reward for conformity to an impersonal social order.

Frofessionalism and functionalism are offered as the key
characteristics of +the new bureaucratic culture. The main
categories of the rational-legal authority on whieh --the

bureaucratic mode of control is built are:

1.

A continuous organization of official functions bound by

rules.

A specified sphere of competence‘which involves (a) a sphere
of obligations to perfofm functions which Has been marked
off as part of a éystematic division of labour, (b) the
provision of the incumbent with the necessary authority to
carry out these functions (c) that the necessary means of

compulsion are clearly defined and their use is sub ject ¢top

definite conditions.



fﬁ. The organization of offices follows the principle of
hierarhy, that is, each lower office is under the control

and supervision of a higher one.

‘g, The rules which regulate the comduct of an office may be

technical rules or norms.

. 8. In the rational type case, there is also a complete absence

of appropriation of his official position by the incumbent.

6. In the rational type, it is a matter of principle that the
members of the administrative staftf should be completely

separated %from ownership of the means of production or

ownership.

/ .
7. Administrative acts, decisions and rules are formulated and
recorded in'writing, even in cases where oral discussion is

the rule or even mandatory.

The detailed reference to.Weber'!'s wmedel may -eeem _tedious and
redundant but the point to be stressed at this stage is that it
is capitalist enterprise and its thrust towards generation of
pﬁafit which has helped in evolving intricate and stringent

.

systems of control in order to harness workers’ compliance to the
system of capitalist work organization. The hierarchical
structuring of organizations, division of labour, .rule—centred
decision-making and exercise of power, separation of ownership
and control of work organizatioﬁg have all served as means for

the prbpagation of the myth of rational-legal authority committed

to efficiency. i1mpartiality and egalitarianism.

14
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The bureaucratic model of work organization which the

- capitalist mode of production has tfound so useful, both in the

25
hands of Weber a8 well as in the hands of his successors --
26 27 o 28
Merton ,  Selznick and Gouldner , has been predominantly

~preoccupied with the question of the "control" of the members of

vthe_crganizationl

Merton‘s model, for instance, begins with emphasis on the
‘ ' 29 )

‘demand for control by the top hierarchy in an organiéatinn . The

demand - for control-is necessitated by increased emphasis on the
reliability, accogntability - and predictability of behaviour.
Techniques.based on the mechanistic model of behaviour establish
standard operating ptrocedures and the control function seeks to
maximize conformity to the procedures. This in turn leads to a
reduction in personal relations, internalized compliance to rules
and ‘procedures in the increased use of categorization as a
decision-making technique. Rigidity of behaviour,
authoritarianism of even‘lower level functionaries, insulation of
bureaucratic action from external pressures and insensitivity to

client needs turn out to be the unintended consequences of the

thrust towardsbreliability of behaviour.

’
Z0

Selznick’s Model has advocated the technigue of delegation
bf authority as a control mechanism. Delegation leads ¢to
increaéed competence of lower level functionafies and also to
organizational bifurcation through departmentation. - Increased
competence resulting from traiﬁing leéds to increased turnover

while departmentation leads to interddpartmental conflicts and



strains. But the aimportant point to be remembered is that
delegation of &authority is not viewed‘ as a 'participatory
mechanism but more as a mechanism to enforce compliance in the

direction . of 'extracting the optimum contribution towards the

fulfilment of the goals of the organization.

‘The demand for control from thote who control organizationS
is met by the use of general and impersonal rules regulating .work.
prﬂceduﬁes“ih*ﬁnuldner'é model df-bu»eaucracy3fnf%?hef>imperibnaim
regulation is expected to decréase the visibility of power’
relations, increase the need for supervisory domination and
contribute the3décrease in tension in the gﬁcup. The rules in
the organization lead to member definition of minimum accgptable
behaviour which 1in turn leads to the lowering of behavioural

standards. Closeness of supervision is clamped down on members

leading to power struggles and increased tensions in work groups.

“Rationalﬁ ”bureaucracy has been an 1i1mportant aspect .of
capitalist enterptrise and capitalist work organization. Almost
every characteristic of bureaucratic work organization has been
oriented to worker "control" in the direction of the generation
of profit. One other aspect bf_the capitalist work organization
which has been a major source of antaconism between capital and

worker has been the system of division of labour.

3.2.2.2.  CAPITALIST WORK ORGANIZATION AND DIVISION OF LABOUR
Classical sociological theory within the framework"of
capitalist endeavour has advocated the functional necessity of

division of labour in social and industrial orcanization"........

16



The worker 1s 1in lérge part, to be an organ of society, and his
- 32

#H

broper duty Consequgntly is to.play his role as an organ J,.e’
Thus the biological analogy implied in Durkheim's postulate is a
justification of the role of division of'llabouh and an
exhortation to the worker to play his assigned role in the larger
scheme of work organization. There is _also  the concomitant
advocacy of functional specialization which almost has a ring of
inevitability and immutability:' - Siuiiaeewe dm&hlduty-iﬁﬁﬁbt=;t0~
spreadover activity but to concentrate and - specialize ,it"es

Divisiaﬂ of labour .and functional specialization, therefore
become the twin tools of scientific management in the Durkheimian
scheme". .....c0... fhe first care of an intelligent, scientific
chief will be to suppress useless tasks to distribute work in
ﬁuch a way that each one will be sufficiently occuﬁied, and
consequently to increase the functional activity of . each

4
worker....." . The "intelligent, scientific" manager's work is

Lt

cut out for him in no uncertain terms —-— to maximize -the. worker's

output. And to what end? " --- That work is more economically

X5

manéged cenanen The functional, atomized worker and his
"economic" management through division of labour pave the way for

the extraction of surplus labour and surplus value ultimately.

.There is, however, another side to the institution of
Hivision of labour in capitalist modes of workﬁ-drganizgtion.
Division of labour in thié context becomes both a @anifestation
of as well as the perpetuation of the inherent contraocaictions of
the capitalist work organization. Society ifself faces cleavage

due to the division of labour. "The division of labour inside a
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nation leads at firet to the separation of industrial and
commercial fFrom agticultural labour and hence to the separation
of town and country and the conflict of their interests. Its
turther development leads to the separation of commercial from
;hdustrial labnur“bb. Thus division of labour resulte in a

yawning gap between urban industrial labour and rural

~agricultural labour and also its growing disparity.

Socio—ecogamic disparity becomes reiﬁforced through &ivision
of labour. Several contradictions therefore become apparent -——
the contradiction between mental labour and manual labout, the
contradiction ;betweén those.who labour and.those who enjoy the
fruits of labour, the contradiction between those who produce and
thosé whao consume. .The conflict and contradiction become
pronounced in the work otrganization, in society and in man’'s

cConNsCiousness. «vseewThese three moments, the productive
forces, the state of society and consciousness can and must come
into contradiction with one another, because the division of

labour implies the possibility, nay the fact, that intellectual

and material activity, that snjoyment and labour, production and
37
consumption devolve on different individuals" . Hence, in the

Marxian sense, division of labour in a work organization does not
refer merely to how an organization is structured, but also to
Mow the hierarchical structuring and functional specialization
lead§ to disparities in the distribution of value added through
labour. Marx is emphatic about this analysis of division of
labour -— "The division of labour in which all these

contradictions are implicit, and which in its turn is based on
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‘the natural division of labour in the family and the separation
of society into aindividual families opposed ¢to one another,
simultaneously 1implies the distribution and indeed the unequal
distribution both quantitative and qualiéative of labour an ite
products ......."3?

Besides, there 1is a certain inevitability,l a certain
dgomination, a ;ertain.control of labour through the institution
of division of labour. "The social power, i.e., the multiplied

" productive force, which - arises through the 'codperatiun “of
different individualé as it is caused by the division of iabour,
_éppeavs to these individuals, since their cooperation is not
voluntary .but has come about naturally, not as their own united
power, but as an alien force existing outside them of the origin
and goal of which they are ignorant, which they thus are no
longer able to cuntrbl which on the contrary passes through a
peculiar setries of phases and stages independent of the will and
action of man may even being the prime governor of these”é? The
power géneratéd by the cooperation of individuals is thrust on
them by those who control the work organization. Thus this power
almest takes on an independent existence in turn dominating and
enslaving the worker making him lose control over his work
enviroment. Coercion and the subsequent subordination becomes the
charactetristic of the work organization. Yeeseae Man’‘'s own deed
becomes an alien power oppused to him, which enslaves him iﬁstead
of being controlled by him. For as soan as the division of
labour comes into‘being; -e@ach man haé a particular exclusive
sphere of activity, which is fnrcad upon him and from which he

40
cannot escape" .
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Division of labour becomes, therefore, a system of
exploitation leading to the  experience of alienation and
powerlessness. The disparities brought about by divi:ioq of
»labour goes to such an extent that even knowledge becomes
concentrated in the hands of these who control the capitalist
work organizati;n simultaneously leading to the ignorance of -
labour. Thus_scientific and technological advancemént leading to
 imﬁroved methdds nf work’ukganiiétiohzahéﬁpfoductiun“exbinds’“Tn?.:
- one direction, because ;t vanishes in many others. What is lost
by the detail labourers is concentrated in the capital thaﬁ
 .émp1oys them. It as a result of thé diviéion ‘of labour; is
~brought face to face with the intellectual potencies of the
‘mé{efial process of production, as the prupertyhof another, and

41
as a ruling powetr"
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. CAFITALIST WORKE, ORGANIZATION AND THE ROLE OF
MANAGEMENT

