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PREFACE

In passing from war to normal conditions of pro-
duction British Industry is facing a host of labor
problems and it is resolutely undertaking measures
to solve them. '

Whatever may be his own particular economic in-
terests or outlook every thinking American is aware
that industry in the United States faces problems of
a similar pature. Unlike Britain however, we are not
for the moment under quite the same pressure to
effect a settlement of insistent issues in the field of
Industrial Relations.

But the issues are here. Both wisdom and con-
science admonish that they be met with intelligent sym-
pathy. A policy of drift is no policy at all, and in
the present circumstances such a situation is not with-
out its dangers. The time is favorable for construe-
tive work, through joint effort by employers and the
rank and file of workers, in meeting at least some of
the most important of those questions which are
lumped under the heading of the labor problem.

Fortanately we have before us the guidance of pres-
"ent British experience. Moreover a hopeful factor in
the situation is the circumstance that a growing num-
ber of employers and a host of spokesmen for the
working masses have the vision and the spirit which
if united with energy and candor to the end of making
work relationships sound will give to American indus-
- try a fufure full of promise.

i
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Although we have not suffered as has Britain the
need for action is clear. Our normal industrial ac-
tivities have largely escaped the ravages of warfare
for four years and more. There has not been that
drain on America’s man-power which the British Isles
have experienced. Our human losses have indeed been
grievous, our sacrifices great. But in England, Scot-
land and Wales there is scarcely a home which has
not in some way felt the lethal breath of the trenches.
There the war spared nobody and the people have
come out of the ordeal with mind, will and purpose
profoundly stirred. In the industrial world this
thought has taken shape:—British industry must in
future speak the joint purposes of the parties engaged
in its operations; it must manage its affairs so as to
assure to its workers larger returns than before in
self-respect, satisfaction and security.

It was my good fortune in the fall of 1918 to be
commissioned by the ‘‘Saturday Evening Post’’ to visit
the industrial centers of Great Britain and tell of con-
ditions as they appeared toward the close of the war
and during the period immediately following the Ar-
mistice. For all their trying preoccupation with war
_duties, officials of the Government, of the labor organ-
izations and of the Labor Party, employers, and men
and women foremost in the significant movements of
the country gave liberally of their time and counsel
and opened up fruitful sources of information. My
thanks are due to the ‘‘Saturday Evening Post’’ for
permission to reprint the series of articles that I had
written for it.

For constant personal assistance, eriticism and con-
tribution of material, I must acknowledge my indebted-
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ness to Wilson Harris of the ‘‘London Daily News,”’
Herbert Tracey of the Labor Party, E. J. Phelan of
the Ministry of Labor, and Miss Mary Crosbie of the
Woman’s Trade Union League. Sir Robert Hatfield,
‘W. L. Hichens, P. J. Pybus, Charles Renold, Gordon.
Selfridge and: Seebohm Rowntree made it possible for
me to see what progressive employers were doing.
I owe thanks for unfailing friendliness and help to
Lord Eustace Percy and A. Zimmern of the Foreign
Office, Sir Stephenson Kent, John Chartres, Lord
Pirrie, Major Evelyn Wrench, ‘Major C. T. Holland;
Albert Mansbridge of the Workers’ Educational Asso-
ciation; A. W. Tyler of the Cooperative Printing So-
ciety; George Lansbury of the ‘¢‘Herald’’; J. T. Brown-
lie, the head of the Amalgamated Society of Engineers;
H. H. MacTaggart; J. H. Thomas, Arthur Hen-
derson and C. W, Bowerman; W. A. Appleton, Sec-
refary of the General Federation of Trade Unions;
J. 8. May, General Secretary of the International
Cobperative Alliance; A. H. Paterson, Secretary of
the National Alliance of Employer and Employed;
Joseph Thorp, John Hilton of the Garton Founda-
tion, Henry Clay, G. D. H. Cole and the other mem-
bers of that most stimulating group which meet weekly
in the “‘Dean’s Yard’’ basement; 8. K. Rateliffe of the
‘‘Manchester Guardian’’; J. C. Squires of the ‘‘New
Statesman’’; and Geoffrey Dawson, Editor of the
“Times.” I owe much to the men and women in the
mines, mills, factories and shipyards of Great Britain,
for their personal letters, their mtemews and general
spirit of helpfu].ness

The main text of this book is made up of artlcles
written for the ‘‘Saturday Evening Post,”” but new
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and illustrative material has been added which serves
the practical purpose of showing in detail just what
new arrangements in Industrial Relations are at work.
This material is important and carries a message for
industry in the United States. We do not need to
imitate maybe, but in furthering the ends of better out-
put and a worthier manhood and womanhood in Amer-
ican industry, we stand to profit from an informed in-
terest in what industrial Britain is thinking and doing.
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APPENDIX A
WITH ILLUSTRATIVE MATERIAL

LABOR’S STATEMENT
ON
THE HOUSING PROBLEM AFTER THE WAR

THE EXTREME URGENCY

On no subject—not even that of demobilization—is it so urgent
that Parliament and the Government should come to a decision of
policy as on bousing. Once a decision has been come to with re-
gard to the method of demobilizing the Army, oxr with regard to the
transfer of the 3,000,000 munition workers to productive employ-
ment, there need be no delay in earrying out the decision. But
houses do not become instantly ready for occupation on the Gov-
ernment gnvmg the order. Many months must necessarily elapse

the d to provid dwelhngs and the entry of the
families into these new homes. It is emphatically 2 matter for the
present War Cabinet within the next few weeks. If the Labor
Party is unable to get the Government to decide its bousing policy
many months in advance of peace, the new houses will not be in
~existence for the soldiers to return to.

THE EXTENT OF THE BHORTAGE

‘What creates the urgeney is, in most parts of Great Britain and
in Dublin and Belfast, the appalling shortage of houses for the wage
earners, and the eonsequent overecrowding, notwithstanding the tem-
porary absence of 5,000,000 men in the Army and Navy. This
shortage is due to three eauses—

(a) We were already overcrowded ten years ago. No family,
large or small, ought anywhere to be living more than two persons
to 8 room—yet the eensus of 1901 gh d that, in England and
‘Wales alone, there were then no fewer than 2,667,506 persons living
(in tenements of one to four rooms) more than two to @ room. In
the southern balf of Scotland and in some parts of Ireland (nota-
bly Dublin and Belfast) conditions were even worse. In Glasgow,

209




210 MANAGEMENT AND MEN

for example, where every room in the artisan’s house is used as
a bed-room, no less than 55.7 per cent. of the whole population were
living more than two persons to a room, and 27.9 per cent. actually
more than three persons to a room. Overcrowding is even worse
amongst the metal workers and miners of Coatbridge, where more
than three-fourths of the population (76.7 per cent.) were living
in one and two-roomed houses; mearly half (45 per cent.) were
living more than three persons to a room; and 71.2 per cent. more
than two persons to a room. There was thus already in 1901, a
shortage of many hundred thousand rooms; and the 80,000 new
working-class dwellings that were then being put up annually did no
more than keep pace with the increase of population.

(b) The speculative builder gradually gave up the building of
working-class cottages and tenements; and from 1907 onward the
number of new houses built to let at lm than 10s. per week rapidly
decli and (including all icipal, rural landlord, and philan-
thropie bmldmg) it has latterly, akmg the eountry as a whole,
year by year fallen far short of the 1 of p
Thus the shortage in all the districts in which the populatmn has
been increasing became acute.

(¢) During the three years of war all such building (except in
about a dozen “munition areas,” specially subsidized by the Gov-
ernment) has ceased—it has, in faet, been prohibited.

The result is that, in nearly all the towns of Great Britain, as
also in Dublin and Belfast, in all the mining districts, and in nearly
all the agricultural areas of England and Wales, and in parts of
Scotland the overerowding has become intensified. Even the Presi-
dent of the Local Government Board for England and Wales (Mr.
Hayes Fisher), when acting as Parlimentary Secretary, was driven
to estimate the deficiency of working-class cottages and flats at
half-a-million, This is well below the truth. Including Scotland
and Ireland, at least 1,000,000 new dwellings, to be let at not more
than a few shillings a week, aceording to size, are urgently required.

WHAT WILL BAPPEN WHEN THE RENT RESTRICTION ACT EXPIREST

At present (although the Act is often evaded) landlords are pre-
vented from raising rents above the pre-war figure by the Restric-
tion of Rent and Mortgages Act. These landlords complasin that
the Act i8 depriving them of several million pounds a year of in-
come. It is due to expire six months after peace is proclaimed.
Unless something is done there will then be, in many towns, and
in many mining and agricultural districts, a bound up in renmts,
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sometimes of as much as 53. 8 week! Such a rise, just in the midst
of the industrial dislocation caused by the discharge of half the en-
tire wage-earning class from the munition works and the Army,
would eause the most severe distresa.

Of course, the Rent Restriction Act might, by & new Statute, be
continued in force. But the Act cannot be continued indefinitely.
The only way to prevent “searcity rents” is to get the requisite mil-
lion new dwellings actually ready for occupation.

. WHO 18 TO BUILD THE NEW COTTAGES?

The times will be bad for speculative building; all materials will
eontinue dear for years to eome; loans of capital mll be lmrd to get,
and the rate of i it will in high, If Jative
found no profit in putting up working-class dwellmgs before the
war, it is plain that they will be quite unahle to do so under the
more adverse conditions that will now prevail. We eannot possibly
allow grants of public money to private builders. Cobperative so-
cieties will find it equally lmpoesxble to build without loss. We
eannot rely on philantl and charitable trusts for
more than a trifling pmportlon of the need. What are called “pub-
lie utility societies” (in which the sharehold t th
with 5 per cent. dividends) t now operate without snbsidies
from public funds.

It seems clear that 1o one | but the municipalities and the National
Gov ean Ider the task of building 1,000,000
pew rural and urban dwelhnga—5 000,000 additional rooms—whmh
may cost at the high prices that will prevail, at least £250,000,000.

THE GOVERNMENT POLICY

 The duty of providing houses for the people is at present placed
on the local authorities (Town and Distriet Councils; in London the
L. C. C. and Metropolitan Borough Councils; in Scotland the
Burgh Councils), which have very large powers under the Housing
Acts. But the Councilors (who often have houses of their own
to let) are usnally unwilling to proeceed at all; they are very much
afraid of any charge on tbe rates; and they never decide to make
anything like an adeq in the ber of dwellmgs avail-
able for wage-earning families. In face of the high prices for ma-
terials and the increased rate of interest for loans no local authority
ean nowadays put up working-class dwellings of any kind—any
more than the speculative builder can-—otherwise than with a heavy
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annual deficif, which would become a change on the rates. No
local anthority will ineur this loss.

The Government accordingly adopted the policy (announced in
the House of Commons 27th November, 1914) of a Free Grant from
the Exchequer (in addition to loans at cost price) of such a propor-
tion of the cost of each housing scheme by a local authority as
would enable the local authority to charge the enstomary rents and
yet avoid loss. As publicly declared by Lord Rhondda, this is still
the Government poliey, but during the war it has been put in opera-
tion only in about a dozen “munition areas” where additional houses
were most urgently required. In these cases the Free Grant from
the Exchequer bas been, on an average, about 20 per cent. of the
total cost. In no other way could the Government get these houses
built. It is plain that, after the war, there will, equally, be no other
way.

‘What we have to secure is that the absolutely necessary 1,000,000
new dwellings shall be built, where they are wanted, of the kind that
is wanted, as soon as they are wanted. The rate at which the whole
1,000,000 can be put up must depend on the materials and labor
being available. But assuming that sufficient materials can be pro-
vided, and that men of the building trades would otherwise be un-
employed, the whole 1,000,000 new bouses ought to be completed
within four years from the declaration of peace. It must be remem-
bered that, after the war, the population of the United Kingdom
will be fully as large as it was before the war. Great as bave been
the losses by war, they are more than counterbalanced by the almost
complete stoppage of emigration during the war. Emigration will
doubtless begin again when peace comes, but it is yery doubtfnl
whether it will at once assume its former proportlons Hence we
shall still be needing at least 100,000 additional new houses a year,
even after the ptesent shortage of 1,000,000 iz made up, as long as
the population to i atits p t rate,

WHAT THE GOVERNMENT OUGHT TO BE CALLED UPON TO DO AT ONCE

‘What is urgently needed is an diate decision as to the Gov-
ernment housing policy, so that all the necessary preparations ean
be made in ndvnnee, ready for the actual building to begin the day
after peace is declared.

(a) The Government must promptly inform all the local authors-
ties that the requisite 1,000,000 new dwellings have got to be built,
and that each place will have its assigned quota.
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The local anthorities will certainly bang back; some will not want
to have any more working-class dwellings; property owners will
everywhere prefer to let rents go to scarcity figures; hardly any
Council will be ready to build either quickly or enough. The three
Local Government Boards for England and Wales, Seotland, and
Ireland onght to fix and officially proclaim the quota of new dwell-
ings that each local authority must, within four years, get built—
taking into acecount, for each place, such statistics as (i.) the num-
ber of persons living more tha.n two to a room at the eensus of
19115 (iL) the subseq or d of popu-
lation; (iii.) the estimated number of dwellings needed to be elosed
88 insanitary; and (iv.) the number of dwellings to let.

(b) The local authority should everywhere be required to decide,
within one month, whether or not it will undertake to build the quota
thus fized, upon the terms offered by the Government.

It is better that the local authority should build for its own dis-
trict than that the Central Government should have to tndertake
the task; and the local authority should, therefore, be given the
option of doing its duty. But it is, in the national interest, impera-
tive that the full number of new dwellings of the kind required
should actually be put up within the allotted time; and if any loeal
suthority (which is now temporarily outside the control of the loeal
electorate) will not undertake its share of the task, the Central
Government will gimply have to do the work itself. A declaration
to this effect will bring most recalcitrant Councilors to reason. If
they find that the new dwellings will anyhow be built in their dis-
triet, they will prefer the work to be undertaken by their own
Council rather than by the Government Department.

But the Local Government Board must make it clear that the
scheme will involve no charge on the rates. The Free Grant from
the Exchequer (in addition to the loan of the rest of the cost on the
best possible terms) must be sufficient to enable the balanee sheet to
show no annual deficit, counting on'rents within the actual means of
wage—eammg tenants and certainly no more than those customary
in the locality, and providing for the actual cost of the sites, the

swollen expense of buxldmg, sufficient all for
and repairs, and what terest and sinking fund the Government
nires.

(c) The land must be at once secured (or a legal option obtained)
under the summary process of the Defense of the Realm Act or some
equally speedy procedure.

If land hu to be acqmred under the Housing Aects, not only is
the p ive (which will nogw be a matter
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for the Government to consider), but—what is more important—the

delays are interminable. It often takes a local authonty a couple

of years between deciding on a h h and g

sion of the site chosen. Unless the Govemment sees to it that the
- sites for the 1,000,000 new dwellings are secured at once, or at any

rate during the war, there will be no new homes for the soldiers to

come back to.

(d) The plans must equally be prepared and approved in advance;
and the local authorities should be required to have them ready
within three months of the decision to provide so many dwellings.

The Local Government Board might, for the sake of expedition
and economy, supply every local authority with alternative sets of
mode} plans; but we do not want a uniformly ugly “Government
cottage” dumped down all over the country! The model plans
should be sent only as suggestions for the assistance of the local
authority, to be adapted to loeal conditions, or to be improved on.

The plans must, of course, provide for cottages or other dwellings
of different sizes and accommodation, of up-to-date sanitary con-
struction; each home to be “self-contained”; with rooms of adequate
floor space, height, and window lighting; properly equipped with
kitchen range with hot water fittings, stoves, sinks, and gas and
water laid on (where available); with sufficient cupboards and
storage for food and coal; and invariably with a fitted bath, Every
cottage must stand in its own garden of not less than ome-eighth
of an acre, We ought to determine that the 1,000,000 “Dwellings
of the Great Peace” shall be a model for the ensuing generation.

(e) The Government must for four years secure “priority” for
these 1,000,000 working-class dwellings as regards all building ma-
terials.

‘When peace comes there will be a general shortage of all building
materials all over the world (notably timber, cement, bricks and
building stone, builders’ ironwork, and house fittings). As between
nations, there will probably have to be an international eontrol of
exportable surpluses, so that each can get its share. Within each
nation the Government will have to control all supplies, and assign
what can be spared to the different objects, on the principle of
“first things first.” Thus the only building that can be permitted
(until supplies become abundant) will be that which is urgently
required, not for private profit or the personal eomfort of the rich,
but in the public interest. Along with the necessary renewing or
enlarging of factories, railways, public enterprises, etc., must come,
in the first rank of priority, the 1,000,000 new working-class dwell-
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ings that are so urgently needed. For a long time to come there

can clearly be no using of materials for palaces, hotels, or any

“luxury” buildings until the shortage in cottages has been made
This “priority” needs to be emphasized.

(f) The 1,000,000 new dwellings should be everywhere begun the
day after peace is declared; but should be proceeded with, month
by month, strictly wn correspondence with the supply of building
trades workmen, so as to leave practically none of them at any time
unemployed.

Thé sooner the whole 1,000,000 new dwellings are completed the
better for the nation (and the earlier we can let the Rent Restrie-
tion Act expire and safely restore to the property owner his free-
dom to eharge whatever rent he can get!). But it will depend on
the War Office how quickly the hundreds of thousands of brick-
layers, masons, carpenters, plasterers, plumbers, and building la-
borers are released from the Army, or from the other oceupations
to which they have had to turn. The Employment Exchanges, which
will bave to pay these building operatives their unemployment
benefit, should, therefore, report to the Local Government Board,
week by week, how many are available and in what towns; and the
Government should arrange for all public building works to proceed
at a greater or less rate, in exact correspondence with the available
supply of labor and thus prevent unemployment.

(9) Where the local authority obstinately refuses to build the
quota assigned to i, the Local Government Board should stself
undertake the building, placing the work under the supervision of a
local committee appointed by itself, on which the Trades Council,
the looal Trade Union branches, and the local women's industrial
organisations should be represented.

The nation cannot afford to permit the shortage of working-class
dwellings to continue, even where the loeal Councilors (not having
to run the gauntlet of an election) refuse to undertake the necessary
housing scheme. The Government must be prepared, in these cases,
itself to build. It can offer the local authority the dwellings when
completed, either at cost price less the usual Free Grant, or at a
valuation,

THE COST

To b\nld, properly and healthily, 1,000,000 new working-class
dwellings in all parts of the United ngdom in both rural and
urban areas may probably cost, at the high prices that will prevail,
£250,000,000 (the cost of five or six weeks of the war). But even
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charging no more than the rents eustomary in each locality, prob-
ably £200,000,000 of this cost would be no more than a sound finan-
cial investment, covering not only repairs, management, and interest,
but also a sinking fund to repay the whole debt within 60 years. The
real expense would be represented by the Free Grant from the Ex-
chequer to ensable the several housing schemes to pay their way. If
the Government were to lend the whole capital free of interest (thus
permitting an actual reduction of rent), this would involve a cost to
the Exchequer in the first year (assuming that the Government bor-
rows at 5 per cent.) of £12,500,000. If the Government, as an
alternative, makes the same sort of Free Grant as it has done in a
dozen “munition areas,” just sufficient to enable the local anthorities
to avoid any charge on the rates at rents not exceeding those here-
tofore customary (putting this Free Grant at an average of 20 per
cent.), we get a total expense, once for all, of no more than £50,000,-
000—less than ten days’ cost of the war; less even than would be
covered by a continuation for three ths of the excess profits tax!
The nation eannot afford not to do it.

REPORT BY MINISTRY OF RECONSTRUCTION
ON

HOUSING IN ENGLAND AND WALES
I. A Large Tasx

One of our greatest and most urgent tasks after the war will be
to secure good and healthy homes for all. We should aim that the
houses of the future be well built, bave eufficient accommodation,
and that there be enough of them to prevent overcmwding. They
should have sufficient light and air and not be built in long monoto-
nous rows. Sufficient open space, not merely for health but £or
amenity, should be provided, and adequat
the plans of the houses and the lay-out of the land regard must be
had to beauty as well as health. Not merely should the planning of
the new houses and their surroundings satisfy this high standard,
but existing houses, which are defective or insanitary, should be
made thoroughly fit or be demolished. The erowded slum areas and
narrow courts which disfigure so many of our towns and which have
caused so much disease and suffering should be cleared or properly
restored.

All this may sound ideal, but the gigantie transformations which
have taken place during the war give hope that in time we may
achieve the whole of this task, Of ecounrse, it will take time, and we
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shall have to work by stages and must make sure that each step is a
safe and sure onme. But if we set out with that earnestness of
purpose and energy which we have shown in the war, this transfor-
mation of Britain will be accomplished. This is a duty we owe to
ourselves, but still more to the men serving overseas who have given
up so much and who must be assured of decent and healthy homes
when their fighting is over.

The Housing problem has not arisen out of the war, but has merely
been rendered more urgent and more difficult by its effects. Even
before the war the housing of the workers was very far short of a
decent standard. A certain proportion, and in some cases a con-
siderable proportion, of the population were living under over-
erowded conditions in narrow streets of houses or tenements with-
ont adeguate light and air or open spaces. Many of the houses
and tenements themselves were quite unfit for human beings to live
in. Each year of the war made conditions considerably worse, and,
as we shall show, the p t Houging problem may be now stated
as consisting in:

(a) A shortage of houses amounting to between 300,000 and
400,000 for England and Wales. This is quite apart from any
further shortage which wonmld be created by the closing of slum
houses.

(b) A large number of defective and insanitary houses which are
unfit for human beings to live in.

(¢) In many towns slum areas consisting of crowded and narrow
courts and streets.

To solve the problem, therefore, it will be necessary first to have
sufficient houses well planned and'well laid out; secondly, to elose
and demolish unfit houses, or to see that they are properly and
thoroughly repaired; and thirdly, to clear and improve the slum
areas which disfigure so many of our towns. It is the objeet of this
booklet to show the measures which will be necessary in order to
achieve this. But to do so, it is first necessary to review briefly
the posmon before the war and to see what steps were being taken
to improve conditions, and why they hsd failed to attain’ their
object.

1. Housing BerorT THE WaR
THE SHORTAGE OF HOUSES

According to the Report of the Census of 1911 no fewer than
one-tenth of the population were living under overcrowded condi-
tions. It must be remembered that the standard for overcrowding
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adopted by the Census Authorities is a low one. People are only
regarded as being overcrowded if they are living more than two to
a room, including living-rooms. Thus, if a cottage or tenement
consists of two bedrooms and living-room it is only regarded as
overcrowded if there are more than six persons living in it. Fur-
ther, children under fourteen are only counted as half a person.
To find that one-tenth of the population were overcrowded on this
standard gives some idea how serious was the shortage of houses.
It is true that in some cases overcrowding was due to the fact that
the family could not afford to pay for sufficient rooms, and that
until the causes of poverty are removed no final solution of the
housing problem can be attained. But even when this is allowed
for, it undoubtedly remains a faet that large masses of people were
overcrowded simply because there was not sufficient house room. To
quote a well-known*phrase, there was “no room to live.”

The shortage of houses was not confined to the towns or to any
one part of the country, but existed in towns and villages through-
out the length and breadth of Great Britain. It is true there were
some places and distriets which were well supplied with houses, but
the evidence of the census figures and of the reports of Medical
Officers of Health clearly showed that the shortage was wid2spread.

DEFECTIVE AND INSANITARY DWELLINGS .

The trouble did not end with the mere shortage of houses and the
consequent overcrowding. A large number of the inhabited houses,
both in town and country, were dilapidated or insanitary, and in
many cases also dark and damp. The reports of the Medical Officers
of Health of the various Borough, Urban, and Rural District Coun-
cils testified to these defective eonditions. In many cases the houses
could not by any possible method of repair have been put into a
satisfactory condition, and in a still larger number of cases, though
capable of repair, they were, in fact, not touched, and in their exist-
ing state were not reasonably fit for buman beings to dwell in.
Here again it is important to remember that the conditions existed
both in town and country.

SLUM AREAS

In many towns there were whole areas, sometimes large, sometimes
small, which were overcrowded with houses and in which there was a
deficiency of adequate air and light. In these districts the streets
and courts were narrow and sunless, and the conditions could not be
dealt with merely by improving the individual houses but required
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the el and i t of the whole area. These slum areas,
mthemam,werefnbefonndmthe]argertowns,buttheynlso
existed in quite smalli country fowns, and even in villages. They
fostered the spread of disease and prevented healthy life both physi-
cal and moral.

SOME ILLUSTRATIONS

To illustrate the conditions we have deseribed the official and pub-
lished reports of Medical Officers of Health of two towns and two
rural districts may be quoted. They are selected at random and, as
they present facts neither better nor worse than hundreds of reports
of Medical Officers for other districts, the names of the towns and
districts are not mentioned. To mention the names might imply that
the conditions of these particular places were worse than elsewhere,
and this is far from being the case.

TOWNS

“There are probably between 40,000 and 50,000 back-to-back
houses, a la.rge number of which are in courtyards, or in short ter-
races shut in behind houses which face the street. Much of this
r.lam of property 18 beoommg worn out, and as a result owners are,

exten their expenditure on its np-
keep. During 1912 there were 926 houses ‘represented’ as unfit for
human habitation.

“The eondition of many of the older houses in the district cannot
be considered satisfactory. Sunlight and fresh air are prime neces-
sities for ensuring health and minimizing disease, but these ave un-
attainable in the crowded slum, and in the houses with no through
ventilation, of which there are many in your distriet.

COUNTRY DISTRICTS

“There is in many villages a eclamant need for new and better
dwellings, and after these have been erected, for the elosure and
demolition of many of the old ones. Certain villages have suffered
evident demoralization as a result of the slow deterioration of the
housing conditions of the people.

“There were forty-nine cottages inspected last year in which noth-
ing short of pulling down and entirely rebuilding could make them
habitable. And besides these things were discovered forty-four
cases of overcrowding. . . . In nearly all these cases it was almost
imposeible to abate the overerowding &8 there were no other cottages
available for the tenants to go into. It must be borne in mind that
were it not that cottages arve so scarce throughout the distriet, &
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much larger ber would be eond d and really required to be
closed.” ’

This, then, was the bousing situation before the war. Let us
now see what steps were being taken to remedy this state of affairs,
as the success or failure of these steps has an important bearing on
the program for housing reform which we hope to see in the futare.

III. Arremers To Improve Housing CoNprTions

Various Acts of Parliament were passed during the nineteenth
and the present century for the purpose of improving the condi«
tions under which the workers were honsed. The basis of the pres-
ent law is the Housing Act of 1890, but its provisions have been
amended and enlarged by various other Acts, particularly the Hous-
ing and Town Planning Act of 1909. In addition, many of the
provisions of the Public Health Acts (particularly the Act of 1875)
deal with housing questions.

Under all these Acts the Local Authority—i.e., the Borough or
Urban Distriet Council in the towns and the Rural Distriet Council
in the counties, and in London for some purposes the County Coun-
‘eil—is the responsible authority for carrying out the law, subject to
the general supervision of the Local Government Board. (The
Local Authorities employ Medical Officers of Health, Surveyors, and
Sanitary Inspectors to assist them in earrying out their duties.)

THE PROVISION OF HOUSES

Under the present Housing Acts Local Authorities have very wide
powers of providing houses for the workmg—clasees They may
purchase or lease existing houses, and ndapt, lmprove, and furnish
them. They may purck land (eompulsorily, if y) and
build houses themaelves, or they may esimply purchase the land,
make streets and sewers, and lease it upon condition that the lessees
erect and maintain on it approved dwellings for the working-classes.
They have powers not only to build dwelling-houses, but also to pro-
vide shops, recreation grounds, and gardens for the benefit of the
tenants of the dwelling-houses. For all these purposes they may
borrow the full amount from the State at the lowest rate at which

. the State can afford to lend. Any four inhabitant householders in
the distriet may complain to the Local Government Board that the
Local Authority has failed to exercise the above powers, whereupon,
after a public inquiry, the Local Government Board may order it
to do so.
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In addition to eonferring these powers upon Local Authorities the
Housing Acts also make provision for the ing of loans by the
State to societies and individuals erecting ‘houses for the working-
elasses. Loans can be obtained by companies or private individuals
for this purpose up to 50 per cent. of the value of the premises.
Publie Utility Societies (that is to say, coGperative or other societies
registered under the Industrial and Provident Societies Acts and
limiting their profits to 6 per cent.) may obtain such advance up to
6624 per cent.

In the aggregate relahvely little use hasg been made of these powers,
though in the few years immediately before the war the activities of
Local Authorities in the way of building were rapidly inereasing.
The number of houses for which loans to Local Authorities were
sanctioned in the years ending 31st March, 1911, to 1915, were 464,
1,021, 1,880, 3,335 and 4,408 respectwely. Thege ﬂgures show an
encouragmg increase. But if still remained true that the number
built even in the last year before the war was only a small propor-
tion of the total required to make up the shortage of workmg-clam
dwellings.

THE IMPEOVEMENT OF EXISTING HOUSING AND THE REMOVAL OF
SLUMS

There are extensive powers for improving the standard of existing

house- Local Authorities have power to make by-laws for pre-
g ding and a certain of

and i The Honsing Acts require the Local Authoriti
to cause inspections to be made of the houses in their area. If any
dwelling-house it fournd to be in a state so dangerous or injurious to ’
health as to be unfit for human habitation the Local Authority must
make 8 closing order prohibiting the use of the dwelling-house for

. human habitation until it is rendered fit. If, after a time, the house
has not been made fit, and is not reasonably likely to be or cannot be
made fit, the authority must make a “demolition order.”

In addition, in the case of houses nnder eertain rentals which are
“not reasonably fit for human habitation,” the Local Authority must
give notice to the landlord requiring him to do specified repairs, and
if these are not done by the landlord the authority may do them
and eharge him with the eost.

In the case of & house which, though not in itself unflt, obstructs
other houses, they may order it to be pulled down, paying the owner
reasonable compensaation.

Considerable and growing use has been made of the powers of
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dealing with individual houses, particularly since the passing of the
Act of 1909. Thus the number of houses made fit in this way at
the expense of the owners was increased from 19,463 in 1911 to
67,065 in 1914. Though the improvement has been considerable and
is encouraging, yet a great deal remains to be done. Many Loeal
Authorities, in spite of pressure from the Local Government Board,
failed to make any use whatever of their powers, and many have
made quite inadequate use of them. The problem is closely bound
up with the question of shortage of housercom. So long as tenants
have no alternative aceommodation, Loeal Authorities will hesitate
to close houses, even though convinced of their unfitness.

‘Where the powers of dealing with individual houses are inade-
quate owing to the whole area being so congested and so badly
planned that only a complete clearance and rebuilding of the ares
will remedy the mischief, the Local Authority may prepare a scheme
for that purpose. ‘In that case compensation must be paid to the
owners for the premises demolished, except in the cases of particular
houses which could not reasonably be made fit for habitation.

The expense of purchasing whole areas (including often factories
and other good buildings) and of clearing and ilnproving them has
been o great that schemes have been carried out in only very few
cases. Only two or three schemes a year were submitted in the years
‘before the war.

There is urgent need for devising some fair method of dealing with

" these plague-spots of our cities in some more economieal way.

THE CONTROL OF BUILDING AND TOWN PLANNING

During the ni th eentury i trol over the
of new houses was established. Loeal Authorities were empowered
(and in some instances required) to make by-laws for that purpose.
In this way a control (varying with the different districts) was im-
posed over, for example, water-sapply and drainage for houses, the
materials employed in their eonstruetion and helght of rooms. In

q of these provisi a great imp was i
in the character of the individual houses erected by private enter-
pnse, although eonsiderable hardship and expense is alleged to have
arisen in some cases from the inelasticity of the by-laws. (A special
comnnttee, under the Chairmanship of Mr, Stephen Walsh, M.P.,
is now idering the whole question of by-laws)

Valuable though these provisions were in the standard of

" individual houses, t.hey stxll left the planning and laymg-out of areas
to the aceident of No proper foresight was exer-
cised in regard to the future development of a district. Areas were

"
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used indifferently for industrial and residential purposes, to the
detriment of both the manufacturer and the resident. Finally,
houses were crowded on sites in dreary monotonous rows, fo the
sacrifice both of health and amenity.

In 1909 the first statutory provision on the subject of Town Plan-
umg ‘was made in the Housing and Town-Planning Act. Power was
given to Loeal Authorities, with t.he eonsent of the Loca.l Govem-
ment Board, fo prep a to any
land in course of development or hkely to be used for bmldmg pur-
poses. The subject of Town Planning is dealt with in a separate
pamphlet.

IV. Tee Errecr or THE WaR

The effect of the war has been
(1) to increase considerably the shortage of houses;
(2) to suspend practically all work in etion with the cl

and repairing of unfit houses and the clearing of slums;
(3) to increase the cost of building and the rate of interest on
eapital;
(4) to produce an acute shortage of building materials.

SHORTAGE

Bince 1915 very few working-clase houses have been built except

in certain munition and shipbuilding areas. Even in these areas

houses have only been built where absolutely essential and in insuf-.

ficient quantities,

The Local Government Board have recently been making an -

inquiry from the Local Authorities of England and Wales as to the
shortage of houses in their districts, They were asked to state the
number of new houses which (a) were required now, and (b) should
be built at the close of the war, to provide the necessary acecommo-
dation for the working classes in their districts. Up to date returns
bave been received from about 1,500 Authorities. They show a
total of 170,000 in regard to (@), and 190,000 in regard to (b).
Thus, if the war were to end at once there would be an immediate
ty for building bet 300,000 and 400,000 houses.

DEFECTIVE HOUSES AND SLUMS
At the same time, owing to the shortage of labor and materials

only the most necessary repairs have been effected. Local Authori- :

ties have been unable to issue Closing Orders in. the case of defective
houses, or to give notice to owners to repair. In 1915 the Local
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Government Board issued a circular to Local Authorities suggesting
that

“whilst not unduly relaxing the standard of public health adminis-
tration in their area, Local Authorities should, as far as possible, re-
frain from requiring the execution of work the cost of which has to
be borne by pnvate individuals unless the work is urgently necessary
for the r 1 of nui or the protection of health.”

The special circumstances due to the war bave made this necessary,
but the general effeet has been that the quality of existing houses has
steadily deteriorated. Very few slum areas have been cleared or
improvement schemes started.

THE COST OF BUILDING

The cost of building rose considerably during the ten years before
the war. Since the outbreak of war the increase has been very great,
and it is now nearly twice as great as it was before the war. And it
is calenlated that even when peace is restored the cost will still be
half as much again as it was in 1914. Thus, a house which would
have cost £200 before the war will probably cost at least £300 after.
Further, owing to the immense amount of borrowing for war pur-
poses the rate of interest on capital bas very much increased.
Before the war the State was lending money for housing purposes to
Local Authorities at 31, per cent., while now it can ouly lend at 615

. per cent. In this connection it must be borne in mind that as the
result of the Increase of Rent and Mortgage Interest (War Restrie-
tions) Act, 1915, the rents of houses in existence before the war have
remained at the same level as they were in 1914.

BUPPLY OF MATERIALS

Owing to the great demand for timber and the scarcity of labor
_for brickyards and other building material industries, the supply bas
been very much reduced. This whole question is being investigated
by a special committee.

We now propose to show how important it is to make early ar-
rangements for the building of the large number of houses required
in the years immediately after the war, and then to show the lines
upon which our policy must be framed in order to secure that the
houses are in fact bujlt,
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V. TeE NEED yOR ACTION

Thus the housing situation, bad as it was in 1914, is far more
serious as the result of the war, and the importance of dealing rap-
idly and effectively with the prohlem after the war cannot be exag-
gerated. Bad and inadequate g has seri effects on both
social and industrial eonditions. It is one of the chief causes of the
gpread of disease, of infant mortality, and of physical deterioration,
and also of social and industrial unrest. On the other hand, to build
a large number of new houses is tial for i d food d
tion and rapid demobilization, and will assist in prev-tmg unem-

. ployment after the war.

EFVECT OF BAD HOUSING ON HEAUTH AND LiFE

It is well known that ding and bad bousing conditions
have a very serious effect upon health., Where there is eonﬁned
space, insufficient air, lack of sunlight, d bad d or

ovemrowdmg, disease spreads more rapldly “and there is a serious
increase both of infant mortality and the general death rate. Thus,
Dr. Mair, who made a special investigation into the sub)ect, fonnd
that the number of deaths from pul y di and the d

of young children were half as mueh again in back-to-back houses.
as in ordinary dwelling-houses. .

The eﬂects of overcrowding and insanitary dwelling-houses upon -

tubercul tori An examination of the reports of the
London Tubereulom Dispensaries shows that one-half of the pa-
tients under the care of these institutions live in dwellings with one
or two rooms only. In the report of one of these dxspensaneﬂ we
find:

“Only 134 out of 766 patlents suffering from definite signs of pul- -
monary t ted xooms at might time, The -
others were sleeping in rooms shared by one or more persons, and
of these only 179 slept in separate beds, the remaining 453 actually
sleeping in the same beds as one or more members of the family.”

‘What bad housing conditions mean in individual cases may be
illustrated from the following quotation from the report of another
dispensary:

“At No. 181 Mrs. Simms will be found, but she is in such deep
trouble that we hardly like to knock. For this mormng eu'ly, Simms
woke up, and coughed and died. Uni , with no savings or
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earnings, there poor Simms lies, and the five small children stand
round, looking wide-eyed and wondering on their first sight of Death.
A starved fire flickers in the grate. The windows are not merely
closed, but round the edges of each sash is pasted tight a double
strip of paper. For through the old and loosely-fitted woodwork
come otherwise piercing draughts on winter nights. These win-
dows have for long been sealed with paper so as to keep out both
winter draughts and summer breezes. The paper was fixed by the
preceding tenants, who when they were evicted were found to num-
ber fourteen in all. Fourteen souls in two small rooms with sealed
windows. The seeds of Death were sown thick and fast on the floors
of No. 181.”

Bad housing eonditions affeet not merely physical health but the
general standard of life. How is it possible to keep a home clean
and comfortable if it consists of two rooms only, whlle the family
number fourteen? How is it ible to d y when
there are insufficient bedrooms to separate the sexes, or when—as is
not uncommon in some of our towns—there ig only one sanitary
conveni to six t: tst

HOUSING AND INDUSTRIAL UNREST

Last year a Royal C issi inted to inquire into the
eauses of Industrm.l Ummt Great Britain was divided into elght
areas and sep C ined the causes of unrest in

each of these areas. In their reports the Commissioners in seven
out of the eight dlstncts specifically drew altention to the fact of
insufficient and bad h g being a cause of unrest.

Thus, those for the North-Eastern area say that they “have thought
it right to point out that the housing question was put forward as one
of the general causes of industrial unrest, which should in the na-
tional interest be dealt with at an early date”” The report for the
Yorkshire area emphasizes the necessity for a large program of
social reform after the war, “mcludmg especwlly sufficient increase

in and impr t of h tion.” And the Com-
missioners for Wales say “it is clear from the large amount of evi-
dence received that unsatisfactory dings and inadequacy of

housing accommodation ia & factor of great importance in the causa-
tion of unrest.”
FOOD PRODUCTION AND THE RETUBN TO THE LAND

‘We have come to realize the importance of increasing the produc-
tion of home-grown food. At present we are not getting the full
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produce of the land owing to lack of labor. But when the war is
over it will be possible to have a sufficient supply of labor provided
that the eonditions are such as to attract the returning soldier back
to the land and give him reasonsable prospects. But men are not
going back to the land whatever the attractions of an open-air life
unless they are reasonably sure of decent and healthy homes. While
married soldiers, who were formerly on the land, in many cases have
eotftages to return to, single men who are desirous of marrying will
be unable to find homes in the country districts unless effective steps
are teken. It must be remembered, too, that the policy of plowing
up two million additional aeres of grass land will necessitate in-
creased labor and therefore more cottages. Tlm.s it is essential that
nlargenumberofgood ttages with gardens should be
built in the country districts as early as possible.

DEMOBILIZATION AND UNEMPLOYMENT

At the end of the war we hope to see the soldiers and sailors
demobilized as soon as possible, both for their sakes and our own.
Apart from military exigencies and the difficulties of transport there
will be two questions having a very important bearing upon the speed
with which demobilization ean take place. One is the question
whether there are houses for the soldiers to go to when discharged.
The other is whether there is employment available. The transiti
fromnwartoapeaeebasmwu.lcause, at the least, very great dis-
location in mdustry and ﬁnance, and at the same time there may be

IR}

It will not be pos;ubie to reéstablish quickly those industries for
which raw materials are scarce, or have to be imported. Shipping
will be short and will be largely occupied in the transport of troops '
and food. But building materials ean be produced almost entirely
in this country. It is true that there will be s shortage of timber,
but experiments are now being made for reducing to a minimum the
quantity of timber used in the building of cottages. In all prob-
ability it may be said that at least nine-tenths of the necessary mate-
rials for building, euch as brick, cement, iron-mongery, slate, tiles,
ean be produced in the country.

If schemes for building as many of the necessary houses as prac-
ticable were ready to be put into operation immediately after the
declaration of peace, it would materially assist in golving the unem-
ployment problem. Work would be provided for brickmakers and
others engaged in the manufacture of building material: for brick-
layers, masons, carpenters, joiners, and plumbers, and all others
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taking part in the actual building of houses. It would also provide
direet employment for a large number of workers in roadmaking,
sewering, and estate development; and indirect employment to others
in the furnishing and other trades. It is not exaggerating to say
that, having regard to the large number of houses required, work
might be provided in this way for over one million men, and this
would be the largest single eontribution to the unemployment prob-
lem. The State must see that its citizens are maintained after the
war. It will be much better to do this by employing them on vitally
necessary and useful work than by keeping them when no longer
wanted in the Army or granting them insurance doles to walk the
streets.

A proper housing scheme, therefore, will not only fill an urgent
need, but will accelerate demobilization and reduce unemployment
If & further reason be ted for a progressive h g policy there
is one more convineing than all others. 1t is that as a bare measure
of justice, every man who has given of his best in fighting or working
for his country should be regarded as entitled as of right to a decent
home in pleasant surroundings. As Mr. Walter Long, when Presi-
dent of the Local Government Board, said in reply to a deputation
on “Housing After the War”:

“It would indeed be & crime—a black erime—if reading as we do
the wonderful accounts of the sufferings which our heroes have to
undergo in the trenches . . . we sat still now and did nothing. . . .
To let them ecome from horrible water-logged trenches to something
little better than a pigsty here would indeed be criminal on the part
of ourselves, and would be a negation of all we have said during this
war, that we can never repay these men for what they have done
for us.”

Or a8 Dr. Addison, Minister of Reconstruction, puts it: “Those
who have suffered the hardships of war and the long bitterness of
separation deserved better of us than to have fo pass their lives in
a glum.” .

VI. Tee Housvg PoLicy AFTeEr TEE War

‘We have shown that the situation at the end of the war will con-
sist in a shortage of housing amounting to between 300,000 and
400,000 for England and Wales alone, and in the existence of large
numbers of slum dwellings and slum sareas. This housing problem
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mustbesolvedaseaﬂynspmblelfwamtommhnmmfor

lution is also tial if we are to prevent
mdusmﬂnnmt,bosecm dequat, ploy t, and to one
of the greatest canses of infant mortality and the spread of disease.

‘What steps are the Government taking to deal with this difficuit
sitnation?

The whole question is being earefully considered by both the Local
Government Board and the Ministry of Reconstruction, each of whom
have strong advisory committees on the subject. In some directions
actives steps have already been taken, while in others schemes are
being formulated. At the outset it is important to emphasma that
the brilding of new houses is the most urgent matter. It is no good
thinking of clearing slum areas or of i mumg Closing Orders in the
case of individual bad houses uvnless there is sufficient alternative
accommodation.

LOCAL GOVERNMENT BOARD INQUIRY

Therefore, the first step was to ascertain where the new houses
were required. For this purpose the Local Government Board, on
28th July, 1917, sent an inquiry form to all the Local Authorities in
town and country asking them to state how many houses will be
needed in their districts. We have shown that returns have been
. received from over 1,500 authorities showing an immediate shortage
of 170,000, which will be increased by another 190,000 on the conelu-
sion of the war. This affords a good basis for preparing plans, but,
of course, it must be remembered that while many Local Authorities
have made adequate returns, in some districts the inhabitants feel
that the Local Authority has under-estimated the shortage, while one-
gixth of the Authorities have made no returns at all. Probably the
Anuthorities in some of these cases have been awaiting a decision as
to the form and extent of the financial assistance which was to be
given. This has now been announced.

It should be added that 900 Local Authorities have reported that
they have already prepared, or are in course of preparing, or are
willing to prepare schemes for the erection of more than 150,000
houses in all,

The President of the Local Government Board has stated recently
that:

“All were conscious of the terrible shortage of houses and the fact
that the private builder could not be relied upon to make good the
deficiency. Hence they conld only turn to the Local Authorities.”



230 MANAGEMENT AND MEN

As we showed, the fi ial difficulties, owing to the increased cost of
building and rate of interest, will be considerable.

It was decided by the War Cabinet in July, 1917, that substantial
financial assistance would be given “to those Local Authorities who
are prepared to carry through without delay, at the comclusion of
the war, & program of housing for the working classes which is ap-
proved by the Local Government Board.”

In a circular issued by the Local Government Board it is stated
that this assistance is to take the following form. An annual grant
is to be made for not less than seven years sufficient to relieve the
Local Authority of three-quarters of the estimated annual loss on
the housing scheme. At the end of that time the property is to be
valued, and three-quarters of the excess of the amount of the loan
outstanding over the then value of the property will be met by the
State. Briefly, therefore, in the case of approved schemes the State
will bear three-quarters of the loss and the Local Authority the
remainder. But there are some districts where it would be & serious
burden for the Local Authority to have to bear even a quarter of any
lIoss. In all cases where one quarter of the estimated annual defieit
would involve the levying of a rate of more than a penny in the £
the Local Government Board is to have diseretion to increase the
Government grant. But the loss to be borne by the Local Authority
in such ease must not be reduced below the produce of a rate of a
penny in the £,

This assistance is only to be available for a limited time after the
war and subject to the condition that in all ordinary cases building

“ghall be commenced within two months, and completed within twelve
months, from the date of the Local Government Board sanctioning
the loan for the scheme.

As regards the loans for the schemes it is stated that “any loans by
the State for the purpose of assisted schemes would be made at the
full market rate of interest ecurrent from time to time, and not at
the preferential rates ordinarily allowed for housing loans, in order
(1) that the whole of the State assistance may be given under one
head, and (2) that Local Authorities may be encouraged to borrow
on their own credit rather than to bave recourse to State ecapital
funds.” And aga.in, the Treasury ask that “It may be made quite

clear that the precise date at ‘which the tion of n.ny

approved by the Board can be d must d d on a -
stances which cannot at present be foreseen, and that the financial
position may be such that it may be 'y to give preced to

the more urgent cases, even to the exclusion for the time being of the
less urgent.”
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In the circular Mr, Hayes Fisher expresses the hope that in every
case where there is need for houses not likely to be met by any form
of private enterprise the Local Authority will see that a housing
scheme is prepared with as little delay as possible.

‘Where, the Local Authorities, in spite of an admitted need, fail to
take adequate steps Mr. Fisher has plainly hinted in public speeches
that they will be supplanted by some other authority who will see "
that houses are built, ’

. PLANS AND ARRANGEMENTS OF THE BOUSES

As regards the plans for the construction of the houses and the

laymg—out of the land, the Local Government Board have recently

issned & memorandum containing advice to Local Anthorities and
plans.

It is not possible to quote more than a few extracts from this
interesting document, but the following quotations show that in sane-
tioning schemes the Local Government Board will require a high
standard to be adopted:

“The type of dwelling required in ordinary circumstances is the
self-contained house. Oececasionally there may be a demand for ac-
dation of a limited character—e.g., dation for newly-

married eouples or for aged persons without a family—and in such
cases it may be desirable to meet the demand by the provision of
two-story houses consisting of two self-contained dwellings; but,
generally, it would seem desirable to avoid the erection of blocks of
buildings containing a series of tenements.

“It is desirable that simplicity of design and economy in construe-
tion and general arrangements shonld be aimed at, but it would be
well to bear in mind that houses erected by a local authority ought
generally to be such as will be a model or standaxd for working-
class dwellings which may be erected by private persons.

“The honse should be dmxgned to meet the reasonable needs of the

ti p , and the i ts will, no doubt,
be mﬂuenced to some extent by ocustom of the locality and by the
habits of the population.”

In order that no stone may be left unturned to secure the best
advice obtainable both as regards economy of construetion (which
is particularly important in present circumstances) and the best
possible types of plans, special inquiries have been instituted. To
deal with the first point, the Local Government Board have appointed
a committee under the chairmanship of®Sir Tudor Waltexrs, M.P,,
who are asked:
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“To id tions of building construction in eonnection with
the provision of dwellings for the workmg classes in England and
Wales, and report upon methods of g y and despatch
in the provision of such dwellings.”

A Sub-C ittee of this C ittee is making praetical exp
into the methods of cheapening construction and of getting over the
difficulty with regard to the shortage of timber and certain other
materials,

By nrrangemmt with the Local Government Board the Institute of

h Architects has been dueti petition for the best

types of cottage plans. For this purpose the eountry bas been
divided up into various distriets and plans for each of the dmtncts
asked for, so that regard may be had to special local req
and supply of materials. Further, it has been recognized that in
considering the plans of new cottages, and particularly the internal
arrangements, regard must be had to the convenience and comfort of
the housewife, and that the best way of emsuring this was to inspect
various types of houses and to consult with the housewives them-
selves. For this purpose, therefore, a Women’s Committee has been
appointed by the Minister of Reconstruction, with Lady Emmott as
chairman, to consider the whole question from the point of view of
the housewife,

ABRRANGEMENT OF STREETS AND BUILDINGS AND LAY-OUT OF
ESTATES

The Local Gov t Board d already quoted, draws
ttention to the ity for ing & good lay-out of land which
is being developed by Local Authorities. In this eonnection regard
must be had both to health and amenities, as the following extracts
show:

“The arrangements of houses on the site, and to some extent the
design of the houses, will depend upon the size, sitnation, and ehar-
acter of the land, but the site should be so utilized as to secure ample
open space in eonuection with the houses and the best possible aspect
for the living-rooms. The lattez point should be borne in mind in
fixing the direction of any new streets required to be eonstrueted.

“Overcrowding of houses on & gite should be avoided. Although
some regard must be paid to the cost of the site and the extent to
which street works will be necessary, the number of houses to be
erected on each acre of land should be kept within strictly reasonable
limits.

“It is desirable that houses nhonldbesetbwkfmmthemeebhne,

1,
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80 as to allow small pardens or forecourts to intervene between ﬂ:e
houses and the streets.

Tt is undesirable that long rows of houses without a break should
be constructed; and, as a rule, the namber of houses in a continuous
row should not exceed eight or ten. Long rows are open to objec-

_tion, not only because overcrowdmg of houses on the site may be
the result, but also beeauso they nge a t and d
app and prevent easy i ication between streets.”

.

No definite rule has been laid down as to the number of houses
which should be allowed to be built on a given area of land. But
in the circular of the 18th March, 1918, mentioned ahove, it is stated
that “the aim sbould be to provide that in ordinary eircumstances
not more than twelve housee (or in agricultural areas eight houses)
should be placed on an acre of land wherever this is possible without
materially increasing the cost of the scheme. This will give sufficient
land for gardens, allotments, and open spaces.”

PRIVATE ENTERPRISE

It should be pointed out that while the great urgency of the
problem will make it necessary to rely on Local Authorities for pro-
viding & large proportion of the houses required there is no proposal
to rule out private enterprise. On the contrary, it has been definitely
stated by the Local Government Board that:

“the eomplete solution of the houwsing problem is not likely to be
accomplished except with the codperation of private enterprise, in-
cluding public utility societies, and that in order to secure the full
advantage of their help it may be advisable for the State to offer
them assistance in one or other of the directions which are now under

the ideration of a Confere sitfing at the Local Government
Board.”

No deflnite statement can yet be made as to the form of assistance
which could be given to private enterprise, or what conditions wounld
have to be imposed. But a C ittee has been appointed by the
Minister of Reconstruetion, with the Right Hon. Henry Hobhouse as
chairman, “To consider and advise on the practicability of assisting
any bodies or persons (other than Local Authorities) to build dwell-
ings for the working classes immediately after the war, whether by
means of loans, grauts, or other subsidies, and whether through the
agency of the State or Municipal Banks or otherwise.”
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SOME OTHER IMPORTANT COMMITTEES

‘We have shown that the supply of building materials and their
price will be a most important factor in housing after the war.
The Ministry of Reconstruction, therefore, has appointed a Com-
mittee, under the chairmanship of Mr. J. P. Carmichael, to inquire
into the whole question of supply and price of materials.

