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23.0 OBJECTIVES

After you have read this unit, you should be able to:

e understand the significance of the joint consultation in civil service staff relations

® explain the evolution of joint consultative machinery

@ outline the functions of the Joint Consultative Councils and the Board of Arbitration
® evaluate the funtioning of the Joint Consultative Machinery, and

e discuss suggestions for the improvement.

23.1 INTRODUCTION

The history of the civil service staff relations is characterised by the recognition of the
fact that employees at work like to be treated as human beings. The recognition of the
human dignity was one of the cardinal factors that lead to the resolutions of the
grievances of the employees in a peaceful manner, in democratic method and at regular
periods. '

The early employer-employee relations in the government service followed the
traditional pattern, where the government employees were expected to owe
unquestionable loyality to the State. Therefore, the conditions of service of the
employees were determined unilaterally by the government without consulting the
employees.

The labour in the private sector secured benefits in matters of wages and working
conditions as a result of effective labour organisation and militant actions. This led to
the conviction among government employees’ organisations that through joint and
united efforts and concerted action only they could ensure improvement in their service
conditions. Accordingly, the government employees resorted to strikes and brought
pressure on the government to negotiate in good faith with its employees. They
demanded the State to be a model employer for promoting sound employer-employee
relations.

Modern democratic governments with large-scale administrative organisations
committed to the all-round development of the society cannot carry out their policies
and programmes without the active cooperation and participation of the employees.
Therefore, harmonious staff relations are absolutely necessary for administrative
efficiency and it is not possible for the governments to maintain cordial relations
without an effective form of consultation and negotiation. For this reason, the civil
service staff relations policies and programmes must be consistently based on the
principles of democratic government.



Strikes by the government employees, it was realised, cannot be prohibited without Joint Consultative Machinery
providing suitable framework of joint consultation, collective negotiation procedures
and methods of dispute settlement by compulsory arbitration.

As such, establishment of a grievance redressal and disputes solving machinery was
considered the “essential half-way house’” between the unilateral imposition of
conditions of service in the public employment by the state as employer on the one
hand, and deadlocks and strikes on the other. It was felt that all matters relating to pay,
hours of work and conditions of service may be negotiated by the representatives of the
employees and the employer. Thus, the discussions in joint consultative bodies
generally relate to the exchange of information and consideration of the suggestions for
improving safety, security, health and welfare and increase of productive efficiency.
{The results of such mutual discussions usually take the shape of recommendations
framing the final decision to the government. The empbhasis in joint consultation is
mainly on informal method and cooperation based on common interests and good faith
to improve the working conditions of employees and to increase the efficiency of
administration. The simple aim of such relationship is to facilitate and promote
peaceful resolution of conflicting interests. The outcome of such a process is
influenced by the comparative abilities of the parties involved to reach agreement. Itis
the power relationship between the employer and the employees. In this unit we will
examine significance of the Joint Consultation in civil service staff relation, evolution
of Joint Consultative Machinery, functionir- >f Joint Consultative Councils and Board
of Arbitration and also discuss suggestio- r the i:nprovement.

23.2 EVOLUTION OF JOINT CONSULTATIVE
MACHINERY

‘1t was the introduction of ‘Whitleyism’ in 1919 in the British Civil Service Staff relations
hailed by several countries as the novel method in the area of human relations. The
Whitley system which involves formal as well as informal consultations and negotiations
leading to agreement or arbitration has been an example followed in a large number of
countries of the British Commonwealth with certain modifications.

The staff relations in the British Civil Service are maintained through Whitley councils
method. The Civil Service National Whitley Council is responsible for joint
consultation on conditions of service affecting civil servants in general irrespective of
the department to which they belong. The Departmental Whitley Councils are
responsible for staff matters within their departments. Local Whitley Committees
discuss matters affecting the local working conditions and day-to-day problems.

