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WORKERS AND _ MALAGEMENT :

A SOCIO~-HISTORICAL FERSPECTIVE

This pa.er is based on a series of discussions
(between the author, Indira J. Parikh who was
visiting INSEAD, Professor Henri Claude de Bettignies
of INSEAD Fontainbleau, France and Professor Pulin K.
Garg, Indian Institute of Management, Ahmedabad) held
at INSEAD in 1975. Based on the discussions the ideas
have been put together to understand why the relations
between workers and managerent have evolved the way
they have evolved, what are the sources in history and
culture of the two continents and what could be other

-

alternatives.

The intention of this pa er is to explore the
changing patterns of relationships between warkers and
the menagement in industry over the last century and a
half. The growth of industrialization has occured
across the world. The cultures are different the social
traditions are different and the assumptions of life,
individuals, collectivity and the relationship between
the individual and collectivity are different. Yet

when it comes to the ingustrial scene of worker-



management transactions and relationships most
countries seem to walk the same path. It is hoped
that exploration of the socio-historical and develop-
mental perspective may provide a better understanding
and appreciation of the multi-faced phenomena of
worker-management relations. Such a perspective,
sugoests three broad patterns of worker-menagement

relations available today in the industrial world.

1. The Mpono-cogmunitv of Work

The mono-community is a concept 1 am using where

the work system revolves around a single person who is
the owner-manager, Or arouni a group of persons who
represent him as the management. The structure of
this community is character ized by hierarchy with only
one power center, i.e., the management. The structure
is dominatei by the management. The worker is unor-
ganized. Generally he does not feel the need for
organization. The worker-management relations in this
mono-community are governed by the concept of welfzre.

The management considers part of its role and almost

A mono-community 1s a translation of the Sanskrit word
“Kutumb™. In its central meaning it connotes the

primary kinship system of society. The structure suggests
a social organization around a patriarch governei by
fixed roles where exercise of autharity is paternalistic.



its duty, to show patronage to the warkers. It also
considers its role in the acts of piety or to envelop
itself in the glory of being humane, armd progressive
by organizing ritual activity of welfare. In India,
this has become a part of legal obligation to provide
some welfare schemes for the workers and compulsory
appointment of labour welfare officers along with
indusirial relations officers who lock at the legal

side.

The mono-zormuhity can be saii to be the dominant
pattern of social organization prior to industrialization
of agrarian societies. When industrialization bggan
the workers were drawn to the industries from either
the feudal structure in the western context andi the

rural caste structure in the Indian context.

The worker in this pattern, in spite of his geo-
graprhical mobility awvay from his orimzery system tended
to transfer his ways of relating to his family authority
to the management structure, In India, it has been
turned into an euphemism of "M i-Bap®, i.e., "Mother-
Father®, implying both a dependent and succurent

expectation and acceptance of control, both for



direction and role-boundaries. The warker is a
recipient and expects only the conventional and

" traditional protection and support in crises from
the management. He also expects tolerance for
inefficiency, does not take the responsibility for
innovation and expects that the management would
extract his commitment through constant reminders.
He admires a bosc wno remembers his name and the
details of his family. This structure, process, and
relationship between warker-management existed just

when industrialization mede its first appearance.

2. The Dual Community

-

In this pattern, both the menagement and the
worker are oraanized. There are two centres of power,
each competing with the other ani each professing
different interes+c and airs. In this pattern the
structure of the cammunity revcives around the
lezlershir which can be either unit based or injustry
based. The interaction is more often a confrontaticn.
This is really a bargaining situation which emerged
after World War 1. It has been enshrined in labour

legislations of the day which set up contepts like



third party arbitrations, labour courts with special
powers and the like. The legislation legit imized

conflicts of the two power centres.

The basic assumption of this pattern in the mind
of the worker is that the industry belongs to the
management., Its management is its responsibility.
The workers are only co .cerned with ensuring a propor-
tionate share in the re..ard. They are also concerned
that the management does not take unfair advantzge of
the helplesc workers. The mansgement's assumption is
that the unit belongs to them and its is their respon-
sibility to keep it profitable. They see the warker
as a hindrance to the growth znd profits. They consider
the management of the industry as treir prerogztive.
Both the management znd the worker 4o not aczcept the
concept of partnership in the enterprise. A large part
of the industrial scene is characterized by this pattern

both in Indiz and in Surcgpe.

