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INTERNATIONAL AFFAIRS

CEMA STRATEGY, TACTICS IN INTENSIFICATION AREAS DISCUSSED
Prague PLANOVANE HOSPODARSTVI in Czech No 12, 1984 pp 33-41

[Article by Oldrich Chrons, RSDr, CSc, and Eng Michal Voracek: '"CEMA Strategy
and Tactics in Sphere of Intensification"] '

[Text] Scientific inquiry into the objective immutable laws of economic devel-
opment, particularly of the internationalization of economic life and the
development of the international socialist division of labor, plays an increas-
ingly greater role in the formulation of program platform documentation not
only of the communist and workers parties of CEMA member countries, but of the
entire socialist community. :

The development of international socialist economic integration and, at the
same time, that of individual national economy complexes of CEMA member coun-
tries does not progress in isolation, but in a dialectical relationship to the
development of the world economy as a whole. This relationship is of extra-
ordinary political importance, particularly during a period of peaceful coexis-
tence and the concurrent mutual struggle between two class~antagonistic socio-
economic systems in forming cooperation and friendship with countries where

the struggle for national liberation continues. The development in that part
of the world will have to be permanently considered in the promotion of social-
ist economics.

The internmational socialist division of labor is developing in mutual depen-
dence with the worldwide division of labor. CEMA member countries are ready
to expand and improve as part of their peace-loving policy mutual and equal-
right contacts with all countries, regardless of their social or political
systems. The reason why the extent and depth of mutual economic, scientific
and technical contacts with capitalist countries is still lagging far behind
their potential scope is not to be sought in the foreign economic policy of
CEMA member countries.

A decisive course toward the intensification of economic development was
adopted by communist and workers parties of European CEMA member countries at
congresses that took place in 1981. At the same time they devised measures
for implementing of this strategic objective in the years 1981-1985, in some
cases until 1990. An important position in the contents of the agenda and
resolutions of the congresses is held by the fact that the intensification of
economic development in individual CEMA member countries must inevitably be




accompanied by an intensification of their participation in the international
socialist division of labor and by commensurate changes in improving its
management.

In connection with intensification and the long-term strategy of cooperation,
the 26th CPSU Congress pointed out that "life demands that the coordination
of plans be accompanied by the coordination of the entire economic policy."

This thesis was adopted as obligatory by the member countries at the 36th
CEMA Plenum, which took place in Budapest in June of 1982. 1In this context,
the chairman of the USSR Council of Ministers, N. Tikhonov, formulated the
position that "the need for a closer economic unification of the countries of
our community is by no means solely contingent on external causes. It is
given primarily by the necessity for accelerating the transition of the
national economy to intensive development. That calls for a deep restructur-
ing of social production on a viable scientific and technological basis with
a view to the mutually complementary nature of our countries' economies.
There is a need for jointly reaching a strategic decision, choosing effective
changes in the specialization of production, and efficiently combining our R&D
potential. There is also need for continued improvement of the economic
mechanism of cooperation."

From the above it follows that the communist and workers parties of the Euro-
pean CEMA member countries consider the key and future-oriented problem to be
the implementation of additional important steps in the development of inter-~
national socialist division of labor and integration, a recourse to joint
transition to the intensification of economic development. The implementation
of this transition is no simple matter.

Coordination of national economic and R&D policy from the long-term viewpoint
is an objective need for the socioeconomic development of the countries of

the socialist community. The most important part of economic policy as a
system of a country's economic measures oriented toward dynamic and propor-
tionate development of the national economy in the interest of continuous
improvement in the people's standard of living is the formation of highly
effective structures of social production, among other things, of its sectoral
structure, For this reason, policy coordination in this sphere is of great
practical significance.

The immutable laws of the building of socialism in CEMA member countries,
mutual cooperation in socialist industrialization, and the generation of
socialism's material and technological base called for unified trends in the
development of the structure of production. In European CEMA countries there
exists today an approximately conforming macrosectoral structure of national
economy complexes, characteristic of countries with a high level of economic
development. '

Certain common features in the generation of the structures of production can
also be observed in non-European CEMA countries where industrialization has not
yet been completed. Participation by the Mongolian People's Republic, Viet-
namese Sgcialist Republic and the Cuban Republic in the international




socialist division of labor, joint undertakings of CEMA countries designed to
accelerate improvement of their economy and balance the level of economic de-
velopment, create favorable conditions for continued development and improve-
ment of the structure of national economy complexes.

Most problems of CEMA countries' structural development can be resolved today
only within the framework of cooperation. Among them are primarily the raw
material, fuel and energy problems, acquisition of the latest machinery and
systems, and also high-quality consumer goods and foodstuffs, environmental
protection, etc. -

International specialization and cooperation help overcome the conflict
between the increasing universalization of production and the limited poten-
tial for producing in each country an entire nomenclautre of products in
optimum series and of the requisite quality. The most favorable conditions
for the development of the chosen profiles of production, suspension of un-
profitable production and replacing it by imports are hereby created,
together with promotion of the processes of economic integration. Through
all this the foreign economic contacts and, particularly, integrational pro-
cesses are becoming important structural factors, and structural policy,
without losing its national character, acquires integrational contents that
call for its coordination on a multilateral basis.

Coordination in improving the CEMA countries' structure of production is pro-
vided by joint planmning. 1Its tested forms and methods--from collective fore-
casting to coordination of 5-year plans for the national economy--help to a
certain extent in coordinating the chosen directions and individual economic
decisions connected with international exchange of the national product.

Continued development of CEMA countries' cooperation in planning, constant
improvement of systems, their forms and methods and, particularly, supple-
menting coordination of plans by coordination of economic policy provide
adequate conditions for a transition to direct coordination of the structural
policy of interested CEMA member countries. The degree of maturity of the
corresponding conditions can be ascertained through an assessment of the
peculiarities of mutual structural adaptation and the incorporation of the
individual countries into this process. This article will take notice only
of selected aspects of the contemporary structural changes—-using European
CEMA countries as an example~-primarily from the viewpoint of their orienta-
tion as well as of the role of integrational cooperation in the formation of
a viable structure of production.

The process of structural changes promotes the transition of CEMA countries'
economy to intensive development, improved effectiveness and quality of labor,
accelerated introduction of findings made in R&D progress, more efficient
utilization of the production potential, substantial cuts in the consumption
of fuels, energy and raw materials, their all-round savings, expansion of the
export base of fraternal countries, etc.

Sectors of the mining and extraction industry are of basic importance to the
national economy of the community's countries. Decisive effects on the '




development of fuel, energy and raw material complexes are exerted by the
increasingly complex conditions of extraction of industrial minerals in the
USSR, objective limitations to their possible exportation as well as in-
creased prices of raw materials and energy on the world's markets. This
requires CEMA countries to make wider use of their national resources, to
improve their fuel and energy balance, to introduce into the economic cycle
technologies using new unconventional energy sources, and to use types of
raw materials deemed ineffective for use in the past, their improved pro-
cessing, to promote economy and efficiency in consumption.

An important factor affecting structural development in the current 5-year
plan is the accelerated development of nuclear energy. In 1985 the share of
nuclear power plants in the generation of electric emnergy will reach 26 per-
cent in Bulgaria, 12-14 percent in the GDR, around 13 percent in Czechoslo-
vakia; first nuclear power plants will be launched into operation in Hungary
and Romania. By 1990, on the territory of European CEMA countries alone,
nuclear power plants with a total output of 37 million kilowatts are to be
built. This task is being implemented through the coordinated effort of
interested countries as part of the program '"Maximum Development of CEMA
Countries' Nuclear Power Engineering."”

Another important trend in the area of the CEMA countries' fuel and energy
complex is more intensive utilization of new, supplementary and unconven-
tional sources of energy. The program for multilateral cooperation approved
by the CEMA Council for Cooperation in the Sphere of Planning envisions the
implementation of, e.g., a complex of measures toward the wider utilization
of recyclable sources of energy and supplementary sources of synthetic and
hydrocarbon raw materials. Currently under way is scientific research into
the utilization of solar, wind, chemical and geothermal energy, agricultural
and household refuse, etc.