The Government of India and the organisations of employees struggled nearly for three
decades to have staff relations on the pattern of Whitley Councils in the U.K. The issue
was first raised in 1928 and again in 1942. The Roval Commission on Labour in 1931
recommended the establishment of a joint standing machinery for Railways. However,
the Home Department did not accept the proposals, in spite of the favourable attitude
of the Labour Department.

The government referred the matter to the Central (First) Pay Commission in 1946 to
enquire on "“The machinery for negotiating and setting the questions relating to
conditions of service which may arise out of differences between government and its
employees™.

The Commission recommended (1947) the establishment of Joint Councils for
employees, excluding those in Class I, on the lines of Whitely machinery. The
Commission also recommended arbitration in regard to Class II and Class III Services
resort to ad hoc tribunals on the lines of Civil Services Arbitration Board in United
Kingdom. However, the Railways and the P&T were not included in this Scheme-as
they were covered by the Industrial Disputes Act, 1947.

Though the government decided to establish a Whitely scheme in 1952, it was only in
1954 that all the Ministries of the Government of India were asked to set up Staff
Committees/Staff Councils. However, the scheme was not extended to the Railways,
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P&T and the Ministry of Defence. The employees of these departments were
considered as industrial employees. In these departments, staff relations were evolved
independent of others. Permanent Negotiating Machinery (PNM) was established in
Railways in 1952, Monthly Meetings were introduced in P&T in 1949 and Joint
Negotiating Machinery was set up in Defence in 1954.

Staff Cofnmitte&s/Councils

As per the directions of the government each Ministry was required to establish two
separate Staff Committees one for staff other than Class IV and another for Class IV
employees to secure the greatest measure of cooperation between the government and
its employees. The Staff Committees were advisory bodies.

The Staff Committee in respect of other than Class IV employees consist of:

a) A Chairman, who was Secretary or Joint Secretary of the Ministry, nominated by
the Ministry.

b) Government representative were nominated by the Ministry from its officers not
below the rank of Under Secretary.

c) The staff were represented by one member each for every 20 members employed in
the Ministry in the grade of Section Officer, Assistant, Stenographer and Clerk,
elected from amongst the members of that grade for a period of one year.

d) The Chairman in consultation with the representatives of the staff, nominated one
of them as Secretary of the Committee.

With regard to the Staff Committee of Class IV employees.

a) A Deputy Secretary of the Ministry was nominated to act as the Chairman of the
Committee.

b) The Ministry nominates its representatives on the Committee not below the rank of
an Assistant.

¢) The members of the staff were represented by one representative each for every 20
members from the groups consisting of Record Sorters, Jamadars, Peons,
Farrashers, Chowkidars and Sweepers. They were elected for a period of one year
from amongst the members of grades in each group employed in the Ministry.

d) The Secretary was nominated by the Chairman from amongst the Staff
representatives for a period of one year.

Both the Committees were to meet at least once in three months. The quorum for a
meeting was one-third of the representatives of the members of the staff. Discussions
were held in the meetings on agenda circulated in advance. The decisions were recorded
and sent to the concerned Ministry for necessary action.

Objectives and Functions

The objectives of the Staff Committees were:

a) To consider suggestions for providing the standards of work,

b) To provide a machinery to the staff for making their points of view known to the
Government on matters affecting their conditions of service, and

¢) To provide means on personal contacts between officers and staff in order to

develop cordial relations between them and to encourage them to take keen interest
in their work. :

The functions of the Committees were to discuss matters relating to the conditions
under which the staff were required to work, general principles regulating conditions of
service, the welfare of the staff and improvement of efficiency and standards of work.
Discussions on individual cases were not permitted.