Acquisition of land is also an important matter in eonnection with
housing, and there is a Committee of the Ministry of Reconstruction
under the chairmanship of Mr. Leslie Scott, K.C., M.P., inquiring
into the methods of acquiring land and of valuing it so as to insure
that land can be obtained at reasonable prices.

As already stated, there is a Committee on the question of by-laws
under the chair hip of Mr. Stephen Walsh, M.P.

3

A Committee, too, has recently been appointed (of whom Lord

Hunter is Chairman) to ider the legislati bodied in the
Increase of Rent and Mortgage Interest (War Restrictions) Act,
1915, and its dments, in relation to housing after the war, and

to recommend what steps should be taken to remove any difficulties
which may arise in connection with it.

‘While it is necessary to regard the provision of new houses as the
first call upon the efforts of Loeal Anuthorities, it must be remem-
bered that it will be necessary also to deal with slum dwellings and
slum areas.

Among other matters under tion are p
of Part I. of the Finance (1909-10) Aect, of Rating, and of adapta-
tion of middle-class houses to meet the requirements of workers.

:3 ‘11 a 14,

CONCLUSION

It will be seen that the Government is taking active steps to
prepare to deal with the vast housing problem which will arise at the
conclusion of the war, but it eannot be stated too strongly that much
of the of the sch nnder ideration will depend upon
the active codperation of the people generally. It is important that
all citizens should be fully alive to the largeness of the task to be
accomplished. The matter should be discussed and considered from
every point of view. Local eonsiderations should be taken into
account, and where necessary pressure should be brought to bear
upon members of Local Councils where it is felt that they are not
sufficiently active. It is only by the cotperation of all that the ideal
will be achieved.
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REPORT BY MINISTRY OF RECONSTRUCTION
ON
RAW MATERIALS AND EMPLOYMENT

The supply of raw matena]s for industry is a fundamental prob-
lem of truction. D ti resett] t, the revival of
industry both for home consumption and for export, all depend upon
an adeguate supply and a reasonable distribution of raw materials.
When the men and women who have been doing munition work have
been discharged and when the men return from the Army, it will be
absolutely essential that cotton and wool and leathex and iron ore and
other raw materials should be obtainable in larg titi

No one can foresee exactly what the sxtuahon will be for some
months to come, but we can make estimates of our bable needs
and we can make provision for possible d of the tr
from war to peace. The problems interloek one with another. One
industry can go abead only if others also are at work, and all our
British industries are dependent unltimately upon the supply of raw
material from abroad, and, therefore, upon our shxps. But we must
concentrate our attention here npon the materi ing the positi
with regard to shipping for consideration elsewhere.

‘We shall pass by for our present purpose all raw material which
is pot imported into the United Kingdom. Some of our ore and
some wool is produced bere; and its production is largely dependent
upon the t of labor available. The same is true of brick and

t, the raw materials for the building trades. But as soon as
demobilization begins we shall probably have enough labor to put
into our home production, and therefore it is only smparted raw
materials which ti a probl It is possibl
state that the situation will not be o difficult as it wns, until a few
months ago, expected to be. The supply of raw materials is not
likely to be seriously deficient, even in regard to those industries for
which it will fall short of the normal supply. What is needed is
careful supervision to avoid waste rather than any drastic measures
of Government control.

There are many different aspects of this problem of the supply of
imported raw material. Our financial standing as a nation is de-

235
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pendent upon imported raw material for the production of goods for
export. Our cotton trade, for example, is a great part of our export
trade, and cotton manufacture in England is entirely dependent upon
imports. Again, if we do not secure a supply of imported raw
material for the boot and shoe trade, or the woolen trade, our manu-
facturers of machinery will, be unable to find sufficient orders.
Employment, however, is & more urgent problem than the probl
of finance and commerce; and employment depends upon imported
raw material, It is therefore only from this point of view that we
shall here attempt o describe the situation with which we shall be
faced during the transition from war to peace. There were about
2,300,000 men and 700,000 women in the metal and ehemical trades
during the War Most of these women and about 200,000 of these
men will be 1 g their tion and seeking for
work. About three or four million men will come back from the
fighting forces; and there will be a considerable transference from
one industry to another. But the industries which now have less
labor than they had in July, 1914, are precisely those which need
imported raw material. For example, the building industry has
about 460,000 men less than it then had, the textile industries 200,000
less, the paper and printing industries 100,000 less. Those nambers
~show that there will be work for all returning men and ex-munition
workers if we have raw material. We need cotton, wool, timber,
wood-pulp, and many other materials from abroad. That is the
general nature of the problem: but we ean be yet more precise; and
for this purpose it will be necessary to review shortly the probable
position at the end of the War in the ehief industries which depend
upon imported raw material.

METAL TRADES

Our Iron and Steel and Engineering industries depend upon
about 7,000,000 tons of iron ore imported in a year. In 1913 out of
the 7,442,249 tons imported 4,714,039 tons eame from Spain, and
since the proportion of ore in our imports has been maintained
during the War for the sake of mnmtlons, there will eertainly be no
ghortage. If, h ' the d revives after the War,

dnnlessthe | is retained, the price of Spanish ore
may Tise conndembly.

The problem on which employment d in the engi
and allied industries is that of price and distribution. Great num-
bers of men and women will naturally leave the metal trades now
that the nrgent need for mupitions has eeased; but because of the

1
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need for engineeri duets throughout the world there will prob-
ably be more e.mploymt in engineering than there was in 1914.
The various metal trades then employed about 1,634,000 men and
170,000 women; and, so far as the supply of material goes, the only
problem will be that of the price of imported ore.

‘With regard to the supplies of material for the metal trad~s, the
Minister of Reconstruction spoke as follows in the House of Com-
mons, on November 12th:—

%, .. There has been & great increase in our capacity for the
utilizlion of home ore and arrangements are being made by the
Shipping Controller which will render it possible to import as large
& quantity of foreign ore as was imported prior to the War. It is
proposed to release iron and steel forthwith. The difficulties which
may arise owing to the fact that through the exigencies of war the
price of steel now stands at an artificial level have not been over-
looked, and it is intended to continue orders fixing for a period a
maximum price for steel though this may involve eontinuing some

of Govi t for that period.

“With regard to other metals, I am glad to be able to assure the
House that there is a sufficient supply available to render it possible
to release some from control now and nearly all the rest within six
months. I am convineed after a close survey of the position that we
shall be able to meet the d ds which struction will make on
our resources. But while I am satisfied that there will be enough
for all if it is equitably divided, there must be no selfish attempts
on the part of individuals to secure more then their share, and for
this purpose it may be y to take precanti inst hoard-
ing

“Steps are being taken in the meantime to secnre the release of
much usable stock and to grant further supplies of metals to those
industries now limited to & fixed ration. Great diserimination will
be required in the discharge of this duty, but the various Controls will
call into counsel representatives of the frades concerned and ease
their own task by setting Industry to govern itself.”

As regards the non-ferrous metals, a very small amount of tin or
copper, for example, gives employment to great numbers, for many
industries use a little of each of these metals, and without a supply
of them many in the engineering or b: king trades would be
without employment. There is, however, no reason to fear a short-
age of non-ferrous metals, and it remains only to supervise the dis-
tribution.
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TEXTILE INDUSTRIES

Our great Coiton industry is entirely dependent upon imported
raw materials. Various kinds of raw cotton come to us from the
U. 8. A, from Egypt, India, Brazil, and West Africa. In 1913 our
cotton mills in Lancashire consumed 3,281,509 bales of American
cotton and 400,000 bales of Egyptian cotton, .

‘The number of spindles at work on August 31st, 1913, in the
" United Kingdom was 55,653,000, which was 39 per cent. of all the
spindles in the world.

In July, 1914, cotton spinning and weaving employed about 274,
000 men and 415,000 women; but in 1918 there are only 157,000
men and 379,000 women employed. Therefore, 117,000 men and
36,000 women less than in 1914 are dependent upon our p t sup-
plies, and of those many are working on short time. Will those
who have gone out of the industry and wish to return find a place as
soon as the War is ended? Will the manufacturers begin at once to
work their machines fully?

It is unlikely that any dlﬁcnlty will ocear in ﬂndmg 2 market for
our cotton goods, although it is true that some other countries, par-
ticularly Japan, have enlarged their place in the world-market dur-
ing the War, The general shortage of the last few years in the
supply of cotton goods has created a large demand, and therefore
the problem of finding employment in the cotton trade reduces itself
toa problem of the supply of raw material. First, the allocation of

ly

ilable supplies will be 'y, for even before we
import more we can use our stocks more rapidly as soon as peace is
secure. During the War the Cotton Control Board has regulated
the ption of raw material, and it will probably continue to
control the situation during the transition to pesce. The Board
consists of representatives of employers and workers in the Cotton
industry, together with some Government officials. It has introduced
the principle of payment to those workers who are put on short
time owing to a lack of raw material; and it practically insures the
workers against unemployment nnd unda-—anploymt.

The ilabl will ly be i d very lapldly
now that peace is in sight and we can release ships from earrying
munitions of war; and the blem of allocation to the

different mills will then become eamer. There will be & world de-
mand for raw cotton from America, but so long as the price is not
prohibitive there should be enough to supply our industries. The
supply in Egypt is less than it was in 1914—about 800,000 bales in
the place of one milliou-—~gince wheat had to be grown in Egypt in-
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stead of eotton; but there is a Control C ission in Al dri
which will presumably eontinue to exist for a short time after the
‘War in order that the most may be made of suck supplies as exist.
In the ease of cotton, the shortage of supply in other countries will
have to be considered, and that problem we shall refer to below.
But from what has been so far said it will be clear that adegnate
employment in the trade eannot be secured unless there is some
supervision and eontrol of supplies. .

The len and ted industry, chiefly in Yorkshire, employed
in Jaly, 1914, about 134,000 men and 170,000 women, It now em-
ploys about 100,000 men and about the same number of women as
in 1914. There is therefore not much room to take on more workers;
and the raw material now used for army purposes ean probably be
used for peace production. But we must allow for the fact that the
returning armies in all countries will need civilian clothing, that
stocks of clothing are low and that foreign markets are clamoring
for woolen goods Clearly, therefore, if material is adequate there
may be more employment in the industry than in 1914, No special
problem arises except in regard to future supplies and prices and the
possible danger fo the trade if the wool supplies of the world are
eompeted for after the War. Other ies are in desperate need
of wool; and we are now protected by the ei t of the War
from feeling the effect of an abnormal world-shortage of wool.
Therefore, although there is no immediate danger of unemployment
m this trade owmg to lack of raw material in England, some kind of

ization may he 'y soon after the War.

‘We have now the Wool Control Board, which will probably con-
tinue its operations during the transition from war to peace; and
there will be the Wool Council to look after the interests of all
eoncerned.

BOOT AND SHOE INDUSTRY

The problem for the Boot and Shoe industry will be the supply of
hides from America, of calf-skins from the Continent, of goat-skins
from India and South America. Our met imports in 1913 were as
follows :—hides worth £3,000,000, skins worth £1,749,000, and leather
worth £5,057,000. The quantities in 1913 of our net 1mports of
hides were 727,000 ewts., and of leather 771,000 cwts.; but in 1915
the net imports had risen to 1,375,000 ewts. of hides nnd 1,316,000
ewts. of leather. Special efforts bad been made to secure leather for
army boots, not only for our own soldiers but for our Allies, and
some of the stocks accumulated may be suitable for civilian needs.
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Probably there will not be any lack of heavy leathers, although light
leather and skins may be deficient in quantity.

The trade employed about 110,000 men and 56,000 women in 1914,
and now employs about 81,000 men and 71,000 women. Many of the
men, however, are unskilled substitutes, and they will probably be
replaced by skilled men, for the unskilled man may have been able to
work at the standardized patterns of Army boots and civilian war-
time boots, but his place will have to be taken by the skilled man
when leather is available for the better class of boots after the War.
There should be 80 great a civilian demand that probably all men in
the boot and shoe trade before the War will easily find employment,
The transition to peace production will be very rapid and there will
probably follow a time of good employment—possibly an expansion
of the numbers employed in 1914. The raw material problem is re-
duced o maintaining generally the present supply of hides which
are required for the tanning of sole leather, and obtaining more of
the lighter dressed npper leathers.

TIMBER

The housing program for after the War depends partly upon the
supplies of timber; and, of course, the building trade cannot re-
sume its full activities until we bave timber enough in the United
Kingdom. Building has practically eeased during the War. In
July, 1914, 758,000 men and 5,900 women were employed, and there
are now employed only about 400,000 men and 25,000 women.
Those who have left for the Army or for munitions will desire to
come back, and the urgent need for houses makes it a national inter-
est that building should revive speedily. We should need about
100,000 standards of timber a month, withont regard to pit-props
and other unses for wood. - We bave now on hand only enough for
three months’ use under peace conditiona.

The supply depends mpon shipping, and this may very well be
available; but we have to be on the look-out to secure w :at timber
can be had. In Sweden and Finland there are about 2,000,000
standards; and some 600,000 standards are sawn and ready for ahip-
ment from Canada, Mexico and Scandinavia,

The Minister of Reconstruction, in the speech already referred to,
said:—

“The position as regards timber is diffienit. It is bulky and our
tonnage has to be economized, but apart from this there is little
doubt that events in Russia, which has so far been our largest source
of supply, will seriously affect the situation. Arrangements are in



APPENDIX B 241

hand to provide supplies from , but it is clear that continued
felling will be necessary at home for some time to come, and with
this need in view woods have been purchased ahead by the Timber
Supplies Department.”

PAPER-MAKING

The important raw materials for Paper-making are wood-pulp
and Esparto grass. We were using before the War about 81,500
tons ¢f wood-pulp a month, but only one-sixth of that amount is
now available in the United Kingdom. The Paper Controller was
compelled to restriet the use of paper and the import of pulp; and
other countries have set up industries in paper and printing since
the War.

In the paper-making and printing trades in July, 1914, there were
employed about 260,000 men and 147,000 women, and now there are
employed 160,000 men and 143,000 women. The restricted employ-
ment is largely due to the lack of raw materials; and there is urgent
need for an inerease in supply before the men of these trades are
demobilized from the Army.

OTHER INDUSTRIES

The industries shortly reviewed above are not the only industries
dependent upon imported materials. In the first place, material
such as rubber takes little tonnage and gives & large proportion of
employment as oompared to some other mntenals, and yet the supply
may be deficient in view of the i t on the
‘War. And rubber is important not only for those who work at
rubber manufactures, but because 80 many other trades depend upon
or are closely connected with its use. Motor and cycle makers, for
instance, are in that position; and these trades before the War em-
ployed abont 118,000 men and 10,500 women.

The food production industries are largely dependent upon im-
ported raw material; and quite apart from the maintenance of food
supplies the import of sugar, cocoa and other such articles is neces-
sary for the employment of thonsands of workers.

In this connection we may note the peculiar problem of women’s
employment. Most women in industry before the War were em-
ployed in the textile, clothing, and food-production industries; and
these are precisely the industries which are most dependent upon
imported raw material. Now, during the War about a million more
women have come into industry than were in industry in 1914,
Many of these went from dress-making and millinery, many from
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domestic service, many from their home-work. The number of
women employed outside their own homes and exclusively of domes-
tice service in 1914 was 3,276,000. It is estimated that about 400,000
during the War have left domestic service and dress-making in order
to enter industry, and at the close of the War about 4,809,000
women were employed in industry and commerce. But even if those
who were employed at home and in domestic service return to their
former work, there will still be a surplus of women in industry on
the pre-war basis. If men are unemployed, work may be found in
road-making or in building or in other “heavy” occupations. But
none of these occupations provides employment for women; and,
indeed, the truth is that there is no “stop-gap” cccupation which may
be used if great numbers of women are unemployed. The only im-
mediate remedy for possible unemployment is the expansion of the
demand for women in the careers they normally followed before the
War.

The supply of imported raw materials is therefore of the first
importance for the employment of women, The more textile and
food material we have, the more easily we shall be able to find places
for all the women who wish to continue in the mills and the work-
shops.

Again, we cannot afford to neglect the situation outside the United
Kingdom, if we are to understand the problem of raw materials.
The sources of our supply are in many instances the same as the
sources of supply for France and Italy. France, for example, im-
ported 346,160,000 kilograms of raw eotton in 1912, and Italy 214,
086,000 kilograms. France bad in 1912 about seven million spindles
and Italy four and a balf millions. Aeccording to the 1906 Census
the number of persons employed in France in the Cotton industry
was 167,000, and in the Clothing trades, which depended on Cotton
and Wool, about 938,900 were employed. The textile industries in
Italy in 1911 employed only 30,780 persons, so some of the Italian
imports must have gone elsewhere to be manufactured. It is, how-
ever, obvious that the supplies of cotton shounld mot be thought of
simply in the terms of our own needs. We owe it to our Allies to
see that they too have employment. And even if we allow for
destruction of machines and men during the War, it is clear that in
those countries also the Governments will desire raw material to
give employment before they demobilize their armies and discharge
their munition workers.

‘We should also consider the position of Germany, should she be
without raw material for the textile industries. In 1913 Germany
imported cotton worth 600 million marks and wool worth 400 mil-
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lion marks. In Saxony, where the textile industry is chiefly earried
on, in 1912 there were 255,766 persons employed in various textile
trades. They now have no cotton. But if we want them all to con-
tribute to the restoration of devastated territories, we shall have to
give them employment. Whatever policy, therefore, is adopted, full
consideration must be given to the position of the various nations.

To leave the situation uncontrolled might be disastrous. Of.
course, there may be enough material to go round; it may be that
no one will try to “corner” supplies; and it may be that prices will
not ¥ise rapidly as a result of competitive buying. But we cannot
rely upon merchants loving one another; still less can we rely on
their loving the manufacturers. Therefore, without being unduly
suspicious, we may have to make preparations for supervision and

trol of the supplies of raw ial on an international scale.

GENERAL CONCLUSIONS

The important point which must be realized is that the normal
organization of trade has been so disturbed by War conditions that
the supply of raw materials cannot be left to depend upon the
operation of forces at work before the War. The transition from
war to peace adds new problems to those of supply durmg the Wnr,
and for this reason the Gow t has given sp
to the question of raw material supply. The first danger to be

ided is & g ble. But this mvolves some Government
eontrol or supervmon, to be gradually relaxed as the supplies be-
ecome more adequate. The control will exist only where there is a
shortage of supply or if there is a shortage of ships; and it will
exist only for the assistance of the industries in the general inter-
ests of the nation. The next step must be to secure that materials
are provided for the industries somewhat in advance of the demo-
bilization of men from the Army or the discharge from war work.
The Government will therefore hasten the importation of material
in order to shorten the period of demobllxzatxon

In view of the danger of ial iderati
must be given to those trades which gnve employment to a large num-
ber of persons. Cotbon, for example, may have to take precedence
of timber. And dly, if great bers are employed in any
trade on raw material which does not take up much tonnage, some
precedence should be given to such raw material. The prmcxple,
therefore, according to which we must allocate our tonnnge for i im-
ports of raw material must involve a ideration of employment.

But the problem cannot be solved by simply eou.ntu.\g the number
employed in one industry, since the raw material for one industry
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may set going many other subordinate trades. From this point of
view timber may be more important than cotton, if the building
trades can set going all dependent trades such as furnishing, sanitary
engineering, and the rest.

It will be understood that it is no part of our purpose here to
decide which trades should fake precedence or which imported mate-
rial will employ most labor. It is sufficient if it be recognized by the
public that the problem is both urgent and very complex. It is
likely, as we may learn from our English habits, and, indeed, from
the history of all successful administration, that the organization to
control the situation must be tentstwe at first and flexible enough
to be modified as the situati g We cannot have a Code
Napoléon for raw materials.

THE ORGANIZATION OF CONTROL

How is the allocation of t ge and the distribution of
among the trades to be done? The Government has established a
Priorities Committee of Cabinet Ministers on the model of the
present War Priorities Committee. This will be the ultimate au-
thority for allocating raw materials; and it will naturally see that -
the needs of the State take p dence of the requir ts of in-
dustry; for example, in the case of material for building.

Secondly, a Standing Council has been established consisting ot
leading men in industry and together with rep
tives of labor and of the departments chiefly eoncerned. This
Council will advise the Cabinet Committee on the allocation of ton-
nage to the different materials and the distribution of them to the
industries. It will practically decide on the amount which industry
can have.

The Standing Council will naturally take account and make use
of the organization for the control of raw material which already
exists.

During the war period the principal of raw materials of in-
dustries have been in various ways under strict Governmental con-
trol. This control has been vested for the most part in three
departments :(—

Ministry of Munitions Metals and ore.

torial

War Office Wool, bemp, flax, jute, hides and
skins, and tanning materials.
Board of Trade Cotton (and miscellaneous).

The control of materials required for building has been dis-
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tributed as follows: Ministry of Munitions, steel and bricks; War
Office, cement; the Timber Controller (working under the direction
of the Board of Trade), timber.

The central direction of all these control departments now lies
with the newly constituted Btanding Council which meets at the
Ministry of Reeonstruetion, 2 Queen Anne’s Gate Buildings, 8. W.
This Council, which is responsible to the Committee of Cabinet
Ministers (with offices at 11, Pall Mall, 8. W. 1), will be charged
with the decision of all ti to the priority and the
alloction of materials in the Reeonstruchon period, and will de-
termine whether, in any given material 1 is 'y, and if so,
to what extent and in what form. It is hoped that such cortrol as
may be y may be gradually more and more devolved upon
organizations representing the trades concerned. At present it is
arranged that the Control Authorities which have, during the War,

trolled particular materials should “carry on” under a general
instruetion that applicati for materials should be considered by
them sympathetically and upon a new basis. The Standing-Coun-
cil has been in almost daily session ginee it was formed; but it is
obvious that an estimate, both of the requirement and supply of
materials, can only be formed after a very wide and careful survey.
Pending the completion of such a survey, it is possible to speak only
in a very general fashion as to the probable situation with regard
to the supply of materials in the immediate future, and any state-
ment must be necessarily of a very guarded character.

The industries themselves will provide organizations for advising
on the demand for material among the firms concerned, There will,

therefom, be Trade Organi dustrial C ils or Ci it
tees in each industry—whose advice w1ll be songht by the Govern-
ment when the controlling authorities are idering the needs of

this or that trade.

Such is the orgammtxon, but in order to understand its working
it is necessary to reverse the order we have named, for the snecess
of the scheme wil] depend upon the vitality and emergy of those
actually engaged in industry.

If the industries are prepared to say what material they need
and what number they can employ, the organization we have briefly
described will be able to set to work in the early days of peace;
and it is hoped that the procedure will be of the following kind.

The industries should each have some fully representative organ-
ization which will put before the Government, among other things,
the need for raw material, Presumably a Joint Industrial Couneil
-will have 8 Committee to consider this need; and special Committees
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will be sef up in those industries in which no Joint Industrial
Council exists. It will be for the industries to arrange the com-
position of the C ittees; but most of those so far set up and
recognized by the Govemment are joint Committees, containing
both labor representatives and representatives of the employers.
It will be easily understood that since employment in so many cases
depends npon the amount of raw material obtained and the method
of its distribution, representatives of labor are very much inter-
ested in raw material supply. The Government has accepted the

. recommendations of the Whitley Committee in regard to Joint In-
dustrial Counclls ; and the Mm.lstry of Labor has been able to pro-
mote org ion in many industries. The Mmlstry of Recon-
struction meanwhile has brought into existence various joint Com--
mittees known as Interim Industrial Reconstruction Committees.
All such bodies, therefore, will naturally give attention to raw ma-
terial supply.

Some of the work of reviewing the need for raw materials has
already been done; and various special C tees of ta-
tives of mdustry have already made recommendations to the ansh'y
of R £ The probl these C it have consid-
ered are indicated in their terms of reference, which were generally
as follows:—

To consider and report upon—

The nature and amount of supplies of materials and foodstuffs
which in their opinion will be required by the United Kingdom dur-
ing the period which will elapse between the termination of the War
and the restoration of a normal condition of trade; and the steps
which should be taken to procure these supplies, having regard to:—

(a) The probable regnirements of India, the Dominions and
Crown Colonies for such suppheﬂ at the close of hostilities.

(b) The babl of bellig and trals for
such supphes at the close of hostilities.

(¢) The sources from which, and the conditions under which such
supplies can be obtained and transported and, in particular, the ex-
tent to which they might be obtained from the United Kingdom or
within the Empne or from Allied or Neutral countries.

Rc, t ve Jomt C jttees of the different trades will have

ider si blems; but their ﬁrst task will be to collect

fmm the firms or jations tion as to the
amount of labor they ean employ, the rapidity with which their
machinery can be set going on “peace” duction, and the t

of raw mnterm] they could nse on this machuwry If the full
t be lied at once, the responsible organization

PP
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representing the industry may have fo allocate a proportion to the
different firms, perhaps following the plan ndopted by the Cotton
Control Board. It will obviously be more in the national interest
if many firms employ many persons, working on short time rather
than that a few firms shounid be workmg a few employees very hard
while no employment is obtainable under other firms in the same
trade.

If we suppose, then, that the trades have made a review of their
needs and have indicated to the Ministry of Labor the number of
persons they ean employ nnd the rate at which new employees can
be taken on, the tive C ittee then passes on to the
StandmgCounmlthe“ t of the requi ts of the industry
for raw material

The Standing Council will have to adjust the elaims of the dif-
ferent industri The bers of that Council will be informed
of the suppli ilable and, p bly, of any questi of
general policy which will affect the raw material supply. It is
eontemplated that there shall be an Imperial Board to corsider in
relation to the problems of the Standing Council the snpplles ob-

has

tainable within the Empi The Dominions Royal C
almdy reported on certain improvements which may be undertaken
the and industry of the British Empire;

nnd in their reports will be found further details a&s to the raw
material we usually imported before the War from other parts of
the Empire and from foreign countries.

" It will be the task of the Standing Council not only to allocate
as much raw material a8 can be carried between the different in-
dustries, but also to see that there is an organization for arranging
for the distribution of the ial within each industry which
needs to be rationed. Thus, as far as possible, advice on the need
for supplies will be sought from representatives of the industries.
The principle of control where control exists will be quite different
from the war-time eontrol by the State, for the State in time of war
is buyer and user of most of the commodities controlled, but as
BoOD a8 peace is d, private purch and private use will
begin again to dominate the markets.

It is, therefore, essential that the control should mot be from
above, but should be exercised by those immediately concerned in
industry; and, further, obviously fewer materials will need to be
eontrolled in proportion as we return to normal life. The findings
of the Standing Council will be put before the Cabinet Committee
for post-war priorities; and this Cabinet Committee will have the
duaty of finally deciding the proportion of tonnage to be allotted
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to the different imported raw materials. It is to be hoped that in
the case of most of the raw materials the need for this allocation will
pass very soon after peace is secured. The critical time comes with
the demobilization of the Forces and the discharge of ecivil war-
workers. It is clear that codrdination between the rate of discharge
and the amount of raw material to give employment can be secured
only by a large view of the whole problem. But as soon as the
returning soldiers and the discharged munition workers obtain em-
ployment they will provide employment for others. For example,
the more speedily our textile manufacture turns to full “peace”
production, the more workers will be required in the clothing trades
and in the various occupations, in shops and stores, by which goods
are distributed.

Not only will the different industries have to be thought of, but
also the different localities. Xt may in some cases be necessary to
give opportunities for employment in places in which none of the
greater industries is found. Therefore the raw material supplies
may have to be so distributed that certain towns may have a share
quite apart from their importance as industrial centers. Lace, for
example, i3 not an urgently needed article for reconstruction, but
the lace trade employs so many that it may be in the national in-
terest to give it priority to some non-essential trade which employs
few, and the lace trade is in certain districts which may need special
consideration.

It will be understood that the examples we have given are purely
hypothetical, as there is no reason to expect any particular crisis
in this or that industry or in this or that district. The organiza-
tion which we have described is to work for the avoidance of a
danger; it is not created to eure an evil already in existence. Fore-
sight is what is required.

Over all control there will remain for a time some of the present
inter-Ally machinery for securing supplies; for we must suppose
that in obtaining and allocating supplies to our own industries
due regard will be paid to the needs of the devastated territories
of Belgium, France, and Serbia. Moreover, we are bound in bonor
to consider the needs of French and Italian industry.

The organization of the control by which food and raw materials
will be distributed by the Allies is the subject of another pamphlet
in this series. But a short y of the situation may be given

bere in order to complete the deseription of the supply of raw mas-
terials. We have bad during the War an Allied Maritime Trans-
port Council, which allocated the tonnage for the various imports
to the conntries of the alliance. This Council was advised by Pro-
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gram Committees, which drew up lists of the requirements of the
different nations for this or that material. But there have been also
organizations for the joint purchase of foods needed by all the Allies.
It was found that if each country attempted to buy separately in
North or South Ameries, the price was forced up: and yet it was
not to the advantage, for example, of France or England that either
should pay more because the other was buying. An arrangement
was, therefore, made for joint purchases, and this has heen effective
chiefly in regard to foodstuffs. In regard to wool for army cloth-
ing the British Government has had control of most of the sup-
plies, and an adjustment is made between the needs of the different
Allies, In regard to cotton, the United States Government eon-
frols the sale in the States, and the British Government controls
the whole of the Egyptian erop. But it has been recognized during
the War that such material as was ilable was to be allocated
according to the needs of the different countries, and this principle
cannot cease to be applied in the difficult time of transition from
war to peace. We must therefore expect to find for some time an
tional t for the 1 of raw material
The whole scheme involves much difficult adjustment of claims,
and an organization equal to the problem is now being worked out.
This is already partly in existence; some of the War organization
ding only modification to adapt it to peace. But the greatest
need will be public and general codperation among all concerned in
industry. The ordinary eitizen can do very much to smooth the
crossing from war to peace.
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THE EMPLOYMENT EXCHANGE FROM WITHIN

A DAY WITH THE MANAGER

(From Report to Ministry of Labor)

M; of Employment Exchanges, in the variety, number and
novelty “of the thmgs which fill their erowded hours, yield to no
other class of public servant. Take these leaves from the life of
one amongst them. A mass of correspondence reaches him daily.
Most of it will deal with routine matters, but each letter must be ex-
amined, and 20 or 30 will require personal attention. Meanwhile the
telephone will have rung and various questions have been answered,
necessitating reference to a volume of instructions, an Act of Parlia-
ment, & Statutory Order or a fille of papers. The questions are
varied, and will range from a request for advice about an opening
for 8 son to an employer asking “What's this about 1215 per
eent. 1’

The post-bag is always int , if rather overwhelmi The
following will indicate the va.nety of the inquiries which reach an
Exchange. An Englishwoman in California desires to return to
England, and is refused a passport unless she has a gnarantee of
work; will the manager say whether the Consul is entitled to make
this etipulation? Another lady seeks war work for her dog. A
wife, whose husband bas failed to communicate with her, inquires
for his address. Then there are the people who, needless to say,
will “write to the Government about it,” all of which communica-
tions come to the Manager for investigation and report; and mo
communication from an ambassador eould receive more punctilious
attention.

Department circulara and instructions will usually occupy the
next hour or two. Meantime the Manager has smoothed out some
difficulty about a War Munition Volunteer, Women for the Land, or
some other of the many corps recrnited through an Exchange.
The next item is visits to local firms to clear up matters requiring
& personal interview.
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Arriving back, he finds & workman waiting. The man is badly
needed at a distance, but prefers a job nearer home. The clerk
has been frying to persuade him to take up the more urgent work.
There is no power to compel it, and the Manager has only his own
personality to depend upon in such eases. Presently be finds him-
self with a non-union workman complaining that favor is shown to

Society men at the Exchange (or it may equally likely be a Society - |

man complaining of favor in the reverse direction). The Manager
usually has the matter eleared np sooner or later, for the com-
plaining workman, once he is shown the actual working of the
Exchange system, and treated as a sort of pariner in the eoncern,
is usnally a fair-minded man and open to conviction.

Meals are hurried matters in Exchanges, and our Manager will
probably have other visits to firms to pay after his lunch. On his
return to the Exchange he finds a mass of correspondence, reports
and returns to be examined and sent away. Somehow he will find
time to consult with the Military Tribunal, the Food Control Com-
mittee, or some other Department with which his work is associated.
Questions will arise as to Unemployment Insurance, Military Service,
Restricted Occupations, permits for aliens to work mpon munitions,
transfer of Munition Volunteers desiring a change. Men in all
parts of the kingdom, and even abroad, will write to their Exchange
a8 to being released for work upon munitions or farms. Occasion-
ally a soldier will write to ask why his wife bas been recrnited for the
Women’s Army Corps. Anoth h is the trariety of hu-
msan nature—will ask why his wife has not been recrnited. Scores
of questions arise outside the busi of an Exch altogether—
Health I is a favorite—and one M has been threat-
ened with serious trouble becanse he had not removed the dust of
an irate householder. All these questions must receive careful at-
tention before an answer is given. The mistakes of the publie
servant do not end quietly or quickly; they meander on for months
around Whitehall, in and out of the newspapers, and perhaps into
the House of Commons,

The Manager of an Exchange must make himself master of a
dozen or twenty Acts of Parliament, with all their attendant Regu-
lations. The Statutory Orders touching his work are numbered in
bundreds. Not only must be know these, but he must be able to
explain them—quite another quality—end to explain them in such
a way that workers tomed to legal ph and £ \}
may be able to understand them. War legislation is a hurried
matter, and eonsequently teems with difficulties, but your Exchange
Manager has t6 see it through. That writer who described officials
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as never taking responsibility or acting without precedent would re-
ceive a shock from a day with the Manager of an Exchang

The ings are frequently pied with Committee meetings,
and it is a tired man who finds bimself about 9.30 p. M. eating the
meal which should have been conswmed several hours earlier. Many
Managers serve upon six committees in addition to their ordinary
duties.

Even in sleep their trials are not ended. One was aroused at 2
A. M. by twenty fitters, arrived to carry out urgent work in a dock-
yard, and the Manager, pausing only to add to bis seanty night attire,
set out to conduct them thither,

Somewhere amongst all this our Manager must find time to see
to repairs of his premises, applications by bis staff, supplies of
furniture and of stationery, of coals, soap and candles, for no
servant of the Empire, from Governor-General to village policeman,
is more completely responsible for bis district. But they are mostly
men gecustomed to responsibility from their early days. Some bave
been heads of departments in commercial life, others were fore-
men in workshops, and many were leaders and organizers of trade
unions.

Life for a Manager is never dull, whatever else it may be. Here
and there they are wearing out; they will never rust out.




APPENDIX D
REPORT OF A CONFERENCE

Berweex OrcaNizzrs or Trape UNions, Bristor. EMPLOYERS AND
OrEERS CONCERNED WITH THE INDUSTRIAL EMPLOYMENT OF
‘WoOMEN, CONVENED BY THE BRISTOL ASSOCIATION ForR INDUS-
r1AL RECONSTRUCTION, ON THE 16TE AnD 17TH MARCH, 1918,
ox Tue PosrrioN o WoMEN IN INDUSTRY AFTER THE WAR.

I. GENERAL CONSIDERATIONS

(1) At the present time it is estimated that not Jess than 4,713.-
000 women are engaged in industrial oceupations, eovering well-
nigh the whole field of industry. At the end of the War a very
large number of these women will be displaced as war industries
are shut down and factories gradunlly pass from a war to a peace
footing. As soon &8 an i Jared a large ber of
women will be discharged from the vanous munition factories, and
on the declaration of peace, factories in every part of the country
will discharge many thousands of women workers.

(2) The absorption of scores of thousands of women thus dis-
placed from occupations which they have followed for a prolonged
period will create a series of industrial problems of an exceedingly
grave character.

A large number of women now employed in industry have en-
tered industrial life for the first time since the outbreak of war.
. Wlnle, dnubtlem, many at the termination of hostilities will be

their 1 mode of life, and leave industrial
oecnpatmm!, it seems clear that a very large number, for one reason
or another, will elect to remain in industry. Some have found a new
freedom in their work, and are disinclined to retarn to the com-
parative monotony which is the lot of the “stay-at-home” woman.
Others, having developed & real liking for their work, will wish
to continue it. Others, owing to the necessity of supporting, or
helping to rt, male relati who have been moapamtated in
the Wnr, or owmg to the increased cost of living, or other pecuniary
reasons, will of necessity have to earn their own living. Others
will have to do so because their men folk will return no more, For

268
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these and other reasons we are of opinion that the number of women
desiring to remain in industry after the War, both actual and rela-
tive, will very greatly exceed the number of women engaged in in-
dustrial occupations before the outbreak of hostilities.
(3) From these premises a number of problems emerge:—
(i.) Into what industries should the women displaced at the eon-
clusion of peace be directed?
(ii.) In what industries should women be retained, and from
which should they retire in favor of male labor?
(iii.) What is the best type of industrial organization for women
workers?
(iv.) Upon what lines should we proceed in the great fask of
industrial reorganization which will follow the War?
(v.) Upon what principle shonld the remuneration of women
workers be based?
(vi.) How far is welfare work necessary or desirable?
(4) If a solution is to be found for these, and kindred problems,
a definite industrial policy, as to the position of women workers
after the War, is needed.

1l. THE INDUSTRIAL EMPLOYMENT OF WOMEN AFTER THE WAR

(1) The underlying fact in relation to the position of in
industry is that ber position as an industrial worker i is, and a.lways
must be, of secondary importance to her position in the home. To
provide the conditions which render a strong and healthy family
life possible to all is the first interest of the State, since the family
is the foundation stone of the social system.

(2) It is, accordingly, the duty of the State to ensure that women
are only employed as factors in industrial efficiency in so far as
the interests of family life and the healthy development of the race
are not prejudiced.

(3) Whilst the experience of the War has shown that women
ean adapt themselves to the needs of almost any ealling, it is elear
that many occupations now being followed by women are unsuitable
for the permanent employment of female labor.

We welcome the admirable series of Reports issued by the Health
of Munition Workers’ Committee and, in our opinion, a thorough
inquiry into the effect of different occupations on the health and
physique of women should be undertaken, at the earliest possible
date, as & necessary part of the preparation which is made for the
task of Demobilization. It is obvious that a final decision as to the
effect of many occupations on the health of women engaged therein
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ean only be arrived at after the lapse of a considerable period of
time, but, in view of the importance of the issues involved, we feel
that sufficient experience has now been gained to justify such an
inquiry being instituted. Such an investigation would probably
result in eertain occupations being ruled out, on physical grounds,
as unsuitable for the employment of women. After the War, it
should be made illegal for women to be employed in such occupa-
tions.

(4) The entry of women workers into, or their continuance in,
industries sunitable, 8o far as questions of health and physique are
concerned, for the employment of women involves the consideration
of wider problems. Before setting out our conclusions as to the
employment of women after the War in such industries it will be
convenient to place on record certain facts:—

(I)Itmestmtedthatthewtal ber of loyed
in industrial and eommercial oeeupatlons, other than do-
mestic occupations, was 4,713,000 in Oectober, 1917, as
compared with 3,287,000 in July, 1914—an inurense of
1,426,000.

(i) Of the 4,713,000 women engaged in industrial and com-
mercial occnpations, 1,413,000 were directly replacing men.

(iii.) The pumber of women employed solely on munitions work
was 704,000 out of a total of 1,400,000 employed in the pro-
duction and distribution of dities for the British and
Allied Governments.

(iv.) The following table shows in detail the estimated distribu-
tion among the various industries of the women engaged
therein, in July, 1914, and October, 1917, respectively,
namely :—

Number employed in
Oceupation. July, 1914 Oct., 1917.
Controlled and Private Industries.......... 2,176,000 2,706,000
Government Establishments ............... 2,000 216,000
Gas, Water and Eleetricity (Local Authorities) 600 4,600
Agriculture (Great Britain), Permanent Labor 180,000 189,000
Transport, including Tramway Services

(Estimated) ........... vevesieesnn veee. 18200 111,200
Finanee (Banking, Insurance, ete. ) ..... e 9,500 67,500
Commerce 496,000 831,000

Professions 67,500 89,500
Hotels, Public Houses, Cmem.ns, Theaters, ete. 176,000 200,000

3 Numbers vary according to the season of the year.



256 MANAGEMENT AND MEN

Civil Service (Post Office)................ 60,500 107,000
Other Civil Services....... 4,500 51,000
Other Services under Local Authorities...... 186,200 226,200
(v.) The figures given in the above table do not include domestic
workers, women employed in certain small workshops and
workrooms, or women working in Naval, Military or Red
Cross hospitals. In pre-war days domestic service provided
employment for a far larger number of women than any
other form of occupation. The number so employed in 1911
was 1,620,000, It is estimated that since the oumtbreak of
war there has been a displacement of some 400,000 women

from domestic service and small workshops.

(6) In estimating the extent of the problems raised by the em-
ployment of women after the war, it may be assumed that a propor-
tion of the 1,426,000 women who have entered industry since the
outbresk of war will return to their homes, or will be able to do so
without suffering any great hardship, at the termination of hostili-
ties. It is, however, impossible to form any estimate as fo what
proportion will be able to do =o.

Presumably it will be possible for 400,000 women fo return to
domestic service or small workshops, from which they have been
withdrawn, either by the attraction of higher remuneration or the
needs of the country. If, however, women are to be persuaded to
enter these occupations in large nnmben, the wages, hours and eon-

ditions of work will require very t. In par-
ticular, the conditions of domestic service will have to be greatly im-
proved, especially on the mde of llowing & much great t of

freedom to those ged

(6) It may be anticipated that the 704,000 women now engaged
on munitions work will either have to seek other employment or
cease to be industrial workers, at any rate for a time, n.fter the
war i8 terminated; and, in addition to this ber, a d
percentage of the 686,000 who are at present engaged on Govern-
ment work other than munitions work will no longer be needed.
On the other hand, workers in such industries as the manufacture
of clothing and footwear will probably merely be transferred from
war to civilian produetion, unless this transfer is delayed or pre-
vented owing to shortage of raw materials,

(7) Many women who are mplncmg men in Government offices
and works will have to be willing to give place to the men as they
return from their military duhes, and a definite policy of regarding
the right of the men now gerving in the Navy or Army to return to
their former occupations should be insisted upon as a simple act
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of justice. This policy, in our opunon, should be spphed gene'rally
in all eases where women have replaced men for

directly or indirectly to the war. Women have helped, and are
helping, the Nation splendidly, but they must realize that men have
not forfeited their right to their jobs by answering their Country’s
call and doing work which women eannot nnderta.ke.

(8) Consideration of the fq ing fac to justify the
eonclusion, already stated in the first Sect'mn of this Report, that
the cessation of hostilities will be followed by a great dislocation
of female labor, involving the necessity of providing fresh occupa-
tion for the greater part of 1,426,000 women and girls.

(9) The problem thus p d will be dered more difficult
of solution by reason of the shortage of wellmgh every class of raw
material (except steel and certain chemi ), which appears in-

itable in of retarded d , depletion of stocks,
and destruetion of shipping, Time will also be mqu.u'ed to re-

ize the workshops and factories for the requi of 1
commercial production.

(10) For these, gst other it app certain that
there must be a period after the war, of how long duration it is
impossible to say, during which a reduction of the demand for labor
is inevitable. We have considered the line of policy which should
be followed in order fo endeavor to meet the sztuatxon which will
arise in , and our lusions are as foll

(i.) That the first consideration should be to Amnge for the
suitable employment of all demobilized men, and men dis-
charged from  industrial establishments engaged upon the
production of munitions of war,

(ii.) That women should, as a matter of course, relinquish
the jobs in which they have replaced men for di-
rectly or indireetly attributable to the war, so long as men
are available to fill them.

(iii.) That the school-leaving age should be raised to 15, in or- -
der that juvenile labor may not. ecompete with adult labor
during the period of demobilization and the readjustment
of industry to peace conditions,

‘We note with satisfaction that the Education (No. 2) Bill, 1918,
now before Parliament proposes to confer npor Educational
Authorities power to raise the school-leaving age to 15, and
we feel that this power should be exercised in the interests
alike of the Nation and of Industry.

(iv.) A determined and ined effort should be made to at-
tract a8 large & number of women as possible into those
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industries which, by reason of their nature, ere more par-
ticularly suitable for the employment of female labor.
Such industries are incapable of exact definition, since the
suitability or otherwise of any industry for the employment
of women is constantly altering as new processes and meth-
ods of manufacture are introduced. Certain industries,
nevertheless, stand out as those for which women are spe-
cially adapted. A complete list of such industries is im-
possible; but by way of illustration we would instance the
textile industries, the boot and shoe trade, the printing and
allied trades, laundry, garment making, millinery, confec-
tionery, tobacco, the paper, stationery and allied trades,
sections of the pottery industry, work in retail shops, clerical
oceupations, and domestic serviee.

Many of our schools are understaffed, and the teaching profes-
sion, consequently, can absorb a great inany women; and
if the school-leaving age is raised to 15, as we think it
should be, many tl ds of extra teachers will be required
immediately.

It has, moreover, become clear that the land, especially the less
heavy and more skilled processes of dairy work, gardening,
fruit growing, ete.,, offers an expanding sphere of employ-
ment for women workers. The wage rates and eonditions
of work in these and otber occupations suitable for the
regular employment of women should receive the immediate
consideration of those who, by reason of the general dis-
placement of labor at the end of the war, will then be avail-
able to return to or enter into them.

(v.) The extent to which married women are engaged in in-
dustrial employment should be reduced to the narrowest pos-
sible limits. Women with dependents (children or inca-
pacitated husbands) shounld receive adequate pensions, so
as to avoid the necessity of their being forced to enter in-
dustrial occupations in order to live.
The hours of labor for women engaged in industrial occnpa-
tions, permitted under the Factory Aet, 1901, should be dras-
tically reduced. Under the law as it now stands, women
may be employed (except on Saturday or its equivalent)
for a working day of 12 hours, subject to one-and-a-balf
hours for meals (or two hours in textile and certain other
factories), and for unbroken spells of five hours’ duration,
save in textile factories, in which ecase the unbroken spell
must not exceed four-and-a-half hours.

(vi.

<~
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These hours, in our opinion, are much foo long, both in the ag-
gregate and in the length of the spell which may be worked
without- a break.

We are of opinion that the poliey of _an etghb-honr day on ﬁve
days a week, and four hours on S. or its
making a total working week of 44 Imn's, should be adopted.
We believe that these honxs of labor would in no way re-
duee the producti of factories if properly or-
ganized. Indeed, the endenee afforded by the Health of
Munition Workers’ Committee tends to show that the pro-
duetive eapacity of the workers would rather be inereased.
In our opinion four hours is the maximum length of time
which should be worked by a woman without a break, and
we think that the best results would be obtained if um-
broken spells of work did not extend beyond three hours.
Our experience leads us to believe that most women eannot
work properly without a break for a longer period.

While we do not feel able to express a final opinion upon the
suggestions recently made for the reorganization of factory
practice on the basis of two shifts of six hours each, we think
such suggestions are worthy of eerious econsideration.

(11) We have, in the preceding paragraphs, outlined the policy

wlnch we thmk should be followed at the end of the war. There is,
jud, t one essential eondition to any hope of a
sausfactory soluuon of the many pmhl involved, namely, that
the organization of women workers in pmperly eonstitated Trade
Unions mnst be proceeded wnth as rapidly as possible. Many
, will inevi yhavetnfaeeapenod,andpmb—
ably a long penod, of )¢ The p ion made under
the National Insurance Acts, 1911—17 will help to tide them over
this period of enforced inactivity, but we feel that the amonnt of
benefit, 7/-per week, paid under the Unempl I
Scheme eontained in these Statutes, is quite inadequate, and steps
slxonld, we think, be taken to sapplement the statutory benefit by

, under seh P d and administered by
the Tnde Unions eoncerned.

II. THE ORGANIZATION OF WOMEN WORKERS

(1) Upon the question of the industrial organization of women
two divergent views were expressed:—

(i.) That the peculiar needs of women can be best met by the

organization of women workers into separate Women's
Unions.
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(ii.) That the only satisfactory mode of organization for women
is to incorporate them, on equal terms with the men, into
Unions, based on the several industries.

(2) In support of the first view, it was urged that, while men
have had long experience of industrial organization, women are
only just beginning, and at p t lack any developed social eon-
sciousness, and are much behind men in eduecation, experience and
breadth of outlook. Aeccordingly, a large part of the work whick
must be undertaken by women’s organizations is edueational, and
the necessary educative work can best be carried out in organiza.
tions specially tituted and administered for

(3) In support of the second view, it was urged that the su-
periority of men in the matter of education and intelligence was
1o & great extent{ imaginary, and that the same mlght be said as
to the extent to which any iderable social had been
aitained in men’s organizations. At any rate, the difference be-
tween men and women in these respects was not sufficiently great
to prevent the effective association of men and women in the same
Union organization. The branch life of the men’s Union is a great
educational foree, and the best results would be attained by intro-
ducing women on equal terms with men into the same organizations.

(4) We have given eareful consideration to the issues thus raised,
and the majority of those attending the Conference are of opinion
that the interests of women will be best served if the operatives in
the several industries are organized in Unions constituted on the
basis of the industry in which their members are employed, irre-
spective of sex, and that women shounld be accorded an equal status
with men in the branch life and organization of the Unions.

(6) As a result of the discussion which has taken place, we feel
that there is urgent need for drastic simplification of Trade Union
or The ber of Umons at present existing—over
1,100—together with the plexity which inevitably results from
80 large a number of organizations, many of which overlap and eom-
pete with one another, creates great and needless administrative
difficnlties, and constitutes & serious bandicap to the solidarity of
Labor. We understand, for instance, that there are 187 operatives’
Unions in the Engmeermg and allied trades.

(6) We think that many iderations make it desirable that
there should be a reorganization of the Unions, with the object (a)
of reducing their numbers, and (b) of reorganizing the workers on
the basis of the industry in which they are employed.

(7) The Employers’ Associations are in much the same position
as the Trade Unions. They ave for the most part very incom-
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plete, and often ineﬁeeﬁve, and require codrdination and extension.

(8) We are of opinion that the first essential step fowards a
" policy of Industrisl Reconstruction is to organize gll opemtws m
their respective Trade Urions, and all employ in approp
Trade Associations,

(9) A Trade Union, whether of employers or tives, does
not exist solely to further the purely economic intereats of |ts mem-
bers, important as these undoubfedly are. A Trade Union fulfils,
or is eapable of fulfilling and should fulfil, wider functions. If it is
to play its proper place in the organized life of the Nation, a Trade
Union must aim at associating its members for the better discharge
of their duties to the eommumty at large, a8 well as for the pursuit
of their individual or secti \7 and rights. A Trade Union
should fuifil important social and educational funetions as well as
economie, It should aim at affording to its members an opportunity
to gain & deeper social consciousness and to enter upon s life of
richer and fuller experience. It is of the greatest importance, there-
fore, that care shonld be taken to see that the ideal side of Trade
Unionism is kept well to the fore in Union propagands. We feel
that the best interests of Unionism will not be served by enrolling
large numbers of new members who have not grasped the under~
lying ideals of the movement, and Jom a Union solely on a “bread
and bntter” bagis. Suck a policy is bound to render Trade Union

tion fatally unstable and i ly diffienlt to maintain,
Those charged thh the duty of organizing women should, therefore,
leave no stone unturned to bring home fo the women concerned the
high ideals for which modemn Unionism should stand, ard to impress
upon them the essential importance of personal loyalty to their
fell bers, to the industry of which they form part, and to the
community of which they are eitizens.

10. Great as have been the services rendered by the Trade Unions
to the Nation in the past, and during the war, we feel that in the
future they are destined to render yet greater service. The battle
for recognition is well-nigh won. By adopting the first Whitley
Report the present Government, on behalf of the Nation, has defi-
nitely recognized Trade Unions as essential factors in the industrial

ization of the national life and the starting-point of Industrial
Reconstruetion. This action on the part of the Government fur-
nishes an additional reason for a great and rapid extension and
simplification of Trade Union organization for both employers and
operatives.
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1v. THE WHITLEY REPORTS

(1) We have given careful consideration to the three Whitley Re-
ports, and the policy outlined therein of constituting a new control
in industry by establishing, in each industry, a system of mdustnnl
self-government through the medi of Joint Standing Industri
C ils, equally rep tative of the organized employers and
operatives engaged in the industry. We are of opinion that the
proposals contained in the Reports afford a practical basis for the
reorganization of industry, and indicate a sound line of advance
towards Industrial Reconstruction.

