5.	On the Buses: Management Dynamics in a Passenger Transport Enterprise �Vladimir Ilyin and Marina Ilyina


PATP is a passenger transport enterprise in a northern city in one of the republics of the Russian Federation. The research in PATP was begun by a group of sociologists from Syktyvkar State University in 1989 (Vladimir Ilyin (director), V. Gruznov and Yu. Popova). The research at that time was commissioned by the Party committee of the enterprise and financed by the trade union committee, while the administration maintained a cautious neutrality. This was a pretty accurate reflection of the balance of forces of these groups in the declining years of perestroika. The research was resumed by Vladimir Ilyin and Marina Ilyina within our collaborative project in 1992, with the consent and support of the trade union committee and the administration. This research has been conducted alongside extensive comparative research in a wide range of enterprises in the Komi Republic and beyond. This makes it possible to relate the findings of our case study research to the wider tendencies of restructuring in the Republic and in Russia as a whole.


Particular aspects of PATP have been discussed at length in previously published papers.� These aspects will not be duplicated in this case study report, which is concerned primarily with the system of stratification in its relation with the structure of management of the enterprise and with the changes which take place as a state enterprise breaks free of administrative control with the breakdown of the system �of state monopoly socialism.


The enterprise and the external environment


In state-socialist society the enterprise was an administrative subsystem which acted according to the norms imposed on it by the state and its various administrative bodies. Perestroika, and then the collapse of the political-administrative system of the CPSU, opened up the possibility of the enterprise leaving the administrative system for the sphere of the market and its transformation into an economic organisation. Many enterprises took this opportunity. For some, immersion in the market ended in collapse, others mastered the new environment. However, there were limits to the possibility of leaving the administrative sphere for the market, despite the absence of formal restrictions. As a result, after a period of illusions and hot air, many enterprises began, willingly or unwillingly, to turn back to the administrative system. PATP is an example of the latter development.


PATP in the system of state administrative power


PATP is a passenger transport enterprise which, at the beginning of the period, provided all transport services for a city of more than 200,000 people and, even after the transformation of one bus column into an independent enterprise, still provides the rest of the city’s transport needs. PATP is vital to the everyday life of the city, which is also the administrative centre of a large region of more than 400,000 square kilometres.


It is the specific features of the functions of the enterprise which determined its position in the administrative system and the failure of its attempt to leave this system. Initially, like all Soviet enterprises, it was part of a departmental structure, in this case of the Russian transport ministry. On the other hand, its key position in the infrastructure of the region required its parallel inclusion in the territorial management system. But this inclusion had a dual and inconsistent character. First, PATP was part of a large regional association, Avtotrans, which combined and organised all twenty-one specialised passenger and freight enterprises of the region and entered as a regional subsystem into the Russian ministerial structure, employing in total more than 10,000 people. In 1987 the Russian Ministry of Auto Transport transferred its rights over the centralised distribution of profits arising from central funds to the association. The freight transport enterprises which belonged to the association provided steady profits, while passenger transport enterprises, with the exception of the taxis, were planned loss-makers. The association therefore supported passenger transport enterprises by redistributing profits at the expense of freight enterprises.


Secondly, PATP was subject to regional Party and state bodies. In the latter case the administrative contacts were based on powerful mutual interests: the local bodies were very interested in the normal working of PATP, as a condition of the functioning of the administrative centre as a whole, and the administration of PATP used this interest to get additional money and to lobby in the Russian ministry.


At the end of the 1980s a drift of Soviet enterprises towards independence began. Everywhere the authority of the state was weakening, including that of the associations which stood over the enterprises, while the latter acquired more and more independence in dealing with economic questions, turning away from administrative relations towards commodity-money relations. PATP was no exception.


During the late 1980s the functions of Avtotrans gradually narrowed. At the beginning of the 1990s it had lost virtually all its power over the region’s transport enterprises, preserving only some of its traditional symbolic privileges, for example, the right to approve the appointment of enterprise directors. The majority of enterprises which left Avtotrans remained state enterprises or were transferred to municipal ownership, but five freight enterprises were privatised as joint-stock companies. Having lost its administrative authority, the association tried to transform itself into an economic force. The management of the association, using its connections with the Moscow supply organisations and organs of state power, its experience of lobbying and supply (its cultural capital), set out to transform Avtotrans into a commercial organisation. At first it remained formally a state structure, but in 1992 it was turned into a joint-stock company. The regional State Property Committee held the largest packet of shares, with the remainder being allocated to transport enterprises (the wider distribution of shares was not anticipated). The general director of the association was then elected as general director of the joint-stock company. The new company comprised one head enterprise and two daughter firms and began to work with the now-independent transport enterprises on a contractual basis. The chiefs of the company negotiated with the government and purchased equipment, parts, fuel and so on behalf of the transport enterprises. Speaking in 1996, the general director of Avtotrans described the situation at that time thus:





The decree on privatisation appeared, but nobody knew how we should be privatised. They explained to us in the State Property Committee: ‘Don’t worry. The main thing is to survive.’ So the situation was incomprehensible: formally the heads of the enterprises remained under our wing, but without any legal basis. 





However, the management of PATP at the beginning of the 1990s had its own plans and illusions. Despite the radical step of transforming the association into a joint-stock company, it was still seen as a parasite which only wanted to live at the expense of the enterprises, but which was not able to be of any use to them. As a counterweight to the ambitious plan of the former association, the administration of PATP decided to carry out all the functions of supply and administrative lobbying independently. However, it did not break its contacts with Avtotrans, which continued to sell spare parts to PATP.


It took two to three years for the local transport enterprises to understand that to buy their spare parts and fuel, to try to beat out financial support and privileges independently, was more expensive and less effective. During 1994–5 there was a tendency to the �re�integration of enterprises into large territorial associations in various branches of the economy. The interests of enterprises in such a �reintegration were not uniform, but depended on the power of the enterprise and its ability to exist independently and profitably. The more effective the enterprise, the less its interest in a deep integration, with the association performing only some functions of co-ordination, supply and so on. Unprofitable enterprises realised that only administrative reintegration, the restoration of associations as full administrative bodies standing over the enterprises, would enable them to survive in conditions of economic crisis and market formation. At the same time it was obvious that the motivation of attempts of weak (whether for subjective or objective reasons) enterprises was above all to secure the redistribution of money within the association in their favour, by limiting the incomes of the strong. Since these weak, sinking enterprises constituted the majority, and their interests coincided with that of the association, which still existed in a more or less transformed form, their pressure turned out to be the more successful. The tendency to the reconstitution of associations appeared simultaneously almost everywhere: the fate of Avtotrans is typical. 


At the end of the 1980s the process of breaking up state property began. With the collapse of centralised administrative management the concept of state property had become almost an abstraction: enterprises were considered state enterprises, but many of them had left the sphere of state management and paid the same taxes as private enterprises. Only after 1992 was the ownership of the objects of state property defined concretely, some passing to ownership of the Federal government, others to regional bodies (republican, oblast) or to �municipal authorities. After a period of confusion when nobody knew who owned PATP, it fell into the hands of the Committee for the Management of State Property. The regional authorities took on themselves the functions of strategic control of the activity of the enterprise. 


At the end of 1994, under pressure from the weak passenger transport enterprises in the region and from Avtotrans itself, the local power and management bodies decided to unite virtually all the transport enterprises which had not become joint stock companies into a single association with one bank account and a centralised strategic management. The general director of Avtotrans presented the question point-blank to a meeting at that time: ‘Either we unite, or we disintegrate’. All the directors of the state transport enterprises, with the sole exception of the director of PATP, supported this proposition. For this purpose the state body, Avtotrans, was recreated, which was joined by the managers and apparatus of the joint-stock company Avtotrans, which in effect transformed itself back into a state company. Avtotrans has been headed through this entire evolutionary process by the same person. 


After a long and at times conflictual process the co-ordinating role of the association in relation to all the enterprises was re-established, but not in the same form as before. Nine enterprises entered the association as daughter companies, maintaining their independent accounts but becoming accountable to the association. All the property of the transport enterprises which joined the association belonged to the Republican ministry for the management of state property and privatisation. However, it was contractually assigned to the association, which in turn concluded contracts with the enterprises concerning the transfer of this property to their management. This meant that they had the right freely to use this property, but could not sell it or lease it out without the agreement of the association. At the same time the re-establishment of the association did not restore the situation which had existed before perestroika, when the association interfered in the most trivial activities of the enterprises and appropriated all their profits, not least because its administrative apparatus was much reduced, from 120 people then to only 25 today. A further fifty people are employed in two enterprises which come directly under the association: its automobile column, with 30 automobiles, and a repair enterprise. The privatised transport enterprises remain outside the association, but still retain close connections with it, working on a contractual basis. However, according to the general director of the association:





S—v, the director of one of the privatised freight transport enterprises, is free in relation to me, but following tradition I remain a boss for him. But this is not strange: they have already elected me general director six times. So, if he has to go somewhere for a few days, he phones and asks my permission, although formally there is no need to do this. The directors of the privatised companies give me the list of people responsible for keeping order during holidays.


The enterprise in the market sphere


At the end of the 1980s it seemed that there was not one enterprise director who did not dream of pulling himself out from under strict administrative control to enter the free market. One could often hear them promise that if this happened then they would show that they could work. The administration of PATP was no exception. The question of leasing the work of the bus drivers and repair workers had already been discussed at the end of the 1980s, and the taxi drivers did transfer their automobiles to leasehold.


When privatisation began, the question of including PATP in the process of privatisation was discussed among the managers of the enterprise and its employees. The then-director of the enterprise, �Yu—n, declared that in the right conditions the privatisation of a passenger enterprise was possible. For example, PATP could conclude an agreement with the local authorities to provide passenger services and, as long as they observed all the conditions of the contract, they would receive sufficient payment to cover all their costs and make a profit. The question of the price of tickets and the level of subsidy would then be a matter for the local authority. The management of the association Avtotrans also proposed the privatisation of the enterprises which remained members of the association. However, the majority of workers and employees were very sceptical about the idea of privatisation. Thus the question of the privatisation of PATP as a whole enterprise was abandoned. However, the taxi column was privatised as a separate collective of the enterprise (see further below).


At the same time there was a parallel struggle of the enterprise to reduce the level of its losses, if not to eliminate them entirely. A key element of this strategy was a rapid increase in the price of tickets: from the classic 5 kopeks of the socialist epoch, to 1000 roubles from 1 September 1995, an increase of 20,000 times. However, the market gave a cool reception to this attempt of the administration of PATP to make a profit: as the price of tickets rose, the number of fare-dodgers rose in step. For every action there is a reaction: in 1993–4 the number of inspectors on the bus routes was increased sharply, and on some of the routes conductors were introduced, which further increased the costs of the enterprise. Nevertheless, these measures met with some success. Although PATP did not become profitable, by the end of 1995 the proportion of costs covered by revenues had significantly increased.


The main buses used by PATP are Hungarian Ikarus buses. In the 1980s they arrived in the region on the basis of inter-governmental agreements between Hungary and the Soviet Union as members of the Council of Mutual Economic Assistance. With the collapse of the CMEA economic transactions between the two countries were transferred to convertible currency. This led to a sharp fall in trade since neither side had enough hard currency to buy the other’s commodities. The losers from the break in East European co-operative links in this instance were Ikarus and Russian passenger transport, including PATP. The very high price of the Ikarus put it beyond the reach of the enterprise.


Even if PATP can see the light at the end of the tunnel in terms of its recovery of its operating costs, there are absolutely no prospects of it being able independently to re-equip itself. This would only be possible with public funds. In the first half of the 1990s two distinct, but closely connected, processes coincided: more and more of PATP’s buses wore out and the poverty of the state budget became more and more obvious. Both these processes pushed PATP to the bottom, making it impossible for it to survive independently in the sphere of the market. There was only one way out, to return to the bosom of the administrative system.


Of course, not all enterprises found themselves in such a hopeless situation. In many spheres it was quite possible to work without any financial support from the state. In particular, motor vehicle enterprises could enter the market with a view to more than survival. Thus, lorry transport enterprises, carrying high value goods, have been able to take advantage of the new conditions, to privatise and turn themselves into profitable economic organisations. In small towns there are often mixed enterprises, carrying both goods and passengers. In these cases unprofitable passenger transport is compensated by the high earnings on the carriage of goods, quite apart from the provision of grants from the local authorities to cover passenger losses.


The labour collective as a means of lobbying


In state socialist society the status of an enterprise depended almost completely on its relations with higher Party and Soviet bodies. The overall performance of the enterprise was measured first of all by the degree of plan fulfilment, which was a result of the negotiations of the enterprise administration with higher planning bodies: a low plan could easily be overfulfilled and secure the status of ‘leading workers’ for the labour collective. The possibility of fulfilling the plan also depended on the supply of equipment and materials to the given enterprise, which also depended on the higher leadership’s attitude to it. Finally, the objective significance of the enterprise for the country, region or city, was taken into account, as were the informal relations with the enterprise director and other of its representatives. 