The working of the Staff Committees proved to be unsatisfactory. The problems faced
by many Ministries were that in the majority of the cases, decisions could not be arrived
within the Ministries and the recommendations of the Committees very often had to be
referred to the Ministries of Home Affairs, Finance, Works, Housing and Supply for
their clarification and clearance.
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In 1957, the Cabinet appointed a Sub-committee to review the functioning of Staff
- Committees. On the recommendations of the Sub-committee, some instructions were
given to all the Ministries to:

a) Re-name the Staff Committees as Staff Councils.

b) Dispose quickly the references emanating from the Staff Councils by the House
Keeping Ministries. )

c) Refer unresolved matters to a Coordinating Committee consisting of
representatives of Ministries of Home Affairs, Finance, Works, Housing and
Supply.

d) Explore the possibilities of delegating more powers to the administrative Ministries
to avoid delay in making references to house-keeping agencies.

e) Appoint a Chief Welfare Officer in the Home Ministry and a Welfare Officer in
each Ministry.

As per the decisions of the Cabinet Sub-committee the Staff Committees were re-
named as Staff Councils without any change in their constitution, objects and the rules
of procedure. A Coordinating Committee consisting of representatives of the Ministry
of Home Affairs, Finance, Works, Housing and Supply and the concerned ministry was
constituted to decide matters which remained unresolved in the Staff Councils. The
Ministry administratively concerned with Staff Councils decide what matters should be
brought before the Coordinating Committee.

The Statf Councils during their existence (1954-59) made many recommendations.
Most of them were accepted and implemented by different Ministries. But they were
unimportant items like water coolers, transport facilities, grant of leave, office
uniforms, canteen facilities, dispensaries and first aid boxes etc. Neither the machinery
of administration was improved nor the important grievances of the employees were
redressed. The Second Pay Commission report observed “‘due to lack of will on the part
of the Government to accept the principles of joint consultation failed as an effective -
instrument for prevention of the disputes.”

Therefore, the Second Pay Commission proposed that ‘‘the situation required the
‘establishment of machinery which fully in spirit and largely in form followed the
Whitley Machinery in the United Kingdom”. Thus, the Staff Committees and Councils
had ““little in common with the Whitley Machinery” and failed to square up with the
real Whitley spirit.

In India, the government civil employees have not shown any remarkable preference
for a joint consultative machinery. On the other, the government did not consult the

organisations of the employees when it introduced the Staff Committees and Councils.
It was a unilateral attempt for a bilateral purpose. The Whitley cause also could not be

served in the absence of arbitration machinery for resolving the disputed matters.

Further, due to their advisory nature the scope of the Staff Committees/Ceuncils and
their activities were much restricted and the way in which they were handled by the

officers further limited their utility. There was no Central Joint Staff Council like the
National Whitley Council to consider issues of common and general application to all
the employees of the Ministries. As the Civil Service Unions/Associations were not
involved, the organised sections of employees declared no faith, rejected the Councils
and considered them as “‘merely eye-wash”. The officials at the top level were
responsible for the ineffective functioning of Staff Councils for want of Whitley
thinking. The staff representatives on the Committees/Councils lacked the necessary
leadership to represent their views effectively. In actual practice, they merely acted as
forums for the staff to ventilate their grievances and put forward them to the nominees
of the government in the Staff Councils.

23.3 EMERGENCE OF JOINT CONSULTATIVE

MACHINERY (J.C.M.) AND COMPULSORY
ARBITRATICN SCHEME

As already stated, the Second Pay Commission recommended (1957), a Whitley type
mactynery for the whole body of Central Government employees, bottrindustrial and
non-industrial to negotiate disputes. A special Committee of the Central Joint Council
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dealt with matters peculiar to the industrial employees. The Commission gls_o
recommended, compulsory arbitration, as a necessary compliment to the joint
machinery for negotiation in matters of pay and allowances, weekly hours of work and
leave. :

In 1960, the Central Government employees went on strike for five days from July
11-16. One of their demands was the establishment of joint consultative machinery
(J.C.M.). Immediately, the Government decided to set up the J.C.M. and proposed a
scheme. Accordingly, three-tier machinery with joint consultation at the Central, the .
Departmental and regional/local levels as supplementary to existing arrangements was

" proposed. The scheme covered all the civil employees of the Central Government

including the P&T Department, Civil Aviation Department and the Ministry of
Defence.