The discussion above of the modalities of division of labour
. in society and in capitalist work organization brings up an
important manifestation of division of labour -—- the manager-
worker dichotomy. The ideas, values and practices related fo
management of a wotrk organization can also be subjectéd to
analysis from the perspective of the structure and procegs of

capitalist organization of work. y

It is clear from Marx’'s writings that in the Marxian view oOf
organization, there 1is a definite role for the management

function. "All combined labour on a large scale requites more or



less, & directing authority, in order to secure the harmonious
working of the individual activities and to perform the general
functions that have their origins in the action of the combined
organism, as distinguished from the action of its separate
brgans.....“42. when labour becomes organized on a large scale
into a work organization; the "general function" of coordination
ﬁf organizational.activities becomes a necessary function. But
thé'modalitiesidf the realization of this “general function" are
qéterminEU by characteristic features of the prevailing dbminant
mode of production. Within the perspective of the capitalist
mode of production, therefore, the general fpnction of management
becomes a necessary function. ”Thé work of directing,
superintending and adjusting, becomes one of the funct{ons of
‘capital, from the moment that the labour under the control of
;apital, becomes cmoperative"4?  Df course, it can be argued that
the '"general function” of management is a necessary function

whatever the mode of p;oduction. But it must also be accepted

that the structure, process and function of management depends

very much on the mode of production "Once 'a function of
‘ . 44 '

capital, 1t aquires special characteristics" . Therefore, any

analysis of the characteristiFs of any capitalist work:

organization will also 'have to take into consideration - the
epecial characteristics of the orientations of management within

the capitalist mode of production.

First and foremost, in the capitalist scheme of things,
managers become an indispensable segment of the work organization

entrusted primarily with the esclusive function of supervision.
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an industriai army of workmen, under the command of a capitalist
requires, like a real army officers (managers) and"sergeant;
(foremen, overlookers), who, while the work ;- being done,
command in the name of the capitalist. The work ot supervision
becomes their established and exclusive function“qs. Managers
beﬁbme €0 vital éo the capitalist wérk organization that they are
the “ones who maximize the realization of the capitalist
characteristics of the work organtzation. - Marw; quoting ure, haso-
gone to the extent of saying that "it is not the industrial
capitalists, but the industrial managers, who are the‘éoul of our
iﬁdustrial systéms“4f
Social and industrial organization is always in a state of

flux. The modalities of the structure and function of the labour
pfacess ar; also subject to this change. The isolated labour of
vindependent producers gives way to cooperative labour which.is a
combined socia}rprocess. Concomitantly there is a natural shift
from relative autonomy to the subjection of this combined labour
'pvbcess td supervision and_management. Matx himself has expressed
himself emphatically time and again. “"The labour of supervision
and management is naturally required wherever the direct process
of p?oduction assumes the form of a combined social process , and

47
not of the isolated labour of independent producers" .

»

, 44 '
"However, it has a double nature" . The general function of

/
management of the labour process, - therefore, has a dual nature.
~And an understanding of this dual -nature of danagement-is crucial

to an understanding of the Marxian perspective, both from the



point of view o0t analyzing management processes 1nh capitalist
work organizations as well as for projecting & model of

Management reflecting the social nature of the labour process.

What vis this "dual nature" of the "“general functions" of
management’’ "O0n the one hand, lall labour in which many
3hdividuals cooperate necessarily requires a commanding will ¢to
.tqohdinate and unify the process and functions which apply not to
paftial operations but to the total activity of the workshop,
much as that of an orchestra condu#tor. This is a-prqductive Job
«ﬁhich must be performed in every combined mode of production"49.
Thus, the “commanding will to coordinate® is a “productive job"
on Marx‘'s own admission.  Marx, however, follows this up with a
tadtian,, "on the other hand, guite épart from any' commercial
department -—— this supervision wotk necessaéily arises. in all
Eodes of prpductian based on the antithesis between the labogrer;h
és' the ‘direct producer, .= and the owner of the means of
) .

'productiuq"d-. _ The 1mportant idea in this passage 1s _that the;
vﬁgeneral function" of management, through a necessatry function in
{the running . of any work organization, takes on a peculiar
‘character in the context of the "antithesis" petween the “owners
Tﬁf the means of production" and the "wage labourers". Marx
“himself says “the greater this antagonism, the greater the role’
lplayed by -supervision"df As a matter of fact, apologists of
ﬁanagement theory and . practice in the capitalist —wnrk}
brganization have even gone to the extent of saying that it is

the genetral function of management in work organizations which

‘drives wotkers to become productive. The logical consequence of

Vi
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fhis line of thainking s that Binﬁe 1t 1% the manager who makes
the worker productive, notwithstaﬁding the antithetical nature of
the manager-work group relationship, the worker should not only
produce value for his own sustenance but also for the sustenance
of the ’anager who makes him "productive'. "The work of
marrfagement and supervision -- o far as it is not a speciai
function determined by the nature of all combined social - labour,
but rather b§ the antithesis between the owner of the means of
productin - and’ the owner of more Iabour-- power, - negardless- »f:
whether the labour power is purchased by buying thelabourer
himself, as it is undér the slave system, or whether the labourer
himself sells his labour power, &0 that the‘production process
also appears as a‘process by which capital consumes his labout --—
This function arising out of the servitude of the direct
producers 'Has all too often been quoted to ustify this
relationship. An exploitation and the appropriation of the
unpaid labour of others has gquite as often been represented as
the reward justly due to the owner of capital for hiS'“work“Sf.*
The function of management and its compensation in the context of
thelcapitalist mbde ot work oﬁganfzation can therefore be said to
be a manifestation of the exploitative process of the
appropriation of unpaid labour. Whereas management should reflect
the cooperative and social character of work organization, it on
the contrary becomes an expression of and a reinforcement of the
anfithetical character of the capitaiist mode of work
organization. "But, when considering the capitalist mode of

production, he, on the contrary, treats the work of control made

necessary by the cooperative character of the labour process as

| (%]
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ident;cal'with the ditfferent work ot controi, necestsitated by the
cdpital:st character of that process and the antagonism of
interests between capital and labour. The leadership of
industry 18 an attribute 61 capital, Jjust as in feudal times the
functions= of genéral and Jjudge, were attributes bf landed
'prapehty“dz

The considerable thrust towards developing more and .more
Ef?icient, effective and' economic theories and >systems: of
management has to be viewed within thg above perspective.

“Again, in proportion to the increasing mass of the means of

production, now no longer property of the labourer, but of the

capitalist, the necessity increases for some effective control
, _ S4 '
over the proper application of these means" . This has been the

focus of. managerial enterprise during the major part of this

céntury. -

Jade2.3.1. CLASSICAL MANAGEMENT APFROACHES

The process of making.management economically efficient was

triggered off by Taylor and his pripnciples of Scientific
' 85 -

Management . This approach on his own admission would produce

- far larger and better results. The principles of scientific

management wetre built around four types of néw duties assumed by

"Yscientific managers".

I The first task of the scientific manager is the scientific
analysis of the tasks being done by workmen in organizations

with a view to reducing these tasks to laws, rules and even
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mathematical ftormulae. These systematized procedures are
then applied to concraete tasks in concrete work

organizations.

2; The second task under scientific managehent is the
scientific selectzon'andvthen the progressive deQelopment of

the workmen. v L e

S The third task is to bring together the science and_ the.

scientifically selected and trained workmen.

4, The scientitic manager performs analytically even as the

worker carries out his task operationally.

And the result? “"They invariably result, first, in
 pPoducing a very much larger butput per man, as well éé an output
@f a better and higher quality;y; and, second,. in enabling the
company to pay much highef wages to their workmenjg and third, in
= R

 giving the company a larger pr;?it“ . Hence, scientific
»management is geared to the generation of sﬁrplus value by
rvmaximizing the exploitation of labour. Labour not only generates
use value but also generates value to compensate the "scientific!
manager  as well as to enhance the company’'s profit. It may be
true that labour may be generating mﬁre use value and thus may be
bringing about increased wages but at the same time "scientific"
*hanagement and 1ts mechanisms concéal the proportion of wages to

»éurplus value generated. The benefits to the reproduction of
._;apital fhrough scientific management is far, far mdre,than, the

benefits accruing to the wage labouring class. The important



fact to be grasped here 1s that the real value generated is
hidden by the elabqratel "grientific" rationale behind this
system. Taylor himselt gives an example which illustrates the
‘above factsy “Under the old system, the cost of handling a ton pf
materials Had been running between seven and eight cents, andvall
you gentlemen familiatr with railread work know that this is a low
tigure for handling materials. Now, after paying for all thé
;ﬁlerical work which was necessary under thg'new systg@‘fqrr the
;iiie study and tné teachers, fcr'buildinéband Punning'thelléﬁéﬁr»“
%officé and the implement room, for constructing a telgphane
isystem tor 'moving men about the yard, for a gtreat variety of
fduties fnot performed under the old system, 'after paying for all
these things 1ncident to the development of the science of
sho?elling and managirng the men the neh wgy, and including the
wagés of the wotrkmen, the cost of handling a ton of material was
"brought down between seven and eight cents, and the actual
saving, during the ;ast six months of the three and one-half
yé;rs' Ir was.there was at the rate of $78,000 a yvear. This is
what the company‘got out of it; while the workmen who were on the
- labour gang received an average of sixty per cent more wages than
their brothers got or could get anywhere around that part of the
’cuuntry557. It ever there was a graphid descripfinq of how the
tépitalist work otrganization functions, it is this. The basic
wvalues, attitudes, procedures, effects, the reasoning, the overt
 énd the cover't dimensions of the éapitalist work organization
' cannot be better described. The productivity of the labourer

“ generates enough value to sustain the entire system of his own

‘vexplaitatiun and also contributes to the repraduction of capital.
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Having ®aid this, 1t must be admxft&d that by 1tselt there
certainly 1s an improvement in the methotdology, efficiency and
ease of work. It 18 the use the technology of work is put to and

towards what end which become a matter for critical concern.