(2) We welcome the proposals of the second Whitley Report,
which aim at bringing all unorganized industries under the control of
Trade Boards, having powers extended to ti ffecting both
wages and hours of labor, and questions eognabe to wages and "hours.
For reasons which are set forth in the section of the present Report
dealing with the remuneration of women workers, we are of opinion
that there is urgent need for a very wide extension of Trade Boards.

(3) We notice with interest and endorse the stress laid in the
Reports upon the importance of Works Committees. In our opin-
ion the principle of Works Committees is sound and the formation
of such Committees should be emcouraged, quite apart from their
operation as a part of the Whitley Scheme of industrial self-govern-
ment. Such committees are, in our judgment, of the greatest pos-
sible service for the satisfactory conduct of industry, and afford one
of the best practical methods of securing better relations between
management and the operatives.

V. THE REMUNERATION OF WOMEN WORKERS

(1) It is generally admitted that a considerable number of women
engaged in industry before the war were not paid a living wage.
There were several causes which seem to us to have contributed to
bring this about.

(i.) Until recently comparatively few women were organized, and,
consequently, they were obliged to accept whatever wages
were offered them.

(ii.) Women were mainly employed in the less skilled or un-
skilled trades, the work required of them being of & repe-
tition character which was easily and quickly picked up.
The supply of labor suitable for work of this character
tended, in many localities, to exceed the demand, conse-



APPENDIX D 268

quently a low rate of wage sufficed to command the serviees
of a sufficient number of women.

(iii.) Many girls entered industry with no intention of remaining
for any great length of time; it was merely necessary to
bridge the gap between sebool days and marriage. The
mtofngeswed'asmmymnotamtw

of serious concern. They were with eq
of pocket money. It was impossible for the emp| to
distinguish or diff iate between wlm tered in-

dmtryfarﬂ:epnrpomotummgthﬂrownhmg and,
=P not only th but d

'dl,lnd “po&et-money"mhmla,andthepmeenf
the latter inevitably op d to d wages.

(iv.) Althongh many women have depmdm!s to snpport, the

majority have not. They are, eonsequently, able to main-

hmafaniyuhdﬂdorymdndofhfeonalower'nge

than a man 1
(v)Theu'onldnppmtobemﬂnemmdsotmeemploym
an element of prejudice inst the of

heansetheymlaphymeal]yﬁtthanmformmeoeen
pations. In aecordance with this view, the work of women
is regarded as of less worth than that of men, and should
be rewarded therefore at a rate of remuneration substan.
tially lower than that which men ean rightly elaim.

(vi.) It has been very 1} d that a ean live
onamllumemnethnam We believe that this as-
sumption is erroneous.

(m)'l‘ndeBmxds,onbﬂngeonshmfed,havetendedtoﬁx

rates for rk 'nhmldtothe'agu
actually received by the lower-paid workers, in the indus-
tries eoneerned, before the Boards were established. The
rates fixed, consequently, were low.

(2) For the reasons already given in the earlier seetions of this
Report, the war has materially affected the ecomomic position of
women. Many of the eanses which formerly tended to maintain
the wages paid to women operatives at a low figure will no longer
operate in the post-war period l(omver,dnnngthemhxge
numbers of women have grown d to earn vely
hnghvnges,lndthemaot'agespudmwmmgmenﬂyhve
risen of the standard blished by
theOrdmmadebythemmstryotl[nmhons,nnderSeeuonGot
the Munitions of War Aet, 1916, fixing the rate of remuneration for
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women employed on various kinds of munitions work. For these
Teasons, it i3 certain that women will in the future demand, and are
justly entitled to receive, 8 much bigher rate of remuneration for
their services than in pre-war days, Women are now presented

with & unigue opportunity to raise p tly the standard of
women’s remuneration in industrial pati The standard
tablished by the Gov t during the war will afford very im-

portant precedents, and steps should be taken without delay to pre-
vent the rates obtained during the past three years being lowered.
The first essential step to this end is thorough and efficient organiza-
tion. The second is to formulate some definite principle on which
to proceed in future negotiations on wage questions.

(3) With the necessity and form of organization we have already
dealt in the second section' of this Report. It remains to consider
what basis should be adopted when fixing the rate of remuneration
to be paid to women workers.

Now that women are rapidly becoming organized, either in Trade
Unions of their own or in men’s Unions, standard rates will grad-
ually become established in the organized industries by eollective
bargaining, either on the lines hitherto practised, or upon the Joint
Industrial Councils, National and Distriet, proposed by the Whitley
Committee. In unorganized industries the same result will be ob-
tained by the decisions of Trade Boards. The fact, however, that
machinery exists for fixing standard or minimum rates of wages
does not in any way disp with the ity of arriving at some
intelligible prineiple as the basis upon which such rates should be
fized.

(4) A demand is at present made in many guarters, on behalf of
women workers, for equal pay for equal work for men and women
alike. This principle is, however, mueh easier to assert than to
npply It is not always easy to say when equal work is performed.
It is, moreover, by no means clear that, if applied, the principle will
always operate to the tage of the Many
employers, if faced with the necesmty of paying equal rates to men
and women, would prefer to employ men. On the other hand, if
women ean be employed on the same work as men at lower wages
than those demanded by men, the men’s standard of life is endan-
gered. This last point is of such great importance that, notwith-
standing the difficulties involved, we think that the principle of equal
pay for equal work, in the sense that a woman shonld receive the
same rate of pay as s man for the same volume and gnality of
work, assuming equal adaptability to other pecessary work, abould
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be adopted as the basis of women’s remuneration in all cases where
women are employed on work which has been hitherto regarded as
men’s work.

(5) In other occupations followed by women we favor the follow-
ing principle, namely, that in determining the rate of wage which
should be paid, a distinetion should be drawn between a minimum
or “basic” wage and additional wages above the minimum, which
may conveniently be termed “secondary” wages. The former should
be determined primarily by human needs; the latter by the value of
the eervice rendered, as compared with the value of the services
rendered by workers who are receiving the basic or minimum wage.

(6) The “basic” wage for a woman of average industry and eca-
pacity should be the snm necessary to maintain her in & decent
dwelling and in a state of full physical efficiency, and to allow a

bl gin for tion and eontingenci

(7) The “secondsry” wage should be determined by the cash value
to be placed upon any special gift or qualification required for the
performance of the work mndertaken.

(8) The cash equivalent of the “basic” and “secondary” wages
in any industry or particular instance must be determined, in the
organized industries, by ag t, either bet the Unions and
the Employers’ Association or the individual employers, as the case
may be, by the ordinary processes of collective bargaining as at
present practised, or upon the Joint Industrial Councils which we
hope will be established in the near future, and in unorganized in-
dustries, by Trade Boards established under statutory powers.
Some organization for the purpose is imperatively needed in every
industry if much confusion, bitterness and strife is to be avoided.
‘We should prefer to see the work of fixing rates undertaken by the
self-governing industrial bodies proposed in the first Report of the
‘Whitley Committee, but, failing these, we feel that it is necessary
that immediate steps should be taken to extend the Trade Boards
Act to all industries, and to enlarge the powers of the Boards on the
lines suggested in the second of the Reports of the Whitley Commit-
tee. We note with satisfaction that legislation to this end is con-
templated in the near future. There is no reason, in the nature of
things, why a Trade Board should fix minimum rates with reference
to the rates paid in the poorly-paid shops. In the future we do
not believe that they will be so fixed. Minimum rates should, we
think, be determined with reference to the wages paid by “good
employers,” the standard adopted in the Fair Wages Clauses ap-
proved by resolution of the House of Commons.
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(9) We favor some such plan as above set forth to any attempt
to define a “living wage” in terms of money. This eannot be done
satisfactorily, since values are constantly changing, It seems to us
better to lay down the main factors which should be eonsidered in
determining what is a “living wage,” and embody these factors in
a formula such as that set out above. The formula can then be
“priced out,” so to speak, and adjusted from time to time as occa-
sion demands.

(10) The proposals outlined above do not fully meet the case of
women with dependents. We are unable to come to any satisfactory
conclusion as to how this very serious question should be dealt with.
The basic wage for women will inevitably be fixed with reference to
the needs of a single and unencumbered woman of average eapacity.
No other course, indeed, appears to be possible. If she has depend-
ents, they must be otherwise provided for. It seems to us that such
provision is an obligation which should rest upon the commaunity as
a whole, and must be made irrespective of industrial relationships.
‘We are entirely opposed to the recent tendency in industrial legis-
lation to plicate industrial questions by throwing upon industry
non-industrial funections.

VI. WELFARE WORK

(1) While we recognize that the development of Welfare Work
in recent years is part of the general movement which aims at
humanizing industrial life, we nevertheless feel that the lines upon
which this work is developing are very far from satisfactory.

(2) In the first place, we think that the phrases “Welfare Work,”
“Welfare Supervisor,” ete., are unfortunate, and lead to grave mis-
apprehension as to the objects sought to be attained by the work
with which these terms are associated. They are beld to imply the
xdea. of patronage. We think that it is very desirable that a new

tion should be applied to this branch of industrial organiza-
tion. Again, largely in consequence of the greatly increased need
for work of this description entailed by the war, a large number of
women appointed as Welfare Supervisors have been quite unsuited
for the work. They bave lacked experience and understanding of
industrial conditions, and have often been tactless in exercising the
very delicate tasks entrusted to them. For these reasons the whole
idea of welfare work is misunderstood, and has eome to be regarded
with suspicion, by large numbers of operatives. There is grave
danger of the whole movement falling into serious disrepute in
consequence. This, we think, would be a great misfortune, inas-
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mnehns,w!mn its function is nnderst we b that
there is 8 great field of usefulness open to wdfm work. conducted
by suitable and properly trained persons.

The appointment of Welfare Supervisors marks a new idea in
Factory organization. It denotes a new semse of responsibility on
the part of those who employ the labor of others for the well-being
of those whom they ploy. The fanetion, gly, of a Wel-
fare Supervxsor is to see that proper attention is paid to the “hu-
man,” as d with the productive, aspeets of factory life and
worke

(3) Girls fresh from the discipline of a well-ordered school need
kelp and friendly supervision in the unfamiliar turmoil of their new
surroundings. They are not women, and cannot be treated as such.
High wages, and in many cases the absence of the father, terd to
relax home control. Healthy and organized recreation is frequently
difficult or impoesible to obtain, If smooth working is to be secured,
the real causes of discontent and trouble must be aseertained and

iated. The probl involved are a special braneh of factory
admmxstratmn, and they are likely to remain unsolved unless suitable
women are specially trained and deputed for the purpose. They in-
elude guestions of character and behavi the int; of suit-
able and convenient it dati ; the maint of
health under the strain nnd stress of mdustrml work, which re-
quires constant oversight of bours, rest periods, overtime and night
work.

(4) For these reasons we are of opinion that, under present con-
ditions, Welfare Supervisors are desirable wherever girls under 18
years of age are employed.

(5) We are also of opmlon that Welfare Supervisors will in many
cases be found desirable in works where adult women are employed.
As busi are at p is rarely, if ever,
found among the active body of Duectols, and many questions con-
stantly arise in the daily routine of factory management, where
women are employed, which it is exceedingly difficult and ofttimes
impossible for a man to deal with satisfactorily, and consequently
the presence of a well-trained and sympathetic woman, entru.sted
with the duties specified above, is of the greatest
both to the women employed and to the lmmngement.

(6) Generally, i in our opinion, & Welfare Supervisor should be re-

ible to the principals only, and the greatest possible care should
be taken to ppoint only suitable and specially trained p for
undertaking these delicate and responsible duties. The officer ap-
pointed should be & woman of good standing and education, sympa-
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thetic, tactful and sensible in dealing with others, and having, if not
actual experience, at least a good underst: g of industrial eon-
ditions.

(7) A Welfare Supervisor should not, in our judgment, generally
undertake home visiting, except at the request of the person to be
visited, or his or her parents or guardians in the case of young
people.
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LABOR’S PRONOUNCEMENT ON THE RESTORATION OF
TRADE UNION CUSTOMS AFTER THE WAR.

The Government has guarsnteed the restoration of Trade Union
rights after the war, and this guarantee has been the material factor
in inducing Trade Unions to suspend their rules for the period of
the war. It is, therefore, of the greatest importance that the Trade
Unions should have the fullest possible knowledge of the scope and
substance of the Government guarantees. In the following memo-
randum the attempt is made to set out all the definite guarantees that
have been given, together thh some of the most important pro-

ts of leading Mi with regard to them.

Though the guarantees are most clearly set out in the Second
Schedule to the Muniti of War Act, 1015, it has been thought
well to begin with a short historical introduction, showing how the
need for the guarantees first arose and received recognition.

I—BEFORE THE MUNITIONS ACT

The shortage of labor began to be felt in the engineering industry
a8 early as November, 1914 By that f.lme, unemployment among
skilled engi had H) , and the enlistment of
llnlled men had nggravnted a shortage ‘which in any ease would have

On N ber 26th & Composite Conference wes
held between the A.S, E., the Toolmakers, and the Engineering Em-
ployers’ Federati the introduction of female labor on
certain machines at Mesm mGers, Crayford. An agreement was
ﬂnn.l.ly seeured by which women in this firm were allowed on purely

hines only, the settl t to be—

“observed until the termination of the war, when the whole ques-
tion shall be discussed, if desired, without the foregoing settlement
being urged to the prejudice of either party.”

This purely local settlement was no sooner secured than the En-
gineering Employers’ Federation appromhed the Trade Unions and
asked them to refram from pressing to an issue during the war any

tion of the ing of hi or hand operati
hon, employment of non-unionists or women, and working of un-
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limited overtime. The only guarantee suggested by the employers
was in the following terms:—

“The following arrangements shall have effect during the war, and
shall in no way prejudice any of the parties on any of the points
covered, and the parties shall at the termination of the war, as the
Federation and the Unions now undertake, revert to the conditions
which existed in the respective shops on the outbreak of hostilities.”

These proposals were rejected by the Trade Unions, and it was
after their rejection that the Government first formally intervened.
Already, on January 2nd, the War Office and the Admiralty had
written to the Trade Unions asking them to accelerate production,
and the Board of Trade had urged the importance of a settlement.
On February 4th the Gow: ppointed the C ittee on Pro-
duction, which, during the following months, issued a series of re-
ports on which subsequent Government action was largely based.
In addition, on February 8th, Mr. Tennant made in the House of
Commons his much criticized speech calling for the relaxation of
Trade Union rules.

The most important Memoranda of the Committee on Production
were issued on February 20th. They dealt respectively with the
Production of Shells and Fuses, with the Avoidance of Disputes,
and with the following suggested form of gnarantee to workpeople:—

“In order to safeguard the position of the Trade Unions and of
the workpeople concerned we think that each contracting firm should
give an undertaking, to be held on behalf of the Unions, in the follow-
ing terms:—

“To H1s MaJsesTY’S GOVERNMENT:

“We hereby undertake that any departure during the war from the
practice ruling in our workshops and shipyards prior to the war
shall only be for the period of the war.

“No change in practice made during the war shall be allowed to
prejudice the posmon of the workpeople in our employment or of
their Trade Unions in regard to the tion and mai
after the war of any rules or customs enstmg prior to the war.

“In any readjnstment of staff which may have to be effected after
the war, priority of employment will be given to workmen in our em-
ployment at the beginning of the war who are serving with the eolors
or who are now in our employment.

“Name of firm......ceoevuenrnncnans

“Date cuvrvnienisoaranes?
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This suggested gnarantee forms the basis of the safeguarding
clauses of the Treasury Agreemeut.

The first fruits of the activity of the C ittee on Production was
the Shells and Fuses Agreement, eoneluded on March 5th at a Con-
ference bet the E E yers’ Federation and the
Trade Unions eoneemed Only the elauses in this agreement which
deal with restoration after the war are here quoted:—

“(8) Operations on which gkilled men are at present employed,
but wbich, by reason of their character can be performed by semi-
skilled or female labor, may be done by such labor during the war
period.

“Where semi-skilled or female labor is employed in place of skilled
labor the rates paid shall be the usnal rates of the district obtaining
for the operations performed.

“(7) The Federation undertakes that the fact of the restrictions
being temporarily removed shall not be used to the ultimate prejudice
of the workpeople or their Trade Unions.

“(8) Any federated employer shall at the eonelusxon of the war,
unless the Govemment notify that the 8
the working conditions of his factory on the pte-wnr basis, a.nd as far
a8 possible afford reémployment to his men who are at present serv-
ing with His Majesty’s Foreces.

“(9) These proposals shall not warrant any employer making such
arrangements in the shops as will effect 8 permanent restriction of
employment of any trade in favor of semi-skilled men or female
labor.

“ (10) The employers agree thnt they will not, after this war, take

ge of this ag wages, premium bonus times,
or piecework prices (unless wmanted by alteration in the means
or method of manufacture) or break down established conditions,
and will adopt such proposals only for the object of increasing out-
put in the present extraordinary circumstances.

%(13) In the event of semi-skilled or female labor being employed
as per the foregoing clauses they shall first be affected by any neces-
pary discharges either before or after the war period.

%(14) The liberty of any employer to take advnntage of these
proposals shall be subject to acq\ueseence in all the provisions thereof

and to i tion of his to the local representatives of
the Unions through his Toeal iati

The last of the series of special Memoranda by the Committee on
Production was published on March 4th. Acting upon these Memo-
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rands, the Government summoned the first Treasury Conference for
March 17th. The Conferenoe, which _was addressed by Mr. Lioyd
George, appointed a tee, which afterwards became
the National Labor Adwsory Committee. This Committee drew up
proposals, largely based on the reports of the Committee on Produe-
tion, and these reports, after d were endorsed by the full
Conference with the exception of the Miners’ Federation of Great
Britain, whose delegates refused to aceept compulsory arbitration,
and the Amalgamated Society of Engineers, who demanded further
safegnards. As we shall see, the second of these bodies subsequently

pted the ag t, these further safeguards having been
promised.

It is necessary to set out in full the clauses of the Treasury Agree-
ment dealing with the restoration of Trade Union conditions after
the war, as these form the first substantial guarantee u.ﬁorded to
Labor.

(4) Provided that the conditions set out in paragraph (5) are ac-
eepted by the Gove t as applicable to all contracts for the exe-
cution of war munitions and equipments the workmen’s representa-
tives at the Conference are of opinion that during the war period the
relaxation of the present trade practices is imperative, and that each
Union be recommended to take into favorable consideration such
changes in working eonditions or trade customs as may be necessary
with & view to accelerating the output of war munitions or equip-
ments.

(5) The dati tained in parsgraph (4) are con-
ditional on Government requiring all contract: and
tractors engaged on munitions and equipments of war or other work
required for the satisfactory completion of the war to give an un-
dertaking to the following effect :—

(i) Any departure during the war from the practice ruling in our
worksbops, shipyards, and other industries prior to the war
shall only be for the period of the war.

(ii.) No change in practice made during the war shall be allowed
to prejudice the position of the workpeople in our employ-
ment, or of their Trade Unions in regard to the resamption
and maintenance after the war of any rules or customs exist-
ing prior to the war,

(iii.) In any readjustment of staff which may have to be effected
after the war priority of employment will be given to work-
men in our employment at the beginning of the war who are
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serving with the colors or who are now in our employment.

(iv.) Wheve the custom of a shop is changed during the war by
the introdaction of semi-skilled men to perform work
hitherto performed by a class of workmen of higher skill,
the rates paid shall be the usual rates of the district for
that class of work.

(v.) The relaxation of existing demareation restrictions or ad-
mission of semi-skilled or female labor shall not affect
adversely the rates customarily paid for the job. In cases

* where men who ordinarily do the work are adversely affected
thereby, the necessary readjustments shall be made so that
they can maintain their previous earnings.

(vi.) A record of the nature of the departure from the conditions
prevailing before the date of this undertaking shall be kept
and shall be open for inspection by the authorized repre-
sentative of the Government.

(vii.) Due notice shall be given to the workmen concerned wherever
practicable of any changes of working conditions which it is
desired to introduce as the result of this arrangement, and
opportunity of local consultation with men or their repre-
sentatives shall be given if desired.

(viii.) Al differences with our workmen engaged on Government
work arising out of changes so introd or with regard to
wages or conditions of employment arising out of the war
shall be settled without stoppage of work in accordance with
the procedure laid down in paragraph (2).

(ix.) It is elearly understood that except as expressly provided in
the fourth paragraph of clause 6 nothmg in this undertaking
is to prejudice the position of employers or employes after
the war.

(Signed) D. LrLo¥p GEORGE.
‘WaLTER RUNCIMAN,
ArrHUR HENDERSON

(Chai of Workmen’s Rep tatives).
‘Wx. Mosses
(Secretary of Workmen’s Representatives).
March 19th, 1915.

For convenience, the material difference between the clauses of this
undertaking and those of Schedule II, of the Munitions Act are set
out here, although Schedule II. itself is quoted on & later page.



274

TREASURY AGREEMENT

Clause (iii.) “or who are now in
our employment.”

Clause (vi.) “conditions prevail-
ing before the date of this
undertaking.”

Clause (vii.) “desired to intro-
duce as a result of this ar-
rangement.”

Clause (vili.) “in accordance
with the procedure laid down

MANAGEMENT AND MEN

Scuepure II.

‘“or who were in the ouners’ em-
ployment when the establish-
ment became a controlled
establishment.”

“conditions prevailing when the
establishment became a con-
trolled establishment.”

““desired to introduce as the result
of the establishment becoming
a controlled establishment.”

“in accordance with this Aet
without stoppage of work.”

in paragraph (2).”

There are other small verbal changes; but these alone affect the
ing of the & t. The net effect of the changes i8 this:—

(1) Under the Munitions Aect a statutory guarantee is given apply-
ing only to controlled establishments nnd dating only from the day
on which any particular establist t trolled

(2) Under the Treasury Agreement, this guarantee is dated back
to March 19th, 1915, in the case of all establishments which availed
themselves of the Treasury Ag t, whether they subsequently
became controlled or not. But this g tee has no statutory force,
and rests only on an undertaking given by firms to the Government.

It will be seen that the accept of the T y Ag t by
the Unions was conditional upon the employer giving a guarantee to
the Government that Trade Union rules and customs should be re-
stored after the war. It would be desirable to discover from the
Government the number of guarantees from individual firms under
the Treasury Agreement which they secured on behalf of the Unions
between the date of the ag t and the p ge of the Act.

Mr. Arthur Henderson, speaking during the Committee stage of
the Munitions Bill on July 1st, 1915, used these words:—

“We have to keep in mind that this schedule has been operating
since the the 19th of Mareh, and has been made a eondition of Gov-
ernment contracts that have been given out since that date.”

The passage of the Munitions Act, it will be understood, did not
the ity for these g tees, which serve to pre-date the
provisions of Schedule II. by a number of months. Moreover, the
Treasury Agreement applied to certain trades and industries which
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did not come under the provisions of Schedule II. of the Munitions
Act, and in their cases the Treasury Agreement still holds good as a
guarantee of restoration. In order that the importance of this point
may be realized a list of the Unions which accepted the agreement,
divided into large groups, is given. It will be seen that textile
workers, railwaymen, transport workers, boot and shoe operatives,
and others are included.

(A.) GENERAL.

The Parliamentary Committee of the Trades Union Congress.
« The General Federation of Trade Unions.
(B.) EngINEERING.
Amalgamated Society of Engineers.
Steam Engine Makers.
United Machine Workers.
Amal ted Toolmak
United Patternmakers.
Fnendly Society of Ironfounders.
ioted T lders of Scotland
Associated Blacksmiths and Ironworkers,
Electrical Trades Union.
Federation of Engineering and Shipbuilding Trades.

(C.) SmrrBUmDING.
United Boilermakers and Iron and Steel Shipbuilders.
Shipconstructors’ and Shipwrights’ Association,
Sheet Iron Workers and Light Platers.
Shipbuilding Trades Agreement Committee.

(D.) IroN aND STEEL TrADES.
British Steel Smelters.
Associated Iron and Steel Workers.

(E.) OtBer Mgral TraDES.
National Amalgamated Sheet Metal Workers.
General Union of Braziers and Sheet Metal Workers.
Operative Plumbers.

(F.) WooDWORKERS.
Amal, ted Society of Carpenters and Joi
General Union of Carpenters and Joiners.

House and Ship Painters and Deocorators.
Soottish Painters,

Furnishing Trades Association,
‘Woodeutting Machinista,

Amalgamated Cabinet Makers.

(G) LaBORERS,

National Union of Gasworkers and General Laborers.
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‘Workers’ Union.
National Amalgamated Union of Labor.
(H.) Transrorr.
National Union of Railwaymen. -
National Transport Workers’ Federation,
(I.) Wooren.
General Union of Textile Workers.
(J.) Boor axD SHOE.
National Union of Boot and Shoe Operativea.

The Amalgamated Society of Engineers, as we have seen, was not
satisfied with the safeguards provided by the Treasury Agreement.
Accordingly, on March 25th, 1915, a Special Conference was held
between the A.S.E. and the Government, at which Mr. Lloyd George
gave, on behalf of the Government, a further undertaking in the
following terms:—

ACCELERATION OF OUTPUT ON GOVERNMENT WORK

At 8 meeting beld at the Treasury on March 25th, 1915, between
the Chancellor of the Exchequer and the President of the Board of

Trade and the Executive Council and O izing District Delegat
of the Amalgamated Society of Engineers, the Chancellor explained.
the circumstances in which it had b tial for the ful

prosecution of the war to conclude an agreement with the Trade
Umons for the aceeleration of output on Government work. After

di , the repr: ives of the Amalgamated Soclety of Engx-
neers resolved that in the light of the Ch llor of the Excheq

t and explanations the ag t be ted by the Umon,
and expressed a desire that the followmg tat ta by the Chancel
lor of the Exchequer in to questions put to him as to the
meaning of various el in the dum agreed upon at a

conference with workmen’s representatives on March 17th-19th be
put on record :—

1. That it js the iniention of the Government to conclude ar-
rangements with all important firms engaged wholly or mainly upon
engineering and shipbuilding work for war purposes, under which
their profita will be limited, with a view to securing that benefit
resulting from the relaxation of trade restrictions or practices shall
accrue to the State.

2. That the relaxation of trade practices contemplated in the agree-
ment relates solely to work done for war purposes during the war
period.

3. That in the case of the introduetion of new i tions which
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were not in existenee in the pre-war period, the class of workmen to
be employed on this work after the war should be determined accord-
Jing to the practice prevailing before the war in the case of the class
of work most nearly analogous.
4. That on demand by the workmen the Government Department
d will be prepared to certify whether the work in question
is needed for war purposes.
5. That the Government will undertake to use its influence to se-'
cure the restoration of previous conditions in every case after the

War.,

D. Lroyp GEORGE.
‘WALTER RUNCIMAN,

_ J. T. BeowNLIE, Chairman,
‘W. Hasorp HurcHinsoN, Executive Comneil.
Grorae RypERr, Organizing Distriet Delegate.
RoBerT Youna, General Secretary.

H.~—THE MUNITION OF WAR ACT, 1915

No further pledges were given until the passage of the Munitions of
‘War Act in July, 1915. The effect of this Act was to create a special
class of controlled establishments in which profits were limited, and
“any rule, practice, or custom not having the force of law which tenda
to restrict production or employment” was suspended for the period
of the war, The provisions for suspension of Trade Union custors
and the guarantees of restoration under the Act are alike limited to
oontrolled establishments,

The passage in the Act itself which makes provision for restoration
is as follows:—

4. (4) The owner of the establishment shall be deemed to have
entered into an undertaking to earry out the provisions set out in
the second Schedule to this Act, and any owner or contractor or sub-
contractor who breaks or attempts to break such an undertaking
shall be guilty of an offense under this Act.

20. (2) This Act ghall have effect only so long as the office of
Minister of Munitions and the Ministry of Munitions exist:—

Provided that {Part L of] 2 this Act shall continue to apply for a
period of twelve months after the conclusion of the present war to
any difference arising in relation to the performance by the owner
of any establishment of his undertaking to carry out the provisions

1 The words in square brackets were struck out in the Amending Act
of 1916.
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set out in the second Schedule to this Act, notwithstanding that the
office of Minister of Munitions and the Minisiry of Munitions have
ceased to exist.

14. (1) Any person gmlty of an offense under this Act—

(a) shall, if the offense is a contravention of or failure to comply
with an award be liable to a fine not exceeding £5 for each day or
part of a day during which the contravention or failure to eomply
continues, and, if the person guilty of the offense is an employer,
f?r each man in respect of whom the contravention or failure takes
place.

(2) A fine for any offense, under this Aect, shall be recoverable only
before the munitions tribunal established for the purpose.

ScaEpULE IL.

1. Any departure during the war from the practice ruling in the
workshops, shipyards, and other industiries prior to the war, shall
only be for the period of the war.

2. No change in practice made during the war shall be allowed
to prejudice the position of the workmen in the owners’ employment,
or of their Trade Unions in regard to the resumption and main-
tenance after the war of any rules or customs existing prior to the
war.

3. In any readjustment of staff which may have to be effected after
the war priority of employment will be given to workmen in the
owners’ employment at the begmnmg of the war who have been serv-
ing w1th the colors or who were in the owners’ employment when the

4. Where the custom of a shop is changed during-the war by the.
introduction of semi-skilled men to perform work hitherto performed
by a class of workmen of higher skill, the time and piece rates paid
shall be the usual rates of the distriet for that class of work.

5. The r tion of existing d tion restrictions or admission
of semi-skilied or female labor shall not affect adversely the rates
customarily paid for the job. In cases where men who ordinarily do
the work are adversely affected thereby, the necessary readjustments
shall be mede so that they can maintain their previous earnings.

6. A record of the nature of the departure from the conditions
prevailing when the establishment became a eontrolled establishment
shall be kept, and shall be open for inspection by the authorized
representative of the Government.

7. Due notice shall be given to the workmen coneerned wherever
practicable of any changes of working eondmons wlneh it is desired
to introduce as the result of the blish g s eontrolled
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establishment, and opportunity for local consultation with workmen
or their representatives shall be given if desired.

8. All differences with workmen engaged on Government work

g out of changes 8o introduced or with regard to wages or con-
ditions of employment arising out of the war shall be settled in
accordance with this Act without stoppage of work.

9. Nothing in this Schedule (except as provided by the third para-
graph thereof) shall prejudice the position of employers or persons
employed after the war.

In September the Minister of Munitions set up the Central Labor
Supply Committee in order to give greater effect to the suspension of
Trade Union rules. This Committee, on which employers and em-
ployed were represented, together with the Ministry of Munitions,
drew up the Dilution of Labor Scheme, and the Circulars L. 2 and
L. 3, which lay down rates of wages for women on men’s work and
for nnslnlled and semi-skilled men on shlled mens work, These
Ci tain no new g ; but, in g them, the Min-
istry of Munitions expressly drew attention to the faet that they
were “strictly confined to the war period and subjeet to the observ-
ance of Schedule IT. of the Munitions of War Act.”

II.—THE MUNITIONS OF WAR (AMENDMENT) ACT, 1916

Most of the new guarantees given to Labor in connection with the
dment of the Munitions Act at the close of 1915 dealt rather
* with the rates of wages to be paid during the war and with the actual
administration of the Act than with the question of restoration. At-
tempts were made to introduce & new clause greatly extending the
scope of the records of departures from Trade Union custom which
must be kept under Schedule II. This, b , was opposed by the
Government, and negatived without a division. The only eclause
containing an important new guarantee had to do with the question
of non-union labor 1:—

15. Where non-union labor i8 introduced during the war into any
class of work in a controlled establishment in which it was the prae-
tice prior to the war to employ union labor exclusively, the owner
of the establishment shall be d d to have undertaken that such
introduction shall be only for the period of the war, and if he breaks
or attempts to break such an undertaking he shall be guilty of an
offense under the principal Act and liable to a fine not exceeding

1 Two purely drafting dments designed to remedy technical flaws

in the principal Act have been ignored, and, in deseribing the principal
Act, it has been d that these dments have taken effect.
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£50; but, subject as aforesaid, such introduction shall not be deemed
to be a change of working conditions.

IV.—SUMMARY OF THE GUARANTEES

1 A general promise has been given, and many times repeated,
that all changes made during the war are only for the period of the
war, and that restoration will take place in all cases when the war is
over.

2. Statatory form has been given to this promise in the ease of
establishments which are eontrolled under the Munitions of War
Acts. Only in such establishments are Trade Union rules suspended
by law, and only in such establishments is there & legal guarantee of
restoration.

3. In other eases, i.e, in regard to establishments which are nol
controlled and in industries outside the scope of Part II. of the
Munitions Aect, the guarantees of restoration depend on the Treasury
Agreement and on undertakings entered into by firms and by the
Government. These guarantees are obligations of bonor; but are not
legally enforceable,

4. Priority of employment after the war is guaranteed by law in
the case of controlled establishments to men serving with the colors,
and to men who were employed in any establishment when it b
controlled.

5. A similar guarantee, restmg upon the Treasury Agreement and
not legally enforceable, exists in the case of establishments which are
not trolled. This g tee also holds good as £rom Mmh 19th,
1915, in the case of establishments which sub ly b eon-
trolled (i.e., a man who was employed between March and July in an

tablishment which b controlled under the Munitions Acts is
gnaranteed priority of employment under the Treasury Agreement).

8. The Government has given a promise, which bas not the force
of law, that where new inventions are introduced, the class of work-
men to operate them after the war shall be determined according to
the practice prevailing before the war in the nearest analogous elass
of work.

7. 1t is guaranteed by law that where non-union labor is introduced
on any class of work in a controlled establishment, in which it was
the practice prior to the war to employ union labor exclusively, the
introduction of such labor shall be only for the war period.
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V~—NOTE ON GOVERNMENT ESTABLISHMENTS

The question has arisen whether the Government itself, in its
eapacity as employer, is bound by the above pledges. The following
answer, given by the Prime Minister on August 21st, 1916, in answer
to & question by Mr. Duncan, explains the position:—

“The Crown, not being expressly named in the Munitions of War-
Act, 1915, is not as a matter of law bound by its provisions. There
is a sp hinery for settling such questions in the dockyards to
which it seems desxrnb]e to resort in the first instance. There are
other cases in which it is practically impossible to arbitrate in regard
to isolated classes without reference to the interest of others. It is
quite recognized that, subject to exceptional cases, the spirit of this
provision of the Act should be observed by Government Depart-
ments.”

The question and answer in this case refer only to “the pro-
visions for the avoidance of disputes enforced upon private em-
ployers”; but it is to be p d that the pplies in principle
to the restoration of Trade Union conditions after the war.

APPENDIX

In the following Appendix there have been gathered together for
reference the most importent statements made by responsible mem-
bers of the Government on the question of Trade Union rules. Ex-
tracts from the early speeches of Mr, Tennaunt and Mr. Harold Baker,
on behalf of the War Office, in February, 1915, though they con-
tain no reference to guara.nteee have been given because they are

the liest Gov ts on the matter of Trade
Union rules Apart from these two extracts, only passages contain-
ing exy P of restoration after the war are included :—

Me. TenNanT's BreecH, Houst oF CommoNs, FEBRUARY 8TH,
1915:—

“I would appeal to the hon. gentlemen below the gangway (the
Labor Party) to help us to organize the forces of labor, to help us so
that where one man goes to join the coloxs his place may be taken by
a man who is not of military age, or of military physique, or by a
woman. I believe that might be done.

“T would ask them to assist the Government also in granting only
for the period of the war some form of rela.xa.t.mn of their rules n.nd
regulations.
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“In the works of many firms, not so much armament firms as eloth-
ing firms, Faetory Act rules and regulations have been largely sbro-
gated already, and I would serionsly ask the Labor Party whether
they could not prevail upon the Trade Unionists in this eountry to
adopt & measure of a purely temporary kind for the relaxation of
some of the more stringent regulations.”

Mzg. HaroLp Baxker’s SpeecH, House or Commons, Fepruary 97H,
1915:—

“There are certain steps which may be considered desirable. The
Trade Unions have a perfectly proper desire to safeguard their in-
terests against the time when peace returns. If we leave these
things to be settled by fair and proper discussion outside we shall
be more likely to achieve the result desired.”

Lorp KircHENER'S SPEECH, HoUuse or Lorps, MarcH 15TH, 1915:—

“Tt bas been brought to my notice on more than one occasion that
the restrictions of Trade Unions have undoubtedly added to our diffi-
culties, not so much in obtaining sufficient labor, as in making the
best use of that labor. I am confident, however, that the serionsness
of the position as regards our supplies bas only to be mentioned and
all concerned will agree to waive for the period of the war any of
those restrictions which prevent in the very slightest degree our
utilizing all the labor available to the fullest extent that is possible.”

“The second proposition is the suspension where 'y during
the war of restrictions of output. Here, again, I want to make it
perfectly elear that I am only di g this suspension during the
war. The increase in output is so essential to ns, where we have to
turn out munitions of war not merely for ourselves but to help our
Allies, that I do hope you will help us for the moment by suspend-
ing the operation of any rules or regulations which tend to diminish
the output. I know it is a very difficult question for youn to decide
upon, but it is very important for the State at the present juneture.”

Mg. Asqurrn’s SpeEcH, MarcE 20TH, 1915:—

“What are those sacrifices? They may, I think, be summarized
under three heads—limitation of profits, the temporary suspension of
restrictive rules and enst and the p ion of ble com-
pensation in cases of proved injury or loss. The first, you observe,
falls upon the employer, and the second upon the men—especially
upon those men who are members of Trade Unions—and the third
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upon the State. Let me deal with each of them in a single sentence.
As to profits, I believe we shall all agree that the firms and com-
panies who are supplying the State with munitions of war should
not be entitled thereby to make undue profits out of them. That we
know is the opinion, and is going to be the practice of some of the
greatest and most representative of those bodies. Under the second
head, I believe there is an equally general agreement, and I hope and .
trust that that ag t will be tr “’i.ntopractxce,andthat
restrictive regulati hether as d tput or as reg
demayration of different cl of labor gulations on long expe-
rience, whmh we may without prejudice agree to be quite appropriate
to may be pended while war lasts, to be
resumed thereafter. I kmow well that an agreement to that effect
has been come to between the Federation of Engi g Employers
and the great Trade Union, the Amalgamated Soclety of Engineers,
which is the custodian and the experi d and tried trustee of the
interests of the men, and I would venture to express a strong appeal
that the ag t way be ied out not only as between the
parties to it, but with the general assent of all men who in this
critical stage of our fortunes are engaged in the fabrications of muni-
tions of war. They will suffer for nothing in the long run.

“I am not one of those, if there be such who thmk that i in f.hese
matters the Trade Unions have been p or i i
in a passion for d ing and ““wem'* I beli
on the contrary, that the great bulk, I won’t say all—many of them
are much open fo argument—but the great bulk of the rules and
customs which they have adopted as the £ruit of long experience are

tified by that experi , and have tended not to diminish but to
increase the output of our industries. But we are living in ex-
ceptional times. We have to meet a special emergency, and you may
be sure they will not be prejudicing the interests of their Unions or
the ecause which the Union rep ts if they t, so long as
those critical conditions prevail, to a temporery waiving and sus-
pension of those customs and rules.”

Mg. Lroyp GroreE, TREASURY CONPERENCE, MARCH 22ND, 1815:—
“As to that . . . we realized that when Labor was making con-
cessions to us by rela.xmg certain rules during the period of the war
Labor was qmte right in insisting on the strictest saf
those concessions being abused. I think you may say that we ¢ have
practically accepted the safeguards suggested by the delegates; we
were so entirely in agreement with them as to the desirability
of protecting the workmen’s interests in the matter.”
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Mg. LLoyp Grorer’s SpeecH, House or COMMONS, INTEODUCING THE
Munrrions Bux, June 23rp, 1915.

“The next thing i the suspension during the war, on the honor and
pledge of the nation that things would be restored exactly to the
position they were in before the suspension, of all these restrictions
and practices that interfere with the increase of the output of war
materials.”

TrE HoME SECRETARY (SIR JOEN SIMON), SPEAKING ON THE SECOND
Respwve or THE MuniTioNs By, JUNE 28TH, 1915.

“In the first place, you must make it plain, and yon must not only
make it plain, but as far as may be you must provide in your Statute
that this concession that workpeople make in the crisis of the war for
the ecountry’s sake is a temporary concession, which does not in the
least prejudice their established rights so hardly won after, in many
eages, a long struggle in times past. This is a provision for the war,
and for the war only, and it is an essential condition of that which we
are asking, that when the war is over the honor of the House of Com-
mons is pledged, the promise of the Government is given, and all
who really try to ea.rry this Bill undertake that orgnmzed workpeople
are not to suffer b of the temporary d t of Trade
Union restrictions.”

Mg. Lioyp George’s SrateMeNT IN THE House or COMMONS ON
Procress or MuNrTIONs DEPARTMENT, JULY 281H, 1915.

“I hope they will take not merely s promise, but a solemn nnder-
taking put in an Act of Parliament by which not merely the Govern-
ment, but the whole of the House of Commons and the House of
Lords undertook that at the end of the war the fact of their abandon-
ing those practices now will mot prevent them restoring the practiees
at the end of the war. It is so vital that this should be done during
the war that even an undertaking of that kind must be honored.”

Mg Lioyp Georce's SpeecE 10 THE TrapEs UNiow CoNGRESS,
SepTEMBER 9TH, 1915 :—

“The next undertaking we gave was that we would give a guarantee
that at the end of the war the pre-war conditions would be restored.
How have we done that? We have done it, not merely by solemn
declaration on the part of the Government, but we bave embodied
them in an Act of Parliament. We have a statutory gnarantee ear-

ried i ly by Parli t, by men of all parties—employers,
workmen, Liberal, Unionist, conseriptionist, anti-conscriptionist, pro-
G and anti-G il sorts snd econditions of men. They

are all in it, and they are all eommitted to that guarantee.”
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Mr AsqQuiTe’s REPLY T0 THE TRIPLE ALLIANCE DEPUTATION, Avug-
usT 3rp, 1916. (“TrsEs” REPORT.)

“Mr. Asquith said they were already taking steps to collect and
elassify the various war pledges, if he might so deseribe them, which
had been given affecting Trade Union practices. So far as some-
thing like 4,000 controlled establishments were concerned, Part I. of
the Munitions Act provided for the continuance of an arbitration
machinery for the interpretation of these agreements for a year after
the war, and the Government were carefully considering whaz ma-
chinery was ,"to’ of diff of interpret if
there be such, in ngreements affecting other works and establish-
ments. Speaking generally on this point, he wished to say that the
pledges whick had been given, and the obligations incurred under
them, were, in the view of the Government, obligations of honor and
indisputably valid, and nothing but the assent of all the parties con-
cerned eould vary them or disp with their plete fulfilment.”

(“Damy CERONICLE” REPORT.)

“On the first of the five proposals put before him (restoration of
Trade Union practices after the war) the Prime Minister said that
most explicit and emphatie pledges had been given that all Trade
Union conditions should be restored after the war, and the Govern-
ment had no intention of departing from that pledge 'in the least
degree. Provision was made for the interpretation of these agree-
ments in all eontrolled establishments, and the Government was care-
fully eonsidering the kind of machinery to be set up to dispose of
the difficulties of interpretation in other establishments.”

Me. MonTaeu’s SpeecH, House or CoMmons, Aveusr 15tw, 1916,

“But the cessation of disputes and the postponement of the re-
forms which slowly emerged from the elash of conflicting interests
do not exhaust the full measure of the sacrifices which organized
Labor has made. The Trade Unions place on one side the whole
armor of Trade Union regulations upon which they had hitherto re-
lied. For the weapons slowly forged during long years of struggle
~rules and costoms relntmg to hours of labor, overtime, the right
of entrance to trades, d tion of industry, the regulation of boy
labor, and the uclumon of women from certain classes of cecupa~
tions—all these, directly or indirectly, might have tended to reduce
the output during the war. The Government asked Labor to put all
these on one side. It was a great deal to ask. I doubt if any com-
munity has ever been asked for greater sacnﬂcu, but with a loyalty
and statesmanship which t be d the st was

4
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readily granted. The Trade Unions required, and they were right
to reqmre, a scrupulous record and recognition of what they were

g. It was promised to them as a right, but they will receive
more, not only the restoratxon of the system they temporarily aban-
doned, but the gratitude of the Army and of the nation, and they
will, T trust, place the nation still further in their debt by playing an
important part in devising some system which will reconcile in the
future conflicting industrial interests.”




APPENDIX F
THE LABOR PARTY’S STATEMENT
THE LABOR PROBL:‘.I;!S AFTER THE WAR
DEMOBILIZATION

(i.) That when peace comes the demobilization and discharge of
the seven or eight million wage-earners now paid from public funds,
either for service with the Colors or on munition work and other war
trades, will bring to the whole wage-earning class grave peril of Un-
employment, Reduction of Wages, and & lasting Degradation of the
Standard of Life, which ean be prevented only by deliberate National
Organization;

(ii.) That this Conference accordingly ealls upon the Government
to formulate its plan, and make in advance all arrangements neces-
gary for coping with so unparalleled a dislocation of industry;

(iii.) That regard should be had, in stopping Government orders,
reducing the staff of the National Factories, and demobilizing the
Army to the state of the Labor Market in particular industries and
in different distriets, so as both to supply the kinds of labor most
urgently required for the revival of peace production, and to p t
any econgestion of Unemployed;

(iv.) That it is imperative that suitabl i inst being
turned suddenly adrift without should be made not only
for the soldiers, but also for the three million operatives in muni-
tion work and other war trades, who will be discharged before most
of the Army can be disbanded;

(v.) That the Conference, noting the month’s furlongh, gratuity,
free railway ticket, and a year’s Unemployment Benefit if out of
work already promised to the soldier, urges that (a) there should be
no gap between the cessation of his pay and separation allowance
and the beginning of his Unemployment Beneﬁt, and (b) that this
special ex-soldier’s Unemployment Benefit given to all should be ad-
ditional to any Benefit under the Natlonal Insurance Act, to whmh
many men are already entitled in respect of contril ted
from their wages; and

(vi.) That any Government whzig_l; allows the discharged soldier to
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fall into the clutches of the Poor Law should be instantly driven
from office by an outburst of popular indignation.

THE MACHINERY FOR BECURING EMPLOYMENT

(i.) That the Conference emphatically protests against the work of
re-settling the disbanded soldiers and dxscharged mumtlon workers
into new situations—which is a nati
@ matter for charity; and agamst thls pubhc duty bemg ha.nded over
either to ittees of p hropists or b ties, or to
any of the mmtary or reenutmg authorities;

(ii.) That in view of the fact that the best organization for plac-
ing men in situations is a national Trade Union having local
Branches throughout the Kingdom, every soldier should be allowed,
if he chooses, to have a duplicate of his industrial discharge notice
sent through, one month before the date fixed for his diacharge, to
the Secretary of the Trade Union to which he belongs or wishes to
belong;

(iii.) That, apart from this use of the Trade Union, it is necessary
to make use of some such public machinery as that of the Employ-
ment Exchanges, but that before the existing Exchanges (which
would need to be greatly extended) can receive the codperation and
support of the organized Labor M t, without which their oper-
ations can never be fully successful, it is imperative that they should
be drastically reformed on the lines laid down in the Demobilization
Report of the Labor after the War Committee, and, in particular,
that each Exchange shonld be placed under the supervision and con-
trol of a Joint Committee of Employers and Trade Unionists, in
equal nambers.

(iv.) That no Trade Union shall be brought within Part II. of the
National Insurance Act, whether administered by the Employment
Exchanges or otherwise, unless it has been first consulted, and agrees
to its inclusion therein.

THE RESTORATION OF TRADE UNION CONDITIONS

(i.) That this Conference inds the Gow t that it is
pledged unreservedly and unconditionally, and the nation with it, in
the most sol to the R ion after the War of all the
rules, conditions and that p iled in the workshops before
the War; and to the abrogation, when peace comes, of all the changes
introduced not only in the National Factories and the 4,500 Con-
trolled Establishments, but also in the large number of others to
which provisions of the Munitions Acts have been applied;
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(i) That the Conference places on record its confident expecta-
tion and desire that if any employers should be so unscrupulous as
to hesitate to fulfil this pledge, the Government will see to it that,
mnomdnstrymdmno""‘mm ibbli i permxtted
of an obligation in which the whole Lebor Movement has a.n in-
terest.

(iii.) In view of the unsatisfactory character of the provisions in
the Muniti Act dealing with the restoration of Trade Union
eustoms after the war, the Conference ealls upon the Government to
provice ad te statutory hinery for restoration:

“(a) By that all provisions in the Acts necessary to en-
force restoration shall eontmue in operation for & full year after the
strictive provi ti '.l'rade Umon rules (Section 4 (3),
and giving Munitions Tribunals diseip Y P over workmen

(Section 7) have been terminated.
“(b) By removing all restrictions upon the right of the workmen

to strike for the restoration of the cust which have been abro-
gated,
“(e) By limiti lsory Arbitration strictly to the War

period and providing fully that the right to prosecute an employer
for a failure to restore Trade Union customs shall eontinue for a
full year after the termination of the restrictive powers in the Aects.

“The Conference further calls upon Parliament to limit all re-
strictive legislation directed against workpeople strictly to the War
period, and, snbject to the above exceptions, ealls for the abrogation
of restrictive clauses in the Munitions of War Acts and in the De-
fense of the Realm Acts, immediately upon the conclusion of hos-
tilitien.”

THE PREVENTION OF UNEMPLOYMENT

(L) That in the opinion of this Conf it is the duty of the
Government to adopt a policy of deliberately and systematically
preventing the occurrence of Unemployment, instead of (as hereto-
fore) letting Unemployment occur, and then seeking, vainly and
expensively, to relieve the Unemployed;

(ii.) That the Government can, if it chooses, arrange the publie
works and the orders of National Departments and Local Authori-
ties in such a way as to maintain the aggregate demand for labor
in the whole Kingdom (including that of eapitalist employers) ap-
proximately at a uniform level from year to year, llnd it is there—
fore the first duty of the Gov t to p! id
or widespread fluctuations in the total numbers ployed in times
of good or bad trade.
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(iii.) That in order to prepare for the possibility of there being
extensive Unemployment, either in the course of demobilization, and
in the first years of peace, it is essential that the Government should
make all necessary preparations for putting instantly in hand di-
rectly or through the Local Authorities, such urgently needed public
works as (a) the rehousing of the population alike in rural districts,
mining villages and town slums, to the extent, possibly, of 200
millions sterling; (b) the unmedmte making-good of the shortage of
schools, training i lleges, ete.; (¢) mew roads;
(d) light railways; (e) the reorganization of the canal system;
(f) afforestation; (g) the reclamation of land; (k) the develop-
ment and better equipment of our ports and harbors; (i) the open-
ing up of access to land by small holdings and other practicable

ways.
(iv.) That in order to relieve any p of an ov ked

Labor Market, the opportunity shonld be taken (a) to raise the

school-leaving age to 16; (b) to i the ber of b

for Secondary and nghex Eduecation; and (¢) to shorten the hours
of labor of all young persons to enable them to attend technieal and
other classes in the daytime.

(v.) That wherever practicable the hours of labor should be re-
duced to not more than 48 per week, without reduction of the
standard rates of wages; and that legislation should be introduced
accordingly.

THE MAINTENANCE OF THE STANDARD OF LIFE

(i.) That it is of supreme national importance that there should
not be any Degradation of the Standard of Life of the popula-
tion; and it is accordingly the duty of the Government to see to it
that, when peace comes, the Standard Rates of Wages in all trades
should, relatively to the cost of living, be fully maintained.

(ii.) That is shonld be made clear to employers that any attempt
to reduce the customary rates of wages when peace eomes, or to
take advantage of the dislocation of demobilization to worsen the
conditions of labor, will eertainly lead to embittered industrial strife,
which will be in the highest degree detrimental to the national in-
terests; and the Government should therefore take steps to avert
such a ealamity.

(iii.) That the Government should not only, as the greatest em-
ployer of labor, set a good example in this respect, but should
also seek to influence employers by proclaiming in advance that it
will not attempt to lower the Standard Rates or eonditions in publie
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employment, by announcing that it will insist on the most rigorous
observance of the Fair Wages Clause in public contracts, and by
- recommending every Local Authority to adopt the same policy.

THE LEGAL MINIMUM WAGE

(i.) That the Coal Mines (Minimum Wage) Act should be main-
tained in force, and suitably amended so as to ensure greater uni-
formity of conditions among the several districts, and so as to make’
the Distriet Minimum in all cases gn effective reality;

(i} That in view of the fact that many millions of wage-
earners, notably, women, carmen, agricultural laborers, and work-
men in various ocempations, are unable by combination to obtain
wages adequate for decent maint in health, the Trade Boards
Act shounld be amended and made to apply to all industrial em-
ployments in which the bulk of those employed obtain less than 30s.
per week.

