Technical
Report

. THE PERSPNNEL MANAGER AND
COMMUNITY RELATIQNS

by

Prof. Arun Mpnanpa

M
W= 1L

INDIAN INSTITUTE OF MANAGEMENT
AHMEDABAD



fHE PERSNNNEL MANAGER AND
COMMUNITY RELATIONS

by

Prof. Arun Monappa

WP116
1T T L
WP
1976
(116)

T.R. Nn. 116
Juna, 1976

Indian Instituts of Managemant
Ahmedabad



THE PERSONNEL MANAGER AND COMMUNITY RELATIONS

By

Prof. Arun Monappa

Perspgnnel Management has traditionally been concerned
in the maing; with employee welfare, once ha entsers the
work place. Though admittedly some exceptions wnuld negate
this statement, like employee hgusing and transportation, the
former is not universal, whileg the letter is a.direct result
of mershalling the human respurces for operatipgn of the machine

investment,

The government legislates various welfare measures from
time to time.. The emplpyers must comply with the basic.
requirements of the legislation, which spells out the bare minimum
that thay are expected to dny but nothing prevehts the_smployers
from providing more than ig specified in the legislatign, in fact,
it is top their advantagg and instances have not been lacking uwhers
emplpyers have taken the initiative and provided welfare facilities
in much greater measure than was deemed nacessary by legislation,
‘Hpwgver, when welfare legislation for instance is enacted; it is
the state that is laying down the nnmms of exoedtatigng from the
amployers rather than the emplpoyer taking the initiativa.

The apprpgach has been that of a contractual relationship
with the emﬁloyees offering a service and the smplpyers accepting
the service and paying a wage for the services rendsred. UWith
the social welfare orientation of meodero govermment systems,

varipus measures have bsen introduced far the industrial wprkers.



All this apart, it is suggested that emplpyers change their
perspoctive and take a wider ioqk at the "whple man", rather than
the "worker" who presents himself at the gate in the morning

and leaves in the evening and there ends the emplaoyers

cohcern for the emplaoyee.

An emplnyee_is a citizen, a wprker, a parent and
sg on, When he is on the shap flpor it is difficult far him
to divert himself from the pther facets of his beingy; i.e. the
multiple roles that characterise his life. The problems
and concerns pf the pther roles if they_are significaot will
certainly spill guer intn his wprking role. This is ooe aspect
of the issue. Yet there ars wider issues of concern té an
employer and to a perspnnel manager in particular, It is
tha latter whg is regponsible for the efficient handling
nf human respurces; in order that cnrporate gnals and objectives
will.be achiesved., What is being suggested here is that the -
personnel manager needs to extend the scope of his_concsrn for
employee well heing to beyond the warking hpours, te help
mitigate spms of the preoblems that an emplpyee faces, in -
fulfilling his pther rpole expectations and in a wider senss to
the ccimunity from where the wnployee comes, to playing a
greater service rple, than what is provided for in the various
statutes.

. The concept of a wider dimension, for the persponnsl
function particularly the_welfare aspect, i.e.; the company

getting involved in the community affairs is not entirsly new,



The steel touns for instance have npt only taken for granted,
welfare aspects liks housing,; health, transport, educatign and
recreatipn but have extended the parameters of their activity

tn thé four corners pof the rural arsa, from where they drauw

their work force getting into area develnpment, cultiuétion,
sanitation, educatipgn, employment and marketing of Qoads.
The.textile labpur associatinn of Ahmedabad has for long been
invplved in preoviding many welfare activities, including training
wives of employses to learn certain skills, which will esnable them

to supplement their husbands income.

‘The cnhcept then is ane of giving back to the community as
much as the firm takes from it.. It is the concept of a firm's social
obligation. An enterprise cannpot exist in a vacum. True
these days profit criteria and heoce ¢iability are important. Even
here there are sthical issues invglved 'in terms of quantum z:;f‘-~
profit, given thes envirgnmental factmrs, and in many"caéés, wherse the
consumers interssts are least protected.. 'But thess issues apart, our
cohcern here is with the social systems of the snterpriss and its
intarrelationship with the larger sccial system of the community.