The key words in this structure are representaticn
and representative, This imzlies that the management
and the union come together as reprecentatives of their
own interests and not as Teprecentatives of the total

SYstem or the goals of the System, i.e., growth. As



such, a conflict situation resulting in pseudo
compromise occurs. The consequence of this is
interesting. Both groups focus on the inner dynamics
of the dual community and gradually farget the rele-
vant forcers and conditions of the environment. They
may continue to refer to wider environmental cond ition:
to justify their own view points. Each group interprets
the environmental conditions in what it considers the
most relevent view for its own arguments., Thus the
dual communxty tends to collapse on its elf gets out
of touch with the environment and is left behind It
remains there till an acute crisis of survival in the
environment comes about. The dial cammunity then
manages itself by the principal of manigement by
crisis, which does not always lead to growth &nd
relinking with the environment. Entreachrent in the
morment of crisie leads very often to dicsolution of
the comhunié?. The ‘sick rills', limcing industries
and such phenamena are a product of this. The
government then has to bail out these industries by
subsidy as hap-ened in Indis, Europe, and Americ:.
Or, the government takes over the o’nership by

nationalizztion.



It also produces the kind of agreements where
the union agrees under crisis to change technology
or rejefinition of jobs, but insists upon the prin-
ciple that the workers should continue even though
they are not working on anythino specific. The
industry is made to carry warkers for ghost jcbs.
This ‘'feather-bedding' eventually becomes an uneconomic

proposition for the industry and the society.

The construct here is very much like the orocess
of disintegraticn of the 'Kutumb' in India where the
‘Kutumb' is still seen as owned by the patriarchns,
but the sons have organized themselves to extraot as
much from the 'Kutumb' for their pleasure and needs
&8s they can, and disown the recponsibility of contri-
buting towards the regeneration of the *‘Xuotumb' and
its resources. Whatever resources they create is seen
as belonging to them alone and not to the 'Kutumb',
There is a specific lack of replenishment of the system

and its resources by the merbers of the dual comunity.

In the dual community, the ownership is not
contested but the distribution of resources, products,

and power is. 1In order to sustain this structure andi



process, ideological rationalizetion are utilized.

At the peak of this struct_ral process, the focus
completely shifts to goals and targets and the
mechanics of getting things done. The continuous
search is for periods of 1lull rather than to handle
the sources of the storm that arises. This focuses
the worker-mancgement relations in the legal, logical,

and rational orientzticns.

3. Unified Comrunity

In the current worker-manacement scene the wcrker
participation pattern is indizstive of growth toward
unified community. This pattern is of recent origin
and has two stages. The first stage is besed on the
assumption of joint resyonsibility far the continued
growth &and development of the unit. Here, though
there are two centers of power, yet there is a commit-
ment to cooceration so that benefits czn De optirized

for evaeryoody has be:zn azsepted.

The second stage is a lozizal end of the first
stage, i.e., the cons:truct of joint ownership. The
emergence of such an orqanizction then fulfils the

meaning of the word 'Samaj' where work-role differentiation



is accepted but the basic center of power of decision-~

making is shared by all equally.

For example, a particular Canadian firm which
through the dual comnunity process has exhausted
itself and was in the process of being taken over by
the government resorted to this concept whereby every
person became an owner. The ownership returns were
still stratified but crovisions were accepted whereby
length of work in the system and the role in the
system would continue to increase the size of ownership

of each individual.

The rajor assumptions of this system have not vet
become crystallized in terms of a definite induastrial
policy. Experiments with such bodizs as the works
committee, joint consultative committee, representztion
on the Boerd and two-tier system have been atterpted.

But if we look closely, these exper iments are still
Ccaught with a svntax and serantics of the dual corrunity.
Perhans, th=z greatest challenge to the social scienticts,
indusiry and trede uniocns is to discover social processes
and forms which would make the unified comrunity a
reality, rather than the pseudo unified comrunity it

becomes. The whole set of jokes and cartoons on worker
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participation reflect this dilemma of shift from the
dual community concepts and processes and the extension

of its syntax and semantics to the emergent community.

These three patterns exist simultaneously in
India as well as in Burope. The majority of industrial
relation situations fall in the first two patterns in
India, and in Burope in the last two. But it must be
remesbered that though the movement in Europe is toward
unified community, it is still struggling in the first
phase where the representetion syntax of the dual

community dominates.

