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TANSGEMENT OF INDUSTRAIL SOIFLICT

(& Case for matching strategy with objectives)

N.R. &heth
B.G. Shah

T INTRODUCTION

Problems of trade unionism and industrial relations are increasingly
becoming ar anathema to the managers_and adm’ nistrators in our country.
On the one hand, mansgement thinking is moving towards long and shoyt
range planning and control of managerial taslss in the context of clearly
defined objectives and environmental constraints. On the other hand,
the tasks of dealing with trade unions and employees appear to be gett—
ing farther and farther away from managers interested in systematic
planning and control. If you1 ask a typical Indian manager the reasons
for this perceived managerial disability, he will stress the widely-
known fact that trade unions in the country largely play to the tunes
of political leadership involved in inter-group rivalries and conflicts,
creating all kinds of uncertainties and confusion in the achievement of
managerial tasks. He will also stress the potential and actual inter-
ference by ment $rd its administrative agencies in the field of
labour-management reletions.’ In most cases, the manager is likely to
strike a note of despair, with the observation that his efforts in

systematic mansgerial planning and control are upset by his inabillty
to plan or control employee relations.

Government's stated policy on industrial relations is, baaad mainly
on the urge to meet the twin objectives of (a) industrial harmony towards
continuous productivity and economi¢ growth and (b) alleviation of the
economic and social inequality traditionally suffered by the working
classes. Accordingly, for 2 long time government virtually directed
employers in the various sectors of the economy to meintain industrial
peace by conceding to union demands without paying adequate attention
to the overall economic implications of such concessions. A remarkable
illustration .of this spirit is prov1ded by the governmsnt's pronounce—
ment on the issue of amnual profit-sharing. bonus in consequence .of the
demands made by trade unions during the last few years. .It }s well -
imown how the acceptancé .of borus as a deferred wage has lately: given
rise to hesvy economic demands from trade unions in various segments
of 1ndustriZ§_act1v1ty rofardless of the implications of such demands
for the w1dereconomic situation of the country.

Interestlngly, the multiplying economic demends from the working
3lasseés in recent years appear to have led the govermment to change its
braditional policy of appeasement towards unions. .4 major landmark in
shis shift in government's ‘approach was provided by the way in which
:he management of Indian Adirlines’in 1973 decided to adopt a firm
ranagerial position against the unions' negative relation to the deci-
tion to rationalize the employees' work-schedules?, The management
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withstood all pressures from the emnloyees .- disru~t the organisation's
operations, took a calculated risk by declaring a nrolonged lockart
and eventually =succecededed in :unplementl% its plans for rationaliza-—
tion of work-schedules, More recently, t'ic govermment succeeded in
putting down a ggantic agitation launchsd by railway employees in
support of their demand for parity cutitlement to the annual boms
prescribed for manufacturing and other secloic of indistry. In doing
this, government went to ihe extent of using controversial legislation
euch. as Maintenance of . Internal.Security Act in order to tame the agi-
e tat.:l.ng workers and . their- leaders3. : : :

. We do not m.sh to dlscuss here the va.r:.ous pollt:.cal, economic
and social a.sPects of the gcxvermnent's recent» gpproach to.industrial
relations in organizations where it plays the role of an employer.
Hawever, the change believed to have. taken place in, govermnen‘l‘.'s gtra-
tegy prov:n.des a point of departure for many questions now being raised
by manhagers of enterprise in the public as well as private sectors.
To what_extent will the govermment!'s new posture bowards unions_and _
employees have a demonstration effect in industry? Will it now be-
possible for employers to plan a clear managerial strategy for handling
their lsbour problem and adopt a firm stand to create cenditions for
healthy confrontation with unions without fear of unnecessa.ry govern-=
ment 1nterference" y

Th,ése are indeed sensitive questions. The assumptions and judge-
ments used by management and trade union leadership in answering such
questions are likely +to have far-reaching consequences for the climate
of industrial relations emerging in thé country when it is passing
through a critical economic situation. If the leaders on the two sides
of the industrial relations scene formulate quick judgements on this
issue in view of the recent happenings in govermment organizations,
they may eventually land themselves into a chain reaction of hostility
and counter-hostility. In this connection, it is necessary to
remember that mansgement's action or response to trade unionism
should in the final analysis depend on the basic organizational
objectives. The wvalue of a "tough" or "soft" approach towards trade
unions should ‘be judged in relation to the contribution of such attitude
to. thé orgtnization's effectiveness., S

In this context, we present herg the case of management of
industrlal ‘relations in one of .the leading natlonallsed banks. Our
declsibn to study this situation followed some .information on a some-
what prolonged period of indystrial . conflict tarcugh.which the organi-
zation had passéd.’ When we collected all the relevant . data4, however,
we learnt that it was an extremely interestmg and educativs series
of actions and reactions during which the management took decisions with
a clear understand:mg of managerial ob;; ectives after an initial period
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of trial and error. In our judgement the c-~se w> studied has a lasting
value in the field of management of industri-l rolations. We shall
therefore present the series of events bascd on “he data available to

us and subsequently analyse the data with & view to bring out the
relevant managerial lessons. The data we collected were based partly

on recorded information available in the organization and partly on

our intervisew with : cross section of the benk's management and employees.
All the names of people and places as well as the dates mentioned in

the following narration are fictitious.