(iii.) That this minimum of not less than 30s. per week be a
statutory minimum for all trades.

THE NATIONALIZATION OF RAILWAYS

(i.) That the Conference most emphatically protests against the
Railways, which are under Government control, being handed back
after the war to the control of the shareholders, whose only mterest
is that of extracting the largest possible d:vndend'

(ii.) The Conference asks that the partial Nntxonalmnon wlnch
has taken place should be completed and extended to those canals
which are still outside railway 1; and the shareholders should
be got rid of by taking over their present property at its fair mar-
ket value; and that the transformation of the railways and ecanals
into a unified public service of transport and communication, ad-

" minijstered solely in the public int with ts for the
participation in the managements, both local and central, of all
grades of employees, should be one of the first tasks of the Govern-
ment after the war.

THE NATIONALIZATION OF MINES

(1) That in the opinion of this Conference the time has come
when this country should no longer be dependent for m eoal supply
on a small pumber of capitalist oolhery p
and dealers, among whom there is an increasing tendency to com-
binations and p; ts, by which the ¢onsumer is made to
pay a quite unnecessary prwe for coal; and that the Government
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should at once take over all coal and other mines, work them as a
national enterprise, and appropriate to the nation all rents and
profits;

(ii.) That in orgamzmg the nation’s coal supply on the basis
of production for use instead of production for profit, due arrange-
ments should be made for the participation in the management, both
lIocal and central, of the employees of all grades;

(iii.) That the Government Coal Department might undertake
the supply for export and shipping, the Local Authorities and all
industrial consumers of any magnitude; delivering the coal for
domestic consumption to any railway station at a fixed price, as
unalterable and as uniform as that of the postage stamp, for re-
tailing and delivery at a fixed additional charge just eovering cost.

AGRICULTURE

(1) That the present arr ts for the production and dis-
tribution of food in this country amount to nothing short of a na-
tional disgrace, and must be radically altered without delay;

(ii.) That it is imperative that the Government should promptly
resume control of the nation’s agricultural land, and organize its
utilization not for rent, not for game, not for the social amenity of
& small social class, not even for obtaining the largest perecentage
on the capital employed, but solely with a view to the production of
the largest possible proportion of the foodstuffs required by the

pulation of these islands at a price not exceeding that for which
they can be brought from other lands;

(iii.) That this can probably best be attained by a binati
of (a) Government farms, administered on & large scale, with the
utmost use of machinery; (b) Small Holdings made aecessible to
practical agriculturists; (o) Municipal enterprises in agriculture,
in conjunction with municipal institutions of various kinds, milk
depots, sewage works, ete.; (d) farms ]el: to Codperative Societies
and other t , under g the kind of eultivation
desired ;

(iv.) That under all systems the agricultural laborer must be se-
cured a decent cottage, an allotment, and a Living Wage;

(v.) That the distribution of foodstuffs in the fowns—from milk
and meat to bread and vegetables—should be taken out of the
hands of the present multiplicity of dealers and shopkeepers, and
organized by Democratic Consnmers, Codperative Societies and the
Local Authorities working in eonjunetion.
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TAXATION

(i.) That in view of the debm ‘—"durmgthe
war and of the ity to lLigh fi i
ordertoembletheeountryheompetz sneeemfnllyonthemxrkets
of the world 20 soon as peace comes, this Conference demands that

itable system of iption of accumulated wealth should
be pnt into operanon fort.hmth believing that no system of income
tax or exeess profits duties will yield enough to free the country
from oppresesive debts, and that any attempt to tax food or the
othet neeessities of life wonld be unjust and ruinous to the masses
of the people;

(ii.) That the only solution of the difficulties that lmve arisen is
a system of taxation by which the ti shall
be derived mainly from direct taxation a.nd imposts upon luxuries,
and that the taxation upon d i should be sabstantially
inereased and graded so that on the higher scales it shonld be not
less than 15e. in the pound;

(iii.) That the whole system of land taxation shounld be revised
so that effect should be given to the fact that the land of the mation,
which has been defended by the lives and sufferings of its people,
ghall belong to the nation and be used for the nation’s benefit.

(iv.) That a8 during the war the Government has had to eome
to the assistance of the banking institutions of the eountry, and that
lthmbeenfonndneeesarympayveryhghntaforthemoney
raised, id ly to the from the
war, every effort should be made to nationali the b ”TT“
of the eountry in order to free the eommunity from private ex-
ploitation.

“That this Conf b atieall " inst the +0d
attempts to bring Coopemhve dividends within the scope of the
Income Tax.”

“That this Conference, recogniring that the huge national ex-
penditure, caused by the War, has to be met by increased taxation,
declares that those who elaim the ownership of the land of the
eountry should be required to make a special contribution towards
its defense. It therefore ealls mpon the Government to impose a
direet tax on land values in the next Budget, and to ensble this to
be domne, to use the powers eonferred by the Defense of the Realm
Act to compel all owners of land o furnish an immediate declara-
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tion of the present value, extent, and character of all land in their
possession.

“That this Conference affirms that such a tax, in addition to pro-
viding a large amount of revenue, would open up the land to the
people, increase the production of home grown food, and thus
materially reduce the prevailing high cost of living, tend to raise
wages, and lessen the evil of unemployment which threatens on the
close of the war.”

FRANCHISE

(i) That this Conference declares that the war has made ob-
solete all our past system of enfranchisement and registration;

(ii.) That the only solution of the difficulties that have arisen
is Adult Suffrage, including women;

(iii.) That registration should be 8o conducted that every properly
qualified person should have the opportunity to vote at elections, and
that this entails both a short period of qualification and continuous
registration;

(iv.) That soldiers and munition workers should not only have
the right of voting conferred upon them, but that arrangements
should be made by which that right ean be exercised, including the
provision of facilities for all didates to put their views fairly
before these electors; and that ss far as possible similar arrange-
ments should be made for the convenience of seamen and other
electors necessarily absent from thir constituencies;

(v.) That redistribution of electorates should take place at once;

(vi.) That no electi ducted on the p gister, or before
the above changes have been made, can return a Parliament which
represents the nation.

THE POSITION OF WOMEN AFITER THE WAR

“That in view of the great national services rendered by women
during this time of war, and of the importance of maintaining a
high level of wages for both men and women workers, this Confer-
ence urges:

%(i.) That work or maintenance at fair rates should be provided
for all women displaced from their employment to make way
for men rcturning from serviee with the forces or other
national work.

“(ii.) That full inquiry should be made into trades and processes
previously held to be nnhealthy or in any way unsuitable
for women, but now being earried on by them, with 8 view
to making recommendations as to their further employ-
ment in such trades.
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%(iii.) That all women employed in trades formerly closed to
them should only continne to be so employed at Trade
Union rates of wages.

%(iv.) That Trade Unions should accept women members in all
trades in which they are employed.”

EDUCATION AND CHILD WELFARE

Admvinistrative
“Buch alterati of the Education Aet of 1902 as shall secure
full public responsibility for the maint: and- control of all

grades of schools, colleges and universities.

“Abolition of all education fees.

“anmg of the school leaving age to 16, with increased number
of t grants, graded to age and ecireumstances.

“U 1 free 1 a

“No partial or half tune exemptmns before fulfilment of regular
secondary ecourse, and not then unless agreed to by the school
doetor.

“Education Authority to have equal jurisdiction over part time
factory employment as over non-factory employment.

“Larger proportion of local education costs to be borne by Na-
txonal Treasury.

“Pensions for dary teachers, as in case of elementary teach-
ers in England.
Hygienic
“Hygleme conditions in elex ‘-ry hools to be b ht up to
p
standard of best 1 hool

“School Doctor to be certifying surgeon for half-timers and young
persons in employment. )

“Full scheme of free public medical service to expectant and
nursing mothers and their children; in the case of the latter, to be
eontinued up to achool age and properly cosrdinated with the school
medical serviee.

“Swimming baths, gymnasia, and the best known scheme of phys-
ieal training for every child ing tt h the sch

“A scheme of phbysical instraction for all young people from 16
to 20 years of age.

“Amendment of Provision of Meals Act, 80 as to provide meals
out of public funds for all school children certified by the school
doctor to be improperly or insufficiently nourished.
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EDUCATIONAL

“Higher scale of teachers’ salaries and higher minimum standard
of equipment for teachers, with fuller provision of facilities for in-
tending teachers, and more generous public help for all accepted
candidates.

“Reduction of size of classes in elementary schools to that of
secondary schools.

“Playing fields to be provided for elementary schools.

“All higher forms of education, Technical and University, to be
eodrdinated under public control and entirely free to all pupils de-
sirous of undertaking the course provided.

“Principle of open-air schools to be adopted for all schools at
earliest posgible moment. A great increase ‘of the system of camp
schools, vacation centers. Travel studies by sea and land.

“No specmlu.atlon until last year of secondaty school eonrse,
when bias given in direction, Technical, Prof I or C:
as part of a general education.”

'y
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INDUSTRIAL ﬁEPOBTS. NUMBER L
INDUSTRIAL COUNCILS

The’ Whitley Report, togethor with the Letter of the Minister of
Labor explaining the Government’s view of its proposals,

I. LETTER ADDRESSED BY THE MINISTER OF LABOR
TO THE LEADING EMPLOYERS’ ASSOCIATIONS AND
TRADE UNIONS

MINISTRY OF LABOR,
MonTacu Housg,
WarresaLn, S.W. 1,
20th October, 1917.
Sm,

In July last a circular letter was addressed by the Ministry of
Labor to all the principal Employers’ Associations and Trade
Unions asking for their views on the proposals made in the Report
of the Whitley Committee on Joint Standing Industrial Councils, a
further copy of which is enclosed. As a result of the replies which
have been received from a large number of Employers’ organiza-
tions and Trade Unions generally favoring the adoption of those
proposals, the War Cabinet have decided to adopt the Report as part
of the policy which they hope to see carried into effeet in the field
of industrial reconstruction.

In order that the precise effect of this decision may not be mis-
understood, I desire to draw attention to one or two points which
have been raised in the communications made to the Ministry on the
subject, and on which some misapprehension appears to exist in some
quarters.

In the first place, fears have been exp d that the proposal to
set up Industrial C ils indicates an intention to introduce an ele-
ment of State interference which bas hitherto not existed in in-
dustry. This is not the case. The formation aund constitution of
the C ils must be principally the work of the industries them-
selves. Although, for reasons which will be explained later, the

297
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Government are very anxious that sueh Councils should be estab-
lished in all the well-organized industries with as little delay as
possible, they fully realize that the success of the scheme must de-
pend upon a general agreement among the various organizations
within a given industry and a clearly expressed demand for the
creation of & Couneil. Moreover, when formed, the Councils would
be independent bodies electing their own officers and free to deter-
mine their own functions and procedure with reference to the
peculiar needs of each trade. In faet, they would be autonomous
bodies, and they would, in effect, make possible a larger degree of
self-government in industry than exists to-day.

Secondly, the Report has been interpreted as meaning that the
general constitution which it suggests should be applied without
modification to each industry. This is entirely contrary to the
view of the Government on the matter. To any one with a knowl-
edge of the diverse kinds of machinery already in operation, and
the varying geographical and industrial conditions which affect
different industries it will be obvious that no rigid scheme can be
applied to all of them. Each industry must therefore adapt the
proposals made in the Report as may seem most suitable to its own
needs. In some industries, for instance, it may be considered by
both employers and employed that a system of Works Committees
is unnecessary owing to the perfection of the arrangements already
in operation for dealing with the difficulties arising in particular
works between the management and the trade union officials, In
others Works Committees have done very valuable work where they
have been introduced and their extension on agreed lines deserves
every encouragement. Again, in industries which are largely based
on distriet organizations it will probably be found desirable to assign
more important functions to the District Councils than would be
the case in trades which are more completely centralized in national
bodies. All these questions will have to be threshed out by the
industries themselves and settled in harmony with their particular
needs.

Thirdly, it should be made elear that representation on the In-
dustrial Couneils is intended to be on the basis of existing organiza-
tions among employers and workmen concerned in each industry,
although it will, of course, be open to the Councils, when formed,
to grant representation to any new bodies which may eome into ex-
istence and which may be entitled to representation. The authority,
and consequently the usefulness of the Councils will depend en-
tirely on the extent to which they represent the different interests




APPENDIX G 299

and en,)oy the whole-hearted snpport of the existing orgamzahons,
and it is therefore desirable that rep tation should be d
on as broad a basis as possible.

Lastly, it has been suggested that the scheme is intended to pro-
mote compulsory arbitration. This is certainly not the case. What-
ever agreements may be made for desling with disputes must be left
to the industry itself to frame, and their efficacy must depend upon
the voluntary codperation of the organizations concerned in carrying
them out.

I should now like to explain smne of the reasons which have made

the Gow: t i to see Industrial Councils established as
soon as possible in the organized trades The experience of the
" war has shown the need for freq Itation between the Gov-

ernment and the chosen representatives of both employers and work-
men on vital questions concerning those industries which have been
most affected by war conditions, In some instances different Gov-
ernment Departments have approached different organizations m
the same industry, and in many cases the ab of joint rep

tive bodies whick can speak for their industries a8 a whole and
voice the joint opinion of employers and workmen, has been found
to render negotiations much more difficult than they would other-
wise have been. The case of the cotton trade, where the industry is
being regulated during a very difficult time by a Joint Board of
Control, indicates how greatly the task of the State can be alleviated
by a self-governing body capable of taking charge of the interests
of the whole industry. The problems of the period of transition
and reconstruction will not be less difficult than those which the
war has created, and the Government accordingly feel that the task
of rebuilding the social and economie fabrie on & broader end surer
foundation will be rendered much easier if in the _organized trades
there exist representative bodies to which the various questions of
difficulty can be referred for consideration and advice as they arise.
There are a number of such questions on which the Government will
need the united and considered opinion of each large industry, such
as the demoblhzatmn of the Forees, the- !e-settlement of munition

workers in eivil i t hip (especially where inter-
rupted by war servxce), the trmnmg and employment of disabled
1di and the 1 of raw materials; and the more it is able

to avail itself of such an opinion the more satisfactory and stable the
solution of these questions is likely to be.
Further, it will be necessary in the national interest to ensure
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8 setﬂement of the more permanent qnestxons which have caused
diff ploy and employed in the past, on such
a basis as to prevent the occurrence of disputes and of serious stop-
pages in the difficult period during which the problems just referred
to will have to be solved. It is felt that this object can only be

d by the exist of per t bodies on the lines suggested
by the Whitley Report, which will be capable not merely of dealing
with disputes when they arise, but of seitling the big questions at
issue so far as possible on such a basis as to prevent serious con-
fliets arising at all.

The above stat t of the functions of the Ci ils i8 not in-
tended to be exhaustive, but only to indicate some of the more im-
mediate questions which they will be called upon to deal with when
set up. Their general objects are described in the words of the
Report as being “to offer to workpeople the means of attaining
improved conditions of employment and a bigher standard of com-
fort genemlly, and involve the enlistment of their active and eon-

tion in the p tion of i try.” Some further
specific questions, which the Councils might consider, were indi-
cated by the Committee in paragraph 18 of the Report, and it will
be for the Ci ils th lves to determine what matters they shall
deal with. Further, such Councils would obviously be the suitable
bodies to make representations to the Government as to legislation,
which they think would be of advantage to their industry.

In order, therefore, that the Councils may be able to fulfil the
duties which they will be asked to undertake, and that they may have
the requisite status for doing so, the Government desire it to be
understood that the C ils will be gnized as the official stand-
ing Consultative Committees to the Government on all future ques-
tions affecting the industries which they represent, and that they
will be the normal channel through which the opinion and experience
of an industry will be sought on all questions with which the in-
dustry is concerned. It will be seen, therefore, that it is intended
that Industrial Councils should play a definite and permanent part
in the economic life of the conntry, and the Government feels that
it can rely on both employers and workmen to coiiperate in order
to make that part a worthy one.

I hope, therefore, that you will take this letter as a fomal re-
quest to your organization on the part of the Government to con-
sider the gquestion of earrying out the recommendations of the Re-
port so far as they are applicable to your industry. The Ministry
of Labor will be willing to give every assistanee in its power in the
establishment of Industrial C ils, and will be glad to receive
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suggestions as o the way in which it can be given most effectively.
In partlcular, it will be ready to assist in the eonvening of repre-

eonf di the establishment of Councils, to
provnie secretannl assxstance and to. be represented, if desu‘ed in
ive ty at the preli y tings. The Ministry

mll be glad to be kept informed of any progress made in the diree-
tion of forming Councils. Although the scheme is only intended, and
indeed can only be applied, in trades which are well organized on
both sides, I would point out that it rests with those trades which
do npt at present possess a sufficient organization to bring it about if
they desire to apply it to themselves.

In conclusion, I would again emphasize the pressmg need for the
represents,tlve organizations of employers and workpeople to come
together in the orga.nwed trades and to prepa.re themselves for the

of truction by f tent to deal
with them. The Government trust tlmt they will appronch these
problems not as two opposing forces each bent on getting as much
and giving as little as can be contrived, but as forces having a com-
mon interest in working together for the welfare of their industry,
not merely for the sake of those concerned in it, but also for the
sake of the nation which depends so largely on its industries for
its well-being. If the spirit which has enabled all elasses to over-
come by willing codperation the innumerable dangers and difficulties
which have beset us during the war is applied to the problems of
Reconstruction, I am convinced that they can be solved in 2 way
which will lay the foundation of the future prosperity of the country
and of those engaged in its great industries,

I am, Sir,
Your obedient servant,
Geo. H. ROBERTS.

INDUSTRIAL COUNCILS

RePorT OF THE RECONSTRUCTION COMMITTEE ON RELATIONS B2-
TwEEN EMPLOYERS aND EMPLOYED

The Committee consisted of the following members:—
Tae Rieur Hown. J. H. WaITLEY, M.P,, Chairman.
{Chai of C itt: House of Commons.)
Mr. F. 8. Burron (formerly Member of Executive Council, Amal-
gamated Society of Engineers).
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Sir @. J. Canrer, K.B.E. (Chairman, Shipbuilding Employers’
Federation).

Professor S. J. Cuapman, C.B.E. (Professor of Politicel Economy,
University of Manchester).

Sir Gmserr CrLaveHTON, Bart. (Chairman, London and North
‘Western Railway Company).

Mr. J. R. CLyNEs, M.P. (President National Union of General
‘Workers).

Mr. J. A. HoBson.

Miss Susan LawreNCE (Member of London County Council and
Member of the Execative Committee of the Women’s Trade
Union League).

Mr, J. J. MALLON (Seeretary, National Anti-Sweating Leagne).

Sir THos. A. RarcLrsre-ELLis (Secretary, Mining Association of
Great Britain).

Mr. RopErr SuiLnie (President, Miners’ Federation of Great
Britain).

Mr. Autan M. Smrre (Chairman, Engineering Employers’ Federa-
tion).

Miss MoNs Wison (National Health I C ).

Mr. H. J. WiLson, Ministry of Labor,
Mr., ARTHUR GREENWOOD,
Secretaries.

To the Right Honorable D. Luovp Grongg, M.P., Prime Minister.
Sz,
We have the honor to submit the following Interim Report on
Joint Standing Industrial Councils.
2. The terms of reference to the Sub-Committee are:—
“(1) To make and consider suggestions for securing a per-
p t in the relati between employers and
workmen.

“(2) To recommend means for securing that industrial con-
ditions affecting the relations between employers and workmen
shall be systematieally reviewed by those concerned, with a
view to improving conditions in the future.”

3. After a general consideration of our duties in relation to the

mattersreferredtous,we"”ﬂmto dd lves to the
problem of eatablishing per tly improved relations between
employers and employed in the main mduxtnes of the ecountry, in

which there exist r i on both sides. The

P t report di gly deals more especially with these trades.
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We are p ding with the ideration of the probl d
with the , industries which are less well orgamzed.

4. We appreciate that under the pressure of the war both em-
ployers and workpeople and their orgavizations are very much
pre pied, but, notwithstanding, we believe it to be of the high-
est importance that our proposals should be put before those con-
cerned without delay, so that employers and employed may meet in
the near future and discuss the problems before them.

5. The ci t: of the p. t time are admitted on all sides
to offer a great opportunity for securing a permanent improvement
in the relations between employers and employed, while failure to
utilize the opportunity may involve the nation in grave industrial
difficulties at the end of the war.

It is generally allowed that the war almost enforced some re-
eonstruetion of industry and in considering the subjects referred to
us we have kept in view the need for securing in the development
of reconstruction the largest possibl of coSperation be-
tween employers and employed.

In the interests of the community it is vital that after the war
the cobperation of all classes, established during the war, should
continue, and more especially with regard to the relations between
employers and employed. For securing improvement in the latter,
it is essential that any proposals put forward should offer to work-
people the means of attaining improved eonditions of employment
and a higher standard of comfort generally, and involve the enlist-
ment of their active and continuous coGperation in the promotion
of industry.

To this end, the establishment for each industry of an organiza-
tion, representative of employers and workpeople, to have as its
object the regular consideration of matters affectmg the progress and
well-bemg of the trade from the point of view of all those engaged
in it, so far as this is consistent with the general interest of the

ity, app to us Y

6. Many complicated problems have arisen during the war which
have a bearing both on employers and workpeople, and may affeot
the relations between them. It is clear that industrial conditions
will need careful bandling if grave difficultics and strained rela-
tions are to be avoided after the war has ended. The precise na~
tare of the problems to be faced naturally varies from industry
to industry, and even from branch to branch within the same in-
dustry. Their treatment consequently will need an intimate knowl-
edge of the facts and circumstances of each trade, and such knowl-
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edge is to be found only among those directly connected with the
trade,

7. With a view to providing means for earrying out the policy
outlined above, we recommend that His Majesty's Government should
propose without delay to the various associations of employers and
employed the formation of Joint Standing Industrial Councils in
the several industries, where they do not already exist, composed of
representatives of employers and employed, regard being paid to
the various sections of the industry and the various classes of la-
bor engaged.

8, The appointment of a Chairman or Chairmen should, we think,
be left to the Council who may decide that these should be—

(1) A Chairman for each side of the Council;

{2) A Chairman and Vice-Chairman selected from the mem-
bers of the Council (one from each side of the Counecil);

(3) A Chairman chosen by the Council from independent
persons outside the industry; or

(4) A Chairman nominated by such person or authority as
the Council may determine or, failing agreement, by the Gov-
ernment.

9. The Counecil should meet at regular and frequent intervals,

10. The objects to which the consideration of the Councils should
be directed should be appropriate matters affecting the several in-
dustries and particularly the establishment of a closer coGperation
between employers and employed. Questions connected with de-
mobilization will call for early attention.

11. One of the chief factors in the problem, as it at first pre-
sents itself, ists of the g given by the Government,
with Parliamentary sanction, and the various undertakings entered
into by employers, to restore the Trade Union rules and customs
suspended during the war. While this does not mean that all the
lessons learnt during the war should be ignored, it does mean that
the definite codperation and acquiescence by both employers and em-
ployed must be a eondition of any setting aside of these guarantees
or undertakings, and that, if new arrangements are to be reached,
in themselves more satisfactory to all parties but not in striet ac-
cordance with the guarantees, they must be the joint work of em-
ployers and employed.

12. The matters to be idered by the C ils must inevitably
differ widely from industry to industry, as different circumstances
and conditions eall for different treatment, but we are of opinion
that the suggestions set forth below ought to be taken into account,
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subject to such modification in each case as may serve to adapt them
to the needs of the various industries.
13. In the well-organized industries, one of the ﬁmt questions to
be considered should be the establishment of local and works or-
izations to 1 t and make more effective the work of the
central bodies. I,t 1s not enough to secure codperation at the center
bet the nati tions; it is equally necessary to en-
list the ncthty and snpport of employers and employed in the dis-
tricts and in indi establishments. The National Industrial
Council should not be regarded as eomplete in itself; what is needed
is a triple organization—in the workshops, the dist‘ricts, and na-
tionally. Moreover, it is essential that the organization at each of
these three stages should proceed on a common principle, and that
the greatest of action betw: them should be

14, With this end in view, we are of opinion that the following
proposals should be laid before the National Industrial C ils :—
(a) That District Councils, representative of the Trade Unions
and of the Employers’ Association in the industry,
should be created, or developed out of the existing

machinery for negotiation in the various trades.

(b) That Works Committees, representative of the management
and of the workers employed, should be instituted in
particular works to act in close cooperation with the
distriet and national machinery.

As it is of the highest importance that the scheme making pro-
vision for these Committees should be such as fo secure the support
of the Trade Unions and Employers’ Associations eoneerned, 1ts de-
sign should be a matter for ag t bet these

Just as regular meetings nnd continuity of cotperation are es-
sential in the ease of the National Industrial Councils, so they seem
to be necessary in the case of the distriet and works organizations.
The object is to seoure codperation by granting to workpeople a
greater share in the consideration of matters affecting their in-
dustry, and this can only be achieved by keeping employers and
workpeople in constant touch.

15. The respective functions of Works Committees, District
Councils, and National Councils will no doubt require to be deter-
mined separately in accordance with the varying conditions of dif-
ferent industries. Care will need to be taken in each cage to delimit
accurately their respective functions, in order to avoid overlapping
and resulting friction. For instance, where conditions of employ-
ment are determined by national agreements, the District Councils:
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or Works Committees should not be allowed to contract out of eon-
ditions so laid down, nor, where conditions are determined by local
agreements, should such power be allowed to Works Committees.

16. Among the questions with which it is suggested that the Na-
tional Councils should deal or allocate to District Councils or Works
C ittees the following may be selected for special mention:—

(i) The better utilization of the practical knowledge and
experience of the workpeople.

(ii) Means for securing to the workpeople a greater share
in and responsibility for the determination and observance of
the conditions under which their work is earried on.

(iii) The settlement of the general principles governing the
conditions of employment, including the methods of fixing, pay-
ing, and readjusting wages, having regard to the need for se-
euring to the workpeople a share in the increased prosperity
of the industry.

(iv) The establishment of regular methods of negotiation
for issues arising between employers and workpeople, with a
view both to the pr ion of diff , and to their better
adjustment when they appear.

(v) Means of ensuring to the workpeople the greatest possi-
ble security of earnings and employment, without undue re-
striction upon change of occupation or employer.

(vi.) Methods of fixing and adjusting earnings, piecework
prices, ete., and of dealing with the many difficulties which arise
with regard to the method and amount of payment apart from
the fixing of general standard rates, which are already covered

by paragraph (ii). .
(vii) T ducation and t
(viii) Industrial researchk and the full utilization of its re-
ta.

(ix) The provision of facilities for the full consideration
and utilization of inventions and i t designed by work-
people, and for the adequate safeguardmg of the rights of the

s of such impr

(x) Impr ts of p hi izati
and appropriate quetxons relahng to management. and the ex-
amination of industrial e ts, with I to

codperation in earrying new ideas into effect ‘and full eonsidera-
tion of the workpeople’s point of view in relation to them.
(xi) Proposed legislation affecting the industry.
17. The methods by which the functions of the proposed C
should be correlated to those of joint bodies in the different districts,
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and in the various works within the districts, must necessarily vary
according to the trade. It may, therefore, be the best policy to
leave it to the trades th 1 itable to
their special t 1tbemg derstood that it is essential
to secure in each industry the fullest measare of cotperation be-
tween employers and employed, both generally, through the National
Councils, and specifically, through district C it and work-
shop Committees:

18. It would seem advisable that the Government should put the’
proposals mlntmg to National Industrml Conncils before the em-
ployers’ and workpeople’s ti and request them to adopt
such measures as are needful for their establishment where they do
not already exist. Suitable steps should also be taken, at the proper
time, to put the matter before the general public.

19. In forwarding the proposals to the parties concerned, we
think the Government should offer to be represented in an advisory

pacity at the preliminary tings of a Coundil, if the parties so
desire. We are also of opinion that the Government should under-
take to supply to the various Councils such information on in-
dustrial subjects as may be available and likely to prove of value.

20. It has been suggested that means must be devised to safe-

guard the i of the ity against possible action of an
anti-social character on the part of the Councils, We have, how-
ever, here d that the C ils, in their work of promoting

the interests of their own industries, will have regard for the Na-
tiopal interest. If they fulfil their functions they will be the best
builders of national prosperity. The State never parts with its
inherent over-riding power, but such power may be least needed
when least obtruded.

21. It appears to us that it may be desirable at some later stage
for the State to give the sanction of law to agreements made by the
Councils, but the initiative in this direction should come from the
Councils themselves.

2?.Theplnns""intheforego_u, graph bl
in the form in which they are given only to mdustnes m which
there are responsible associations of employers and workpeople
which can claim to be fairly representative. The case of the less
well-organized trades or sections of a trade necessarily needs further
consideration. We hope to be in a position shortly to put forward

dations that will prepare the way for the active utilization
in these trades of the same practical coSperation as is foreshadowed
in proposals made above for the more highly-organized trades.

23, It may be desirable to state here our considered opinion that
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an essential condition of securing a permanent improvement in the
relations between employers and employed is that there should be
adequate organization on the part of both employers and work-
people. The proposals outlined for joint codperation throughout
the several industries depend for their ultimate success upon there
being such organization on both sides; and such organization is
necessary also to provide means whereby the arrang ts and
agreements made for the industry may be effectively carried out.

24. We have thought it well to refrain from making suggestions
or offering opinions with regard to such matters as profit-sharing,
co-partnership, or particular systems of wages, ete. It would be
impracticable for us to make any useful general recommendations
on such matters, having regard to the varying conditions in different
trades. We are convinced, moreover, that a permanent improve-
ment in the relations between employers and employed must be
founded upon something other than a cash basis. What is wanted
is that the workpeople should have a greater opportunity of par-
ticipating in the discussion about and adjustment of those parts of
industry by which they are most affected.

25. The schemes recommended in this Report are intended not
merely for the treatment of industrial problems when they have be-
come sacute, but also, and more especmlly, to prevent thexr becom-
ing acute. We believe that regular to dustrial
questions, apart from and prior to any differences with regard to
them that may have begun to eause friction, will materially reduce
the number of oceasions on which, in the view of either employers
or employed, it is ry to templat to a stoppage
of work.

26. We venture to hope that representative men in each industry,
with pride in their calling and eare for its phce as a contributor
to the national well-being, mll come together in the manner here
suggested, and apply th lves to p industrial harmeny
and efficiency and removing the obstacles that have hitherto stood
in the way.

‘We have the honor to be, Sir,
Your obedient Servants,

J. H. WarrLEY, Chairman.
F. S. Borron.

GEo. J. CARTER.

8. J. CaaPMAN,

G. H. CLAUGHTON.

J. R. CLYNES.

J. A. Hossow.
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A. SusaN LAWRENCE.

J. J. MaLwox,

Tros. R. Rarcrewe-EvLis,
Robr. SMILLIE

Avvax M. Surre.

Mona WILSON.

H. J. WLsox,
ARTHUR (GREENWOOD,
Secretaries.
8th Mareh, 1917.
APPENDIX
* The following q were add d by t]:e R traeti
C ittee to the Sub-C i on the Relati Empl

ers and Employed in order to make clear certain pomts which np-
peared to call for further elucidation. The answers given are sub-
joined.

Q. 1. In what class of Industries does the Interim Report pro-
pose that Industrial Councils shall be established? What basis of
classification has the Sub-Committee in view?

A. 1, It has been suggested that, for the purpose of considering
the establishment of Industrial Councils, or other bodies designed to
assist in the imp: t of relations between employers and em-
ployed, the various industries should be grouped into three classes—
(a) industries in which organization on the part of employers and
employed is sufficiently developed to render the Councils representa-
tive; (b) industries in which either as regards employers and em-
ployed, or both, the degree of organization, though considerable, is
less marked than in (a) and is insufficient to be regarded as repre-

sentative; and (c) i tries in which ization is so imperfect,
either as regards employexs or employed or both, that no Associa-
tions can be said adeq y to t those engaged in the trade.

It will be clear that an a.nnlyms of industries will show a number
which are on the border lines between these groups, and special con-
sideration will have to be given to such trades. So far as groups
(a) and (c¢) are concerned, a fairly large number of trades can
readily be assigned to them; group (b) is necessarily more inde-
terminate.

Fortradesmgronp(a)thel‘ ittee have proposed the es-
tablishment of Joint Standing I trial Ci ils in the several
trades. In dealing with the various industries it may be necessary
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to consider specially the case of parts of industries in group (a)
where organization is not fully developed.
Q. 2. Is the hinery pr d intended to be in addition to or

in substitution for existing machinery? 1Is it proposed that ezist-
ing machinery should be superseded? By “existing machinery” is
meant Conciliation Boards and all other orgamizations for joint
conference and di ton bet Employers and Employed,

A. 2. In most organized trades there already exist )omt bodies
for particular purposes. It is not proposed that the Industrial
Councils should necessarily disturb these existing bodies. A coun-
cil would be free, if it chose and if the bodies concerned approved,
to merge existing Committees, ete., in the Council or to link them
with the Council as Sub-Committees.

Q. 3. Is it understood that membership of the Cmmmla i8 to be
confined to nprzsmtatwea lected by Employers’ A tions and
Trade Unions? What is the view of the Sub-Committee regarding
the entry of new organizations established after the Councils have
been set up? :

A. 3. It is intended that the Councils shonld be composed only
of representatives of Trade Unions and Employers’ Associations,
and that new organizations should be admitted only with the ap-
proval of the particular side of the Council of which the organiza-
tion would form a part.

Q. 4. (a)—Is it intended that decisil reached by the C 1/
shall be binding upon the bodies comprising them? If so0, is such
binding effect to be conditional upon the consent of eack Employers’
Association or Trade Union affected?

A. 4. (a) Tt is contemplated that ag ts hed by Indus-
trial Councils should (whilst not, of course, possessing the binding
foree of law) earry with them the same obligation of observance as
exists in the case of other ag ts between Employers’ Associa-
tions and Trade Unions. A Council, being on its workmen’s side
based on the Trade Unions concerned in the industry, its powers
or authority could only be such as the constituent Trade Unions
freely agreed to.

@. 4. (b) In particular, is it intended that all pledges given either
by the Government or employers for the restoration of Trade Union
rules and practices after the war shail be redeemed without quali-
fication unless the particular Trade Union concerned agrees to al-
teration; or, on the contrary, that the Industrial Council shall have
power to decide such question by a majority vote of the workmen's
representatives from all the Trade Unions in the industry?

4. 4. (b) 1t is clearly intended that all pledges relating to the
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restoration of Trade Union rules shall be redeemed without quali-
fication unless the particular Trade Union coneerned agrees to al-
teration; and it is not intended that the Council shall have power to
decide such questions by a majority vote of the workmen’s repre-
gentatives from all the Trade Unions in the industry.

INDUSTRIAL REPORTS. NUMBER 2.
WORKS COMMITTEES
REPORT OF AN ENQUIBY MADE BY THR MINISTRY OF LABOR
PREFACE

Owing to the great changes in industry which the war has pro-
duced, particularly in engineering, the need for closer relations be-
tween employer and workmen has become increasingly felt. The
old trade union machinery has often been overburdened and hxs
not always sufficed to deal with the i bl
from day to day in the shops. These conditions have encouraged
the growth of Works Committees as a means of direct and constant
communication between employer and workmen, and as the forma~
tion of such Committees in industries where the conditions require
or favor them has been recommended by the Whitley Committee as
part of the industrial organization of the future, it was thought
that it would be useful to collect particulars of existing Works
Committees and to publish them for the information of those who
might be interested in the matter.

The following report is based on an inquiry made by members
of the Department a8 to the constitution and working of Works

in a ber of different industries, including Engi-
neering, Shipbuilding, Iron and Steel, Boot and Shoe, Mining,
Printing, Woolen and Worsted, Pottery, aod Furniture. The en-
quiry did not aim at being exhaustive, but an attempt was made
to examine carefully typical committees in the chief industries where
they were known to exist, with a view to bringing out the different
objects, functions, methods of procedure, and tituti which
bave been tried in actual practice. The opinions of those interested
in the Committees, on the side both of the management and of
the workmen, have been sought, and the sinecere thanks of the De-
partment are due to Directors, Managers, Trade Union officials,
Shop Stewards, and others for their courtesy and the trouble they
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have taken to help the enquiry at a time when all were burdened by
the extra duties imposed on them by the war. Our special thanks
are also due to the Ministry of Munitions of War and the Admiralty
Shipyard Labor Department, and fo those mdxvxduals, firms, Com-
mittees and Associations who bave given p ion for the publi
tion of the particulars of Works Committees which appenr in the
Appendices.

No attempt has been made to draw any general conclusions or
to sketch any ideal form of Works Committee. The object aimed
at has been to present the facts as accurately as possible, to point
out the various difficulties which have been encountered and the
various methods which have been devised to meet them. In this way
it was hoped that this Report might be of some value as furnish-
ing guidance and suggestions to those who are concerned with
working out the problem of Works Committees for their own indus-
try or their own establishment.

Since this volume was prepared, the Whitley Committee have is-
sued their Third Report which deals with Works Committees and
which ds the collection of information regarding exist-
ing Works Committees.

D. J. SHACKLETON.
MiINISTRY 05 LaABOR.
March, 1918,

WORKS COMMITTEES
1.—INTRODUCTION

The extent of the existence of Works Committees before the war
is largely a matter of definition. Our estimate of their scope will
vary according as we give the term a wide interpretation, or eonfine
it to committees representative of all the workpeople in an es-
tablishment. Works Committees in this latter semse of the term
existed before the war in various industries, and in some instances
they bad been in existence for many years. If the term is in-
terpreted in a wide sense, and taken to include various kinds of
committees, such as those representative of individual trades or
departments, or those which have come into existence at particular
times and for limited purposes, the number in existenee before the
war is greatly increased. In certain industries, however, notably
engineering, the eonditions of war have produced such 2 change in
both the form and funetion of workshop organization, that the dis-
cussion of the general idea of Works Committees may be said to
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have developed out of those eonditions. Since, however, the Works
Committee, on the whole, springs from the common methods of
trade union organization inside the workshop, as they existed long
before the hegmnmg of the war, some reference to these methods
is y a3 an introduction to this report upon some of the com-
mittees which are now in operation.

Before this works organization is comsidered, it may be noted
that certain of the immediate causes which have led to the rise of
works eommittees during the war—the methods of remuneration

k or profit-sharing or bonus on output), welfare, collec-
txons for cha.nty, and, to some extent, dilution also—were already
operative in the formation of earlier Wox‘ks Committees,

Works Committees before the War.

The majority of Trade Unions have official shop stewards, though
these officials may be known by some other name—such as “shop
.1, +, ” “work! tati " Hanlleot ” “yﬂrd 1$t;

P

men, or, in one case at least, “works directors.” In certain cases
also the name eommttee—Wabeh or Vigilant Committee—is at-
tached to the body of shop stewards in an establishment, It may
even be said that the Works Committee is older.than trade union-
ism; the “chapel,” for inst (the ient tion of the
workmen in each prmtmg office), goes back much farther than the
end of the 17th century. Such shop clubs were not confined to any
one industry. They were, however, quite different things from a
works organization formed of rep tatives of p t Trade
Unions, and would now be rep ted by a ittee of workers
in a non-Union shop. To-day the duties of the “chapel,” as laid
down in the rules of various unions in the industry, include those
discharged by shop stewards in many other trades. Apart from
(1) functions obviously intended to sustain the fabri¢ of the Trade
Union—the collection of dues, the interrogation of defaulters and
newcomers, and the like—the duties of shop stewards are stated in
the rules of different Unions to include (2) the regular supply to
the b h or district ittee of information respecting any
hment upon gnized Trade Umon conditions, pu’clc)pn-
tion in deputati to the g in tion with griev-
ances,? the ecalling of shop meetings of the bers to di

1 Participation in deputations to the management has naturally
tended to the formation of committees. This may have happened when

P of diffe trades )nmed together to present common
gr ; the g t may again ha.ve uuggested the formatlon
of & jttee as an al ive to & of

P
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grievances, ete. The stewards are in one case held “responsible for
the conduct of the shop aceording to rules.” The actual degree of
organization of the shop stewards varies among the Trade Unions.
In some cases all the shop stewards of a Union in a district hold
regular meetings once a month with the district committee of the
Union, Certain Unions supply their shop stewards with official
cards. In other cases, however, there is no regular machinery for
consultation between the shop stewards and the Union officials, and
no certificates of official recognition are supplied to the shop
stewards. There is variety also in regard to the election and the
deposition of shop stewards; some hold office for a definite period,
while others may be deposed at any time. Most ecommonly the
election is made in the department by the men of the Union, though
there are cases in which appointment to the office is made by Trade
Union branches.

(1) In regard to the first-mentioned dutles of shop stewards—the
collection of subseriptions and the of credentials of
membership—two facts may be noted. The first is that such meth-
ods of organization are not confined to workers whose daily work is
done in a fixed establishment, but are also used on certain forms of
more or less migratory work, such as building construction. The
“ticket” steward commonly examines new men taken into employ-
ment on a bnilding job. The second fact to be moted is that in
certain industries, in a number of areas, a regular system of Works
Committees, linked together in district organizations, had developed
several years before the war for the purpose of the more eﬁclent
achievement of these objects.

(2) But both in theory and in practice the work of shop stew-
ards—or of ecommittees of shop stewards—has generally extended
beyond these functions. As an example of practice, the apparently

itable case of building work may first be taken. Committeea—
somewhat loosely organized it may be, but nevertheless committees,
aod so idered by those responsible for their formation—bave
been formed in the building trade; and the scope of these commit-
tees has embraced the second and wider class of duties mentioned
above. It has for years been common in certain districts for the

The int) of deputati of workpeople to meet the management
is, of course, not conﬂned to trade unionist workmen; it has uhuy-
been a feature oi modem mdustry m both ized and

tabliah h , there has nlwnyl
been & tendency for the shop stewards to be repreunted on such depu-
tations.
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“ticket” stewards on a big building job to come together, and to
elect & secretary, who in some cases (it may be noted) has been a
D ive of the lab Such a committee of stewards may
make tati to, or be lted by, the employer on gues-
tions such as the proper allocation of work in order that sufficient
inside operations may be reserved for wet weather. Another ques-
tion which such committees have been known to brmg forwa.rd is
that of extra payment in q of the i
of some pa.r’cw\ﬂar Job (Tlns, perhaps, ls strictly Trade Union
) In d for the heating of
m eans and for the enJoyment of meals such committees may be
said to have anticipated in their own way the modem Welfare
Committee. In many industries the same combination of shop
stewards and the same practice of mnkmg united representations
to the employer—a practice not ized"—have been
attempted at different times and with varymg degrees of success.
In some cases in which such methods hive been successfully applied
ing and shipbuilding the initiative has come from the
mde of the ma.na.gement. It remains true, of course, that the shop
steward system up to the present has been in the main only a trade
system, and that the committees formed under it can be classed
under Works Committees only if the term is given the wide scope
tioned at the beginning of this report. If the term is used in
this wider sense, committees will be found to have existed for many
years in a number of industries where piecework is in operation.
Some of these are dealt with in a later paragraph.

Another of the functi of shop ds—the calling of shop
meetmgs-—appears to form the basis of a system of Works Com-
mittees in certain industries, which include, at any rate in some

districts, the furnishing trades. The shop meeting; for which the
rules of most Trade Unions make provision, is a meeting of the
members of a Union; but the term has another meaning which has
gained currency during the war—viz,, e meeting of all the trades
in a works—and it is interesting to note that, in part, at least, of
the furnishing industry, this has long been the recognized meaning.
Here the meetings are regular (monthly), and the stewards, not
necessarily drawn from all the trades, make their report about mem-
bership and the like. The shop stewards in & furnishing works
may in this way form a Works Committee with a secretary, At the
same time it would appear that for the settlement of piece prices
certain Unions in the furnishing trades, such as that of the up-
holsterers, work through their own shop stewards.l

1The position in the furnishing trade is hat indefini Some
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Committees for the arrangement of piece prices, which are found
in a great variety of industries, are convenient examples of (a)
trade or departmental organization as contrasted with works or-
ganization; and (b) the informal nature and composition of many
committees. In regard to (a), the method of the upholsterers has
already been mentioned. Usually there are only a small number of
upholsterers in any one establishment; fifteen would mean a very
eonsiderable firm. In smaller establishments the shop steward or
stewards of the Union usually carry through the negotiations for any
new work not covered by the shop “log,” or list of piece prices. If
they are unsuccessful, the full-time Trade Union official comes into
the bargaining operations. In one establishment, however, in which
an tionally large ber of mpholsterers are employed in
several departments or “floors,” the Departmentnl or Trade Com-
mittee has been in existence for many years. This is composed of
all the stewards—three elected from each of the “foors”—and from
this committee again three head stewards are chosen. For the par-
ticular work of any floor the appropriate stewards undertake the
preliminary negotiations; but if these are unsuccessful, the ques-
tion in dispute will come before the committee, and be dealt with
by the head stewards in consultation with the management before
it is—probably with the assent of a shop meeting—given into the
bands of the Trade Union official. The pottery industry supplies
examples of both (a) and (b). Pricing Committees are found in
most sections of the trade; and there may be several comnutteeu in
a single factory. In the itary trade a standi is
usual, In wany factories, however, the method employed is for
the operative concerned to call in two or three mates to assist him
in arranging the price of a mew job, The men called in need not
be the same on each occasion. The existence of several committees
in one factory may be plified by an establishment in the Jet and
Rockingham branch of the industry, in which there have been for
many years Pricing Committees for jiggerers (makers), turners
and handlers. In this ease none but Trade Unionists ean sit on the

years ago there would appear to have been Joint Committees of employ-
ers and employees in several districts, but these have disappeared.. A
system of Departmental Committees for the fixing of rates for sub-
normal workers is still in operation in certain districts, and was more
common until quite reeently, when piecework was abolished in some
areas. In a few establish these i appear to have been
Works and not Depar tal Co itt These i are ad
hoo bodies, called into being for s particular purpose by the shop
steward (or stewards) who form the element of continuity.




APPENDIX G 817

eommittee; but this is by no means a universal rule. In works,
however,mwhmhthmmedeUnmnmthepncﬁeeutoeleet
to the eommittee one (or more) of them, who is expected to serve
as a connecting link between the eolnmittee and the Distriet Com-
mittee of the Trade Union.

The position of the “chapel” in relation to the Londom eom-
positors’ peale is an old and well-established case of a works organi-
zation taking part among other functions in the regulation of piece-
work.

Ip other trades in which piecework is in operation, and where
complete standardization of lists has been found impracticable, meth-
odamomorlasnmﬂnxtothosemenhoned above are found. In
this ction the development of Works Committees in engineer-
ing establishments during the war is mignificant. The engineering
trades bave always msﬁed piecework; bat, at the same time, they

have g lly b d on an individ bmfotanywork
done on this syst The extension of pi k and the growtl
‘of the method of eolleehve bargaining in ‘the shop—by Works Com-

ittees or have gone on side by side; and it would

appear that, to a considerable degree, the one is the immediate
cause of the other. Even in industries in which price lists for
piecework are nsed there are eommonly occasions on which a par-
ticular job is not covered by the list, and in certain cases jobs ean-
not be listed at all. In this connection it may be noted that in
mining the method of joint pit ecommittees—as well as the Joint
DmtnetBoud—hubeenmopetat\onmeertundmtnctsfora_
long time, and the method is embodied in the rules of various dis-
tricts under the Coal Mines (Minimum Wage) Act of 1912. In
several distriets disputes as to wheth has forfeited
hanghttothemmmnmmustbedmcnssedbytwooﬂicmlsofthe
mine and two representatives of the loeal lodge of the Union before
they are taken to the district Joint Board committee, and in one
distriet the representatives from each side are four in number.

The faet that in many mining distriets the Trade Union branch—
or lodge—is composed only of the men working in one pit makes
the Lodge Committee in effect a Pit Committee.r It is not a com-
plete Works Committee—in the stricter sense of the term—except
in those places in which the engi and certain other work
who eommonly belong to other Unions, are members of the Tocal

1Even where the basin of the miners’ branch is not the pit but, say,

the village, each of the several pits in the village commonly has its com-
mittee.
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Miners’ iati The tend of certain other Unions—e.g.,
those in the iron and steel industry—to organize on the basis of
the works is interesting from the same standpoint.}

It may be noted that in many cases Couciliation Boards are really
Works Committees. This is s0 when the joint board is eomposed
of representatives of the workpeople in one establishment and of
members of the firm. Such boards—with varying degrees of eon-
nection between the workmen’s side and the Trade Unions—have
been formed in individual establishments belonging to & variety of
industries. .

Nomenclature.

A distinction must be drawn between “Works Committees” and
“Shop Committees.” The former cover the whole of a works (or
even, in some cases, the whole of two or three contiguous works);
the latter cover a particular department or shop in & works, Among
‘Works Commitiees it is possible to distinguish three varieties. The
first and main variety may be called the “Industrial Committee.”
Such a committee, generally constituted on a Trade Union basis,
deals with particular questions affecting &¢he conditions and re-
muneration of labor in a given works—questions of principle being
reserved for the district or national organizations eoncerned. 1t is
this variety which, being the most important, is often ealled by the
general name of Works Committee. A second variety may be called
the “Welfare Committee” Such a committee, representing ss a
rule all the workers in a given works, deals with what may be termed
works amenities—ventilation, sanitation, and the like. A third va-
riety, which may be merged with the second, or may be distinet, is
the “Social Union,” or, more exactly, the committee governing the
Social Union, where one exists, of the workers employed in the
same establishment. Such a ittee is d with games,

ions, stndy-cireles, picnies and the like.

Apart from these main types there are, of course, loeal varieties
of all sorts. There may be, for instance, a separate “Mess-room
Committee”; or, again, there may be a separate “Women’s Com-
mittee.” There may be a committee peculiar to a small section of
workers (e.g., tool-makers), which handles a large and important
area of functions in regard to those workers. Finally, even though
there is no regular or standing Works Committees, it may be the

11t may be noted that the circumstances of mdultrymgmenlm the
18th and early 19th century made ior . g €orresp
organization by locality and org Iry blishment than exists
to-day.
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case that itt are ted ad hoc wh an important
question arises in a works, and that these committees are consulted
by the management with a view to gettling such questions. This
indeed is the procedure followed in some of the works where the re-
lations of management and men are most amicable. In some eases
the committee so formed consists of the shop stewards of the separ-
ate trades.

It may be added that some committees are “Jomt » and emhrsce
npresentntlves of both men and in
reguler session; while others (and this i is the general rule) “are eom-
mittees of workmen only, but meet the mmngement from time to
time (sometimes regularly, and ti lly; ti
directly, and sometimes through their chairman or secretary) to
settle grievances and to give or receive information.

Various names have been applied to committees formed during
the war, particularly to those formed to deal with such questions
a8 timekeeping. Among the names are “Workers’ Advisory Board,”
“Works’ Tribunal,” “Vigilant Committee,” and “Works’ Couneil.” 1

IL—ORIGINS AND INFLUENCE OF WAR DEVELOPMENTS
The causes which have brought Works Ci ittees into existence
during the war, and the circumstances attending their origin, are
naturally very different. A classification of origins may, however,
be attempted under the following heads :—
(1) Shop stewards.
(2) Dilution.
(3) Methods of remuneration.
(4) Timekeeping.
(5) Welfare.
(6) War charity.
(7) Other causes.

Shop Stewards.

To & very considerable extent the first three headings must be
treated together. This is particularly true of engineering works,
It has already been pointed out that shop stewards with a con-
giderable range of dutiee were a normal feature of Trade Union
organization before the war. It bas also been seen that, though

1“Worke Committee,” it may be noted, is sometimes taken to mean
only a Joint C of t and employees. The name is
not used in this narrow sense in this report. “Shop Committee” is
sometimes used in the sense in which “Works Committee” is defined
sbove, i.e, for 8 committee covering not merely a department but the
whole of & works.
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for the most part thess stewards acted only for their own separate
organizations, this was not their only method of operation. One
effect of the war has been to enhance the position and prestige of
the shop stewards. The loss of the right to strike has depressed
the position of Trade Union officials, who were thus deprived of
the chief weapon they controlled and, if they had organized strikes,
would have been liable to prosecution. Under these eonditions the
shop stewards, more unknown and therefore less exposed, began to
exercise more power. Nor was this all. In an industry such as
engineering, questions of dilution and, again, of payment by results
raised matters of detail which needed some shop machinery for
their solution. Such questi often d the members of
several Unions in the same establishment; and the common interest
of men working side by side often led to concerted action. Though
many Works Committees instituted during the war ecan be traced
to one or other of these sources, and thongh most of the committees
thus called into existence may be said to have worked to the eatis-
faction of all grades of workpeople, it is true that in certain cases
the question of dilution has produced eommittees of shop stewards
with conflicting interests. In certain places two committees have
been formed, one composed of the shop stewards of the skilled
trades, and the other confined to the stewards of the Unions repre-
senting the unskilled and semi-skilled men.