The Genesis of the Threc ratterns rono—Zommunity”

The genesis of the relationships of the mono-
community which is management dominatei lie in the
traditions of the pre-industrial society where the
organization of & comrunitl was around a rich o'ner
of the resources of the Zomruaity. The large part
of the gopulation rendered services and they were
given primarily the patr:onage of the feudal lord.
They received the freedom to utilize some of the
resources for consumption and then they were the

beneficiaries of 'largess' on occasions of child-birth,
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good harvest, marriage, etc. But this was strictly

at the pleasure of the lord or tied to conventions,

In Indian society, this was systematized in the
'jajmani' system which ran parallel to ceste system.
Broadly speaking, the 'jajmani' system prescribed

the size of gonds amd the occasion of goods receivable
by the service people as well as prescribed the nature
of service. For example, a potter was to provide a
fresh set of pots three times a year at the turn of
major seasons - like on Diwali day, the advent of
winter, the Hodi day, the advent of spring and sumrer,
and on the 26th 3ay of the Jyeshth month, the decline
of the summer and the advent of the monsoons. iﬁ return
he would receive what the rejiirements of his living

were,

In this system, the relationships vere governed by
a paternalistic authority providing familisrity and
personzalization in the relztionship. There was a strong
sense of closeness and integration. The roles were
differentizted &and each role had its defined boumdary.
It provided for a rich social and community life.
Besides differentiation of roles, there was also a

differentiation of levels of aspiration as well as
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standards of living and life style. In the Indian
situation, the differentiation of roles, aspirations,
and life style were legitimized by strong caste and
role mythology. As such, there was a synchronization
between the role level and level of consumption. My
understanding of the feudal system of the West is that
a sirilar synchronization was avzilable between roles,
level of aspirations, consumption and life style,
without the support of systemization and legitimization
by formalized contracts of the 'jajmani’ system, and

by the role, and caste mythology.

The difference between conventional status of
organization in the feudel system and legitimized
codified status of arganization in the 'jajmeni' system
of the Indian society is reflected in the patterns thzt
ererged at the point of industirialization. The European
rural individual/farmer couli move more eas ily and
accept not only physical mobility but zlso social
mobility. The physical mobility from the canventisnal
Systems openel for the Buropean warker, individualized
aspirations or at best aspirations for the nuclear

family and not for the entire kinship.
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In the Indian situation, the transfer of mono-
community attitudes were complete to the industrial
environment., The Indian worker recreatei his rural
soclo-psychological COmmunity.in the new social
temporal canmunity* and dij not get involved in the
here-and-now. He treated this new place as a situation
of exile. The European worker in contrast shed the
attitudes of the mono-community more cuickly and
moved in to the here-and-now or he retainei the

nostalgic meamories but did not wish for a return.
ugd unit

The genesis of the second kind of relationsirip -
the dual comrunity in which menagement confronted
strong unions - the eventuzl emergence of two parzlilel
communities well organized and differentiated in terms
of their interests and objectives - lie in the emergence
of giant size industry and corporation, which were
free from the anchors in land and direct natural resources

of the land. In the initial stage, the patterns of the

* These two constructs are used by Prof. Fulin K. Garg
to explain the dynamics of a village community under
change in In3ia. They can be referred to in a paper
'Socizl Interaction in a Village lomrunity' by
Professor Gaikwad of the Iniian Institute of Managerent.
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first - i.e., the mono-comunity were brought to the

new situation. 8o we fin3 the welfare-based theory

of industrial relstions. But gradually,the second

pattern emerged because inherent in the nature of

industrialization are the following:

a) move from personalized, close and strong community
sense, characterized by a sense of partnership but
stratified in terms of natural resources:

b) size of the technology which brought larger number
of warkers into wark system and also made each
process of the total product a complete task in
itself. -

¢)  breakdown of conventions which govern community
togetherness; the legitirization through 'jajmani’
systen and the myths and the conventions of the

feudal system.

In this brezkdown, the European wor ker discovered
thet he is only selling his effort and skills to the
company. He is free from the burden of socizl obli-
gaetions, that he is a time-bound erployee and that he
can sell hic efforts to the highest bid3er. This led
to his discovery of new aspirations znd also a learning
thet synchronizztion between work, life style, and

level of consurmption are not necessarily valid.
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For the Indian worker this discovery was very
much delayed. He came to the industrizal situaticn
still tied to his legitirized and codif ied social
identity of being a member only of prinery system of
his kinship, a2nd his stay in the Secondary system of
indistrial sityation was tantamount to an exils., His
aspirations opened not for himself or the nuclear farily,
but for the entire kinship, where each individual became
a spearhead for more exiles from the kinship syster,
At some point of time the warker still planned to
return home. It must be erphasized that for alrmost
eighty years of industrialization, the myth of retarn

still survives.