Expanded prospecting for and exploitation of their own fuel and energy sources,
their improved processing and economic consumption are the key directions of
national concepts for development of the CEMA countries. For example, in
accordance with the directives of the 12th BCP Congress, additional increases
in the mining of lignite--the key source energy generation in Bulgaria--will
be provided by expansion of the complex Maritsa-Iztok and also by launching
extraction in the Dobrudzha and Elkhov coal basin. In the GDR the mining of
lignite will increase, according to the plan for socioeconomic development
till 1985, to 285-290 million tons, mining of bituminous coal in Romania will
reach 85.6 million tons and that of o0il shale 10 milljion tons; mining of brown
coal and lignite in Czechoslovakia will increase to 99-100 million tonmns.

Most CEMA countries have worked out national goal-oriented programs for savings
and efficient utilization of fuels, energy and raw materials (on the sectoral
and on the national level). They include an extensive complex of measures for
improving the structure of consumption of energy carriers, promotion of savings,
a more systematic acquisition of all usable components, for collection and
utilization of raw material waste, control and recording of energy consumption.
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Thanks to the implementation of these programs, e.g., the average annual incre-
ment in the consumption of energy in Bulgaria amounted in 1976-1980 to 2.9 per-
cent in comparison with 5.5 percent in the preceding 5-year plan, corresponding
to a 12 percent reduction in energy demand on national income. Savings of
energy carriers in Hungary is to amount in 1981-1985 in recomputation to
petroleum to 1.5 million tons annually, and the collection and utilization of
raw material waste will increase by 25 percent. The GDR will cover in 1985

12 percent of its needs by utilizing raw material waste. Recycling and secon-
dary utilization of raw and processed materials in Romania is to cover at

least 50 percent of their need. The average annual savings of fuel and energy
in Czechoslovakia in 1981-1985 is to reach 2 percent, of metals in production
4.5-5 percent; lowering of production's demand on energy will make it possible
to save 12 million tons of standard fuel in the course of the 5-year plan.

The attained degree and dynamism of the development of general engineering
production determine the profiling of the national economy and the effective-
ness of its participation in the international socialist division of labor.
Success in this participation determines to a considerable degree the national
economic, sectoral and technological structure of industry and of the entire
national economy. The objective of the joint effort of CEMA member countries
to accelerate intensive and multilateral R&D, production and foreign trade
specialization and cooperation, particularly in general engineering.

General engineering production has been developing in CEMA member countries at

a faster rate than the industry as a whole. The volume of its production under-
went a twofold increase over the past decade (1970's). The share of general
engineering in industrial production increased at the same time to 27-33 per-
cent in 1980 as compared to 20-30 percent in 1970. '

In view of the modernization 6f the material and technical base in all sectors
of the national economy, the position of general engineering will become even
more consolidated in the future. The increment in the volume of general
engineering production is to amount in 1981-1985 to 50-55 percent in Bulgaria,
31-33 percent in Hungary, 41-43 percent in the GDR, 52.5 percent in Romania,
and 28-33 percent in Czechoslovakia. The envisioned increase will be achieved
mainly through increased intensity of the process of expanded economic renewal,
purposeful overhaul and modernization of existing general engineering enter-
prises, effective utilization of capacities, improvement of technological pro-
cesses and organization of production.

The prerequisites for continued effective development of general engineering
are constituted by the purposeful formation of its structure and in taking
advantage of the international socialist division of labor. The efforts of
fraternal countries are concentrated on the development of scientifically
demanding sectors of general engineering which generate the conditions for
increased potential for exportation and effectiveness of the national economy.
This calls at the same time for attaining the worldwide level and improving
the quality of products and of the technologies employed.

Profiling of CEMA countries' general engineering and the generation of
specialized or new production is aided to a considerable extent by




implementation of measures of the Long-Term Goal-Oriented Program of Coopera-
tion in General Engineering. It has already served as a basis for the signing
of over 9 multilateral agreements omn specialization and cooperation in pro-
duction. One of the most significant is the agreement regarding cooperation
in the development and production of computer technology. In accordance with
it the mutual deliveries of computer technology in the current 5-year plan
alone will increase twofold in comparison to 1976-1980; this will contribute
to improved meeting of the needs of the national economy of all countries of
the community. Multilateral specialization and cooperation is being promoted
in other sectors as well. '

The electrotechnical industry and electronics, particularly microelectronics,
will be developing at a faster rate in the coming years. The increment in
their production will reach in the course of the 5-year plan, e.g., 56-58 per-
cent in the GDR, 36-42 percent in Czechoslovakia. This will create conditions
conducive to electronization of the national economy, accelerated improvements
in the productivity of labor, and reduced consumption of energy and materials.

The key position in the CEMA countries' R&D policy is held today by the exten-
sive introduction of computer technmology, devising of control systems and com-
plexes, and the development of industrial robots and manipulators. National
programs were approved for many of them. The years of the current 5-year plan
will see considerable expansion of the production of industrial robots and
manipulators for shaping operations, operation of metal-working machinery and
performance of assembly operations, including introduction of production of
machine tools with the use of robots and automated production lines.

In this context it ought to be emphasized that wide utilization of micropro-
‘cessors and robotization lead to far-reaching technical and social changes in
the economic and social sphere of CEMA member countries. For example, each
1,000 machines equipped with programmed control by microcomputer can free
approximately 2,500 workers. The application of each 1,000 industrial robots
or manipulators will free almost 2,500 more workers. The substitution of
minicomputers by microelectronic computer technology in technological systems
improves their reliability 7 to 10 times, makes it possible to reduce the
price by 5 to 7 times and significantly limits the volume of control means and
components. The continued development of R&D, production and application of
.microprocessor technology, industrial robots and manipulators in the national
economy is promoted by agreements signed at a high level regarding the organ-
ization of international specialization and cooperation in this area.

A serious problem that has failed to receive adequate attention up to now is
the promotion of international specialization and cooperation in general engi-
neering, specifically unified assemblies, parts, sets, etc. Their typical
representatives are, e.g., hydraulic and pneumatic systems, bearings, etc.

Use of international specialization and cooperation of production in this area
can help to optimize production of highly specialized groups of assemblies and
parts which will form the replacement parts base of CEMA member countries'
general engineering. Calculations of Soviet economists confirm that the
transition to intensive development of specialized and unified production of
assemblies and parts will increase the productivity of labor 3-5 times in




comparison with general production. The effects brought about by a faster
rate of quality improvements of the thus organized production are deemed to
be of no lesser importance. The .mutual interaction between international
specialization and cooperation in production and improvement of quality is
an important factor in the intensification of the economies of CEMA member
countries.

Chemistry is one of the priority industrial sectors of CEMA countries. The
total increment of production in the chemical industry will ‘amount to 61 per-
cent in Bulgaria and at least 12 percent in Czechoslovakia. Improvements in
the intrasectoral structure of the chemical industry in CEMA are oriented
toward improved processing of initial raw material and rapid increases in the
production of technologically complex products with a high share of skilled
labor. Of particular importance is increased production of high-quality
petroleum products through the introduction of new technological processes
and wider use of lignite as a raw material for chemistry.

Priority will be accorded in 1981-1985 to the development of small-scale
chemistry, production and processing of plastics, production of synthetic
resins, industrial fertilizers, the assortment of polymers and coating mate-
rials will be expanded. For example, the emphasis in Bulgaria is on innova-
tion of the assortment and improved quality of dyes, catalyzers, chemical
fibers and rubber products. Processing of plastics in Hungary is to be
éxpanded by 42 percent. Hungary has approved a program for developing the
production of pharmaceuticals, herbicides and semifinished chemical products.

Thé gross production volume of the Hungarian pharmaceutical industry is to
increase over the next decade by 150 percent, with a twofold increase in
exportation of medicines to socialist countries. The GDR will give priority
to the development of the production of pharmaceutical preparations, photo-
graphic and film materials, magnetic recording tapes and consumer goods.
Romania plans an increase in the production of goods made of plastiecs by 100
percent, chemical fibers and yarm by 120 percent, and synthetic rubber by
approximately 100 percent. Czechoslovakia plans to increase the production of
special polymers, plastics and chemical agents for agriculture.