Yet another example of a contribution.to the scientific
management school could be discerned in an'article on "THe giving
of Orders" by Mary Parker Folletts? The antithetical character
of - employer-employee relationsQieads-tb¢a situation where :=the
-émployev with the prerogative of giving orders~»encounters-
_ptroblems 1n 1ssulng otrders because employees resent‘the taking of
orders. Two consequences are discernible from the management 's
point of view @ too great bossism in giving orders ot practically
‘no. orders at all. Follett’s solution to this dilemma "is to
depersonalize thé giving of orders, to unite all concerned in a
study-of the situation, to discover the law of the situation-and

obey that. Hence, emplovers and employees are encouraged to

adopt a situational approach in which an analysis of the

‘si1tuation is made and the best possible alternative foﬁ
-approptriate action 1= adopted. Follett also adds
enthusiastically, "We have here, I think, one of the largest

contributions of scientitic management: i1t tends to depersonalize
orders. From one point of view, one might say the essence of

scientific management is the attempt to find the law of the

situation. "The formula for resolviné the conflict 1is to
discover "the law of the situation® and thus "“to depersonalize
orders", Follett concludes “If thdse'in"aupervisory positions

should depersonalize orders, then there would be no overbearing

bt
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authority on  the one hand, noe on  the other the dangerous
laizzez~faire which comes from the fear of exercising authority”.
The system of giving orders described above may indeed be
‘contributing to scientific management but there appears to be a
lack ot grasp ot the totality -— the structure of the work
organization in which orders are given. Al though both controller
and controlled may be subject to the law of a situation,
nevertheless the inherent_antagonism between the two cannot be
ignored. The structure of the work organization with ownership
and/or coﬁtrol in the hands of the emplover, it would indeed be
naive to think that mere depersonalization of orders would lead
to compliance and conformity. There also appeats to be  an
assumption that there is pasic harmony between the two sections
whereas empibical reality points 1n the opposite direction.
Although both employver and employee may subject themselves to the
law of the situation, who is going to benefit more and how 1s
also a vital question —— more vital than more obedience to the
"law" of the situation. The important considetration fTrom the
point of view of the purposes ot our analysis is that any
recourse  to "scientific management! without giving due weightage
to the contradictory and exploitative nature of the totality of
the work organization would call into guestion the very
scientific objectivity of the management orientation or practice.

A similar line of analysis can also be applied to Fayol's
Frinciples of Managementﬁ? The "“genetal function' of 6anagement
in organization, when viewed within the wider perspective of the

wotrk  otganiration and the prevalent daominant mode of production
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1% nerther an 1splated nor & neutral phenomenon. And,
Eonqequently, even the principles ot management, however‘
inseparable from the i1dentity of management pér se, take on the
characteristics of the mode of production or at least buttress
.the objects of the production processes given &’ particular mode
of production. - A briet review of Fayol's ,principles Qf
‘management which follbws lends credence to this perspective.
Fayol has listed fourteen principles of management most of which
héve.been testéd both in practice as well as through theoretical

/analy51s ovetr the years.
#.  Division of Work:

Fayol contendg that division of work is an inextricable part
of any social ortinduétrial organization. The object of division
iof work ié to produce more and bettér worh with the same effort.
Accordingly division of work from his point of view is "the best
- means of making use of inaividuals and of groups of ﬁeople". A
bdistinct lacuna in this type of reasoning is the question of
whose 1nteresté specialization, increased efficiency and enhanced
output serve—-—those who own/control the organization or workers
and the laréer society™ The answer to this question 1is
inextricably 1linked to thE‘ChaPaCtEF of the mode of production

which uses division of work.

*, Authority:

Accofding to Fayol, authority is the right to give orders

and the power to exact obedience. Again there is the system of
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sanction attached to acts ot authority in  order that usetul
actions can be encouraged and their opposite discouraged "in the
general interest'. In the context of our analysis of work
- organizations, an understanding of the role of authority per se
would be woefully inadequate. A necessafy exercise would be to
question the source of this authority to exact obedience -- Does..
.it flow from é feﬁdal base, capitalist base or‘socialist base?
Does it flow from gpuaufo;ratic base, oligarchic base. or _a.
democratic ba;e? The answers to these quéstion again point to
the i1nadequacy of viewing authority as an i1solated phenomenon »~;

isolated from the larger structural variables dependent on the

mode of production.

*, Discipline:

Discipline, according to fFayol, is iﬁ essence obedience,
épplitatlon, enerqgy, behaviour and outward marks of respect
observed in accordance with the standing agreements between - the
firm and its employees. Discipline would therefore appear to be
the confbrmity 9f empioyees to certain agreements with employers

with a view to fulfilling the aobjiectives of the firm. Employee
discipline bé&comes a form of consent to the structure and

processes of a work organization, & form of commitment to the

goals of the work organization. Hence, it isvalso important to
\

consider who stands to gain from this type of commitment. This

again brings us to the whole question of wpo owng or controls a

work organization and for whose benefit. Discipline in an

organization of the worker, by the worker and for. the worker

would have a totally difterent substance from an organization

-
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owned by & private agency or by a government bureaucracy. The
totality and praxis of disciplinary structures nﬁd processes have
a vital role to play in analyzing discipline in work

organizations.

*, Unity of Command/Unity of Direction:

According to Fayol, uwnity of direction would mean "“one head .
one - planﬁxigdﬁanity of-command would mean_tone emptoxne;top;ba#e
orders from one superior only“.  These two principles advocate a
system of vertical authority - with ﬁlanning, formulation of
policy, decision—making and the power to .execute plans, policies
and decisions concentrated at the apex level. Who directs, who
commands and towards what end become important questions in any

work organization.

The various other principles ot managemént like
centralization, subordinatibn of ihdividual interests to the
ge;eral ihéerest, scalar chain, order, stability of tenqrs of
personnel reveal a certaih pre-occupation with the control of
workers in  work organizations with a «view to relentlessly
pursuing organizational goals of economy and generation of
surplus value. = Viewed in 1solation, these principles of
management way appear reasonable and even laudable but when seen
within the larger'berspective of the politico—-economic structural
context of the work organization the purposes for which these

principles are employed can be called into question. As a matter

of fact, in the Fayol scheme of things, even the.principles of



remuneration ot personnel, equity, employee initiative and esprit
ge corps are  viewed as S0 -many  sOuwrces -—of - tstrength -for-

business".

The whole purpose of the review of Fayol’'s  brin§ip1¢s of
management has been to demonstrate that in any analysis of a work
organization, it is not enough to define how .to-manage-bMt- it cis
also important to spéll out who manages,~ to whaf end and for
" whose ‘benefity-given theapulitiﬂﬂfﬂCﬂﬂﬂngcé&ﬁ&ﬂﬂ#f&sQﬁﬁjﬁhﬁjﬁiﬂlﬁ
contradictions in the larger environment within which the work

organization operates.

The same vital perspective applies whafever the management
theory or managemeﬁt practice. - Whether the executive function is
viewed as the provision of a system of .communication tgwards the -
securing of essential- efforts and the formulation and definition

- 60 61
of purpose or as decentralization with tcoordinated control , it
is ihportant to know who owns the work organization and for whose
benefit. Whether management function is viewed as synonymousiwifﬁ~
decision makingbi or whether 1t is Management by obJectivesbs, it
is 11mportant to see that the increase 1n productivity and the
subsequent maximization of surplus value benefits those who own

and control the sysfem and does not reflect the social character

of the labour process in work organizations adequately.

The bfief consideration of some of the important management
approaches establishes the fact that most of these approches have
emerged  from within thé capitalist mode of production and  work

organization. ‘"Moreover, the cooperation of. wage labourers is
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entirely brought about by the capital that employs them. Their
unlion 1nto one single productive body and the eétablishment of a
connection between their i1ndividual functions, are matters
foveign and external to them, are not their own act, but the act
of the capital that brings and keeps them together. Hence, the
connection exisflng between their various labours appears to
them, ideally 1in the shape of a preconceived plan of the
capitalist and practicélly in the shape of.the authority eof the
samé capitalist, in the shape of the powerful will of another who
subjects their activity to his alma“b? Thus, management under
the capitalist mode of production has a stranglehold on the
working class through the cult.of the manager and almost forces

the belief on the working class that it has no existence apart

from its management. The belief spreads that "the wage labourer,
like the slave, must have a master who puts him to work and
65

rules over him .

It /18 not at all surprising therefore that there 1is a
feeling of antagonism and hostility between the owners of capital
and wage labourers, between the controllers and the controlled,
between fhe managers and'the managed. Organizational management
undetr the capitalist mode of work abganizatian is experienced as
?espntic by the working class. "1f, then, the control of the

capitalist is two fold by reason of the two fold nature of the
process of production itself which, on the one hand, is a social

process for producing use values, on the other, a ptrocess for
b6
creating surplus value -—- in form the control is despotic" .



The'work1ng class perception of the management of capitalist
work organization as despotic leads to working class resistance
to the domination of capital. Capital in turn has to. take
measutres to overcome the resistance thus intensifying the procéss
of exploitation, "As _the number of cooperating labourers
increases, 0 too does their resistance to the dBmination of
capital, and with it, the necessity for capital to overcomne -this  :
resistance by counter pressure. The cbntrol exercised by the
capitalist 1is not only a special function, due to the nature of
the social labour process, and peculiatr to that process, but it
18 at the same time, a function ofthe exploitation of a social
labour—-process, and is conseguently rooted in the unavoidable
antagonism between the exploiter and the living and labouring raw

67
material he exploits" .

