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The concept of workers' participation in th? managenent
of national enterprises hes been attracting at?entlon d?rlng
the pest few months and there is every indication that it
will be a live issue in the immediate future. A Note prepared
by the Ministry of Labour of the Indian Government on
Labour Policy for the Second Five-Year Plan contgins Big.
passage urging the establishment of "adequate joirnt ?ach1-
nery for representing management, labour and technicians
oot only for the purpose of occasional consultation but
for the day-to-day running of the industry."

~~ The idea of workers' participation in menagement,
though new to Indie, is one in regard to which a certain
Deosure of experience exists in the more advanced industrial
countries in which it has elready been sought to be applied
in different shopes, forms and degrees. It would therefore
be of some value to start by havirg a quick glance at what
has already been attempted or achieved elsewhere,

Brocdly speaking, the conntries where workers' partici-
potion has been tried nay be divided into two groups:
those where it is enjoined by legislation, and others where
governoental interference has been aveided and national
agreecents reached between trade union centres and
enployers' association, Since space does not permit of an
exhaustive survey, I shall toke France as an exanple of the
first group and Great Britain and Sweden as exanples of
the second, I shall then proceed to refer to two countrics

Which have contributed distinctive varients, namely, West
Gernzny and Yugoslavia,

FRANCE

: Fren?h law, like thaet in Belgiun and the Netherlands,
inposes a widespread systenm of workers' participation in

the nanagenent of private enterprises and in the direction
of nationalised industries,

) Wo?ka Conmittees, which are
{function in about 10,000

chnical ang nanagerial staff on



the other. In the sphere of welfare activities, the.izrks
Connittees have two functions: (1) +to c?-?pernte vt‘
nenagenent in inproving the working and living ¢ond1d1ogze
of staff, in regaerd to which they have no powers t9 ecil
but nay give advice, and (2) to manage or supervise a
welfare work for the welfare of the workers and t@elr e
fanilies, in which sphere the Comnittees have o wider fie

of authority.

In the field of econonmic affairs, the Works Cornittee
has only advisory powers. While the employer is cbliged to
consult the Committee on questions concerning the nanage=
cent and the operation of the undertcking, he nay disregard
the opinion of the Cormittee, The Cormittee has, how-
ever, o right to full financial infornmation and nust be
provided with accounts and bzlance sheet before they are
subriitted to shareholders,

The Works Connittee has o right to be represented -
without vote - on the Board of Directors by two Committee
nenbers,

According to the Force Ouvriere (affiliated tc the Inter-
national Confederation of Free Trade Unions), while post- war
legislation has offered the workers an opportunity of
apprenticeship, it has failed on the eccononic side. This is
attributed to various fectors: (1) the short term of office -
one year - which is not enough to acquire experience, (2) the
fact that even the best elements anong the workers are still
poorly equipped for their new responsibilities, (3) the
developuent of 2 spirit of "conpany mindedness" which
weakens trade unions, (4) the side~tracking of works con-
nittees into the "blind alley"” of social and welfare activi-
ties resulting in trade union fonctionaries being overloaded
with canteens and Christmas parties, and (5) sabotage dy
communist trode union leaders who raise inpossible demands,
forient political questions in works cormittees and divert
welfare funds into communist chacnels, such as the sending of
delegates to "world festivals” of peace and youth,

According to the French Trade Unions, Works Committees
heve not lived up to eerlier expectetions, Managenents are
generally hostile and the workers often sceptical. Another
factor has been the effect of political divisions within the
French trade union movement in which three federations function,
The Force Ouvriere warns the workers that "without a strong
union there can be no effective works connittee,"

UNITED EINGDOM

In the U.K., workers'
volutary agreerients for Joi
Danagenent,

participation takes the form of
nt Consultotion between union and



In the nationalised sector, joint consultation ig now
accepted as an essential elenent of enlightened Pub11c
adninstration, though the denmand made by some unions for
workers' control of nationalised enterprises woas rejected by
the Labour Perty when in power, Nationalisation laws
require consulation with trade unions for the purpose of
setting up joint consultative nachinery for hund}lng natters
of safety, health and welfare, Thus, sone 2l/2 n%lllon workers
in coal, electricity, gas and transport updertaklngs were
brought under a systen of joint consultation,

In the sphere of free enterprise, both unions and
enployers have resisted suggestions that governnent should
neke works committees compulsory ahd have preferred the
voluntary systen,

In 1950, it was ennounced that over half the workers
in the 54 nain industries in Britain were covered by joint
production committees and that joint incdustrial councils
existed in 130 different industries.