The work of PATP in the command economy was assessed by the percentage of its plan fulfilment, which included a large number of indicators (from the volume of passengers carried to economies in the use of fuel). Plan fulfilment determined whether or not the collective received its bonus, whether the management received moral encouragement or was reprimanded for deviating from the Party or administrative line, whether the director was promoted or removed from his job. Success in securing a good plan and in maintaining the conditions of its fulfilment (receiving new buses, money and material resources for fuel and for the construction of the garage and repair shops, which was begun in the 1980s) depended mainly on the diplomatic skills of the director and, particularly, the Party secretary, on their ability to convince the management of Avtotrans and the regional and city executive committees of the justice of their demands. PATP was successful in these terms, as shown by the fact that at the end of the 1980s it occupied spacious industrial premises, had new buses, and its workers regularly received their bonuses.


A characteristic feature of the enterprise in the administrative system was the existence of a ‘labour collective’, which is a completely real social phenomenon, and not simply a creature of the propaganda apparatus of the CPSU. Its essence consists in the fact that external contradictions completely dominate internal ones. In other words, the level of pay of the workers, their working conditions, the amount of housing construction and other key problems affecting the employees of the enterprise are determined not within the enterprise, but by higher administrative bodies. Thus it is pointless entering into conflict with the foreman or director over a serious question when it hardly depends on them. In the event of conflict the director would simply spread his arms and say: ‘What can I do about it? It is outside my sphere of competence’. Thus all demands got passed up the administrative hierarchy. Under the strict political regime of state socialism to put pressure on the upper echelons of power amounted to a crime against the state, and entailed all the consequences appropriate to such a crime. Such an outcome could only result from an irrational outburst of rage, as at Novocherkassk in 1962. Expressions of dissatisfaction could provoke the ominous response: ‘What is this? Are you against the policies of the CPSU? Are you against Soviet power?’ Only the most foolhardy courage could motivate a positive answer. 


Certainly, the employees of the enterprise would evaluate their chiefs in terms of their ability to go into the necessary offices and ‘beat out’ a low plan and abundant resources for the enterprise. Of course, not all bosses could do this, in which case the question arose ‘But why are things better at that other enterprise?’, a question which was not seditious from the point of view of the system as a whole, but was very threatening from the point of view of the administration of the enterprise. And this brought into play another mechanism of the social contract: ‘If you don’t like it, go to the other enterprise’, and indeed those who were not satisfied had no trouble in finding a job elsewhere. They left, and calm was restored. It was only in the countryside and small towns that workers really had nowhere else to go. Elsewhere, Soviet workers traded low pay and bad working conditions for a freedom to choose their work which is unheard of in a market economy. Thus the shortage of labour, itself the unintended result of the extensive pattern of economic development, provided an important basis for social stability. 


Despite all, sometimes tensions arose in the social relations between managers and workers, the administrative responsibilities of the former being in direct contradiction to the interests of the latter. In a capitalist society such tension would lead to a strike, but under state monopoly socialism both sides were, in the end, hired labourers, and both typically perceived state property as nobody’s. So, in the case of conflict the workers could easily ask their foreman or shop chief: ‘What is it to you – why should you be so bothered?’ And if the boss at that moment is fed up with fighting, remembers his health and thinks about the fact that he is fed up with this damned work, that nobody has a good word to say to him, he might silently agree. Concessions on the part of managers towards workers are a kind of compromise between hired labourers who agree to swindle their common owner for their mutual satisfaction. The most widespread forms of such a social contract between the two groups of hired labourers are the inflation of the amount of work carried out, the acceptance of defective or broken products, inflating grades, turning a blind eye to disciplinary violations and so on.


At the same time a significant proportion of stoppages are the result of the inefficiency of management. Their inefficiency deprives them of the moral right to put pressure on the workers, who can simply reply: ‘So whose fault is that?’ Moreover, if there is a serious conflict it will be the senior management which will take the blame. Thus there was a strong objective basis for the mutual regard of managers and workers. For many enterprises which, like PATP, could not leave the administrative system, the situation today remains as it was before, although the internal independence of the administration has increased significantly.


The changing political situation in the country at the end of the 1980s removed much of the external pressure from the administration, but it did not necessarily undermine the ‘social contract’ between management and workers. Like many other enterprises, PATP was inspired by the example of the miners, beginning in the summer of 1989, whose strikes allowed the administration of the mines and associations and the coal ministry literally to force essential additional resources out of the government. The success of the miners showed that the workers’ strike was a highly efficient means of lobbying higher administrative and political bodies. 1989 put the idea of a strike as a legitimate means of pressure into the minds of the workers and employees of PATP. The weakening of the ability of the state to respond with serious measures of political repression considerably widened the arsenal of the struggle for social self-assertion within the framework of the administrative system.


In the course of economic reform in the first half of the 1990s many enterprises pulled out from the vice of the administrative system to enter the market, where success is determined by quite different factors. PATP, as we have seen, was not one of these. Thus the rules of conduct accepted in the former command economy, and supplemented by the strike as a gain of perestroika, remained in the arsenal of the management of PATP in the new situation.


It is not a strike, but more the threat of a strike, which provides a means of pressuring higher bodies. Thus the management of PATP, to justify the need for increasing expenditure on wages since 1989, can refer to the growing social tension in the drivers’ collective, which might erupt in a strike which would paralyse the life of the city. However, the city administration has not always been in a position to provide the money needed, in which case the threat of a strike began to seem far-fetched.


In the spring of 1992 the discontent of the PATP workers at the low level of their wages was growing. The administration spread out its hands: ‘so, we cannot do anything, because neither the city nor the region give us any money, ask them’. The administration attempted to direct the workers’ discontent into channels favourable for the enterprise. A strike committee was elected at a meeting of the labour collective. It is remarkable that they elected the deputy director for operations as its president, a man who had previously been the chief of the first column, where he had had good relations with the drivers. One person from his former column had called out his name, and others, not having anything against him, supported his nomination, although, according to the president of the trade union committee:





Power has spoiled him. It was easy to be close to the workers in the auto column. In his post as deputy director he depends on his chief and will be thrown out of his post immediately if his actions conflict with the actions and plans of the director.





The deputy director tried to refuse nomination. But either he did this too weakly, or the workers were too persistent, so he took the position. And the director, judging by all that happened, had no objections.


However, the strike committee also included opponents of the director. As a result the demands that it worked out were also directed against the director, Yu—n. The first group of demands, for a �doubling of pay and fulfilment of the tariff agreement, were completely acceptable to the administration of PATP and corresponded to its interests (the administration also lives on its pay). However, the second group of demands introduced dissonance into the unity of the labour collective: to replace the director of the enterprise and implement the collective agreement.


The packet of demands turned out to be too radical for the deputy director, and he refused to press them. The director and all the management of the enterprise had nothing against a strike which pressed demands on the local authorities, but under pressure from the trade union committee the workers had gone much further, turning the strike weapon against the director himself. Thus it was quite natural that the president of the strike committee should put the brakes on everything, the strike was called off on the grounds that some of the demands had been met, and the strike committee quietly stopped its activity.


Serious internal contradictions between the director and the president of the trade union committee prevented the wide use of the strategy of using the workers’ movement in the general interest of all the employees of the enterprise. In an interview in 1993 the director of PATP, Yu—n, complained that with a normal trade union committee it would be possible to achieve much: the administration could press on the local management bodies through their channels, but the trade union could threaten to strike. The new director of PATP M—v subsequently acknowledged with complete conviction that the previous chief, his deputy and various other members of the administration had urged the workers to strike in order to resolve the financial problems of the enterprise.


M—v rejected such a tactic and relied on negotiation with the chiefs of the sitting and the region, using his informal connections, his authority and, if these were not enough, win them over. This worked for almost two years. However, at the end of 1994, despite his objections, the managers of a number of other passenger enterprises in the region decided to re-establish a single association Avtotrans, including state enterprises. The regional administration quickly supported their initiative and issued the appropriate decree. According to this document PATP loses the right of a legal subject and its own bank account. This did not suit the new director M—v at all. All his attempts to reach an agreement with the administration about preserving the independence of PATP had come to nothing. And so in the summer of 1995 a conference of the labour collective of PATP was convened, which was attended by press and TV journalists. The delegates gathered. The director appeared at the table on the platform and opened the proceedings. They immediately elected him president of the meeting. The enterprise lawyer explained the danger of losing independence. The director reinforced the arguments, and added some details. Then several workers and employees spoke. It became clear from their speeches that only one form of struggle remained, the strike. It was also obvious from the behaviour of the director that even if he had not been the initiator of the strike, he supported it completely. As president of the meeting he organised the vote on this question, not having said one critical word against the proposal. The conference unanimously called for the use of the strike threat, and a strike committee was elected. They proposed including the enterprise lawyer on the committee, but he explained that, as a representative of the administration, formally he could not be a member of the strike committee, but unofficially, of course, he would give all the help he could. Several subsequent interviews with leaders of the administration and of the trade union committee (the president of which had refused to organise the strike) did not leave any doubts: the real organiser of the strike action was the administration headed by the director.


Social structure of the enterprise


Social-technological structure and its contradictions


Organisational structure and its dynamics


One of the foundations of the enterprise as an organisation is its functional-technical division of labour, logically following from the differentiation of productive functions and their assignment to particular subdivisions and to groups of employees with special knowledge, skills and experience of work in the particular social position. The technological division of labour entails social consequences, for the specialised subdivisions necessarily acquire specific interests (methods of social self-assertion), various groups of workers are distinguished by their wage levels, conditions and intensity of labour, their prestige and their influence on the process of administrative decision-making. As a result, the social-technological structure �acquires the features of a hierarchy of ordered social disparity of status positions and groups of employees occupying those positions, whose interests are simultaneously united (the enterprise as a whole) and contradictory (the methods of social self-assertion do not coincide, sometimes competition in the distribution of resources arises).


The social-technological structure takes different forms in different enterprises, the differences depending on the branch and scale of production. However, its universal elements are:





An administrative-managerial apparatus (management is not only a social but also a technological function, so the apparatus as a multi�dimensional group retains its privileges in both systems of stratification)


Main production


Auxiliary production





Table One: Organisational Structure of PATP (1 October, 1994)





Subdivision�
Number of workers�
�
Bus Column 1�
172�
�
Bus Column 2�
169�
�
Bus Column 3�
63�
�
Bus Column 4�
89�
�
Repair Mechanical Workshops�
232�
�
Administration�
n.a.�
�
Main power department�
13�
�
Construction section�
39�
�
Repair workers�
3�
�
Security�
19�
�
Bus station�
12�
�
Conductors�
168�
�
Fuel-lubricant materials department�
13�
�
Cash department�
12�
�
Hostel�
1�
�
Canteen�
14�
�
Communications Department�
2�
�
Central dispatching service�
19�
�






In PATP all the elements of this structure are present. All the bus columns and the taxi column are main production, the repair-mechanical workshops (RMM) are auxiliary.� In addition there aare a number of small auxiliary subdivisions (the canteen, the fuel-lubrication materials department and so on).


The character and scale of the enterprise determines a particular structure. From the end of the 1980s, when enterprises acquired a high degree of independence, their managements began to create structures corresponding to their idea of its optimal form although, certainly, they also had to take into account the position of bodies on which the enterprise depended financially. For PATP, these were the association and the city executive committee (later the city administration).


During the period of research there were some changes. In July 1990 column 5, servicing a suburban region 18 kilometres from the city, was made into an independent enterprise. In 1993 three columns were merged into two. In the course of privatisation the taxi drivers bought their column and set up an independent enterprise. 


The administration of PATP retained its functional structure almost unchanged throughout the research period, its structure comprising the following elements:





Director and his deputies


Personnel department


Accountant’s department


Planning department


Wages department


Operations department


Production-technical department


Material-technical supply department





In 1993–4 the new director, M—v, introduced some modifications in the organisation of the administration. He introduced the posts of shift foreman, technician for accounting for work time, technician for workshops, deputy head of the security department, deputy chief of column, technician for ecology (a job created for his daughter-in-law), production line foreman, engineer for servicing and introducing computers, and deputy directors for capital construction, for economics and commercial activity and for production. The posts of deputy director for social questions, for traffic safety and for operations were abolished.


Being part of one organisation, and having different status positions and interests, the functional subdivisions find themselves in contradictory relations to one another. They regularly run into the problem of having to share in the division of a single pie (the wages and materials funds, financial benefits and so on). In contemporary conditions, when delays in the payment of wages have become almost systematic and universal, contradictions and conflicts have begun to arise around the need to take turns to receive payment of wages, something unheard of in the past.


Contradictory relationships arise at the level of the subdivision as a whole and at the level of particular jobs. Economy of time and effort for one subdivision may turn out to cause problems and headaches for others (for example, poor quality repair), increasing demands from one side imply an intensification of labour and reduction of earnings for the other. Thus any enterprise has a whole bouquet of contradictions between its subdivisions, which in appropriate circumstances can turn into conflicts and lead to the disintegration of the enterprise (also a specially new phenomenon, connected with the fact that the fate of the enterprise and its subdivisions has come to be decided largely within the enterprise, and not in the Moscow ministries).