For a while the inherent elements and procesgces of
industrislizetion 4id pot come to the surfazce beczuse
of the so-cezlled pattern of company towvms. In fact,
the company towns cre:ted an arbitrary and enforceg
moNo-coummunity whose entire resources belongel to the
encrepreneur. The arganization of these company towns
deprived the individual warker of his share in the
Natural resources and thus mzde him extremely dependent

On pure wages. It brought into the focus his helplescness.
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The industrialist introduced a strong policing system
in the campany towns andi made approach to themselves
difficult. Thus the fragile link of the feudal
attitudes and feudal processes were dissolved. After
World War I, as the warkers began organizing, the
company towns witnessed the most serious violence

between workers and management.

With the advent of the industries and corporate
orgenizctions people moved from a socisl syster of
villages and farms as work farce and became labourers.
They left villages en3d farrms for & brighter and more
hopéful future, lezving behind their kith and kig,
rich folk~life and a syster of serscnal interaction.
This movement and mobility brought ther to a relatively
isolated and eroticnally, &nd socially barren life.
They had to lock for meaning and fulfilment in some
other sphere. There seams to be two distinct patterns

in this rovement, one in Burc:e, and aznother in India.

Migration Pztterng

The Euroresn Pattern : The European pattern

reflects the basic motivaticns of movement away from

rural areas for better living conditicns. The
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industrial scene appeared to be more stable as well

as more certain and regular source of income. So

the worker migrated as a spearhead into the city

with hopes of bringing his kith and kin to the city
for better opportunities. 1In effect, he was willing
to uproot himself in order to ensure opportugities

fg; himself and his family. Very soon he got tireqd

of the patterns of patronage offered by the liouveau
Rich, middle-class~turned industrialist. He became
aware of the explottation under the garb of patronage,
He saw the middle class getting richer and enjoying
leisure and luxuries while his lot was a barren life.
His reaction to the frustrati-n aczompanied by cogéinued
harshness of existence led to his rebellion, his

orcanization end eventual entrenchment in the dual

community pattern of industrial relations.

Long is the histary of this struggle. A vhole
set of le cl steps have ererged to menege this struggle,
Yet it has also crystallizel and ensured =t the process
level the basic attitudes of opposition between menagerent
and workers. The worker ani the ménagement still locate
themselves on the opposite sides of ideology and the )
socizl system. Only in Gerranv it se>ms lezally enfarced

vorker participation in manzgement emerged as early as

1%16,
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In a series of Executive Development Programmes
where managers, senior, middle and junior levels were
involved, the exercise 'We-They' was played. It is
faccinating to note how the managers when given the

role of trade-union leadership saw management as:

* exploitive,

* manipuletive,

* powerful,

* conniving,m

* untrustworthy,

* jinterested in their own profits,

* working to disrupt TU unity by peid ﬁgies.

* following the policy of divide and rule.

The other section of the minagers who played the

management role saw the TU lezdership as

* irresponsible,
unmenageable,
power hungry,
* disruptive,

* selfish,

* unreasonable,
* short-sighted,

* immature.



19

Of course, both sets of managers playing the
role of Trade-Union leadership and management gave
themselves good images. A similar data were obtained
when 40 TU leaders spent three weeks at IIM, Ahmeilabad
and carried out the same 'We~They' exercise. In fact,
Trade-Unionists playing manager roles in the exercise
gave stronger negative images to the Trade~Union

lezdership.

It is ap.arent from the above that a basic mistrust
and hostility merks the core of industrizl relztions
classified unijer the dual-cornmunity pattern. My
analysis of the reported demands and complaints in the
European Industrizl Relations Journal suggests that a
similar set of stereotypes reflecting mistrust and

hostility exists here also.

The ease with which the EBurcpean worker moved out
of the feudsl system broke his role-set. It is also
under the Protestant philosophy whiczh dignifies work,
separated the link between the nature of work amd the
~uality of life style. Thus the worker in Buro;e was
willing to work hard in order to ensure a stable

middle-class standard of living. He was concerned with

the size of revard. His hope was material security
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and his alm was to meximize it. 1In the absence of
any other personal meaning, he truly became the

economic man of the early 20th century.