At the level of the factory, joint production comnittees
have one of three forms. The majority of firms, especially
the sneller ones, have a single works council., Middle
factories have a main council and separate comnittees to
deal with departnental problems, Large factories use the
pyranidal structure, with a number of shop committees
electing representatives to departnental coonittees which
in turn elect representatives to the works councils.

Most comaittees avoid negotations cver wage-rises and
working conditions., Agreenents for joint consultation
generally cover such specific questiors as health, welfare,
sofety and education, In natioralised irdustries, joint con~
nittees generally busy theriselves with questions of welfare,
educaticn, heelth and safety and to a lesser cxtent with those
of productivity and efficiency,

The British T.U.C, has consistently pronounced itself
ageinst direct workers' participation in managenent, but
in favour of joint consultztion., In 1953, the T.U.C. Joint
Council rejected a motion for direct participation in management
of nationalised industries on the ground that "you cannot
el%minate unpleasant economic and industrial problems by trade
union participation in management, You can create for
y?urself as trade unionists the greatest possilble difficulty
w%tp your nembership.,"” The anxiety of trade unions to evoid
d1v1§ed loyalty on the part of union leaders sitting on Boards
of Dlrec?ors is shown by the T.U.C. recormendation of 1944 that
trade unionists joining the Boards of nationalised industries
should surrender any position held in trade unions,

The T.U.C. and en loyers in Britai
: 1 1n agree on two
fundacental points: (1) that the joint consultation nachi-
nery should renain voluntery and advisory, and (2) thet its
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success depends not or formel machinery but upon the
skill and the spirit of tte delegates,

SWEDEN

Workers' perticipation is known in Sweden 2as Igdustr1a1
Denocrecy, This has been fostered by an agreenent in 1946
between the employers' federations and the trade union fe-
deration which set up & volutary systen of joint worlks _
councila., Since 1948, joint councils have enjoyed+a rapid
growth and now flourish throughout private enterprise 28
well as in govermnent services and even in the aruy. By _
1953, there were ccuncils in three-quarters of all enterprises
apd today 660,000 workers are covered.

Although the works council bhas only advisory powers,
as an "organ for information and consultation", it enjcys
a broad conpetence to deal with production, health, safety
and vocational training. The council does not, however,
enjoy eény power of economic control,

The right to vote for workers' representatives is ordi-
nerily confined to nmenmbers of trade unions which are parties
to works council agreenents.

The works councils do not dlegate menbers to the
Board of Directors and do not exercise any administrative
control, Their effectiveness depends upon volutary co-
operation based on nmutual respect.

Both eoployers and unions oppose legislation and state
intervention., While the workers regard joint consultation as
a step towards conplete industrial denmccracy, enployers
regard it as a healthy safeguard against disruptive trends,

WEST GERMANY

Since 1848, the German workers hove demanded a voice
in the adninstration of industry. The actual attairment of
Co-deternination is, however, so recent that it is yet too
early to drew any definite conclusions,

The issue of co-deternmination cane to & head in 1950
wben power was handed over by the occupation authorities
to & purely German governnment, In February 1951, under
trenendous pressure fron the unions, the German ﬁederﬂl
Governnment and the industrialists agreed to full and equal
co-deternination on the boards of coal and steel cém anies
The law of May 1951 provides for a Board of Directorg (or ;

Supervisory Board) of eleven nenbers in all coal nining, iron
!
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and steel enterprises having nore than 1,000Iworkers. Although
the stock-holders "elect" this board, only flV? of Phe board
pecbers really represent the owners, annthe? five the trade
unions, end the last is an independent who is nornaglly a
businessnen, banker, econonist or professional man.