International specialization and cooperation in production is of basic impor-
tance to the implementation of viable structural changes in the chemical in-
dustry of CEMA countries. This is shown by the agreement regarding cooperation
in meeting the needs of chemical production with a higher or lower demand on
energy in CEMA countries. Under its auspices the Soviet Union will provide
interested CEMA countries with production and deliveries of products that are
highly demanding on energy, such as ammonia, methanol, polyvinylchloride
resins, isoprene and polyvinyl rubber. CEMA countries will export in recom-
pense to the Soviet Union an agreed-upon assortment and volume of synthetic
dyes, polyurethane, epoxy resins, chemical herbicides, plastics, additives to
polymers, and other products not demanding on energy. In addition, production
and mutual exchange of synthetic resins, chemical fibers, biochemical additives
to fodder, etc., is developing in CEMA member countries on the basis of multi-
lateral specialization and cooperation.




Constant improvements in the standard of living are also reflected in increased
consumption of industrial consumer goods. This places new requirements on
shaping the structure of their production. Agendas of congresses of the com-
munist and workers parties of CEMA member countries emphasize the necessity

for increasing production, expanding the assortment, improving the quality,
accelerating innovation and making these goods competitive on foreign markets.

An increasingly important factor is the extensive participation of sectors of
the material sphere (among others, sectors producing the means of production)
in the production of consumer goods. Its share is to increase substantially
in the current 5-~year plan. For example, the GDR plans to increase the pro-
duction of household refrigerators by 120-150 percent. In Czechoslovakia the
production of goods in the electrotechnical industry is to increase by 10.5
percent, particularly color television sets, tape recorders and radio
receivers.

The production volume in traditional sectors of light industry is to increase
in 1981-1985 as follows: by 25-30 percent in Bulgaria, 11 percent in Hungary,
26-28 percent in the GDR, 43 percent in Romania, 15 percent in Czechoslovakia.
Priority will be given to the development of sectors using domestic raw mate-
rials, particularly furniture manufacture, the printing, knitting, clothing,

glass and ceramic industries as well as the leather, furrier and shoemaking

sectors. The assortment of production of goods for children will be expanded.

The directions for continued promotion of specialization of production and
mutual exchange of goods of mass consumption in CEMA are contained in the
long-term goal-oriented program for cooperation in the production of indus-
trial consumer goods. For example, a skeleton agreement was concluded for the
period until 1990 regarding the expansion of capacities for the production of
upholstery fabrics in Bulgaria, Romania and Czechoslovakia: these fabries will
"be supplied to Mongolia, Poland and the Soviet Union. The volume of produc-—
tion will increase by 33.7 million square ‘meters, helping to satisfy the
demand for these goods.

The long~term goal-oriented program of cooperation includes partial programs
for radioelectronics and household technology. In keeping with the preceding,
the 36th CEMA Plenum approved a program for multilateral cooperation of CEMA
member countries in the development and introduction of production of new

types of color television sets. The objective of this program is continued
improvement and unification of instrumentation for color television and provid-
ing the indispensable complementary products and modern technological systems
for the production of color television sets. The program envisions development,
specialization and cooperation in the production of new generations of apparatus
and systems for color television with an expanded scale of utilitarian proper-
ties and technological parameters, which would meet not only the current but

" also the future worldwide level. Interested countries signed agreements
regarding the development of new designs of freezers and refrigerators as well
as automatic washers. Measures were also worked out for cooperation in expand-
ing the capacities for the production of furniture, development of specializa-
tion and cooperation in the production of nonwoven materials, high-quality
synthetic furs, etc. N




Plans of CEMA member countries for 1984 follow up on a great many positive
trends of socioeconomic development in the preceding year. A certain amount
of acceleration in economic growth and, in a number.of countries, progress in
the elimination of external economic imbalance, is organically connected with
overcoming persisting shortages more rapidly. This process reflects the rate
of transition of the economy to a path of intensive development during a tense
international situation, when emphasis is on providing for the defense of
socialism, reinforcing economic independence, and the accelerated development
of cooperation of CEMA member countries. These factors served to modify the
CEMA member countries' plans for 1984 to a considerable extent.

Key Objectives of CEMA Member Countries' Plans for 19841
(selected indicators in percent) '

National Industrial Foreign
Country income production trade
Bulgaria 3.8
Cuba » 5.5-6.0 2.5-3.08 9.0
Hungary 1.5-2.0 1.5-2.0
Mongolian People's Republic 6.0 7.8 5.1
GDR 4.4 4.2 5.0
Poland 3.5 4.5-5.5
Romania 7.3 6.7 13.8
USSR , 3.1b 3.8 10.0¢
Vietnam 9.5 22.0d
CSSR 3.0 2.9 9.0

1. Compiled from documentation HIZ No 8/1984 and SE No 2/1984;
a. growth of productivity of labor in industry;
b. consumed national income;
c. foreign trade turnover with socialist countries;
d. exports;
e. foreign trade turnover with socialist countries

Attention is devoted in the cooperation of CEMA member countries to the imple-
mentation of an extensive set of integrational measures and concentration of
efforts on the most important directijons of R&D progress and its organic link-
age with material production. Structural changes planned in industry for the
current 5-year plan, and also for the more distant future, bear witness to a
certain degree of coordination of their directions.

Structural changes introduced at the macroeconomic level must receive commen-
surate support in the system of intrasectoral division of labor. The mechan-
ism of cooperation at the level of ministries and ministerial sectors and,
particularly, at the level of associations and enterprises is still not suffi-
ciently effective. A great untapped resource in this direction is comnstituted
by the development of direct production contacts and the establishment of joint

[y

companies. .




Direct contacts between economic partner organizations are to provide for
specific analysis of production operations, unveil additional untapped re-
sources in specialization and cooperation in production and in so doing con-
solidate the profiling of associations and enterprises which participate in
international cooperation while forming an optimum structure of production
within the socialist community.

Expansion of direct contacts, incorporation of production collectives into the
working out and implementation of measures for integration, calls for mutual
4nd close collaboration at all levels of management of the integration process,
precise harmony and subordination of economic interests of individual minis-
terial sectors, organizations and enterprises. With a view to these require-
ments and new conditions, emphasis must be on developing and improving not only
the national planned management of foreign economic relatiomns, but also the
system of joint planning by CEMA member countries.

The forms of joint planning by CEMA countries. (primarily long-term goal-
oriented programs for cooperation and bilateral programs for specialization
and cooperation), as well as long-term coordination of plans in key sectors
and types of production, provide to a certain extent for the cooxrdination of
structural policy in selected spheres on a multilateral basis. However, these
forms do not include structural policy as a whole, but are limited to very
important, yet partial orientations. '

Joint planning by CEMA countries offers at the same time objectively great
possibilities in envisioning the results of the mutual collaboration of pro-
ductive forces in each country and plotting rational directions for their
utilization in the sphere of international relatioms. In this context we are
of the opinion that multilateral coordination of the directions of structural
adaptation of interested CEMA countries can find full development as part of
the coordination of the entire economic policy. This coordination should here-
by be considered as an independent form of cooperation among CEMA countries in
the area of planning. It organically fits into the system of forms and methods
of joint planning by CEMA countries and holds in it a precisely delineated
position. As a logical extension of mutual consultations among CEMA countries
on key problems of economic policy, coordination of the overall economic policy
of interested countries is becoming an indispensable form for the interlinkage
of strategic goal-oriented directions of prospective development of the
national economy which will create even more favorable conditions for the
continued promotion of integrational processes.

One of the key points is the coordination of strategy in the formulation and
mutual adaptation of sectoral production structures of CEMA countries.

Success in this area depends to a considerable extent on the degree of coordina-
tion of the efforts of interested countries in investment operations, distri-
bution of production forces and R&D policy, and their implementation in harmony
with the structural changes in sectors of material production.

Multilateral coordination of investment policy should help implement a struc-

tural shift in CEMA countries' economy and modernization of the structures of
the national ecomomy. On this basis it should provide for all-round
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intensification of social production, the core of which today is becoming an
efficiency drive directed toward the saving of resources. Another important
task of investment policy coordination during the overhaul of the structure
of processing sectors, primarily in general engineering, is to preclude un-
justified duplication and new productions in small series and to eliminate
parallel, economically unjustified production. An important unused resource
is the promotion of international specialization and, particularly, coopera-
tion in production chat offers almost unlimited potential for the overhaul of
capacities at the disposal of individual CEMA countries and for the establish-
ment of mutually interconnected and complementary productions oriented toward
the production of products that are in short supply within CEMA.