The twp have to coexist, as they ares bazsically part of ths same
system = the community where they come from. "

An nrganization'e cnncern ‘is nat merely with ,its financial
viegbility, but gnce that has _been achievedy; it alsg has.a spcial
cost to pay, it is subject tp a social audit, in temms of What it
gives to the community, which would include quality products at
fair prices, but alsp in terms of what it does for the community
of which it is an integrated part and_gn whpose support it thrives,
For in the fipal analysis, even the government nn which the
eoterprise depends so much, is after all a delegated hody of-the

total community. The snterprise then has an pbligatipn to deo more



in_the .spcial sense; than merely oroduce gQoods and ssrvices ard
close its doors to the sutside wnrld at the end nf each warking
day. l u

- The concept of ensuring spcial return to the-commubity“=w'
would primarily rest With the persgnnel manager. The personnel
manager for instance amuld extend the rangs of welfare activity_
to the community if-which the aﬂterptlee i located. Let us look

ai: threc possible areas of action. F T GEy s

1. Hpugings In many instances the enterprise is not able to
provide housing for all its employees. Admittedly the iovestment
in sueh fixed ascets is enprmous, with little senpe nf.gond pay of f
in the short run, yet it is.a truisem that the liting conditiong
and lpcalities, where the wprking class lives is shabby .and unbygdnic,
with little or Do privacy. The._personnel manager of an enterpriss
may nNot on his cun be able tp snlve the preblem; yet there are sgveral
tfalternatiuas open to him in this regard. If it is.a medium to .
large enterprise then the feasibility is greater for it.te go aleone,
than ifi it is a small eoterprise. For tha former the government and
other gemi governmaeot bodies offer funds at moderate rates far
Musing purposes, for the-latter it should 'be fasasible.if a number
of small iﬁdustrialists got tegether and started a_housing echemse.
Ingtances have not besn lacking, whers sven with gpvsrmmant
support, employers have.bsen reluctant to provide hcusing facilities,
Eor 8.0.s prior to natignalisation of the coal mines, the mine
ouners had npt utilized Ré. 12 crnras for housing projects,
sanctioned to them by the co2l minss labour housing bgard
(Illustrated Weskly of India, 16th May 1976), Yot anpther alter-
native would -be .for the personggl managef to be instrumental in

in starting a cooperative housing scheme. if a start were made with



the emplgyess of the snterprise, theo the effprt could spread to -
the lpcal .area itself. UWith hie reshufbgs angd knpuledge,the‘perSanal
manager would be rendering_a servics, tn the other mémﬁer% of the.
cnmmuni;y from where his wnrk force is drawn. In the long run, oot .
nnly will there be better hnusing facilitiss, but the futﬁre labour fAres
may come from tha qgmﬁrloqality. a more direct pay nff, besides ths
?QQiﬁ%~E€Xﬂ§£§xﬁhﬂ§§P§0;.<

- Without either adequate or hygenic hnusing an employes's morale is
bound to ba low, either with pregccupations of _security of a roof ovef
hie hsad for him and his family, or slse due tn.congestinn and lack

of arlvacytq This ig buund,ho have same effect on his attitude that he

bn1nga.to the,wnfk/sxtuatlnn. Yet o0 his oun tasnurcesgthe smployee, may -
not bs able top pr001de for hlmselﬁ mndeat~11v1ng accommpdatipn. Neither
can_the ggvernmgnt '‘byild housas for QVQrYQGG. Being a matter of
pripritiss, it has to spend ite scerca rasources on the mpst pressing
ut mnra than that, has Net tha parsounal maf2geTr & largar
_\bis unrkforce-xn partlcular and to the community where
his plant is lncatud and frem which he gets his wnrk. fnrca in general»
to prnvlde this basic amenity.
2, Mgdical Carst Dne'coﬁld cnhsider not only medical treatment
for illness and injury but alsp preventive aspects like family '
{QLgpningltgenera 1 health and.hygiene;
s | (\ ) i ; _‘ ] ; ]
th!.tyge of sarvices that arc provided now,-sither.in terme of
factorv glinice and ESI gchemes, while they do affer sametbirg by
way of madicare, are really inadequate and totally impsrsenal.
Beeides the nrocedural fnrmalltles are such. as tn dlssuade maoy .
Howaver, even assuming . all these praoblems cnuld be taken cara of,
by tinkan;ng with the’ syatem, there are still areas. which ars
left uncmler,ado



" The. enterprlsa ol & group of enterprises could jein.
togethar for.a given area_and offer medical services, not. only _
For tHE'employeas but alsp.for otber irhabitants of the locallty.
'Inétead:of‘hébple having tn move out of their fésidentiar Coe
localities to héspitals’énd clirics, medicars would now be évaiiébfﬁé
at their doorstéps, parhaps ph a mors personal‘gasfé,;which'is
what the patlent oeeds whed he is ill., This scheme would benefit
“not only the ‘employed persans, but also Mamy 9% o tﬁé dommuﬂity
*of which the wprkforce is gnly a part, ‘ Mueh more ceuld be dgﬂé s
by Flrms for the lecal communlty io the prevgntlve area, like
Famlly plannlng, ‘hygiens, sanitation etc. In thess matters, thers
J‘bas been_the assumption that it is the concern of the government
or the lpcal bpdises, rather than that of the anténdrise. Yat-
it is possible fgr the Pirm to supplemert the efforts of thess ©
bodies or.ngen01as in lgcalltlBS, where they are located ‘and’
£rom where thair work force is. drawn. 0ne need oot stress the-
chlaUs advantages and the prloritlas attached to the family
_’plann;hg programmes. . IF the many firme in the cpuntry could °
contribute to their lgocalities well being, it will definitaly
supplement the govermment efforts, and the larger natipnal

interssts.