IT INDUSTRI].L RELATIONS IN ANJATY BANK - A CASE STUDY

Anjali Bank, with its head office at Varnasi, was established in
1925 by a group of upper-caste businessmen for providing banking faci-
lities to small people, particularly small farmers in the surrounding
ared. From a limited venture, Anjali Bank expanded rapidly bétween
1955 and 1969, when the bank opened 257 new branches in various parts
of India. In December 1969, it had 350 branches all over the country
and employed 1, 050 officers and 4,520 award staff*,

Most of the Bank' s cleric&l and junior supervisory staff were
drawn from the local lower-middle class families. For these jobs, the
management usually preferred matriculates over graduates, becanse, in
their opinion, the former would be more motivated for hard work than
the latter who might expect too high salaries for their "education",
Most of the employees were also drawn from among the acquaintances and

relatives of the bank's senior executives. The management believed
that such employees developed a sense of grat it.ude towards the mana-
gement for offering them prized jobs.

e

Unioniz nt Response :

Although unionization among bank employees in the country began in
1946-47, the employees of Anjall Bank made no sttempt to unionize until
1958, In 1950, Mr.RQy, =a cromptist in the Head Office was transferred
following a heated argument with the Chief Accountant on implementation
of a tribunal award. Roy tried to form a urion in 1951 tut secured
little response from his-colleagues.. Subsequently, he left the bank's
service and successfully formed the injali Bank's Employees Union which
was later affiliated to the National Federatlon of -Bank Workers.

#* Clerical and subordinate staff covered under the varicus tribupal
awards relating to employment- conditions .
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Most employees were 1n1tially relucts.nt to join thée urnion because of
their personal relations with senior officers and the fear of vietimisation.
Eventually, however, the employees felt the need of unionism for various
reasons. For one thing, there were no clear criteria for fixing the
salaries of newly recruited employees. Secondly, the bank was expanding
fast and most of 125 new Branches opened between 1950 and: 1365 wers
located outside Uttar Pradesh in fer away placas suchk -as Bomtgy , Calcutta,
and Madras. Many employees were therefore transterred ﬁ‘cm their hame
regions to distant places. Hence the management lost control over the
activities of such employees and the socia influence which it could

exercise on them through familial and friendshig, ‘tiés. - Moreover, many
employées felt that trensférs and Dromotions were made on the basis of
personal influence rather than according to the principles laid down by
the management. The rapid expansion of the bank forced the management to
recruit officers directly as all new positions in officers' cadres could
not be filled by pramotinn of clerks. Consequently the clerical employees
lost hopes of promotion. On the other hand they were required to work
harder to cope with the expanding work loads. They felt-that the B
manegement did not adequately appreciate their contribution to the
programme of expansion. These factors led to rapid unionism among the
employees. By 1965 nearly eighty per cent of the award staff hed enrolled
thenselves as members of the union.

Initml Response :

In the beginning the management was indifferent to the union a.nd its
activities. The union raised demands on matters such as salaries and .
allovarices, leave salary, medical aid, ‘provident fund, gratutity, boms
and promotions. The management was unwilling to enter into dlrect nego-
tistions with the union and hence decided not to respond to the several
la'btex's they received from the union asking for recognition.

In February 1965 the UP State unit of the union complained to the
govermuent's labour department that the management had victimised union
leadera. and active workers by transferring them to various branches. The
anpluyees observed a pendowm strike for eight days in potest against such
transfers. The management's contention was that the transfers were requi-
red by.the exigencies of business. 4s a result ‘of coneiliatinn proceedings,
the mansgemsnt agreed to withdrew the transfer orders in question and not
to take any diacip]inary action against those who had joined the strike,
The union, § 4te parts, apoligized for using offensive language against
the managemént and agreed to compensate for the period of strike Yy~
working overtime without additionsl remneration. -

On October 15, 1965, an officer of the Kanpur branch objected to the
use of office telephone by ‘a union official, for union activities. Ilater,
the union alleged that the union leader was insulted and assulted by the’
officer. This incident sperked off an agitation by the employees at
Kanpur as well as those in the neighbouring branches. Consequently, the
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management suspended severa'! employees and tarminated the union’leader's
services on the ground of indisciplire.

Beginning of Dialopue :

However, on November 29, 1965, the man-g. .>rt invited the union for
a meetirs at Calcutta to discuss mutual srohlze. At this meetineg, the
management agreed to withdraw all the suspension orders served on the
agitating employees, and the union agreed t+ withdraw all agitations and
help the management in restoring normalcy of work at all the branches.
Both the parties also agreed to abide by the code of disclpllne adopted
by the Indian Labour Conferences.