It may be added that this tendency among workpeople to bring
their organization more closely to bear mpon workshop conditions
is to be seen in industries which have been much less affected by
the war than engineering. The tendency preceded, but has been
strengthened by the war.

Dilution.

To gain the consent of the National Unions was not in itself
enough to settle the question of dilution; for it is obvious that in
a complicated trade such as engineering, with its many varieties,
questions of detail might arise in almost every works which needed
some machinery for their solution. This has led to the mtroducuon
of Dilution Committees in many establishments. These
eonsisting of representatives of the workers (mainly, of eourse,
the skilled workers), discuss with the management on what ma-
chines or processes, to what extent, and under what conditions diln-
tion shall be introduced. Committees of this character, dealing
with an important range of economic questions, have often been
led to raise other questions than that of dilution, and to bring for-
ward for di jon with the g t, with which they were
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being bronght into tant tact by the pr bl of dilution,
questions and gri of a g Someti the
eommittee has remained in name a Dllutlon Commttee, wlnle it
was in reality 8 Works C i a
has been made, and the Dilation Commitiee, with more or les
h in its ition, has been turned into 8 Works Commit-
tee. In any ease, ‘the problem of dilation has been one of the most
potent forees in forwarding the movement towards Works Commit-
tees. Though there has been a marked tendency for Dilution Com-
miteees to develop into Works Committees, it may be noted that
in one or two cases the Dilution Committee was formed after, and
a3 a sub-committee of, the Works Committee.

The importance of the connmection between a Works Committee
and the Trade Unions is indicated by complaints that Dilation
Committees’ negotiations have violated Trade Union agreements.

Methods of Remuneration.

One of the necessities of the war has been fo increase output;
and one method which suggested itself for this purpose was tlmt of
paymentbymu]tsmtnduwhm* k was the pnw-
tice. In many trades any system of pi .mvery pop
and, in the past, has been sttongly opposed. This is true of engl
neering, where the Unions bad left any piecework which was intro-
duced to the control of individual bargaining. The rapid extension
of piecework in such trades has led to a variety of forms of col-
lective bargaini In some establishments a new piece-price is
submitted to the Works Committee before it is discussed with the
individual workman. In others an Appeals Committee has been
instituted to consider and bring forward eomplaints against piece-
prim or premium borus times fixed by the management. In othem,
again, something on the lines previously mentioned as mstmg in
parts of the pottery industry bas been developed; and prices have
been discussed, mot with the individual workman, but with the
workmnnmdtwoorthmeofhmmtesonmmﬂnrwork. In other
establishments varions forms of collective or group bonus on output
(or output value) have been adopted; and in some of these cases
committees have been f d either temp ily, in order to dis-
euss the introduction of the new method, or permanently, in order
to supervise its working. In other cases eommittees have been
formed to deal with timekeeping bonuses or profit-sharing schemes.t

1 A great variety of bonus schemes is in operation in mumitions fac-
torics, many of which are not understood by the workpeople concerned.
It would appear to be necessary that not only should there be a com-
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Committees connected with methods of remuneration are not, in
themselves, Works Committees proper. They may be committees

representing only a small section of the establist t (e g., the
toolmakers), while the rest of the workmen in the establmhment
are not d and are rep ted by no tee. They

may, again, be partial in scope as well as in membersbip, and deal
with no other matters than that of a honus This, bowever, is un-

likely and seems L. A ted with a bonus
system often comes to embrace a wider scope, and will bring forward,
or be Ited by the g t about, other matters.
Timekeeping.

Committees whose sole function, or one of whose main functions,
is the impr t of timel , have been instituted in the coal

mining industry, at the ironworks in Cleveland and Durham, and in
a8 number of engineering and munitions factories. The Pithead,
or Output, or Absentee, Committees, as they are variously ealled,
commonly deal w1th the negligence of mine officials as well as with
cases of absent The ittees at the Cleveland and Dur-
ham blast furnaces are confined to the one function of improvement
of timekeeping.

Welfare.

The strain of the war has introduced conditions which have made
it necessary to consider ways of promoting the physical welfare
of the workers. Long hours bave been worked; night shifts have
been added to day shifts; workshops have times been crowded;
the introduction of women workers by the side of men, in oecu-
pations where women had not previously been employed, has raised
a number of questions. Maiters such as the best distribution of
workmg hours, the provision of canteens and mess-rooms, and the

p t of tilation and itation, have all d ded at-
tention. On such matters, where the interest of the workers is
paramount, the simplest course is obviously to consult them, and to
receive their eomplaints and suggestions through their own ae-
credited representatives, This course has been adopted in a number
of establishments; and the result has been the institution of a Wel-
fare Committee, which has eased the situation by removing, or pre-
venting the rise of, a number of grievances. The workmen bave

mittee to supervise such schemes, but that a “Particulars Clause” should
be made obligatory on the employer. Arbitration awards have in indi-
vidual cases made one or both of these methods of control part of their
findings.
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thus been allowed a voice in regard to the conditions under which
they labor, and these Welfare Committees, though they can hardly
be called Works Committees, may be said to prepare the gmlmd.
They serve to engender something of a spirit of community in the
works, and to help the workmen to feel that they have a common
interest as workers in the same establishment,

War Charity.

In several ~ases (for inst: in the Gl distriet) it.
teeg have been formed fo administer funds ‘raised in the works for
the purpose of helping dependents of workmen who have joined the
Colors. These committees form a germ which may develop, and
here and there has developed, mto Woxks Committees capable of
entertaini or 1 questions and bringing
them to the nohoe of the mmngement. ‘Where the firm has sub-
seribed to the works’ fund, and bas been represented on the Com-
mittee of Management, the nucleus of & Joint Committee is ob-
viously present.

Other Causes.

In much the same way eommittees formed in an establishment
for social purposes prepare the ground, if they do nothing more,
for the institution of Works Committees. They help to ereate the
habit of eommon action through rep ; and
the men of different crafts and different Unions to act together
for purposes of a social nature, they gradually lead to the adoption
of the idea that a certain range of industrial questions may be
treated in the same way. In some of the best establishments which
have recently instituted Works Committees the success of these
committees ig largely attributed to the work which committees of a
social character have done in preparing the ground.

It is believed that the ways indicated are those in which Works
Committees have mainly tended to arise. In a subject of such
variety, however, it is impossible to make any exhaustive enumera-
tion. Often the institution of a Works Committee is due to the
initiative of an employer or manager who desires to give the work-
people a larger control over working conditions or who finds that
his task is greatly eased if he can deal with an aceredited repre-
sentative of the workmen. Sometimes a committee may have arisen
in connection with & particular dispute and for negotiating a set-
tlement, and may then, in the issue, be adopted as & permanent
mode of working. In eertain cases during the war, as before it,
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the creation of a Works Committee hag been one of the fterms of
settlement of a dispute.

I, —CONSTITUTION

The constitution of a Works Committee naturally varies with its
functions. A Welfate Comnuttee, handlmg questions in which the

difference betw st and t workmen, or agnm the
difference between different Unions of workmen, hardly arises, will
tend to be posed of ives of all the workers, elected

without regard to differences of craft or grade or occnpatlon. An
Industrial Committee, handling as it does questions in which differ-
ences of skill or of eraft are concerned, will involve a new range of
considerations. It may be necessary to conmsider the relation of
such a committee, if one is instituted, to the existing industrial
organization of the workmen in the works in the shape of shop stew-
ards or delegates; and, again, it may be necessary to consider
whether management and labor should sit together as a Joint Com-
mittee (and, if so, in what proportions), or whether the Works Com-
mittee should be one of workers only, with opportunities of ready
access to the management—and ultimately, it may be, to the di-
rectors—when such access is desired.

The last point may be taken first. Joint Committees are rare.
There are some committees of this nature, containing two or three
representatives of the management and about & dozen representa-
tives of the workmen, which meet at regular intervals—in one case
from week to week, but more often at longer intervals. Even when
the Committee is a Joint Committee, however, some provision has
generally to be made for separat: tings of the repr
of the workers; and, as a rale, Works Committees appear to be
commitfees of the workers only, with regular facilities for eonsulta-
tion with the management, either at fixed intervals or whenever oe-
eagion arises. Joint Commitiees may ultimately come to be the

normal form, but in the preliminary stage of development it seems
likely that committees of workers only, with regular facilities for
aceess to the t, will g lly be the form adopted.
Where the committee is a Joint Committee, the idea of the joint
l”yﬁmi’. ted by the g mdunlm
the worke.rs’ side is alrudy in exist the g t may sug-
1 This stat to i whose work is not strictly lim-
ited to one or two funmonl The letu.nl number of Joint Committees
uhrgelfwo lude the “Absentee” it at coal mines and the
Ti ping C at | )
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gest f.he basis of eomposman and the methods of election of the

‘Wh , the of work-
men,_ only, it m advnsable (whether the 1dea of sunh a eommlttee
is suggested b ly among
the workm), that the workmen should be left to determine the
basis of its eompomhon and the method of its election for them-
selves.

Two main methods appear to prevail in regard to the composition
of a Works Committee of the second type mentioned above.

(a) The committee may be elected by all the work employed,
eacl department or shop bemg ted as a tituency, and xe-
turning a ber of haps in proportxon to its size.
This appears to be the m.mplest method and is found even in works
in which the workers have already an industrial organization in the
shape of shop stewards or delegates.! This is the case in most
works, and in such cases it may be advisable to build on the existing
organization. This brings us to the second main possibility.

(b) The committee may be & committee of the shop stewards
of the different Unions represented in the works or, in a large
works where shop stewards are ittee elected by
the shop stewards. In one works, for mstanee, which employs about
3,000 workmen, the Works Commm:ee (in this case a Joint Com-

mittee) tains 12 ives of the workmen elected by the
shop stewards (some 40 in number) of the various Unions repre-
sented in the works. In ther works a ittee of seven
shop stewards meets the g t thly and di ques-
tions which its bers and the t have asked to have
placed on the agenda.

The two methods which have just been deseribed represent the
two possibilities at either end of the scale; but various methods
may be employed which combine, or come as it were between, these
two possibilities. Even where the committee is elected by all the
workmen, unionist or non-unionist, voting by departments, the ten-
dency, if the works is strongly unionist, is towards the election of
representatives who are all unionists and ave also, either altogether
or in part, shop stewards of their Unions. In ome works with
4,000 workmen the Works C ittee of 21 b elected by a

d

general vote of the men workers, is entirely composed of shop stew-

1 This method of departmental elect: ly results in & commit-
tee, all the members of which are shop stewards. But even when this
is 0, a majority of the shop stewards may not be on the committee;
and the members may be drawn from a minority of the Unions.
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ards. In another works, with 3,500 workmen, in which a Works
Committee has existed for about 10 years, all the workmen in any
department wmay vote, but only unionist workmen can be elected,
and half of the members of the Works Committee are shop stewards.

Another method which deserves special notice is that of election
on the basis of Unions, all the members of a Union in the works
electing a certain number of reptesentatives. The number of mem-
bers to which a Union is entitled may vary in direct proportion (or
in some other way) with its membership in the works. Thus, in &

h under ideration for an eng ing works, representation
on this basis gives seven bers to three G ! Labor Unions,
eight members to the largest Union of skilled men, two members
:0 each of two other Unions of skilled men, and one member to each
of seven other skilled Unions. This method—since in an engi
ing establish t the b of a Union may be distributed
through several departments, in each of which there may be a shop
steward or stewards of the Union—is not necessarily identical with
that in which the shop stewards of the different Unions in each
department form the committee. In several iron and steel works
the method of election appears to be by the members of each branch
of a Union who are working in the establishment.

In one such case the right to representation is stated to belong
to the b: h b it has bers in the works. The statement,
however, is qualified in order to cover the case of a Trade Union
branch—e. g., of the Amalgamated Society of Engineers or the
Bricklayers’ Union—only some of whose members may be employed
in the particular works. In their ease only the members of the
branch employed in the works make the appointment; and from the
nature of the case the rep ative so0 appointed is almost bound
to be the person acting as shop steward for the Union in the
works, This, combined with the fact that the branches of the iron
and steel Trade Unions correspond to sections or departments of
workers in a single works, makes such branch representation sim-
ilar to departmental representation. Another feature of this sys-
tem is that the secretary of any branch who is working in the
establishment~—this is almost bound to be the ease with branches
the membership of which is confined to the worke—is, ez aﬂaa,

ber of the i The draft proposals for rep
now being d d by the shipbui trades in ope district are
to the eﬁect that each Works Commxttee should be composed of a
eertain of tives from the men of each trade or

Union employed in the yard, and that among the representatives
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of each trade or Union one at least shonld be an official shop
steward. Some of the Unions in the shipbuilding industry include,
it may be noted, several trades, and the official yard delegates (or
shop stewards) of the several trades in one Union often form a
Yard Committee for such funetions as the inspection of Union eards.
Other methods found in practice are election of all the members
by the whole of the employees in an establisl t voting as one
'y, and election by pations or trades.
In some works there is one committee for skilled men a.nd a.nother
for, unskilled or semi-skilled. In 1 large
tablishments, for inst: there are two Committees of Shop Stew-
ards, one for craftsmen, ‘and another for semi-skilled men and la-
borers. Generally, however, there is only one commiftee for both
sets of workmen.! The persons elected to such a committee are in
certain cases drawn solely from the ranks of the skilled craftsmen,
thongh there may be mnnskilled men (and stewards of wunskilled
Unions) in the works. The exclusion of any direct representation
of the unskilled men in such cirenmstances is generally due fo the
same canse as the absence of any direct representation of the
smn.llet eraft Unions, vis., the fact that a department’s Tepre-
sentative tends to belong to the Union which has most members in
the department. There are eertainly cases in which this apparent
of rep tation of the interests of the unskilled is a
source of friction between the different classes of workers; and the
presence in some works of separate committees is the exireme ex-
pression of such difference in interest. It is argued -that the un-
skilled men—though they may be excladed by exactly similar eir-
e in a different position from a mmonty of skilled
men who may be excluded from direct representation, in that the
interests of the htter, being akin to their own, are better under-

stood by, and receive more symp ti tion from, the
1 A Works Co i in a Midland itions factory hu just been
reconstituted. Previously depn; tal election had d & com-

mittee all the members of which were skilled trade unionists. The new
method gives separate representation to (i) skilled men, (ii) semi-
skilled and unskilled men, and (iii) women employees. This scheme,
advocated and curried through by the secretary, who is an official of his
own Union, is designed to give all grades in the works an active interest
in the committee. It is hoped that later the separate representation of
the different grades in each department may not be necessary; previ-
ouely the grades not directly represented have not opposed the commit-
tee, which has been very successful, but they have not shown as much
interest in it as is desired.
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skilled men on the committee. It would nevertheless appear that
most committees appointed on a departmental basis do suceeed in
representing fairly the interests of all their constituents; and it is
claimed that the committee member tends to look upon himself not
as the representative of a particular craft or section in the depart-
ment, but as the representative of the department as a whole.

The position of women workers is in some respects analogous to
that of unskilled workmen. In some cases they have a vote for
the Works Committee elected by the various departments, and they
may bave a representative .of their own on that committee; in
other cases representation is secured to women’s departments as
such. Sometimes, even where women are excluded from voting, the
‘Works Committee may represent their interests; and it may en-
tertain and bring before the notice of the management grievances
of women workers and questions affecting their interests and the
conditions of their labor. Occasionally, though this is rare, there
is a separate committee to represent the interests of women workers.

From what bas been said it is obvious that the constitution of a
Works Committee raises a number of questions. (1) In the first
place, there is the question whether the committee should be based
on the industrial organization of shop stewards, where such or-

ization is in existenee, or should be based on a general vote.
(2) In the next place, assuming the latter alternative to be adopted,
there is the question whether all the workers should vote, and, if so,
bow the constituencies should be arranged, or whether only unionist
workers should vote, and, if so, how and in what proportions the
different Unions should be represented. (3) Further, there is the
question whether there should be a single committee, or one eom-
mittee for skilled and another for unskilled workers; and (4) finally,
there is the question whether women workers should bave a sepa-
rate i or be rep ted through the general eommittee
of the works.

No general answer can be given to any or all of these questions.
The circumstances of different works vary, and each type has
to find its own solution.

‘Wherever it is possible, 8 committee of shop stewards or Trade
Union rep atives wonld appear to be the best solution.? At
the same time, it is important to secure that the size of the eommit-
tee, while large gh to be rep ive, should not be so large

1 As will be seen from the appendices, individual committees formed

on very different linea have been in every way successful. Since, how-
ever, the problem from the point of view of the well organized indus-
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25 to make it unwieldy, and that, as far as possible, there should
be direct representation of each department. The size of the eom-
mittees actually in existence varies; some committees have 12 mem-
bers, some have upwards of 30. The smaller number seems more
hkely to be effective. It may be necessary, therefore, that a Works

ittee, if it econtains a large ber of bers, should ap-
pomt a smaller committee of itself; and that, while the manage-

ment should be in regular contact thh the itt e ques-~
tions of difficulty should be r d by the 11
theJarger, the t the larger ittee in case of

need. In its choice of the smaller committee the Works Commit-
tee could allocate a place, or 8 number of places, to each depart-
ment or group of departments. Another method of electing a
committee of manngeahle size would be that from the stewards in
each department (or, in certain cases, groups of departments) one
should be app inted by a g 1 tion held in the department
or by the departmental st ds th lves. In certain cases, in
laxge works, it may be desirable that the stewards in each depart-
ment should form Shop Committees, with which the general eom-
mittee could keep in touch and from which its members could
learn the nceds and the complaints of each department. Another
veriant is that sub-committees instead of being departmental should
be functional, i.e,, should each deal with a particular matter or
8ot of matters such as dilution, piecework, suggestions of improve-
ments, ete.

The existing Works Committees have generally two officers, a
chairman and a secretary. The tenure of office of the committee
is often unfixed. Where it is fixed, it may be for six months or

tries is plicated by the exist of poorly organized aress, &
1 under ideration by & firm in which considerably less than
half of the ployees are trade unionists may be moted. The proposal
is that the Works C ittee should be posed of departmental rep-
ives, who will include the shop stewards, and that from this
committee as & whole, or from the ehop steward and the non-shop stew-
ard sections of it separately, there should be elected a Bmall pumber of
representatives of the workers to sit on & Joint Committee. The pro-
posal was made as & means of combining (a) the recoguition of shop
mwﬂ.l'dl and (b) the representation of all the workpeople on the Jumt
i without duplication of i for diffe
'l'he firm, which recognizes the Unions and whose conditions are above
the district standards, intends that the Joint Committee should deal
with a very wide range of subjecte, only some of which are shop steward
questions.
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for a yearl A fixed tenure, provided that it is not too short,
seems desirable; a new election will reinvigorate the committee
and if the workmen in general bave any feeling which the com-
mittee has failed to express, it will give a chance for its expres-
sion.

The desirability of election by secret ballot has been emphasized
by many employers and by some Trade Unionists.

IV.—PROCEDURE

" Some Works Committees have regular meetings with the man-
agement, at intervals of a week, a fortnight or a month. A list
of agenda is circulated and regular minutes are kept. In one es-
tablishment where this is done the men’'s chairman presides at one
fortnightly meeting and a representative of the management at the
next In other eases the meetings are not regular, but are held

arises. Arg ‘maybeuaedbothfotnnd
against a system of regular meetings. It may be urged in their
favor that they provide a known and regular time for raising a
question; that they enable questions to be raised in their initial
stages, whereas, if meetings are not held until oceagion arises, a
question may have grown acute before & meeting is held; and,
finally, that by bringing repr ives of the g ¢t and
the men into constant contact, they accustom either side to seeing
and understanding the point of view of the other. It may be urged,
on the other hand, that if meetings are regular, and at frequent
intervals, there may often be no business to be done, and that
the effect may be either to make the committee slack, or to induce
the more restless members to manufacture business by finding
grievances and discovering difficulties. In any case it may be sug-
gested that the main thing is not so much regularity of meetings, as
what may be called the principle of the open door. If the men
know that their representatives have access to the management,
and if they know that the management, on its side, is ready to
consuit their representatives, the success of the main function of
the committee is secured. The number of times at which a gen-
eral Works Committee needs to meet the management will vary
with the type of works and with the degree to which seetional
questions can be handled by such a One ittee, in
an establishment in which relations have always been good, ‘has

1 In certain exceptional cases committee members are elected monthly
and the secretary quarterly.
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met the management on an average three times a year in the last
twenty-four years, though in the last three years, owing to the
number of questions raised by the war, the average number of
meetings in each year has been seven. During the whole existence
of the committee, however, the right of the separate trade delegates
to meet the management has been freely used. Employers com-
plain that workpeople tend to want all questions seftled offhand;
and fail to realize that investigati may be y; and one
argnment in favor of regular meetings is that they form a perma-
nent, and businesslike substitute for frequent sectional deputa-
tions. There would appear to be many questions which can be set-
tled in a more satisfactory way if they are discussed and investi-
gated at regular joint meetings. This method, however, cannot be
applied indiscriminately; there will always be matters of urgency
which must be taken up as they arise; and sectional questions may,
in certain cases, be better treated apart from the regular meetings
of a 1 Works Ci

One other cantion may be suggested in tlns connection, Works
Committees instituted in eng hments during the
course of the war have naturally found abundant work. = The same
will probably be true of the period of reconstruction after the end
of the war. It is possible, however, that under normal conditions
a system of weekly or fortnightly meetings might prove unneces-
sary, It may be suggested, therefore, that a distinction may be
drawn, on the point of fri of ti bet what may

be ecalled “the emergency penod" and the penod of normal condi-
tions.

Another question of procedure, which slso bears on the matter
of frequency of ti is ted with the position of the see-
retary of a Works Committee. In many establishments which have
Works Committees a large part of the active work which they entail
is done by the secretary. Difficulties are reported to him by the
workmen concexrned either directly or through a member of the
ecommittee, and he, after consultation with the committee (or, it
may be, in lesser matters, immediately), brings the difficulties be-
fore the management. Such diffieulties may often be settled at
once, and their settlement simply reported to the Works Committee.
A great deal of work may thus be thrown upon the secretary in

the w d and in interviewing the manage-
ment, and the position is thus one which offers a great deal of scope
to 8 man of capacity. Such a man may largely earry on his shoul-
ders the current work, and the committee may only need to deal
with larger questions. But the position has its difficulties, and
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there are two matters which deserve partieular notice. One of
these is the question of the secretary or chairman’s moving about
the works during working hours, and entering departments other
than his own, for the purpose of interviewing any workman who
has preferred a complaint. If the secretary is bound to ask the
consent of a foreman or overlooker before he enters a department,
and if that consent may be refused, the work which the secretary
can do in investigating and rémoving grievances is liable to be
hindered. If, on the other band, he can enter any department
(without any formality, or on simple notification of his wish)
and engage in discussion with a workman, the work of the depart-
ment may be held to be likely to suffer. From the experience of
several works, however, it would appear that this freedom of move-
ment is found to be an essential condition of the success of a eom-
mittee. The extent of freed vy, and the bers of the
eommittee to whom it should be allowed, will vary with the size and
the other circumstances of a works,

The other matter which arises in conmnection with the position
of the secretary is concerned with his remuneration. His secre-
tarial duties may interfere with his own work. He is bound to
lose time, and, eonsequently, unless some arrangement is made to
mdemmfy him, he is bound to lose wages. In one ease, in which,
it is true, the work is specially licated and , the t
of time spent on secretarial work is said to amount eo a total of
30 hours in the week; in another ease the loss of wages involved
has, over a period of several weeks, amounted to £2 8 week. In
one large works, where the committee is engaged to a great extent
with questions arising from charitable work, the secretary now gives

* his whole time to the duties of his pesition, and is paid by the
firm. In some cases it would appear that the secretary is paid
ordinsry tune-wages for the time he spends on secretarial business
in working hours; in other cases, where the work is premium bonus
or plece—work, he may receive the average earmngs, or, agam, his
companions may keep bis hine r in his It
seems, however, that some t is y to meet what
is often a real difficulty. It may be argued that the management
should pay the secretary? the full wages which he would otherwise

11In certain cases the secretary’s (or chief shop steward’s) guarantee
of average earnings appears to depend upon the will of & foreman or

ratefixer. Thus in one large t, where the premiom bonus
system is in opentlon, a clue( shop steward is paid his time for periods
during which he is ged on tiations with the t; it is

usual, however, for the ratefixer w see that sufficient “extras” are lddad
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have made, gince the work he does conduces to the better running
of the establishment. On the other hand, the men might object to
such a course, on the ground that it tended to make the secretary
more dependent on the management and less of a fellow-workman.
Another method, which is employed in some cases, is that the secre-
tary should be reimbursed for lost time by the workmen. In cer-
{ain eases it may be noted that weekly contributions are paid by
the workpeople to meet the expenses of meehngs ete.

Another question, which is the
time of the meetings of the Works Committee. Under one plan the
meetings may be held in the employer’s time, and the members may
be paid full rates during the time they spend in attendance.
This is & plan which is often adopted when there are regular meet-
ings with the g t. Many it which have no rega-
lar meetings with the management meet after working hours.
Another plan, which has been suggested, is that the meetings should
be held partly in the employer’s time (the members being paid full
rates during that time) and partly in the time of the men, or, in
other words, afier working hours. This may present some diffi-
culties, as some of the members may find it inconvenient to stay
after working hours. On the other hand, it is argued that this
course best eorresponds to the logie of the situation; management
and men both gain from the work of a committee, and it seems
logical that either side should surrender a part of its time. The

lution of the probl p ’tosomeexfentonthelengthof
the working day. Members of ittees have plained that
to meet at 8 or 8.30 p.m., after 3 hours of overtime, was “a bit
bard” Under normal hours the attitude would have been different.

In the matter of procedure in the stricter sense of the term
there is at present a good deal of va.riety. Generally the pro-
cedure is somewhat informal, and this, in the earlier stages of a
Works Committee, is perhaps to the good. The normal procedure,
so far as one ean speak of a P , 38 what as
follows :—

(1) A workman who has a grievance will report it, directly
or through the committeeman in his department, to the
secretary. Lesser grievances, which do not affect a
number of men or raise & general question, may be set-

to the man’s bonus earnings to neutralize the difference between the time
wages and what might have been earned on bonus for the periods in
question. This more or less casual arrangement does mot appear to be
& very satisfactory eolution of the difficulty.
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tled at once by the secretary with the foreman or de-
partmental manager concerned.

{2) Qrievances which are not thus settled are taken up by the
committee, and brought by the committee before the
management.

(3) If grievances or disputes are not settled with the man-
agement, they are carried to the branch or the district
organization of the Trade Union or Trade Unions con-
cerned, and they go henceforth along the ordinary chan-
nels of Trade Union organization.

The effect of this procedure can best be seen by comparing it
with the procedure which is followed in the absence of a Works
Committee or of recognized shop stewards for the separate trades.
‘Where there is no Works Committee, the individual workmen, or a
delegation of workmen, will bring their case to the management, if
they can get admission; and failing any agreement, the matter
will go straight to the Trade Union. Where there is a Works
Committee the difference is this: first that there is a certainty of

dmission to the g t; dly, that instead of the onus of
stating their case being thrown on the individuals coneerned, there
is a regular machinery (tbe officers and the eommittee) to sift the
case and to state it formally; thirdly, that, instead of the action
taken being individual or sectional, it is the g | action of a
body representative of all the works; and, finally, that there are
two ch of a settl t being attained in the works (first be-
tween the secretary and the foreman or departmental manager,
and, failing that, between the committee and the management) be-
fore the question goes outside for settl t. The main difference
between this procedure and that adopted when trade shop stewards
sre recognized is much less, and only arises on the third of the
points just mentioned. This difference, however, is important, be-
cause it involves the problem of the delimitation of 8 Works Com-
mittee’s functions. It may also be noted thaf, in certain cases at
Jeast, the machinery of the Works Committee is brought into opera-
tion not as & preliminary. to the question going before a Trade
Union branch, but in support of & decision previously come to by
a branch. This is so in certain iron and steel works. The differ-
ence, it may be said, is more apparent than real, because many
of the branches (and these the strongest in numbers) are in such
cases works branches—that is to say, the bership of the b h
is fined to men employed in the works. On the other hand,
certain branches extend their membership beyond the works; and,
in so far as the Works Committee takes up a case already enter-
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tamedbymehlbnnahnsnmon i there is ther form
of This to have been adopted in
eertam cases with the aequiescence of the Trade Union branch eon-
ecerned. It seems important that the place of the Works Commit-
tee in relation to trade questions should be properly defined; other-
wise there may be dangers of overlapping and eonfusion through
(a) the diversion of a purely trade guestion to the Works Com-
mitiece, when it ought to go through the ordinary Trade Union
channels, or (b) the use by a Trade Union branch of the Works
Committee in support of a ease which it should properly call upon
the offieials of its Union to handle.

Three other matters of procedure eall for notice. One of these
is the use of what may be called “the referendum.” A Works Com-
m.ittee, when its members feel that a matter is important, and that
it is Decessary that they should ascertain and earry with them
the opinion of the workers elther in a department or in all the
works, may a ting and bring the matter for-
ward for di jon in that ting, There may be no rules to
decide when this should be done, and it may be done at different
stages, either before a matter has been discussed with the man-

t or subeequently to such di jon; but the possibility of
such a general meeting enables the committee to make sure that its
policy will be adopted by the workmen concerned, and it puts it in
8 position to assure the management that a policy thus eonfirmed
ean reslly be earried into effect. In certain industries the regular
shop meeting is a feature of shop organization. This is so, for
example, in fornishing and in the woodworking side of the air-
eraft industry in London. The shop meeting is really & factory
meeting, and is held onee & month.

Another matter of procedure is one which touches the manage-
ment and directors of a firm. It is important that the representa-
tives of the firm, who meet the committee, or (if it is a joint body)
sit on the committee, shonld belong to the bighest rank, and shounld
include the g 1 works (or, if there is one, the labor
superintendent)! and one or more of the directors. A great part
of the value of the Works Committee, from the point of view of
the men, is that it brings them into contact, and gives them an
opportunity of discussion, with the authorities with whom, in its

3 A particul ly int ing develop t during the war has been the

PP to the stafls of several establishments of per-
sons whose chief function is to deal with labor questions. The success
of & Works Committee may to a considerable extent depend upon the
status and qualifications of such an official
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absence, they seldom get into close touch, and then only on points
of difference. Nor is it only the workmen who stand to gain if the
highest rank of g t is ted. Members of the firm
who are primarily ied with fi or techni will be
brought into contact with those questmns of labor which are the
fundamental problems of industry, and in discussing these ques-
tions with the representatives of the workmen they are likely to
gain a deeper insight into the best methods of eonducting the in-
dustry.

Lastly, there are questi ted with the keeping of min-
utes, the drawing up of ag the p of laint,
and the like. Where regular Jomt meetings are held it is com-
mon for a complete record of each meeting to be made in short-
hand by a member of the staff and for the workpeople's secretary
to make notes of the proceedings; minutes based on the complete
record may be circulated among the bers of the ittee after
the meeting. Even where the committee of workpeople as a whole
does not meet the management, it may supply the latter with copies
of the minutes which concern the t. It is for
the management to supply typing facilities for the duplication of
minutes and of agenda. In some works complaints made to the
committee must be in writing. This rule has sometimes been in-
troduced in order to check the making of frivolous ecomplaints or
inaccurate statements; it may be eompared with a method of the
“chapel,” where & member may eall a special meetmg by placing
a shilling (or other sum) “on the stoue” on pain of forfentmg his
shilling if the chapel decides that his plaint is g

V.—FUNCTIONS

Since Works Committees are of different types, it is obvious
that their functions vary iderably. In the first place there is
the distinction already mentioned under the head of nomenclature.
A Welfare Committee is concerned with all questions that affect
the comfort and physieal well being of the workman while he is

d on his pation; an Industrial Committee is concerned
with industrial conditions in general. Often a Works Committee
will undertake both sets of fumetions, but some committees may be
confined, primarily at any rate, to the working of a system of bonus
on output or premium bonus or piece-rates; others may be confined
to questions of dilution; others may have a general and undefined
scope which depends on an unwritten anderstanding between man-
agement and men.
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There are \] stions of a g l eharaeter which deserve
mlﬁmhm,befumwetumtothedmledfundnonsamdly
diseharged by varions Works Committees Are these functions
always eonsultative, or are they sometimes executive? This raises
another question—is it possible, in the strict sense of the word, to
speak of a Joint Works Committee? What, again, are the fune- .
tions of the management, and how far may a Works Committee *
trench on these funetions? Finally, what is meant by “recognition,”
and what is the effect of reeognition on the funetions and powers of
a Wurks Committee?

As far as the first stion is d, it would appear that
the functions of a Works Committee are practically always eon-
sultative. Usunally a Works Committee ean bring matters before
the management and discuss them with the management; it ean
prems its views about these matters on the ' t; in the last
resort, it ean induee the Trade Union organization to eall a strike.
But the Works Committee eannot usually, as sueh, earry its views
into action, or ensure that they shall be carried into sction, by any

direet hinery. The Ty t has the tive power, and
unless the 2 t is i d by the ions of the
bers of the ittee, or by the sanetion which lies behind

them, those representations will not lead to executive action.? This
would appear to be usual even where the Works Committee is a
Joint Committee. There are, indeed, eertain eases in which the
decision of a majority of the members of such a Joint Committee
is earried into effeet. This is 80 in the Pit-head and certain other
committees which have the _power to fine bad timekeepers; and
in eertain ing ts the question of proseeuting
badhmekeepmbefolethel{ itions Tribunal is decided by Joint
Works Committees. But, so far as ean be discovered, the general
eunstom is to the eontrary. Uuamuy must be attained; the man-

t must be i and both sides must freely agree to-
gether before exeentive action is taken. The operation of a Joint
Committee is really in the nature of eonsultation between two
parties—eonsultation which, if it results in unanimity, resuits in

+In one blish t, b , deciai upondl iplinary and time-
keeping cases made by a i wholly posed of workpeople are
leeeptedbytheﬂm. In eome cases such f\mctlonnuthedlytod;y
are disck by whelly

eompoeed ot workpeopls. Ev:n m euch cases, however, an important
one ital expenditure—would usu-
pp 1 of m t before it could

ally have to meet with the
be put into force.
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‘action, but not otherwise. It would be a mistake to think in terms
of voting, or to think that even if there is voting, its result is a
formal decision by a majority vote. What happens is rather dis-
cussion by which misunderstanding is often removed, and upon
which, if unanimity is attained between the two sides, action will
ensue. It follows, therefore, that generally we cannot speak of
Joint Committees, if by Joint C ittees we understand joint
executive councils acting by the vote of the majority. On the other
hand, there are Joint Committees, if by Joint Committees we un-
derstand deliberative meetings of both sides, always attended by
both sides, though often accompanied by separate meetings of the
two sides.1

A question of importance, when we are considering the functions
of a Works Committee, is the definition of the term “manage-
ment.” It may be urged, on the one side, that the functions of a
Works Committee shonld not be suech as to interfere with man-
agement; it may be urged, on the other, that if & Works Com-
mittee is to be deb d from ti of t it loses
reality and becomes a mere form. Mueh, therefore, depends on
the sense in which the ferm management is used. Is the work of
the foremen part of management? Or does the word denote the
higher organization of industry? It would appear that a Works

1 The division between executive and advisory powers in & scheme now
under ideration for an engineering works may be noted. It is pro-
posed that the former should include (1) those powers conferred by the
Trade Unions and in accordance with the constitution or resolutions of
the local Allied Engineering Trades and (2) those conferred by the firm.
The suggested first list of executive powers contains the following:—
determination of hours of work (with minimum of 50 per week) ; mess-
room; heatmg, lighting, eanitary matters, etc.; ambulance; eollectlons,
supervision of notice boards, entertai etc 3 P
lending library and works gazine; and jon of the Sports
Association. The advisory functi include the lation of piece-
work; the engagement, discharge, dilution and transfer of labor (ex-
cluding dlsclplmuy discharges) ; trl.mlng nnd educatwn of lpprenhcer

suggestion of impr in H g, etc. It is pro-
posed that seven sub-committees be tormed mh sub-committee to du.l
with one or more of the ab e.g. s sub

for hours of work, ts and discharges, and timekeeping; a sub-

committee for messroom; and a sub-committee, advisory and megotia-
tory, for piecework. There is this reservation in regard to executive
functions that if capital expenditure is involved authority should be
obtained from the firm before such expenditure is incurred.
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Commﬁee, if it is to be of any value in vhlatmg and removmg

grievances, must be in a position to gr arising
from the conduct of fi or overlook Such gri touch
the worker most -closely in his daily work, and if they cannot be
discussed the committee loses a sphere of action in which it might
be of the greatest service. It is true that if a committee has the
right of eriticizing the action of foremen, difficulties may arise.
Foremen may feel that their authority is undermined; they may
feel that they are being made responsible not only, as heretofore,
to the t (a responsibility they know and understand),
but® also to the committee; they may feel that, with a dual re-
sponsibility, their position becomes exceedingly difficult. These are
real problems. In many instances, however, they seem to have

been surmounted; and if they prove serious, they may perhaps be
met, to some extent, if the 1 g bo meet the
in ad , and to di with them eriticisms and griev-

ances which have come from the Works Committee.

The last of the general questions raised by a consideration of
the funetions and position of a Works Committee is that of
“pecognition.” This, again, is a term which seems to be under-
stood in different senses, and which it is difficult to define. A
committee may be held, from the point of view of the manage-
ment, not to be recognized, even when the management is in
constant touch with its secretary, and evem when it consents
to meet those members of the committee who represent a depart-
ment which has a grievance. Here the point would appear to be
that the management does nof, as such, formally meet the whole
committee. In another case a system almost exactly parallel—a
system under wluch the ma.nagement interviews four or five mem-
bers of the ibed as one of “r ition” The

term “recognition” tbus appears to have no fixed meaning; and it
may be eoncluded that what matters is the fact of consultation be-
tween a and the 2 t rather than any formal
pronouncement about the fact.

In the preceding paragraphs the functions of a Works Com-
mittee have been discussed with reference to the management. It
is obvious that they must also be discussed with reference to Trade
Union organization. A Works Committee must stand in some sort
of relation to the distriet committees of the Unions to which the
workmen in the works belong, and some demarcation of functions,
whether explicit or implicit, has to be made. The relations vary,
and the d tion is not always easy to mke Generally the
division is said fo be that questions of g ti distriet
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rates of wages, hours of work, and other district or national con-
ditions of work—are regarded by Works Committees as outside
their sphere, and such questions are left to be settled by the em-
ployers or associations of employers with the Trade Unions.l On
the other hand, questions of & particular application relating to a
works—for example, a piece-rate for a particular job for which
it is impossible to lay down any general piece-rate for the district—
are regarded as belonging to the functions of a Works Commit-
tee. Such a committee may thus deal (1) with the particular
application in the works of a principle general to the district, and
(2) with questions which are entirely peculiar to the works, But
the general problem of the relations of Works Committees and
Trade Union organization is one that demands separate treatment,
and it will accordingly be treated in a subsequent section.

The powers of the management and the powers of the local
Trade Union organization may be said to constitute two points
more or less fixed, and the powers of a Works Committee are -
naturally determined with reference to these two points in ways
that vary according as those points vary. Turning to the Works
Committee in itself, we may distinguish two main types of fune-
tion. In the first type a committee is primarily concerned with
some one particular thing—a scheme of dilution, a system of bonus,
or a method of profit-sharing. This does not prevent such a com-
mittee from dealing incidentally with other things. On the con-
trary, a committee on dilution will be led to discuss the wages of
dilutees and other questions; a committee on a bonus system will
be led to deal with time-keeping and other matters which affect the
bonus. A committee, therefore, which is primarily and formally
concerned with a particular thing may actually be something of
the nature of a general Works Committee. When once an or-
ganization is created, if only for a single activity, it will naturally
become a center for other aetivities; the management, finding a rep-
resentative organization which it can eonsult, may eonsult it on
broader issues; and vice versd the rep ganization, meet-
ing the management to diseuss one issue, may readl.ly tend to brmg
forward other issues. The tendeney for this o eome about is
greater if the committee is one of shop stewards who are charged
by their Unions with a general supervision of conditions.

In the second type a committee is from the first general in its

1 This does not mean that the Works Committee may not consider
an alleged infri of such diti This, as we saw previously,
is one of the usual duties of shop stewards.
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range, and is formed to deal with the general industrial conditions
of a works. One such committee has for its province (1) to inquire
into grievances reported by wm-kmem, (2) to bring before n.nd dis-

cuss with the i gr that it iders g ; (3)
to (-.onslder complaints about wages and pxece-rates which concern
individuals; (4) to id to the health and
safety of the workmen; (5) to 1 with the t on the

interpretation of awards, orders and circulars; and (6) to consider
generally the conditions of work in the establisment. This may
be considered to be fairly typical. Another committee, primarily
eoncerned with piece-rates, has also dealt with questions of ventila-
tion and sanitation, complaints about the decisions of foremen, ar-
rangement of shifts and of hours of admission to the works, the
allocation of piece-work and time-work, and the interpretation of
official orders and cireul Other matters, handled by ‘Works Com-
mittees include works discipline, especially ti ping, methods of

" paying wages, hours of overtime, and the like.

Instances may be cited of committees which are tending to exer-
cise, or actually exercise, peculiar and interesting functions. In
several cases Works Committees have made suggestions for
economies in the running of machinery, and it is agreed on both
sides that the committees have brought to light weak spots in or-
ganization,? A striking feature is the keenness of certain commit-~
tees, or of the more active bers of these ittees, to di
the after-war situation, and tbis in relation not only to working
conditions, but also to such problems as the proper employment of
plant. Another ease is equally interesting. This is the case of
& works in which 8 Works Tribunal has been instituted in Lien of the
Local Munitions Tribunal. , The men elect a jury of twelve and a
chairman; and this tribunal has been ful in bringing abont
agreat ¢t in discipline and time-keeping.l An i t
in this works, though it does not bear dlrectly on the matter of
Works Committees, is indirectly of value as showing that consulta-
tion with the workmen may be of great service to the management.
A question arose of the introduction of dilution into the works, and
the men in the pattern-making shops objected to its introduction.
They were interviewed by the managing director, who asked what
alternative suggestion they could make for increasing output. They

d that they believed they could easily increase their output
1The seme is eaid of Pit-head Committees—a form of colliery com-
mittee to ensure increased out-put.

t This is & very interesting matter, especially in view of the argument
In the report of the N.-W. Commission on Industrial Unrest, that joint
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if they had additional equipment. A tool catalogue was put before
them: they suggested the purchase of a number of tools costing in
all nearly £2,000. The tools were bought, and the output was in-
creased by 50 per cent. without dilution.

The range of functions which a Works Committee can efficiently
undertake is necessarily indefinite, and a subject of contention not
only between employers and workpeople but also between different
groups both of employers and of workpeople Some of the ques-
tions on which there is iderable diffy of opinion may be
noted; they include questions affecting promotion, dismissal, the
suggwtion of improved proeesses, lectures and education in trade
technique, and works diseipline.

The question of alleged wrongful dismissal is already handled by
the Trade Unions, and there is a considerable body of opinion
among both workpeople and employers that, at least in the first
instance, it is a suitable function for a Works Cemmittee. Dismissal
for such a reason as alleged disobedience, it is argued, may be only
a cloak for victimization; reasons may be invented by a foreman
in order to get rid of particular men. The claim is made that the
other workpeople are likely to understand the psychological in-
fluences underlying such action, and that no such dismissal should
be made until the eircumstances have been discussed with the Works
Committee, The situation in which slackness of work compels a

iderable reduction in the ber of employees is more com-
plicated; on the one hand, workpeople complain that the oppor-
tunity is nsed by certain employers to get rid not only of the less
efficient employees but also of those who have shown themselves
active in smpport of their fellows—that is, to cover up victimiza-
tion; on the other hand, employers complain that workpeople are
exclusively biased in favor of the claims of seniority, and make little,
if any, all ce for diff in efficiency. There would ap-
pear to be some truth in both contentions. A frank discussion
would probably tend to remove the eauses of the workpeople’s com-~
plmnts and, at the same time, to prod a bet the

ittees of employers aud employed would administer “industrial
law” better than legal tribunals. The existence of s number of Joint
Committees whick exercise such functions has been mentioned. The
particular interest of the above mentioned Works’ Tribunal is that
it is not a Joint Committee but iz wholly composed of workpeople.
The firm has no status in the court, merely appearing by its repre-
gentative as it would in the Loecal Mumtlom Tribunal. Procedure
is quite formal, and the firm’s rep is expected to add the
chairman as “Sir.”
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claims of seniority and of efficiency satisfactory to both employers
and employees. What is perhaps even more important is a further
argument; such frank disenssion would lead to plans for the allevia-
tion in the particnlar works of the effects of a general slackness.
It is not contended that any g ] remedy for unemployment can
be found on these lines; all that is suggested is that local and in-
dividual effort may help to solve the problem. Dismissals due to
the introduction of new hinery or new methods are perhaps of
8 kind with which a Works Committee might properly deal. Work-
people are ready to ackmowledge the bemefits due to improvements
and yet naturally resent such improvements where they involve the
destruction of their eraft or sundden loss of employment. It may
be suggested that what individual employers have done in the past—
namely, to make arrangements by which the dislocation of liveli-
hood is reduced—can be carried out more generally; and that in
individnal establishments adjustments for such a purpose are a suit~
able subject for discussion by a Works Committee. It is, of course,
a subject of vital importance fo the Trade Unions; if is indeed an
aspect of the process of dilution as seen at work in the normal in-
dustrial eonditions of peace time. Though the Trade Unions could
not be expected to band the matter over to a Works Committee,
there appears to be room for the latter to deal with the question
within eertain limits.

The appointment of foremen xs a question on whick there may
be said to be three g of i Many employers hold that

it is purely a t sti The ite extreme to this
is the claim made by a considersble section of Trade Unionists that
the workmen should choose their own foremen. A position inter-
mediate to these two extremes is taken up by a certain number of
employers and by a section of workpeople; the appointment (they
feel) should be made by the management, but it should be submitted
to the Works Commxttee before it becomes effective. Even this in-
ter ) is not really a common position;
there are differences of opinion as to the eonditions under which
the appointment should come before the Works Committee—that is
to say, whether or no the Works Committee should have power to
veto the appointment. Those employers who are prepared to sub-
mit such appointments to a Works Committee are for the most part
of the opinion that this should only be done in order to explain the
reasons for their choice. This, they hold, will tend to remove ob-
stacles which might otherwise be put in the way of the appointment.
A considerable body of workpeople, on the other hand, hold an
intermediate position which comes nearer to election of foremen
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by the workpeople; they think that the Works Committee should
have the right to veto the choice made by the management. A few
employers consider that this—or even direct election—may be pos-
gible when a Works Committee, through the experience gained in
consultations about such appointments, has learned to estimate all
the qualities necessary in a foreman. It has already been mentioned
that Works Committees very often discuss the conduct of foremen.

The conclusion then reached, that such di ion was a desirabl
funetion for a ittee, would appear to involve as a corollary
that of Itation about appointments. This latter function

would tend to remove the necessity for the former.t
Among the results expected from the giving of a larger measure
of responsibility for industrial conditions to the workpeople is &
considerable increase in efficiency. This is said to be possible if
the ability of the workpeople to suggest improved processes and
metheds is properly used. The experience of individual firms would
appear to confirm this contention. Many firms have for years past
bad awards schemes in operation, and in certain cases these have
stimulated important suggestions for improvements. The fact that
the “suggestion box” is often stated to have proved a failure is not
ily a d tion ot‘ the ldea, it may only mean that the
somewhat hanical and piring device is in itself an inade-
quate stimulus, A eomparison of the results secured in establish-
ments more or less similar (so far as work is econcerned) would
suggest that the success of an awards scheme depends to a great
extent upon the action of the management. Where the manage-

1This question of promotion has been discussed in one aspect only,
viz., in relation to the i of foremen. Tt is, of course, much
more general, and is in mny of ite aspecta a matter of agreement be-
tween Employers’ Associations and Trade Unions. Such agreements
may regulate progress within a trade or a group of conmected trades,
and necessarily involve, among other questions, that of standard rates
of wages. The discussion of promotion in thie wider sense of the term
could come within a Works Committee’s functions only where the Trade
Unions make no conditions except the payment of standard rates—and
then only within the limits of this condition. The promotion to fore-
manship may be said to be distinct, in that s foreman is & member of
the management staff, and directly concerned with such employer’s in-
terests as the maintenance of discipline. The dividing line, however, is
ot well defined in certain cases, and the fact that certain Unions which
Iargely control promotions among the men paid by wages have also or-
ganized the lower grades of the stafl, paid by salary or standing wage,
complicates the issue. In some of these cases certain Unions claim the
right to intervene.
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ment gains the confidence of the workpeople, and has devised meth-
ods of considering suggestions which appeal to the workpeople,
there is a much more powerful response than in works where, though
there may be & suggestion box, these conditions are absent. Many
employers and workpeople agree that & Works Committee may not
only produce the y to the stimulation of sug-
gestions, but may also help to arrange for the proper mvest.xgatlon
of proposals made by workpeople. In this connection, as in the
quite different field of grievances, it would appear to be important
thatr suggestions which look to be worthless should, nevertheless,
be considered. To put the matter on the lowest ground, this will
probably pay in the long run. The fundamental matter is that
every one should be encouraged to think about the processes and the
organization of the works. It should be noted that workpeople
very commonly complain of the staff’s attitude on such matiers;
any suggestion, they say, is apt to be brushed aside with the re-
mark that they are not paid to think but to work. The obstruction
in such eases may be a foreman or manager, and even though the
higher g t may be sympathetic, it may never hear of a
suggestion. His mates also are ti not very ging to
a workman with ideas. For lack, therefore, of encouragement, or
because of actual discouragement, ideas of value are held back and
" the capmnty for ideas destroyed. How best to arrange that sug-
g will be g d an ideration is not a direct
concern of this report except in so far as & Works Committee may
be employed for the purpose. It is doubtful whether a genmeral
Works Committee is a suitable body with which to discuss the value
of a change in a particular process or machine, and the use of a
small sub-committee for this purpose may be suggested. The argu-
ment has been used that a man will place his ideas before two or
three responsible work-mates for their cntlelsm, but not hefore a

big committee. If the small itt t the proposal sound,
it would then go sttmght to the higher mmgement For more
g qQ of org tion, as distinet from questions of in-
dividual methods or hi the g 1 Works Committee, or in

large works a Departmental Committee, would probably be a suit-
able body. Testimony to the value of suggestions made by both of
- these has been received from employers. A further snggestion with
a direct bearing on this subject has been made; that the education
which eertain firms provide for sections of their staff, such as fore-
men and underforemen, might be extended to representative work-
people. This may take the form of educational lectures, which will
widen the outlook of the specialized worker by showing him how
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his own activities fit into those of others and into the general plan
of the establishment’s aetivities.

The attitude to & Works Committee’s assumption of responsibility
for discipline varies very considerably, both among employers and
among workpeople. There is a considerable body of experience,
and it would appear that, though there are examples to the con-
trary, Works Committees which undertake disciplinary funetions
usually do so with success. There is, at the same time, & very gen-
eral demand among workpeople that, if Joint Committees are to
discuss the bad timekeeping and other mistakes of the employees,
they should bhave similar powers of dealing with faults on the side
of the T t. Ina ber of establishment ittees regu-
late fines or deductions made from bonus because of lost-time, negli-
gence, damage or other eause.

A note of caution may be added. There is some evidence that
a small minority of employers may endeavor to use &8 Works Com-
mittee in order more easily to impose penal conditions which are
objected to by the main body of workpeople. This is opposed to the
whole spirit which makes a Works Committee a success, and is
bound to produce friction. A somewhat similar attitude is taken
up by a small minority of workpeople who appear to desire that
no joint meetings should be held in an orderly or businesslike man-
ner.