. The consequences of this struggle between.capital and . wage .
labour are the myriéd manifestations of labour’'s opposition to
managemenf. Invariably management analyzes this probleh not from
fhe larget pefspectlve of the politico-economic structures and
processes :but fram a narrow perspective of the insubordination
and iﬁdiscipline of workmen. Marx himself has observed this
phenomenon, "......Capital is constantly left to wrestle with the
insubordination of the workmen...... Hence, fhroughout the whole
"manufacturing period there runs the complaint of want = of

&8
discipline among the workmen" .



3.2.2.3. 2, BEHAVIOURAL APFROAGCHES TU MANAGEMENT

The ingenulty and innovativeness of i1ndustrial capital and
induntrial} management is nowhere better manifest tham in their
eftorts to grapple with the nagging problem of worker
"insubordination” and "indiscipline". The results of these
efforts are manifest in the vast body of research related to
behaviour and behaviour modificiation in organizations. Human
relations theor; and technigues, motivation theories, personality
and 1interpersonal theoties, group dynamics, leadership and
organization dgvelopment techniques, participatory organization
structures and .processes and industrial democracy, have all
become the focal point of research and action in a concerted
effort to come to grips with the intransigent problem of worker
Yinsubordination" and “indiscipline”.

The earliest known .empitrical search Tor a solqtion was the
set of Hawthorne experiments under -the direction oii'behavinuralﬁ
scientists. The Hawthorne experiments heralded what has come to
be known as the Human Relations movement in industry. In Mavyo’'s
own wotrds: "In modern large-scale i1ndustry the three petrsistent

praoblems of management are:

1. The application of science and technical skill to some

material good or product.
2. The systematic ordering of operations.

3. The organization of team work -— that is, of sustained

.cooperation.
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The last must take account of the need for -~continual

reorganization of teamwork as opetrating conditions are chapged in

an adaptive society ...... The first of these holds enermous
prestige  and 1nterest and is the subject of continuous
experiment. The second 15 well developed in practice. The

third, -byﬁlcompérison with the other two,  .is almost -wholly
neglected". Thus, it is clear in Mayo’'s ownwords that his major
preoccupatimtr —in relation to:tha functioning af rganizatians-is
“the otganization of teamwnﬁk ~— that is, of sustained
touperation". Science, technblogy and management do play a major
role in the production pno:ess-butmit_iﬁﬂalsnwimpontant_tb_eli:it“
the willing coéperation of fhe community of producers. "For the
larger and more complex the institution, the more dependent it is

upon the whoeole—-heatrted cooperation'af every membetr of the groupﬂ.

The question is, “"How"7?. A guick perusal of the history of
_organizations—*theory-shuws that the answer to this question came.
in the form of a reaction of the "classical" organizations theagy
which had 1its origins in Tavior's 8Scientific Management and

O 71 T
‘other writers like Mooney and Reiley , FBrech , and Allen .
Classical ©organizations theory stressed division of labour,
scalar and functional processes, organizations structuré_and span
?f control. But in the same breath, classical theoﬁists did not
pay ﬁuch attention to the "“"human" factor in urganizations and
failed to incorporate in its scheme of things the behavioural

dimension of the actors in_the drama. It was to offset the

lacunas that the neoclassical or the human relations approach



came  into existence. The neoclassiciste Mmain contribution: was

to give due importance to the people in the organization if  only
to enhance their willing cooperation :in-the process. of.productio.

- in organizations.

The Hawthorne experiments ‘pavet the -—way-  for - 4he - Human

Relations movement in industry. There have been contributions to
- 73 ' 74
“thys approsaciyfrom Mayo-, Roothlisbargsrwngd Dickson ,~oBardnen
75 76 - 77
and Mpore , Davis , Miller and Form . The main thrust of the

Hawthorne experiments was to find out how best to utilize human

m«dﬂ—#ﬂduﬁtry s The -axpariaen ts; were. conduc ted: sins five

stages between 1927 and 1932.

Stage 1 : The Relay Assembly Test Room Study
Stage II : The Second Relayléssembly Group Stuay
Stage III H The Mica Splitting Test Room Study
'Stage'lv : The Interviewing Frogramme

Stage V : The Eank Wiring Observation Room Study

The first three stages were devoted to examining the effect
of physical conditions like rest pauses, hours of work, payment
system, temperature, humidity, light on work behaviour and
productivity. After about a year of experimenting, the
investigators came to a rathér'unexpécted conclusion that it was
not so much physical conditions as social satisfactions arising
out of human association and group solidarity which have a

positive effect on worker productivity and output. This
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conclusion came Lo Jﬁghi 10 the tirset  three stages of the
experiment and the esubseguent fourth sfage was used in
interviewing workers to worker attitudes while the fifty staqge
directed to an analysis of informal group organization 1in the

work organization.

~

The ‘impetUS given by the Hawthorne experiments led to .the

.heoclassical approach to organizations theory which gave a new

thrust to those who owned or managed organizations in their task - ..

of bringing under their control worketr behaviour and worket
proguctavity. The neoclassicists bégan'to pay ‘attention to
industrial fatigue and monotony, worker isolation and aﬁonymity
in relation to the pﬁoblem of division ot labour 1in woek
organizations. The neociassicists commitment to huhaniz1ng wark
organizations and work relationships also led to 1interest in
organizational problems of motivation, coordination, executive
leadership delegation and functionalization processes,

interpersonal and intergroup conflicts..

Classical Drganizat;ons theorists expended their energy 1in
mawimiz1ng the control of employees by svolving rigorous methods
of scientific managehent. Neoclassical theor1éts helped in
spreading the management tentacles even to2 the informal group
arganization within the work organization. The development of
ébciometric techniques and strategies for utilizing the informal
organization has helped those who control the work otrganization
to optimize the control of both the faormal and informal

components of the work otrganization.

A
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Neoclassicists interest 1n the "human” tactor i1n the work
organizaetion hes led to numerous studies telated - to the
motivation of workers in work organizations. The focus of these
endeavours has been to understand better human behaviour at  work
with special reference to why people work and how people can be

motivated to work. Several motivation "theories" thave  been

evolved as foundations for "humans" extraction of work in

‘carrylng out organizational goals. Mclelland &  achievement
8 . 79
motivation , Maslow s-'hieratrchy of needs , McGregor s Theory X
80 : g1
and Theory Y y HeErsberyg s Motiveation Hyglene theory , Sklnnetr s
2 ' 83

Theory of Behaviour Modification and Vroom’'s Valency Theory
are some of the more notable efforts in the direction of

understanding the mechanics of human and more specifically work

motivation.

Mclellanag eatal (1%68) caEme up with  the concliusion  that
individuals can develop “achievement ﬁot1vation” - Ya  concern
about success in competition with some standard of evcellence".
Experimental and fieid studies were carried out gu demonstrate
thaﬁ those who sire Tireo with thne “achievemsnt mobtivation®  are
also high achievers in both laboratory as well as real life
situations. Mclelland also developed training courses to help
people develop this mative. ‘ The training programme revolves
. 84
around four principles .

i, trainees are trained to examine themselves, their

behaviour, their needs, their feelings.
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e Trainees -are esposed 1o motivated mndividuals énd  are

encouraged to think and behave like them.

4.  Trainees are helped to set realistic goals which they can

realistically achieve.

4. Trainees are given support in bringing about personal

change.

Training fqr increasing the achievement motivation by itself .
may be a laudable'éxercise but the vital guestions uﬁder the
capitalist ‘svstem of work ovgaﬁizafion would be 1 What is the
meaﬁing of _achxevement? wWho benefits from the achiever's
. efforts? Does training for achievement oﬁly serve to re1nf6rce

the_exploitatlve nature of the work organization?

=
. 85

Maslow's hierarchy of needs has held considerable sway on
the depbate on motivation in organizations. According to Maélow,
“human needs seem to arrange themselves 1nto a hierarchy @
Fhysiological ‘6eeds, safety (security) needs, social
(affiliationd needs, esteem (Pecognifion) needs, self-—
actualisation. THe phyélologlcal needs are the basic needs like
fdod, clothing,v‘shelterg safety or security needs refer to the
need to be free from physical dangers and other forms of
insecurity; social or belonging needs refer to the need for

. , i
meaningful relations with others; esteem needs refer to the need
" for trecognition and respect from others; finally.the»need for

 self-actualisation refers to the need to act because the action .

itself satisfies or 1s in conformity with one‘s individually
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fmfmulated ideals and goals, The basic 1dea  behind Maéluw's
scheme is that individuals have needs and when the needs are not
satisfied there 1s activity. Hence, it follows that in a work
organization, the worker 's involvement in carrying uutvthn goals
of the organization 1s possible only when the work arganization
understands the!needs of the workers and also makes an effoﬁt-to
satisty their needs. |

(=1)
McGregar tried to analyze the. assumptions regarding. human-..

ﬁature and human béhéviour behind the processes going on in work
’ohganizations. For ‘instahce, he savs that most organizations
theories and management practices adopt a set of assumptions
"which he labels the '‘Theory X' approach.
Some of these propositions are:
i. Management 1is 'respansible for organizing the e}ements of
productive énterprise - money, ’materialé, equipment, . people

- 1n the interest of economic needs.

2. With trespect to people, this is a process of directiné‘their

~
efforts, motivating them, controlling their actions,
modifving their behaviour to fit the needs of the

organization.