The Indian Psttern : Fatterns of Exile : The

Indian caste cystem backed by the 'jajmani' system

did not resemble the feudal system of Eurcpe. In

the dual codification of socizal status, and eccnomiz
interdependence, the Indian worker had his own status,
property as well as role security. He w:zs not dependent
on patronage or 'largesse'. His experience with close-
ness, solidarity, and stability of the rural community
was rich amd gersonally meaningfual. The advent of
heavy industrialization drew him to the cities no# as
an immigrant but &c a per:on in exile. He camz to the
industrial contre: &s a representative of his family
who stayed in the village. His role was to generate
cash for reittance to his folks in the villzge, ani
he lived with & mith of savino enough to buy his own
acre of land and return, So he was in exile with

no investment in the industrv. Even today, it is not
unusual to find a large number of workers ia Indian
industry living a garass-widover's status for eleven
months of the yesr in shabby tin sheds anid crowed in
unhycienic conditions. To a certain extent, even the

educated elite of India who lived in Zurope and
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America followed the same pattern of frugal living.

Save to return home with a better guality of life.

As such, it is difficult to organize such a
labour force. It is not unusual to find that the
minority trade-union can precipitate a unitwide or
industry-wide strike even when the majority of trade-

union leadership openly o_poses such a move.

Bound by this concept of e:siile, initially the
Indian warker only looked for short-term and immediate
returns., Long-range policy and strategy forrmulation
for bargaining wcs not hic concern. Moreover, the
stress of living in exile made him temperamental apd
he coulld be easily incited for absenting himself from
work., Ensuring wages for the period of stwrike is one
of the mejor hurdles of any negotiztion in India.
Ijeologies and political philosophy dild not form a
pert of his perspective. He wes also not willing to
pay that hugec a price ac the Americén worker paid in
the thirties to ensure a permanent dignified position
for the waorker. The largest struggle is on the size
of bonus and retreachment ozcuring due to modernizstion
of technology. It is rare to see a strike in India
whizh mey be more central to wark design and such other

ecritical arecs of & worker's life.,
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The developmental perspective presented here
can be represented by the following mcdel:
Figure I
Model of Mono-Duzl and Unified Community

Dual-CTommunity Model

+
Mono-Community Unified-Community
Model Model
+ +

To sumrarize, the mono-comrunity is one-person
system. It is simgle in structure. Every role is
stratified and well-defined. The autharity structure

is more like a star
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F;gure 11
Mono Community Strugture

where the owner, the feudal lord or the controller

of resources is in the centre, Bach service is
directly linked tc him, and he exercises authority.

The link across other roles either does not exist

or is very weak. This can be truly definel as one-
person sySter. In this person, all roles lose their”
jdeatitv. This is a paternalistic process characterised
by decendency. In Indiec, the pattern in essence remains
the same except there ic not one person wno controls

the recourc-s but & cet of zeople. As suzh, the

patterns would be

Figqure I1I

Patterns of Inter-Role Relationghipsg

P\ f 3

Sy $S st
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There could be, for exanple, five potters relating
to twenty farmers, ten scavangers relating to twenty
farmers, This is an overlapping cystem of one person
wherein neither the rescurce controllers which are more
than one nor the service roles which are more than one

in the same service, have any direct link to each other.

This becomes more comnlicete due to multiple
service roles in a community relating to multiple
resource roles, But esientially each resource role
has a set of service roles around him in the same star
fashion. The only additional factor is that each
person in each service role are bound together by 4Fhe
caste structure. This, however, is only a social bon3i.
In terms of work relzti:ns, the caste belongingness

does not bresk the one--erson syster.

As such, in the Indian attern of rono-community,
role ijentities do not merge in the resoirce person.
The exercise of authority of the jagmeni syster is both
ways, i.e., interdezendent. As such, mcbility is more
difficult. The baslc process governing thie system

both in Burope and India is of obedience.
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The dual-commmity model is like two stars in
interaction:
Figure IV

Structure of Dugl Commpunity

|

Conflict

Management Structure Union Structure

Here there are two power centres .and the process
is conflict. The movement from the mono-community to
that of dual community is interesting in terms of ~
understanding worker-menagemznt r elations. Tﬁls
movement eventually introduces the following variables

in worker-management.

a) Breakdown of sense of social belonging - This
reduces the sense of zsychologizal security.
In the new sitiation, work rewards becare more
inportant. The psycholooical security is tr&ded
for economiz securitv. With the destrnction of
psychological security anchored in social belonginj

and identificstion, tolerance for stratification
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of life styles and consumption levels becomes poor.
Indiviiual starts having new aspirations generated

by the concept of equality in work. He tends to
respond with self-oriented attitudes to life and
becomes acutely aware of unequal distribution cf
rewaris. As he has closed his doors to going back,
the worker in the European context organized himself
to protect himself and struggled to put his roots in
tie new situztion. This commitment was to stay and

a growing awareness of unezual distr jbution of rewards
lead him to achent merbership in a secondery and volun-
tary system, i.e., the trade-union. The unit which 1s
the instrument for self-protection also became the -

instrument for self-enhancement through collective

bargaining.