Table Two: Changes in total employment in the PATP collective





1.04.89	1490


1.01.92	1205


1.01.93	1207


1.10.94	1153


1995	1317





The main factor underlying the changing numbers employed has been changes in the organisational structure of PATP, particularly the departure of two large columns (a bus and the taxi column). The second factor is changing forms of work, so in 1994 the management sharply increased the number of conductors. In 1989 there were 36 conductors, January 1993 – 65, January 1994 – 57, January 1995 – 168. The introduction into the RMM of a new repair line led to an increase in the number of workers there from 195 in January 1994 to 232 by October of that year.


Some fluctuations in the number of bus drivers are caused by fluctuations in the number of working buses. The number of drivers fell as buses had to be taken out of service. However, nobody was sacked on these grounds. In the taxi column between 1991 and 1992 there was a sharp reduction in the number of automobiles (scrapping of old ones, resale of new ones) and the number of taxi drivers fell from 150 to 80 over the year. 


Labour turnover increased substantially in the 1990s. In 1989 the turnover was 7 per cent, but even then 23 per cent of the labour force as a whole, and 50 per cent of the most highly qualified employees, expressed a desire to find another job, the main grievances being injustices in payment (24 per cent), dissatisfaction with the level of pay (20 per cent), bad working conditions (16 per cent), inconvenient work schedules (11 per cent), lack of prospects for improved living standards (10 per cent) and fluctuations in pay (10 per cent). 


Labour turnover peaked in 1993 at 41 per cent, over half of the departures being accounted for, according to the official figures, by voluntary severance, and 10 per cent for disciplinary reasons. However, many workers who are induced to leave following disciplinary violations are recorded as voluntary severance. The deepening economic crisis has meant that work in passenger transport appears more secure than work in many other industries, so the personnel department can be more choosy whom it employs. As the chief of the personnel department explained in 1994:





In the past we would take on almost anyone. Now there is almost a competition for jobs. Now people with high skill grades come to us from other factories, there are quite a few people with middle and higher special education.





The highest levels of turnover are found amongst the lower-paid categories of workers: especially the repair workers and conductors. Many people are attracted to the latter job from low-paid jobs in other enterprises, but soon find that they cannot stand the high level of stress involved in the work. Forty-five per cent of the repair workers and over 90 per cent of the conductors left over 1993, while only 16 per cent of the elite drivers in column one left, as against almost a third in columns two and four. With such a high level of turnover the reduction in the number of drivers is regulated by reductions in the recruitment of new workers to vacant posts.


Main and auxiliary production


The division of production into main and auxiliary has not only a technological but also a social character. The management of an enterprise, and in the past the chiefs of the central departments, when thinking about the structure of the enterprise, always proceeded from the idea that the fate of the enterprise is decided by its main production. As a result there is an administrative hierarchy of production, which is manifested in levels of payment, working conditions, prestige and personnel selection.


In PATP there are several levels of social-technological stratification. At the same time each of these blocks has an internal stratification. Thus the main indicator of stratification is the degree of significance of the subdivision for the fulfilment of the functions of the enterprise. As a result of this the various departments of the �administration do not have a uniform social status.


The functions of the bus columns are attached to the routes that they serve. The routes are distinguished by their degree of importance for the city. So, the routes which carry the largest number of passengers and are most important for the population of the city are those to which the city authorities pay the most attention. This work imposes the greatest pressure on the driver, with the largest number of passengers on the busiest streets in the city. Therefore the management of the enterprise puts the most productive buses on these routes, the Ikarus buses imported from Hungary. These buses are much more comfortable for the driver, but on the other hand they are much more capacious, longer, requiring more care and attention and more experience on the part of the driver. All the new equipment is directed first of all to these routes, which improve working conditions and efficiency. These drivers are the best paid and enjoy the highest prestige. Thus column one, working on the most responsible routes with the best equipment, was always the elite column, and was universally recognised as such. On less responsible routes, with fewer passengers, the work is easier, but the equipment is worse and productivity lower, so the pay of the columns working these routes is lower and their work less prestigious. In 1989 the scale pay of an Ikarus driver was 1.04 roubles an hour, but a driver of a LIAZ bus (a smaller and less comfortable Soviet bus) received 0.96 roubles. These differences were not large, but they had great symbolic significance. The proportions remained in subsequent years, despite rapid inflation.


The RMM is at the bottom of the social-technological hierarchy. Here the workers appear contradictory. The repair worker is a person who understands how to repair various types of bus, who has higher technical skills than the bus driver (it is obviously easier to learn to drive a bus than to repair it), and who works in more harmful conditions (the fumes are bad). But nobody is in a hurry to work here and every attempt to work out a payment system which would force the repairmen to run around in circles has come to nothing. It is not uncommon for the workers to be tipsy. Here is the largest concentration of drunkards and absentees. This is where drivers are banished for a shorter or longer period of time as a punishment for disciplinary offences. In PATP there is even an expression, ‘to be put on the broom’, which means to send a driver for a certain period to do auxiliary work, including cleaning, in the repair mechanical workshops where the pay and prestige are lower.


The different status positions of the workers of main and auxiliary production give rise to social tension. The repair workers, whose work is no less heavy and responsible than that of the drivers, grumble amongst themselves about the injustice of their position. They secretly envy the drivers, who work in white shirts and rake in the money. These complaints are not usually expressed face to face (what is the point of saying anything to the drivers? They cannot do anything about it). However, whenever the drivers take their buses in for repair they are given every opportunity of sensing on whom the fate of the enterprise and their own pay depends. Here the situation forces him to smile at the mechanic, even if he is in the hands of a drunken layabout. Even the dashing taxi drivers, who show no fear in expressing their opinions to the director, instinctively speak about the repairmen in a lowered voice, and some simply walk away from the conversation. However, amongst themselves the drivers have no doubt about their superiority as an elite over the repair workers. Only occasionally do they express their feelings openly in an emotional exchange of views, expressed in obscene language, if their repair is unduly delayed.


The social tension between workers in main and auxiliary production is directly derived from the distinction in their status (working conditions, pay and so on). But the main, the deepest, reason is that their objective interests are distinct and frequently contrary. A piece-rate worker tries to complete the repair in the shortest time possible, neglecting the quality of the repair, since his pay depends on it, but a worker on time-wages has an objectively different point of view of the situation. In many enterprises they try to connect the pay of repair workers with the speed and the quality of their work (for example, the pay of a fitter is related to the percentage of time the buses or trucks are operational). However, it is far from always possible to do this. Sometimes achieving a uniformity of interests in one section leads to a complete difference of interests with another. 


The market within the enterprise


Total state appropriation of the means of production and the pervasiveness of state control are the main features of production in state socialist society. However, any totality is closer to utopia than to reality. Extensive and deep control turned out to be impossible. While the system of motivation of labour was based on the idea of total control (Lenin� XE "Lenin, V. I." �: ‘socialism is record-keeping and control’), there were no internal motives to work better. Therefore private interests penetrated every pore of state socialism, introducing an essentially different logic into production, the anarchy of the shadow economy. One of the most important manifestations of this process has become the covert privatisation of the state means of production.


The participation of hired workers in covert privatisation was determined by their place in the stratification of administrative power, their membership of this or that industrial group. At each layer there were opportunities to participate in covert privatisation. One of the forms of covert privatisation was the temporary use of public means of production for private use, for example the production of goods or services on the side. This phenomenon was widespread in motor transport enterprises. On the one hand, the drivers would covertly use the vehicle assigned to them for work on the side for a part of the working day. In PATP this was only really possible for the taxi drivers, but the pay of the bus drivers was related to the work done, so they were also interested in minimising the stoppages, although the force of this interest was not so strong as that of the taxi drivers. Naturally, the taxi drivers behaved as though they were the real owners of their vehicles, so their private interest had a clear and direct manifestation.


In the repair shops a connection was established between the half-free driver and the repair mechanic paid a salary according to the normal system of the public sector. The mechanic did not have, and could not have, as great an interest in the rapid and high quality repair of the automobile as did the driver, who was in a hurry to get back on the job. Thus, inside the state enterprise there was a contradictory connection between the state and the private sector. The private shadow sector resolved this contradiction by drawing the workers of the state system into shadow economic relations. The drivers paid from their own pockets for the repairs to be carried out speedily and to a high quality.


Such market relationships were very highly developed in the taxi park, one of the most market-oriented parts of the Soviet economy. ‘Would it be possible to get an automobile repaired without paying extra, and how large were these extortions?’ we asked a veteran taxi driver:





I do not think that these were extortions, he replied. In our state we live as we can. In the 1980s the drivers earned 220 roubles and the repair workers altogether earned only 70. But the repair worker’s job is much more difficult … Well,  the result was that people earned a bit extra. Everybody did it. We �understood this and so no real conflicts arose. We always used to hand over a few kopecks. Well, if you don’t like it – then you just have to wait your turn.


Of course, you could get it done without paying extra, confirmed another veteran, well you knew all the lads. But you sometimes give them a bit extra, and everything is OK.





Maybe, added the taxi driver Mikhail, if you had a lot of time and were in no hurry to get anywhere. But really – wait your turn! You do not want to wait – so you reach an agreement with the repair worker yourself. 





In especially market-oriented parts of the state sector (such as the taxi park) the interests of the workers in the results of their labour were so great that they invested their own money in obtaining tools and parts. As a result covert privatisation acquired a new colouring: in practice a mixed form of property arose.


We asked several experienced taxi drivers whether they had had to buy parts themselves before the transfer to leasehold. ‘Of course’, said Nikolai, ‘I always bought them myself, who else would do so? Who apart from me was concerned?’


‘Yes’, says Viktor, ‘I regularly bought parts myself. You could never find them in our enterprise. Nobody was interested in your problems.’


In the period of perestroika leasehold relations began to be introduced into some areas of production. This partially legalised the market mechanism in the workplace. Money-commodity relations began to penetrate deeper into the links in the technological chain. ‘How did the transfer to leasehold affect the relations between the drivers and the repair service?’ ‘Very much’, answered Nikolai. 





In the first place the behaviour of the drivers themselves changed. You see, in the past, if a particular part was worn out, the driver threw it away and took a new one from the warehouse. With leasing we had to pay for everything, and the driver thought one hundred times: is it worth changing the part, or would it be better to pay a bit to get it repaired.





‘So how much did you invest in your automobile from your own pocket? Did the enterprise compensate you for these payments?’


‘It is difficult to say how much I have invested in it’, answered Nikolai:





According to the agreements in 1989 and 1992 the administration was obliged to ensure that the machines were technically serviceable and to ensure their maintenance. But who is concerned about our problems, apart from us? In practice the administration partially compensated us for our expenses. After you had bought a part in a state shop you could present the receipt and they would pay you. But by no means everything could be found in the state trading system, so you had to buy things privately, and then, obviously, you did not have a receipt.





‘How many roubles did I invest? Well I feel that it is completely mine’, asserted Viktor, ‘only the bare body belongs to the enterprise.’


‘Yes’, confirmed Mikhail, ‘the whole thing, apart from the body, has been bought with my money.’


The attitude of the workers to official privatisation was determined to a considerable degree by the extent to which covert privatisation had taken place. When the taxi column was put up for sale by auction the taxi drivers took an unequivocal position: ‘We will not allow anybody to buy us out.’ ‘How will you be able to prevent it, if competitors pay more?’  ‘We have already invested so much money in these automobiles that they are almost ours. But if it happens as you say, then we would do better to pour acid all over the Volga. But we simply will not allow it’, said one of the drivers. 


At a deeper level the privatisation of the drivers’ jobs provoked as a corresponding reaction a strengthening of the undeclared process of privatisation of the fitters’ jobs. This led to a further crystallisation of market contradictions between these two categories of worker. As in the Soviet market as a whole, here an enormous role was played by the factor of monopolism: if the repair workers monopolise the local market for parts and servicing, then their market situation in relation to the driver-customers would be considerably strengthened. With the appearance of competitive repair services the market situation of the taxi drivers would be considerably strengthened.


The relationship to this internal market does not by any means always develop simply, but the drivers try not to wash their dirty linen in public and speak about their strongly felt dependence on the repair workers as something they are used to. Certainly there are other repair workshops in the city where the automobiles can be taken for small repairs. But these workshops are not serious competitors in the repair of the Volgas, so the drivers have no choice but to accept the fitters’ terms, terms which are often nothing less than extortionate.


The relation of the taxi drivers and the bus drivers to the repair workers has always been different. While the taxi drivers have always had a personal and vital interest in minimising the time their automobiles are off the road, the bus drivers have never had such a strong material interest, since they only have a chance to work on the side outside the city. Thus they have a more cool attitude to the pace of repair and do not have a high market demand for the services of the repair workers. Certainly they sometimes pay for a speedy repair with a bottle of vodka, but only if speed is necessary.


Separatism of the most profitable divisions


The social system is made up of elements of various degrees of vitality and efficiency. Their contribution to the reproduction and development of the system is not identical. Apart from this, the insertion of an element into the system implies that it works not only for itself, but also for the system of which it is a part. The functioning of any system includes the process of redistribution of resources, in two main directions. First, for the general needs of the system, to maintain systemic qualities (for example, management bodies). Second, to maintain the weaker elements, since the reliability of the system is determined by the reliability of its weakest link, so that the failure of a weak but important element can lead to the breakdown of the whole system. For example, an enterprise may be brought to a standstill as a result of a stoppage of one part of the technological cycle. Since the weak elements of a social system usually carry out dependent functions, the burden of maintaining the system falls on its strongest elements.