3. Without this active 1ntervention by management,‘people would
be passive-even resistant—-to organizational neéds. They
must thereforebe persuaded, rewarded, punished, controlled -
their activities must be directed. This is management’'s
task. Management from this pérspective consists of gettihg

things done through other people.



Atter spelling out these propositions ot Theory X, McGregor
makes an attempt to make explicit certain underlying assumptions

which go hand 1n hand with the approach:

1. The average man 1s lazy and wants to work as little as

possible.

by’

. He lacks ambition, dislikes responsibility, prefers to be
\
led..
s He 18 1nherently seif-centwed, indifferent to organizational
needs.
4; He 18 by nature resistant to change.

S He 1s guilible, not very bright, the ready dupe of the:

Charlatan and the demagogue.

The basic management strategy 1in  relation to  work
~organization under the 'Theory X’ mode would be one of direction
and control 1rrespective of wﬁether managemenf is ‘hard’ or
‘s0tt . The tough method of directing takes the form of
coercion, thereat, clpge supervision, tight controls over
behaviour. The Laissez faire method of directing behaviour
involves being permissive, satisfying of people’'s demands,
achieving harmqny in the hope that they will become tractable and
1&1timately‘accept direction.

McGreqot, however, feels this approach 1is inadequate

- especially considering the findings of social scientists



regarding the hierarchy of human needs - physiological,  satety,

social, ego, selt-fulfilment needs. Dnce basic phyhiﬁlagi:al and

safety ‘needs are satisfied through work, men can be mofivated,

only by higher order needs. While direction, control and coercion

as management strategy may be adequate when even basic needs are

met, once higher.order needs become operative as motivators, such

strategies become woefully inadequate calling for new methods and

new strategies.

“Theory Y" is McGregor s offering.
Management 1s responsible for organizing the elements of
productive. enterprise — money, materials equipment, people

~~ in the interest of economic ends.

Feople are not by nature passive or resistent to

organizational needs. They have become so as a result of

1
1

experience in organizations.

The motivation, the'potential for develapment, the capacity
for assuming responsibility, the Péadiness to direct
behaviour toward organization goals are all present -in
people. ﬁaﬂagement does not put them there. It is =a
responsibility of management to make it poésible for people
to recognize and develop these human characteristics‘ for

themselves.

The essential task of '»management is to arrange
organizational conditions and methods of operation so that
people can achieve their own goals best by directing their

own efforts towards organizational objectives.
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Mﬁﬁregar‘vﬁimﬁﬁlf adm1t§ £ﬁat'fTheory.Y' iﬁ g?nénymo&s with'
‘Drucker s ;Nanagemeﬂt by Objectives mentioned earlier wgich is a.
process.of éheéfing oppbrfunities, releasing-pbteﬁtial,wrémovihgfi
pbstaclés, encod»aging gruﬁfh, providing guidanceu Practical
me%ﬁnds. ot épplying "TheorQ Y' according -to- McBre§or -aré 
; decentraiization' and delegaﬁion, job enlargement, consQltativé_>

management and performance appraisal.

The brief discussion of McGregor'slThébry,points tawards.th
different approaches to the people in organizatioAé.' Oné
apphéach,is authqé;tgrian, vmanipulétive, coercive, the other is
dembﬁﬁgtiq;i?pepqLiécéntﬁﬁdgféyf%ﬁife;tivé. Yét Heither»Tﬁeer x
nor Theory Y éddresses itself to the question of the structure 6f
"bwqefship and cqnfral in 'organizations. ._whetﬁer it is Theory  xf
or  Theary Y, ownership,'_control, power to take organizafiohgl
;deciSiqns resides fiﬁm1y ithheghand5 of management and gVén . the
ad;acacy of employee participation in decisioh—Making 'hna ité
modalities is -a ménaéement preragative.- _Thebby‘Y certainly is a -
sfepvin the directiéﬁ GT‘GEmacvétlﬁatibﬁ of tﬁe.work organizétioh
‘-put very otften as McGregor Hiﬁsélf'admits,'the managemenfs ac;ept_
thé Theory Y ideas butfﬂﬁplyvftiwithiﬂithE’fka&é work of Tnebﬁyﬂk¢
" and its assumptions. But more fundamentally neither Theory X hofl
Tﬁéory” Y come to grips with the prolem. of the' structure Huf_
confhbl iﬁ work urgaﬁi;at;ons.‘ Under both systems control qfuthe ;
‘work ' organization still ;Eésté with ‘manégemént and ’iéﬂfiiéf}
_managgmentj‘which holds the prerogative to determine  thE. sc°PE“
Cand 6bntéh£ of .Qbﬁker. involvement in 'decisibh~makih§2 :iﬁf

erganizations.
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87 ‘ : S o
Herzberg ' introduced his Two-factor theory or “The

' Motivation-Hygiene" Theory. His endeavour was to disto?er _the
job '"sqtiﬁfiérs" and job "dissatistiers’. As a result of 'hip:
effort§b~ ﬁé fﬁﬁnd- that "five féctoré 'stahd out aﬁa ﬁtrong
- determiners of Jub'safisfaction ~-‘achigvement,‘recbgnxtioh, woék
. itself, responsibility ;Ld advan;ément sssss™s  He also found
tha# “the major disgatfsfiers were company  policy  and
admin;stratian, .supervision, salafy,,ihterpérsonal relafidns and
.workingb conditions”. Herzberg finally came up with a procedure
tor enriching jobs: as a method for motivating workers . for
7enhaﬁ&éd?bedﬁcfi;i£y §ﬁd3sqfi§fg¢tiDn. " The only hitch éppgars
‘to, be that the structure of COnfbol'of the wotk organizatioh is
 takén for granted and hence the implicatioﬁs of enhanced

productivity of the worker is not given due importance.

Thére have also been'numernus”expefimentai studies related
to classical conditioning and operant canditioningfcoupléd_'wifh.
considérable‘debéte about -the potential of .thgse -theories‘ and
' ExpEPiM?htE in'_the cdntrp; of workers in wWork drganizatiané.
Skinneraesuggested that:mOtiVation‘fbr action depends on the kiﬁd
of reiﬁfﬁrcéhéﬁé. if the reinforcement is positive, the actipd
w;ll. be rgpeated. If the action is fnllowed by  a negative
‘reinfarcement,' the mnti?étioﬁ'fbﬁ‘the action would be  redqcedf
Thus, i thrnuéh - a progkamme . of poéitiVe., and hégqtiVéi
réinfnrcemehts, it would be passiblé fo.ehcounage or ,hischfage
action, contiﬁue or discontinue action. Certain types of actidn

could 'even'be made extinct completely. A motivation theory - of
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this kind can ceftalnly contribute toitﬁe buttressing of an
pxpla1tat1Ve mode of work organization wh@hein work behaviour can
pe controlled by means of a systematic programme of positive and
negative reinforcements Se:ause after all, going by this theory,
good manaéement is that which leads to the behaviour desired of

organization members by management.

The brief description of some of the major motivation
theories indicates the  basic thrust of these efforts. in the
content ot tackling the management perception of' worker
“insubordination”. A critical appraisal of these theories points
to the lack of sensitivity of these theories to the larger

question of politico-economic structures and processes 1in a

contradiction—ridden totality.

AN

Freoccupation with motivation in organizations indicates an
approach o behaviour of workers which is characterized by focus
on 1ndividuals in organizations. Theorising centres around the
guestion of how 1individuals can be motivated_to impPer work
performance. Organization theorists have tried another approach
to the ptroblem .Df enhancing work productivity-— an approach
characterized by focussing on the group rather than on the
‘individual.

~ 89

. Lewin, K. et al carried out experiments on group dynamics
and group behaviour using a battery of tests and techniques;
Group processes, patterns of aggressive behaviour, impact of
different types of leadership 6n grdup_behaviour were sthied.

The effect of three types of leadership - authoritarian,
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democratic, laissez~falire — On group aggyression was studied and -

vary . 1hteresfing observations emerged.  "The analysis of data

{
followed two interesting trends:

Y

1. ‘interpretation of 'sociological or 'group-centred’ data.

2. interpretatibn of psychological or ‘individﬁale:entred'
data. ) '

The sociological _apphqach in:luded fﬁch analyses as
'differences. in wvolume of social interattiOn related to social
atmdsphere, nature of club activity, out—group rélationship,
differences in pattern of interaction related to outgroup in;
.gEon 1j6riéﬁfatian, atmagpherGJ diffErenceé in 1eader—gradp
relationshib, effett upon’gﬁﬁup sfructuﬁe, pattern of social
atmospheée and types of activity, group differences in language
behaviour, etc. The psychological approaﬁh “included such
anélyses as relation of Sﬁme backgrpund bto patterh of club
behaviour, trange of variaticn'bf meMEer béhaviuuw.in different
types qf social atmoéphere, patterns of individual reaction to
atmcsphere‘ transitions in relation to cése history dété,
correlation between position in grcup stratification and pattern

of social action, etc."

Argyris has contributed to this coﬁtroversy of individual-
group relationship by analyzing individuall needs and
;rganizatinnal needs and then tryjng to evolve a model of
ohganizatiénal behaviour which would fuse the two conflicting

‘pulls and pressures. Argyris has stated the impact of formal

organization on the individuel in terms of several propositions:
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There 1s a lack of congruency between the needs of healthy

individuals and the demands of the formal organzzation.

The resultants of this disturbance are frustration, failure,

short time perspective and conflict.