Subsequently, the management and the union held four joint meetings
between December 1965 and May 1966 with a view to settling all outstanmding
issues. 4t the first two meetings, the parties reiterated their deci-
sion to forget the past and develop cordial relations based on give-and-
take. The union reiterated its offer of help in restoring normalcy of
work. In turn, management conceeded to the employees' demands rela.ting
to wages, alloua.nces and other working conditions, apart from agreeing
{0 withdraw discipiitnivy pmaeadinga against some employees who were
alleged to have misbheaved. " Meawhile, the union raised a dis-ute on
the annual bomus for 1963, It asked for 87 per cent of the available
surplus of profit es® defimed by law, as against 27 per cent of offered
by mahagement.' Phis dispute was then referred to an industrial tirbunal
for adjfudication. The next two meetings concluded without agreement on
substantive issues regarding allowances and working conditions. The
management pressed for a formal grievance procedure, but the union
demanded its postporement. The union kept on raising the dispute on
boms -although it had been referred for adjudication. The two partiles
accused each other of Inaction and unwillingness, to establish.cordial -
relations. The union representatives refused to sign the mim.ltes of
the fourth meeting.

At the same time, the agitation lamnched by the union at its various
branches in October 1965 continued.

ﬁénggment of Confl;_ct :

~ On May 10, 1966 two employees of the Chowringhee branch in Calcutta
approached the accountant in his office, shouted at ‘him, thumped his '
desk and, in abusive language, demanded withclra.wl of notices served on
scﬁe -of their colleagues for indiscipline. The rianagement consaquently
cha.rgé-sheeted and suspended these two employées. This action of the
management provoked-other employees..:The local branch of 'the union
wrote to' the head office for immediate withdrawal of the: charge-sheet
against the two employees. -The ma.nagement remained from and dismissed
them on June 6 after a departmental -enquiry, This dismissal sparked off

~
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an agitation by the union leaders and other employees of the Chowringhee
 branch. The employees at Tuckmow, Meerut, Xamour and other branches
joined the agitation anmd refused to do their normal work, shouted slogans
during office hours, harrassed the officers, assamlted wamen emvloyees
merched in processions to the houses of the branch managers and threatened
them and their families of violent action.

Following these incidents the concerned branch managers -charge-sheeted
and suspended moré than a hundred employees. THey asked several senior
officers at the head office to conduct inquiries against the suspended
employses. 4s the employees concerned decided io boycott these imquiries
with the apprOVal of their union, the imquiries were held ex-parte and
the employees:were dismissed from service. Concurrently, officers fram
the head office were deputed to carry out the normal budiness of the
branches which were affected by the large scale dismissal ~f anployees.

On June 20, 1966 the managemsnt filed a suit in civil court, Calcutta
against the union and the employees who had violated the code of discip-
line and indulged in illegal agitation with a view to disrupting the
normal banking operation. The-charges -against the employees.included
(1) abusing female and male officers, (2) circulating defamatory state-
ment against the management, (3) spreading rumours against solvéncy of

the bank, and (4) entering bank premises without reason snd causing damage
to bank property, déstroying and tampering with the kank'® décuments.
records. The cdourt granted an interim injuction against the union and

the concerned employees, preventing them from shouting slogans, holding
mestings and demonstrations within fifty vards of the bank's premises,
“disfiguring the premises with posters, obstructing customers from entering
the bank's premises and circulating defaratory statement against the
mandgement. The 'union _contested the injunction and claimed inkdy
against legal action :’m terms of the Indian Trade Unions Act8, the. Indian
Constitution on fresdom of speech and action’. On July 20, 1966 the
. ¢court confirmed the interim injunction issued earlier.

While the agitation was in progress, the management and the union

" jssued circulars from time to time explaining end justifying their

. ‘respective positions on various matters and dispute between them. The
union alleged that management was umwilling to discuss the issue of bonus
. for the period 1987~85. According to the umion although necessary cal-
culations were confirmed by an independsnt expert the management main-

~tained that there wss no available surnlus for distribution. The union's
decision to launch an eigtation was alleged to have been vrovoked by what
it called intransgience on the part of management. The union also demarnded
that there should be no further direct recruitment of officers and that
all employees with more than six months' service should be confirmed.

Thé union alleged that the management was trying to confuse the employees
by encéuraging a rival union. The union warned the members against the

. management!s attempts to divert their attention from the real issues by

invo¥ing the code of discipline. In another circular, the union asked s
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members to join the agitation lsunched by the employess at Calcutta by
refusing overtime work, demonstrating during business hours and organizing -
collective casual leave to paralyse the bank's work.

On the other hand, the management issued circulars reiterating its
position that it would negotiate the issue of bomus only after the decision
of the industrial tribunal was known. It warned the union and employees
that the agitation launched by them was iliesal and unwerranted.

According to Mr.Gupta, the bank's chief executive, the management decided
to take firm action agalnst the union as soon as they realised that the
employees in the various branches had begun tc bully branch officers with
whom they had worked closely. Mr.Gupta was aware that some branch managers
might have harrassed their subordimates but he contended that it was
necessary to deal harshly with the union as it had clearly indulged in
coercive tacties by shouting slogans, and demonstrating during office hours.
The union made allegations of favouritism in distribution of overtime
work, but the management collected adequate information which showed that
the main beneficiaries of overtime wages were union members themselves.
dccording to Mr.Gupta the senior officers of the bank realised that they
would heve to act.in unisem in the face of the strike. Mr.Gupta took
the board of directors imto econfidence and enlisted its sup-ort on the
stand he had decided to take against the union. Secondly he decided to
keep the central gorvermnent fully informed of the day-today developments
on the strike. 4 senior executive of the bank was posted in Delhi and
gcted as a liaison officer with the ministry of labour. The branch
managers at Iucknow, Caleutta, Kanpur and other centres sent daily tele-
grams to the central government's chief labour commissioner narrating the
harrasment they suffered at the hands of the agitating employees. The
management clearly explained to the government the need for strong action
against the union especially as it had violated the code of- discipline.
Consequently the chief lsbour commissioner issued for the first time a
warning to the union that it might have to face strong action for viola~
tion of the code of discipline.