This raises the problem of maintaining the interest of the strong elements in remaining a part of the system. In an authoritarian system this can be resolved simply by the force of compulsion, when objective interests are simply ignored. Moreover, the strong element may be interested in this system if it is given a controlling position and subordinates the activity of the whole social system to its own needs. In the opposite situation, the objective interests of the most effective element are increasingly clearly expressed in separatist tendencies.


In a passenger transport enterprise the taxi column was always the only profitable subdivision. All the other columns were planned lossmakers, depending on regular subsidies. Only the taxi drivers brought in profits. This gave them the feeling that they supported everything, that they were exploited, that if they separated then their life would be much better. Even during our first research in the enterprise in 1989 the taxi drivers were already clearly inclined to separatism, although it is more than likely that they had been so inclined from the very beginning, from the moment at the beginning of the 1970s when the taxi park lost its independence and became part of the larger passenger transport enterprise.


The form of the taxi drivers’ separatism changes with the situation. They struggled for leasehold, for transforming the column into an independent municipal enterprise. When mass privatisation began, the taxi drivers decided that the best way out was to buy their enterprise. In 1993 the taxi drivers’ collective bought their enterprise at auction against competition from two other firms and left PATP, although they retain a leasehold relationship with the latter, leasing part of the garage, workshops and offices.


Stratification of administrative power


Contradictory interests


The basis of any social organisation is the stratification of administrative power. In other words, the organisation is divided into managers and managed, who are in turn divided internally into strata which have different degrees of authority.


The status positions of workers and management employees are not only different, but are in general counterposed to one another. This cannot but lead to contradictory interests and social tensions. The immediate functions of many management employees are related to their monitoring the observance by the workers of a large number, sometimes an indefinite number, of norms. The observation of these norms is inconvenient for the workers, it leads to an additional burden of work, so it is quite natural that they should prefer to ignore them. The management employees identify these violations and punish the workers, primarily by depriving them of a part of their bonus.


Role of education


The stratification of administrative power is to a considerable extent correlated with stratification by level of education, although it does not completely coincide. There are quite a few people in the administration without higher education (although not so many in key posts). At the same time, quite a few of the drivers are graduates of institutes of middle special education (tekhnikum), which gives them the right to occupy a position as an ITR.





Table Three: Stratification and education (per cent, 1 April 1989)





�
Number�
Higher�
Middle�
Middle Special �
Incomplete


Middle Special�
�
ITR and �office workers�
162�
12.3�
27.2�
35.2�
25.3�
�
Workers�
1328�
0.4�
51.3�
8.6�
39.8�
�



These figures were last collected in 1989. In the past they were collected on the orders of the territorial Party bodies, monitoring the growth of the educational level of the labour force. At the level of middle management there is not much difference between workers and managers in the level of education, since both section chiefs and quite a few workers have middle special education. Chiefs of columns are usually former drivers, and the experienced drivers know that they are qualified to be a chief of column, so relate to the latter on the basis of some equality. The relatively high educational level of the labour force equally underpins its scepticism regarding management as a whole, especially as the transition to a market economy has devalued much of the training, especially in the sphere of economics, which managers had obtained before 1990.


Pay as an indicator of the stratification of administrative power


One of the most important indicators of social status is the level of pay. In state-monopoly socialist society the official ideology in this sphere propagated the principle ‘from each according to his ability, to each according to his labour’. Thus it was explained that the labour of the manager is more complex, so he needs a higher salary. However, at the same time distribution took account of the demands of the classics (Marx, Lenin� XE "Lenin, V. I." �), connecting the pay of managers and the pay of skilled workers and emphasising that they must be equal. And externally this approach was adhered to. The salary of the secretary of the local Party committee or the director of the factory was comparable to the pay of a skilled worker. PATP could not be an exception to this.


However, there were a lot of ruses to be found in the system of payment. Inspection of records in the department of labour and wages in 1989 allowed us to see evidence of some of them (such an �opportunity did not recur).


The main hidden mechanism of pay differentiation was the bonus. The bonuses of the workers and the apparatus were basically drawn from different sources. Thus, the workers received theirs from the wages fund, made up of 51 per cent of the enterprise’s income. The apparatus received its bonus from the material incentive fund.


The most solid bonuses, unrelated to the performance of the enterprise, were those received by the director and his deputies. Thus, in 1988 the director received 1,373 roubles in various bonuses, and his four deputies received 1,694, 1,243, 1,023 and 1,186 roubles, while the remaining ITR received 812 roubles. The head of the department of labour and wages could not explain what these bonuses had been awarded for. 


The payment system for the workers was constantly being modified in its details, but always remained extremely confused. As a result most of the workers had little idea of the reason for fluctuations in their wages, and this caused much barely concealed irritation. Our survey in 1989 found that only 19 per cent of the workers felt that they had a good understanding of how pay was calculated. Thirty two per cent considered the level of their information to be satisfactory, and 49 per cent as bad. Alongside this, we found fundamental differences in the understanding of the system on the part of workers and of the apparatus. Thus 87 per cent of managers and an identical proportion of specialists considered their information to be good or satisfactory, while only 42 per cent of drivers and 37 per cent of those in auxiliary departments felt the same. 


The complex and confused system of calculating wages and �bonuses included a mass of indicators according to which the workers’ labour was evaluated. To keep an eye on all of them was extraordi�narily difficult. Every oversight meant a reduction by a particular percentage or loss of bonus. Thus, in March 1989 a ‘quality system’ was introduced. Experts openly recognised that the main aim was to save money from the wages fund. The secretary of the Party committee explained: ‘It is only necessary for the accounts department, where they have a bonus for reducing expenditure on wages’. The head of the department of labour and wages added that the enterprise was overspending its wage bill and the quality system had been introduced to prevent this. It aroused discontent on the part of the workers. Informal leaders (‘trouble makers’, in the words of the administration) incited the workers to put their complaints to the court.


Since then, changes in the system of payment and bonuses have been introduced repeatedly. Their general aim remains always the same, to reduce expenditure on wages. From time to time this provokes renewed friction between workers and management.


Any system of pay is a lever of power. Power is the ability of the subject of managerial relations to take decisions which the objects of management have obligatorily to carry out, regardless of their own wishes. The administration exerts its authority over the collective by influencing the level of pay, which is closely related to the willingness of the drivers to be subject to orders. The more confused is the system of pay, the more complicated it is, the more levers the administration has to punish the undisciplined and the disobedient. Thus, what is really important is not the observation of all of the large number of norms, but the general willingness of the drivers to be subject to them. With so many norms virtually every driver violates them to a greater or lesser extent, but the administration can take careful note and react with retaliatory sanctions, or can close its eyes to small and casual infringements. The carefulness of control also appears as a lever of power.


Commercial secrets


Political freedom has made the workers less compliant than in the years of ‘developed socialism’, and the economic crisis has angered them. As a result the game of self-management became dangerous for the administration. The orientation to self-management was thrown out at the same time as the liquidation of the leading role of the CPSU in the political system of the country.� A course was steered for the creation of a capitalist economy, resting on a class of owners who had emerged from the technocrats. The winding up of all those bodies which bore the imprint of ideas of self-management has naturally resulted in a radical change in the dissemination of information in enterprises. Meetings of workers have almost everywhere ceased to take place, while shareholders’ meetings in privatised companies happen rarely and are carefully organised. The collectives find themselves in an information vacuum. A new concept, the ‘commercial secret’, never heard of before, has universally entered everyday use.


The interests of the bosses, pushing for the monopolisation of managerial information, are diverse. The most important group of reasons are related to a desire to increase the manageability of the collective. In other words, it puts the worker in a situation in which he cannot ‘interfere in his own affairs’, ‘swing his rights’ before �management.


Interest in such a monopolisation significantly increases if the bosses have something to conceal. Most frequently this is a distribution of pay which is unjust and difficult to explain. Commercial secrets are especially important where management is engaged in the prikhvatisatsia [‘grabbing’] of state property, trying to enrich themselves by every legal and illegal method. Then superfluous ears and eyes are completely undesirable.


PATP is much less secretive than many other enterprises. Management is very ready to describe the production situation to outsiders. The trade union committee has always had good access to management information. However, this is the result of several factors. First, PATP has not been through privatisation, and property has not been divided (a process which is the strongest stimulus to secrecy). Attempts of the administration between 1990 and 1993 to impose secrecy on information concerning the salary of chiefs and sales of the property of the enterprise met with a powerful reaction from the collective and the trade union committee. The main difference between PATP and the majority of enterprises, the presence of a militant collective and trade union committee, is a specific feature of this enterprise excluding it from the process of imposing secrecy.


Relation of workers to the administration


Workers and the administration in any enterprise execute rather different social roles so that their interests in many respects appear opposed. The main function of management, the control of the work of the workers, contradicts the interests of the latter and meets if not hostile at least negative reactions. Ever since we first visited PATP we have had the impression of an administration on the 3rd and 4th floors of the four storey main building of PATP, sitting as in a besieged fortress, surrounded by an unfriendly and often almost hostile mass of workers living in the garages and workshops around. 


The strongest of these contradictions was encountered in the first phase of the research. Subsequently the emotionally negative attitude of workers to the administration began to change gradually into a sober appreciation of the need for managers. Our monitoring of other enterprises in various branches of production shows the same tendency. This can be most clearly observed in the coal mining industry, where the antagonism between workers and the administration was extremely strong at the end of the 1980s. What was, and is, the strongest reproach addressed by the workers to the administration? 





Up there, says a bus driver, there are an awful lot of people. They sit and do nothing. … I think the situation in the departments is bad, but in the accounts department there are far too many people. We could keep only half of them.





There are too many ITR. They all sit around and drink tea.





If you get rid of 70 per cent of the administration, the rest will work better … Ten years ago there were half as many.





– There are too many people up there. 


– Where in particular? 


– I don’t know. I hardly ever go there.


Middle management


Middle management comprises the heads of columns, chiefs of workshops and foremen. This link in the management chain has a particular status: the management of the enterprise puts pressure on them from above, demanding a strengthening of discipline, increase in labour productivity and so on, while the workers press them from the opposite direction. As a result, management decisions undergo a significant deformation in the immediate contact between management and workers in the shop: their fulfilment depends on the results of a social struggle and a process of negotiation between the workers and middle management.


As a result of this the workers are interested above all in seeing a person with whom they can find a common language in the post of chief of column. The higher levels of the administration understand that in reality the fate of management is decided at this level and try to put in these positions people who will not be pliable in the face of pressure from the workers.


Column one is headed by G—ko, a former driver in this column. He easily found a common language with the drivers, and they with him. The most obstinate drivers are to be found in this column, causing a lot of anxiety on the part of the administration. In the opinion of the director, the chief of the column spoiled his drivers and was not able to impose normal discipline. Eventually the director ordered the merger of the first and third columns, and offered the post of chief to the head of the small third column. The drivers of the first column demanded the return of their chief, and threatened to strike. However, G – to, having been offered a quieter but just as well-paid post in the administration, refused to return to his former post and the conflict was settled. The drivers were still dissatisfied, but there was already no way out.


Workers and the lower levels of the administration


The lowest layer of the administration of the enterprise includes two main categories: 1) auxiliary technical staff (typists, couriers and so on); and 2) status positions connected with the monitoring of the activity of the workers and the taking of the simplest management decisions at the operational level (dispatchers, account-keepers, time-keepers and so on). The first category has little to do with the workers, so direct contradictions do not arise in their work. However, there is a widespread psychological alienation, distrust, and sometimes hostility towards them among the workers.


The second category is located on the hottest line of the relationship between the workers and the management apparatus. On the one hand, their status position gives them a definite power over the workers, allowing them to influence the intensity of their labour and their pay. The conditions of their labour are more comfortable, which is an important factor in forming the psychological alienation, the division into ‘us’ (eternally dirty, working in dirt and cold) and ‘them’ (clean, drinking tea in warmth and cosiness). But at the same time the pay of this category of management is usually significantly lower than that of the workers. Psychologically their labour is often clearly more uncomfortable, for the work involves constant nervous tension, forcing the workers to do what they do not want, but having only the minimum of power to do this. 


Objectively the function of this level of management employees puts them in a contradictory relation to the interests of the workers. Since their power and authority is very limited, the pressure from below on the dispatchers and various controllers is very significant. This is considerably reinforced by the fact that these posts are filled, as a rule, by women. Traditional male arrogance in relation to women is transferred into the sphere of service relationships. In turn the woman, having acquired her cultural norms in childhood, impregnated with ideas of male domination, does not feel comfortable in a position in which she has to give orders to men. All this creates a cultural environment in which pressure from below on the lowest level of the management apparatus proves to be very successful. Here rough pressure, supplemented with threats, is interwoven with flirtation and the presentation of gifts. This leads to a situation in which the accounting and control function is deformed into the mere collection of information. This happens particularly clearly in those spheres of production in which it is difficult to control the controller.