In effect, the lojical conzlusicn of this movement
ijs to morec often use szrike as a stretegy. One could
perhaps talk of rreudign concept of victim interna-
lizing the aggrecsor and repeatinj the same pattern.
Strike is only the other side of lock-out by the
managerment who used this in the rono-cormuanity very
often. Escentially, the Trale-Uaions in the dual

com 1nity have not discovered any nNew proces: for
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ensuring their rights which have not been used

by the management.

Folarigzation, politicalization, and entrenchment
and conflict with a win or lose strategy comes
aS the high mark of & dual cammunity. The entry
of the government through legislation to control
and contain this conflict reminds me of the
allegoric story of the two cats who found some
bread and could not agree on an ejuitable cshare
between them. They both went to the monkey who
was supsosed to be a bzlenced and just pergon.
They recuested him to divide the bread in a fair
share between them. The monkey brought out a
balance (see the syrbol of justice in government)
=nd broke the brezd in two. One side wes heavy.
The monkey broke off a piece to balance and put
this oy his side. This time the other cide was
heavy so he broke off another piece and kept it
by hic side, and so the process went on until
the cats had nothing left and the “onkey had it
all. This is what ha.pened with the sicx mills
in Indis and perhaps in many situationes in Europe

and America.
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A look at the movement from monc-comnmunity to

community gives us the possible following steps:

Total contreol by the resource controller - with
no social welfare or compassion., Increasing
dissatisfacticn angd viclence between workers, not
towards the management. The Scuth African model
where the worker town of blacks shows as high as
1,000 murders a year in a millicn population
besides all other kinds of vioclence provides
evidence {(descristion given by a merber of INSZAD
delegation to South Africa). American company
towns displayed a similar pattern at the turn of
the century.

Entry of middle-class elite moved by pity and
ideals of reformetion. This is largely an atterpt
to welfare and uplift, which inzidentally leads
to arganizztion of warkers but is not sufficient
to silence the increasing tide of discontent ang

rising aspiraticns.

Suppression of elite intervention by the managerent,

thus leaving the workers once agzin in a2 guandary.
BEntry of political ideclogy and political elites
fror outside the system. This acguires legal

support as the confrontation leads to scocially
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undesirable incidents. This specially happens

at the height of the strike and introduction of
the strike breakers.

Acceptance of Union and polarization with the
characteristic entrenchrment. This is the peak

of dual comunity.

Entry of instruments of negotiations and conflict
containment. There are two sources of this: legal
and the other scientific, Taylarism came at the
peak of the mono-community system where work

motion studies and standardization was sought for.

Final entry of the government. As the sixth step
falls to dissolve the primary conflict and as ~
sach issue becomes a battle-ground in the ;Eerging
dual comunity, the government enters taking
greater control of the situation till the process
can end in naticnalization. The whole process

of movement of mono-comrunity to dual corrunity
can be represented in the 3diagrar given below.

On the outside of the circle are the steps to
organizaticn of workers. Inside of the circle
are the gttitudinal factors of the workers.

Parallel to these steps are the inputs of the
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law and shift in the ermphasis of the law from
protection to containment and the inputs of
the soclal scientist from scientif ic management

to motivaticonal 0.D.

Figure v

Movement of Mono Community to Dual Community
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Bmergence of the Unjfied Community

The growing dysfunctionality of the dual community
model reaches a height when the processes such as
joint consultetive committees as well as introduction
of task systems and budjetary control systems fail,
to create a spirit of cooperation. It is then that

the rodel of unified comrunity has started to emerge.

However, basic doubts remain in the minds of both
the management and the union. The internalization of
attitudes of the dual cammunity is very strong. The
whole existence of the 3ual com-unity is charged with
emotiocnal rhetaric in spite of its manifest contenﬁf
being sometimes rational., The rationality is only in

the s:atistics juotei and not in the final messages.