The Board of Directors in turn naoes ar Executiv? Beoard
(or Board of Menagers) of three members, one of whoen 1s 2
personnel director approved by the five treode union menbers
of the Boord of Directors.

The legal position of the labour nembers of the board is
not quite clear, DBoard nembers are legally "not bound by
nandate or instruction", but in practice labour menmbers are
instructed by the organisations which noninate then. They
thus find thenselves under an obligation both to the
enterprise and to the unions.

The law provides that two of the finve labour representa-
tives st be employed by the enterprise and noninated by
the local works council in consultation with the trade union
and the trade union federation. The other three are nominated
by the trade union federation in consultation with the local
union and works council., O0f these latter, at least one nust
not be an employee of the enterprise.

At a lower level, works councils continue to function
as before in the asteel and coal enterprises, exercising a
certain neasure of co-determination in the spheres of
personnel and social affairs,

Industries other than cocal and steel are governed by a
law on Works Councils since 1952, This provides that one-
third of the directors on the boards of joint-stock conmpanies
are to be elected by the workers, The entire working force
votes for these representatives, who do not represent the
works councils or the trade union. In these enterprises,
works councils continue to function at factory level with an
equal nunber of employers' and workers' noninees, but these

bave little power beyond receiving information about
conpany affairs,

. The steel coopanies have done very well without any serious
friction or clash, hardly any strikes and little unenploynent,
It hes been found that the worker noninated personnel nmanagers
soon learn to work as part of the nanagenment tean, In the
supervisory board, decisionsrarely come to a vote, and unaninity is
alnost always achieved. Between 1948 and 1951, production in
the steel nills is reported to have risen by 200 to 300 per cent
and wages by almost a 100 per cent. Lbsenteeisn is reduced
and greater job security is felt. By way of caution, it na
be nentioned, however, that nany other industries wi;hout 4
co-deternination appear to have done quite as well,

The D.G.B. (German TUC) is generally satisfied with the
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ioni f the works councils as well as co-deterni-
:zi::;fnlgg Zhe D.G.B., co-deternination in the iron_and.ateel
industry is only a first step towards full condeterglnatlon
in all industries. Industry, on the otker hand, rejects such a
process es being inconsistent with the "Western CDHCEPt'O?
ownership"., It cleins that the legal rights cf the 1eg1t1u§te
owners are a scfegunard of nanagerial efficiency and produc?l-
vity. The D.G.B. replies that it does not went ?o act against
the principle of private ownership but only to "influence
its economic functions." .

It is obvious that co-deternination in Germeny 1s
quite distinct fron joint consultation on the one hand and
state sociclisn or capitalisn on the other ond that West
Gernany has thus introduced a new forn of class and
property relations.

YUGOSLAVIA

In contrast with all other communist countries where
workers' participation, which was resorted tc in the earlier
stages, has now been abandoned and the trend for some time
now has been in favour of what is officially proclained os
"individual responsibility of directors and nanagers" as the
basic principle of industrial management, Yugoslavia has
rejected the Soviet foro of industrial organisation as
reactionary State Capitelism and has resorted to the ideal
or Workers' Control,

The Basic Law of 2nd July 1950, which prescribes
neasures for the adninistration of public property in
industrial undertakings, and which is at present in process
of being aoended, sets up two Bodies - the Workers' Council
and the Management Connittee,

The workers' council is elected for a year at a time by
all workers and officials in the undertaking, The council
elects fron anmongst its menbers a nanagenent comnittee
which controls the innediate administration of the under-
taking and is answerable to the council.