. On &ngust 10, 1966 the national federation of bank workers to which
the Anjali Bank union was affiliated decided to intervene in the dispute
and tried to bring the two parties together. The federation met one of
the previous Chief Executives of the bank and persuaded him to reach an
agreement with the union. Subsequently, the Federation issued a circular
v, stating that mutually apgreed formula had been evolved.for resolvmg the
dispute between the management and the union. However, the management
‘promptly clarified that ne agreanenf. had yet been reached with the union

as reported in the Federation's circular.  The management emphasised that
the strike was 1llegal and that the employees guilty of offensive behaviour
would be dealt with according to the normal procedure of law. On the other
hand, a professional management -organization sent an appeal to theé  Govern-
-ment. urging it not to institute any legal proceedings against the emnloyees
‘of 4njali Bank charged with indiscipline. -This organization tried to
resolve the dispute by sppointing a commission to go into the matter.
However, the management firmly oppsed this move on the ground that an



-8 -

external agency could not interfere in ths zctivities of the bank.

The Federation also tried to bring pressure on the management by asking
its members in other banks to boycott the irs*ruments of Anjali Bank
in all types of inter-bank activity. However the Anjall Bank manage-
ment successfully sought: the intervention of th2 Reserve Bank and
schotched the union's at'tempts to disrupt perrc” banking work,

Eventua.lly the. nanaganent realised thet the morale of the employees
who were dismissed was breaking doun. The union had collected funds from
the public to support the ~<itation but these f\mds -Were soon getting
exhausted and hence many employees were gettzng restless as they felt the
pinch of depreivation of regular income:. - If was then clea.r to.the mna-
gement that the-umion could not sustain the agltetion for a long time.

. Ultimately on August 20, 1966 the chief executive of the bank acceoted
..the request of the general secretary of Anjali Bank Union as well as
the secretary of the National Federation for a meeting. At this meeting
the two sides reached an agreement to the effect that the federation

. would be associated with the Anjali Bank union in all' negotiaki ith
the management for one yeéar. It was also agreed that correspondi
regarding any. grievances or disputes could be carried on between the
nanagement and the centrgl office of ‘the union and that the Federation
would also remain in the picutre. It was further agreed that all corr-
espondence on policy matters would be routed through the federation.

Towards Reconciliation :

.. Following the settlement reached between the union and the manage-
ment, the chief executive of the bank and the general secretary-af‘the
Federation jointly visited Iucknow;:Calcutta, Allahabad and other
" branches, and met the managers, officers and the dismissed emplovees of
these branches to know at first hand the reasons which prompted the
individual acts of indiscipline and the subsequent agitation. At Kanpur,
for instance,- the chief emecutive met the branch menagers. They descri-~
bed the various acts of indiscipline like disobedience to supervisors,
tampering of records, delays in completing documents and discourtesy to
customers. At the same time the Federation's general secretary held
"talks separately with the dismissed and other employees. They complained
that the overtime wages were paid unnecessarily and that laxity in office
discipline was due to reluctance of officers 4o enforce discipline.
Tréy &lso complined of discrimination in granting leave and in distri-
buting work among the eémployees. Many employees were allegedly advised
by branch managers not to join the union. ..

later there was a joint_ meeting of branch managers and employees
with the .chief executive and the general secretary. The chief execut ive
emphasised that it wae pointless to meke charges and countercharges and
that it would be more fruitful to make corrections where the employees
had gone wrong. The general secretary emphasised that all disputes must
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be resolved through constitutional methods and there was no room for
personal abuses in trade union activity. He said that the employees
were part and parcel of the organization and should not indulge in acts
which were harmful to the industry.

On May 15, 1967 the chief executive, the sensral secretary and the
managers of the affected branches met in Delhi to discuss the question
of reinstatement of the dismissed employees. In the first place, the
chief executive met the branch managers. Ail the branch managers at
the meeting opposed the reinstatement. Tha chief executive pointed out
that there would be no permenent peace unlese ‘hey reached an under-
standing with the union. The only alternative to a negotiated settle-
nent was protracted litigation which was not mr\ducivs to. harmonims
industrial relations.

The branch managers agreed to enforce whatever decision the head
>ffice took but pleaded for fixing the resmonsibility for discipline
on the union and urged for a change in union lesdership. It was also
suggested that some dismissed employees who wanted to resign should be
allowed to resign retrospectively. There was also a consensus that no
3alary should be paid for the period between the date of dismissel and
the date of pe#aible reinstatement and that the general secretary of
the Federation shouli¥ bé requested to submit a list of emnloyees who
should be reinstated ®o that thé bank was not open to any charge of
discrimination. '

Tho Ohief executive then had a sevarate meeting with the general
sécretary and conveyed to him the strong feeling among the branch
nanagers against reinstatement of all dismissed employees. He there-
fore advised him to prepare the union for the umnnleasant reality.
However, the general secretary appealed for reinstatement of dismissed
employees and agreed that the réinstated emnloyees would not claim
wages for the period of dismissal.