The lowest level of the apparatus is between the hammer and the anvil. Middle and higher management demand that they carry out their functions diligently, but they are not in a position to resist the pressure from below. As a consequence at the intersection of the two groups of the labour collective a sphere of compromise is formed, in which both sides negotiate, moving towards one another. Thus, in the end, the process of negotiation comes down to personal interests. The demands on the workers are reduced.


Since it is extremely difficult to combine the responsibilities of the post of controlling the workers with the desire to live in peace and friendship with the object of control, the sphere of relations between workers and this stratum of the apparatus is marked by conflict. Here the dispatcher or controller has constantly to balance the risk of falling into disfavour in the face of his or her own superior and the fear of engaging in conflict with the workers.


As an example of the problems of this group we can take the case of the dispatchers. There is a central dispatching service, whose function is to control the observation of the schedule by the buses. Thus the dispatcher not only gathers information concerning the passage of each bus past the control points, but also has power over the driver: reporting upwards information about infringements of the schedule entails negative sanctions. Moreover, the dispatcher, in the case of any kind of interruption to the schedule (for example, the breakdown of a bus), can assign a driver from another route to this line, that is an available power function. In such cases it is not uncommon to have to overcome the resistance of the driver, who may not want to take over the offered route for one reason or another.


If the dispatcher identifies an infringement by the driver, and reports this to management, the driver can lose his bonus. But if the dispatcher conceals such information, and this becomes known to management, the dispatcher becomes subject to similar sanctions. Thus the status positions of the dispatcher and the driver are such that in the process of control they are counterposed if the driver violates the regulations. Such an antagonistic opposition of objective interests arises only in the case of a serious incident which it is impossible to conceal.


In the normal course of her work the dispatcher has all kinds of ways of covering up the violations of the drivers. Thus her actions are not dictated rigidly by the regulations which prescribe her duties, but are largely the result of the personal relations which exist between her and a particular driver. These official-personal relations, in the last analysis, derive from the status positions. Thus, from time to time a dispatcher may have to assign a driver to another route which is not attractive to him. The driver has all sorts of ways of getting out of this, aggravating the situation, using the roughest language. Thus one driver, a veteran of the Afghan war, was rather free in his choice of language and was so resolute in rejecting every encroachment of the dispatchers on his freedom, that he even had to be sacked. The authority of the dispatcher is much too limited to be able to demand unquestioning subordination. However, such a situational (short-term) conflict is remembered. And if one fine day the driver commits even a trivial violation, what will happen depends on the dispatcher: whether she strictly follows the letter of the regulations, or acts humanely. What the dispatcher chooses to do will depend on how that particular driver has used such freedom in his relations with the dispatcher in the past. Thus the dispatcher may assign an unpleasant or intractable driver to the difficult routes more often than others, provoking him into conflict and disciplinary violations. The clever driver tries to maintain good relations with the dispatcher. That is not very difficult, and it makes life easier.


The dispatchers are mostly women between 30 and 40 years old, although there are also some girls straight out of school and some pensioners. Their pay is substantially less than that of the drivers. The work requires no special education or even much training on the job. Its prestige is very low. At the same time the control functions of the dispatcher make the position an important one for the drivers. As a �result the dispatcher becomes an object of pressure from their side. Some, using the fact that the dispatchers are women, try to negotiate with them from a position of strength. Others try to find a common language with them, or at least to establish good relations with them. On the various holidays the dispatchers receive small presents, one from one driver, another from another. The young women become the object of particularly close attention from the drivers. Naturally relationships sometimes extend beyond work, even from time to time resulting in marriage. Such an interweaving of family and work relations cannot but have an impact on work: the husband is in a privileged position, and under the protection of his wife the dispatcher. One conflict even arose on this basis: one driver, whose wife was a dispatcher, violated the regulations and another dispatcher reported him, provoking a very strong negative reaction on the part of his wife.


When the drivers touch on the popular theme of the surplus of managers, they specify first of all the lowest level of the administration, since these are the people whose work they know best, which is carried out in their full view:





There is no point in having controllers. They only need to keep 3–4 people.





Who is surplus here? The controllers on the line. I myself worked in their service as a driver of ‘Rafik’. They sit in the car, they loaf about, fishing out stopped buses … I cannot say anything about the work of the department – I have had nothing to do with it.


Leasing of jobs


A logical continuation of the tendency to covert privatisation in a small number of enterprises at the end of the 1980s was the leasing by workers of their jobs. This happened in the clearest form in motor transport enterprises. Having understood that it was pointless and extremely costly in time and effort to struggle against covert privatisation, the enterprise administration grabbed at the opportunity opened by perestroika to abandon the detailed control of their employees and to confine themselves to collecting rent from them.


In the taxi column the drivers had waged a long struggle with the chiefs of the enterprise to transfer to leasehold. In 1989 one taxi driver described the situation thus:





We have literally been at war over leasehold. But the head of the planning �department said ‘No!’ She is the most important person here. The director is more concerned with his pig-sties and building housing. Everything that we proposed was rejected. At last we reached agreement. From 1 March 1989 we transferred to leasehold on their crushing terms.


The project was developed by one of the managers of the association on the basis of a proposal which he had worked out by a Leningrad economist. The taxi drivers had a plan: to bring in 911 roubles per month. The rent payment was 571 roubles.


The rest was supposedly mine, said the indignant taxi driver, but from that 93 roubles goes for fuel, 23 roubles for rubber; plus check-ups, repairs, 20–30 roubles. That leaves 204 roubles. But this is less than I got under the previous system. We have to work on the price-list: 5 roubles per hour.





‘So why did you agree to leave the old system and transfer to the new one?’, we asked him.





In the new conditions I preserve my nerves and my health. There is not the old race for the plan. You have paid back the money, and you work as you want. There is no compulsory regime: you work when you want.





The taxi drivers were indignant at having to pay such high rent. According to their calculations the old leased automobiles cost far less than they were paying. Then the management of PATP explained that, apart from the rent, this sum included overhead charges for the support of the apparatus of the enterprise. This argument only poured oil on the flames: 





With the transition to leasehold I drive into the garage once in a month, �complained one driver. We do not need the apparatus for our work. It should be cut. They do nothing for us. I do not use their services. It is enough for us to have a director, chief accountant and good supply storekeeper. We do not need any more. Now there is a mass of people in the offices, but for even the most trifling matter you have to spend all day, when my job is to earn money.





Twenty-six drivers with 14 Volga automobiles transferred to leasehold from 1 March 1989. The rest were afraid (‘you have to pay for everything, it is terrible’) and decided to bide their time.


With the transfer to leasehold in the taxi column the taxi drivers received one Volga automobile between two drivers put at their complete disposal. They had received the freedom of which they had always dreamed. Their relations to PATP were reduced to the payment of rent. At the end of November 1992, in the final stage of the existence of this column, each driver had to pay the enterprise 7,469 roubles a month, of which 3,544 roubles was value-added tax; 101 roubles amortisation; 1,468 roubles overhead charges (to pay for management services); 504 roubles target profit of the enterprise; 450 roubles reserve for vacations. On top of this the drivers had to pay from their own pockets for fuel and to buy spare parts.


This has transformed the drivers in practice into the owners of the means of production. This was clearly reflected in their attitudes to everything which concerned the rights to control and manage their activity. Any encroachment on their freedom and right to dispose of production assets has provoked a pained response.


Autonomy of the administration and ‘prikhvatisatsia’


The delegation of administrative authority to the managers of the enterprise led to their virtually complete economic independence from state bodies. This gave rise to a paradox: a state enterprise, independent of a state which had lost the means of managing its property. This sharply strengthened the process of growing chaos in the economy.


The delegation of administrative rights from above did not coincide with privatisation. The directors received uncontrolled power, but remained salaried employees, with no interest in increasing the assets of the enterprise. Thus they used their freedom from control to enrich themselves rapidly by means of prikhvatisatsia and increase their salaries up to a level restricted only by the tax system. This gave rise to a new paradox: enterprises were destroyed, managed by rapidly enriched directors. The resale of the assets of the enterprise at knock-down prices to their own commercial structures became a universal phenomenon. Thus the analysis of prikhvatisatsia is first an object of crime detection, and only then of sociological research. 


Since the law enforcement agencies have never shown any special interest in these phenomena, many facts about prikhvatisatsia can only be interpreted as hypotheses. Thus, many workers in the motor transport enterprise are convinced that their former director was actively engaged in prikhvatisatsia. They accuse him of having sold a large number of Volgas at give away prices into the private hands of outsiders, that he also sold a motorised cafe for a song and so on. He had done nothing illegal:  he had sold equipment for the proper price, its residual cost, but nothing was said in the relevant legislation about rampant inflation which made such a price ridiculous. The director’s opponents powerlessly asked: 





Do you suppose that an intelligent person would simply sell the equipment to outsiders at a knock-down price, way below the market price? Of course not. He clearly had something to do with it, but if there is no crime there is no thief. 





But the director also had a convincing argument. These deals were conducted in conditions in which the rouble had already ceased to function, but when it was still impossible to sell any of the assets for market prices. The enterprise had to build, to modernise, and it did so through barter deals: the automobiles at residual cost in exchange for construction services at state prices. 





Who was going to build the repair shop at that time with their own materials? (Said the director in an interview.)  I had to sell the automobiles to give an incentive to the builders… You cannot judge actions in 1991 from the situation in 1992, when the rouble was already working and you could buy and sell what you wanted at market prices.





It is already impossible to prove what really happened, although in this research, where the enterprise is anonymous, it is not so important. The main thing is that such a mode of activity of the director was potentially possible, and if the director’s own account is true, his thoughtful action would have only been for moral reasons, in contradiction with the director’s own material interests. And once such a means of enrichment of the director becomes possible (as was confirmed, without any fingers being pointed, by various experts, including the director himself), then it cannot but be put into practice. Rational economic behaviour cannot, as practice shows, be restrained on a significant scale by moral restrictions. Moreover, in many enterprises one can hear similar stories, supported by a large amount of evidence.


The reaction of the collective to the director’s initiative was as varied as it could be, covering the spectrum from complete calm and indifference, on the one hand, to the organisation of a vote of confidence with a view to dismissing the director, on the other. The choice of variant depended on a series of factors. For the alienated worker: ‘to hell with it all’; ‘they haven’t stolen anything of mine’. But if the director infringes the rights of a collective with a real chance of privatisation, such as the taxi drivers, the reaction is very sharp. The other factor determining the reaction is the character of the organised representation of the collective. If the trade union committee is an appendage of the administration, then a collective reaction is improbable. But if the trade union committee has become an accurate expression of the interests of the workers and organiser of their activity, then an organised and active opposition to prikhvatisatsia is very likely. Then even the suspicion of its existence can play a fatal role for the director.


Workers – co-owners of state property and the director’s prikhvatisatsia


In the course of prikhvatisatsia the workers, having really or spontaneously become co-owners of their jobs, can no longer react to the director’s arbitrariness as apathetically as alienated workers. In a number of cases, nobody’s state property became the object of a struggle between management and workers. Precisely this type of conflict was seen in the case of the taxi column. In PATP the director, leaning on the support of the chief of the taxi column, began quietly to sell off the Volgas, reducing the number in the column from 80 to 42. Some of these were written off as worn out, but a significant proportion were sold on the side. The taxi drivers were extremely interested in buying these automobiles at reduced prices. Three of the drivers managed to buy their automobiles at prices which were, for those times, rather high: 68,000, 40,000 and 38,000 roubles. But most of them were sold to outsiders at ridiculously low prices, 1,500 to 2,000 roubles. This led to extreme indignation on the part of the taxi drivers, who saw the actions of the director as an encroachment on their rights. The chief of the column at first tried to convince the workers that he had nothing to do with these deals, but witnesses were found who had seen him taking the numbers off the automobiles which had been sold. The drivers collected the evidence which, from their point of view, proved the wrong-doing of the director and handed it over to the investigators. But the investigation revealed nothing criminal. This did not surprise the drivers, since some of the spare parts had been sold by one of the managers to the city police.


The re-sale by the director of PATP of the taxi column’s automobiles with the knowledge and participation of their chief aroused open indignation on the part of the taxi drivers. On 7 September 1992 all the automobiles of the column were driven to the main square of the city, and drawn up in front of the building of the Council of Ministers and the Supreme Soviet. The drivers insisted that they would stay there until the sale of the automobiles by the director was stopped. It is very difficult to discover precisely how this strike took place. All those who were interviewed insisted that it was a common spontaneous action, which was only given organisational form by the shop committee of the trade union.


Representatives of the republican bodies of power entered into �negotiations with representatives of the taxi drivers. The remaining strikers waited on the square for the outcome of the negotiations, sitting in their Volgas. In the end the republican chiefs agreed that the demands of the taxi drivers were legitimate. The director was forced to cancel the orders to sell the automobiles.


This was a victory for the taxi drivers. However, after the conclusion of the negotiations they were approached by the police, who accused them of breaking the traffic regulations (there is a no entry sign at the entrance to the square). The drivers were fined.


gender structure


In PATP there is a clear gender division of labour, with a sharp division between men’s and women’s jobs. Certainly, one can observe movement across the established limits of gender differentiation throughout the period of our research, but only as an exception.