Menbership of the workers' council consists of anything
fron 15 to 200 nenbers, neeting once every six weeks, It
1s responsible for approving the plans and the balence sheet
of the undertaking, for teking decisions on adainistrative
3att?rs and for distributing the distributable part of the
profit of the enterprise. The council appoints and removes

the nanager of the undertakin w i F o
g ho is an ex-off e
of the nmanagi ShErithaa, 1 icio nenber

The nanagenent cormittee consi
. : : nsists of from 3 to 11
denbers, including the nanager. The nenbers of the comnittee
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are elected from anong the workers, tb? technical and engineering
personnel and officers of the undertoking. At leastlthree-
fourths of then nust be enployed directly in productzo; or the
basic economic activity. In order to aveid the formation of &
privileged buresucracy, no one nay be a nenber of the nanagement
committee for twc comsccutive years.

It is necessary at this stage to recall that in o oge-purty
State such as Yugoslavia, where the trade unions are a llmb_of
the ruling party, practice nmay not accord in all reapects_thh
theory, The International Confederation of Free Trade Unions
makes in this context the following observation: "Obviously _

genuine denocratic workers' participation is not conpatible -
with dictatorship. Dictatorial governuents cannot afford to
pernit collective bargaining nor any real degree of wofkerg'
perticipetion .... The history of werkers' perticipation in

211 countries has emply denonstrated that no real participetion
is possible without denocratic trade unions free of governnental
or employer control,"

I had occasion in Septecmber this year to pay a brief
visit to Yugoslavia and took the opportunity to visit a
couple of factories in and around Belgrade as also to attend
a workers' council meeting and to talk to some managers, workers'
council officials, trade union functionaries and governnent
spokesnen in an effort at evaluating bow nuch of the theory
represented by the law was actually functioning in practice,

I cane away with two predoninant inpressions. The
first is that the experiment in workers' control is genuinely
concerned., Having turned their backs on State Capitalisn of
the Soviet nodel, the Yugoslav leadership is anxious to blaoze
the trail towards workers' control. The assurances of Yugoslav
spokesnen that every effort is being made to train the workers
to take over the nmanagement of the factories and to loosen the
reins of central authority sc as to permit of the nexinun
decentralisation are, in nay view, sincere.

The second impression, which nceds to be balanced against

the first, is that workers' control is by no neans yet a
reality and that the actual position today approximates to that
of joint consultation as it is understood elsewhere. It appears
to me that, genuine though the effort night be, it will be
nany years before the workers develop encugh naturity and
understanding of the industrial process to be sble to control
?ffectively the nanagers and other functionaries who today act
in their nane. So long as the one-party State preveils, it is
also likely that the nanagers, the workers' council nffico-
bearers and the trade union functionaries - nost of whon are
meu?ers of the Corrunist Party - will in practice continue to
derz?e their authority from and owe responsibility to the
ruling Party, where real authority nust continue to dwell,

From this quick surve

of experi
tentative conclusion that y perience gathered clsewhere a

energes is that the advance to




workers' participation in the fullest sense of the.wozd is

a long tern process and one which can only be ?e§11e? as :
workers are educated and trained for such part1c1p9t1on. n
both West Gernany end in Yugoslavia, where tbeore?1ca11y
co-deternination and workers' control are respectively 1? I
operation, the experinent is still ?t a very early agd i ui
stage. Perhaps there is sonething in the view that it has
functioned smoothly so far because in practice the German
workers, by reason of their naturity, and the Yug?alav wur?ers,
for quite contrary reasons, heve not interfered with the vital
policies and procecsses of production and nanagenent.,

II

PROS AND CONS

We now come to the desirability and possibility of
introducing workers' participation in management in our
own country. The views that I shall advence in this context
are, I should make it clear at the outset, my own personal
opinions and do not claim to represent any other than an
individual viewpoint.

My attitude to the idea of workers' participation is a
positive one. It is in ny view a worthy ideal and one that
is infinitely nore acceptable, as &n expression of the urge
to social justice, than centralised State capitalisn.