An important part of the coordination of the structural policy of interested
CEMA countries is an efficient distribution of production forces with a view
to the prospective orientations of the international socialist division of
labor in the area of large national economy complexes.

An effective tool of such coordination carried out throughout several S5-year
plans can be a general outline of the development and distribution of the pro-
ductive forces of CEMA member countries. Particular attention in its compila-
tion must be devoted to the complexity of the development of regional produc-
tion structures providing for the utilization of resources without producing
any waste, distribution of productions that are particularly demanding on
energy, development of national power supply and transportation systems in

the interest of full utilization of the advantages offered by their interlink-
age, efficient distribution of production forces, and formation of an infra-
structure of contiguous border regions of CEMA countries.

The agreed-upon changes in the sectoral and territorial structure of the produc-
tion sources of CEMA member countries must be inevitably backed up by coordina- -
tion of their R&D policy. The combination of the R&D potential of interested
countries in key directions of modernization of national economic structures
will accelerate the implementation of the set goals, particularly during the
period of ‘transition to an intensive path of economic development.

8204
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BULGARIA

PROGRESS ON MARITSA-IZTOK COMPLEX REPORTED
Politburo Member Conducts Inspection
Sofia RUDNICHAR in Bulgarian 7 Feb 85 p 1
[Article by Naydén Rangelov: "Moving Everywhere Toward High Efficiency"]

[Text] On 31 January there was a meeting in Radnevo, which included
participation by member of the Politburo of the Central Committee of the
Bulgarian Communist Party, associate chairman of the Council of Ministers,
and Minister for Energy and Natural Resources Todor Bozhinov; First
Secretary of the Okrug Committee of the Bulgarian Communist Party Mincho
Yovchev; and chairman of the executive committees of the Okoliya People's
Council in Stara Zagora Mincho Tabakov, as well as other party, economic,
and other leaders in the okrug and the Radnevo village system. They
discussed the tasks which will be solved by the economic mining and power
" complex collective at Maritsa-Iztok; these tasks are derived from the
counterplan for this year that was adopted. More than 650 million
kilowatthours of electric power are expected to be produced, more than 1
million tons of coal will be mined; and 1.45 million briquettes will

" be produced.

Comrade Todor Bozhinov visited the Dimo Dichev Thermoelectric Power Plant
and the Maritsa-Iztok 2 plant, where he was informed about the course of
construction and installation work and about the work.completed so far on
starting up the 5th 210 megawatt power block by expanding the 2nd electric
power plant, which must be included in parallel by the middle of this month,
and about the more rapid pace in outfitting the 6th power block with the
same capacity. » ’

‘Comrade Todor Bozhinov stressed that work must be speeded up on the further
perfection of technology for producing electricity, as new, efficient
technical resolutions are applied, in order to attain the fullest
utilization of low caloric coal, coal with high ash content, and wet lignite
coal, in burning these coals directly. Special attention must be paid to
perfecting the organization of repair activity, to maintenance, economizing
and utilizing the power capacities that have been created and which the
Maritsa-Iztok economic mining and power complex has at its disposal.
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Delays in Commissioning
Sofia ZEMEDELSKO ZNAME in Bulgarian 31 Jan 85 pp 1, 2
[Article by Marin Linkov: '"Traditionalism Is Very Expensive!"']

[Text] The need for rapid completion and start-up of the 5th power block
in the expansion of the Maritsa-Iztok 2 Thermoelectric Power Plant requires
no demonstration. Each worker and specialist knows and understands what
value this important national site has for the economy of the country, and
that each day we'have to get a jump on starting the block is important.

And this starting day is quite close: in the last resolution of the
governmental commission, it was forseen that the turbine of the 5th block
would be turned on to join the national energy system on 15 February. This
resolution was adopted after the first start-up date was missed: 31 December
1984,

Reasons

The expansion of the electric power plant began at the beginning of 1980.
From that time to the end of 1983, 51 percent of the planned capital
investments were acquired. But in the start-up year of 1984, nearly as
much work remained as was carried out in the first 3 years. In order to
have the start-up on 31 December, all construction and installation
schedules were altered, i.e., they Were concentrated with a view toward
100 percent fulfillment of last year's plan, in order to lead to the
start-up of the new capacities. But the start-up was not realized, despite
the overfulfillment of the annual tasks for comstruction and installation
organizations: about 4 million leva were acquired in addition to what had
been planned. In other words, these are funds which made the construction
of the site more expensive in the last year alone.

But the work continues even now, and thus the process of making the site
more expensive continues, until the 5th block is included in the natiomnal
power system. Why and for what reason? .

The Truth

There are several responses to this question. It is not necessary to
repeat those truths which are already well known, which-reveal serious gaps
in the organization of labor. It is known that the losses of time cannot
be recouped, that the losses in this direction are a result of inefficient,
traditional thinking on the part of those directly involved. Why did

it have to reach a stage of "crisis" intervention on the part of
governmental agencies, in order to change the thlnklng that "things can
always go as they have in the past™?

a
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If -.everyone had been in his place from the very first day of construction
and installation work, there would have been no need for 202 unforseen
corrections in the designs which were used for the expansion of the plant.
I will add as an aside: even at this moment the installers have no design
for the required diagrams of the circulating pump station. And we are
speaking about a start-up! ’

The failures in the designs caused by the specialists at Energoproekt in
Sofia are the main reason for the lack of organization (until very recently)
of labor among the executors and the lengthy delays in the past (which

is lost).

Consequences

This situation has been reached because the designers felt that they had
fulfilled their duty on time, after which they were forced to introduce
"corrections," which are nothing more than elaborations of earlier
incomplete tasks. But since the accounting documents had been calculated
according to the representative, "finished" general design, every change
from that point on made the construction of the site more expensive.

The reaction of the directors of Investing Control at the Energetika
Corporation, however, is inexplicable, since it is the main investor in
the expansion. How could its representatives have failed to notice that
many sketches were missing from the final documentation, since this had
been included as a prepartory task for the design organization?

A Fact for Discussion

There will be a start-up, one way or another. What has not been supplied
will be supplied. The 5th block will come on line on 15 February of this
year, but it will not be included in the system (according to the words
of the leaders of the construction and installation organizations) until
about 10 days after that date. Greater alarm is caused by the losses
created by delays in construction of the following block, the 6th, whose
start-up date is in September of this same year. And they are already
speaking about a delay of 6 months!

Is there not a danger, in their aspiration to start up the 5th block, of

putting off the electric power obtainable from the 6th turbine? We leave
it up to the designers, suppliers, and executors to respond.

12334
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BULGARIA

NEGATIVE ASPECTS OF PRIVATE FARM PLOTS CRITICIZED
Sofia KOOPERATIVNO SELO in Bulgarian 4 Feb 85 p 1
[Editorial: "Private Farming as an Extension of Social Agriculture"]

[Text] The self-sufficiency system has been offering rich fruit for years
now. It offers much toward making our foodstuffs market more stable and
varied. Private farming's contribution to this is also constantly growing.
Its share in satisfying the needs of the populace for basic agricultural
produce is getting larger and larger. There are okrugs which buy a quantity
of meat and eggs from private farms that is at times equal to the commodity
funds for these products. Certain okrugs and willage systems grow enough
of the basic food products on private plots to reach self-sufficiency.
Because of this, they will be strengthened in the future as a significant
reserve for increasing production of basic foodstuffs and as ‘a source

of increasing the populatlon s income.

" But society is no less interested in seeing private farming develop under
the strict observation of the principles contained in the Regulations

of the Agroindustrial Complexes and Decree No 11 of the Council of

Ministers for 1982. Let us not permit unleashing certain harmful tendencies,
which could cast a shadow on the successes attained in private farming.

Are there facts which speak about certain unsettling tendencies? There are,
primarily in two directions.