Then there was a meeting of all the partiss - the chief executive,
the general secretary and the branch managers.  The branch managers
compthined that there was not much improvement in the attitude of the
employess and that they continued to make unfounded allegatlons against
the management.

The general secretary stressed the need for a negotiated settlement
of the dispute in the interest of lasting industrial neace. He' pleaded
that the management should take some calculated risk by reinstating
the dismissed employees. The meeting was then addressed by tha.chief -
executive who advocated a practical dpnroach to the entire questlon.
-He sald that no externel agency could guarantee. discin]:ine in the bank
and thet it could be emsured only by the management and the emplovees
working together towards that end.
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Settlement of Substantive:-Issues :

In September 1967 the Anjali Bank Union and the management reached a

settlement. on the dispute on borus for the period 1957-66., The employees
agreed to accept additional borus at a rate of 1’7-} per cent of the
amount paid earlier by the management for each vear during the period.
This implied that the employees received consulc-rably less than what the
union hed earlier déemanded on their behalf. For instance, the union
agreed to an additional amount of Rs. 127925. bes:.des Rs.7 51 000, alreedy
paid.for 1966 as against the union's earlier demand for Rs. 524800 as
additional amount. After the bonus question was settled,the’ general
secxeta.ry of the Federation requested the benk's board of directors to
review and réconsider -the .cases of the dismissed employees. The board,
appreciated the constructive role of the Federation in the negotiatims
.and indicated its desire to help the union create a better climate of
employer—-employee relations in the bank. The board constituted a nego-
tiating committes inc]nding four of its merbers and the Federation's
general secretary to examine the relevant issues regarding reinstatement

Thenezotiating committee recommended reinstatement of" the dism‘isaed
employees. It was suggested that the period hetween dismissal and rein=-
statement should be treated as leave without wares and that the reinstate
employees should be posted wherever there wer:o vacancies.

The board, however, felt that it would not be fair and feasible to
reinstate all dismissed employees. Hence the board discussed alternative
proposals with the Federation's generzl secrebarv. Eventually, they
agreed that nearly ninety per cent of the ¢ismissed emnloyees would be
reinstated but posted at the various brznch's at the discretion of the
management. The union also agreed to tha baird's nrovosal that the
annual ikcrements of certain emnmloyees (sbout ten ner dent of the dis-
nissed employees) would be stovped for swecific periods.

_ Same officers offered the following commarts on the industrial .
relations situation in the bank after the setilement.

"Inspite of our confrontation in the 1965 agitation, we command
respect and trust of the union leaders. In fact, the union and the staff
felicitated officers at the various meetings that we attended”.

"™We cannot forget that the »eople who agitated against us were
essentially part and parcel of the bark. Many of them were promoted to
positions of officers and managers after the agitation was withdrawn".

"Once the settlement was reachéd, we did not retain any bitterness
towerds employees. There is no evidence of victimization against
emvloyees who took part in the agitation”.
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social bonds prevailing between senior executives and emnloyees clearly
reflect an urge for security on both sides. In fact many organizations
sti11 insist on only knowh persons being recruited in order to. protect
themselves fram any potential dishonesty among workers or the perceived
muigande of unionism. In'such a situation, when the management is con-
fronted with tredp unienibm along with a1l the econamic and other.demands
as well as chatges of vistimisation and favourtism, es it happensd in
the présent’ case, it 1s likely to get beffled and evidently develop
hostility towards the union. For instance, a manager sudh ‘a8 thé dhief
exedutive of 4njali Bark might well ask: Why do the employees nekd to
turn towards unionism while the management. 13 honestlv interested in
their well-being'and Willing to bolve theipinfohiems?. With this sort of
questions in-hif%i#3 the manager may conclude that it is not only the
management's privilege but also its obligatim to keep the trade tinion
at bay as long as he can manage to do so. This attitude is usually
labelled as an aspect 6f paternalism but those of u$ who criticlse such
s menagerial approach may do well to understand the organizational and
situational forces operating behind such an approach., As it haopened at
the initial stage of tHe preceeding story of Anjeli Benk, the managément
in such situations adopts an attitude of indifference or hostility towards
unionism, perhape in the hope that it would wither away 2s a result of
such an attitude.

At the sasme time one may wonder Reow enlightened managers tend to
overlook the simple fact of our industrial relations structure that the
managemént can hardly avoid or postnone confrontation with an emerging
trade union. Our labour legislation provides for government interven-
tion at the request of either of the parties in an industrial dispute.
Accordinly , as soon as a trade union sends a copy of its charter of
demands, to the govermment's labour department in dccordance with the
Industrial Disputes Act 1947, the management is compelled to meet the
trade union in the presence of a govermment officer. The implication
of this is thal managements often throw away the ovportunity to tuild a
bipartite relationship with the trade union when the latter asks for it
but soon gets involved in such negotiations a% the instance of a third R
party. In many cases the crucial fall cut of this compulsion 1s that the
two parties involved inm industrial relations begin on a note of mitual
distrust and perhaps hostility. A relationship that begins with such

attitudes is unlikely tp lead to effective bipartite understanding bet-
ween menagement and union.