It may be added in lusion'of this section, that the opinion,
and indeed the practice, of a number of firms inclines in the direc-
tion of ad hoc committees. It is held that this enables the firm to
consult the men who are directly concerned, and that it has the ad-
ditional advantage of giving greater reality to the consultation.
When consultation takes place on an immediate and definite issue,
it is said to result in practical and useful discussion; and the fear is
exy d that Itation, in the abi of such an issme, may
only be an empty form. The inclusion in such committees of the
shop stewards who represent the classes of men concerned—as is
often the ecase—gives a direct connection with the Trade Union or
Unions whose standard may be affected.

VL—RELATIONS WITH TRADE UNIONS

Something has already been said in the seetions dealing with the
constitution, procedure and functions of Works Committees, eon-
cerning the relations between such committees and Trade Union

1 Another intereating f in this tion is the development of
Works Magazines.
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organization. The position is in certain respects somewhat para-
doxical; the problem as seen by most Trade Unionists is that of
strengthening the Trade Union’ organization in the workshop, but,
on the one hand, many employers prefer not to deal with the shop
stewards in the works but with the outside Trade Union organiza-
tion, and, on the other hand, some elements in Trade Unionism pre-
fer that it should stand outside the workshop and handle questions’
in each works from the outside, while some unionist shop stewards
consider that their Works Committees should not be subject to any
contrul of the Trade Unions, The question of the relati
and the relative weight and power of Works Committees and distriet
organization is one which is likely to be settled gradually in ex-
perience and actusl working. Here it may be convenient to draw
attention to some iderations which appear to affect this general
question, particularly as seen in the engineering industry.

The first consideration is that the change in the conditions of
working have made y the devel t of new machinery
for eollective bargaining. Since the qneshons for which this ma-
chinery is required are, to a great extent, peculiar to individual
stablishments, the collective bargeining, if it is to be done at all,
must be carried through in each establishment. At the same time,
unless the results are to impair the standard conditions which if is
the business of the Unions to uphold, the work must be entrusted
to representatives of the Unions, Thus there has come about a
natural development in the functions of the shop stewards. Previ-
onsly they had to see that no encroachments were made on standard
conditions; now they may have the more positive duty of partici-
pating in the settlement of piece-work prices in terms of these
standard conditions.1

In regard to the changes just mentioned, and in regard also to
dilution, the interests of the work people, belonging to different
skilled Unions are more or less the same, This, combined with the
natural community in the works, probably accounts for the fact
that certain apparent difficulties of representation are, as a rule,
easily overcome. The impossibility of so representing different
Unions on 8 Works Committee that satisfaction is secured fo all is
alleged to be such a difficulty. So far as the skilled trades are con-
cerned—at least in engineering—the difficnlty would not appear

1 The appointment by the men of & eeparate rate fixer, whose business
it would be to arrange piece prices with the ﬂrms rate fixer, is a sug-
gested devel ds which a ls being made in one or
two firms. In one large establishment, such a duplication is suggeated
by one of the firm’s rate fixers as a very desirable arrangement.
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to be serious. In many cases where even a small minority only of
the skilled Unions have direct representation there would appear to be
no dissatisfaction.

As between the members of skilled and unskilled Unions the posi-
tion is more difficult. There are several cases of two separate
Committees of Shop Stewards—one representing the skilled and the
other unskilled and semi-skilled men—in the same works. In other
establishments, however, skilled and upskilled men vote for the
same committee and act together as members. This would appear
to be the most desirable arrangement. The case, however, in which
a minority of unskilled men in each department is represented on
a8 Works Committeee by a skilled unionist is not exactly on a par
with that in which a minority belonging to an unskilled Union is
so represented. Apart from the fact that unskilled men are more
likely to be distributed through all the departments, so that though
in a minority they form a considerable proportion of the total num-
ber of employees, there is the further ideration that the simil
ity of interest and the community of feeling are not so pronounced.
In many establishments the difficulty has apparently been sur-
mounted; but in a number of others it is still a serious problem.
The problemn would appear to be one which cannot be settied by the
men in each establishment—though they may provide valuable sug-
gestions—and it must probably be left for the Trade Unions con-
cerned fo come to some agreement on the matter. For this reason
a certain number of workpeople, both skilled and unskilled, eon-
sider that in cases where the difficulty is acute the policy of two
eommittees is the best present working arrangement. The defeets
of such a system are perhaps too obvious to require particular men-
tion. It may, however, be noted that the system obstructs very
considerably that joint consideration of common interests and de-
sires, to find expression for which is one of the main purposes of a
‘Works Committee. It tends instead to the attention of
each’ committee npon points of divergence of interest.

The coming together into ome committee of shop stewards re-
sponsible to different Trade Unions raises a number of guestions.
It is true that the rules by which Unions define the functions of
their shop stewards are fairly uniform, and so long as a Works
Committee respects the rules of the different Unions there is little
fear of overlapping or confusion in functions. The general rule
which determines the functions of a Works Committee in relation
to Trade Union organization has already been mentioned. A.s is
said in the case of one Ci ittee, “The C ittee regard
of general application, relating to rates of wages, bonn of work or
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otherwise, which affect ‘district oonditions,’ as beyond their juris-
diction. There is no formal rule to this effect; but this limitation
of the Committee’s power is well understood, and no difficulties have
arisen.”

It is thus the rule that general questions of district or national
conditions are left to the Trade Unions, while the Works Committee
deals with either the detailed application of these g 1 rules
within the works or with questi entirely peculiar to the works.
On the whole, the information which is available would suggest
that, the division of jurisdiction is well understood and closely fol-
lowed. There are, however, certain difficulties.

In the first place there is evidence of uncertainty as to whether or
not a Works C i should undertake certain fi ; mat-
ters may sometimes seem from one point of view to be “pranch” or
“digtrict” business, and from another to be “works” busi-
ness. A tool-room bonus, for instance, may be arranged in a
works between a commitiee and the works manager, and they
may agree in regarding it as a works affair, while the local

branch (or district committee) of the Union eoncerned may consider
that it is & question of wages which demands their sanction. Ir
view of the variety and plexity of bonus sch which have
been institated in itions factories, and of the possible reactions
of these upon standard rates, there would appear to be some need
for careful definition of a Works Committee’s funetions in this field.

There is some evidence also of actual conflict of authority. Such
cases, however, would appear to have been given an altogether dis-
proportionate prominence in public di: ion, to the detriment of
those whose main desire is to create a constitutional machinery
snited to new and rapidly changing conditions. In a few instunees,
however, 8 Works Committee would appear to have been in doubt
a8 to whether it was an independent organization or one subject to
Trade Union control. Thus, a Works Ci i wholly )2
of Trade Union stewards bas made & demand for an advance in
wages to which, under an alternative sgreement made by the Trade
Unions, the workmen represented by it had no claim. In one or
two cases representatxons have been made to Government Depart-
ments for advances in wages and mprovements in other working
conditions in individual works, indep tly of district or national
machinery, though the works in question were known to recognize
distriet standards.

It would appear that the uncertainty as to the real position and
powers of a Works Committee in relation to the Trade Unions is,
at least in the engineering industry, to some extent due to the fact
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that the various members of a committee may be responsible to many
different Unions. Though, therefore, the Works Committee may
aspire to be a unit of government, this is rendered difficult in view
of the different and possibly conflicting authorities from which the
members obtain their status. One suggested scheme proposes to
overcome this particular diffieulty so far at least as the Unions of
skilled men are concerned. It would bring the committees in the
various establishments under the district Engineering Trades Joint
Committee, and fi bership of any ittee to those or-
ganized in the Trade Unions affiliated to the district committee,
This question of the relationship of works to distriet eommittees is
interesting also in view of the proposals contained in the Whitley
Report. That Report advocates Joint National and Distriet Coun-
cils and Works C ittees; and the problem of the relations of the
District Council and the Works Committee and their relative fune-
tions is one which will need to be i tigated when are
being adopted to institute such Councils.

The need for this ideration of relationships bet ‘Works
Committees and the distriect Trade Union orgamzatxon would ap-
pear to be more 'y in certain industries than in others. It
would appear, for instanee, that in the iron and steel industry the
fact that members in one works commonly form a branch of their
Union, and that the secretaries of branches are nsually—it may be in
virtue of the office they hold—members of the Works Committee,
makes the problem of inter-relations less difficult, at least for those
Unions which are organized on the basia of works.

A point of procedure may be noticed. It is sometimes the case
that & Trade Union official panies the rep tatives of the
‘Works Committee in an interview with the management; or, again,
a Trade Union official may attend the deliberations of a Joint Com-
mittee if the men so desire.! But this app ly is ti
and, a8 a rule, a Works Committee acts by itself, and refers to
Trade Union officials questions which are too large or too difficult
to be settled in the works. It should, however, be noted that many
trade unionists are of the opxmon that the right of the Trade Union
officials to attend (or to inspect the minutes of
a ittee) is a v eondition of the satisfactory solution
of the question of inter-relations.

Two other questions which are involved in this problem of the

1 It may also be noted that officiala of the various Unions were mem-
bers of the workmen’s ude of the Joint Committee formed in connection
with a profit-shari ituted before the war by a well-known
shipbuilding firm in & northern town.
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inter-relations of Works Committees and Trade Unions eall for
notice.

The first relates to the vietimization of men who show them-
selvens active as shop stewards or as members of a Works Commit-
tee. It is impossible to estimate to what extent such victimization
actually oceurs, and this is partly due to the difficulty of defining
what victimization is. Workmen complain not only of vietimization,
but also of the difficulty of bringing the charge home even when
(they state) they have no doubt about the facts.. For this reason
many of them hold the view that, unless the Works Committee is
proper]y related to and protected by Trade Unions, it cannot hope—
in certain establishments at least—to discuss questlons before the
management with that sense of freedom which is essential to the
success of joint deliberations. In this connection it may be noted
that one of two reasons gwen for the short terms of office of the
shop stewards and t of ittees in one industry (ome
and three manths respectively) was the fear of victimization. The
other reason~—in this the Works Committee appears to revert to
the early forms of conducting the business of Trade Union branches
—was stated to be the desire that every one shounld take his share
of office.

The other question relates to the allegations made by eertain
Trade Unionists that eertain employers—more particularly in one
or two industries—are fostering the growth of Works Committees
in order to destroy Trade Union influence in their works, The
danger, it is said, from the point of view of Trade Unionism is
exactly the same as that which is believed to result from profit-
sharing, viz., that the workman is detached from his fellows and
his power to obtain certain standard conditions is eonsequently
weakened. The further charge has been made, in regard to one or
two industries, that the employers were proposing, in the name of
the Whitley Report, to form Works Committees without eonnection
with the Unions, nnd from these committees to build up District
and National C tative of employers and employed
It must, bowever, be emphasxzed that any such action is directly
opposed to the proposals of the Whitley Report. These proposals
look to the control of Works Committees by National or District
Councils which, on the workpeople’s side, would be representative
of Trade Unions only; and, in order that Works Committees should
be formed on lines satisfactory to the national organizations, the
Report proposes that the formation of Works Committees should,
a8 far as possible, follow, and not precede, that of the National and
Distriet Councils. A logical application of this order of procedure




852 MANAGEMENT AND MEN

may be impossible, but wherever individual employers find it de-
sirable to form Works Committees before National or Distriet Coun-
cils are instituted, the idea of the Whitley Report may be so far
followed that such proposals should be brought before the Trade
Unions concerned, and they should be asked to share in the forma-
tion of the Works Committee.

VII,—GENERAL CONSIDERATIONS

The applicability of Works Committees to different industries
is & matter of importance. During the war the discussion of them
.has been associated most generally with the engineering industry,
and it is probably in that industry that, for reasons already stated,
their development during the war has been most rapid. This de-
velopment, however, has by no means been confined to engineering;
and in certain other industries, for example, iron and steel works,
there has been a ked 1 If we ider pre-war experi-
ences, and include not only g 1 ittees formed for special
purposes, but also section committees, it would appear that an in-
dustry in which committees had not been in existence at some time or
other would prove the exception rather than the rule. In this con-
nection one may note that in establishments in the distributive trades
several committees have been formed to help in the running of profit-
‘sharing schemes. It may also be noted that during the war one
very large establishment has seen the development not omly of
separate Committees of Shop Stewards, representing the skilled and
unskilled sections of engineering respectively, but of at least two
other committees constituted on more or less similar lines. One of
these is composed of shop stewards from the building trades, and
the other of delegates from the clerks engaged in the various de-
partments. The works in question is exceptional, not only in size
but in certain other respects, so that it cannot very well be taken as
an example. The specific representatmn of the building trades may,

, be put alongside the p ly mentioned examples of
informal committees constituted on big works of building construe-
tion. It may also be argued that if a committee is desirable in a
distributive trading establishment for the administration of a bonus
scheme, the same form of organization may be useful for other
general purposes. It may further be argued-—ond it is so argued
by some—that a Works Committee is desirable in any establish-
ment in which more tha.n a certain number of people are employed.
‘Whether the i i8 either y or desirable in every
or nearly every kind of establishment is & question which the future

must solve. Here it may be noted that at present considerations
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almost dmmetncn.lly pposit > to one th to determine

the g of from different groups of indus-
tnea' in some this would appear to be due to the absence or the
weakneas of Trade Union organization, while in others the strength
of Trade Union organization makes Works Committees unnecessary
for the purposes which call them into existence in & number of
industries.

The cotton industry is a case in point. Here the contiguity of
the mills, and the fact that conditions are so uniform that distriet
piede-lists are practicable, ensure that the strong distriet organiza-
tion (with its permanent secretary on both sides and its district
eommittee on both sides) is adequate to those needs which in en-
gineering, for inst: have produced the d d for a works
organization. The same problem of wages has necessitated in other
industries, e.g., certain of those coming under the Trade Boards
Acts, direct State-enf t of pi t Though for this
parpose 8 Works C ittee may be y or undesirable in
both groups of industries, it may be that other purposes will pro-
duce a similar form of organization. It would appear that most
of the needs to which reference has been made in this report are
not quite peculiar to any one type of industrial establishment, but
more or less common to all. Questions of foremanship may be given
as one instance. Welfare is another; very many matters can be
brought under its scope, and it seems likely that in future Works
Committees will come to play a greater part in their administration.!

It may be suggested that the size of the works concerned is a fae-
tor of importance in any discussion of the range of application of
a system of Works C i It is ti urged that Works
Committees are only valuable in large works, in which the work-
men nuwnber 3,000 or upwards. It is cerfainly true that the larger
the works, the greater the help which a Works Committee can give
ic putting the higher ranks of the management in touch with the
feelings and needs of the men. In a small works the manager will
probably be able to familiarize himself with every detail of the
work, and he will be brought into eontact with nearly every work-
man. He may feel that he is already in close touch with the men,
and that a2 Works Committee cannot make the touch eloser. Even
here, however, a8 Works Committee is likely to help. It will enable

3 Since the above parsgraph was written a movement fo bring the
union organization more closely into relationship with the conditions
in individual cotton mills has produced a scheme in the Oldham district.
The proposal is to make shop (or mill) clubs an integral part of the
district union, to deal with shop grievances, ete.
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the management to discuss matters not with isolated individuals,
but with the accredited representatives of the whole body of the
men, and it may help to bring fo light difficulties, needs, feelings
and defects which might otherwise have remained concealed. A
Works Committee may thus serve not to supplant, but to supple-
ment, the advantages of personal touch, even in small establish-
ments; while in large establishments, where personal contact is not
80 easy, the help which it may give is obvious. In any case it should
be remarked that committees are to be found in works of very dif-
ferent sizes. One committee is concerned with workers in a single
establishment to the ber of 10,000 men; many are to be found
in works in which the workmen number about 3,000; a number exist
in works employing about 100 workmen.

To this may be added the expression of opinion of the owner
and manager of a small printing office where the compositors’ ehapel
(there is only the one chapel in the office) has at present only ten
members. He is in direct contact with each of the men; but he
has found it advantageous in the past to have the father of the
chapel and one or two of the other compositors together “for a talk
over tea,” This, it may be said, is done-in many small businesses.
It may, however, be worth while to consider the advisability of
putting such discussion on a regular footing even in small busi-
nesses. In the instance mentioned the employer proposes to make
& trial of regular discussions. Probably the only generalization one
can safely make about the need for Works Committees in relation
to the size of the establishments is that the need increases with the
size.

There remain two points of importance. One is the question of
the practical success of Works Committees; the other the impor-
tance from that point of view of the human factor.

As regards the first question, evidence is forthcoming from all
parts of the country—the Clyde, the Tyne, the Midlands, the Bris-
tol, Manchester, Yorkshire, and London districts. As regards the
second, this much is clear: success depends to & great extent on the
existence of & spirit of 1 and understanding on both sides, If
“the management door stands open” to all legitimate grievances,
and if the men are ready to present their grievances and to take
into consideration the difficulties of the t, the fund tal
conditions are present. Much will always depend on the person-
alities concerned. Every human institution requires for its euc-
cess the guid of p lities. A Works Committee reguires
for its chairman or secretary—or, at any rate, one may say, ideally
requires for its chairman or secretary—a man of personality, trusted
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by his fell kmen, respected by the t, with the

spirit of sexvice, and ready, in that spirit, to give his services freely
in the cause of his ittee. It ires no less a sympathetic
and eapable management, ready to lmten, ready to weigh carefully,
mdytotakepmnsmdx ion, and prep to, and
to be persnaded. It is ome of the most encouraging signs of the
times that on both sides such men have been found, and that, both
among the management and the men, p lities have d
to meet the needs of the institution.

Works Committees mean discussion; discussion takes time; and
from this point of view it is sometimes argued that a Works Com-
mittee may tend to slow down the pace of industry; and, again,
that it may be difficult to convince a committee of the value and
the feasibility of a new 1dea OF Process, so that the way of i innova-

tion may be h These, h are theoreti
objeetions. In practlce Works Committees—the endenee would
suggest—have imp: ping and i d output, and in

that way they have accelerated rather than impeded the pace of
industry. In practlce, agam, they have been the opposite of con-
servative, and instead of hange they have themselves sug-
gested change. And even if they made the pace slower, or change
more difficult, they have advantages that would compensate, and
more than eompensate, for these defects. They make for better
lations and great y, and these are the things that matter
most to mdnstry More time is gained by the absence of disputes
than is lost by the presence of discussion; more improvements can
---f" d in an atmosph of‘ y that can possibly be
introduced in an atmosphere of
That Works Committees have, in the great majority of oases,
tended to introduce greater harmony, and, through it, greater effi-
ciency, is proved by the evidence of those concerned in their work-
ing. It is not denied that in some cases (though these are very few)
Works Committees have failed. A few cases of such failure have
been noted in committees instituted during the war for general pur-
poses. In one of these the failure was perhaps due mainly to
defects of machiuery, and it is stated that the Works Committee
may be resuscitated; in another the failure was due to deep-seated
causes, which made success impossible, and the failure reflects no
discredit on the institution. In almost every case, however, the
testimony is to the opposite effect. Someti troduced with
difficulty and amid ied it have established them-
selves and done service which is acknowledged even by their orig-
inal opponents. By providing a channel for the ventilation of
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grievances at an early stage, and before they become acute, they
have prevented disputes and strikes, and they have improved time-
keeping and increased output. Nor is this all. The functions of
Works Committees are not merely concerned with bringing griev-
ances before the management, but also with a preliminary enquiry
into grievances, in order to decide whether they are well-grounded
and serious enough to be brought before the management. The
work which they do in this preliminary stage is not the least valo-
able part of their work, and, far from hampering the management,
it obviously does the reverse and relieves the management of diffi-
culties and grieva.ncee it would otherwise have to face. Grievances
are exther nipped m the bud by being shown, upon discussion in
to be unfounded, or they are settled in discussion be-
tween the secretary of the committee and the foreman or bead of
the department, and i in either case they never come to the main man-
t. When gr t be settled in this way-—sinee,
for example, they may lnvolve the bead of a department directly—
there remains the possibility of access to the main management.
The necessity for this has been emphasized by both representative
employers and representative workmen; and upon it, so far as can
be judged, depends not only the removal of grievances, but (what
is still more important) that really suggestive and constructive
work which the signatories to the Whitley Report had in mind in
recommending that workpeople should be given a larger voice in
determining industrial
In more than one works the snmmary of opinion on 8 Works
Committee—and that not on one side only, but on both—has been
expressed in the phrase, “This is the best thing that bas ever hap-
pened in the shop.” Such a summary could not be given if ex-
periencé had not proved that a Works Committee was more than
a piece of machinery and something different from the old methods
of industrial conciliation. It mesns that a Works Committee is felt
to be thing vital and thi thing that enlists the
workers in real participation, and somethmg that offers fresh prom-
ise for the future.

APPENDIX I
for
‘Works CommiTTees Report

QUESTIONNAIRE
1. Origin.
When did the Committee come into existence?
(b) Under what circumstances did it arise?



APPENDIX G 857

(¢) What procedure was adopted to put the proposal of a Com-
mittee before the employees (or management where the
initiative came from the employees), and draft a con-
stitntion?

2. Constitution.

(a) Is there one Committee only, or more than one?
If more than one what are their relations, if any?
In the case of each

(b) Is it a joint ttee, tative of t and

. employees, or & eommxttee of employees alone?

(¢) In the latter case what arrang ts exist for ting the
management ¥

(d) In the former case does the workers' side constitute a
tee, meeting apart from the joint com-

mittee?

(¢) How are the workers’ representatives chosen? What
classes, grades of workers, or departments are repre-
sented and in what proportion? Are any classes of
workers not represented?

(f) What representation, if any, have Trade Unions, as such,
on the Committee?

i. Is the whole or any part of the membership of the
Committee confined to Trade Unionists?

ii. Has any Union any part in the appointment of
members?

iii, Is any full-time Trade Union official admitted to
sit with the Committee, and if so, in what ca-
pacity?

iv. What is the relation (if any) of the Committee
to the Trade Union stewards or delegates in the
works?

(g) How are the representatives of the management appointed?

(h) What officers has the Committee, and how are they ap-
pointed? .

() What eh in the titution of the C ittee have
been made since the establishment of the Committes, and
for what reasons?

(§) What changes in the itution are desired by either side,
and for what reasons?

3. What are the Functions of the Commitiee?

(a) i Wages questions—
Piece prices. Bonus times.



858 MANAGEMENT AND MEN

Allocation of collective bonus.
Application of wage orders, &eo.

ii. Working hours—
“Clocking.”
Breaks, Shifts.

iil. Alloecation of work—
Piece and time. Demarcation.
Dilution.
Overtime. Short time.

iv. Works organization—
Suggestion of improvements,
Di jon of proposed i ti
Place of apprentices.

v. Discipline—

Timekeeping. Language.
Methods of foremen.

vi. Disputes—
D ion of plaint
Settlement of differences.
Cant g t. Rest period:
Sanitation.
‘Works amenities.

viii. Any other functions—

(It is desirable to make the list of funetions
as comprehensive as possible for the purpose of
comparison.)

(b) Are the p of the Commitfee specified in the con-
stitution? or determined by the chairman? or unspecified ¥
(¢) Have there been any changes in the functions of the Com-
mittee since it was established? If so, what were the

.

reasons?
4. Procedure.
(a) i. How, and by whom, are matters brought before the
Committee?

ii. Does the Committee meet at stated periods, or only
when specially summoned? How is a meeting sum-

moned ¥

iii. I the firm is rep ted on the C i do the
worker members meet separately before the joint
meeting ¥

iv. If the times of meeting are irregular, please state the
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number of meetings held during each of the last
three months.

v. Do the meetings take place in employers’ or in workers'
time?

vi. How long does a meeting usually last?

vii. Is there any payment for attendance? If so, by
whom ¢

(b) In case of failure on the part of the Committee fo settle
any question, to what authority is the question taken?

. Give an example of the stages throngh which a complaint
eould go.

5. Relations with Trade Unions.

(a) What proportion of the employees of the firm are mem-
bers of Unions? Of what Unions are they members?

(b) Does the firm recognize all, or any, of these Unions?

(c) Have the Union officials assisted or obstrncted the estab-
lishment and working of the Committee?

(d) Is any provision made for the safeguarding of small sec-
tional interests (such as the Scientific Instrument Mak-
ers in an engineering works) ?

6. General.

(a) The attitude of the g t to C it On what
oceasions, if any, has the management refused to carry
out a Committee’s decisions?

(b) Have the men in the works accepted or rejected a Com-
mittee’s deecisions ¥

(o) The possibility and difficulties of dove-tailing Works Com-
mittees into the existing Trade Union organizations.

(@) Effectiveness and results of the establishment of Works
Committees on the relations between employers and em-
ployed.

(e) The desirability of separate C ittees to deal with dif-
ferent types of functions (e.g., wages questions, wel-
fare, &e.).

(f) Possible directions in which the functions of Committees
could be extended.

(g) The relation of Works Committees to unofficial Shop
Stewards.

(N.B.—1t is the suggestions and feelmgs of employers, managers,
trade union officials and workpeople it is partioularly important
to collect. The investigator’s own eriti and suggestions should
be embodied in & separate report.)
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APPENDIX II
Rerorts oN INDIVIDUAL Works Comuirress, &o.b

(A) to (P)—Engineering, Shipbuilding, and Iron and Steel In-
dustries.
(Q) to (W)—Boot and Shoe, Woolen, and other industries.

PAGE
(A) Messrs. Hans Renold, Ltd., Manchester
(B) Messrs. Rolls-Royee, Ltd., Derby ..
{(C) Messrs. The Phoenix Dynnmo Co., Ltd, Bra.dford—-
‘Wages Committees ... .
(D) Messrs. Barr & Stroud, Ltd Glssgow ..
(E) A Large Engi ing blishment "hlution C it
tee ...
(F) An Establlsbment makmg Mobor Cars and Aeroplanes
(G) Messrs. The Horstmann Gear Co., Lid., Bath .
(H) Messrs, H. 0. Strong & Sons, Ltd anf.al
(I) Messrs. Guest, Keen & Nettlefold, Ltd., anmgham
(J) A Firm of Electrical Engineers
(K) Messrs. Hotehkiss et Cle, Coventry
(L) A Large Engi
(M) A Munitions Fa.etory .
(N) Messrs. Whitehead Torpedo Works (Weymouth), Ltd.

a P,
—M on I'rop

(0) A Shipbuilding Yard ...
(P) Parkgate Works Joint Trades Comnutbee vee
(Q) A Firm of Boot Manufaetnrers ..
(R) Messrs. Reuben Gaunt & Sons, Ltd,, Farsley

(S) Messrs. Fox Brothers & Co., Ltd., Wellmg'.on

(T) Messrs. Rowntree & Co., Ltd York

(U) A Printing Office .. .

(V) A Soap Works—Welfare Comnnttee

(W) A Coal Miner’s Statement on Output Commmees

1The statements given below are in some cases supplied by the firms,
but in most cases have been piled by the investigator on
made to him by the t and repr ives of the workers on
the Committee. Wherever possible, pains have been taken to ensure that
the statement accords with the views of all parties concerned with the
Committee.




APPENDIX G 861

(A) Mesars. Haxs REnow, Lap., Burnage Works,
Didsbury, Manchester

Industry: Engineering, Number of Employees, 2,600. Num-
ber of Departments and (in round numbers) average of workers
in each—17 departments, 160 in each. Males 1,000. 'Women 1,600.

At this establishment there are three different committees:—

(1) The first of these is the “Council” of the Social Union of
the Works, which includes about two-thirds of the whole body of
the workers. The Social Union is managed entirely by its mem-
bers, and has been in existence for the last eight years; it is con-
eerned with games, tions, and educational activities, such as.
the formation of study-cireles; it is said to have done a valuable
work in helping to create a feeling of comamunity and to have pre-
pared the ground for later developments.

(2) The second is a Welfare Committee, eoncerned with shop
amenities, which came into existence about a year ago. This com-
mittee i8 & joint committes. On the workers’ side there are 17
representatives for as many constituencies; each constituency is,
roughly speaking, comprised of workers employed on the same sort
of operation and in the same building, but men and women vote
and are represented separately; the election is by ballot, and every
worker (Unionist or non-Unionist) is enfitled to vote. Trade
Unionism is officially rep ted by a delegate from the Shop
Stewards' Committee. The Secretary of the Social Union is also a
member of the Welfare Committee. On the side of the manage-
ment the Committee is eomposed of ope of the partners in the
b the employ ger, the women’s employment man-
ager, and such of the assistant works managers as. wish to attend;
generally the number is about 6. The chair is taken by the chxef

tative of the g t, and he provides the secretary;
the meetings are monthly. The functions of the Welfare Commit-
tee are to advise the management on matters which it wishes to hear
discussed, to bring to the notice of the management guestions (other
than those of wages and Trade Union matters) which the workers
wish to have dis d, and to ider suggesti for improve-
ments. The questions that have actually been discussed include the
treatment of eye-cases, the provision of first-aid and the prevention
of accidents, the provision of overalls, and the arrangement of the
seats and the maintenance of order and comfort in the men’s and
women’s dining-rooms. The members attend well; they meet in
overtime hours at present, and are paid overtime wagea for the
time they spend at meetings, but it is hoped that in normal times
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the meetings will be held outside working hours and that attendance
will be regarded as a form of voluntary service. It is possible that
in the future a separate preliminary meeting may be arranged for
the women representatives from time to time; it is possible, too,
that in the future the management will absent themselves at every
alternate meeting, in order that the representatives of the workers
may discuss matters by themselves.

(3) The third committee is that of the Shop Stewards. This was
formed by a spontaneous movement among the Trade Unionists in
the establishment, at the time when the Welfare Committee was
under consideration. Room has been found in practice for both,
and the firm has from the first recognized the Shop Stewards’ Com-
mittee. The Shop Stewards are elected by the Trade Unionists
in the establishment; they are seven in number, but the number is
likely to grow. At the invitation of the firm, they send one of their
members to sit on the Welfare Committee, but it is worth noticing
that otherwise the composition of the two bodies is distinet, and
the same person has not been elected a member of both. The
Shop Stewards elect their own chairman and secretary. While the
Welfare Committee is concerned with shop amenities, the Shop
Stewards’ Committee deals with questions of wages and Trade
Union matfers in general. As soon as it was formed, the Shop
Stewards’ Committee asked and obtained the approval of the Dis-
trict Committee of the particular Union to which its members al-
most entirely belong. The Secretary of the Committee sends the
names of its members to the District Committee, which issnes a
card to each entitling him to act as an official Shop Steward. The
Committee meets (in the firm’s time) at the beginning of each
month, and after discussion sends w the management a list of the
questions it wishes to have di ; the t adds ques-
tions which it wishes to bring forward, and the head of the man-
agement and various managers then meet the Committee for dis-
mlmou, but & meeting is held between the management and the
C monthly, whether there is definite busi or no, Some-
times foremen are present when a subject vitally concerning them
is under discussion. From the point of view of the men the ad-
vantage of the committee is that they ean go direct to the manage-
ment, while before they could only go direct to the foremen. From
the point of view of the management the Committee has, on the
whole, conduced to smoother working of the establishment; and
questions of the method of paying wages, of increased bonus, and
of alleged victimization of workers by foremen have been threshed
out freely between the two sides. In connection with the position
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of the foremen, it is thonght that xt may be Decessary to devise some
scheme, such as regular ting the fe and the man-
agement on any questions raised in the Com.mttee which affect their
position, in order to avoid any clashi the f and
the Committee. Itmnlsothonghtthnzltmybeneeessarytodrsw
up rules to determine the right of the S v of the C itt
to enter departments of the works to consult with individual work-
men about complaints. (These rules have since been drawn up and
are contained in the following Note.)

Both the Welfare Committee and the Shop Stewards’ Committee
are used in this establishment as means for the lmnouneemmt and
explanation of intended action by the A
ments have been made, for instance, of new methods of grouping
thework,andagamofthe ppointments of f and the gen-
eral’grounds on which they are based.

Norz

REGULATIONS GOVERNING ACTIVITIES OF SHOP STEWARDS

Meetings.

1. The Directors mll glve ﬂ;e Shop Stewn.rds’ Committee facili-
ties for holding the use of a room,
twice per month, one such meetmg to take plaee, unless otherwise
arranged, on the first Wednesday of each month at 6.15 p.m,

2. The Management will meet the Committee, in general, once
per month, such meeting to take place on the second Wednesday at
6.15 p.m. unless otherwise arranged.

8. The Directors will allow the Shop Stewards’ Committee the
use of one of the Works Dining Rooms twice a year, for general
works meetings.

4. If extra meetings are desired, either with the Ma.nagement,
- for Committee ti or for g } shop th
should be made to the ] Employment Manager.

5. In the case of the regular meetings of the Committee or the
monthly joint meetings with the Management, if overtime is being
worked, and a steward would have been working during a meeting,
time spent at guch a meeting will be paid for as though spent at
work.

Procedure.

6. The 8 intendent is the tive authority in each de-
partment, and his instruetions must be obeyed, even though a Shop
Steward iders an order ble. In such a case the con-

R
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stitutional procedure is to obey the order, and to lay a complaint
or call for investigation afterwards.

7. Stewards have the right to make any complaint or suggestion
to a Superintendent with regard to the rules he makes, his treat-
ment of any individual or individuals, his application of general
shop rules or policy, &e.

8. In no case will a Superintendent refuse to listen to and in-
vestigate any bona fide case brought forward by a Shop Steward,
and to give him an answer,

. 9. If a steward is not satisfied with a Superintendent’s handling
of a question, he may refer the matter to the Shop Stewards’ Com-
mittee for discussion, if the Committee 8o desires, with the Man-
agement at the next monthly joint meeting,

10. It is idered highly desirable that the Stewards shounld get
as many questions as possible settled direct with their own Super-
intendents. This does not mean that matters under diseussion can
be allowed to drag out unnecessarily, and when feeling is running
high the Shop Stewards should take up a question immediately with
the Employment Mamger or the Works Director, but always with
the cogni of the S P

11. When a complaint is made by a Steward to a Superintendent
on behalf of another individual, it must be nnderstood that the
Superintendent has every right to discuss the matter direct with the
individual concerned. This is not intended as & means of putting
off the Steward, but is a statement of the Superintendent’s right and

duty to maintain the most i te and friendly relations possible
w:theachnndallofhmmen. Insnchacasenodemsmnwdlbe
come to betwi the Superi dent and the individual except

Jjointly with the Steward.

Similarly, every man has a right to approach his S
direct, without asking the help of the Steward of his department,
if he s0 desires.

General Arrangements and Discipline.

12, The Management desires that Shop Stewards shall have such
reasonable facilities as are necessary for earrying out their func-
tions, and expeets that in return these will be exercised in such a
way as to involve a minimum of interference with their work.

13. Meetings, formal or informal, cannot be held in working
hours, exeept by special permission, and men should not bring
grievances or questions to their Shop Stewards during working
honrs, but shonld wait for the next break.

14. Shop Stewards may visit the Secretary of the Shop Stewards’

TR Sy
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Committee during working hours on notifying their Superin-
tendent. Similarly, the Secretary may visit any of the Stewards
on notifying his Superintendent. Each Steward is expected to
make arrangements mutnally satisfactory to his Superintendent and
himself for the notification of visits when the Superintendent is
temporarily absent from the departmenf. The time spent in visit-
ing should be restricted as much as possible, and must not be made
an excuse for inefficiency of work.

This arrangement is subjeet to reconsideration, should the number
of Stewards in the works exceed 10.

15. When the decisions are taken at a joint meeting with the

Manag, t, Shop S ds shall not same to their men
unti] the dinner time of the following day, so as to gnve txme for
the Superintendents to be made i of what tr

These regulations are subjeet to revision at any time by arrange-
ment between the Mansgement and the Shop Stewards’ Committee.
Haxs Revow, Lro.,
Manchester,

20th October, 1917.

(B) Messes, RoLis-Roxce, Iap., DerBY

Works: Engineering; Motor-cars. Employees: 6,000. Depart-
ments: 35 to 40 have shop stewards of their own, but from the
point of view of the management the departments may be enpumer-
ated as about 80, with about 300 men in the largest (the test de-
partment) down to about 20 in the Mlest. 1 lab (in-
cluding women) about 500. Women: About 1,500 (of whom about
100 are general laborers).

1. This establishment is very strongly unionist, and before the
war 98 per cent. of the employ were unionist—a figure which
has sunk a little during the War owing to dilution. The relations
between the management and the men are described by both sides -
as “of the best.” The works would appear to be regarded by the
labor opinion of the district g lly with distinet favor.

The Committee at the works is one of Shop Stewards (just as
the Committees at two other establishments here described—those
of Messra. Hans Renold and Messrs. Barr and Strond—are also
Committees of Shop Stewards). The interesting feature of this
Committee of Shop Stewards is that it goes back to a period pre-
vions to the war. It originated as follows:—Originally individual
workmen laid their grievances before the management, bringing
(according to the g ] habit) a companion fo help them to state
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their case. As time went on, men who were recognized as good
companions fo bring were sorted out, and they became semi-official
advocates. About 1912 or 1913 this informal system developed into
a recognized Committee of Shop Stewards. This Committee is what
exists to-day. There is little difference in the present system from
what was usual before the war,

2. Each department elects its own Shop Steward, the total num-
ber of whom is nearly 40, There are about nine different unions
with Shop Stewards; but more than half of the Shop Stewards
belong to the A.S.E. The fact that there is & majority of A.8.E.
Stewards has apparently produced no difficulty. The various Shop
Stewards form a Committee, with a Chairman who bears the name
of convenor. On questions affecting a particular department or
departments, the convenor interviews the management, by appoint-
ment, along with the Shop Steward or Shop Stewards concerned;
while on questions affecting all the works, he interviews the man-
agement, by appointment, along with all the rest of the Shop Stew-
ards. There are no fixed or regular meetings with the management,
but there are frequent meetings none ‘the less.! The motto of the
management is, “the door of the management is always open,” and
this motto is acted npon. There are no women among the Shop
Stewards (though it should be noticed that the Shop Stewards bring
8 woman representative with them to sece the management when
they are discussing a question that affects women); but the women
employees bave direet access of their own to the management.
They can come one by one, or in twos and threes (to raise questions
of ventilation and heating, for instance); and they always receive a
hearing. .

3. The functions of the Committee are large and undefined.
They bring forward anything which they tbink a fit matter to be
brought before the management. A question may sometimes arise
with the management whether such-and-such a question really is a fit

* question; there is then a di ion, and it is g Ny settled by the
application of common sense whether the question shall or shall not
be entertained, but there seems to be no rule regulating the matter.
The g t dis with the C. ittee, or those of it eon-
cerned, changes of process; while the men, aceording to the view
of the management, “have helped the management in many esses
on knofty problems of output, and bave made suggestions which

1There was a system of fixed and regular meetings at one time; but
this fell through, partly because there was not always business, but
largely because the convenor of the shop stewards and the works man-
ager were both busy men, and were often unsble to attend.




"APPENDIX G 867

were acted upon,” besides bri up laints of the men and
eases of hardship. Among spem.ﬁo matters handled may be men--
tioned the following:—

(a) The base times for premium bonus work:—This system pre-
vails throughout the works; and if the base time cannot be settled
between the f of the department and the workmen, the mat-
ter is brought by the Convenor and Shop Steward of the department
before the management.

(b) Dilution—~The Shop St ds have tested inst the
prideiple but they bave made an amieable mangement with the
management in every case, it being understood that a record of
changes was duly kept. The wages of dilutees have also been dis-
cussed in conferences of the management and Committee.

Mauch is settled with the foremen in the department concerned, and
never comes before the management. Relations with the foremen
have not been particularly diffienlt. Some of the foremen resented
the action of the C i of Shop S ds until it was pointed
out to them that the Shop Stewards “did not wish to press too far.”
There have only been one or two isolated instances of confliet; and
in one case (which appeared to be the main one) the foreman left
the works, The Convenor of Shop Stewards has the right to go
anywhere in the establishment without notifying the foremen.

4, The procedure of the system has already been incidentally de-
scribed in large measure. When any point arises in a department,
it is reported to the Convenor (who is elected by the Shop Stewards
from their number), and if it cannot be settled in the department,
it is brought before the management in the way deseribed above.
Complaints or requests from the management go to the Convenor,
and are discussed by the Shop Stewards when he brings them be-
fore & ti Meeti g with the 1 t are in the em-
ployer’s time, genemlly in the afternoon, and may last from half-
an-hour to 214 hours, The management has always carried out the
decisions arrived at in a meeting with the Committee; and the gen-,
eral body of men in the works have aceepted these decisions.

5. The relations of the C i with local trade unionism seem
to present no difficulties. The various societies represented in the
worke—A.8.E.,, Patternmakers, Coppersmiths and the rest—have
worked together; and the Shop Steward system is part and parcel
of the official Trade Union organization of the distriet. The Dis-
triet Committee of the A.S.E. does not issne cards to the Shop
Stewards, as it does in other areas. Extremists are sometimes
elected as Shop St ds, but they g lly mix with the rest;
they are a live el t, and responsibility steadiee them. A man
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who proves a poor Shop Steward does not carry weight, and will
generally be dropped by his constituents, There is thus no need
for the issue of a card by the District Committee concerned or
for the threat of withdrawal of such & card. The relations of the
Shop Stewards at the establishment with the Trade Union authori-
ties are generally good, and every question unsettled in the
establishment goes to the local District Committee or Joint Com-
mittee of Allied Engineering Trades.

It may be added that there is a Mess-room Committee at the
works, some four or five years old, appointed by the vote of all
who use the mess-room; but it bas no particular importance.

(C) THE Pr®NIX DyNaMo Co., Lrp., THORNBURY, BrADFORD

The Phenix Dynamo Company is a firm employing about 4,000

employees. In addxtlon to its ordinary product, the firm is now

iti supplies. The following state-

ment, wlnch the firm has sent to a number of employers, has been
supplied to the Ministry for publication:—

A SHorT DescriprioNn oF THE PHaxrx SysteM ror Frxiva Piece
‘Work PRICES 8Y CONTINUOUS ARBITRATION

Preamble.

There is surely no question so vital to engineering and kindred
industries as that of the fixing of piece work prices. It would prob-
ably be accurate to say that in the period immediately preceding
the war most of the prejudices, both on the employer’s part and
that of the men, to some system of payment by results were in a
fair way to be removed. The increasing competition in business,
with the resultant necessity for selling on fine margins, together
with the fact that experience was proving that because a man was
working piece work the quality of his work was not necessarily
suffering, had already converted most of the employers.

The chief ouLstanding difficnlties were those of organization, and
much of the remaining prejudice on the part of labor towards
schemes of payment by result was the result of unsecientific and

rish syst of estimation of the time necessary to earry out
any partwula.r Job by the employer. Consequently one got side by
side in the same shop astounding inequalities of earnings which
caused great discontent. It was the double-time man who cansed
the time-and-a-quarter man to throw down tools, and the employ-
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ers, prevented by ag ts from reducing prices, are obviously
unable to increase all the prices to double time in order to remove
the discontent. The employer, therefore, urged often more by
despair than a desire to break his agreements about price redue-
tion, adopted subterfuges to reduce the times which were too high.
This often fook the form of splitting the job into sections and al-
tering methods of production in a minor way in order to reduce the
time allowed, and thus the confidence of the workers was lost by
this evasion of the real spirit of the agreement,

Bven to-day the predicament still exists, and the problem of the
priee) which is unreasonably lngh and the di tent caused
the remainder of the men, is extraordinarily difficult for the em-
ployer who wishes to observe not only the letter, but the spirit of
his undertakings not to reduce prices.

On the other hand, labor, with its greater facilities for dis-
cussion between individuals and the absence of any motive to pre-
vent complete interchange of information, such as unfortunately
exists amongst employers, has been enabled to bring great pressure
to bear upon the employer for the rectification of a price which can
be proved to be unremunerative. The same cohesion amongst la-
bor, coupled with the fear amongst employers that workmen are
only accepting payment by results under sufferance, and might some
day refuse to continue such a system, has made the employer very
fearful of pushing forward with any system to deal with the

ht problem of the reduction of an excessive time.

Sinee the war, and without, possibly, a full appreciation of the
precedents which are bemg cren‘ted employers, weary of the re-
sponsibility for so much price ﬁxmg and the dangers of labor un-
rest in their works, bave compromised the most difficult jobs either
by & group bonus on the whole of the wages paid, or by saying to
individuals or group of individuals, “We will pay you time and
so-and-so whilst you are on with this work.” Some aeroplane fac-
tories working on a group bonus on total output are paying their
men a3 much as time and three-quarters, whilst their output per
man is well below that of other aeroplane factories on ordinary day
rates.

It is fatally easy to act in this amateurish way whilst prices arve
high and excess profits ean be used, but any experienced organizer
or worker, either employer or employed knows that this condition
cannot last after the war. It m this prodigal use of “time and a

thing,” without any d tee that that amount of
work had been carried out, which hss destroyed the whole of the
principle of the minimum wage. Competition on day rates being
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eliminated, a competition between employers as to who can give the
most foolish piece-work price or the highest bonus per hour on
some theoretically imperfect group bonus scheme has taken its place.
The best type of labor realizes that the badly organized piece work
or bonus system is, in the end, as inimieal to his interests as it is
to those of the employer. So much for the money side of the ques-
tion,

There is, however, another point which should be given its true
value. One of the greatest objections to present piece-work sys-
tems ig that the employer works out the price in secret, writes down
the time on a card, and this settles the price. Now, the men feel
that payment by results is a bargain and that it is not within the
province of the employer or the employed to state arbitrarily what
the price is to be. The fact that most employers are quite pre-
pared to explain politely and sensibly to any workman how the
price is made up does not meet the theoretical objection to the
system, and the end of what should be a perfectly logical and simple
business transaction is often an altercation with a “take it or leave
it” as the employer’s last word.

Another position which is often created as a result of a failure
to agree about price is a steady opposition more or less furtive
to the whole system. . Assuming, however, that the system of piece-
work fixing is so aceurate that every workman secures a fair return
for his labor, the theoretical objection of organized Trades Union-
ism to any arbitrary settlement of the price by the employer still
remains.

A TABULATION OF THE MAIN DIFFICULTIES

(1) Unsecientifie price fixing.

(2) The ab of proper hinery for appeal which is quick
in action and not cumbersome in operation for the rectifieation of—

(a) a price which is too low;
(b) a price which is too high.

Of these (b) is essential if the employer is to be able to preserve
towards the men absolute straightforward dealing. The employer
must have means which will enable him, without even & suspicion
of stealth, to reduce a price without ily changing the method
of manufacture.

The following is a system which has been working for some time,
the terms of which were drawn up by the aid and codperation of
the principal Union of metal workers and the firm concerned. It
is capable of econsiderable ext and impr t, and is &
sincere attempt to solve an dingly plicated but absolutely
vital problem.
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Financial Basis of Prices.

The men had pressed for a gnaranteed time and a half. To this
we conld not agree. Eventually it was agreed that times should
be fixed so that an average man could earn time and a guarter, and
a really good man should have no dzﬂiculty in making time and a
- half. The following is the ag hed between the prin-
cipal Union of metal workers and ourselves eoncerning the scheme :—

On getting ont & new job we would calculate the feeds and speeds
whigh were suitable for the tool on which the job was to be per-
formed, and then put forward the time to the man who had to do
the job, saying: “This is the time we offer; you are not bound to
accept it and can appeal if you like. In this event you go to the
Time Study Office, where the man who has dealt with the job will
go through the detail of his calculations, and if he has made a slip
will at once put it nght." .

Our time fixing is not infallible, nnd the men can help us by
pomtmg out errors. If, h , We are d that the
price is unreasonable, nnd the man is equally unconvinced that it is
reasonable, he can then say, “I want this job to go to Committee.”
The time offered by us would then be put on the card as a tem-
porary time, and the decision of the Ci ittee would be added
on or taken off the time agreed by the Committee when their de-
cision has been given. In any case, however, the man has no object
in hanging back, because no evidence as to the time taken on the job
between the price being fixed and the Committee being held is

ilable for the C

The Committee consists of 3 of the firm's representatives and 8
workmen’s representatives consisting of the man concerned and 2
workmen selected by him who are operating the same type of ma-
chine or whose work is closely allied to the work in question. In
a dispute of a Milling Machine price, the man and 2 other millers
would attend.

The Committee is to be held within 2 days of the complaint. In
the event of the Committee failing to agree it is then up to the firm
to demonstrato in their own works that the time is fair and that
time and a quarter ean be made on it. The question of outside
demonstrators being employed was raised, and it was agreed that
only in the case of new tools bought from the makers on guaran-
teed times should outside experts be brought in. The firm have the
option to decide whether, in the event of the Committee failing to
agree, the demoustration of the time shall be done in the shop
iteelf or alternatively in a d tration department. It is further
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agreed that, in addition fo the Committee being a means by which
workmen can secure awards as to prices which are too low, the firm
bave the same privilege with regard to prices which are too high. In
the event, however, of the firm petitioning for the reduction of a
price and bringing the matter to a C i it is understood that
any reduction which is made in the time shall be put on to another
Jjob on which the workers cannot do as well. This is accepted with-
out demur, as it shows a desire, at any rate, to try to equalize the
position as between man and man and also from the firm’s point of
view,

The above are the terms of the understanding arrived at and the
following observations may be interesting.

The whole point about this system is that the rate fixers shall
get into their heads the fact that they are not telling the men how
much they, as representatives of the Almighty, agree to allow for
each job, but are in the position of buyers who, having worked out
what they think is a fair price for a commodity, make the man
an offer for it on those terms.

A great deal can be done in making a Time Study Department
a really nice office and insisting that the man is treated really
courteously. One of the great difficulties is to get personalities
definitely removed from the tr ti Ad ion that starts
about the price of a job often finishes by two men staking their
reputation as craftsmen and their experience as workmen that they
are absolutely right.

The rate fixer must be made fo feel that it is not a disgraceful
thing to alter his price. The friendly spirit is extremely important,
and unduly conceited rate fixers with the manner of a general man-
ager have not proved invariably successful. The surprising part of
the scheme over the period in which it has now been operating is
the very small number of Committees which are held. It would
appear that a very stupid workman who goes to the Time Study
Office to argue with the rate-fixer, or a very thick-headed rate-fixer,
are either of them rather afraid of what a Committee wonld decide
about their particular case, and so whichever party feels himself to
be technically weakest in the argument appears fo give way. At
any rate, the number of Committees is incredibly small. It may be
argued that this is because the prices are fixed on so generous a
basis.

The average in the whole of the shops eoncerned ranges from
27Y% per cent. in the worst case to 5214 per cent. in the highest
average case.

The provision by which an employer is allowed to reduce a price
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(provided that he adds the time so reduced on to some job which
is a lean one) has the advantage that after a time you get a certain
number of hours on the men’s side of the ledger, and this is a sort
of accumulation of time in the bank. By this means cases of
special hardship can be dealt with by adding some of the time on
to the lean jobs.

The composition of the Committee from the employers’ point of
view should vary from time to time, and the superintendents of the
shop will be well advised to keep their eye on the cases coming up
for £ itt It ti that a very good workman
indeed has become pig-headed abont his particular job, and whilst
the rate fixer may be exactly right, it may be advisable to humor
the man in guestion. The very faet of thé man's all-round exeel-
lence and his status of a workman makes it advisable to keep him
friendly to the scheme. In cases of this sort, where a certain
smount of feeling is present, it is advisable for some fairly high
official to sit as one of the employer’s representatives and tactfully
(whilst saving the rate-fixer’s face as much as possible) leave the
Committes to humor the man somewhat. These cases have proved
to be very rare, but the employer has so much to gain from the
system generally that he must be prepared to stretch a point, with-
out saying he is doing so, to meet very difficult cases which come up
to Committee. One case in point:—

An extraordipary skilled seroplane metal worker brought a case
up to Committee, where the rate-fixer was an equally skilled metal
. worker and a member of the same Union. The matter had ob-
viously become more a question of which of the two men was a fool
than the question of the price, and it i8 in cases of this sort that a
tactful official can be so valuable on the Committee.

If any employer will put himself in the position of a workman
who, on being offered a price, thinks it unfmr, and who has either
to take it or else put himself in opp to his fi and
others, he will appreciate the value of some such scheme as the above
to the workmen. Under the present scheme a man so placed is
either satisfied by the Time Study Office or not, and if he is still
dissatisfied he can ask for a Committee and go back working on
the job without quarreling either with his foreman or anybody else.

(D) Mesars. Bare anp StrOUD, LiMrTeED, Anniesland, Glasgow

Industry: Engineering. Number of Employees, 2,350, of whom
275 are women,

This firm bas, and has long had, an admirable system for the
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eduneation of its apprentices, and it is noteworthy that several of
them, during their apprenticeship, have taken the Bachelor of Sei-
ence Degree in the University of Glasgow.

The firm has also, like the shipbuilding firm of whose organiza-
tion an account is given under (O) below, a system of awards for
suggestions made by their workmen, which has been at work for
many years.