The Scheme proposed an arbitration tribunal with a limited compulsory arbitration
provision. The government during 1960-61 proposed to bring two bills before the
Parliament to give statutory effect to the proposed J.C.M. and ban strikes by
government employees. The employees’ organisations protected against the proposals
of the government and refused to give up right to strike and disassociate outsiders from
their organisations.

After discussions between the government and the employees organisations the
Government of India decided in 1963 to introduce a scheme for joint consultative
machinery and compulsory arbitration. On many aspects of the scheme the employees
organisations expressed doubts and opposed certain proposals of the government. The
government wanted to bring all the employees (including industrial employees) under
one umbrella. Therefore, there were discussions on many occasions at all levels for
three years and all the doubts were clarified and there was a general consensus that a
fair'trial be given to the scheme. Thus, the Joint Consultative Machinery and
Compulsory Arbitration Scheme for Central Government Employees was inaugurated
on October 28, 1966.

The inauguration of the Scheme of J.C.M. was considered “opening of a new chapter”
and hoped that the relationship of Governments with its employees would enter a new
era of more fruitful cooperation.

Check Your Progress 1
Note: (1) Use the space given below for your answers.
(2) Check your answers with those given at the end of the unit.

1) Explain the need for harmonious staff relations.
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3) Criticaily examine the scheme of Joint Consultation Machinery and Compulsory
Arbitration.
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23.4 THE SALIENT FEATURES OF J.C.M. SCHEME

The Scheme was designed ““with the object of promoting harmonious relations and
securing the greatest measure of cooperation between the government and its
employees in matters of common concern, and with the further object of increasing
the efficiency of the public service combined with the well-being of those employed™

The Scheme is a voluntary one. The government and the employees unions and
associations who participate in the scheme are required to subscribe to a Declaration of
Joint Intent. Accordingly, both the sides (the government and the staff associationsand .
unions) agreed to a full and frank discussions on all matters in the Joint Councils to
reach agreements.

The unique feature of the Scheme is its coverage of both industrial and non-industrial
of the government. In this regard it differs from the Whitley System which is concerned
with only non-industrial civil service. Another difference is that the J.C.M. Scheme
does not cover “the class I, class I1 services, employees of industrial establishment and
the union territories and police personnel”

Yet another difference is that the fundamental objective of Whitley System viz., to

provide machinery for dealing with grievances and to bring together experience and

points of view of representatives of different classes and grades of civil service is not ‘
stated in the J.C.M. Scheme.

The J.C.M. provides for a three-tier structure and Joint Councils at the National,
Departmental, Regional/Office levels. The J.C.M. Scheme is a bi-partite body
consisting of the representatives of the government (official side) and the
representations of the recognised employees organisations (staff side). The official side
is nominated by the government and the staff side seats allocated to different
associations/unions/federations recognised by the government.

The Scheme broadly covers about 3 million regular class IT and IV civil employees of
the Central Government including industrial employees working in the departmentally-
run undertakings like the Railways and workshops and production units of various
ministries.

Though the Indian J.C.M. Scheme was modelled after the Whitley System in U K., the
Indian Scheme could not incuicate in its scheme, the spirit and the long experience of
the Whitley system. It is more a joint consultative machinery than a bi-partite
patticipative agency.-

23.5 THE FUNCTIONS OF COUNCILS

The Joint Councils deal with all matters concerning the conditions of work, standards
of work, efficiency and staff welfare. However, in matters of recruitment, promotion
and discipline, consultation is limited only to matters of general principles and
individual cases are not considered.