The above argument is borne out by the events that took place in
Anjali Bank after the management realized the need for establishing a
bipartite relationship with the union. It appears that at the prelimi-
nary meeting both parties had decided to relent from their earlier
positions and hence they undertook to help each other in building an
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effective bilateral relationship. The discussions thet followed in
later joint meetings, however, tell a different story. The avidence
regarding the first two meetings suggest that while the two parties
kept up their apparent urge to help cach other, the union had in fact
clinched a mumber of concessions from the management without offering
mich in return except promises of good intentions in terms of restora-
tion of normaley in the bank's branches affected by staff agitation,
resulting from the televhone incident at Kammr. This conclusion is
reinforced by the.fact that the substantative issue of bonus could not
be solved at the joint meetings and in fact the management clearly
said that this issue should be left to be sorted out by goverrmment adju-
dication.

Thée happcnings at the third and fourth joint meetings clearly
indicate that the apparent offer of mutual help and cooneration in the
earlier meetings was rather spurious and that the parties were perhaps
waiting for a mjor showdown. At the later meetings the management and
the union begah to play & win-lose game. Foir igstence when the mana-~
gement brought in the issue of a grievance procedure the union tried
to execuse itself by asking for postponment of a decision and in turn
demanded that ‘its edovdmic demand should be settled before other issues
could be discussed. Perhaps the same spirit prevailed in the management's
anxiety over restoration of normaley in the branches and the union's
unwillingness to sign the mimites of the fourth meeting.

‘Meanwhile the hostility between officers and clerical employees at
the branch level continued to grow; apparently a win-lose game was being
played at that level also, as one can judge from the accusations and
counter-accusations made by the two groups l:ter during the period of
reconciliation. The eventual outburst at the Chowranghee branch in
Calcutte was only a precipating factor for “he conflict that was oro-
gressively building up over the menths. Tt is difficult to figure ait
whether an adequate awareness on the part of management of what was
happening in the branches could nave prevent=d the-final sowdown between
the parties. Hovever, it seems that the un’oi 2nd the employees had now
become so much agitated and anxious to retaliate against the management
at all levels that they began to indulge in radical action including
physical violence in the name of trade union acitivity. A4s we have
described earlier, employees assanlted male as well as female officers.
disrupted normal banking work and, to top. it 211, publicly qneatialad
the solvency of the bank. For any banking organization the rumoir
- relating to doubt about its solvemcy is a matter of life and death. In
- short, the union :I:ndulged in activities that were not only beyond the
dcope .of normal democratic trade unionism but clearly aimed at scanda-
lising,the organization and- physically'hara351ng the o-fi‘lcersL ‘
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In our understanding, this situation provided to the mnagement a
turning point in their thinking and. approach towards the union. As the
chief executive mentioned to us, he realised the anti-organizational as
well as anti-social implications of the action adopted by the union and
hence regarded # as his hanagerial as well as social obligation to
teach an effective lesson to the union leadership. At this stage, the
chief exscutive thought hé owed it to his organization as well as to the
society to fight a war against the union which had indulged in criminal
activities. When one decides to fight a war one reeds to think of all
its aspects and work out his strategy to ensure effesctive success.
Aceordingly, the chief exscutive realised the primary need to take his
board of directors into confidence so that he might continue to receive
the necessary support: from his colleagues as he went alorng. Similarly
he sought and obtained help from the State's 1egal machinery to make it
clear to the employees and their leaders that. they could not get away by
transgressing the limits of legitimate trade union activity. Oné major
asset in~the management's armoury was of course the hostility between
officers and employees at the branch level. This hostility helped it not
only to maintain the banking service but also to strengthen the loyalty
of the officers to the management. The ruthless dismissal of about a
hindred employees was possible mainly due to the unreserved support
received by -the menagement from the officers. On the other hand, the
chief executive and his colleagues realised the neced for keeping the-
concerned govermment agencies posted on the day to day events of conflict.
His decision to post a liadecn officer in Delhi and the strategy to ask
the branch managers to send daily telegraphic reports to the chief labour
cammissioner was an action of remarkable foresight in a sijuation of total
conflict. The liaison work, as we have shoun above, was done so
competently that the chief labour commissicn felt comvelled to threaten
the union with punitive action for the breach of the code of discipline,
although this code has no legal force behind it. Similarly the management
showed a great degree of resilence and clarity of purpose when they .
refused to succumb to the premature anmnouncement of a settlement made. by
the National Federation of Bank Workers. The Federation adopted wvarious
means to win.the "war" by pressuring other banks not to honocur 4njalil
-Bank's documents but the chief executive was able to cope with this
situation by soliciting the intervention of the Reserve Bank against the
union's illegal pressure tactics. There is no doubt that the management
of Anjali Bank was taking a great risk by adopting this strategy in
relation to the union action as any wrong move on their part could have
disrupted the banking services for a long period which is one of the
most disastrous things to happen to a bank. However, the chief executive
mentioned to us that when he made up his mind to bring the guilty trade
unionists to book he had squarely decided to face all the consequences.
He said that it would not matter much to the management at that stage
if the bank had to be closed down for a few weeks or months, but they
could not tolerate anit-social and unethical actions on the part of
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employees, such as molestation of officers and attemnts to defame the
bank.