The basic idea on which workers' participation is founded
is that of facilitating and increasing production for the
general benefit of the enterprise, the workers and the national
econony as a whole, It rests on the principle that all parties
concerned have a contion interest in the efficient running of the
enterprise and one of its purposes is to increase the size of
the cake which is to be shered,

Another essential element in workers' participation arises
fron the workers' feeling that he is sinmply a cog in 2 huge
inpersonal nmachine. Such a state of nind is bad for the
worker and bad for production, Workers' participation in the
Productive processes helps to restore to the worker his
interest in work by giving hin self-respect and status through
Fhe understanding of his role and his inportance in the
1gdu§trin1 conplex, It enables the worker to regain his hunan
dignity., It enables trade unions to extend their functions
beyond the process of collective bargaining arnd enployers to
secure denocratic self-discipline on the part of the worker in
place of dependence on the old-time fear of unenploynent,

Against these benefits rust be set i j i
; ; certain objections,
Fron th? point of view of Labour, it rust be rocn%led that
the doninent school of trade union thought in Britain and
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the U.S.A. is for labour to consider itself e kird cf "His
Majesty's Opposition" in industry, whose ?ole is Fo extort

the largest possible share of the cake while leaving Mapage- :
rment to face the headaches, The noment workers are rgpresented in
nanagenent and become perties to it not only will thg;r_right to
strike be questioned but it will also he nade pore d1ff1cu¥t for
thern to press their cleinms in collective bargaining. It will be
urged that now that they are partners, they nust share respon-
gibility and cooperate in increasing production fo; the comzon
good, It was perhaps a consciousness of such considerations

that inpelled certain labour representatives at the first _
neeting of the Labour Panel of the Planning Comriission held 1in
Delhi in Septerber last to adopt o cautious if not a negative
attitude to the proposal for workers' participation in
nanagenent.

Fron the point of view of Management, there is the
obvious danger that, at the present level of development of the
Indien working class and the absence of "grass roots" trade
union leadership with personal knowledge and understanding of
industry, the kind of constructive cooperation that might be
fortheconing in countries such as the U.K., U.S.A., Sweden or
West Gernmany could hardly be expected here. The current wide-
spread loabour opposition to madernisation of industrial processes,
which is in the interest of the workers themselves, is an
obvious pointer to the kind of difficulty that would erise.

In our efforts at giving shape and form to the concept of
workers' participation in managencnt, where shall we start?
i distinguished and experienced trade unionist like Mr., V. B.
Karnik of the Hind Mczdoor Sabhe has, I think, put his finger
on the spot in urging that "workers' participation in nmanagenent
.oust begin at the lowest level of the shop of the enterprise.
Manegenent does not only exist at the top. It pervades the
whole enterprise from the top te the bottom." Mr. Karnik has
glso urged that it is for the State, in the enterprises owned by
it, to set an exanple which can then be followed by others.

PROPOSALS

A8 8 basis for discuseion at this Conference and elsewhere
it is suggested that workers' participation may be attenpted a%
four distinct levels in the case of maior enterprises:

21 Departuental, (2) Plant-wise, %3) Comyany—wise, and

4) National, In the case of :
would memge., of snall units, (1) and (2)

4 j(})- Departnental Works Cormittees: The establishoent
tiv. Jolgt connittee, consisting half of workers' representa=
s :smz?orh?igugi ?g?aginezt, %a suggested in every department
) rial plant, The workers' re ' -
should be elected by = PNl T
y & secret ballot of the workers in t
departoent, The Cormittee's function would be of un.ad:fsory
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nature and the range of subjects which come before the Comnit-
tee would naturally be limited.

(2) VWorks Councils: These would cover the en?ire p%un:.

Here the method of selection of workers' repreagntnt1vea nigh

be open to variation. The best neans of selection would perhais
be for nembers of the works council to be elec?ed by the depart-
nental works committees. It is for consideration whether, 1?
there is & recogniscd union in the plent, it should not be given
an opportunity to noninate one or two workers (but not outsiders
on the works council,

The subjects within the conpetence of the works council
would naturally he nore extensive than in the case of. :
departrental committees. As o basis for discusslon,.lt is
suggested that the works councils should have executive p?wera
in some spheres and advisory functions in others. They nmight,
for instance, be given executive powers in regard to esntéens,
safety, social functions and welfare activities though even here
it is obvious that, where finoncial implications are involved,
the concurrence of nanagenent would be necessary, The executive
authority of the council would prevail within the linits of thg
budget allocated to it. In regard to other functions - econonic
and adninistrative - works councils would be advisory bodies,
except where their conclusions are unaninous.