Under certain conditions (growing maturity, more'direction,
lower authority, more control, greater gpecialization), the
degree of frustration, failure, short time perspective and

conflict will tend to increase.

The nature of the formal principles of organization cause
the sub-ordinates, at any given level, to experience
competition, rivalwy, intersubordinate hnstility and to

develop a focus toward the parts rather than the whole.

The employee adaptive behaviour maintains individual self-
integration and simultaneously facilitates intearation with

the formal organization.

The adaptive behaviour of the employees has a cumulative
effect, feeds back into the tformal organization, and

reinforces itself.

Certain management reactions tend to increase the antagonism

underlying the adaptive behaviour.

Other ménagement éctions can decrease the degree of

incongruency between the individual and formal organization.
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02. Job or trole enlargement and emp10y§e4ceﬁtredrleadership will
| not tend to work tanthe eﬁtent that the adaptive bchqvjaQr
>has beéome embedded in the organizational culture and self-
concept of the individual.
10. The difficulties involved in Froposition 9 may be minimized
by thé use ot reality-oriented leadershipq?

' The propositions clearly indicate that theré is a conflict
of interest between individual needs and.aﬁéanizatiOnal needs.
The dialectic between those who control the organization and
those who come undgr. their control is based_ on inareaéing
antagonism. fhe resépnsetpf‘m&nagemént'to:iuch antagonieams only
increases the antagonism. The main ideas of Afgyris’ analysis

are/biven below by way of summary of his system:

1. Organizations are grand strategies individuals create to
achieve objectives that reguire the effort of many. For
historical reasons they follow a particular initial or
formal strategy whose rbots may be found inmilitary‘theory,
industrial economics, scientific management and public

administration.

2. The étrategy derived from these roots leads to a pyramid—'

shapéd. formal organization defined by such principles . as
. chain of command, unity of direction, span ofbcgntral and
task specialization. If this formal strategy works as it is
intended, then the analysis éould end here. Unfnrtunétely,
the formal organizational strategy hits somé énags‘ -~ the

primary one being the individual human beings.



3. Mutual adaptations take place where the brganization_

modifies the individual's personality and the ;ndi?tdunl,

through informal actiQities, modifies  the formal
_organization. v-fhcgg ﬁodificationsb_bocame _part of the
organ;zation. | | |
‘ 4;: A total o¢ganizatidn is therefore more than the formal

organization. _Concebtualizing it as a bénayiourali”yéte¢ we

'mgy- conclude that an organization is a caﬁp@@ftq$;a¥ four

different but interrelated sub*sysfemsf résui#ing"in ‘the

following kinds of behaviour:

&) The  behaviour ' that results . from the formal

organizational ‘demands. -

b) The behaviour that results from the demands of the
informal activities. o .
c) The behaviour that Pésults fro each individuals’

~attempt to fulfil his idiosyncratic needs.

d) The behaviour. that is a resultant .of the unigue
patterning for each organization of the three levels
?1 ‘
above .

The énél;gis. of the individual—oﬁganizational diéiectic
appears to view organizational behaviour as isolated zphénnmenon
untouched by the sp;iai, economic and political processes in the
larger enyiEdﬁméht'in which the urganiiétiqn is situatedf. ,égéin
the featﬁrésv of the mode of prndué#ionvaﬁd_ifs goals and means
cand’ theikkimpact on indiVidual—organiiatioﬁal dynamics have Anot

been taken into account.
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92 , T ,
Likert after analyzing the cases of high nchipvlnd“mnnsqurS'

céme to the conclusion that "a newer theory df_urgqn;}attdn and
management can be stated". Traditional mlnig.hifgiaﬁy;'hdld the
view that the best way to motivate and dﬁreét biﬁ#Qiour is ¢to
exercxse control - through authar:ty. "Jobs'lri organized, methods

are prescribed, standards are set, performnncc ooals and budgets}

are establiéhéd. Compl;ance wlth thcm ii ‘nught through the use"
of h:erarchxcal and economic pressures"'7 But effectlve managers
feel that such measures tend to - be cnunterproductxve. Instead

’:they try to use varxous types of motxvatxonal methods in order tu'

Z'bu11t favourable and conperat:ve attitudes in the work group.

The superiors who are able to elicit the conpeﬂation of
their subordinates have the following characteristics based on

studies conducfad by Likert:

1. The attitude and . behaviour of the superior toward the
subordinate as a person, as perceived by the subordinate, is

as follows:

a)  He is--supportiQé,lifriendly and ﬁelpful rather thgn
hostile. He is kind but firm, never threatening,
genuinely ;nterested in the well being of subordinates
and  endeavours 1t6 freat  peqplg‘ in a ~seﬁsi§ive;
Cbhsidérate ‘way. He is just, “if not generous. He
endeavours ta serve tﬁe bést intérests of his emplayeéé

as well as of the company.



b) He wshows cohfidenc. in the 1nteqr1ty, ibility and
mothétions ot 'ubOFdlnAt!B rather than :uspicton ddd:

gistrust.

c) His conf;dence in subordinates helps him to have h:gh
expectat1ans as to their level of performance;u with

»cnnfzdence that he will not be disappo;ntodi’h- txpe:tu 

much, not littla.v (This again, is fundlm:ntally -

suppértive rather  than  \a critical"hgr': hostzlet
relationship.) | |

d)  He  sees that each subnrdznate is well trained . for his

Niparﬁicular*g Job._ ’ﬂ_ eﬁﬁeaVours ‘.also "o help-

subord1nates,»be proﬁoted by.training'them for jobs at

the next level. This invglves giving _thém relevant

éxperience, and coaching whenever‘ the . opportunity

offers.

e) He coaches and assists employees whose performance
is below standard. In fhe case of a subordinafe who is
clearly mispléced and unable to do ﬁis Jjob
5atisfactorily,_ he endeayours to find a position _well

{suiteq to that éﬁpioyEE‘s abilitiesbandb'arrangés to

have the employees transferred to it.

The behaviour of  the super:or in directing the work is
character:zed by such act1v:ty on
a) Plannxng and Echedulxng the work to be done,v traxnlng

subordinates, supply;ng them with mater1al and tools,

initiating work activity, etc.
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b) Providing adequate technical competence, ‘particUlarly
] . . .
. in those situations where the work has not been highly

standardized.

3. The leader develops his subordinates into a work team with
high group loyalty by using participation and other kihdtmof

group leéadership practices.

AL

"Finally,  Likert -suggésfs’ that there isl_an-‘&ndehlyiﬁg
pfinciple which_ the high-producing maﬁagerﬁiseem to be using
which Likert terms ”thevprin;iple éf suppqrﬁive relationships“.
The guide in ahyvaffemptfta app1y th;iquer'thebry\bf méhagemeht
in a specific plant ot dﬁganizafion, .caﬁ bé briefly.stated :IThe
1eadehship apd other processes of therrganization must be such.
as to ensure a maximum probabiliey that in all interactions and
all relationships with the organization each member will, ih the
light othis values, background and expectations, which builds

and maintains his sense of personal worth and importance.

How far the principle of.“supportive relationships” could
contribute and has contributed to tackllné the management problem
of haﬁdling_ an intractable workforce is a debatable qustinn.
The» more fundamental question would be to ask to‘what extent the
strategy of "supportive relationship" is going to provide an

answer to the productive and distributive aspects °f”“the
-strhtture’ of industrial and soCio—ecdnpmic organizatibn. The
principle of “supportive relationships" may perhaps be viewed as

the expression of a“compassionate" capitalist mode of work

organization.



- stir  the

’, 0rganizafi6ﬂ theorists have also tried to demonstrate that

. besides - human relations techn:due, motivation ‘theariesg"qboub 

dynamics, individual-group relations leadership styles too can

 contribute to extracting the cooperation of the workforce. .

Considerable research has gone into the question of thev~pgtterns

- of leadevship " and ' their impact on the functioning = of

93 : L .y
organizations. Drucker , for instance; has said cqteqqrica;ly;

that business fléadership' is an  é:s§nt;a1i.nindigpensdbiaf,bqt7
scarce resburce in the effective running' of aﬂ_ organization.:

Energy apparently flows from a dynamic and energetic leader to

‘ann;zgt;ph,on'to'thg‘fqtfiiméntgpf phé goals pf‘fan_

organization.’

There have been several attempts to determine who or what
. : | 94 _
constitutes effective leadership. The trait theory has yielded

inconsistent findings; a more acceptable theory regarding
leadership . seems to be the situational theory of leadership .

Considerable research has been carried on over the relative

96
effectiveness of a task-oriented leader and a people-centred
97 _ : : 28
leader , between an authoritarian leader and democratic leader .

| o 95 :
The Michigan leadership studies = identified two concepts = —--

‘employee orientation and production orientation; Cartwright and

100 :
Zander spoke of group goal achievement and group maintenance as

¢he_-twd’;dimEDSiDD§ ~of leadership; the Ohio state - Leadership

studies identified:‘twd:dimensions__of 1eadership —_initi@tinﬁi_

101 102

-5tructuré '(tésk-—.orientedness)v'a Blake and Mouton :came_ up
'rwith the Managerial grid which ppstulatedufive‘different,_styles.

of leadership based on concern for ptroduction and  concern for

»
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géople. Like»ffof favbués ‘an employle~ccntr¢d band democratic :
leader | as Tfh§*‘ h6:£ likely style tor inducing greatern
effectivebess .hd prbductivity. Fiedlur1é4dcvaloped a Leadershlp
’Contzngency Model wherexn the “favourableness" ofa sxtuation to A

’Ieader;depénds on_three situational var;ab;es:

1) leader-member relat:uns,_.(2> task ltructure
'yeﬁﬁed in the laader. Reddin and his S—D 1H nagem.nt Btyle

~

Thédry 'added”én “effectxveness" d:menEIOn tu fhe task dzmension

and the ,relét1an5th dimenSion. .Lewin D__ postulatad that.