At the beginning of 1994, 298 women worked in PATP, but in �October there were around 400. Such a sharp increase was related to the recruitment of a large number of conductors. This profession was always considered in the USSR to be especially female. However, recently in PATP the salary of conductors has increased considerably, reflecting the aspiration of management to attract people to this difficult job through which they hope to increase the revenue from the buses. The parallel fall of real wages in other enterprises in the city led some men to ignore the traditionally female character of this occupation. A small number of male conductors has appeared.


In the view of the head of the personnel department, men are less suited to this work, which requires a high degree of diplomacy and persistence. A man, in her opinion, lacks these qualities and loses his temper easily. Not long ago a male conductor got into a conflict with a group of drunken passengers trying to travel without tickets. When he went to call the police he was thrown into the street.


The job of controller-dispatcher, checking that the drivers keep to their schedules, was also, and remains, an especially female job. Women were traditionally controllers on the routes, checking the tickets. As a rule this job was done by women between 30 and 50 years old with a manifestly militant disposition, able to force those without a ticket to pay a fine and ready to enter conflicts by the hour. Their female status in the Soviet period gave them some protection from male aggression (only the most demoralised man was able to show physical aggression to a woman – at least in public). However, more recently public standards have changed, as has the scale of ticket prices and fines. In this situation the work of the controllers on the lines has become more dangerous. Passengers increasingly frequently refuse to recognise the conductor’s authority. It is obviously for this reason that they have begun more actively to recruit men for the job of controller, as in many analogous enterprises in the country. A significant number of young men, between 20 and 25 years old, many of them students, have appeared among the controllers during the 1990s.


The bus station, serving passengers on the suburban and inter-city lines, is a women’s collective (dispatchers, cashiers, cleaners and so on), and only women work in the canteen.


There is a very clear gender division of labour within the administration, according to type of education and content of the job. Thus most engineering posts are held by men, while women dominate the economic services. This division appears primarily to be a hangover from the old system, when the economic departments had low prestige and were poorly paid. In those days women dominated economics faculties in higher education, which determined the female dominance of the economic service in enterprises. During the 90s the situation has changed rapidly. The transition to a market economy has sharply increased the status of the economist. In economics faculties competition has increased and now there are a lot of young men. However, the change in the gender structure among economists as a whole has only just begun. Young male economists are keenly sought by the most profitable enterprises and organisations (banks, commercial enterprises and so on). Therefore in old state and recently privatised enterprises, where the skeleton of the administration has been preserved over the years, women still predominate in the economic departments. 


When a new director came to PATP in May 1993, he introduced the post of deputy for economics and commercial questions. Within the established gender structure of the collective he had no choice: this post could only be filled by a woman. And the chief accountant of PATP became the deputy director, a young woman who had graduated as a correspondence student from the economics faculty of the university a couple of years before. However, she did not work in this post for long: it soon turned out that she had been involved in some frauds involving petrol, a criminal case was opened and she had to leave the enterprise. For a long time the post remained vacant. In PATP the accounts department is a purely female collective, as is the planning department and the personnel department.


Such a gender division of labour coincides with the functional division on the level of departmental managers. Thus, women head the personnel department, planning department, accountant’s department, bus station, central dispatching service, incomes department and the canteen. These are all women’s collectives, and each is headed by a woman.


However, untypical situations have also arisen: a woman at the head of a man’s collective. Thus, a woman headed the motor department in a local centre a couple of hundred kilometres from the city. There the collective was basically male, but for a long time neither the management of PATP nor the local authorities could find a man who would fill this post, although this was what they wanted. Every likely applicant, once he got to know more about the job, refused it. Therefore at the head of the collective, in the post of temporary director of the department, is a woman, having agreed to such an extraordinary step.


The mechanical repair workshops were always purely male collectives. But the new director, suddenly deciding to strengthen discipline, ran into a problem, the resolution of which turned about to be the appearance of a woman in a responsible post in the workshops. N— had worked as a conductor and had become famous for her battling character, her persistence and her refusal to compromise. This had led to complaints from passengers. The director, being very sensitive to the public reputation of the enterprise in the city, never failed to take appropriate steps in response to such complaints. This time he took an extraordinary decision: he transferred the woman to the repair �mechanical workshops where, in his opinion, the foremen suffered from excessive liberalism. A special post was created for her, with responsibility for controlling labour discipline.


The new director also used a woman in another area where, in his opinion, discipline had to be strengthened. He introduced the post of ‘technician for the control of working time’. A young woman sits at the entrance to the garage and notes the time at which every worker in the enterprise arrives and leaves. The workers initially greeted this innovation with sabotage and, arriving at the enterprise, demonstratively tried to come in through the traffic entrance, rather than the entrance where the woman sat. However, the administration compelled them to recognise the new post and new boss.


Traditionally the central dispatching service is predominantly female. This lowest level of the administration is at the forefront of the contradiction between workers and the apparatus, taking on the high nervous costs of this social conflict for modest payment. 


The tactic of using women in the lowest controllers’ posts in men’s collectives turns out not to be accidental. Having put women in that position, the administration gives them power over a large number of men, who have much higher levels of skill than these women. This clearly flatters the vanity of the women and stimulates their eagerness to serve. Such a situation restrains the male vanity of the drivers and fitters. They try either to ignore the controllers, or subject them to pressure. The semi-hostile attitude of the male workers to the lowest level of the administration pushes the women into a more intransigent position. The circle is closed. Deals between controllers and controlled become much less likely. Thus, the conscious interweaving of the administrative power and gender stratifications makes the watershed along the line worker-administration more sharp, which improves the quality of control. 


Institutionalisation of social interests


The enterprise and social interests


An enterprise is a social organisation created to satisfy the economic and industrial interests of this or that subject. All enterprises in the USSR were state enterprises (collective farms were pseudo-collective enterprises). Thus the enterprise was constituted with the aim of realising the interests of the state. The labour collective is formed as a means of realising these interests. At first sight the social measures implemented in the enterprise had the purpose of meeting the interests of the workers themselves (stable employment, improved working conditions, development of the social infrastructure and so on). However, these interests were considered to be secondary to the interests of the state. Care for the workers was a care for the means of realisation of state interests, and was implemented only to the extent that it did not contradict those interests. 


An important indicator of the social content of an organisation is the criteria according to which it is evaluated, the basis for the encouragement or penalisation of its employees. The most superficial analysis of enterprises in state monopoly socialist society shows that the main criterion was the ability of the enterprise to carry out state tasks. For this they gave bonuses, certificates, banners, promotions or dismissals. ‘All for the state, all in the name of the state!’ was the unwritten motto of every enterprise.


A whole system of Party and state bodies checked that the enterprise pursued first of all state rather than group interests. Both Party control and superior industry bodies, above all associations, were directed at this task. Within the enterprise, Party criticism and self-criticism were encouraged with a view to revealing and suppressing private interests. However, despite all this, private interests forced a way through for themselves. The contradiction between the nation-wide interest pressed by the system and the private interests of employees of the enterprise was the basic contradiction in the development of the Soviet and post-Soviet enterprise at all stages in its history.


The primary Party organisation


The presence of the primary organisation of the CPSU as the nucleus of the system of social management of the collective was a feature of the structure of the enterprise in the society of state monopoly socialism. Its main official task was to subordinate the activity of the enterprise to the satisfaction of the general state interest. Thus questions of the management of production were at the centre of its attention.


Our content analysis of the minutes of Party bureaux and committees in ten enterprises in the Komi Republic over the years 1966–75 showed that 47.9 per cent of the points on the agendas concerned concrete technical-organisational matters; 11.4 per cent concerned the selection and appointment of staff; 10 per cent concerned the results of plan fulfilment; 7.9 per cent concerned the organisation of socialist competition; 7 per cent concerned labour discipline; and 16 per cent concerned other questions of production organisation. The work of Party meetings was organised in the same way. On average, in the Party organisations studied, questions of production management occupied 62.4 per cent of the meetings. 


The inclusion in membership of the primary Party organisation of key figures in the administration made its decisions extremely significant for the process of management. The director was almost always a member of the Party committee. Exceptions only arose for a short period of time, for example when changes of director did not coincide with changes in the structure of the Party committee. But in any case the director played a key role in the work of the primary Party �organisation.


The Party organisation was, above all, an instrument of the administration, allowing it to mobilise the most skilled and disciplined part of the labour collective for the fulfilment of the economic tasks presented to the enterprise. The city Party bodies, monitoring and directing the activity of the primary groups, closely checked that the enterprise executed its functions and that the primary Party organisation ‘struggled’ for this (in the Party lexicon the word ‘struggle’ was usually used in place of the word ‘act’). Participation of a wide circle of workers in the work of Party organisations gave legitimacy to the Party’s decisions, duplicating the orders of the administration: they had voted for this decision themselves, which means that they must carry it out.


At the same time the Party organisation, incorporating a significant proportion of the employees of the enterprise, had the right to control the economic activity of the administration. Usually this right was reduced to regular information from the chiefs of the enterprise concerning the fulfilment of plans and the new tasks confronting it. However, in tactical questions ordinary members of the Party organisation could correct the actions of the administration, indicating some errors in its work. This to some extent ameliorated the technocratic approach of the administration, forcing it to think of the social aspects of the decisions it adopted. Thus, through the Party organisation, the labour collective could, even if only to a limited extent, influence the work of the administration. 


By virtue of the contradictory role of the primary organisation in the system of social management of the enterprise, workers were not unanimous in answer to the question put to them in a survey in 1989, ‘Whose interests does the Party organisation defend?’ The answers were distributed as follows: society as a whole 2 per cent; the state 2 per cent; the whole labour collective 15 per cent; specialists and office workers 4 per cent; workers 7 per cent; the administration 27 per cent; nobody’s 9 per cent; difficult to answer 32 per cent.


However, alongside the indeterminacy of the employees of PATP, everybody was inclined to the view that the Party organisation did not express the interests of the collective. In the eyes of the workers the Party organisation was merged with the administration.


A key figure in the Party organisation was the secretary of the Party committee. As he was the only member of the Party organisation who did this work in a professional capacity, the lion’s share of the work of the Party organisation was reduced to the activity of its secretary. He came to the enterprise at the beginning of the working day and left at the end, as often as not having to stay on for an hour or so after work. Officially his working day was considered to be unlimited. The work of other members of the Party organisation was reduced to the monthly payment of membership dues and monthly attendance at Party meetings. A few members of the Party committee participated another one or two times a month in meetings of the Party committee, or periodically looked into this or that question prepared by the Party meeting. However, as a rule their Party activity had an episodic character and was easily manipulated by the Party secretary.


Usually the Party secretary and the director of the enterprise worked together, carefully avoiding disagreements and, if they occurred, tried to smooth them over to reach a compromise and conceal them from the eyes of outsiders. Open conflicts between them happened extremely rarely. The Party organisation of PATP was no exception. How did this unity come about?


The city Party committee recognised that the director was the main figure in the enterprise, and the main function of the Party organisation was to ensure the fulfilment of the plan tasks. This automatically made the Party secretary the second figure in the enterprise. And the secretary, understanding this very well, was cautious in his relations with the director. He understood that in the event of a conflict he had little chance of securing the support of the city Party committee. 


Moreover, usually the director of a reasonably significant enterprise was elected to the city Party committee, which gave him a solid weight in the Party hierarchy as well. 


The secretary of the Party committee of the enterprise was much less often a member of the city committee. The secretary of the Party committee was a professional Party worker, paid by the city Party committee. However, in most cases he was appointed from among the engineers in the enterprise, so that traditionally he continued to look at the director from below. Moreover, for most Party secretaries their professional Party work was a temporary occupation: at the next conference they had a very real chance of returning to the ranks of the engineers. This also ensured that they were very cautious in their relations with the administration.


The PATP Party secretary, Y—n, was elected from among the engineers of the enterprise. His activism and initiative had also been noticed at the city level. As a result he was elected a member of the city Party committee. However, he regarded his Party activity as a very temporary part of his own biography. The decline in the authority of the Party and the falling prestige of Party workers at the end of the 1980s clearly encouraged such an attitude.


He obviously noticed the deficiencies in the work of the administration. From his replies to questions it became clear that he did not agree with the administration’s recourse to authoritarian methods and its neglect of the interests of the workers. However, he had decided not to state his criticisms openly. At the same time, the secretary clearly followed the popular line of that period of the democratisation of enterprise management, pushing the workers to assert their rights more boldly. He regularly went to the shops and columns, talked to workers about their problems and kept in contact with the most militant members of the collective, whom the administration saw as trouble-makers. It was he who commissioned our research in 1989.


The independent position of the secretary of the Party committee and his attempt to find a common language with the workers allowed him to attain a singularly high level of authority within the labour collective. In 1989 the ratings, out of 5, were: director of PATP 2.8; president of trade union committee 2.2; trade union committee 2.1; Party committee 2.8; secretary of the Party committee 3.0.


In interviews conducted at that time workers approved the Party secretary with the following phrases: ‘he has his own position’, ‘he knows people pretty well’, ‘he comes to the shops’; ‘you can talk to him man to man’, ‘not a bad bloke’, ‘I know him through playing sports with him’ and so on.