One of the sources of deubt is what Garg illustrates
as a problem of change. According to him any inter-
action or transaction between two pPersons or groups
has primery gains as well as secon3ary cains for each
participant. In the encounter with change, the loss
of primary gains of the older interacti-n is clear,

SO are primary gains clear in the new transaction,

But the loss of the second:sry cain of tre first
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transaction is either unclear, and causes anxiety

or 1s clear and causes rigidity. The secondary

gains of the new trancaction is never clear beczuse
secondary gains are narmally unintended consz-uensee
of the rprimury gains. Uales. tnhne new transaction
develops and stabilizes, the sezondary gz ins of thie
transaction are not clear. As such, a-te-tanze of

cnange becomec difficult.

The shift fror the 4:al Comrrunity to the unifies
comr unity 1s now an accested direction of worker-ranazement
relations, but as yet there nzs not been a real achieve-
ment. Growingly the attitudes have changed. Peorle -
have started to accept znd entertain the i3dez that the
worker and rmansgement zen act tojether for corT on
interests. Theo rezal probler sexms to have boen to
fin3d orgenicetionzl forrs znd organirational prozes er.
In the Iniian context roct ~f there now forre &ni
prfocesies heve been anchicrel in models of <alk =nd
structures of organizitions., A socialecultaral ex lo-
retion to disc . ver deecly embedijed zrozesrec of
Selonging have been ignared. And if in ownership
cuncerns tnev have been utilized they have becsn

retzined in their oricinzl form in a new context
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which makes them irrelevant in today's times and
people.

In the last decade, many formS and proces<es
have been adopted. Work ~ouncil, Board Membership,
Joint Consultative Committees, and Two-tier system
are but a few forms introduced by the organication.
The processes governing these social farms (social
institutions) have been either initiated by government
through law, and occasionally negotiated between the
workers and the management. Whichever be the source
of this movement, it has created a spectrum of stances
which =2an be depicted in the followingy two by two
matrix:

Eiqure VI

Matrix of Union and Management Transactions

Management
Yes No
Union Yes X1 + -2
Ho : 4 = 3

Dual community is reflected in the 2/2 element
of the matrix where both the Union and the management
say no to the worker particivation as well as common

ownership.
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The 1,1 element of the matrix will reflect the
true unified comrunity where both the union and the

management accept participation and common ownership.

The 2,1 element of th: mztrix where the management
takes the initiative reprecents the arousal of doubts
and nejativity in the unions. In the 1,2 element when
the worker roves and displavs readinesc, the management

displeys anxisty of losing .over.

The 2,2 element represents the entrenchrent of
the dual comrunity which ends up in the -roceszes like

government intervention or rationalizetion,

As suzh, the moves from the dual community to the
unified comunity gets entrenched in emotional residues

of vast exg;loitatiosn, past po'er stragrles, and dys -

H

jo)
o
&

w
‘+
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o

functicaal arganizitional nreces es. =
istue lies in the fact thet no social forr or process
as Yet broken the syntax ani the logic of th: two
parties, It entrenches arganizzticn in the same of
determining who Will exercise authority on whor.
Underlying this game of e zluative exist sterectyces
Such as how can a shopfloor worker even conceive the
policy for the total environrent. 3Basiczlly, the tack-
role determining the 'world view' still persists on

both sides of the struggle. The worker or the union
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is not willing to grant the mana -ement's awarenecs
of the worker's reality and the reality of the

operation. The manager is not willing to make the
union aware of policy., finaicial, and rusine.s and

environmental realities.

The tug-of-war process in the industrial relations
and containment of conflict through state intervention
nas won tne worker represeﬁtati,n, but it 1as not Deen
successful enough to ensare wim and the management any
significant stability of rel tionships. 1n terms of
the schemes, the wor ker-managerent relations are
moving from the peak of dual canmunity towards unifiei
commun ity. The movement of lejislation s tO continue
o move the worker touzrd partnershis and provide him
a pesr statas oY jncreasing his stakes in Lhe grovin.

In this atterpt, new role jefinitions for the wor kexr

are ererging.

The sociazl science apyroach to e&se the industrial
relations situation nas xept pace from Taylorism and
rmotivational ap-roazh dur inn the shift Iror mono-
com—unity to dual community. With the attempts to
rezch the unified community the social scientists have
forused on involvement from the worker &nd craani-ation

develosment for the menczgement.,
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Another struggle in the shift from the dual
community to unifieg comaunity is currently centred
around the bouniary of total system decisions ana
the boundary of tesk role of the individual. Should
the individual particirate in decision-making only
in the spheres of his task~role, or should he parti-
cipate regardless of his taik-role boundariec in
making decisions about the total system. To the wor k=r,
the participation in decision-méking at the tesk-role
‘level apoears illusory bec:use any decisions so made can
be put asije ana nullified by decisions at the total
System level, To the management participation of the '
worker in the decisions =t the total system level
becomes a threat, perhanrs a threat to pPower, their own

role bounizries ang finally to their ability to make

quick and prompt decisi-ns.