The Councils may appoint Committees tostudy and report on any matter falling within
theirscope. All the agreements reached between the official and staff sides of a council
will become uperative subject to the final authority of the Cabinet. If the matter is
arbitrable and a final disagreement were to be recorded it may be referred to
arbitration, if either side desires so. However, compulsory arbitration is not available
at regional/office council level.
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National Council

The National Council is the apex body. It is one of the largest joint councils consisting
of 85 members. The official side with a maximum membership of 25 is nominated by
the:government.

The staff side is nominated by the recognised federations/unions/associations of the
employees. The seats are distributed between the federations/unions/associations by
the Chairman of the council. The distribution of seats is based on the numerical strength
of staff employed in each Ministry/Department.

The Cabinet Secretary is the Chairman of the Council. He is the leader of the official
side and is connecting link between the government and the employees.

The staff side elects one of its members as a leader by simple majority for a term of one
year. The official and staff sides appoint Secretaries from amongst their
representatives. There is a permanent secretariat of the council, which functions under
the control of the Chairman.

The National Council deals with matters generally affecting Central Government
Employees, such as minimum remuneration, dearness allowance, and pay of certain
common categories like the office clerks, peons, and the lower grade of workshops and
matters relating to categories of staff common to two or more departments but not
grouped into one departmental council. The National Council would not deal with
matters pertaining to a single department.

The National Council ordinarily may meet as often as necessary but not less than once
in four months. A special meeting may be convened by the Chairman on his own or at
the request of either official or staff side. The quorum for a meeting is one-third of the
individual strength of the official and staff side.

The National Council may constitute two Standing Committees one for the industrial
employees and the other for the non-industrial staff to deal with their respective
matters. The Council may delegate any of its powers to the Standing Committees for
the quick disposal of its business. The Council and the Committees may also appoint
Sub-committees from amongst their members to study and report on any matters falling
within its jurisdiction.

A matter once disposed of by the council cannot be brought to the agenda during the
following 12 months, unless the Chairman permits it for any special reason. All matters
should be decided by the council without reserving them for a later decision by the
government.

The success or failure of the J.C.M. Schemes mainly depends upon the success or
failure of the functioning of the National Council. For, the National Council is expected
to function as a machinery to redress grievances at the national level dealing with
matters affecting all the employees of the Central Government.

Since its inception in 1966 it had held 25 meetings till the end of 1988. Over a period of
22 years of its existence if could withstand all the problems though it had some failures.
In the initial years, the council could not reach certain agreements and the employees
went on a day’s token strike in September 1968 protesting against unhelpful attitude of
the government. Due to the strike many of the employees organisations were de-
recognised for a couple of years. Therefore, the National Council could not meet with
full strength. However, the council and its Committees were very active during 1974-76
to consider the recommendations of the Third Pay Commission.

Though the National Council could not succeed in achieving all its objectives, it acted
effectively as a machinery for dealing with the grievances of the employees and reduce
the amount of conflict with the govgrnment. However, the National Council has come
to stay and has taken roots to provfde a system of joint consultation and cooperation.

Departmental Councils -

Under the J.C.M. Scheme there is one Departmental Council for each Department.
The scope and functions of these councils include all matters relating to the conditions
of service and work, welfare of the employees, improvement of efficiency and standard

of work. However, in regard to recruitment, promotion and discipline, consultation is
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- Councils deal with the problems of employees working in a Ministry/Department and
the subordinate and attached offices of the department.

According to the J.C.M. Scheme 21 Departmental Councils are to be constituted in
various departments. Till 1974, only 14 Departmental Councils were constituted. In the
initial period it became difficult to constitute the Departmental Councils for want of
recognised unions/associations.

The Secretary of the Ministry represents the official side and is the Chairman of the

Departmental Council. The official side is nominated by the government or the Head
~of the Department. The strength of the official side is Ten. The Chairman may invite
' temporary members and experts to the meetings for their advice.

The Associations/Unions recognised by the Department nominate their representatives
for aterm of three yearson the staff side. The staff side elects one of its members as its
leader for a period of one year. There is a permanent secretariat of the council under
the control of the Chairman.