However, the influence of the Party organisation was irresistibly extinguished together with the influence of the CPSU as a whole, and a single person could not alter the situation. The influence of the Party committee and its secretary on the administration was appreciably greater than among the workers. Moreover, the Party organisation acted in such a way that those who were not members had only the vaguest impression of its activities (even most Party meetings were closed). For this reason only 12.5 per cent of the collective of PATP questioned answered that the Party organisation had an appreciable influence on the life of the collective. Forty per cent answered categorically that it did not, while 47 per cent did not or could not answer. Once it became obvious that the CPSU had no future Y—n handed over his Party post to another engineer and returned to his profession to work in another enterprise.


M—i was elected as the new secretary, but he soon had to leave his post when in 1991 Yeltsin prohibited the activity of Party primary organisations in enterprises, and after the putsch of August 1991 Yeltsin dissolved the Party altogether.


The primary Party group of PATP disappeared quietly and without a sound. Nobody openly objected to its dissolution. There was an impression that its members had only been waiting for the moment when they could stop paying their Party dues. 


The consequences of the liquidation of the primary Party organisation was far from unambiguous. If at the level of the country as a whole the liquidation of the CPSU was a great leap forward in the democratisation of the country, in enterprises the liquidation of the primary Party organisation meant the liquidation of the sole effective form of control of the activity of the administration on the part of the labour collective. With the disappearance of the Party organisation opportunities have opened for the establishment of a more rigid authoritarian regime: now the administration can act safely, without looking over its shoulder at the Party organisation. The trade unions, even in those rare cases such as in the coal-mining industry or in PATP where they have been militant and independent, have never had the rights to control the administration which the Party organisation had had since the end of the 1930s.


At the same time, with the removal of the primary Party organisation, the administration has also lost a relatively effective means of controlling the labour collective. As a result of its departure the gap which had always divided workers from the administration became obvious, for the small bridge, in the form of the Soviet type of labour aristocracy represented by the worker-communists, had disappeared.


The director of PATP who held the post from 1990 to 1993 had previously worked in a similar enterprise in a polar city. There he had been secretary of the Party committee, deputy director, and then director and so was very well placed to judge the role of the Party organisation. In his retrospective evaluation, given in an interview in 1993, he argued that the Party organisation not only was not a handicap to the director, but also helped him to resolve many production problems and to strengthen labour discipline. In those years it was easier for him to operate the enterprise with the Party organisation alongside him, as the worker-communists to a significant extent supported the process of management. Now the director has lost this support. Thus he recalled nostalgically how, when the nights were very cold, the Party organisation called in the worker-communists and they kept the engines warm all night so that in the morning the buses could leave for their routes without any problems.


The administration as a bearer of social interests


The administration is the main subject of authority in the enterprise. Everywhere and always it is called on to express and to protect the interests of the owner. In a state enterprise, as PATP was and remained, it was supposed to protect the interests of the state. In conditions of state-monopoly socialism there was a complex and strict system monitoring the activity of the administration, directed at preventing deviations from state interests. PATP received its plans for the carriage of passengers from above. State and Party bodies checked on their fulfilment, taking the director strictly to task for deviations from the plan. 


However, private interests found a way through. Thus the planning process took the form of constant negotiations between the director and the association. The essence of these negotiations was simple: he always fought to reduce the plan and to increase his material and technical supplies. In other words, the main interest of the director was to reduce the efficiency of production. If he was successful, the enterprise could work quietly and everyone could earn as much or more, since earnings depended strictly on plan fulfilment. Correspondingly, the lower the plan, the easier it is to fulfil, and the higher are the bonuses.


Moreover, the administration in state-monopoly socialism is a part of the labour collective: they too are hired labourers, like the workers, although endowed with more rights and responsibilities. Thus the majority of directors to a greater or lesser degree tried to defend the social interests of their collective, which facilitated the management of the collective and expanded the opportunities for realising their own interests.


The director of PATP at the end of the 1980s was especially attentive to the subsidiary agricultural activity of the enterprise. In the view of some of the workers he spent more time in the pig sties than maintaining passenger transport. 


In the Gorbachev period of perestroika a process of decentralisation of management began, with the aim of increasing its efficiency, but this led to an interesting metamorphosis of the Soviet enterprise.


The organisation was created for the realisation of definite interests. It was subordinate to those interests. However, the transformation of the organisational structure often leads to a rebirth of the organisation, usually unplanned and unexpected: it begins to work for other interests. The transformation of the form also deforms its content.


In the process of decentralisation the dominance of general state interests over the interests of the labour collective and its separate parts, particularly the administration, began to weaken. Carefully suppressed interests began to emerge more and more obviously in the economic activity of enterprises, and then in general came to the fore. Decentralisation meant the delegation of authority to the subjects of management of the enterprise, above all the administration and, particularly, the director as the one-man-manager. As a result of this process the interests of the administration began to define the content of management. The phenomenon of prikhvatisatsia was the clearest expression of this. The interests of the collective were taken into account only to the extent that they coincided with those of the bosses of the enterprise, or were protected by the development of self-management.


The enterprise and social policy


The main economic law of the state mode of production is the increase of the power of the state – deliberately and rationally to do everything that makes the state stronger and more stable. This is fundamentally different from capitalist rationality. Therefore the same action is evaluated completely differently in the context of different modes of production. This is completely the case with regard to the regulation of social relations. The main purpose of their regulation in a capitalist enterprise is the creation of the most favourable conditions for the intensification of production. In state monopoly socialist society the enterprise is an element of a uniform management system, therefore its social policy was evaluated only from the point of view of its consequence for the stability of the state as a whole. Economic rationality inevitably played a minor role in this process.


To be stable, the state requires a social base: a mass of citizens who support it, or are at least ready to tolerate it. In conditions of shortages of resources it is necessary to think carefully about their distribution.


One of the laws of cybernetics states: the reliability of a system is measured by the reliability of its weakest element. In society the least reserves of patience and loyalty are usually found in the lowest layers of the population, whose consumption level is the closest to the subsistence minimum. Therefore the first problem of social policy is to prevent hunger riots. In state monopoly socialist society one of the key directions of social policy has been the support of the lowest layer through the principle of compulsory employment. The surplus of jobs permitted any able-bodied person to find work without special problems. Therefore the problem of extreme poverty was removed: the available work was associated with a guaranteed minimum wage which, with low prices for basic food and clothing, was enough to survive. The widely developed system of hostels in principle ensured that everybody had somewhere to live.


Those who did not want to work in such miserable conditions were considered delinquent and could be involved in forced labour. Thus, the stabilisation of society through the compulsory employment and minimum payment of the lowest layers of society was one of the leading principles of social policy in state monopoly socialist society. 


Of course the apparatus could not be expected not to think of itself. Social policy was modified in its interests, for increasing the power of the state naturally entailed improving the living and working conditions of the administrative elite, however much that contradicted its loudly proclaimed ideological principles. This was the other leading direction of social policy. 


With the gross inefficiency of production, which was also overloaded by the burden of militarism, once these two social problems had been resolved there were very limited resources to be distributed among the ordinary population. Thus the egalitarianism of Soviet society is caused not by Marxist–Leninist ideology, but by the iron logic of the state method of production. As for egalitarian ideological principles, it is well-known that the Soviet Party-state discarded without hesitation those principles of Marxist theory which contradicted its interests of increasing the power of the state and the social self-affirmation of its apparatus. Fate would soon have disposed of egalitarianism if it had not corresponded to the logic of the social policy of the state mode of production. 


The key role in the realisation of this direction of social policy was played by the enterprises. It was they which provided universal employment. If this direction of social policy had contradicted the interests of the administrative apparatus, it would have remained only on paper. Soviet history provides ample proof that, even in conditions of terror, policies would not be carried out if there were not groups in the population with whose interests those policies coincided. The policy of social guarantees through compulsory employment corresponded to the interests of the chiefs of the enterprises.


Within enterprises, as already noted above, there were ample opportunities to not work, only to simulate work. This was an expression of one side of the social contract between the workers and the administration, but at the same time it corresponded to the social policy of the Party-state. Moreover, production was organised in such a way that the enterprise was interested in having plentiful stocks of every kind of resource: raw materials, fuel, machinery and workers.


These reserves made it possible to survive in the face of an increase in the plan tasks, in conditions of permanent storming at the end of the month, quarter and year. A reserve of labour made it possible to increase the productivity of labour without difficulty by sacking a certain number of superfluous workers.


The enterprises were incorporated in two different control systems: the branch system, under the ministry, and the territorial system, under the city and regional committees of the Party. The latter demanded that the enterprise should provide labour to help out collective and state farms in weeding, harvesting, preparation of forage and sometimes even in feeding of cattle, in construction of villages, in delivering goods, in the ‘shock’ construction of buildings for the city or region, to help out comrades lagging behind in socialist competition, to sort out vegetables in the warehouses, to participate in subbotniks to clean the streets and so on, almost indefinitely. At the same time, the enterprise had to perform all these tasks without falling behind for one moment in its production plan.


It was much more difficult to escape the all-seeing eye of the local Party bodies than to twist the far-away Moscow ministry around one’s little finger. Therefore the enterprise had to maintain substantial reserves of labour to cover its participation in the regional economy. The availability of plentiful cheap labour also relieved the directors of a major headache when it came to technical re-equipment: it was much easier and was cheaper to employ twenty loaders than to automate or to mechanise the work of loading and unloading. Moreover, as against the narrow specialisation of expensive equipment requiring skilled maintenance and repair, the unskilled ancillary workers could carry out a much wider range of work, and could be thrown into the hot spots. 


One of the most important elements of social policy is the system of social protection for those who are not able to support themselves by their own labour. In Soviet society the enterprise played a special place in this system of social protection as the principal framework for the redistribution of material goods and services. However, at the level of the enterprise the initial idea of the system of social protection was substantially transformed and it became primarily a system of non-monetary benefits which recognised labour and administrative status and served to increase rather than reduce inequality.�


The social policy of the enterprise plays a double role. On the one hand, it makes it possible to increase the standard of living of the workers, supplementing low pay and reducing the likelihood of conflict. On the other hand, it aggravates social inequality among the employees of the enterprise, first of all on the basis of their status in the system of administrative-power, contradicting the most widespread conception of social justice and increasing the likelihood of conflict around distribution.


The purpose of this discussion of the past is not to indulge in an historical excursion, but because the essential features of state �monopoly socialist society remain, even though we are now enduring the painful process of its dismantling. It is impossible to understand the transition process without an understanding of the specific form of society on which it is based.


Trade union organisation


Trade union organisations played an important role in the system of the Soviet social contract. Since 1921 they had been assigned their function of being ‘schools of communism’: their tasks being mainly to mobilise the masses for the fulfilment of the production plan (socialist competition, the rationalisation movement and so on). At the same time the trade unions, having become in practice appendages of state bodies, were an important link in social policy, providing support for the social contract in the enterprises. Although an appendage of the administration, they at the same time limited its ability to adopt strict management methods, to clean out the enterprise of drunks and absentees (it is well-known how difficult it was to sack bad employees, since in the majority of cases the trade union committee came to their defence). The trade unions held in their hands the distribution of a whole range of social benefits: vacation vouchers, apartments. Together with the administration they participated in the distribution of the bonus fund. 


Thus, although the trade unions were an appendage of the administration, they were also a buffer in the relationship between the administration and the workers, constraining management enthusiasm for technocratic methods of management, fraught with the risk of worsening social relations in the enterprise. Some independence of the trade union from the administration was secured by law, and by the political line of the CPSU which acted as the patron of the trade unions at all levels. In the enterprise the trade union committee acted on the basis of the support of the Party committee. The directors were afraid to ignore the trade union committee, for this smelt of deviating from the Party line.


The trade union organisation of PATP at the end of the 1980s was completely typical. Its president avoided excessive independence, always listened to the opinion of the administration and leaned on it for support. This led to the growing alienation of the trade union leadership from the ordinary members of the trade union.


When the workers were asked in the summer of 1989, ‘whose interests does your trade union organisation express?’, 11 per cent replied the interests of workers; 38 per cent the interests of the administration; nobody’s interests 16 per cent; would not or could not answer 9 per cent.


In the eyes of the enterprise’s employees the trade union appeared to be even further from being a defender of the workers’ interests than was the Party organisation. Its subordination to the administration was even more obvious than in the case of the Party organisation. Thus, in assessing the role of the trade union there was a sharp difference between workers and administration. Forty five per cent of the drivers and 61 per cent of the repair workers thought that the trade union expressed the interests of the administration, but only 13 per cent each of the managers and ITR expressed the same view. 


The trade union had clearly lost control of its members. The influence of informal leaders in the collective was growing ever stronger. Discontent with the administration was increasing. All of this was very reminiscent of the processes unfolding on a larger scale and in a clearer form in the coal-mining industry at that time. Realising the danger of such a tendency, the secretary of the Party committee called in our sociological team. His action also had a hidden aim: to use independent outside researchers to prove the necessity of renewing the trade union leadership. Our data put objective arguments into his hands. It is remarkable that the money for the research was provided by the trade union committee, which had no idea that it would �undermine its own position. Following our research not only the trade union committee, but also the absentee director of the enterprise, was removed.� 


In conditions of political and social crisis after 1989 the Soviet trade unions found themselves at the cross-roads. They developed in different directions in different enterprises and different industries. In the coal mining industry the workers’ movement split: alongside the traditional state trade union appeared a new independent miners’ union. Soon after, a similar split arose in the air transport industry. In some places, particularly in the private sector, the trade union was liquidated completely. In many enterprises the trade union committee became an even more obedient appendage of the administration than it had been in the past.