One of them is expressed in the cases already encountered of "swelling" a
single piece of land for private use above the stated norms. At the
agroindustrial complex in Troyan, Balkan quarter, 27 cooperative farmers
have illegally increased their plots and each of them is using from 7 to

15 decares of land. And in the village of Pelatikovo, at the agro-
industrial complex in Nevestino, Kyustendil Okrug, Sotir Gavrilov is u31ng '
22 decares. As we add to this certain agroindustrial complexes giving out
neglected land to individual farmers (sometimes up to 5 decares and more),
it is not difficult to see that normative acts are being v1olated in terms
of the amount of land available for private use.

But in accordance with Article 69 of the Regulations for Agroindustrial
Complexes, this amount has been determined by the General Assembly: up to
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5 decares. Please note: up to 5, not 5. According to the rules for
private use adopted by the General Assembly of Agroindustrial Complexes,
differentiated amounts of land offered are determined by taking into
account its category, the nature of the rayon, labor participation in
agricultural production, the number of members of the household, etc. It
should follow from this that amounts close to the maximum would be obtained
primarily in the mountainous and infertile rayous.

No less disturbing is a second harmful tendency. It consists of diverting
certdin able-bodied people from participation in production at the agro-
industrial complex. And what is more, at some agroindustrial complexes
they are very generous with land that is suitable for farming with machines,
giving it to people in full measure, even though some people are not always
busy, such as those members of agroindustrial complexes with minimal
participation in the work of the complex. But those who work most
regularly there often find various limitations imposed or changes made in
their land available for private use, in contradiction to the Regulations
for the Agroindustrial Complexes.

There are also certain especially "enterprising'" farmers who raise very
large numbers of pigs (over 100), sheep (50 to 100), chickens and laying
hens (10,000 to 20,000). There are such cases in Burgas, Shumen, Tolbukhin,
and other okrugs. They try to use the circumstance that Decree No 11 does
not regulate the maximum number of animals that may be possessed. But as
we know, this must be precisely directed by the okrug people's councils.

Evidently order must be established here, because recently there have been
more frequent cases of qualified workers and specialists ignoring social
agriculture and turning to private livestock breeding and agricultural
crops. Thus for example, in Yambol Okrug, at the agroindustrial complex

in Toplovgrad, Bolyarovo, 5 to 30 people annually are freed from their
responsibilities at the complex to tend to their animals as private farmers.

These unhealthy tendencies must no longer be tolerated, because they erode
the basic idea that private farming develops as an extension of social
agriculture. They must be halted immediately, at the same time that
Article 68 of the Regulations for the Agroindustrial Complexes is applied
most strictly. This article says: 'Households which work the minimum
obligatory number of workdays, as determined by the General Assembly of
the Agroindustrial Complexes, have the right to land for private use."

According to the same article of the Regulations, agricultural workers on
a pension, who live on the territory of an agrocultural organization, or
those on pension who worked directly for an agroindustrial complex within
the last 5 years and who continue to live on the territory of the complex,
may use this right.

According to the resolution of the General Assembly of Agroindustrial

Complexes, land for private use, in a smaller size, may be provided to
other persons who live on the territory of the agroindustrial complex, under
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the condition that, in their free time, they participate in agricultural
production, or else occupy an elected state or social position.

Only Decree No 11 of the Council of Ministers for 1982 permits, according

to the resolution of the communal people's councils and the leaders of

the agroindustrial complexes, giving up to 2 decares of neglected land to

the families of workers, employees, and pensioners who are not occupied

with agricultural production, including those who do not live or work omn

the territory of the corresponding inhabited place, as well as members of

the agroindustrial complex, over the amount of land determined by the
Regulations of the corresponding complex. There also remains the possibility

-of offering farmers additionally up to 1 decare in order to obtain fodder

needed for raising livestock.

Apparently, at certain places people have forgotten or are simply ignoring
the Regulations for the Agroindustrial Complexes and Decree No 1l of the
Council of Ministers. But it must be understood once and for all that

the right of keeping up to 5:decares of land is available only to regular
workers and machine operators, pensioners who participate with their labor
in the production of the agroindustrial complex, and employees who
cultivate long-term plantings according to the piece~work system.

Only on this basis can we develop private farming as an extension of social
agriculture. '

12334
CSO: 2200/120
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§ CZECHOSLOVAKIA

BRIGADE KHOZRASCHET, ECONOMIC INCENTIVES DISCUSSED
Pfague PRACE A MZDA in Slovak No 6, 1985 pp 28-35

[Article by Dr Pavel Ferkov, Research Institute for Social Development and
Work, Bratislava: "Khozraschet and Economic Incentives in Brigades']

[Text] While it stands to reason that the positive results
achieved through BFOPO [brigade form of labor organization]
in the process of experimentation were accompanied by some
shortcomings, it was particularly the unresolved series of
problems that must be "caught up with and resolved" to
orient, improve and increase the effectiveness of this tool
in the coming years during which it will be operative. This
then involves some proposals and recommendations the objec-
tive of which is not to complicate, expand, or otherwise
"work out in detail' additional problems in this area. On
the contrary, what we have to do is summarize some of the
positive findings, generalize them and provide for their
application in the continued expansion of BFOPO.

All of the above can be summed up as belonging to three problem areas:

1. Intraplant khozraschet and its linkage to remuneration (hereafter VPCH and
brigade khozraschet).

2. Generation of wage resources in brigades.
3.. Distribution of wage resources in brigades.

Experimental verification of the brigade form has shown that some.brigades are
still "living off" better organization of labor, fairer remuneration, initia-
tive, etc. However, these resources will become exhausted and then what?
There are three possibilities: -

First of all--the economic management in some enterprises provided brigades
with a pledge and, thus, assurance that any savings achieved through their owm
initiative, their own technical and other improvements, the contributions de-
rived from them, will be theirs. This became reflected in some cases in agree-
ments between economic managements and brigades, even increasing their share
and giving them a percentage of the planned between-years increases. While

2
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such linkage of results to economic incentives and interest in discovering
untapped resources does pose a certain amount of risk for economic management,
for the brigade it is unambiguous, reinforcing its confidence in economic
management, and therefore bringing results. Examples that can be cited in this
respect include, e.g., ZVL [Antifriction Bearings Productiom Plants] in
Povazska Bystrica, Railroad Repair and Machining Shops in Sumperk, and other
organizations.

Second of all-—-some brigades ask economic management for limited investment
resources, e.g., improved mechanization (supplementary systems for machinery),
whereby they assume the responsibility and obligation to achieve improved
results.

Third of all--the most comprehensive experimental verification of the brigade
form was achieved through following it from R&D through technical preparation
of production up to actual production, specifically by:

--promoting the creative initiative of engineers and technicians toward creating
the indispensable conditions (technical-economic production) for introduction of
this viable form;

--adopting and carrying out specific tasks oriented toward the resolution of
technical, technological, organizational and management problems tied to in-
creasing the productivity of labor, savings of materials, fuels, energy, direct
labor input, effectiveness of production, the quality of all labor, discipline,
work safety, etc.;

--resolving within the context and intent of economic management's instructions
the specific tasks relevant to the incorporation of preproduction stages into
khozraschet brigades. Such an approach best reflects the efforts and endeavor
toward purposeful attainment of qualitative changes in the organization of .
labor and economic motivation at the brigade's workplace.

By listing these three approaches--mutually varied though they may be--we wanted
to point out how important it is to approach the implementation of the brigade
form purposefully and systematically.

Brigade Khozraschet and Its Relevance to Remuneration

In view of the varied nature of enterprises, the orientation of their produc-
tion, organization, distribution, personnel and other prerequisites, it:.is
impossible to draw up generally valid VPCH principles on the form of general
directions for use by all enterprises and even to a lesser extent in the form
of a stereotyped pattern for dealing with individual cases in brigades. That
is why enterprises are drawing up--and, if they have not done so, will have to
to draw up--their own models for VPCH application, whereby they can use the
general VPCH principles as their starting point.

From studies of these problems in experimental brigades in enterprises we can
deduce the general conclusion that besides brigade statutes, agreements between
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management and the brigade, rules for remuneration of brigade members, in all
instances the basic document--"Principles of Brigade Khozraschet''--is missing.
In spite of this, the basic principle of khozraschet, i.e., meeting of all
expenditures in the brigade from its own resources, the pressure on and the
responsibility of the brigade for the final results, is being successfully
implemented in most brigades.