3. cial Concernss The third is a wider area-and wpuld
includs alecholism counselling and fimancial buidance. Recent -
pronouncements on the doWwry system, on indebtedness, on prohibifion
all go to 111ustrate the varisty, the complexlty and ‘multitude of
issues that are 1nugluad. For ingtance the paraonnel managqr could
organiaa help tp his amplnybes and the wArking community inm the
lacaﬁity. éduice oh sauings plans, gT Bven sgurces gfgloéns rather
than-have'peoplé borrow from money lenders at exqrbiﬁént rates and then

be banded for a long while, This leade Not only to a sncial



- -~ -

stigma for him and his family in the lncality, but aven bmnds his children,
euanbeforé'they have started "life". Such sncial degradatinn and

lnng lastihg indebtedness can sasily be avnided with a littlc halp
and=guidenbe. ‘ ' '

- > - -~ - - - -

The harmful effects of alcohnl addictinn and its impact nmt pnly on
family lifa, but alsn on the'jﬁb, in terms ~f absentecism are well knpwn,
The apprrach that has besn tried is to ban alcrhal altngether-i.e.
prahibitinn. But has this ppescrinfinn really snlvec the._chrnnic
prrblem? " Tn tzke annther experience, experiments with prnhibitinn have
been tried in the US and have failed. While accepting.ths harmful

-effects nf alcohrl, particularly in excess, smme kind ~f a practical
via media, needs tn be onnsidored. nne aitafnatiVe wruld be tr ban hard
liquhr altngether, and keen it_nn the permit gystem (e xcept Brandy, which
has traditinnally beecn seple far its medicinal prrmperties as an 0OTC
praoduct). ON the nther hand, beer shnruld be made freely available
-and brideé in the samc rangs as the present day illicit liqunr.
With. the cemparable nricuAand easy availability a massive campaign
tn naint nut the harmful_effects ~f illicit ligunr shAulp bs undertaken,
Such.a poclicy wmuld be mare in reallty ~f providing.liquer, which
canont dn.much hamm, but yet "r~vicde an ~utlet, Alnng with this the
alerh~l crntont ceuld alsn bu recducecd. What -~pe may ask is the rnle
~f the porsnhnel manaéef in_the grnvcrnments prohibitinn prlicy. A
realistic_apprrach can be labbied thrrugh various farums, including
chambers »f crmmerce.and iodustry, emplnyer's ~rganizati~n, trade
uoinn bndies anc thraugh lmcal paliticians in the community. They
cnuld act.as catalysts nf s~cial_change and.supnlement the of frrts
nf many vnluntary agencics and_grvernment bediss in enhancing the.
 sncial betterment and quality nf life nf the urrker and -members of
%tha coammunity. Eracdicatinn of the drinking habit ~n maral graunds
alnne, may Nnt be the best snlutinn given the realitige nf the
situation. S~me states like Punjab have taken a sten in this

,direﬂ‘tiﬂna
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. Pergonnel functipnaries.need to add a brpader perspecdtive

to their concept of the function, as it is handled in India ‘teo day.
The limited labour welfare rgole, which is the states concept of
what the organization_shpuld be dning for its emplayses, nhly sets

. the flppr. Yet, 'in seme arganizations and iD snme . industrigs

much has besn dnhe, either due tn the locatisnal context of the -
enterprisos nr due tn a different or wider philnsnophical appreach ta
the function. 1In fact this apprnach.can be censidered Widertghly

in the Indian cnntext, There are twe dimensiong tn this:apprnach,
one at the individual lgvel, starting with a wider cobgorn fgr
¢mplgyué well being outside_ths factary premisesy iD arder tn

take a more integrated. apprrnach-of his existence, to enhance the
quality of his life, fnr which.ths firm, could be crnnsidercd.tn
have Not only a social but a merg! abligatinn as. well., The other
dimenesinn being tn integrate tho individual employee with the
community of which he is a part and nf which the enterprise is

a part and needs tn pinugh back something eor at least be concerned

and take an interest in the snvirpnment arnund it,
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