There are two workers’ C ittees in the establishment:—

(1) The first, which is called the Shop Commttee, might also be
designated a Welfare Committee, and has been in existence since
about 1900.

Its constitution and rules are set forth in the published Book of
Raules of the firm, Briefly, it may be said to deal with shop ameni-
ties. It controls the Sick Benefit Society, the fund for distress,
and all other funds of a like nature. It controls the management
of the canteen and the rifle elub and handles all social
ments for entertainments, picnies, and the like. The Chairman is
one of the Directors. He can veto the discussion of any matter;
but he has never once had to exercise this veto. No Trade Union
questions—no questions of wages or application of Trade Union
Rules—come before this Committee. The Committee meets regu-
larly once a month and oftener if necessary. There are various
sub-committees appointed by the Shop Committee to deal with the
various activities,

(2) In March, 1916, when dilution was started, a second Com-
mittee was formed, called the Industrial Committee. As it is pro-
fessedly in existence for the war period only, nothing is said about
this Committee in the Book of Rules of the firm, but the following
deseription may illustrate its chief featuree.

The formation of the Industrial Committee was helped by the
good relations and the community of feeling engendered by the
working of the existing Shop Committee. The Industrial Commit-
tee is based essentially on Trade Unionism and the S8hop Steward
System. The twelve representatives of the men are elected entirely
by the Shop Stewards, some forty in number, of the different Unions.
There is thus no system of election by all the workers and the Com-
mittee is not rep tive of all the workers, but on the other hand
there is a definite nexus established with Trade Union sentiment
and organization. Two Directors of the firm and the head foreman
8it with the twelve representatives of the men. When there is busi-
ness to transaet, meetings of tbe Industrial Commiitee are held
on Tuesdays at 11 a.m. and the men’s representatives are paid as
usual during the time pied at the tings. The bers of
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the Committee hold office for one year. There are two Chajrmen,
one from the men’s representﬂtwes and one from the firm’s, and
thay preside at alt The only other officer is a
Seeretary elected by the Committes.

The following list contains some of the questions treated by the
Industrial Committee during the past eighteen months:—

(1) The question of the Convenor of Shop Stewards going into
other departments for di ion of gri This
was discussed and the result was the formulation of
regulations (see Note (i); similar rules are also con-
tained in Note (ii) in respect of the “Shop” Committee).

(2) Wages of womén and gu'l employees.

(3) The record of chnngea in practice.

(4) Questi i from the p i bonus system.

(5) Appenla against diemissal. 1

(6) The question of men forgetting to clock on and of whether
they should receive wages for the period for whiech they
had forgotten to clock on.

(7) The question of working overtime on Saturdays. The
Committee agreed to refer this to a genecral plebiscite.

(8) The question of wages of apprentices.

(9) The guestion of rules for night-shift work; e.g., whether
men could leave a little before the closing time to catch

a train,
It is obvious that the functions of the Industrial Committee are
important; it is one of the most ad d Works C i in

existence. Questions of wages come within its scope (under 2, 4,
6 and 8 above); and & question recently under discussion was a
proposal that there should be a guaranteed premium bonus,

A question which has recently arisen is that of the relation of
the Industrial Committee to the local Trade Union organization.

This Industrial Committee iz deserving of attention; first in ite
constitution~—based as it is on the Shop Steward system—and see-
ondly, in its inflnence on the works, which has been large and far-
reaching,

It is interesting to notice that the system of Messrs. Barr and
Strond, Limited, is very like that of Messrs, Hans Renold, Ltd.
Both have two Committees; both assign to one Committee the eon-
sideration of shop amenities, and to the other questions of work

10nly one case has arisen. Here the firm refused to go back on its
decision, but was ready to explain its action. This was done. The
men's representatives then asked if the man in question might receive a
clear character: this waa given.
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and wages; both base the second Committee on the Shop Steward
system.

An immediate and unportant result of having such an Industrial
C ittee is that gr that might otherwise generate bad
feeling are brought at once to the attention of the Directors. The
trivial surroundings of grievances are brushed off, and the real prin-
ciples underlying the questions under discussion are arrived at.

So far, the Industrial Committee and the Shop Stewards have
guite naturally declined to deal themselves with matters of disei-
pline; but in cases where they bave declined, they have actively up-
held, or at all events not hindered the regulations imposed by the
firm.

Nore (i)

REGULATIONS POR LEAVE GranTED TO SHOP STEWARDS TO DEAL
wWITH COMPLAINTS

(1) If any employee has a relevant complaint to make about his
work, sufficiently important to bring before a Shop Steward, he
must communicate only with the Shop Steward of his own De-
partment.

(2) If the Department Shop Stewnrd thinks the eomplaint re-
quires attention, he will send for, or Zstch, the Convenor of Shop
Stewards, who, when possible, wxll tell the foreman of the De-
partment to which he is called that he has been summoned on Shop
Steward business.

(3) If the Convenor of Shop St ds, after ltation with
the Department Shop Steward and the complainer, thinks the eom-
plaint requires further attention, he will call a meeting of Shop
Stewards to eonsider the matter,

(4) 1f the meeting of Shop Stewards thinks the eomplaint re-
quires still further ideration, the C will bring it before
a meeting of the Industrial Committee or eonvene an emergency
meeting of the Industrial Committee in order to lay the complaint
before the Firm. i

(56) The foremen are imstructed by the Firm that they are to
grant the facilities referred to above; but if they think that these
facilities are being taken advantage of, they are instructed to
inform the Firm so that the representatives of the Firm may draw
the attention of the Industrial Committee to it.

Bare anp StrROUD, LiMrTED,
(Signed) HamoLp D. Jacksow,
Director,
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Nore (ii)
NOTICE

To MEMBERS OF THE STAFF AND T0 FOREMEN AND MEMBERS OF THE
Saop CoMMITTEE

In eonnection with their duties as Members of the Shop Com-
mittee, it is sometimes necessary for the Members of the Shop Com-
mittee to go into different departments of the shop to enquire into
matfers connected with the well-being of the émployees.

In soch ef tances the Members of the Shop Committee should
always inform the Chief of the Department or the Foreman info
whose Depattment they go, that they are on Shop Committee duty,
and in such eir t the will not unreasonably with-
hold permission.

The Firm rely that Members of the Shop Committee will be care-
ful never to abuse this privilege.

Each Member of the Shop Committee is provided with a ticket
of identification.

Bagr aND STROUD, LIMITED,
(Signed) Harowp D. JACKSON,
Director.

(E)—A Laree ENGINEERING EsTABLISHMENT—DILOTION
COMMITTEE

Seven Departments, employing over 10,000 workpeople.

1. The Committee at this establishment should properly be de-
seribed as a Dilution Committee. It came into existence in Feb-
ruary, 1916, and though matters other than dilution are occasionally
brought before it, its primary function is the regulation of dilution.

2. The election of the Dilution Committee ists of two stages:—

(1) In the first place, Dilution Delegates were elected on the
bnsxs of two delegates for each shop by all workers,
t or ding women 1), in every

department or shop.
(2) In the second place, the delegates select five representa-
tives to represent them on a Joint Dilution Committee,

1The women in one department did not vote, but that is due to diffi-
culties of time and place. If their hours had been different and the
department had not been at & distance from the rest they would have
voted.
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on which also sit an equal ber of the t
At first there was an agreed external Chairman but,
subsequently, the senior manager present acted in this
capacity. There was found to be the ob;ectwn that if
an external Cbmrmanm—,,"’whose’ are
accepted, arbitration within the works is set up for deal-
ing with matters which should be entirely within the
jurisdiction of the g A ber of the man-
agement presides and another member of the manage-
ment is Official Secretary, and is responsible for the of-
ficial minutes and the notification of all dilution ques-
tions. He is also responsible for all jeation with
the men’s Secretary. On the men’s side there is & Chair-
man snd an additional representative who acts as the
men’s Secretary, but has no vote.

3. There are no regular meetings of the Joint Dilution Commit-
tee; it meets when either side asks for a ting. (Some questi
raxsed by the men’s secretary may be settled at once by executive
action and without a meeting, if the case is a eclear one, and the
action will be simply reported at the mext meeting.) The mmutes
are kept by the Official Secretary appointed by the g
The men's Secretary takes informal notes. The minutes are gen-
erally cirenlated a week before a meeting to enable the men to
consider them prior to the meeting and raise at the meeting any
points arising therefrom or to which they do not agree. Sometimes
there are meetings once a week, sometimes once a month or even
at longer intervals.

4. The functions of the Dilution Delegates are to supervise the in-
troduction of dilution and the wages paxd to dilute. The dele-
gates may complain, for instance, about a foreman introducing
dilution without proper notice, or as to the rates paid to a dilutee
or to the manning of a lathe by a dilutee. If any question arises
about the rales paid to a dilutee, they refer to the Dilution Cer-
tificate sent to them, on which this rate is stated. In no instance
are they allowed to ascertain the rates paid to men or women other
than dilutees. On the whole no insuperable difficulty bas arisen
between the Dilution Delegates and the foremen. This is chiefly
due to the tact displayed by the management and the men’s Chair-
man, but many times there have been grave difficnlties owing to
the action of certain of the y and £

The Joint Dilution Committee deals with all important matters
arising out of dilution which come up to it (as s rule through the
men’s Secretary) from the delegates.
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&Towhnthasbeennid-bove,itshouldbeaddedthnttha
whole procedure of the Committee is necessarily elastic, and de- -
pendent on pmonnl tact and contact rather than on a formal eon-
stitution. There is, for instance, mo fixed tenure of office for the
men’s representauvu, if their action or conmstitution were chal-
lenged, as it was in & case when the members of the United Machine
Workers’ Associati tation, they could, and did,
resign, and & new election was held, The same Committee as be-
fore was elected. The men’s represent&t:ves on the Joint Com-

mittee, if they ider any I} an important ques-
tion of principle, ask to lmve & matter referred back to the Dilu-
tion Del for instrueti or, if the question is comparatively

nnimpomnt, may agree to settle it off-hand.

The Dilution Committee here described is obviously of a special
character, and under the peculiar conditions the Joint Dilution
Comnuttee has been fairly successful. It works easily and in-

Conflned in form to tions of dilution, it finds it easy
to d.mmss other questions and to deal with works conditions in
general on occasion ; for instance, in a case where the firm had sub-
mitted a proposal for a bonus on output to a large number of set-
ters-up, the men asked their Dilution C it tatives to
take the queshon up and discuss the matter with the management.

The men’s representnhves on the Dilution Committee have pre-
vented many il d strikes developing in various parts of the
works, either by their direct mtervenhon or by calling the attention
of the t to trouble that was b

In the firm’s opinion, the value of the work to be done by such
a Committee depends on the men’s rep ives being edncated
and fair-minded men.

It muost be remembered that this Committee is assentlally a Di-
Intion Committee and not 8 Works Ci itt The ives
may, de facto, be Shop Stewards, but they are chosen by all the em-
ployees, including ekilled, uemxvshlled and unskilled workpeople.

The Dilution Committee does not represent the steel smelters,
steel, iron and brass founders, smiths and strikers, and one or two
other trades. If it were to become a Shop Committee it wounld prob-
ably have to be increased and represent all trades and the foremén.
In the firm’s opinion the constitution of such a Committee, so as
to secure the best results, would require very careful consideration.

(F) Ax EstasuisEMENT MagING MOTOR-OARS AND Anommi
The frm make motor-cars, 1 and !
The p t ber of employees is “abont 38,600, of whom some 600




880 MANAGEMENT AND MEN

are women and some 150 general laborers. The others are skilled or
semi-skilled.

The Committee dates back to 1808, It arose from a dispute which
resulted in a strike. The directors had had no ides of the trouble,
and in order that in the future such & position should be made im-
possible the Works Committee was formed. District Trade Union
officials took an active part in the formation of the Committee.

The C it of 22 bers, one from each deparb-
ment. Each member must be a Trade Unionist, but voting is open
to all men, whether or not Trade Unionists. The women do not
have votes. There are members of 26 Trade Unions in the works.
Only 10 of these have bers on the C itt The 10 are the
A .S.E., the Toolmakers, the United Kingdom Society of Smiths, the
Umted Kingdom Society of Coachmakers, the Amal ted Society
of Carpenters and Joiners, the United Machine Workers, the Wood
Cutting Machinists, the Patternmakers, the Steam Engine Makers,
and the Sheet Metal Workers.l The bers are elected Ily,
each department electing its rep ives. The C ittee choose
their own Chairman and Secretary. The same people tend to be
reélected from term to term; the present Chairman has been in
that position from the first, and the Secretary in his for 414
years.

The only formal rules are contained in a poster, a copy of which
is posted up in each department. This gives a short statement of
why the Committee was formed and outlines the procedure to be
adopted with complaints. This procedure consists of three eourts
of appeal—the Works Manager, the Managing Director, and the
Board of Directors. Thus, a man not satisfied with the response
of a foreman goes o his departmental representative on the Com-
mittee (or direct to the Secretary or Cheirman, who have freedom
of movement from department to department). The Chairman and

Secretary of the C ittee and the rep ive of the lai
ant’s department then approach the Works Manager, and there-
after, if 'y, first the Managing Director, and then the Board

of Directors. In fact, nothing needs to go beyond the Works Man-
ager; nothing has gone so far as the Managing Director since there
was some trouble eonnected with the introduetion of the Insurance
Act; and during the present Director’s tenure of the position no
case at all has reached the Board of Directora.

1 At one time there was a member of the Workers’ Union on the Com-
mittee, but when he left the works the mext appointed belonged to &
ekilled union. The departments represented and the unions to which
the members belong are given at the end of this report.
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, The Committee acts for almost all purposes by the methods de-
seribed in the preceding paragraph. The Works Manager has met
the whole 22 28 a body on one occasion only. The occasion was a
visit from an officer of the Ministry of Munitions on the question of
timekeeping. The Works Manager meets the small number who
aet for the Committee (perhaps with the employee or employees
eoncerned) whenever there is occasion. The number of interviews
rises and falls. Sometimes he will have an interview every day for
a week, and then a fortnight without one will pass. These inter-
views are in employers’ time. The 22 members meet by themselves
about once & month for g 1 business; these tings are partly
in their own time and partly in the employers’ time.

The Committee has been largely responsible for making the appeal
for better timekeeping effective, and this is the more remarkable
because even before the appeal was made the timekeeping record
was considered very good. As an illustration the following figures
were given: for the week ending 10/3/17 the total number of hours
lost by 3,300 employees was 8,050; the corresponding numbers for
3,500 employees in the week ending 22/9/17 was 5,700; that is a
reduction from 2:4 to 1:6 per head. The other questions discussed
with the officials of the Ci ittee and the rep tatives on it of
particular departments have included dilution, which was carried
through without trouble, and grievances in regard to premium bonus
times, including the fixing of new times when methods of production
are altered. Usually the arrangement of fimes is diseussed when
the question affects a number of men. A toolroom bonus, payment
of time and an eighth, was arranged between the Committee’s repre~
sentatives and the Works Manager. This bonus, which was con-

ditional on good timek and i d activity, has since been
given up in favor of individual premium bonus,
The Chai of the C ittee, who is an official in his own

Union, emphasized three points:—
(1) the division of funections between Union and Works Com.
mittee, wage questions in particular being Union matters.
(2) the established procedure as posted up in the departments.
(3) the officials’ right of movement from shop to shop.
He had no doubts about the benefits produced by the Committee.
The representatives of the management agree as to the success of the
present arrangements.
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Nore
Division into Departments
No, of Em-
loyees in | No. of Repre- Trade Union of
Name of Department. I?ep-rtmenf, sentatives which represents-
{in round on tives are members.
figures). Committee.
Seaplane Department 2 Amalgamated Car-
penters and Join-
3104, ers; UK. Society
of Smiths, '
Seaplane Erecting Tool Makers.
Paint Shop 160 1 UK. Society of
Coachmakers.
New Machine Shop 770 2 ASE; United
Machine Workers.
0ld Machine Shop .. 340 2 ABE.
Body Shop .. 60 1 Wood Cutting Ma-
chinista.
Stripping apd Exx.mmmg 70 1 ABE.
Repair Shop .. 240 1 ABE.
Bmithe Shop 30 1 ABE.
Detail Shop 180 2 ASE; Sheet
Metal Workers.
Finishing Shop 110 1 ASE.
Trimming Shop ... 60 1 UK. Bociety of
Smiths,
Aviation Engine Depart-| 200 1 ABE.
ment,
ritting Shop  ...... 180 1 Steam Engine
Malkers.
Erecting Shop 110 1 ASE,
Experimental Department 30 1 ABE.
View Room 120 1 ASE.
Molders and Pattern Mak- 50 1 Pattern Makers.
ers.

* The rule is one representative for each department whatever its size.
The exceptions are due to such causes as:—(a) In the New Machine

Shop-—one is allowed for each turm, day and night;

(b) In the Detail

fhop—a body of workpeople who have recently been removed from an-
other department into this shop have been allowed to retain their rep-

resentation.
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(@) Ter HoesTMANN GEAR CoMPANY, LIMrTED,
93, Newbridge Road, Lower Weston, Bath.

These works are a small ineeri stablishment employing
70-80 men and apprentices and 14 women. There are no laborers,
The men are all skilled mechanics. There are 16 apprentices.

The Works Committee was formed in the autumn of 1916, It
wassset up at the snggestion of the management in order to ad-
minister the bonus sch proposed by the t, in re-
sponse to a demand by the employees for a 10 per cent. advance
in wages in the autumn of 1916.

The essentials of the scheme are as follows:—

Each month 8 sum equal to 5 per cent. on the wholesale value ap-
pearing in the stock book of the viewed and passed manufacturing
output for the previons month, and the works’ value of other work
done during the previous month, is set aside as a bonus fund.

Five per cent. was adopted, as that was the percentage on the
output of the p month rep ted by a ten per cent. ad-
vance on the existing current wages at the date when the first bonus
was paid.

Every employee in the works, exeept the fwo Managers and the
Secretary, participate in the bonus to the ber of

“profit-sharing units” to which he or she is entxtled under the scheme.
Each employee, except apprentices for whom special provision is
made, is entitled to one “profit-sharing unit” for each halfpenny
per hour of the employees’ time-rate, up to, but not exceeding, 94.
per bour, aud two units for each eompleted year of service up to
five years. Examples:—An employee receiving 94. per hour and
having been three years with the firm would be entitled to 24 units;
another, receiving 1s, 3d. per hour and with three years’ service, would
also receive 24 units; and another, with two years’ service and re-
ceiving 8d. per hour, would be entitled to 20 units.

The Committee meets regularly each month:—

(i) To settle the amount to be set aside for payment of bonus.

For this purpose the books of the Company are opemed to the
Committee.

(ii) To nassess the value of the profit-sharing unit.
(iii) To assess the fines incurred by employees under the
scheme.l

- 1A fine of 8 certain percentage of the units for any ane month, with a
mazimum of 26 per cent., may be inflicted for each of the following
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(iv) To determine the amount of bonus to which each employee
is entitled.

2. Constitution—The C ittee is a Joint Committee, repre-
senting:—

(i) The management.
(ii) The employees.

The two Works Managers and the Secretary are er-officic mem-
bers. These gentlemen are also the Managing Directors of the
Company.

The rest of the Committee consist of six representatives of the
employees, elected by ballot by all the employees. The six mem-
bers represent the works as a whole. Representation is not based
on departments or on grades of workers. All employees, appren-
tices, and women as well as men, are voters.

The officers consist of a Chairman and a Secretary. The of-
ficers are elected by the C itt The present Chairman is the
Chairman of the Directors. The Chief Clerk has been elected See-
retary.

The Committee meets as a whole. There are no separate meetings
of the bers and employ bers.

The p t elected b havebeen"“fora.n"‘“"‘
term, The period of office will probably, in future, be six
months.

The constitution has not been reduced to writing, and must be
regarded as tentative. More women will shortly be employed, and
it is intended then to consider the separate representation of women
on the Committee.

Only one of the employees is a Upion member. The question of
relationship to the Trade Unions has, therefore, not arisen.

The Comm.rttee has recently formed a Works Musical Society,

which is pr g tly. A canteen will shortly be estab-
lished, and it is int nded to iate the C X with its
ment.

3. Functions of the C ittee~—The Committee, in addition to
the above-mentioned special duties, is c¢harged with the considera-

offenses, and these units will then be temporarily forfeited for the month
in question:—
(o) Insubordination, or use of improper language.
() Undue ! and wilful d:
{¢) Neglect to enter goods, advices, time clrds dockets or time sheets.
(d) Waste of tools and materials,
(¢) Waste of time by failing to work full weeke, or by slackness.
{f) Refusal to work a reasonable amount of overtime when requested
without sufficient reasan.
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tion g lly of any gri ising in the shop. Its funchons
in this respect are not ified or limited. The C has
dealt with shop conditions, wages, holidays and bad timekeeping.
It discusses any questions arising in the works which are considered
suitable for discussion.

4. Procedure—The Committee meets regularly each month. It
meets some 15 minutes, or so, before the end of the working day,
and the employee members are paid for the time so spent up to
the end of the working day. Any time oceupied after the end of
the arorking day is not paid for.

A special meeting can be called at any time on application to
the management. Time spent at special meetings is not paid for.

Meetings take place in the works,

Meetings are summoned informally by verbal notice to the mem-
bers.

The length of meeting varies ding to the t of b
to be transacted.

Minutes are regularly kept of the proceedings.

5. General—No arrabngements have as yet been worked out for
keeping the Committee in touch with the general body of employees.
The ity for such ts has not been felt. The de-
cisions of the Committee nppear to have glven eomplete satisfaction.
Employees are not hound to report gr to the Ci ittee;
if they wish they can app h the v t direct. Every
facility for this is afforded to all employees.

The value of the unit has already advanced some 30 per cent.,
and is expected to rise rapidly in the near future owing to improved
methods and efficiency. The Committee is regarded as a great suc-
cess, nnd has acted asa great meentwe to efficiency in the works and
in furtheri

)

(H) H. O. SteoNe anNDp Sons, Lip., Norfolk ‘Works,
8t. Paul’s, Bristol

This establishment is a small engineering works employing about
120 men, women and hoys
The M ing Di lly supervises the whole of the

works, and very close pemnal contact 18 maintained between the
management and the employees.

1. Origin.—For several years prior to the latter part of 1815
the Company adopted the practice of meeting the whole of the men
employed in the works, once a month, to discuss any matters con-
neoted with the establishment that d to examination.

.
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At the end of 1915 this practice was abandoned because it was felt
by the management—
(i) That much time was wasted discussing irrelevant and un-
important matters.
(ii) That real grievances did not freely come out in the pres-
ence of the whole body of employees.

The last meeting of this character took place towards the end of
1915, and at this meeting the Managing Director pointed out these
objections to the existing practice, and suggested that a Works Com-
mittee should be constituted. The management then retired, and
the proposal was discussed by the employees alone.

The employees agreed to the proposal, and proceeded to elect
seven representatives to form an Employees’ Committee, which
would meet as a Joint Works Committee with the management.

2, Constitution.—The C i is posed of :—

(a) Three representatives of the management nominated by
the Managing Director, namely—
The Managing Director,
Manager of the Repair Department,
Works Manager of the Manufacturing Depart-
ments.
(b) Seven representatwes of the employees.

Representation is based on occupation, not on the department in
which the men work.

The representatives are divided as follows:—

. Laborers (1).

. Machinists (1).

. Turners (1).

. Millwrights (1)

. Patternmakers (1)
. Fitters (1).

. Apprentices (1).

Some 20 women are employed, but are not represented.

Of the seven representatives, four are bers of the Amalga
mated Society of Engineers, three are non-Unionists.

The employees’ repr atives are appointed at an ] meet-
ing of all the employees (other than women) held in September.
They are appointed for twelve months,

The Managing Director has been elected Chairman of the Joint
Committee.

The men’s rep ives meet separately as an Employees’
Committee for the purposes mentioned below in parsgraph 4. The

e N R W TN U
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Employees’ Committee elects one of its members as Chairman. The
Chairman acts as convenor.

There is no relation between the C ittee and the Trade Unions
concerned. A Trade Union official, as such, does not, therefore, at-
tend the meetings, but one of the Committee is the shop steward

ppointed by the Amalgamated Society of Engineers.

No copstitution of the C ittee has been definitely formulated.
It is at p t experimental, and is developing in accordance with:
experience.

3. Functnma of the Committee.—Since the appoiniment of the
C no laints or suggestions come direct to the man-
agement; they are first taken to the Employees’ Committee as ex-
plained hereafter.

The Committee has dealt with the following classes of business:-—

Stoppage of bonus.

General discipline.

Interpretation of official Orders and Circulars.
Interpretation of Trade Union rules and regulations,
Shop conditions, lavatories, ventilation, ete.

Decisions of foremen,

Timekeeping.
Output and costs.
Overtime.
Grant and withholding of Leaving Certificates.
The C ittee has p pecially useful as & means of arriving

at the proper interpretation of official Orders and Cireulars. The

operation of the recent Order granting a bonus of 1214 per cent.

to certain skilled timeworkers (the Skilled Time Workers (Engi-

neers and Molders) Wages Order, 1917) was discussed at the last
ting, and its operation in these works determined.

4. Procedure—Complaints or suggestions are brought, in the
first instance, to the attention of one of the men’s representatives. .
Normally, the complaint or suggestion is made to the representa-
tive of the grade to which the person making the complaint or sug-
gestion belongs. This representative then notifies the Chairman of
the Employees’ Committee, who asks the foreman’s consent to a
meeting of the Employees’ Committee being held, and arranges with
him a convenient time. The members are then notified verbally of
the time and plnce of meeting.

A meeting is held a8 soon as possible after receipt of the com-
plaint or suggestion.

The meeting takes place in the employers’ time.
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All work in the establishment is paid on 8 day work basis. The
men are pa:d for time pied on C

The men’s meetings are of short duration, and are held in the
worka.

If the Employees’ Committee can deal finally with the question
raised, they do so. If not, the Chairman of the Employees’ Com-
mittee aprroaches the Managing Director as Chairman of the Joint
Committee and asks for a meeting of the Joint Committee. These
meetings are held in the firm’s time, and the Committee meets in
the office of the Managing Director.

Joint meetings occupy from half-an-hour to two hours, according
to the t of busi to be t ted

A shorthand typewriter is present to take notes, from which
' regular minutes are entered up in a minute book.

No voting takes place.

All decisions are arrived at by agreement.

There is no regular time for holding meetings of the Joint Com-
wittee. Meetings are held as and when required, and are held as
soon as poss‘lble after a requeat for a meetmg is preferred by either
the g t or the Employees’ C itt

5. Relations with Trade Umm —There is no direct relation be-
tween the Committee and the Trade Unions.

The Unions are recognized by the eompany, and all Union matters
are arranged direct bet the g t and the Union officials.

The Joint Committee is only concerned with Union Rules so far
as affects their interpretation in relation to the circumstances of
the works.

The Amalgamated Society of Engineers have a shop steward in
the shop. The latter is a ber of the C: ittee, but not in his
official eapacity as shop steward.

No difficnlties have arisen with the Unions.

6. General—The management have found the Committee of the
greatest service in condueting the business of the works. It has
obviated the necessity of posting notices, always liable to be mis-
understood, in many instances. A good output has been maintained,
and no trouble has arisen in the works. The management believe
that the essential point in preserving good relations with their em-
ployees is to ensure an open and full understanding, and that this
can only be secured by frequent contaet with every section of opinion
in the works.

The employees find the Committee of advauntage to them b
instead of any eomplaints being subject to the whim of & foreman
or the ipse dizit of & manager, the matter is finally decided by &
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Committee of their own mates, or, if this is not found possible, by
a joint meeting of their own representatives with the management.
Moreover, there is no delay. Rapidity of action is regarded as
tial if a seh of control of this sort is to work satisfactorily.
There is general agreement that, in a small meeting of nine or
ten persons meeting informally, men have no hesitation in saying
what they think, and it is thus possible to gage the “temperature” of
the shop with some accaracy.

(I) Mesers. Guest, KeeN anp Nerrrerorp, Lrp.,
Birmingham.

Works—Engineering: Secrew, nut, bolt and rivet. Employees
(affected by the scheme, in 3 works), 2,500, Departments, some 50.
General labor, about 5 of the whole. Women employees, 1,850.

1. There are five separate works of the firm, all engaged in the
same business, in the Birmingham distriet. Three of these contigu-
ous to one another (Heath Street, Imperial Mills, and St. George’s),
are fully included in the scheme here described. The two others
follow the same lines, but, being more distant, are not included in
the actnal operation of the scheme. The origin of the scheme was
as follows:—Early in 1914 there was a series of strikes of the
women employees, and these strikes affected the men employees, as
machines stood idle, work was not ready, and wages were lost.
The result was that the men also struck. When matters had thus

8 deadlock, a mass ting of the men Was beld on May
9t.h, 1914, which was attended by the g t, and at this meet-
ing the outlmes of the scheme now in foree were suggesbed. Subse-
quently & mass meeting of the women was also held, and the manage-
ment and representatives of the men attended. The scheme was
again propounded, and was pted by the "_, Finnllyn
mass meeting of men and , with the
was held, and here the scheme (thnt there should be no stnke without
consultation of the firm, and meanwhile the machines should be kept
running, and there should be an Appeals Committee in each of the
three contiguous works) was accepted.

2. The works were conducted on this basis for over two years,
down to August, 1916, without any difficulty. At that time the
question arose of an advance in wages to meet the rise of prices.
The matter went to arbitration. Negotiations with the directors took
place, and in December they accepted the scheme, and a formal agree-
ment was concluded by which the men, as a society, agreed to a
signed contract that they would not strike without consultation of the
firm, and received in return a system of Appeals Committee in each
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of the three works and a central control board for all the three.

8. The scheme, which came in to full working in December, 1916,
embraces, a8 has been said, three works, mcludmg the greater part
of the manufacturing section; but the engineering section (which
contains about 300 employees) is not at all under or connected with
the scheme, its members belonging to various other societies. The
2,500 employees of the manufacturing section of the three works
form a definite Trade Society or Union, Few of them before the
scheme came into operation were members of a Union; all of them
are now members of the new Union. This new Union does not be-
long to any Trades Council or Allied Trades Committee; its strike
rules forbid such membership. The Union is thus peenliar; it is
a small Union consisting of the employees of a single firm,

4. The Union, as has been said, has entered into a deflnite con-
tract with the firm, by which it covenants not to strike without con-
sultation, and to keep the machines running meanwhile, in return for
certain concessions. The first of these is:—

(a) The Appeals Committee.—There is an Appeals Committee
in each of the three works. Each Committee contains men and
women representatives, elected, one for each section, by a ballot
among the employees of the section; and each has its Chairman, but
the Chairman of the Central Control Board often presides at meet-
ings of the different Appeals Committees. The Appeals Commit-
tees deal with queshons other than those of wages. Their province

ludes lavat g 1 health and welfare; but they
deal mostly with shop conditions and grievances. Any employee
with a grievance states it to the Chairman of the Committee or to
one of its members who reports it to the Chairman. The Chair-
man then sends a note on a regular form to invite the foreman to
meet him in order to discuss the matter. The matter may be settled
at such a meeting; if it is not, it goes to the Appeals Committee;
and if, in the opinion of that ittee, it raises questions outside
their province, it is referred to—

(b) the Central Control Board.—This. contains, at the present
txme, from 25 to 30 members, including men snd women. The

are inated by the different Appeals Committees, sub-

1 Two other works of the firm in the district (Broad Street and King's
Norton) are not included in the scheme, and have no Appeal Committee;
but the wages and conditions at these works are affected and largely
controlled by the system in force at three contiguous works. Une
of these works is likely to come fully into the scheme, as its site is to
be in the future nearer to those of the others; the other is out in the
country, and so outside the scheme.
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jeet to ratification by a general meeting of the works concerned.
(Meetings of 800 are not at all ; the employees attend
well, ag there is a rule that unless two-thirds are present there is
no quorum and nothing ean be done.) The President of the Cen-
tral Control Board is elected by the whole Society. The present
President has been in industry for the last 37 years, and has had &
long practieal experience in the works of all the wage-questions
which form the staple of the funetions of the Control Board. In the
handling of these questions the usual method is as follows: A
wage-g is reported to the President, and he then eommuni-
cates with the management in writing. If it is a question of local
detail, be writes to the works manager of the particular works; if
it is a question of & general kind, he writes to the general works
manager, The manager addressed replies to the President in writ-
ing (but, as a rule, there has been a p ] interview bet the
two before the reply comes) and the reply is reported by the
President to the Central Control Board. If the reply of the man-
agement is satisfactory to the Central Control Board, the matter,
of course, ends; if it is not, the Central Control Board makes further
representations to the management. The Control Board does wot
meet the management; the relations are entirely by eorrespondence,

ppl ted by p )] interviews between the President and
management,

(e) The last resort, if a question is not settled between the Con-
trol Board and the management, is the Conciliation Board, consist-
ing of two representatives of the management and two of the Con-
trol Board. This Board has never acted hitherto, since, under the
working of the Munitions Act, questions which would bave gone to
the Conciliation Board wnder normal conditions now go to London
for settlement. In this event the President writes to the Ministry
of Munitions to state the men’s case, giving a copy of his letter to
the firm; and a general meetmg of all the employers affected may
be held befom the letter is sent, just as would be the case if the

lated in the rules were being followed.

b. In regard to the general working of the system the following
points may be made:—

The firm permits anybody to see the President in the works
(another work sees to his hine while he is absent) ; it allows
his letters to go by the works mail; it has supplied him with a desk
beside the bench at whick he works and facilities for keeping his
books and papers. A room is set aside in whieh he ean have inter-
views, and the irm provides a room for meetings of the Appeals
Committee and Control Board. The management is always ready
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to see the President when he asks for an interview, and he has full
liberty to go anywhere in the three works, without asking for per-
mission, in order to interview employees or committeemen and to
discuss grievances.

As has been mentioned, any grievance between an employee and
an overlooker is discussed between the Chairman of one of the
Appeals Committee and the overlooker concerned; but if it is not set-
tled the plainant and the overlooker app before the Appeals
Committee and both state their case. The Committee decides which
of the parties is, in their view, in the right, and they send the matter
for adjustment to the management.

The work of the President under the scheme is unpaid.

(J) A Fmu or ErecrricAL ENaINEERS

This establishment is an engineering works employing 400 women,
150 men and 150 boys.

About 40 of the men are skilled. These are all members of the
Amalgamated Society of Engineers.

The establishment is almost entirely engaged in making 18-
pounder shells. A small amount of private work is done, princi-
pally heads of trolley arms for electrieally propelled tramears.

1. Origin—The Works Committee was established in the aut
of 1915.

It was brought into existenee to assist in fixing and adjusting
piece-work prices.

The Committee was snggested by the men employed at the works,
and the local delegate of the Amalgamated Society of Engineers also
ded the establishment of the C ittee to the Managing

Director.

2. Constitution.—The C ittee i3 & men’s committee only. It
consists of 5 men. The women and boys are not represented. The
5 members are elected by the shop as & whole, and do not represent
separate departments or grades.

The constitution of the Committee has not been reduced to writ-
ing. 1t is at present experimental, and is developing in aceordance
with experience.

3. Functions of the C ittee.—The principal busi of the
Committee is to assist in fixing and ndJnstmg piece-work prices.
The questions which arise on this score are, however, not eompli-
cated or difficult, as the establishment has, since the Committee was
formed, been engaged almost entirely on repetition work. The man-
agement, in the first instance, settle what they consider fair prices,
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and submit them to the Committee with the data on which they have
been fixed. The men’s committee then meets separately to eonsider
the suggested prices. Ample time is allowed them to consider and
discuss the matter, both among themselves and with the workers
affected. A joint meeting is then held between the Committee and
the management, at which the several prices under eonmderahon
are reviewed, and any suggest: as to dment are id

If a good case is made out to the satisfaction of the mansgement the
price is raised or reduced. If it b y to

the price already fixed, any suggestions on this scote are brought
by the Committee to the attention of the t, and are jointly
considered. No friction of any sott has so far arisen. Prices have
been frequently reduced d by mutual agreement. Under
ordinary conditions of work, problems arising as to fixing and ad-
justing piece-work rates will be more difficult, but the Managing
Director considers that they can be best dealt with on the lines
above indicated.

No limits have been put to the matters with which the Committee
may deal, and it is open to the Committee to bring forward any sug-
gestions or complaints relating to the management of the shop.

The Committee bas dealt with the following matters:—

Ventilating and sanitary questions.
Complaints as to the decisions of foremen.
Arrangement of shifts.

Alloeation of piece-work and day-work.
Holidays.

Alteration of hours of admission to the works.
Interpretation of official orders and circulars.

At the last ting the lication to this establishment of the
Skilled Time Workers (Engmeers and Molders) Wages Oxder,
1917, was discussed.

The Managing Director is of opinion that the Committee should
also be eharged with the supervision of dismissals and reduction
of staff, and it is likely that steps will be taken to utilize the services
of the Committee in this respect.

The Committee deals solely with & tic questions arising in the
shop.

4. Procedure.—The men's committee meets separately on the em-
ployers’ premises and in the employers’ time. Time spent on Com-
mittee work is paid by the employers. On request, the Committee
meets the Managing Director and the Works Manager.

Requests for meetings are made by the Committee to the Works
Manager.
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Meetmgs with the management take place in the firm’s time, and
time is paid.

There are po fixed times for meetings. Meetings either of the
employees’ committee or joint meetings with the management are
held at such tunes as may be found necessary.

On any b a convenient time for a men’s committes
or & meeting with the management is arranged as soon as possible,
and generally upon the same day.

Meetings are called informally by verbal notice.

Meetings with the management are of an informal character, and
the men’s representatives are, if necessary, accompanied by the local
delegate of the Amal ted Society of Engineers.

5. Relations with the Trade Unions.—There is no official relation
between the Committee and the Amalgamated Society of Engineers.
The Union is recognized by the company, and very cordial relations
exist bet: the g t and the Amalgamated Society of
Engineers’ officials in the distriet. All Trade Union matters are
dealt with direct by the management and the Union officials. No
difficulties of any sort have arisen with the Union.

6. General.—The Committee is regarded by the management, the
men and the Union officials of the Amalgamated Society of En-
gineers as a great The g t have found the Com-
mittee of the greatest service in conducting the business of the
works. The Managing Director econsiders the existence of such a
Committee as essential, and strongly supports any scheme by which
the workers may be given a great share in the control of industry.
In his opinion, the suceess of any such scheme pivots on the estab-
lishment of satisfactory joint works committees.

(K) Horcmkiss er Cie,, ArTiLLERY WORKS, COVENTRY

From Official Constitution of Works Committee as Approved

by the Ministry of Munitions.

The recognition of a Shop Committee, such Committee to be eom-
posed of Stewards elected by their representative Departments by
secret ballot and endorsed by their respective Union Distriet Com-
mittees.

In deciding on tation the principle will be one repre-
sentative for each Depnrtment having not less than approximately
100 employees. In cases of smaller Departments, these may be
grouped together and representation of the Departments so grouped
will be on the same basis. No employee of less than 18 years may
vote.
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Functions of the Commxttee :

(a) To provide a d ch ] of communication be-
tween the employees and the management;

(b) To to the t, through the Chairman of
the C itt a.ny gri or suggestion which,
after fall eonmdmtmn, they think worthy of the firm’s
attention.

Procedure.

I, the t and the C ittee fail to agree, and on all
stions of i tiations will d between the man-

ngemt and the Umon as hitherto, The Chairman of the Com-
mittee will have facilities to consult the Union local officials.

Failing settlement with the Union, Part 1 of the Munitions of
War Act, 1915, will apply.

No stoppage of work will oceur during negotiations.

Meetings of the C ittee will be held nfter working hours un-
less called in case of gency at the request of the 2

Note from Firm.—*“The C i came into exist at Easter,
1917. It was instituted in the first place on a two months’ trial
and, as it momentarily achieved its object, was continued until
about the end of the year. The constitution of the Committee then
became unacceptable to the Shop Stewards and the Committee
hmd-"

(L) A Larox ENGINEXRING ESTABLISHMENT

1. From thes point of view of the g t.—A Dilution Com-~
mittee arose in 1916 when dilution was introduced. There were no
particular rules about its constitution. At the end of 1916, after
the question of dilution had been worked out, and as the Committee
commenced to take up other questions, the firm began to consider
the formal institntion of a Works Committee in place of this in-
formal Dilution Committee. The Note printed below gives par-
ticulars.

A Joint Shop Committee was set up, but only lasted a few
months. It would appear that the really erucial question, which
led to the dissolution of the Joint Committee, was the position of
the Shop Stewards, which was perhaps not properly cotrdinated
with the institution of the Joint Committee. The men stood out

inst the C } b in their view, its effect would be to
weaken the authority of the Shop Stewards. As a matter of fact,
the firm has alway ized the Shop Stewards,

though in the mmtuhon ‘of the Shop Committee it did not take
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their position specifically into t. The g t sees them
whenever they wish it. Generally, they come in twos—a Convenor
attending with the Shop Steward of the department from which
the complaint is brought. This still goes on; and, therefore, though
the Committee is dead, the principle of such a Committee still lives,
Generally, it is true, the Shop Steward goes to the foreman first
with a complaint; but he can come straight to the management
if be is dissatisfied with the £ ’s

2. From the point of view of the men. —The same people were
Shop Stewards and members of the Shop Committee, but they pre-
ferred to act in the former capacity. One reason for this prefer-
ence was curious but natural. There were 24 Shop Stewards in the
establishment; there were only nine representatives of the men on
the Joint Commnttee, as the management held the view that the
Committee must not be so large as to be unwieldy. The 15 Shop
Stewards who were excluded from the Committee were discon-
tented.

3. The last straw which broke down the Joint Committee was a
curious thing, It was a question of the washing of women’s over-
alls. The women had agitated (or been agitated) about the mat-
ter; it was brought before the Committee; the men took nmbrage
at a long diseussion of such a matter, and the end came.

In spite of this failure, both g t and men appear to be
in favor of the idea of a Joint Committee.

Nore.
JoinT SHOP COMMITTEE

It is proposed to form a Joint Shop Committee for the purpose
of mutual discussion of shop questions, with a view to securing
harmonious relations and efficiency in the working conditions of the
establishment.

The C i will ist of rep tatives elected by ballot
by the workmen and women of the various departments, arranged
in nine divisions as shown below, one rep ive to each divisi
The firm will be rep ted by the Directors and Departmental
M The C ittee will have power to eotpt any employee
or works official for attend at any meeting where such attendance
may be necessary.

A first ballot will be taken in each department, each employee
being at liberty to nominate a eandidate for his department. The
two candidates receiving the largest ber of ination pap
will be selected for the final ballot, and the nominee receiving the
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larger number of votes in the final ballot will be the elected repre-
sentative of the department.

It is suggested that the representatives should hold office for six
months. A payment of 2s. 64. per meeting attended will be paid
to each representative by the firm.

The Committee will meet on the first Thursday of each month
at 5 p. m., or as may be required.

The scheme is a purely domestic one, and is an attempt by the-
firm to prov:de a more direct means of communication with their
employees in all matters affecting their conditions and the develop-
ment of the establishment lly. The Directors invite the co-
operation and interest of the employees in the scheme, and trust
that each individual will register his vote accordmg to his Judg-
ment, in order to make the Joint C ittee th
tive.

The ballot will be secret, so that no parties will be in a position
to ascertain how any worker has voted. Intimation will be made
to each department when the first ballot will take place. The ar-
rangements in connection with the election and voting will be car-
ried out by the existing Joint Shop Committee.

ghly rep

(M) A MonrrioNs FACTORY

The company owns two factories and manages two others, and
ploys about ten th d workers. Its produets are
ammunition of various kinds for Naval and Military purposes.

This note only refers to one of their factories, in which there are
four thousand employees, of whom one thousand five hundred are
women. One hundred of the males are general laborers, the rest
being skilled or semi-skilled.

The Works Committee was formed in May, 1917, and consists of
twenty-one b It is posed of and is elected by the men,
the election taking place at shop meetings. At present the women
have no representative and no vote in the elections. Nevertheless,
the women have laid certain matters affecting them before the Com-
mittee for consideration, and the S y of the C ittee is in
touch with the O: izer of the National Federation of Women
‘Workers, and should need arise would deal with the Women’s See-
tion of the Workers’ Union, or, indeed, any organization of female
labor.

There is no rule excluding non-Unionists, bat, in fact, all the mem-
bers of the Committee are Trade Unionists.

The Committee meets weekly on Tuesdays at supper-time (i.c.,
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in the men’s own time). In cases of real urgency the general man-
ager gives permission for tings in the pany’s time,

The C ittee has a Secretary, who is largely responmsible for
the work transacted. He communicates the recommendations of the
Committee to the general ger through the pany’s labor
officer.

The Committee, though perhaps not formally recognized by the
company, is, in practice, treated as a body with which negotiations
can be concluded.

The g i procedure is as follows:—

Matters for the ideration of the Ci ittee are reduced to
writing and brought up at a meeting. They are then discussed.
In many cases the-Committee are able to give advice or instructions
on the matter without any referemce to the management. Should
it be decided that in the opinion of the C ittee some alteration
should be made, the labor officer is requested to lay the matter be-
fore the general manager, who frequently discusses the subject with
the Secretary before coming to a decision.

Should the matter be deemed to be very mpotts.nt or of a funda-
mental character the C i quest the g ger to re-
ceive & deputation.

Up to the time of writing the working of this Committee, as
guided by its present Secretary, is idered by the pany as
most helpful. It has settled many alleged grievances without any
trouble, has pr d several threatened strikes, and generally
tended to smooth and harmonious working in the factory.

The success of the whole scheme is largely due to the tact and
good sense of both the company’s labor officer and the Works Com-
mittee’s Secretary,

In eonclusion it should be stated thst before the formation of

the Works C. ittee many Itations had to take place between
employees and their respective Unions to settle minor points. This
procedure has now been found -y, as the operation of the

Committee so far has made it easy for both small and great mat-
ters to be ventilated and promptly dealt with with the least poesible
friction and delay.

(N) WerrEREAD ToRPEDO WoRKS (WEYMOUTH), L1p., Weymouth

The following summary eontains part of a memorandum sent to
the representatives of 13 trade nnions. A letter, which aceompanied
the memorandum, suggested that a g 1 ting of delegates of
each organized society in the works should be ealled to discuss with
the firm the formation and itution of the p d Council.

t
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The proposals are now under discussion by the trade unionists.

In the memorandum the firm suggest:—

“That the existing trade union orgnmzatlons may be made the
basis of a general Council, of bl ing every
union in the works, and given the fullest possxble powers s to take
decmlons, subject, of course, to reference to the constituent branches
on any issue of sufficient importance.”

They then state that:—

“The firm’s aim is to assoeiate (throwgh a Council appointed in
sch a way as to recognize and strengthen the position of the ‘exist-
ing trade organizations) the whole body of workers in everything
that their well-being, and control, and, by stir-
ring in each individual the sense of his responmbxhty towuds the
State, the industry and the works, to enable such a Council fo secure
loyal compliance with any decision arrived at conjointly with the
firm.”

A program of subjects is thereafter given as a basis for dis-
cussion.

(1) Hours of Work—The proposal of a 50-hour week on the
one-break day system was defeated when voted upon in May. Some
men appear to have thought the adoption of a 50-hour week would
prejudice the introduction of a 48-hour week after the war. The
firm is strongly in favor of a 48-hour week, but in regard to that
eannot act without reference to the agreements between the Engi-
neering Employers’ Federation and the Trade Unions.

A full explanation of the break day is given and arguments
in its favor added. This section ends: “The firm has not had any
other or better proposal put before it for this purpose, and there-
fore raises the qumhon again for reconsideration. It is further

d that, six ths after the adoption of the one-break, &
mfemndum by ballot should be taken as to whether the old system
of hours should be gone back to or not.”

(2) Time-keeping.—“The question of time-keeping is the one
that has gone st to i ng the Jlent relati with its
employees that the firm values 8o lnghly, but it is felt that here
again the facts have not been rightly understood by every one.”

There follows a discussion of causes. The management have now
come to the conclusion that the greatest effect has been produced
by the institution of an “open gate” and the relaxation of the official
‘Works’ Rules.

“The exact form that the gabe rules will finally take is aaneet to
consideration, and is mmeh i d by the
of the one-break day; but, in its old torm, the “open gate” has been
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tried and found wanting, and, one way or another, something else
must take its place.”

(3) Release of Diluted Labor.—“The firm is prepared to invite
collaboration from the proposed Couneil, or sectional Committees
representing the individual trades concerned, both as regards the
selection of suitable operations on to which to put uvnskilled labor,

_and as regards the individuals to be released for skilled work else-
where.”

(4) Fizing of Piece-work Prices.—In order to facilitate the fix-
ing of prices satisfactorily to employer and employee it is pro-
posed :—

“It would be one of the functions of such a Council, as is suggested
in this memorandum, to set up an organization whereby reliable
times for piece-work operations would be ascertained, ehecked, and
counter-checked by both parties. This organization would prevent
such occurrences as a recent suggestion of 50 minutes for a particu-
lar new operation. A trial made by the management showed that
six minutes was an ample allowance. If such trials were made by
a Joint Committee (or in their presence) prices could be settled
more rapidly, and with less danger of unfairness, or diseontent on
either side, afterwards.”

“The same organization could be used for the purpose of making
clear to what extent a job becomes a new one by some alteration in
design, material, or method of manufacture.”

(5) General Rules and Regulations.—“There is a class of rules,
. offenses against which are punishable by a fine of 2s. 6d., dismissal,
or a prosecntion under the Munitions Acts.

None of these penalties is a convenient one. Fines are as much
disliked by the firm as by the men; dismissal entails the loss of
services which may be badly needed; and p tions entail great
waste of time and may produce more evﬂx than the original ones
they are meant to cure.

Many of these offenses and some others could probably be dealt
with more satisfaetorily by such a Couneil as outlined above. In-
stances of them are:—

Clocking in too soon, frandulent elocking, and registering an-
other man's time,

Not keeping at work till knocking-off time.

Leaving work without permission of foreman.

Idling in the works.

Entering or leaving the works otherwise than by the main en-
trance.

Bringing in liquor.
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Gambling in the works.
Taking part in disturbances, using abusive language, and re-
fusing to obey lawful orders.

All the above are offenses under the Works’ Rules, permission to
post which bas been given by the Ministry to the firm as a Con-
trolled Establishment. They have hung in the main entrance since
1915, and are still in force, but every one of them is broken from
time to time.”

. (0) A SHEBUILDING YARD

The present number of employees is about 2,400, of whom some
200 are women.

The system in operation at this yard (and the same methods
apply at the firm’s engine works) is particularly interesting in view
of the comparatively long time during which it has been working,
and in view also of its suecess in fostering good relations between
the firm and the men. More than 30 years ago an elaborate system
of rules for the yard were drawn up by the ﬂrm in consultntlon
with delegates from the trades, eonf of
the firm, officials of the firm and delegates from the various trades
in the yard, being held for this purpose on five dates in 1885 and
on two in 1886. These “Rules” form a printed booklet of 36 pages,
and each employee on joining the yard for the first time can be fur-
nished with a copy. In an address, delivered by one of the late
senior members of the firm, at the close of one of the conferences
(on 2lst January, 1885), there is contained the following statement:
“T think I am right in saying that the step taken by this firm in
asking their workmen to join with them in the preparation of the
rules of this yard is a new step in the history of labor. I cannot
find, from anything I have heard or read, that any firm previous
to my own firm has asked the men in their employ to join with
them in the preparation of the rules by which these men were to
be governed.” The revision of these Yard Rules has been a subject
of conference at various dates since 1886. The present edition of
the rules is divided into five sections:—Section I is sub-divided into
(i) QGeneral, (ii) Decanville Railway, (iii) Timekeeping and Piece-
work, (iv) Regarding Apprentices, (v) Against Accidents, (vi)
Against Dishonesty, and (vii) Final. Section II deals with the ad-
mission of (i) Apprentices to Drawing Office, (ii) Boys as Appren-
tice Clerks, (iii) Girls as Apprentices in Tracing Departments, (iv)
Girla as Apprentxm in the Decorative Department, and (v) Girls

tices in Upholstery and Polishing Departments. Section
III glves the rules for the guidance of the Committee of Awards.
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Section IV gives the rules referring to Subscriptions. Section V
gives the Fire Brigade Rules. There is a separate book of rules for
the Accident Fund.

Conferences similar to those of 1885-6 have been held from time
to time since, and have developed into a Workers’ Committee. The
members of the conference at first represented trades, and may still
do so, but not necessarily. Each department chooses one or two
representatives, and these representatives may or may not be Trade
Unionists or Shop Stewards.!