Brigade Khozraschet

The brigade khozraschet is a method for making use of the advantages offered by
collective organization and viable forms of economic incentives toward the best
and highest-quality meeting of production quotas.

A khozraschet brigade is the lowest element in intraplant management (hereafter
VPR) at which production quotas are planned, their meeting controlled, and to
which are tied the economic incentives of the given collective. A khozraschet
brigade is incorporated into the system of intraplant management (plant-manage-
ment-operation center-workshop-work station (team)).

The tools of decisive importance to khozraschet brigade management can be com-
bined into three groups, namely:

a) Assignment of Tasks

-~the plan specifies the planned quotas in quantitative and qualitative indica-
tors, ;

—-application is made of labor consumption standards and of other technoeconomic
standards, :

--production calculations and budgets,

--intraplant prices and rates,

--wage resources are determined in linkage to volume, qualitative and/or other
khozraschet indicators.

b) Control of Meeting of Quotas

-—-intraplant accounting, .

——operational and technical record keeping- and statistics,

--management analyses.

¢) Tools Promoting Economic Incentives

--key forms of economic incentives oriented toward meeting and exceeding of
planned quotas and attainment of maximum economy,

-~-penalties and fines for failure to meet planned quotas.

The determined quotas, rules governing economic incentives, factual and organi-

zational back-up of the plan must be discussed with the brigade. The same
applies to the results achieved after passage of the planned period.
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In the experimenting enterprises various organizational structures are
encountered which may be classified, e.g., according to the number of brigade
members, complexity of technology, diversity, etc., and for brigade khozraschet

- purposes also by the extent of VPCH and VPR application, specifically in three

stages.

First stage: This involves a brigade at the level of a management center. This
group most often includes large brigades in continuous chemical production and
in general engineering enterprises. As a rule of thumb, the number of their
members ranges between 60 and 250. As a. rule, they are divided into smaller
groups, determined primarily by use of multiple shifts and the technological

_cycle. TFor example: Chemko Strazske, Sumperk Railroad Repair and Machine Shops,

Skloplast Trmnava, etc.

In these brigades there is a division into workshops or groups, for example,
pressing shop, polishing shop, surface finishing, assembly shops, shipping, etc.
As a rule, some nonproductive activities tend to be incorporated into these
brigades—-servicing activities such as, e.g., preparatory shop, tool shop,
maintenance, etc. These brigades are characterized by the application of a
fuller khozraschet, when they involve a closed production process where the
result usually is a finished product; by the application of khozraschet prin-
ciples also along horizontal lines, particularly through causing idle time,
turning out rejects, etc., as well as within the brigade~-between workshops--
groups, and also externally toward other enterprise collectives. In the area
of collective economic incentives there occurs--both in the plan and after its
assessment-—-first of all distribution of the resultant collective premium to
groups--workshops or individual shifts, not always a simple affair. 2

Another characteristic feature of these brigades is, e.g., mutual cooperation
and interlinkage of operations, for example, in comstruction, in installation
operations at investment projects, general overhaul, etc. In the interest of
attaining the ultimate objective-—e.g., meeting the deadline for completion of
operations--the groups offer each other mutual assistance--and/or means of eco-
nomic incentives, i.e., from the fund of one brigade into the fund of another
beigade.

Second stage: the brigade is formed by the entire workshop or comstruction

site which can be divided into smaller work groups, teams, or gangs. The
number of brigade members usually ranges between 15 and 60 persons. The deci-
sive criterion for this organized structure is the extent of application of

the khozraschet principle. This does not involve a fuller khozraschet any -
more, rather a narrgwed down one. These brigades are most numerous.

Third stage: the brigade is usually formed by a detached operating point, a
work group, a work team (construction). It involves small collectives up to.
15 members, not usually headed by a manager (THP [technoeconomical personnell])
but by a team leader (foreman), and application is made only of selected '
khozraschet instruments in a greatly reduced extent.

In these thus characterized organizational structures are applied individual
VPCH instruments differentiated in width of application and contents, but not
in intensity. o
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Care must be taken in the first stage that quotas, indicators for this stage,
be derived from a higher stage, in the given instance from the enterprise.
This is one of the basic prerequisites which calls for mutual interlinkage.

The instruments and indicators on which depend the instruments of economic
incentives are most numerous in this group. They are mostly value-oriented in
nature. The following indicators find most frequent application: value added
(goods production--variable costs), reduced output, exceptionally also goods
production, exports, deliveries for domestic trade (TF), cooperation expressed
in intraplant prices, deliveries for investment projects, personnel, or broken
down into categories, FPC in standard hours or hours, total wage resources,
eventually broken down in more detail, indicators of activities which delineate
the cost aspects of an operation--e.g., total costs and per unit of production,
profitability, individual cost items, etcs-other technoeconomic indicators of
economy and quality, such as, e.g., savings in consumption of materials and
energy, reducing the production's demand on materials, time savings, operations,
reducing losses from high-quality production (quality grades), improving the
productivity of labor, standards for unfinished production inventories, expe-
diting of production; the entire result of the center's--brigade's--management.

In the second stage it also applies that quotas must be linked to those of a
higher level, that indicators are selected so as to be in harmony with the
operation and allowing the brigade to influence them directly. Quotas are
determined and assessed primarily from the viewpoint of the volume of outputs
and its quality. Indicators of economy are used herein to a lesser extent.
Determination is made primarily of partial cost items, such as, e.g.. some raw
materials, energy and manpower savings. This involves in most cases well and
effectively interlinked ecomnomic incentives in the brigade for promotion of
meeting of the plan, adoption of implementation counterplans, and also attain-
ment of savings of manpower. materials and energy. The characteristic feature
of this group is its most frequent use of natural, technical units from among
measurable indicators. Specification of tasks for smaller groups of the work
facility, teams and such does not usually take place. This is usually consti-
tuted by the technological process. For example, at a construction site teams
of concrete layers, reinforcement layers, masons, etc., have their tasks
delineated in volume and time in the production calculations.

Care must also be exercised herein to have the tasks of lower groups conform to
the spirit and orientation of the higher organizational unit and that they cor-
repond in content, volume and the potential for their influencing by the group
charged with their implementation. It is also important to make economic incen-
tives, which at the same time serves to devise the structure of the overall
result of management, affecting the method of its control and assessment. From
among VPCH instruments, application is found primarily by the plan, economic
incentives, reduced accounting (e.g., only selected items are monitored in a
secondary account). This involves primarily the volume of products and opera-
tions, variable and overhead material, quality of operations, economic use of
FPC, potential of performance standards to be met, etc., operational and tech-
nical recordkeeping and statistics.

After the completion of construction projects or installatioms, khozraschet
brigades in the construction industry draw up the so-called 'brigade summary
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sheet,"” the result of which is comparison of standardized and actual costs.
It serves as a basis for final accounting--supplementary wages for the brigade.

A similar method is used in industry for the assessment of production assign-
ments up to the level of variable wages and variable costs (meaning without
profit overhead). Some brigades have successfully applied the so-called "shop
balance sheet,”" which is shown as Appendix 1. The second stage of implementa-
tion has all the prerequisites for using the brigade khozraschet for monitoring
all the results needed for the functioning of the brigade khozraschet. We base
this premise on the fact that in the assignment of planned quotas, the effects
exerted by wage forms, at the end of each month--in accordance with generally
binding instructions--delivered production outputs, implementations and other
documentation adequate for making an assessment are drawn up. All this is per-
formed by shop planners and, administrative accountants, and there is no need
to put an additional load on the brigade foreman himself.

These principles apply in the third stage of the brigade khozraschet as well.
The monitoring and assessment performed most often and at the smallest scale
involves volume, quality and economy. As an example can Serve a l4-member
brigade of miners drilling production headings. Personal incentive for its
members is constituted by a piecework wage according to work consumption
standards, consumption of materials according to consumption standards, the
plan and its meeting is monitored in current months. The collective economic
incentive in the absolute amount of Kcs 17,000 per month is tied to 100-percent
meeting of performance standards. Supplementary economic incentives are tied
to savings of drill bits and extension rods, all of which is very simple,
mututally interconnected and controllable,

The basic differentiated approach in individual stages of the brigade khozras-
chet must respect the principle that as VPCH descends to lower organizational
units, its extent will become '"narrowed down', the number of indicators for
monitored and assessed tasks will keep reducing and will be systematically
based on largely specific, mainly natural indicators. In this context it ought
to be emphasized that only measurable criteria can be used in the application
of brigade khozraschet.