The membership of the staff side varies from Twenty to Thirty depending on the total
strength of the employees and the number of grades and services in the department.

The Departmental Councils ordinarily meet as often as necessary and not less than once
in three or four months. The quorum is one-third of each of the strength of the official
and staff sides. The Councils may appoint Committees on ad hoc basis.

Regional/Office Councils

The J.C.M. Scheme permits the departments for the setting up of Regional/Office
Councils, where it is possible. The Councils deal with only regional or local matters.
The strength of a regional/office council is determined by the size of the staff in a region
or office. The Head of the region or office is the Chairman of the Council. The J.C.M.
Scheme is silent about the constitution and the number of councils. Much progress is
not recorded in the establishment of the councils, as there are some doubts in the minds
of the Departmental authorities.

The matters to be discussed are limited to subjects within the competence of Joint
Secretary (Administration) of a Ministry/Department such as revision of duty hours
distribution of work, accommodation, amenities, holiday duties, etc.

The Office Council consists of not more than five members on the official side and eight
members on the staff side. The Joint Secretary (Administration) is the Chairman of
the Council and the Under-Secretary (Welfare) is the Secretary of the official side.

The staff side is nominated by the recognised associations of the staff. The staff side
elects its leader for a period of one year and appoints a Secretary from amongst its
members.

The office council meets at least once in two months. The quorum is 1/3 of the members
of each side. It may appoint committees to study and report.

If the council cannot arrive at an agreement on any issue it may be brought before the
Departmental Council concerned. Arbitration is not available at office council level in
case of disagreement between two sides.

To iealise the full objectives of J.C.M. Scheme, setting up of regional/office councils is
very important. For, they are the training fields to the representatives of the staff and
official sides and provide grassroots to the J.C.M. Scheme. However, much progress is
not achieved in establishing these councils for want of organisation of employees and
positive attitude of officials at the local levels.

23.6 BOARD OF ARBITRATION

Compulsory arbitration is a part of the scheme for Joint Consultation Machinery and
Compulsory Arbitration for Central Government Employees.

The government is required to appoint a Board of Arbitration under clause 19 of the
scheme. The Board consists of three members, one is drawn from a panel of five names

Joint Consultative Machinery
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submitted by the official side, second from a similar panel submitted by the staff side of
the National Council, and the third a Chairman, whois an independent. The Chairman

and the members are selected by the Ministry of Labour. The first Board of Arbitration
was established in July 1968.

The jurisdiction of the arbitration matters is limited to: a) pay and allowance b) weekly
hours of work and ¢) leave of ‘a class or grade of employees’. Individual cases are not
subject to compulsory arbitration.

Guidelines are laid down for the Board of Arbitration to arrive at decisions and its
jurisdiction in certain matters is barred. Further, matters determined by the
government in accordance with the recommendations of a commission are not
arbitrable for a period of five years from the date of the recommendations and orders
issued by the Government in pursuance of the recommendations of the Board of
Arbitration remain in operation for three years.

The recommendations of the Board of Arbitration are binding on both the sides but the
Parliament may modify or reject them on grounds of national economy or social justice.

In the very first and second meetings of the National Council the government rejected
to refer to the compulsory arbitration the major demands of the staff side like the ‘need’
based minimum wage, and merger of D. A. with basic pay. On this issue the employees
went on a day’s token strike on 16th September 1968 much against the Declaration of
Joint Intent.

During 1968-88, a total number of about 200 references were made to the Board of
Arbitration and it gave 175 awards. In more than 150 cases the staff side either fully or
partially benefited. The number of employees benefited due to the awards of the Board
of Arbitration runs into millions. Most of the cases referred were pertained to pay
scales and allowances. The arbitration awards clearly favoured the claims of the staff
side. In a way, compulsory, arbitration in India contributed to development of
harmonious staff relations in the Government of India.