Finally, the shift from dual community to unified
Sommunity centres around <ne dissolution cf Troyy
reoresentetion of one group of :reople in the hierarchy
and privilegz3 Si-ace of the manzgement. Does it imply
that the very concest of em>loyee and warker which invokes
images of people being used as instruments for management

goals have to be surrendered,
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The history of worker-management relations, then,
began with organized efforts to end the economic
exploitation of the worker. The legal and the social
scientifiz approach was exclus ively focused to improve
the conditions of the worker. This may hare been reflected
in improving his living coniitions, his wark coniitions
and nis econtmic coniitiong through inzentive schemes &ni
such other motivational & proaches. To a l:rge =2xtent
the gcal of ensuring freczdom from economiz exploitation
hzs been achieved but the conflict remains. The paradigm
of 'We-They' characteristic of the dual commu ity is still
operative. The new movement h-: led to the  enerztiono
of laws which in effect enjoins the worker end the
management in a common venture. This may be zlright,
but the cocizl saience contribution searching involvement
«f the worker through huranizatior of wark end
program-e IOoOr menagenent réeises sore very fundemental

‘uesticns ia my mind.

In both situstions, with the workers &nd the
renagers, the focus is te enrich and make the cuality
of work life richer &and meaningful. Wark ic ascumed to
have became the central focus &nd meaning in life of the

worker and the man:ger. His other life roles assumé a
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secondary significance or no significance at all.
The roles which an indiviiual has in the family
setting, the multiple roles of & husband, son and
father acguire a secondary status and so do the
multiple roles which an individual has in his social
setting. To attempt to make work - one role amonast
the multiple other sisgnificent roles - the sole role
giving meaning e&nd significance to an individual,
leads tc narrowing 3down of the totzlity of the indi-
vidaal, and the merbers of his other systems pay &
hage price. This in itself will lezd to dehumanization
of the iniividual.

This does not imply thzt the work be not mede
more richer ani mesningfal. In fact, efforts need to
be made to make it mezningfal end rich. But to give
work role the significance of giving the primery &nd
signif icznt meaning &t the cost of other multiple
roles in the other syster of celonjing of the iniivi-
duzl, is in itself a procZess oI Aehuranizztion, and
a source of exploitaticn of the individual. One can
£ind the proces: of 3Jehumenizztion calmineting in
seeking the social rewerdec of the syster in the total
organization men like James Bond and other such

sharacters depicted in literature.
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The task ahead of the worker-mancgement relations
ic to resch a point of cooperative effart in a unified
system Of bélonging wher= the rolec are differentiated,
where a sense of .sychological security is generated
and ~here both the arganizcticnal coals &énd the
individual gozls acquiré convergence and falfilment
without merging as one zoal.

One can tzke the schemes earlier given, describing
the moverent of mono-community to dual comrunity further
to illustrate the movement of dual comrunity to unified
community.

Figure VII

Movement of Dual Canrunity to New Directipons
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As illustrated in fiture seven, though the
movement away from the dual community is being
attempted through introductions of new institutions
such as two-tier system: though it is being helped
by new modes of organizctional development and new
laws, the hardest task is tc dissclve the syntix of

tne dual corrunity from operating.

One can see the similarity of the steps of the
first -uadrant of the schemes in the third quadrant.
Hovwever, it seers that the fourth ~uadrant marked with

question-marks 1is still unvisualized.

The new task then, zhecd of the tocial scientists,
law, the managerent and the union, is to discover new
instituticne, new forrme end new procesies. In its
absence, I suspect we would revert szcrh to & Iseudo
mono-comnunity eround work. This may in the long run
be more destruc-ive tc thie sociel fabori:z of the soziety.
Ferhaps the most important iscsue ray revolve arosad the
diccovery of new t echnolocical inpute than the pure
engineering approach providel to the growing induastrial
scene, Ferhaocs the slogan of appropriate technology
is not tnet bed. But it rust be remerbered that the

sporopriateness of a technclogy hac to be determined in
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the context of multiple cost-benefit ratios and
not purely financial, and technicezl ratios. & deep
look at socio-historical and cultural perspective
may be critical and es:ential to pave new models of

wor ker-manegement relations.