’gffectivenésﬁ is >N functxon of the. matntnnance nf cqu111brium

i

:?Klﬁﬁtﬂving- -product:vity, ' contralr
competition) and restrainihg;fbrcés (antagqnism, indifference_nfvv

" workers). Lewin'refefs_to this'pracess-as}Fnrce Field Analyﬁié._

There is no deﬁyiné thg-fa;t that in the diré#tiun of goal
fulfilment, group‘ or ofgan;éation‘méy reqdire the d;namism of
individﬁals with'dﬁive,i vision, ‘and initiative. But very bftenJ
Leadership is associated with extractxngvmore froﬁ 'fhe ‘human
resources with a view to maximising productivity‘and increasing
profits &ithput{@gé_:qnsidéﬂation.tq the structure of anerShip
~and ;ohtbdi,'wihé‘bFodncfibn‘andbthe'distéibufion'af valué added.
"LEadership in a work drganizatipn becomes. an expfession ,bf the
}roh :1aQ ,of  o1igarChy _and of tontr&l"dver wage ‘1ébnur'fand
;simdltanebusly relegates to the backgrnund the rule off tﬁg?

’worklng classes in the pracess of productxcn.

0rgan1~atxons  theahy has. ‘applied its  energies to

-understandlng the individual—group—organization-interacfion with
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a view to enhanting the productivity of‘tho'individuals'dhd other
constituents of the orginizatiun. | The basic tﬁ»uét has beéﬁgto
come to grips with the "indiscipline" and "1nsubordinntion" ot
the workmen. Several técﬁniqués have been tried; Eeducingvtime 
spent at work, wage hikes, ffinge benefits, human relations

training, sensitivity training, two-way communication, job

participation, employee counselling . More recently organization
' 108 : 109 o o , 110

development, transactional analysis , transcendental meditation,

' 111 : : 112
various experiments in industrial democracy , Vismani 1978 ’
113 : '
Foale 1975 ) have been thrown in.

¥

ot A a
MU g

S.243. CAFITALIST WORK ORGANIZATION AND THE MICROFRAXIS OF
ALIENATION '

The discussion so far has focussed on the structure and
- processes 1n work organizatiqhs in our attempt at understanding
the modalities of the worker organizational praxis of alienation.
The modalities of work organization in the context of diverse
modes of pruduction;' the frenzied drive of capitalist work
organizations towards profit maximization, ‘ the exploitative
control of workers through methods like the hieratchical
structuring of . authority, division of labour, ~classical and
neoclassical approaches to management are all factors which
Fhahacterize the structure and process in work organizations.
".fﬁésé‘ factors aléq. therefore constitute the alienation of.

activity. -

What is the impact of capitalist work organization on

workers given the organization's predominent .- characteristics
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’desckibed above? "1t increases the social productive power of
labour, not only for tha benefit c¢f the capitalist instead of for
that of ¢the labourer, but it does this by cribpling the
1hdividu51-1abourers. .It_creatéé néw'cqhditlons for the lurdihiba
of capital over labouk. If, therefore, on tﬁe one hgpq, it
presents itself’ historically as a progress and a8 a  n;é§s§§ry
phase in the development of}sucieﬁy, on the uther h.nd, ?;¥ i &
.fefinEd and civilized”ﬁethod of exp1o1tation“1:4 Cap:talist wnrku
organiiation is so atructured as to maximize the‘ progressxve
exploitation of the workers and in the’ process the power of the
w;gﬁ?itﬁ15étg _9V?"‘-”ﬁﬂ¢¢ _workers ; becomes ;‘xntenslfied. .  The
‘ DrgéhizétiDn ofb work w:thzn the cap1talxst mode of product1an
definitely increaseé .prnductiQity which ip turn benefits ihe
capitalist at thé expense of individual iaboufers; Althaugh
‘chroniclers of the socio—-economic history of society may ﬁail the
’capitalist mode of work organization as a éign of progress,
mention ' must aléo be made‘of the concomitant advancement in the

sophistication and subtlety of the methodology of the

exploitation of the working class.

The exploitatidn'af the working class extends not only to

economic exploitation but also his 1ntellectual and social

115
development 1in organizations. Marx quotes Adam Smith on this
point, '“The‘ underétandings of the greater part of men are
65Cessari;y fnﬁmed‘byitheir ordinary employments. The_man'whase

whole life is speht in performing a few simple dpératibns Ceenan
has no occasion to ekert his understanding .... He generally

becomes as stupid and ignorant as it is possible for a human



creature'-to becoqe ..;. The uniformity of his stationary life
naturally corrupts the courage of his mind......._ It corrupts
even the activity of his body and renders him_vincapable uf
exerting his stréngth with‘vigour and pefsevérance'in anyn 6thér
employments than that to which he has been bred. His dexterity
at his own'particular trade seems in this manner fo be acquired
at the expense of his intellectual, ,qociél And marttql virtues.
But iﬁ every improved and civilized so#iety, Jtﬁia is the Staﬁe
into which the labouring poor, that'is, tﬁe greéf‘body.of the
people, must necessar;iy fall". The érganization of work whicg
,ié; baéed on r;gidj:ampantmentalizat;nn,leaqs fa Eepetitién' and
monotony'-which in‘turn leads fo thé physical, mental and social

~impovetrishment at the labourer.

A corollary of the above observation flows from the
politico-economic stﬁuctuﬁé of the mode of production and thé
cnnsequentv.dichotomy bétwean mental and mataria& labour. "The
ideas of tﬁe‘ruling ctlass are in_evéry eﬁoch-the ruling idéas {

ie., the ;lass which is the ruling material force of society it

1s at the same time 1ts ruling intellectual forece...... The
‘ruling ideas -are nothing more than the ideal expression of the
dominant material relations, the dominant material relations

i
grasped as ideas; hence of the relations which make the one class

) 5 . _ : 1164 ,
the ruling one, therefore the ideas of its dominance" . The
conceptual and 'methodolngical skills related to scientific,
technological and managerial aspects of work organizations

"reflect the Values and orientations of the dominent mode of

ptroduction. Besides this basic idea, the technical and
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._managerial ;onceptunl &nd methqdologiﬁdl skills are monopolized
by thoie who control the work orgﬁnizaéion. Thu; managers ;and
tapitalzﬁts become the "“thinkers" in the procééses of _wqu
organizations while labouring classes #re kepf at a specified
level of ignorance in order to maintain existing 5tructures and
to prevent mnbklity"..... The division of .labdur wﬁiﬁh we
;lready saw above, as one of the cﬁief fﬁrces df.histpky Qp‘till
now, manifesto itself in the‘ruliné"ciASQ_ﬁé tﬁé division of
mental; and material labour, so that inside fhis class'ohé part
appears as‘the thi;kers of the Class ... ‘While the others’
atﬁitu&eé:;ﬁq;@fhe§g fidgas, andi#}iﬁﬁ;bﬁs,is  mora, pas;;ve _Qﬁd

receptive because tﬁéy aﬁe in béality the actiVe members of this
.class"ll? Thus most of the expenditure and effort related to
Human FResources Development in organizations is directed towards
the development aof "mentél“!labauk represented ‘by management
cadres. This in turn leads to the widening of the cultural and
capabilities gap betweén the managerial cadres and the working'
classes. The content of management development programmes also

buttresses - and intensifies management control over the work

organization over which workers have little or no control.

-

2.3 Work QOrganization and the SDciarist Mode of Froduction

One of the aasumpfians genetrally made is that work
. - )

nrgan;zaﬁ:gn? under the socialist mode of production 1is more

humaneuithén work organization under the capitalist mode of
production. While empirical data is available in abundance on

capitalist work organization, there is little on socialist work



organization; This . section, thabafore, will base itself on

Michael Bura@6y7s '“Politics of Pboductioh" (i?BSi in drder to |

understand work orﬁanization within the framework of a socialist

mode of prédduction.

-

First, a brief overview of the Marxist-Leninist perspective

on management;and’nrganization ih the socialist dispensation 1

* Marx, Engels and Lenin<devéldpad_3 "5:;ence of wmociety"

*

*

in which society is viewed as a self-governing system.

The systems approach to society led to the formulation of
”fhéf:;éfigztfbﬁﬁrof §8C;6:§E;ﬁ6mitV'¥6Fﬁétioh. “Just as
Parwin put an end to the Qiéw of animal and plant épecies
being unconnected, fortuitous, crééted by 6God and
immutable and was the first to put‘ biology on an
absolute{?b .scientific basis by establishing the
mutabilityrand the succession 6f species, so0 Marx put an
end to the v;ew‘of society being a 6echanical aggregation
of inqividualsvwhich allows all sorts of modification at
the will of the authorities. (Lenin, 19&60: 142)118

‘The = systems within a socio-economic formation are

ccmmoﬁly divided into managing and managed subsystems.

"'The role of management consists in the formation and

f;;fﬁdptimiiation of systems.

*

Marx discovered two types of managing impact on a social

system - one spontaneous and the other conscious.
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Spontaneous mechanisms of managing action brings about: a
general tendency in the random play of individual
inétancus - the social acts. A major instrument of the
spontaneous mechanism of management is the role of the
market in the capitalist Syatem' with the underlying
tendency represented by theblaw of value - thev ultimate

basis of the capitalist economy. ' ' .