Check Your Progress 2 '

Note: (1) Use the space given below for your answers, \
(2) Check your answers with those given at the end of the unit.
1) Examine the role of National Council of J.C.M.
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23.7 LET US SUM UP

The subject of civil service staff relations has gained considerable importance in the
field of Public Personnel Administration in India. The Government of India introduced

the scheme of joint consultation and compulsory arbitration in 1966 on the pattern of
Whitley Councils in England. Though, there is some difference between the two, the
J.C.M. Scheme in India has come to stay and has taken some strong roots, in spite of
certain initial setback and misunderstandings.

Despite the limitations of the scope and jurisdiction of the joint consultation and
arbitration, the Government and Civil Service Unions realised the utility of the scheme

over a period time. If the scope of the joint consultation is widened and full
opportunities are provided for the staff to participate in administration it is easy to

* secure the cooperation of the staff and responsibility in personnel administration.
Further, the official side has to change much of its bureaucratic attitude to the problems
of the employees and towards the spirit of joint consultation and negotiation.

23.8 KEY WORDS

Arbitration Awards: The decision by the arbitrators called an award.

Civil Service Unionsim: An association is an organisation of civil servants formed to
promote and protect their interests by collective action.

Compulsory Arbitration: A method of settling labour-management disputes through
the intervention of a third, ideally neutral, party whose decision is tinal and binding.

Whitley Councils: The system of Whitley Councils has been in existence is the civil
service of U.K. since 1919, Whitley Machinery consists of National Whitley Council for

general classes of civil service and separate Department Council for staff. Peculiar to
Department, there are District or Regional Committees which deal with local problems

of the staff distributed throughout the country, above councils are constituted with

both the representatives of state (the official side) civil servants (the staff side). The
spirit behind this councils is a readiness on both sides to make the machinery of joint

discussion work, to aim at reaching the best possible settlements amicably and to the
satisfaction of both sides.
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23.10 ANSWERS TO CHECK YOUR PROGRESS
EXERCISES

Check Your Progress 1
1) Your answer should include the following points:

® The recognition of the human dignity was one of the cardinal factors that lead
to the resolutions of the grievances of the employees in a peaceful manner in

democratic method and at regular way.

® Modern democratic governments with“; 2ige scale administrative organisations
committed to the all-round development of the Society cannot carry out their

Joint Consultative Machinery
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employees.

Harmonious staff relations are absolutely necessary for administrative
efficiency and it is not possible for the government to maintain cordial relations
without an effective form of consultation and negotiation.

The civil service staff relations policies and programmes must be consistently
based on the principles of democratic government.

Strikes by the government employee, it was realised, cannot be prohibited
without providing suitable framework of joint consultation, collective
negotiation procedures and methods of dispute settlement by compulsory
arbitrations.

Establishment of a grievance redressal and disputes solving machinery was
considered the “essential half-way house”.

The emphasis in joint consultation is mainly infomal method and cooperation
based on common interest and good faith to improve the working conditions of

employees and to increase the efficiency of administrations.

2) Your answer should include the following points:
¢ Introduction of ‘Whitleyism’ in 1919 in the British Civil Service staff relations

was hailed by several countries as the novel method in the area of human
relations.

The Whitley system which involves formal as well as informal consultations
and negotiations leading to agreement or arbitrations.
The Government of India and the organisations of employees struggled nearly

for three decades to have staff relations on the pattern of Whitley councils in
U.K.

® The issue was first raised in 1928 and again in 1942.
® The Royal Commission on Labour in 1931 recommended the establishment of

ajoint standing machinery for Railways. However, the Home Department did
not accept the proposals.
The government referred the mater to the Central (First) Pay Commission in

1946 to enquire on “The machinery for negotiating and settling the questions
relating to conditions of service which may arise out of differences between

government and employees’.