In addition to those already mentioned, brigades make often use of selected
indicators which provide more direct motivation for the attainment of better
economic results. In many respects they are more accurate--plainly discernible,
measurable. These are, e.g., percentages of meeting of the labor consumption
standards, meeting the limit of paid unit wages, economy in the consumption of
manpower, full utilization of equipment, quality grades of production, reduced
share of overtime, etc. This involves effort designed to measure the results
as accurately as possible, free them from exposure to undesirable influences,
the individual indicators in use are assigned a different weight depending on
what is effective and desirable to prefer (e.g., even production of goods in
short supply). '

Along with the usual penalties in remuneration based on the extent of the fail-
ure to meet key or conditional indicators of collective economic incentives
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constituted by general penalties, there keep appearing new, quite rarely

though it may be, additional penalties. For example, in the case of exceeding
the standardized direct labor input in standardized hours and hours a double or
triple penalty is applied (MVLH jurisdiction), further fines for poor quality
products, 25-percent penalties for repair of rejects, penalties for shortages
and/or damage caused by another unit, etc.

To be successful, each new method must meet the following criteria:’

--bring for the enterprise a specific result that should be primarily economic,
--bring specific results for the work team and individuals so that they can
identify with the method,

--should be clear and intelllglble so as to be perceived not only by those who
implement it, but also by those whom it will affect,

--must fit into the overall context of intraplant management, or one of the
two must be adapted,

-—the effort expended on its introduction must be less than its final effect.

Best results in brigade khozraschet can be achieved where at least the following
conditions are met:

--satisfactory level of development of work initiative,

~-clear rules of intraplant management,

——-applied principles of intraplant khozraschet,

--orderly base of standardizationm,

--well-devised system of implementation counterplanning,

--clear concept of the area of economic incentives,

--predilection for constantly improving the system of intraplant management,
--requisite support from party and trade union organizatioms.

It will be hard to introduce any new method, including that of brigade khozras-
chet, in which the following postulates are missing:

~-introduction of verified and guaranteed standards and consumption limits
together with standardized economic incentives;

--economic incentives must cover a long term and be intensive;

- ——the determined standards for economic incentives must be clearly intelligible
and provide adequate motivation;

--an allocation of Kcs 1,500 to the collective fund of the brigade for each
Kcs 10,000 of documented savings during routine meeting of the state plan and
Kes 3,500 under counter plan proposal conditions. These long-term standards
are offered to brigade prior to the start of each year; :

--for accepting a higher task in improving the productivity of labor through
decreasing the number of personnel, the collective retains 100 percent of the
implementation counter plan volume of wages payable, provided the proposal is
submitted during the stage of counter planning;

--for saving of personnel in excess of the yearly plan's limit the collective
retains 60 percent of the saved volume of wages payable;

--100 percent to those who earned it through piecemeal wages;

--in other cases 30 percent;
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—-available resources for foremen which are found in most cases outside of
brigades;

——the rules must include guarantees by the enterprise and the duration of per-
sonal economic incentives; '

-~collectives that keep up their increased quotas will not be subjected to an
automatic increase in quotas the following year, nor for the duration of ‘the
5=year plan;

—--for saving of workers in direct piecemeal wages, the entire amount will be
paid throughout the 5-year plan, eventually extending to the subsequent 5-year
plan; '
--preferences can be changed or curbed in time only through the implementation
of technical and organizational measures, e.g., the introduction of new machin-
ery, new technologies, drawn in part from retained earnings and from the initi-
ative of enterprise units;

--when measures are implemented on the brigade's 1n1t1at1ve, the preferences
are retained.

Such a factual and direct approach toward workers is the basic prerequisite for
convincing them of the correctness of BFOPO--the brigade khozraschet. The
stability of economic instruments in the remuneration of brigades then warrants
an orientation toward a long-term stable policy of efficient utilization of
work resources which must not be weakened, or even annulled by proliferation of
conditions for generation of the brigade's fund;

--an important khozraschet principle says that the collective decides in
essence alone how much wage resources it will have available in a given period;

--the premise of Article 10 of the priﬁciples regarding participation in and
sharing of the results is a very important motivating factor of the brigade
khozraschet system; :

——an example from the building industry follows:
Khozraschet premiums for savings of variable costs

for savings of to Kes '50,000--20 percent, i.e., Kes 10,000
for savings of Kes 50,000 to Kes 100,000--15 percent, i.e., Kes 7,500-15,000
for savings of Kes 100,000 to Kes 200,000-~10 percent, i.e., Kes 10,000-20,000
for savings of over Kecs 200,000--5 percent, i.e,, Kecs 10,000 of total

’ saving
The substantive involvement in the results of management of the khozraschet
brigades on the three levels mentioned must be seen as two mutually intertwined
processes, namely allocation (generation) of wage resources in khozraschet
brigades and distribution of wage resources within the brigade, its groups and
individuals.

The following shoud serve in particular as criteria for the generation of wage
resources and their distribution:
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--the measure of the contribution made by the brigade and/or its members to

the  overall and maximum meeting of the enterprise's planned quotas in quantity,
quality and economy, meeting.of the objectives that are to satisfy the needs of
society;

—-the measure and level of meeting the needs of the populace and of the entire
society in the brigade's field of endeavor;

—--active support and influencing of meeting of the plan and meeting of viable
tasks holding promise for the future, particularly by implementation counter-
planning;

—-systematic reinforcement and development of the brigade members' initiative.

This makes indispensable the availability of an integrated system of indicators

which within the brigade khozraschet reflects the brigade's management, charac-

terizes the production process and expresses the extent of meeting of the objec~-
tives that the brigade set for itself.

The approach in the generation of wage resources in individual brigades should
be tailored to the enterprise's specific needs and possibilities but, at the
same time, create in brigades the prerequisites for effective and differen-
tiated remuneration of brigades and individuals.

The motivating factor and differentiation of wages must be anchored in the
basic components of wages, and particularly in the variable component suffi-
cient leeway must be provided for effective remuneration of merits earned in
the attainment of the results, the measure of efforts developed by the.brigade
and its members. The orientation must be primarily toward ecomomic objectives
and social development of brigades, the volume of production, its quality and
economy of the process of economic remewal. These viewpoints must be incor-
porated into the intraplant rules for remuneration to apply also to brigades.

In determining the criteria for economic incentives for members of brigades

the enterprise must use as a starting point the indicators and criteria which
form the basis of its VPCH.
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Table 1. Shop balance sheet

Month: 9 and third quarter of 1983

Value Indicator Forecast Actual Deviations in Kcs
+ exceeded -~ saved
1. Material input 45,799 kg 45,313 kg 65,621
115,837 kg 114,896 kg 127,551
2. Penalties - - o
3. Basic wage 24,525 27,246 2,721
61,668 68,311 6,463
4. Other wage costs 75,399 89,496 14,097
244,075 267,003 22,928
5. Consumption of selected overhead 7,395 4,207 3,128
materials and tools 18,711 14,247 4,464
Intermediate balance 16,818 68,809
. 29,571 132,015
6. Power consumption Kecs 0.50/kWh 48,903 kWh 37,903 kWh 5,324
‘ 122,128 kWh 113,754 kWh 4,217
Total . 16,818 74,133

29,571 136,232
Khozraschet saving (v'15) Khozraschet premium

Kes 102,444 x 2.5 percent = 2,561.00

Khozraschet el. power savings Remaining khozraschet premium
Kes 4,217 x 90 percent = 3,795.00 _ Res. khozraschet. premium Kcs 6,356.00
8204

CS0: 2400/289
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BRIGADE FORM OF WORK DISCUSSED
Experience, Problems With Team Work
Prague PRACE A MZDA in Czech No 8, 1985 pp 31~35

[Article by Sandze Stepanov: ''Some Experiences and Problems With the Brigade
Form"]

[Text] We visited the Trinec Ironworks, the Ostrava Plant of Metallurgical
Assembly, the Technoplast plant in Chropyn, and the Palma and Slovnaft enter-
prises in Bratislava to find out what their experiences have been with the
team form of work organization and compensation. These plants are in different
sectors, of different sizes, and have different working conditions. We have
divided our findings into several areas, and summarize the experiences of each
of the above enterprises in each area under the appropriate heading.