dncther calculation made by the management during the conflict wes
that the employees would eventually feel the pain of ecomomic loss due
to their illegal abstention from work and rence would want to return to
to work sooner or later. In fact, most emrloyees had become anxious to
return to work by August 1966 when the Natinn=l Federation of Bank
Workers decided to intervene in the dispute. At that juncture the mana-
gement realised that the employees had suffered enough economic
deprivation and humiliation and that it was acw time to resume negotia-
- tions with them. However, as we have seen =% wve, these negotiations were
held at the request of the union so that the management contlnued to have
an upper hand in dealing with the union's drmands. The union virtually
came on its knees during the negotiations iIn fngust 1966 ag 1s suggested
by its acceptance of the management's demand that the future agreements
would be made not exclusively with the Anjali Bank union but jointly
with the National Federation as well as the union.

So the "war" was won by the management and it was almost a total
victory. However the ticklish igsue of dismissal of nearly a hundred
employees in various branche# had yet to be resnlved, apart from the
substantive economic and other demends tade by the Unian.- In such a
situation, some managements mey be overwhlmed by thelr success and continue
their anti-union posture, perhaps in the hope that they may succeed in
gettling rid of union trouble for ever; other may begin tn feel guilty
of theilr earlier harshness and try to compensate for it by trying to
please the union and employees. In the case of Anjali Bank, however. the
strategy follwed by the management after the conflict was a strategy
based on clear manageria)l objectives. If the matagement wanted to teach
& lesson to the erring union, the lesson had been well taught by August
1966. However, teaching a lesson to the union or employees was not the
primary objective of the management. The primary objective was to
maintain wnd promote organizational efficiency and this would be done
cnly with the help and cooperation of the employees as well as ‘the union.
In this context, the period immediately following the settlement of
August 1966 marked the second major turning point  in the history of
indystrial relations in iAnjali Bank. There w.re two major issues left to
be resolved at that stage. The first was the need to reestablish the
working relationship between the officers anc workers at the branch level.
The second was to take the final managerial ( :cisions regarding the
dismissed employees in view of the need to : e.stablish normel relations.
One way to harmonise the relations at the b-gnch level would have been
to send ocut circulars from the management 2% well as the union, oncé
agaig .expressing promises of hopes and mituital cooveration. However,
the Anjali management as well as the union leadership realised that they
wrculd not be able to settle the issues at the branch level unless they

physically visited the affected branches, met the people, understood their
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problems, and found- ways ’50 reeqtabhshlng the organizational relation-
ships. In this spirit, the chief executive and the secretary of the .
‘Natiop2al Federation.of Bank Workers v5_51ted the.branches and met the
people concerned. Here dgain, the managerial strategy was cle&rlv 1aid®
out, I% was realised thet both the employecs as. well as the branch
mariagers had grievances aéa{nst one ‘emother and' thet _many ,pew:hblogical
barriers existed between them in view of the previous incidents o .
gbuses and-sssaults. - Hence the chief executiva requeste& the urion |
leader to mest the -employess without his intérvention and he in turn fmet,
the branch managers -without the union leader's intfsrventlon. This -
apprOa.ch. allowed an opportunity to both the gg:ri;ies to let out their
grisvandes: and: ‘e‘mﬂﬁaints ‘without fear. LR gn 28 éi‘ $hig foundation was
‘prepared, they held a joint meeting between managers and’ employess.’

Once again people were allowed to ventilaste their resr-ective grievances
and at the same time understand the view points of one another. In this
background, both the chief executive as well as the union leader
admitted that mistakes were made on both sides but %hat it was now
necessary ta open the way to a new relationship of trust and goodwill -
between the two groups to serve their mtual interests. This atmtegy .
is by any standard worthy of being designated as decision maldng by joint
consultation. It is important to note that the top menagement realised
that while the problem of industrial relations had to be dealt. with at
the head office, these probléms mainly arose among managers’ and workers
at the branch level. Hence such problems could be effectively solved
Dnly by taking into confidence the veople at the branch level. The
managerial strategy for promotion of cooperatimn among managers and
_workers matched very well their strategy for -handling a situation of
itotal eonfllet during the earliar period. In both cases, there was &
clpar organizetional pugpose, behind the decisions taken by the managament.

Finally let us examine the ma.nagema" weroaeh to the solution of
the cases of the dismissed employees. In - context of the managerial
urge -to reestablish normal relations with *he wmployses it would have
been unrealistic to expect the union to accer: dismissal of sbout a -
hundred smployees. Hence, at the request of tie union, the chief
exequtive agreed to econsider the cmsas of dismissed employees sympath-
etically. However, he decided not to hasten through any decision in
this regard as he still wanted to make it clear to the union and the
employeas that they would not be sble to get away with destructive
activities. It was in this spirit that the uninn leader was asked to
make a represcntstion to the board of directors on behalf of the
- ddemissed émployees, Althaugh the negotiating committee apocinted by
the board of directors recommended reinstatement of all dismissed
employees, the board decided not to reinstate some ten employees who
~had indulged in extrems types of violent actinn agninst the bank and