The Commission recommended (1947) the establishment of Joint councils for
employees excluding those in class I on the lines of Whitley machinery.

The commissions also recommended arbitration in regard to class II and class

IIT services resort to ad hoc tribunals on the lines of Civil Services Arbitration
Board in United Kingdom.

The Railways and the Post and Telegraphs were not included in this scheme as
they were covered by the Industrial Disputes Act, 1947,

Though the government decided to establish a Whitley scheme in 1952, it was
only in 1954 all the ministries of the Government of India were asked toset up
Staff Committees/Staff Councils.

Permanent negotiating machinery (PNN) was established in Railways in 1952.

The scheme was designed ‘‘with the object of promoting harmonious relations
and securing the greatest measure of cooperation between the government and
employees in matter of common concern, and with the object, further, of
increasing the efficiency of public services combined with the well-being of thos
employed.

The scheme is a voluntary one. The government and the employees unions and
associations who participate in the scheme are enquired to subscribe to a
declaration of joint intent.

Unique feature of the scheme is its coverage of both industrial and non-
industrial employees of the government in this regard it differs from the
Whitley system which is concerned with only non-industrial civil service.

Another difference is that the J.C.M. scheme does not cover “the Class I, Class
II Services” , employees of industrial establishments and the union territories
and police personnel.

Yet another difference is that the fundamental objective: of Whitley system
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experience and points of view of representations of different classes and grades
of civil service whereas this aspect is not stated in the.).C.M. scheme.

® The J.C.M. provides for a three-tier structure and Joint Councils at National,
Department, Regional/Offices levels.

@ J.C.M. scheme is a bi-partite body consisting of representatives of government
and the representations of the recognised employees organisations.

Check Your Progress 2
1) Your answer should include the following points:

® Largest Joint Councils consisting of 85 members.
e The Cabinet Secretary is the Chairman of the Council.

® The National Council deals with matters generally affecting Central

Government employees, such as:
Minimum remuneration and dearness allowance,

Pay of certain common categories like the office clerks, peons, and the lower

grade of workshops and matters relating to categories of staff common to two
or more departments but not grouped into one departmental council.

o Nationu! Council would not deal with matters pertaining to a single
department.

® National Council may constitute two standing committees, ouc of the industrial
employces and the other for the non-industrial to deal with their respective matters.

e Council may delegate any of its powers to the standing committees for the
quick disposal of its business.

® The Council and the committees may also appoint sub-committees from
amongst their members to study and report on any matters falling within
jurisdiction.

® The success or failure of the J.C.M. Schemes mainly depends upon the success
or failure of the functioning of the National Council.

e National Council is expected to function as a machinery to redress grievances
at the national level dealing with matters affecting all the employees of the
Central Government.

o National Council could not succeed in achieving all its objectives, it acted
effectively or a machinery for dealin%with the grievances of the employees and
reduce the amount of conflict with the government.

® National Council has come to stay and has taken roots to provide a system of
joint consultation and corporation.

2) Your answer should include the following points:

® Under the J.C.M. Scheme there is one departmental council for each
Department. .

® Scope and functions of these councils include all matters relating to the
conditions of service and work, welfare of the employees, improvement of
efficiency and standard of work.

® Inregard to recruitment, promotion and discipline, consultation is limited to
matters of general principles only.

‘® Individual cases are not considered.

@ The Councils deal with the problems of employees working in a Ministry/
Department and the subordinate and attached offices of the department.

3) Your answer should include the following points:

e Compulsory arbitration is a part of the scheme for joint consultation machinery
and Compulsory Arbitration for central government employees.

® Government is required to apf)oint aBoard of Arbitration under the Clause 19
of the scheme.

® The Board consists of three members one is drawn from a panel of five names

submitted by the offices side second from a similar panel submitted by the staff
side of National Council and the third a Chairman, who is an independent.

? The Chairman and the members are selected by the Ministry of Labour.

Joint Consultative Machinery
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