Experiences From the Period of Preparation
Trinec Ironworks

We took the initiative in learning from and combining Soviet experiences which
then formed the foundation for the internal enterprise principles for imple-
menting the team form of organization. These consist of guidelines for the
conclusion of written agreements between teams and factory management and
regulations for compensation within brigades. The managerial and functionary
staffs were familiarized with these documents and have chosen appropriate
‘collectives. The selection includes collectives of all sizes: small (a
9-member team in the water treatment division), medium (54 employees from 2
foundaries), and large (170 employees from the overall slag mill operation,

who were later joined by maintenance men from the maintenance operation). The
selected collectives were then presented with the content of the basic internal
enterprise documents. This was followed by extensive political work within
collectives, and the training of foremen and divisional stewards. Only when
everyone was clear on the fundamental matters were the agreements signed. The
team coordination commission is an auxiliary entity of the enterprises director
and the enterprise Revolutionary Trade Union Movement [ROH] committee. It
deals with all problems which fall under the jurisdiction of the commission.
Other problems not concerning the commission are dealt with by the enterprise
director on the basis of a letter from the ROH plant commission.
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Metallurgical Assembly

We have developed a plan for team khozraschot activities. It is composed of
three documents. The first is called Basic Principles of Team Activity (con-

.+ taining an objective--trying out new techniques under assembly conditions; a

plan for meeting it--improving work organization within given collectives; and
the conditions for increased initiative and labor productivity--the establish-
ment by each team of clear objectives, and making available to each team the
best of equipment and sensible economic incentives, making brigade leadership
subordinate to the team commission). The second document concerns plan imple-
mentation (on the basis of an analysis of conditions within collectives brigade
size has been set, a collective agreement signed with every team, the requisite
mechanisms and documentation have been provided, the conditions of economic
incentives have been established, squad foremen have become members of team
management, and 3-level labor safety inspections have been incorporated into
brigade activity). The third document establishes the jurisdiction of the

team commission and the role of union organizations. Everything related to the
team form was the subject of training for team members, managerial and union
functionaries. Then semiannual agreements were signed with every squad on each
team. This agreement spelled out the relevant khozraschot indicators, estab-
lished the number of employees, a specific work objective, the deadline for
meeting it, the amount of the bonus should the objective be met on time, and
the schedule and conditions for paying the bonuses.

Technoplast

Here as well the initiative was taken to obtain available materials. Trips
were taken to plants which already had some experiences with collective forms
of compensation. . Collectives were chosen from throughout the plant, and con-
sisted of four production and four nonproduction collectives (including R&D
divisions, the main power generation division, internal enterprise transpor-
tation, the recreation center). Preparations took 7 months. Team statutes
contain these conditions: an annual agreement is signed with every team that
specifies objectives for the team and its management; the team commission will
manage team activities; a patron is designated for all teams (a person who
goes to bat for this new form). Every month a conference is called by the
deputy economist. This conference deals with problems that have arisen and
allocates tasks. It is held in the presence of all team leaders and respons-
ible union functionaries. It is interesting that the team form has not been
implemented in the best collectives.

Palma

The ROH factory committee was the initiator at this Slovak enterprise from

~ the food sector. A working commission of managerial and union functionaries
has developed the principles for the experimental introduction of the team
form, the principles of economic incentives, the distribution of collective
earnings, and has identified appropriate centers. All conditions have been
set up so that teams deal with the reasons for the failure to fulfill technical-
economic standards or extraction levels, so that the teams achieve savings, and
so that they reduce overtime work, which has been a serious problem for some
time now. ‘
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Slovnaft

This enterprise is proceeding on the basis of experiences with collective
compensation (the awarding of bonuses), which was introduced here in 1978, and
on the basis of counterplanning. Both tools have served them well, with per-
formance figures displaying a continually upward trend (production, quality
and resources management). Collective compensation has been introduced in all
main divisions, and regulations have been developed and introduced governing
bonuses for overfulfillment as well as penalties for failure to fulfill daily -
production targets and material consumption norms (bonuses are reduced in a
ratio of 1:2).

Other Experiences
Trinec Ironworks

At first there were a variety of opinions regarding the team form of organiza-
tion (it was held that metallurgical work already had a collective character
and that the existing forms of compensation were working, so why rock the
boat?). After intemsive discussions and analysis a majority came to feel that
the team form of organization in fact did represent a step forward, both in
terms of its impact on work organization and worker participation in management,
and in terms of the distribution of earnings on the merit principle. In time
it was determined that it is necessary to deal not only with the organization
of work, but also with issues of the environment in which that work is per-
formed. It also happens that thoroughly researched agreements are sometimes
not fulfilled by one or both of the contracting parties. Also of importance is
the finding that there is a-lot of paperwork involved in the team form of
organization. For this reason they are sedrching for ways to reduce this
administrative work load, so that it will not become one of the limiting
factors in the spread of the team form.

Metallurgical Assembly

All preparations must be thorough, the written agreements precise and rigorous
(neither side can be allowed to make an error). The team form is regarded
here as an immediate, cleéear, and comprehensible motivator which significantly
improves worker participation in management and therefore also economic per-’
formance. The groups (squads) within the teams compete with each other, and
are trying to make the maximum use of their working hours (they are no longer
waiting, as they did before, for someone to solve problems for them; instead
they immediately begin some other work, set up machinery and tools for the
next day's work, etc.). All sorts of topics previously were the subject of
production conferences. Today the principal themes are work-related problems,
issues of organization or management. The openness of these conferences has
increased, as has the level of constructive criticism, and a real exchange of

opinions is taking place. Here as well the amount of administrative work is

such that the team form cannot be expanded to other work sites.

Technoplast

~

The basic conditions have been fulfilled here--khozraschot has been implemented
at all centers, everything has been measured and calculated. Positive economic
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and earnings performance are creating an atmosphere for the further expansion
of the team form. It has, nevertheless, become clear that the preparations

for its introduction are very complicated in all respects. For this reason

the same amount of attention cannot be devoted to newer collectives as was
devoted to those during the experimental phase. Without complete technical,
political and administrative preparations, only harm can be done to this posi-
tive program. Four additional comments: production conferences are becoming
more specific and interesting; compensation is gradually becoming a matter of
concern to all; differentiation is becoming a natural trend; and the effective=-
ness of counterplanning is increasing.

Palma

A short time after the introduction of the team form people were still thinking
more about money than about solving the problems which were holding up the
improvement of economic performance. Now collective interests lead to collec-
tive thinking, which has clearly come to dominate over selfish individualism.
The things that bind people together (improved collective results) are coming
to dominate over those which divide them (individual earnings). Even socialist
competition is increasing in quality and efficiency. Here and there the pre-
vious attitudes persist: we are fulfilling the plan, putting in our team
hours, etc., even though it was precisely this attitude toward commitments

that the plant did 'not need. Now agreements are made based on what a plant
most needs: increasing productivity, resource conservation, more responsible
control over equipment and all types of management.

Slovnaft

Findings indicate that the current regulations and conditions of the collective
form of compensation still require improvement (they must be made more precise
and more strict). The practice of publicizing every month the formation and
allocation of accrued wages (amount, coefficient, reasons for higher bonuses)
is proving to be very useful. Here as well production conferences have
changed substantially. Previously only one or two comments had anything to

do with production problems. Now these types of discussions predominate. The
same is true of the conferences of workshop organizations. Worker participa-
tion in management and counterplanning has clearly increased. Collective

" solidarity has increased, senior managers are being forced to think economic-
ally, and operations are becoming integrated to a greater extent with enter-
prise divisionms.

Some Economic Results
Trinec Ironworks

After the inclusion of a maintenance division (from another operation) in the
team at the slag mill operation the percentage of downtime decreased signifi-
cantly while the quality of production and earnings both