The fate of the trade union in PATP illustrates another, and much rarer, variant of development: the transformation of a Soviet trade union organisation into a militant body defending the interests of the workers.


In September 1989 the VIth Plenum of the Soviet trade union organisation, the VTsSPS, having recognised that the trade unions faced a crisis of confidence, proclaimed their main function to be the defence of the interests of the workers. It also for the first time declared the independence of the trade unions. The traditional Soviet trade unions would have to set off on the road of radical transformation: in time they distanced themselves from the CPSU and significantly renewed their apparatus, although the influence of the old nomenklatura was not extinguished and the unions appeared independent not only in name, but also in their position in relation to both enterprise administration and the government.


The same quiet revolution took place in a small number of primary trade union organisations. In a completely legal way, as a result of a trade union conference, the most radical leaders of the labour collective were elected to leadership of the trade union. They set themselves the task of removing the trade union from the pocket of the administration and converting it into an independent organisation, asserting the interests first of all of the workers as a part of the labour collective. This led to a radical change in the relations between the trade union committee and the administration.


This was just the way in which events developed at PATP. In �October 1989 the trade union conference took place. There were three candidates for the post of president, including the former president, who received only two votes. The second candidate received four votes. Everyone else voted for N – v, who had worked as a driver for 19 years and was president of the shop trade union committee of his column. The membership of the committee was also changed, and almost all its new members were workers. Several workers who joined the trade union committee had previously been in serious conflicts with the administration, including V – m, a driver who had a reputation as a battler for justice, who had been sacked illegally but, thanks to his determination, had taken the administration to court and secured his reinstatement.


The new trade union committee did not take the most radical step of declaring itself the basis of a new independent trade union, but set out to transform its primary organisation into an independent force while remaining within the structure of the official trade union. Thus a social revolution took place: a trade union committee became a defender of the workers instead of a defender of the interests, above all, of the administration.


From October 1989 the position of the workers in the trade union at PATP began to strengthen all the more obviously. The trade union increasingly asserted the workers’ interests above all. The influence of the administration was in constant decline. This is shown clearly by the changes which the trade union committee managed to introduce in the collective agreement. In the 1989 agreement the rights of the trade union were traditionally delimited, the trade union having the right to monitor management decisions only in the areas of health and safety and the training of workers. In the 1992 agreement the trade union had a substantially expanded sphere of influence: 





The administration agrees, in accordance with the law, to inform the trade union committee of all significant organisational changes in the activity of the enterprise, of the distribution of income, of current plans and long-term proposals and about construction of new facilities. … The administration must agree with the labour collective, trade union committee and STK of the enterprise any decision to lease or sell the enterprise’s equipment to any other parties, organisations or individuals. 





The trade union had the right to resolve conflicts between the administration and the labour collective. A special section on the rights, guarantees and privileges of trade union activists protected the independence of the trade union, protected their pay and bonuses and gave them privileged access to housing. ‘Black Saturdays’, on which workers were compelled to work without additional pay, were abolished; a five-day working work was guaranteed; women with children under twelve secured additional privileges; work breaks were �increased; a minimum wage was established; overtime rates were increased; the trade union was to be consulted over managerial salaries; workers approaching pension age were protected from dismissal; the trade union was to be consulted in relation to all production stoppages, redundancies or deterioration in working conditions; vacation entitlements were improved; privileges for pensioners were improved. 


Such a beneficial collective agreement was not in itself a remarkable phenomenon. Many collective agreements provided for a wide range of benefits and rights for the workers. However, normally the collective agreement was merely a formal document which was signed annually and put in the bottom drawer. What was remarkable in this case was that the trade union pressed for the implementation of the collective agreement. In PATP the director signed the 1992 collective agreement on the traditional understanding, never expecting that he would implement it. Indeed, it was only after the agreement had been accepted by the labour collective and signed by the director that he sat down to read it properly and decided that he had been tricked by the trade union president. The administration drew up a memorandum of disagreements, specifying the points in the collective agreement which could not be fulfilled, which the trade union president simply ignored. 


The trade union kept quiet for several months, but then took the director to court for failure to meet the terms of the collective agreement. The court ruled that the director had indeed violated the collective agreement, but recognised that he was unable to implement it because of a shortage of money. This allowed both the director and the trade union president to claim victory. The formal decision of the court did not arrive for several weeks. In the meantime, stiff negotiations were under way for the 1993 collective agreement, the key point for the administration not being the substantial concessions on pay and working conditions, but the right of the trade union to be consulted over the sale and leasing of the enterprise’s property. In the event these negotiations were overtaken by the removal of the director and changes in the personnel of the trade union committee.


As soon as it became clear that the trade union committee was determined to pursue an independent course, and even to oppose the administration, the director of the enterprise responded: he publicly left the trade union and at the trade union conference called for others to leave with him, initiating an open struggle with the union. He was followed by a significant proportion of management employees. The chief engineer hesitated, but decided to stay in the union.


The director decided that the management employees needed their own trade union and began to take steps to establish such an organisation. The same idea was becoming popular at a republican level within the trade union. In 1993 the Komi republican committee of the trade union of motor transport employees prepared a draft of a new constitution in which it was envisaged that those who fulfilled the functions of hiring, firing and punishing would be excluded from membership. Several directors left the union, joining an association of directors. However, some of the directors ignored these hints and stayed in the trade unions, aiming to keep control of them from within.


Social delimitation in the collective is not limited to the division between management and the rest of the collective. Workers, ITR and office workers have different interests, and there are differences among the workers themselves. These differences were also  reflected in proposals for the reorganisation of the trade union. Thus, the road transport union experimented with the introduction of sections for bus drivers, taxi drivers, repair workers. However, in practice it turned out that their common interests outweighed the differences and the experiment was abandoned.


Social differentiation in the trade union organisation regularly leads to the escalation of objective contradictions in the intense atmosphere involved in conflict. The administration begins to perceive a disobedient trade union as a completely unnecessary obstacle to its work. Both sides, administration and trade union, begin to take offensive action.


This was how events developed at PATP. The administration took a series of steps to weaken the trade union organisation, turning it into its opponent. They demanded that the trade union should pay rent for its premises. The president of the trade union committee managed to provoke the administration into taking illegal actions, putting the law on his side. An important role in this struggle was played by the lawyer of the enterprise. He gathered all the information about those changes in legal and administrative norms which could be used to undermine the position of the trade union and drew them to the attention of the collective. Thus, in 1992 he posted a newspaper cutting on the notice board, with the hand-written instruction, ‘read’. The cutting explained that failure to pay trade union dues was not a ground for depriving a worker of the right to financial assistance or to access to the sanatorium and so on. Another cutting explained that, according to a ministerial order, trade unions have no right to collect dues without a written application from each member. It was also announced that the director and chief accountant had already stopped paying their dues. Somebody had written on this notice, ‘good riddance!’.


According to the president of the trade union committee, management planning meetings were regularly littered with attacks on the trade union, with statements such as ‘What do you expect of this trade union?’ ‘Paying fees is a complete waste of money’.


Under these influences many management employees and some workers left the trade union. However, by the end of 1992 around 90 per cent of the members had confirmed their membership by signing individual applications and submitting them to the accounts department with a request to check their membership dues off from their salary. By the middle of 1993 only about 40 per cent of ITR and office workers remained in the union, and almost all the chiefs had left.


The administration began to boycott the trade union committee, which made the trade union’s work more difficult since most of it is connected with distributive functions on behalf of the administration. Thus the accountant of the trade union committee had to make a list of the children to be given holiday gifts. She did not have much time and could not make the chiefs of columns give her the information, so she turned for help to the director, who answered, ‘look for your contacts yourself’. After this episode the accountant reached the conclusion that there was no point in looking to him for co-operation.


The struggle between the trade union committee and the administration extended to all spheres of trade union activity, including the determination of wages and the collective agreement. At the beginning of 1993 the director tried to move to a contract system, the purpose of which was seen by the trade union president as being to conceal the salaries of senior managers from the rest of the employees. The trade union president responded by publishing details of managerial salaries just before the spring 1993 conference of the labour collective. The administration conceded: the trade union was invited to participate in the commission established to determine the salaries of ITR and managers.


The trade union committee decided to try to remove the director. Following its failure to have him removed for violations of the law in connection with the sale of taxis, the trade union proposed a vote of no confidence at the 1992 labour collective conference. However, the trade union committee was too complacent and the administration prepared carefully for the meeting by controlling the selection of delegates, to such an extent that even the president of the trade union committee was not selected as a delegate and the no confidence motion did not receive a single supporting vote. The trade union then began to collect signatures for a petition demanding the resignation of the director, but this also came to nothing.


The trade union committee prepared much more carefully for the 1993 labour collective conference. The director, probably realising that he was destined to lose the struggle, not only failed to prepare adequately for the meeting, but went on sick leave just before, and the meeting voted its lack of confidence in the director, a decision that was supported by the regional state property committee. The director resigned, and in May 1993 a new director, M—v, who had worked previously in a similar enterprise in the region, came to PATP. He was nominated by the regional transport association and the city �administration, after consultation with the president of the trade union committee. His candidature suited everybody in every respect. The information presented about him made him appear to be a boss who was able to organise the work of the enterprise well, which suited the administration of the city and the association, and able to secure a stable standard of living for his collective, which suited the trade union committee.


M—v, having agreed to become director of PATP, knew the sad history of his predecessor. However, in his view this had arisen as a result of serious errors in economic and social policy. Seeing them, he hoped to change both the economic and the social situation with the help of a different management strategy.


The new model of social relations was announced by M—v on his arrival, when he declared to the most active leaders of the trade union, ‘You have broken up the firewood. Now let us get out of this difficult position together … It is easy to criticise, but I am proposing that we work together.’ The approach was extremely specific: he offered the newly created post of first deputy director for production to the trade union president, who had just completed his higher education in engineering by correspondence, having earlier been a driver. The president accepted. One of the leaders of the trade union committee accepted a post as chief of column, another rejected such an offer on the grounds of his age. As a result, the most militant members of the trade union committee were absorbed into the administration. The administration, together with the trade union committee, then considered the question of suitable replacements for those who had left. The director offered the vacant post of president of the trade union committee to the deputy director for social questions, who is responsible for the administration of the social and welfare facilities. It is said that just before the trade union conference the director said to him, ‘I am cutting your post. If you want to remain in the enterprise, fight for the trade union’. The trade union committee, whose leaders had already decided to join the administration, supported his candidature.


At the conference one of the most militant members of the trade union committee, who had been actively struggling with the administration for years, was unexpectedly nominated. However, to the surprise of many people he attracted only two votes, including his own. This was a clear expression of the willingness of the collective to support the strategy of the new director for a strong social contract.


The new director, now in close alliance with the former president of the trade union, made substantial personnel changes, removing many managers and replacing them through internal promotion. At the same time he threw out various private enterprises which had been established on the premises of PATP on the basis of leasehold agreements with the former director, including the now independent taxi enterprise which had leased a part of the garage space. Now without any internal opposition, the new director was able to restore the traditional methods of one-man-management.


However, at the beginning of 1995 a new conflict began between the new director and the new president of the trade union committee, who had refused to struggle together with the director against the re-formation of the regional association. The director had not forgiven this treachery, and his relations with the trade union rapidly deteriorated. Meanwhile, the previous president of the trade union committee, now deputy director, took the side of his boss without question. The history of the new conflict shows clearly that it is not connected to personalities, but has a structural character, the roots of which, we hope to have shown, lie in the position of the administration within the social structure of the enterprise and in the interaction between administrative and market structures in the period of transition.
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� 	See, in particular, Vladimir Ilyin, ‘Social Contradictions and Conflicts in State Enterprises in the Transition Period’, in Simon Clarke� XE "Clarke, simon" �, ed., Conflict and Change in the Russian Industrial Enterprise, Edward Elgar, Cheltenham, 1996 and Marina Ilyina, ‘Foremen: An Ethnographic Investigation’, in Simon Clarke, ed., Labour Relations in Transition: Wages, Employment and Industrial Conflict in Russia, Edward Elgar, Cheltenham, 1996, which concentrates on the Repair-Mechanical Workshop. 


� 	For a detailed account of the structure of the Mechanical Repair Workshop see Marina Ilyina, op. cit.


� 	In 1989 well over three quarters of those questioned in the collective of PATP who had a view on the matter believed that all managers from the director to brigadiers should be elected. Nevertheless, the official organ of self-management, the Labour Collective Council (STK) was already moribund when the new director arrived in 1990.


� 	See V. Ilyin and Yu. Popova, ‘Workers of the Management Apparatus: Specific Character of their Status Position in the Light of Empirical Sociological Research’, Bureaucratism and Self-Management, Syktyvkar, 1990.


� 	A comfortable and well-paid position was found for the former director in the regional transport administration. When asked later whether he would be willing to return to his old job, he replied categorically that he would never go down that road again.
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