Such works committecs and councils as are suggested above
would serve the purpose of being a channel cf information and
corrmunication and a forun for training workers for a greater
rneasure of perticipation later,

L]

(3) Councils of M#anagement: The question arises what
forn workers' participation should take at the level of top
nanagenent. In tLis context the suggestion that has been
nade for legislation enjoining a 25 per cent representation
of workers on Boards of Directcrs appears tc me to be somewhat
unrealistic at this stage, 8Some of the cbjections both from
the point of view of labour and of nmenagenent which have already been
set out on pages 11 and 12 are particularly pertinent in this
context, The implications of such a proposal for the proper
functionirg of collective bargaining are worth ccnsidering
seriously., , With whon would the union negotiate - with the
representatives of the owners or with a body pertly consti-
tuted of its own representatives? How is the problen of dual
loyalty in the latter event to be resolved? Would the
spectacle of workers' representatives negotiating on behalf of
the owners with their own union bhe any less incongruous than that
of shareholders being represented on the Unior Executive in
the same proportion? Finally, unless the ground is properly
prepared over a nunber of years through the training of
workers and the building up of mutual confidence, is it not

likely that any legislative con 1 i
: pulsion of this nature migh
sioply anount to a fornality? PR

The suggestion that Government sh
Tepresentotives on Boards of D
it would defeat the very idea

: ould nominate the labour
lrectors is unecceptable since
0f offoctive Workers! cmedd s oads o
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It is obvious that only actual workers in & plant ele?ted by
their colleagues can clain to reprcsent the worker's 1nter?st.
It is possible that a suggestion nay b? nade thet trade union
lenders who are "outsiders” nay be noninated by trnde‘unzona

on the Boards of Directors and the satisfactory experience of
such appointments in the case of certain State enterprises nay
be cited. It riust be pointed out, hcwever, that such non1pat10n
is only possible in the case c¢f a handful of Stat? enterprises
because of the deerth of nen of the necessary calxbre-and expe-~
rience, while tke need would arise for thousands of dlrectnrs-
to cover the industriel enterprises of the country. Then again,
it is one thing to have trade union directors on a Stete

concern dominated by governuent officials, where scope for
sectorian attitudes is limited, and quite another thing to :
inpose then on Boords of whet wculd be regarded as "capitalist"
concerns. ‘.‘

What is suggested thercfore is & Council of Management to be
constituted in major enterprises, of which onme-third of the
rembers would be Directors of the Ccupany representing the
shareholders, another third representatives of the workers
elected by the works council, and the renaining third representa-
tives of the managers, executives and technicians on the
company's staff,

The field of interest of the Council of Manageuient should be as
wide as possible end substantially the same as that of the Board
of Directors. It may, however, be wise to exclude from the |
purview of the Council watters pertaining to collective bargainink
as well es those wholely within thc sphere of the shareholders
on the one hand or of labour on the cther. It is obvious that
such a Council would be of an advisory nature and, while its
advice when unanimous would be nornally accepted by the Board
cf Directors, the fincl decision nust be taken by the Board of
Directors which represents those who own the company. At the
sane tioe, there can be no question that recommendetions of the
Council of Manapgenent would carry considerable weight with the
Board of Digrectors and such a Council would provide an excellent
?pportunity for educating members of the staff and the workers
in the aff'irs of the industry.

(4) Joint Consultative Board: In the Joirt Consultative
Board of Ind$stry and Labour, which has been functioning during
the past few'years, an apex to the whole pyranidel structure
a? Wo?kers' perticipation here suggested is alrcady cvailablae,
With nereaging activity, a full-tine non-cfficial secretariat
and g¥eater all~round support, this Board could forn the top
tier in the cdifice of workers' participation in our country,