The conscious mechanism of management involves specific
activity of men, the ftunctioning ot established

institutions  (personalities, organs .or organizations)

exerting a purposeful impact on the system. ‘“Regulation
’ 119

and order”", wrote Marx (19771 792-93) ’ "are

themselves indispensable elements of any mode of

production if it is to assume social stability and

independence from mere chance and arbitrariness.

The significance of management gPQWS'witﬁ the development
éf productive rforces and productidn relations.
Management becomes an 1ndependent function and a new
cadre _o% managerial 1abour also comes into existence.
"Tackle the guestion of management ..;.. Learn from your
own practical experience. Learn from the bourgecisie as
well .... They know how to maintain their class rule;
they have the experience we'canﬁot do ’without, wrote
120 ‘ ’
Lenin (1920 : 42) . Lenin stressed the importance

management but he also made a clear distinction between

the scientific and practical aspects of capitalist‘theory

of



and practice of management on the one hand and the
exploitative nature of the Capitallkt system and the

resultant management practices on the other.

The major elements of the socialist critique of capitalist
management 15 as follows @

*

The most, important foundation of goal directed and
scientific management — the ownership of the implements and

means of production by the people’— is absent.

Thus given the property relations of the capitalist system,
the basis for collective work - the solidarity of interests

of all the participants — is lacking.

This leads to contradictions between those who own and
control and those who sell their labour for wages in a

structural and fundamental sense.

Such &n orientation as described above results in - the
improvement of the organizational and technical aspects of

management while the alienation of labour is intensified.

However, capitaligt ménagement has made a tremendous
contribution to both the science of management as well as

to scientific mamagement.

The socialist critique of capitalist maﬁagement also

acknowledges that management is a significant social factor

and recognizes the need for the development of a management
science as well as for the encouragement of the practice of

scientific management.



The socialist system begides its critical view of capitalist
management also has a point of view on whét constitutes
socialist management. The basic ideas of thé socialist

conception of management are as follows

* There 1ie the policy of the dominant position of the

ownership of the whole people.

* The goals of management are inextricably linked  with the
larger politico—economic purpose of establisﬁing a

communist society.

* The role of management in working towards the establishment
of a Communist Society also necessitates that management
will function  under the direction and leadership of the

Communist Partyf

* The most impartant organizational and political principle
of socialist management is the principle of democratic
centralism. Centralized» planning and control by state

agencies are important dimensions of this principle.

* Lenin did make an effort to give meaning to the word
"democratic" in the concept of “democratic centralism".
,"weu have a ‘magic way" to enlarge our state apparatus
tenfold at ohce, at one stroke, a way which no capitalist

state ever possessed oF could possess. This magic way 1is
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to draw the working people, into the daily wobk of state
oo o 121

administration’. (Lenin, Vol. 26, 111-112) . The

democratization of decision-makinq processes in ltgté B

enterprises was very much a matter of Lenin’'s concern.

* While capitalist management emphasized économ1c  profit,
sncialist'hanégement considetred human pkofit'as obltg?toéy.
Factors "like the education of workehé,"fhe shaping ﬁf' a
socialiét cansciouéness and tﬁe consolidation of sociaXist

relations were considered 1mportant.

Thus - far the’pﬁedepté'of;the sqcialist mode of ﬁroduction ‘have
been described . But‘the question is whether the precgpts.

have been translated to praetice and what are the implications
for understénding work organization within the socialist

framework.

- Burawoy ‘s “"Folitics of Froductién" presents an insightful
comparative analysis of the ;apitalist mode of production and the
socilalist mode of production as experienced in the East Europeén
‘context. | For Burawoy, “a mode of production is a way of

122

appropriating surplus value from direct producers." (p159)

egain; y%or ‘ﬁim,"surplus is the difference between whétv_is’

appropriated and what is distributed back to the direct producers
in the form of wages, benefits and subsidies (p 159) C.Utilizing



these two concepts, burawoy compares the two modes ot production.
124
(pp 159-161) t

* Surplus 1s appropriated * Surplus is appropriated
privately centrally by the state

* FProfit levels are the pro- # Central planners set the

duct of the activities of parameters for the evaluation
all competing capitalists of performance.
and are thus beyond the

-control of any individual -

capitalist.

# Firms attempt to contain # Socialist enterprises seek to
competition through the increase their power vis-—a-vis
formation of trusts, central planners through
cartels and tne like. expansion.

Competition itself deals a
death blow to smaller
enterprises leading to
concentration and centra-
lization.

And as for work organization within the socialist mode of
prdductioh, Burawoy 's case study of a socialist factory shows
that labour intensity 1s more when compared to a factory

organization within the capitalist svstem. The comparative

g
ot

characteristics are as follows: (Burawoy 169-170)

Socialist Work organization Capitalist Work orga-
' nization
More emphasis on piece rate ' Mote embhasis on Time
‘systems : Scale systems :
There is employment security There is employment
but wage insecurity insecurity but wage

security including state
employment benefit during
phases of unemployment.
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Socialist Work Orgapization Lapitalist Work Qrganization -

Ideology of consent within Tay~ . Ideology of consent in
lorian structures and strategies motre humane framework
Status determined by political Status determined by per-
access » formance based promotion

-and transfers

Control by immediate supervisor : - Control rules, procedure
‘ - systems :

3.4 Micropraxis of Alienation

The analysis of the praxis of work organizations began wifh
the premises that man through work inserts himself into history
with a view.to transforming nature into sgcially and economically
useful‘goods and services. It is in thié process that he enters
into social relations with other men. Each stage in the history
of a society is characterized by a dominaAt mode of production
and its concomitant relations of production. Work organizations
also therefore are determined by particular modes of production
which are dominant at specific historical moments 1in the
development of a society. There are two dimensions of wark
organizgations —-— the reiations 1n production which determine the
modalities of the organizational structure and processes and the
practical éspects of work organizations which are concerned with
the Ltask of transforming nature into useful things utilizing
%qg;;;QQtrumentg of production. The stability and éantinuity of
thé.mdde of ﬁroductibn and its particular méthod of appropriation
of labour 1is possible only By the power mechanism in the work

organization —- who controls and how.



Thé- aﬁalygiéqu indiéﬁ séciety ;hows £hét QiVen the Indian
constitutional mandate  §9 establish & 'democratxc,  * secular,
sociaiisf sociafy, the resultant scenario consists of  ; ﬁiked
econpmy, -plgralist politics and sociocultural divecéity.
Progressivélyv thdugh blndia hésubéen adopting' a‘ sysfés‘u;h;ré,
capitalist as well as socialist instrQ¢ents have been ‘fused
tngether{ _ The industrial relations system in the orgﬁnized
sector contributes tb thé repﬂéduction_aﬁé pregervafion to;' tﬁe
existing systém. InduStrial Péiéfisns ﬁécoﬁe§' parfr ﬁfé "the
processes of control over work,relations"léb and the basis for
unugrsfandlng_the moda11txe; ot Cgllective’wcrker organizétional
praki=;1 3Th§;§cénari§ is»much.ﬁﬁg;gamgfﬁhethef in the :ﬁéivgte
sector '6r in the pﬁblic seﬁtbr. és Hy&aﬁ again has said, "In
most‘>cauntries it is true, the state owns a growing sector of
industrys; but almost idvaﬁiably, the pperétion of this sectér is‘
model led un‘privaﬁe capitéLism in térms of both of its hierarchy
2
of control and of its respecf fcr the constraints of pﬁofit“1“7.
The ptraxis of work organizations éeén within the larger
politicn—économic context is characterizced by elements of both
capirtalist as well as socialist orientations. This leads o
the establistment and consolidation of organizational structures
énd préﬁesses which revolves around surﬁlus maximization both in

the private and state sectors. Bureaucratic organizational

éthuqﬁgresg.hierarchical control, division of labour, the role of

Ve

managéﬁ;nt are at the service of the generation of surplﬁé' for
private enterpreneurs mode or for the state. “Scientific"

management and certain attendant value systems combine together

&8



to constitute the mechanism for "control” of labour in the
service of  the,ﬁeproductinn ot capital. Labour's consequent
antagonism is viewed as an attitude of insubordination and
indiséipline. The human relations movement in 1ndustry; varipus
thebries and méthods to determine how workers can be motivated,
analysis of group dyﬁﬁmics in qrdéritp°i@pkove group ' behaviour,
the .debatéﬁ ébéuf ‘whether task-oriéhted '1éadership is more
dynamic, the incrneasing efforts related ltn organizational
.behaviour  and development are all atempts to cope with the
15;¥¢8¥émh of fﬁé iﬁéuboréiaéfion:aﬁd'indiscipliné of ﬂaber. The
emphasis 15 more on making the mechanism for the control of
labﬁuw in the service of the  reproduction of capital >more
"humane". vaiouély the use of these techniques however humane
withoqt taking 1nto considérationbthe politico-economic purpose -
for which they are being used does not in any way mitigate the
expropriatioﬁ of surplus value with all the attendant

conseguences for industrial relations.

The praxis of work organiéatiuns;»thEPefore, as argued in
this parf,' is iiﬁked inextricably with the politico—-economic
context of the larger society in which the organization 1is
1bc?ted. The organizational structures and processes given the
fahtéébﬁistic relafions of.production théréfore constitutes tﬁe

alienation of -éctivity whether it is a capitalist economy,

, sotialist economy or a mixed economy. It might be appropriate at



this point to examine at length the 1implications of the
alienation ot activity for thé alienafion of labour.-' It .will
also be useful to see whather the modalities bf alienqt:on vary
dépending Gpon the profile of the socio-economic formétinn hithin

which alienation is experienced.
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