its officers. The board also modified ancther recommendation scome
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employees who had indulged in acts of violence. As we have seen the
union leader found it somewhat difficult to accept this decision on
punishment to the employees but he was left with no other choice in
this regard. During our discussion with the msnagement on this issue
of punishment we were told that they had no intention to exercise
vengence or victimization against any emplsyee. However in the
nanagement's judgement the punishment inflicted was gbsolutely essential
80 that the painful lessons of the long agitation and strive were not
lost on the people concerned. 4 clear indication of the management's
positive attitude towards all employees is provided by the fact that
those who were eligible for promotion according tn the existing policy
were promoted regardless of their involvement in the agitation. The
statement made by one of the officers to the effect that the employees
were ultimately their own colleagues and friends is a tribute to the
sense of balance with which Anjali Bank management fought a ruthless
"war" when it was managerially essential but scon moved towards recon-
ciliation to build up a lasting relationshio with the same neople
against whom the "war" was conducted.

IV CONCIDS INS

The foregoing story of labour relations in Anjali Bank and our
analysis of the story lead us to some general obscrvations regarding
management of industrial conflict.

In a democratic society such as ours, a trade union is a legally
and socially legitimized organization expected to promote and protect
the legitimate economic, soeial and politicol interests of workers, no
less important than those of the managem=nt. Hcwever, in view of the
political and ideological overtones of treiec uanionism, most managers
are reluctent to accept trade unionism amone their employees. While
same managers publicly express willingness to accept trade unions, in
practice they develop an attitnde of apathy or aversion towards the
uniocns. Others suffer from a fear comple:: in thsir dealings with trade
unions, especially if the latter adopt a »adical ideology. In many
cases, the militant approach adopted by tradc unions.is in fact a
response to the initial managerial asttitude towards them8. In the back-
ground of such psychological barriers, when management and trade unions
are compelled to enter bilateral negotiatinons under govermment suver-
vision, their relationship assumes the form of a win-lose struggle
‘rather than one of mutual understanding and bargaining between equals.
Management is often worried ebout the possibility of -the union becoming
strong and powerful if it is allowed to establish a bargaining relation-
ship. Hence the management's strategy with regard to the union is to
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‘avoid ‘it as far as possible., On the other hand, some managements are
‘concerned sbout the potential threat posed by the unions and conseque-
ntly adopt a policy of appeasement- of:the union, as it seems to have
happened during the initial joint meetings between the An)ali n&rtles
in An3a11 Ba.nk

. ‘; w0 ‘_‘
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However, in such B situation the union mav get over enth:siastlc
about clinching cofcessions .from management. ~A4s 1ong a8 the union
operates w:.t.hin the legal and ethical limits:of unionism, management
may gradually “get-over the initial.fear complex: ‘atid; gatablish an.
_effective bargaining relationship with the union. Oh thé other hand,
the union may want to take advantage of its initial nositioh of strength
and hence cross the legal and ethical limits of unionism. This is the
time when menagement needs to formulate a.clear strategy for dealing
with union activities. It may decide to contime its initial policy
of appeasement in the hope of maintaining harmony and avoiding conflict.
.This apvproach may help the management in the short run, but the union
may learn to clinch concessions from managament by resorting to strikes,
and agitations. In the long run therefore management may contime to
lose in the power-game with the unfon. Alternatively, management may
take a long term view of union activities and decide to have a candid
confrontation with it to make it understand that it has to onerate
within the prescribed limits of legitimate union activities. This
decision may imply sacrifices on"the part of management during the
struggle with the union, but it may prove to be managerially essential
to avold contimual threats of agitation by the union. Secondly,
management may regard it as a social responsibility to make the union
learn its own responsibility towards management as well as the wider
society. To this end, a struggle with the union may be inevitatle,
whatever the economic and other price it may have to pay in the
process. When such a decision to fight it out is made, the situation
18 very similar to that of war between nations. . Management has to fully
prepare itself with the logistics of -the struggle, as was done by Anjali
Bank menagement.

But the most crucisl stage in the management's confrontation with
the union is reached if and when  the "war" is von by management. At
this stage, the parties may contime their immediately preceeding '
attitude of antagonism or may revert to the earlier attitude of fear
or apathy. Here again, the decision has to be a managerial decision.
It should be realised that while the. "war" with the union was necessary
in terms of managerial objectives, it was not the management's objective
to banquish the union. Hence as soon as the struggls is over, the
management needs to move towards reconciliation, in the awareness that
the mein organizational goals of mroductivity or efficient service can
be achieved only with the active help and cooperation of employees. It
should also be realised that effective reconciliation needs to be
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achieved not only et the top levels of management as well as union, but
mainly at the level of branches or units where the majority of employees
work. It needs considerable psychological adjustment and competence on
the part of top management to go down to the grass-roots levels of
industrial relations and work towards lasting rec-neillation by admitting
mistakes, on both sides. However, such a move is managerially necessary
as much as a "war" with the union is managerially necessary in another
situation.

In Industrial relations there are no permanent adversaries, either
at individual and group levels. There may nnly be times when conflict
has to bec managed blantly on managerial issies and with the intention
to achieve long~term managerial objectives. One hopes that managers in
public and private enterprise will provide increasing evidence of ability
and willingness to deal with problems of industrial relations with such
clarity of managerial objectives and strategy.
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