The composition of the Committee to-day is as follows:—

Trade. Delegates.
Painters ................. ersesiearnare
Engineers, Cranemen, ete.
Blacksmiths ............
Joiners (Upholsterers) ....
Plumbers ...............
Tinsmiths ..............
Riveters ................
Laborers ............c00000
Electricians ...............
Iron Carpenters ...............
Wood Carpenters
Caulkers ......
Drillers
Fitters ...
Foremen

The above is the composition of the Committee when it meets
the management in what may be called formal meetings. There
are, however, no set meetings, and in addition to the formal meet-
ings much business is done between the firm and the Chairman of
the delegates; and, in matters affecting a particular trade, between
the firm and the delegates from that trade. In the last 24 years
the formal meetings have averaged three a year, but in the last three
years there have been 20 meetings, or an average of seven 8 year.

The delegates hold shop meetings to report results of meetings

1 The majority of the delegates are trade unionists and official yard
delegates for their unions, though not elected to the Committee as such.
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with the management, and meet the management again, and so on
until agreement is reached.
One of the delegates acts as Convenor or Chairman, and as the

Enk betw the delegates and the t. For the formal
meetings with the firm, one of the firm’s shorthand clerks, at the re-
quest of the delegates, acts as Secret:

The subjects dealt with, in what have been called “formal meet-~
» cover a wide range.—they have included the revision of
Yard Rules originally made in conference; unemployment questions
—e,g., the purchase by the firm of an old vessel so as to employ
idle men, and subseriptions to an loyed fund; t ping
men leaving their work before the horn blows, arrangements for
plymg the men—e.g., earlier payment for big squads where di-
vision has afterwards to be made among the members of the squad;
arrangement of holidays; subscriptions to variovs funds n.ud chari-

ties, ineluding joint fnnds for ting Gow: t

to soldiers’ d dents; p ion of t md of supply of
ied food warmi g appli and of amb rt for

injured men; distribution of eoal supplied from firm’s yard during

1912 coal strike to inhabitants of town (this was worked by dele-
gal Ives under chai hip of one of the partners); sub-
seriptions to War Loan; and dilution of labor.

When the firm joined the Employers’ Association, about 1906,
the fact was formally put before the men’s delegates.

It will be seen that the list covers not only general industrial ques-
tions, shop grievances, &c., but also questions of welfare. (There
is & Welfare Supervisor for the some 200 women employers, and a
boy’s Welfare Supervisor for all the apprentices and young lads.
He has formed a Cadet Corps mostly from amongst them.)

All the questions discussed are gemeral questions, since, as has
already been remarked, the questions of a particular trade are ar-
ranged between the firm and the representatives of that trade. In
these latter questions the failure to agree would mean that the mat-
ter became one between the firm and the particalar Trade Union
concerned.

The Awards Scheme~The firm have had in operation since 1880
an Awards Scheme, under which any worker (exclusive of head
foremen, officials of the Committee of Awards, and heads of de-
partment) may claim an award for improvements and inventions.
The scheme was introduced by one of the late senior members of
the firm. The rules for the guid of the € ittee of Awards
form Section ITI of the Yard Rules. The Committee consists of
an outside and independent person as President, the Manager of
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the Yard, and the Manager or Chief Draughtsman of the Engine
Works, with a clerk from the counting house as secretary. The
rules are elaborate, and designed, among other things, to do justice
as between different claimants. The average number of claims is
stated to fluctnate very much from year to year. In certain cases
where patents have been secured, the amounts received by individuals
have run into bundreds of pounds. In the case of patents, the in-
ventors usually ask that onme of the firm should be joined with
them, and share partly in the gains. The reply of onme inventor,
when he was asked why this was so, is compounded of Scotch eau-
tion and good feeling and trust. It was: “Naebody kens my name,
but a’body kens yours.”

The Accident Fund Society—This Society, established 43 years
ago by mutual agreement between the firm and their workmen, was,
in 1897, used as a basis for contracting out of the Employers’ Li-
ability Act of 1880, and the Workmen’s Compensation Act of 1897,
and has since been amended to conform to the Act of 1906. It is
governed by a Joint C ittee of 22 gers, with an inde-
pendent Chairman. Eleven are chosen by the workmen and eleven
chosen by the firm; the latter comprise four partners, one manager,
and six foremen or members of office staff. Four of the works
delegates are also gers of the Accident Fund—two of these
being trade delegates and the other two being the foremen dele-
gates. The funds are provided in two ways, Fund No. 1, to meet
the legal provisions of compensation imposed by the Aects, is pro-
vided entirely by the firm. Fund No. 2, which provides extra
benefits, such as solatium for loss of minor portions of the body,
for which no lump sum pensation could be d ded under the
Acts, is provided from the contributions of the members and the
payments of the firm, and, in addition, from the fines imposed in
accordance with the Yard Rules. The particular interest of these
fines, which like the other features of the rules are carefully de-
tailed, is, that not only are they paid into the Accident Fund, and
80, though taken from the individual, returned to the workpeople
as & whole, but, in addition, in each case of a fine the firm pays an
equivalent amount into the fund. The firm in fining an individual
fines itself to the same extent, and the double fine goes to the Acei-
dent Fund.

The firm lay great stress upon the fact that this system of yard
delegates has gradnally developed on voluntary lines as the need
for it was felt. In all cases the delegates simply ask to see the
management when they so desire, and may meet several or only
one of the managers, as the case may be. (There is no question
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of equality of numbers of firm’s representni;ives and men’s, except
in the Accident Fund.)

(P) Parxoat® Wonks Jornt TRADES CoMMITTER
I
RULES FOR WORES COMMITTEE

1s That this organization be called “The Parkgate Works Joint
Trades Committee.”

2. That the objects of the Committee are:—

(a) To strengthen Trade Union organization in the works.

(b) To deal with general questions affecting the welfare of all
sections in the works.

(c) To give assist; to branches in sectional disputes where
the branches fail to arrive at & settlement with the firm.

(d) To keep a watchful eye on representation on local bodies,
and to see that the workmen employed by the firm are
not overlooked.

(e) To do what it can to p te a closer union of the
different trades represented in the works.

3. That branches be allowed representation as follows:—1

Membership of 50—one delegate,
Membership over 50—two delegates.

4. That the branches be asked to appoint alternative delegat
and forward their names to the Secretary together with the names
of the delegates appointed.

6. Any body of trade unionists working in any department, but
whose branch is out of the works, may have representation on the
same basis as branches.

6. The President and Secretary shall be empowered to call a
meeting of the Committee to deal with any matter which arises,
or may arise, affecting the welfare of the branches.

7. Any delegate or branch may have a meeting called by giving
notice to the S Y, stating the busi they wish to bring be-
fore the Committee.

8. That a delegation fee of one shilling per delegate per year be
paid to the Committee.

9. That where sectional disputes are dealt with by Committee,

1 With, in addition, the Becretary of eeeh branch, if employed in the
worke, ew officio.
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deputations to the Manag t shall ist of two rep tatives
of the Committee and one from the section affected.

10. That the Secretary be ez officio ber of the C

11. No person allowed to sit on the Committee unless authorized
to do so by his branch and certified by the branch secretary.

12.1 That in the event of any claim being made or dispute which
affects the interests of more than one section of the works, such
cases shall be dealt with by the Trade Unions eoncerned and the
Joint Trades Committee.

I

Fourteen trade union branch P ted on the C
Seven of the fourteen have no membera employed outside the Park-
gate Works. The seven are:—Four branches of the Iron and Steel
Trades Confederation, and a branch each of the Blastfurnacemen,
the Engi and C and the General Laborers. Together
these seven branches represent about 1,600 persons in the works.
Six of them have three representatives on the Committee; in each
ease the secretary of the branch is one of the representatives. The
seven trade union branches having only part of their membership
within the works are:—The Bricklayers, the Amalgamated Society
of Engineers, the Blacksmiths, the Molders, the Boilermakers, the
Roll Turners and the Carpenters and Joiners; together these seven
branches rep t about 200 p in the works. Four of them
have two rep tatives, including the secretary in each case, and
three one representative on the Committee. Altogether, therefore,
the C: it ists of 31 p including the secretaries of 11
of the 24 branches,

Rule 4, relating to alternative delegates, is stated to be necessary
because some men, for example the first band at a smelting furnace,
cannot leave their work at certain times.

The C i was f d in J: y, 1916, An attempt to
form a Committee had been made in 1913, but, owing to the slight
support given to it, this Committee lasted for a few months only.
The influences which produced the p t C ittee were the
recognition of common needs and the desire for harmony (see Rule
2), The particnlar incident from which its ineeption took place
was a meeting called to i & rep tative from the work-
people to the local military tribunal.

Among the subjects which the Committee has discussed are in-
cluded the following:—Dilution, gawbling in the works, the recent

1 Included recently.
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121, per cent. inerease to time workers, extension of this to part-
time and part-bonus workers, the provision of canteens, works
discipline, participation in local affairs such as electwns, promohon
of workpeople, &c. In regard to bling, the Ci itt:
that the practice should be abolished absolutely; this meant that a
“raffle” which had been held for the past seven years was abolished
along with the other forms of gambling.
Dilution Committee—This is a sub-committee of the Works
. Committee chosen so as to give representation to all the departments
mosf vitally affected by dilution. Its membership is made up of—
3 from the Confederation (1 each from the smelters, the millmen
and the stocktakers and chemists), 1 from the engineers, 1 from the
bricklayers and 1 from the general laborers, with a blastfurnace-
man a8 president and the secretary of the Works Committee as
pecretary. The seeretary has no vote and the president a casting
vote only.

(Q) Boor MANUPACTURERS

The Company employs about 1,000 workpeople, of whom two-
thirds are men and boys, and one-third women and girls.

1. Origin—The Works C ittee was established about fifteen
months ago, on the initiative of the t. The object in
view was to afford more convenient machinery by which the em-
ployees could confer thh the management, and vice versa.

2. Constitution—The C ittee is an Employees' Committee,
and ists of 10 rep tatives, based on departments
into which the establishment is d.ivided. The representatives are
distributed as follows:—

. Clicking Department ............. ervererenss
Machine Room Department .
. Rough Stuff Department ..
Making Department .......
. Finishing Department .....
Boxing Department .

2
2
1
2
2

SMP RN~

1

The two rep tatives from the hine room department are
The rep tative from the boxing department is & woman.
The other representatives are men.

The \ of the C ittee are elected for twelve months.
They are elected by the employees at & meeting of the employees
eonvened by the Union for the tr tion of Union busi

The titution of the G ittee has not been reduced to writing.

8, Funotions of the C i No limits have been set to the
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matters with which the Committee may deal. It is competent for
the Committee to make representation to the management on any
question relating to the internal ization of the establisk

A special function performed by the Committee is the preliminary
discussion of piecework rates with the management, prior to such
rates being presented to the Conciliation Board for the Board’s

ti The C ittee has been found especially useful for the
tr tion of this busi In many cases it has resulted in
agreed rates being submitted for the formal sanction of the Board.
This bas been particularly the ease in reference to fixing rates for
new machines.

4. Procedure—No regular times are fixed for the Committee to
meet. Meetings with the g are ged on t by
either the C ittee to the g t or the it to the
Committee. The management usually give one day’s notice to the
Committee when they desire a meeting. Meetings are held in the
firm’s time, and any loss of wages is made up, Meetings do not
usually last beyond an hour.

5. Relations with Trade Unions—It is the policy of the Union
that all disputes or complaints shall be settled, as far as possible,
in the shop, without reference to the Union officials.

The Union cordially approves of the Committee, and the repre-
sentatives on the Commtttee are appointed at a meeting for the

t tion of Union b as already stated.
Several of the Shop ds are bers of the C ittee, but
are elected as p tatives, and do not git by virtue of

their office as stewa.rdn.

When matters of importance are under discussion a representa-
tive of the Union attends the tings of the g t and the
Committee.

8. General—In view of the high degree of organization both
among the employers and operatives in the boot and shoe industry,
and the efficient working of the Conciliation Board hinery, it is

d tial for the ful working of a Committee such
as that sbove described that great care should be taken to see that
the Committee does not uwsurp functions proper to the Conciliation
Board. Specia.l stress is laid upon the useful work done by the
Committee in arriving informally at agreed piecework rates prior
to t:x‘eLxr being submitted to the Conciliation Board for formal ap-
pro
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(R) Messrs. REUBEN GAUNT AND Sons, Liurrep, Spinners and
Manufacturers, Farsley, Yorkshire

The firm has adopted Works Committees at their Worsted Spin-
ning Mill.

The firm are pi in the application of Welfare Schemes in
their industry.

The following details, which the firm has kindly supphed, refer
to the Spmnmg Secnon at Springfield, where g a8 well as

spmmng is carried on.

The number of workers engaged is 400, in the proportion of two-
thirds women and girls and one-third men and boys.

The first Committee to be formed was the Factory Council.

This Council was appointed by the Board of Directors, and is

posed of two directors and the heads of the respective deparb—

ments in the works. All the nine members ave specialists in their
various spheres. The Fnctory Council aets in an advisory eca-
pacity in regard to ti of fi ways and means,
and expenditure, but in regs.rd to i departmental stions it is
competent to act both in an advmory nnd in an executive eapacity.

The funetion of the Fawtory Council is to cons;der, unify and

consolidate the rules and iples of

The Factory Council makes use of the collective experience of
ite bers and, in g , the busi is more efficiently
managed.

Meetings are held weekly, on the same day and at the same hour.

The Chairman 1.s one of the Managing Directors, and is re-

ible for explai the busi policy to the Council; he is

also the medinm tlu'cugh which the recommendations of the Councll
reach the Board of Directors.

When Factory Council meetings were first inangurated, it was’
pot easy for either directors or heads of departments to table their
information freely, neither did either party always nppreciate a
frank review on matters relating to their department, but in course
of time (the Factory Council has been established eight years) eon-
fidence and & broader outlook have obtained, and bers now pool
their experiences quite freely. In this way members are kept in
touch with all activities and, instead of having a knowledge limited
to their own department, they gain an insight into the whole con-
cern. This reticence on the part of both Directors and R.
tives may be a real stumbling block—it should be fmnkly recog-
nized as a difficuity and means should be found by the management
of overcoming it. The Manager or Director, who is used to han-




410 MANAGEMENT AND MEN

dling big propositions and acting independently, may be fretted by
the narrower view of the man who can see no farther than his own
department, but restraint must be exercised.

If the Conferences are to be of any use, those attending them
must be able to speak freely and be assured of a sympathetic hear-
ing. Experience proves that time and patience will overcome this
difficulty. The time, both of the Manager and the Rep ive, is
well spent, they are coming into closer contact with each other than
heretofore, and both are gaining kmowledge which will eventually
lead to increased confidence and efficiency.

The establishing of such a ittee as the Factory Counecil does
not fund tally alter the g 1 sch and g t of
industry. The f' tion of the t is still trolled by

the managing staff, but experience has proved that a Council with
eonsultative and advisory powers makes for efficiency and has a
distinet value in the business organization.

The concept of leadership is “Support by the Staff rather than
Conirol of the Staff.”

CoNFERENCE OF WORKS' REPRESENTATIVES

General Remarks.—In J. y, 1917, arrang ts were made
to hold a series of meetings with the various departments for the
purpose of showing the value of coiperation and of suggesting that
all matters relating to wages and working conditions should in
future be dealt with by Conference.

At these little meetings it was pointed out that the old way had
been for echanges to be made by the management without any active
codperation from the workers.

Changes were made and had to be accepted, but under the new
arr t the codperation of the workers would be asked for in
the belief that they would respond, and the result would be in-
creased confidence.

As a result of these tings it was i Jy decided to es-
tablish Works Committees.

The election of representatives was left entirely in the hands of
the workers. The importance, however, of electing representativen
who bad their confidenee was pointed ont. It was suggested that
workers who had been at the mill some time and believed in our
ideals would be valuable, but the greatest stress was laid upon con-
fidence.

Representatives must have the confidence and loyalty of their
fellow-workers.
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Machinery of Conference—Each depnrl:ment elects three Tepre-
sentatives by ballot. The firm i the M
the Departmental M. and the £ to rep it theMan
t. Wh Conf are called to adjust differences,
two persons from outaside the Department are codpted to act as
neutral representatives. The duties of the Departmental Commit-
tees are clearly defined and meetings are only ecalled when ques-
tions with which they have to deal are involved.

The ecodpted are appointed for one piece of business
only®

Committee members are elected for 18 months, one retiring every
six months. The retiring member is eligible for reéleetion.

‘Whilst the eonstitution has been kept as simple as possible it was
felt that the adoption of certain principles by ell the Works Com-
mittees would secure uniformity and be 8 guide to Conference mem-
‘ers, and with this in view the following rules were drawn up and
accepted in turn by the different Committees:—

1. There shall be a list of minimum wages established by Con-
ference for all machine-minders.

2. Promotion and pay shall be as nearly as possible in proportion
to merit.

3. A worker shall receive extra pay for extra work.

4. No important change in methods, rates, or service, shall be
made by either party without a full explanation of its reason and

purpose.
6. The Springfield Mills Ideals were adopted as follows:—

Tye Masor IDEAL BEING—

To produce better yarns than bave ever heen produced in the
pest by any one,

THE MINOR IDEALS ARR—

To produce “Emperor” yarns under healthy and happy con-
ditions, honestly, efficiently and profitably.

To educate our workers and ourselves to become highly skilled
in order that we may earn a reputation for the highest grade
of work, and as a result be able to pay the highest rate of
wages.

To secure eont.mmty of employment by supplying high-grade
yarns and by giving good semee

To treat with fai in order that we
may gain and keep their eonfidence.

6. So far as posaible Conferences shall be held during ordinary
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working hours, and attendance at suck Conferences shall be paid
for at the appropriate rates,

7. Applications for Conferences shall be made to the Board of
Directors by the representatives of the workers through the Fore~
man and through the Manager of the department.

8. Differences shall be adjusted by 8 Committee of eight—three
from the workers, three from the Company and two chosen by
these two parties, ome of the latter to be appointed Chairman of
the meeting.

9. The Conference shall decide the date from which any altera-
tion in pay shall become operative. It shall also decide the mini-
mum length of time any agreement arrived at shall be binding upon
the parties thereto, subject to the proviso that whenever working
conditions are changed either the employees or the Company shall
have the right to obtain a revision of the rates of pay.

10. It was resolved that the present representatives should all
three serve for the whole of the present year; at the end of the
present year the ome baving received the least number of votes
should retire, but shounld be eligible for reélection; at the end of
18 ths the rep tative having received the second lowest nom-
ber of votes should retire and be eligible for reélection; at the end
of two years the representative having received the greatest number
of votes should retire but be eligible for reélection.

11. It is understood and agreed that it is the business of the
management, and is not the business of the Conference, to deal
with—

(a) The allocation of work to particular sets of drawing.
(b) The allocation of minders to particular machines.

Our Works Committees have only been in existence a year, but
so far they have worked guite satxsfactonly We realize that time
will be ded for rep _,whoare ed to busi-
ness meetings, to express their opinions and to voice the wishes of
their eo-workers, but we look upon the scheme as an educational
ventnre and we are prepared to wait patiently and overcome the
difficulties that beset us.

Democratic control of industry ean only come when democracy
has knowledge and wisdom to trol. Rightly used, Con-
ferences will provide the i and education for
greater responsibility, which will be equn.l!y beneficial to all eon-

cerned.

In conclusion, it should be remembered that the two prineipal
factors in the organization of human beings are Tue Spmrr and
TeHE MACHINERY. In successful eoperation the Spirit is more
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potent than the Machinery. MENTAL ATTITUDE 1S OF GREATER
CONSEQUENCE THAN MuNTaL CapaciTY. Notwithstanding this the
machinery 18 usnally the only factor which is accepted eonsciously
and considered in a scientific way. This is unfortunate, for the
thing that really counts i8 atmosphere; the right spirit must prevail
before the machinery of organization can work properly. The most
valuable asset of an employee is—his Spirit—that intangible part
of his personality which cannot be bought with so cheap a thing as
money. It must be won.

The royal road and the only road to enpture a man’s spirit is to
win his Confid and nothing but integrity of purpose and sin-
cerity of heart can do this. There is no Seld of action in which
insincerity is so futile as in the handling of workmen. The em-
ployer who believes in the principle that

“CONFIDENCE 18 THE Basis oF AiL PraMaNENT REvaTiONsHIPS”

and works accordingly, is the man who will make his Works Com-
mittees & helpful force in his organization.

2nd February, 1918,

Gerarp R. GAUNT.

(5) Fox Brormees & Co., Lrp., Wellingion, Somerset
(and Chipping Norton)

The Wellington establishment is one of the oldest woolen and
worsted manufacturing businesses in the country, going back to
the 17th century. For nearly 150 years it has been controlled by
members of the one fa.mxly, up to 1896 as partners and since then
88 direct of the families of many of the
present employees have worked in the mills. The conditions there-
fore are somewhat exceptional.? The present number of employees
is about 1,400,

The Works Committee was instituted in February, 1917, on the
suggestion of the Directors, as a means to more harmonious work-
ing of the business. Each department elects its representatives,
roughly in proportion to the numbers 6f men and women employed;
no one is eligible for bership of the C ittee unless he (or
she) has been at least five years in the employment of the firm;
the right to vote is confined to employees of 18 years of age and
over. The position of the C i is as follows:—

1 A profit-sharing scheme has been in existence since 1886. Under it
some 600 employees have £50,000 invested in the company.
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Number of Number of
Department, Enployees. Representatives.

Wool Sorters, ste. ... 60 2
Worsted Spinning 212 4
Woolen Spmmng 145 3
Weaving . 591 10
Finishing . 119 2
Dyeing ... 39 2
Washhouse .. . 131 3
Mechanics .......... veeeeas 04 2

28

The Committee meets the Directors and the General Manager
once a month. Loss of time is paid for. Any question aﬂectmg
the general welfare of the workers or the busi can be d
Questions of discipline or wage questions affecting individuals or
departments must in the first place come before the foreman of
the department concerned and then, if unsettled, before the Man-
ager or Managing Director; if the question is still not satisfactorily
settled it can be referred to the C ittee and the Directors as the
final court of appeal. The object of this procedare is to prevent
the undermining of the authority of the management and waste of
time upon the dxscusslon of details.

Much of the di between the C ittee and the Directors
has been of an educational character. The Directors have explained
some of the principles underlying the administration of a large
business—the effect of output upon standing eharges and wages,
and the like; suggestions for the more economical running of the
business are encouraged. In the flrm’s opinion it is essential to
the success of 8 Works Committee that the Directors take the work-
people into their eonfidence; the workpeople must be made to re-
alize that they can help the administration and must be asked and
given the opportunity to help.

The great advantag d by the exist of the Committee
is elaimed to be this: that by a thorough explanation to the mem-
bers of any new departure in the internal administration of the
business misunderstandings are avoided and the workpeople realize
the real object of such departures. Another ldvantage is that the
Committee provides a safety-valve; machinery is set up by which
any grievanee may rench the Directors, and this removes the sus-
picion that are supp d by the management.

The Committee also are enconraged to make suggestions as to
works amenities such as improvement in ventilation. Questions of
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holidays and war savings schemes have been disoussed and sub-com-
mittees have been appointed to deal with such matters as allotments
and war charities.

The Committee express their appreciation of the spirit in which
the Directors have met them. Both sides are pleased with the
working of the system in its experimental stage and expect it to
develop its activities.

The great majority of the workpeople are not members of any
union; & small minority are organized in a general laborers’ union.
The difficulties of connecting the Works Committee with trade
unionism as seen by the management are two—the small minority in
any umion, and the fact that the particular wnion has mothing in
common with the industry; if Works Committeeas are to be linked
up with industrial councils, which on the workpeople’s side are
formed from the trade unions, some way must be found for isolated
establishments to be joined up to the proper unions. Here it may
be noted that at the end of November a8 Works Committee was
formed, on the same lines as that at Wellington, at another woolen
mill belonging to the same firm, at Chipping Norton. In this case
the workpeople are organized and the official of the union took part
in the formation of the Commitiee. There are some 250 work-
people in the establishment and 12 bers on the C itt

In addition to the Works Committee at the Wellington establish-
nent there is also a Management Committce. The two are kept
separate for the reason that the workpeople speak with greater
freedom in the absence of their foremen.

(T) RownTreEE aND Co., Lap.,, TBE CocoA WorKks, YORK Meuo-
BANDUM TO THE EMPLOYEES IN THE ALMOND
PasTE DEPARTMENT

The Cocoa Works,
York,
1st September, 1916.
(Revised 1st February, 1917.) °

"Works' CouNciLs

For some time past the Directors bave felt that it might be of
great service to the Manager and Overlookers of a Department, a8
well as to the Employees, if a Council rep the M
and the Workers were formed, in each Department, for the full and
free i

of all matters affecting the work of the Depart-
ment, such as:—
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(a) The eomfort and well-being of the employees, so far as
these depend upon wages, hours and conditions of work,
&e., and

(b) The general efficiency of the Department wlnch dependa
upon such things as fime-keep
economy in the use of materi s, and upon thod and
output.

The Directors believe that through a Departmental Couneil,
worked in the nght 8spirit, the employees would feel themselves to
bave a real share in the administration of the Department, whﬂat
their coGperation would be heartily wel d by the Manag

As showing what is in the minds of the Dxreowrs, the following
matters are. set down as amongst those which might, very properly,

be di d at Departmental Council Meetings :—

(1) The criticism of any Piece Wages not thought to be fair
or adequate, and the ideration of suggesti for
adjustment.

(2) The consideration of conditions and hours of work in the
Department.

(3) The ideration of departmental organization and pro-
duction.

(4) Rules and discipline.

Owing to the special difSculties of the time, with so many regu-
lar workers away, it is not thought advisable just now to institute
these Departmental Councils over the Works generally, but, as an
experiment, it has been decided by the Directors, with the full con-
currence of Mr. G. T. Lee, to form a Council in the Almond Paste
Department. It is hoped, however, that although started as an ex-
periment, it may prove to be of permanent value to Workers and
Management alike, and that when its value has been shown, and
the time is opportune, it may be possible to extend the scheme to
other Departments. If this should come abont, the institution of &
General Works’ Council, linking all Departments, would naturally
follow.

The work both of the men and women in most of the Depart-
ments of the Factory is divisible into certain well defined Sections.
In order that each Section may have the fullest opportunity of freely
dxscussing with the Manag t matters affecting its particular
work, it is thought that in addmon toa Depa.rtmml Council, Sub
-or Secti I be

The constitution of such Sectional Councﬂs, as well as of the
Departmental Council, is given below.
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Sectional Councils

The ber of delegates for each Sectional Council will be fixed
on the basis of one delegate for every twelve workers (of whatever
age) or part of twelve exceeding six, employed in the Section.
Sitting with these at the meetings of each Sectional Counecil, and
having equal powers with them, will be the Manager of the De-
partment with the Head and Sub-Overlookers, Monitors or Charge-
men of the particular Section. Should these, however (including
the Manager), exceed in number the workers’ delegates, the Mem-
bers of the Council rep ting the Administration, will consist
of the Manager, the Head Overlookers, together with as many of
the Sub-Overlookers, Chargemen and Monitors (elected by ballot
amongst themselves) as are required to make up a number equal
to that of tho workers’ delegates. The Manager of the Depart-
ment will be ex-officio Chairman of the Sectional Councils, He
will not have a casting vote. In the case of a drawn vote the mat-
ter would be submitted to me as Director controlling the Depart-

 ment. But a decision adverse to the employees’ delegates will not
prevent the Trade Union concerned from raising the matter subse-
quently with the Company. (Ses 2nd par., p. 111.)

In addition, there will be one delegate appointed by each Union
concerned (for the Men’s Sectional Councils from the Men’s Union,
and for the Women’s Sectional Councils from the Women’s Union),
who shall be allowed to speak, but shall have no vote. Such dele-
gates shall be deemed to hold a watching brief for the Union, but
shall be in the employment of the Firm and working in the De-
partment, and preferably, though not necessarily, in the Section.

1t is intended that the ting of the Sectional C ils shall be
held on a fixed day once a week, or once a fortnight, as may, in
practice, be found necessary. Full Minutes of the proceedings will
be kept by the Secretary (who will be Miss Ruth Slate for the
Women’s Sections and Mr. T. W, Brownless for the Men’s). Mat-
ters arising in the meetings, nﬁectmg the Department as a whole,
and not merely the separate S , will be referable to the De-
partmental Council.

Departmental Council

The Departmental Council will be a distinet body from the Sec-
tional Councils and will consist of one member for every 50 work-
ers (or part of 50 exceeding 25), with an equal number of the Ad-
mmul:rahve Staff, namely, Manager, Head Overlookers, Sub-Over-
1 , Monitors and Charg ‘Where these exceed the work-
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ers, the members representing the Administration will consist of
the Manager and Head Overlookers, together with as many of the
Sub-Overlookers, Chargemen, and Monitors (elected by ballot
amongst themselves), as are required to make up a number equal
to that of the workers’ delegates.

At the meetings of the Departmental Councils there will also be
one delegate appointed by the Union representing the Men and one
by the Union representing the Women, who shall be allowed to
speak, but shall have no votes. Such delegates shall be deemed to
hold & watching brief for the Union, but shall be in the employment
of the Firm and working in the Department.

Further, the Workers will be entitled to have the attendance of
a Permanent Official of their Union, not necessarily in the employ-
ment of the Firm, during the discussion of any matter on which
they consider it essential that they should have skilled assistance
and advice. Any such Official attending a Departmental Couneil
Meeting shall withdraw as soon as the matter is disposed of upon
which bis or her advice has been required.

Nothing that takes place at a Sectional or Departmental Council
shall prejudice the Trade Union in raising any question in the or-
dinary way. Questi of g 1 principle sach as the working
week, wage standards and general wage rules, shall not be within
the jurisdiction of the Councils.

The meetings of the Departmental Council will be held once &
month during working hours, with myself as Chairman and Mr.
Linney as Secretary.

No decisions of the C ils, either Sectional or Departmental,
will take effect until confirmed by myself or another Director.

Qualifications for Voting for both Sectional and
Departmental Councils

All male employees over 21 years of age and all female em-
ployees over 16, who have been employed by the Firm for six
months (whether on the Regular Staff or not), will be eligible to
vote for delegates to both the Sectional or Departmental Councils,
and to become Members of such Ci ils, Delegates will be elected
to serve for one year. They will be eligible for reélection so long
as they in in the employment of the Company. No deduction
will be made from the wages of Day-workers for the time oceupied
as delegates in attending the Couneil Meetings, and Pieceworkers
will receive an average wage for the time 20 occupied.
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Application to the Almond Paste Depariment
Based upon the af tioned titution, the Sectional and
Departmental Councils in the Almond Paste Depn.rtment will work
out as follows:—
Sectional.
There will be 6 Sectional Councils as nnder:—
Women. (1) Bottoms and Centers.
(2) Pipers and Coverers.
(3) Makers.
(4) Packers and Labelers.
Men.  (5) Slab, Machine and Boiling (4th Floor).
(8) Crystallizing and Piping (5th Floor), Cage and
Carting (3rd Floor).
The number of delegates for each of these Councils wiil work
ount thas:—

(1) Bottoms and Contors. No. of Delegates.:
Bottoms—Room 1 2
Bottoms—Room 2 2
Centers—Room 1 3
Centers—Room 2 1

Torsr ........ O, i vl!
2) Pwm Md Covers.
1
1
16
[]

Packers .............0000n terertarnaane . ‘9
Labelers ..... et tararne e, 1
TOTAL ....vvevivivearnanaennss 10

(6) 8lab, Machine and Boiling (4th Floor)...... ]
(8) Orystallizing and Piping (5th Floor)....... . ]
COage and Carting (3rd Floor) ............... 1
TOTAL 1envrnrrnrmecessrrnsens T



420 MANAGEMENT AND MEN

Method and Dates of Elections.

In order to facilitate the election of delegates, a list of employees
eligible to vote and to become delegates (men of 21 years of age
and over, and girls of 16 years and over, who have been employed
by the Company for six months) is now hung up in each Section,
and these are asked to nominate sufficient delegates for their par-
ticular Section.

Nomination papers will be hung up in the Department and em-
ployees eligible to vote and wishing to nominate delegates for their
Section, should make out and sign one of these papers, and place
it in the locked box fixed in the Department for this purpose. A
voter is at liberty to nominate as delegate any other voter in his or
her Section, provided the person nominated is willing to stand as a
delegate. The ination papers will be collected on Thursday,
March 1st, at 5.30, and the names of those nmominated will then
be printed upon the voting papers which will be given out on
Wednesday, March 7th. The election of delegates will take place
on Thursday, March 8th.

Departmenial.

The same method will be followed in the Election to the De-
partmental Council, which, however, to avoid confusion, will not
take place until after the completion of the Sectional Council Elee-
tion. Nomination papers will be issued on Wednesday, March
14th, and collected March 15th. The Election will take place on
Thursday, March 22nd.

The number of delegates to the Departmental Council is shown
below:—

Bottoms and Centers. No. of Delegates.
Bottoma—Rooms 1 and 2 ........ P 1
Centers—Rooms 1 and £ ............ veens 1

Pipers and Coverers.

Room 1 ....... T 3
Room 2 ........ 1
Makers ............... 2

Packers and Labelers :

Blab, Machine and Boiling (4'.h Floor)........
Crystallizing and Piping (5th Floar) and Oaga
and Carting (3rd Floor) .

e

]

&
(&l
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It is intended fo hold the first Meetings of the Sectional Council:
within fourteen days and the Departmental Council within one
month of the Elections.

T. H. APPLETON,
(Director, R & Co., Ltd).

(U) A PrintiNGg OFFICE

In this office there is only the one Chapel, composed at present
of abont a dozen ecompositors. In larger offices there are usually
several Chapels.? The Chapel meets quarterly. Any member may
call & ial g by “placing a shilling on the stone”; such
member will say to the Father “T call Special Chapel at 6 oclock
to-night.” If his complaint is found by the Chapel to be a frivo-
lous one the shilling is forfeited. The meetings are held in the
office at cloging time. In the case of large offices there may not be
a room big enough for a chapel meeting, and in such cases meetings
are held outside. It is the duty of the Father to interview the
head of the firm when anything is wrong; to veport to the General
Committee of the Union from the Chapel and to the Chapel from
the General Committee; to see that subscriptions are paid; to inter-
view newcomers regarding membership of the Unior, &e.

Piecework is not now in operation in this shop, so that the
Chapel is not called upon in this eonnection as it may be in other
offices.

The employer is st‘rongly inclined towards regular joint meel:mgs

and rep ives of the Chapel. This is
rather stnkmg because, as is easy in so small an establishment, he
is in direct touch with each of his men. The present Father (he
hae been in the office for only a few months) did not seem to have
entertained the idea of the need for such meetings in this office;
he referred to the good conditions and relations prevailing in the
office. He said, however, that in bigger offices there was & need
for such meetings, and he was prepared to ider the applicability

of them to this office. The employer has, in an informal way, for

1 For en.mplo, in one oﬂiee, there are chapels of compositors, stereo-

typers, and certain
women loy The it in this office are divided among
eeveral depsrtmenh each of wlnch hu its local father while ¢the father
of the itors’ chapel is colloquially known as “imperial” father.

The compollbon’ chapel, as is usual, appoints alno a clerk of the elmpel
The father of the chapel among the women
known a8 the mother of the chapel.

ployees is, approp 1y,
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& long time held meetings with the present Father's predecessor
and ene or two others of the Chapel. He would have them to tea,
during which they would have a discussion on shop questions. As
examples of the kind of things which joint meetings could discuss,
the employer mentioned the following points:—

(1) The adjustment of work, when new circumstances arise;
there had been such joint discussions when recently the
previous Father, who had been a long time in the firm,
was forced to leave.

(2) A break for lunch in the morning; this he means to bring
forward, as the five hours’ streteh, though in accordance
with the Union agreements and the general practice, is
too long.

(3) As an example of how, even in a small establishment
(where the relations obviously are friendly), there may
be y distance bet employer and work-
men, he mentioned that some time ago he gave facilities
to the men to acquire review copies of books. This was
greatly appreciated and one man happened to remark
that he had often hoped some such arrangement could
be made. When challenged by the employer for not
suggesting the arrangement, the man could only plead
that it wasn’t his place. The incident was quoted as
probably typical of many situations in which, for want
of proper arrang ts, the atmospl to the
worse industrial establishments clings even to the very
_best firms much more closely than might otherwise be
the case.

(4) The employer further said that he had known of a very
serious grievance existing in a large office of which
the head of the firm was kept ignorant. He had in-
formed the head of the firm and the grievanee, which had
been caunsing great irritation right through the shop,
was instantly remedied; it should not bave been left
to an outsider—obtaining the information only by chance
and, again, only by chanee kmowing the head of the
firm concerned—to be the avenue of information.

In regard to the last point (4), the employer was emphatic as
to the necessity for the heads of establishments meeting the men’s
representatives. The need was greater the larger the office.?

1The same need for regular tings bet the t and
Tepr ives of the employees was emphasized by the of &
large printing establishment. He has from time to time held meetings
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(V) WeLrare Comurrree (oB Socian Uwiown)

1 The ‘Works Council as it is called (perhaps it may rather
be t d a Welfare C ittee), has for its purpose the colleetlon,
direct from the workers, of any suggesti for the imp
of their surroundings, and the putting of such suggestions, in the
form of mature proposals, before the directors for their approval.
It is not intended that these suggestions sheuld in any way be con-
nected with labor conditions. It is the function of the Counecil to
deal solely with snggestions relating to the amelioration of the sur-
roundings of the men’s work.

2. The Council is a Joint Council, and its eomposition is as
follows:—There are two representatives of the management and
from 19 to 21 of the workmen. The two former are the technical
director of the works, who acts as Chairman, and a representative
manager ? nominated by the firm from the sectional managers. The
honorary tary and the h 'y treasurer of the Council may
be either persons cotpted by the Council, or representatives of the
workers on the Council who have been elected by the Council to
these offices. The representatives of the men are elected (by ballot,
and for a period of 3 years) by the different wards into which the
works is divided for electoral purposes (19 in number), and all the
workers in the establishment have a vote. Some of the wards
represent working departments (e.g., the offices, or again the boiler-
makers and their laborers); others are artificial creations. These
artificial creations are necessary in order that representation may
be divided equally among &ll the departments, without any neglect
of small sections and oddments of work. Some of the wards in
which women are in a majority are represented by a woman; on
the whole Council there are 16 men rer ives and 3

3. The Committee has been in existence for some 16 years. As
has been md its functmn is to deal with shop amenities or works
bett: ‘l’hm i des (a) conditions of work during working
hours, and (b) social activities outside working hours. Of these
two the latter is apparently the more considerable, and thus—if one

betw Works C ittee, Welfare Committee and
. Social Union—the Works Couneil really belongs to the third cate-

wit.h the ioreman and the (-.then of the different chapels in the office to
of lately, the question of the appli-
eation of the Whitley Report and, at other times, shop regulations,
sanitation, ete.
1 The representative manager is said to sct as a very useful link be- .
tween the firm and the workmen, particularly when he is & young man
interested in the social side of the works.
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gory rather than the second. The Council, under this head, main-
tains a recreation ground, for the purchase and eguipment of which
money was advanced by the firm. The weekly subseriptions paid
by the men form at once a sinking fund to extinguish this loan,
and a working fund to meet current expenses. The origin of the
‘Works Council, some 15 years ago, was connected with these facts,
A number of requests had come from the men to the management,
agking for assistance in the p tion of sports, and the advance
made by the firm, and the institution of the Works Couneil, both
sprang from these requests.
4, The Works Council thus deals in large measure with ques-
tions that lie outside the works. Inside the works its scope is less
iderable. The cant for instance, is under the control of the
firm, which provides meals at less than cost price; the Works Coun-
cil only deals with the amenities of the canteen. The main concern
of the Works Council within the works is with matters such as ven-
tilation, sanitation, and the general comfort of the workers. About
half-a-dozen times, but not more, questions have been brought up
at the Works Council which have had to be ruled out. Generslly,
the men’s representatives draw a careful distincetion between matter
belonging to the Works Couneil and matters belonging to the sphere
of Trade Unionism. There has been no difficulty with Trade Unions;
on the contrary, the good feeling engendered by the Works Coun-
¢il has led to easy relations between the firm and Trade Unions.
The firm, it should be said, recognizes Trade Unions, and deals with

them regularly.
6. It may be added that while the Works Council has nothing to
do with suggesti for impr ts in the works, there is a de-

partmental arrangement under which employees can make sugges-
tions. In each department there is a suggestion box, into which
any workman can drop a memorandum of his suggestion; the

da of suggesti are regularly collected, and awards of
prizes are made for good suggestions.

6. In the matter of meetings and procedure, the Works Council
meets once a month, sometimes in the employer’s time (in which
case the men are paid during the time of their attendance) but
generally in the evening, when work is over for the day. There is
a regular agenda, prepared by the secretary, eontaining matters
brought up on the reports of sub-committees or raised by individual
representatives. w
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(W) A MINER'S STATEMENT ON QUTPUT COMMITTERS

The followmg statements form part of the answer by a mmer
working in the area of the Midland F\ tion to the Questi
printed in Appendix I The references are to the Outpnt (or
Absentee) Committees in his dxstrwt. The funetions of these Com-
mittees, a8 in other districts, d with two matt cases
of absence from work and facllmes for increasing output (im-
provements, negligence on the part of officials, &e.) :—

1 Qrigin—(b) The Joint Committee? found out that output
was not only affected by absenteeism, but by faulty management,
and they began to frame rules which would embrace the faults of
the management, as well as the workers’ glig in absent y
and would call the C it stead of Absentee C it
Output Committees, which gives wider facilities and administration
in working.

(c) The ting of tati of employers and employed
soon became lively and it showed the i interest that was taken
in the Government suggestions, and the men soon pointed out to
the Coal Owners that there were other causes which cansed a ré-
duced output of coal besides absenteeism—the fanlts of the man-
agement in allowing the miners to wait for timber, no facilities in
taking men to their work and bringing them back, the waiting for
tubs through scarcity and uneven distribution of the same. If
they were going to work this scheme and draw up rules, they must
bring the managément in as well as the men.

The Coal Owners, after consultation, decided to accede to the
request of the men and asked them to withdraw from this meeting,
take it back to their delegate board and appoint a small committee
to draw up rules which would give them a voice in the management
of the collieries concerned.

2. Constitution—(d) The worker’s side constitutes a separate
Committee only so far. Just to illustrate what I mean; if there is
a serious case which has to be brought to the Joint Committee the
worker’s side will meet together separately before going to meet the
management's gide, go that they can as far as they are concerned get
agreement.

(e) They are duly elected, not for 12 months but for any time.
This seems to me a great mistake. They ought to be elected every
12 months, as some of them have lost the confldence of the men,
and it causes discontent and friction; annual elections would make
for econfidence and efficiency. The classes represented by these Com-

1 Sectional joint committees of the miners.
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miftees are miners, datal, haulage, surface workers, who are manipu-
lators of coal. I might say it would have been better when the
rules were drawn up if it bad been stated that all classes must be
represented. You have on most of the Committees datal, hau.lxge,
and surface workers without representati These C itt,

only set up as far as the Miners’ Federation of Great Britain l.re
concerned. Shop men, shunters, laborers, and locomen are outside,
as the idea amongst the Coal Owners is that these classes of workers
do not affect the output of coal.

(f) (i) The trade unions have all the representation as far as
the workers are concerned. Of course, it is possible for the men
at the colliery to appoint a non-unionist, but he would be a rare
-8pecies.

(ii) No, it has none; it can suggest, but not appoint; this is left
entirely to the men. In one colliery they refused to set up a Pit
Committee though the Miners’ Union wanted to set ome up and the
leaders held meetings; but they failed to persuade the men. The
Coal Controller was pressing the Directors, and the Direetors the
management, but they could not persuade the men; the men were
afraid of victimization and I think they had 8 good case. Where
men stood by their comrades, they were soon out of work not know-
ing what for, only the management saying “inefficient.”

(iii) The trade union official can pay a visit to any of the Com-
mittees when sitting and listen to all the business and see whether
it is being conducted in the interests of the men, or to see fair play
all round, or to see that the g t are not abusing the powers
set by rule.

(iv) The relationship is good in many of them, but there are
doubts in the men; if some of the stewards are put in contracting
places and coal is pretty easy to get, the representatives are open
to attack by the men as they say “yon would not have such s soft
Jjob only you have been acting in the master’s interests”; and some
of them play more than the nsual time allowed, and nothing is
said. Iamson'ybosayﬂmtxllstrongmmon the Committee
and he goes in for pulling the management up the harmony is broken
8 good deal; you can fine the men and forgive them, but when you
come {0 the management it is another thing.

(g) They are chosen by the Managing Director; he asks the
Underground Manager, and the under-lookers, or deputies, as they
call them who are responsible for different coal seams. By this
method you get an all round representation as far as the under-
ground workers are concerned, but datal and surface management
is left out.
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(§) 1 will be most frank in what I have got to say in this im-
portant question. The employing side want no change, as it only
applies to absentecism as far as they are eoncerned. The rules nge
the men & voice in the management, but I am sorry to say there is
no Committee strong emough to administer the rules as it relates to
management: they go so far but stop as they see an invisible pres-
gure being brought upon them which is going to affeet the security
of their living, a kind of wvictimization which you cannot prove.
Your oonh-actmg place is finished and you want another place but
the management sends you “odding”—jyou are middle-aged and
you eannot keep pace with the younger element; and you look after
& fresh place, but every where is full up; and when you come out
of the office you can see other men set on. This is what is going
on all round the distriet, and you want to-strengthen these men
by having the rules enacted by Act of Parliament to make them
binding; and if cases like this happen, there wants to be a Tri-
bunal appeinted by Gov: t, tative of all classes 8o that
a man shall bave a fair hearing and equality of justice; this will
give him a security and it will reduce this insecurity of work,

8. Functions.—(a) iv. The suggestion of improvements is within
the scope of Committee and some good work has been done, which
has affected the output of coal and increased the wages of the men.

v. None of these points are dealt with by our Committee or only
indirectly; it wonld be a splendid thing if these points were dealt
with. There is more friction caused under these heads between the
management and the men than under any other points.

Timekeeping.—The management promises the men they will put
g0 many turns to their eredit for doing certain dead work in the
mine, and when the time arrives for them to receive the wage at the
week end, the money has not been put in to their credit; so the
men often have to go to the office to make complaints, with a prom-
ise from the management it will be in for next week If ﬂns

was brought before & ittee of this standing, a more h
spmt would be brooght to bear on the mdustry
~The 1 by some of the management to the

workers is dl.sgmeeﬁﬂ and is not 6t for any child in the pit to hear.
This point ean come before the Committee but I have not known
of any case yet, though reports have been mede to the leaders of the
men and they have taken up the cases. In one case I know the
manrefusedtogotowork until the g t were
but wise eounsels prevailed and the bitterness was removed.
Methods of Foremen.—The mining industry requires great changes
as the methods of the foremen are at fault in mot paying for dead

d,
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work, such as emptying dirt or packing it; they should pay for s
many tubs, but if 1 or 2 tubs are over the stated number that the
pay for, they reckon them nothing; in measuring ripping, insteac
of going to the widest part of the level they go to the narrowest
which may mean to the .man & difference of 5s. on that piece o
work; in not seeing to a good distribution of wagons going in anc
about the mine, &e. There is a splendid scope for a Committee
but ours have only limited powers as far as the methods of thi
foremen are concerned.

vii. Canteen.~This question does not come within scope of ow
Committee, but one large eolliery has s canteen, and suggestion:
have been made from the Committee there in the management of th
canteen. It would be a good thing for a colliery to have a canteen
‘a8 many men are called upon to work overtime and cannot ge!
food, and they work on many hours without, which only means in-
efficiency. In the colliery which has a canteen, the men can get ¢
-good meal and hot drinks at cost price. - I know when winter tim:
comes on and the output of coal depends on the surface worken
sticking to their work, the management have rest periods for in
dividuals and the management gives them hot drinks to keep them
at it. But at collieries where there are no canteens they have t«
knock off on account of the weather.

Sanitation—Not within the scope of our Committee, but eondi
tions are awfully bad.

Works Amenities—Manners: There are hardly any about the
collieries; the management have an idea that nothing ean be done
without swearing and shouting, and it is a disgrace to hear it
Some managers are extremely nice, but they are very rare.

4. Procedure~(a) ii. The Committee meets once & week where
a large colliery is coneerned (say 1,000 to 2,000 employees), bui
where there are less employees, they are specially summoned by no-
tice from the Secretary of the Committee,

iii. Yes, the worker members meet separately, but only when
the questions are vital and contentious.

v. They take place in the workers’ time and the employers’ time
The meeting is called for 1 o’clock. The management allow the
worker members to eome out of the pit before the time but at their
own (the workers’) expense, and the Committeas gits till it eomes inte
the workers’ time after 2 o’clock.

vi. It generally lasts 2 or 3 hours. It all depends on how many
defendants and who are the defendants.

vil. The worker members are paid out of the Trade Union fund:
at the rate of 2s. 64. per meeting. This canses friction as it is eost-
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ing the Union a great nmonnt of money and they feel that the Gov-

" ernment ought to pay or part pay for this work, as it is being ear-

-

ried on in the national interests to secure a greater output of coal.
Some suggest that the management ought {0 pay half.

5. Relations with Trade Unions—(b) They only 'recogmze the
Miners’ Union a8 far as the jurisdietion of this committee is con-

. eerned. They (the owners) did fry to bring offenders in from other

uniong. but the miners would have nothing to do with them.l

6. General—(a) The attitude of the mtmagement to Committees
is fairly good; just according to what the business is. If it npphes
to men they are good, but when it applies te the g t the
feeling changes a little; but on the whole it is good.. I don’t kmow*
of any decisions they have pot carried out, but it takes them a long
time to do it; when they promise, your temlty bas to be gnent.

(e) As fsr as colliery workers are it
tees are not needed as they would deal with all questlons that could
arise; what wonld be essential would be to gee. that-aﬂ grades are
represented on the committee,

| APPENDIX IIT |
" SUMMARY OF A DISTRIOT" INVESTIGATION IN THE ENGINENRING
AND SHIPBUILDING Innusmms

Of32ﬂrmsmthe=u5 ing and shipbuilding industries in one
distriet in which another enquu'y was mnde as to the existence of
‘Works Committees, eight were found to have Works Committees.
In addition, one had & Dilution Committee, one a Welfare Com-
mittee, one 8 Women’s Committee and in one there was a Shop Com-
mittee. ‘In one other there was a Works Committee until recently.
Expressions of opinion as to the value of Works Committees were
obtained from 18 of the 32 employers. Ten expressed themselves
in favor and eight as opposed to. Works Committees. Of the ten
in favor, seven now have a Works Committee;* of the eight op-
posed, one has a Dilution Committee and one a Gunshop Committee,
while six have no form of Committee.

The following are notes of opinions of these employers:—

Favorable -~
(1) “Useful work is the outcome.”

1In this mpeot the practice differs from that of the timekeeping
itt the Cleveland and Durham blastfurnaces.
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(2) “Committee should be encouraged ... much depended
on class of men chosen from both sides.”

(3) “Applied to large establishments very commendable.”

(4) “If established generally would do an infinite amount of

0od.”

(5) “Nothing but good would accrue if such Committees were
general.”

(6) “In entire sympathy.”

(7) “Experience is a very happy one and not by any means
one-sided as the members of the Committee do every-
thing possible to render assistance to the firm.”

(8) “Very harmonious relations although . . . grievances
much too one-sided.”

(9) “Perfectly satisfied.”

Unfavorable —

(1) “Encourages men to leave work to engage in business
which management should attend to.”

(2) “Power is taken from g t and ised by the
men.”

(3) “Simply looking for trouble.”

(4) “Advantage would be taken to look for trouble.”

(5) “Any amount of friction would ensue.”

(6) “Afraid grievances would only ecome from one side and
little endeavor would be made to assist the manage-
ment in conduct of works.”

(7) “Dealing with accredited shop stewards entirely satis-
factory.”

Of the opinions coming under “Favorable” all except (3) and
(4) are from establishments which have Works Committees; of
those coming under “Unfavorable” (1) is from an establishment in
which one shop has a Committee, (2) to (7) from establishments
without Committees.

The opinions of sixteen active trade unionists employed in the
same industries in this distriet also show differences. Of the six-
teen seven are employed in establishments which have, or in one
bave bad, a Works Committee, and nine in establishments which
have no experience of a Works Committee. Of the seven, five are
favorable and two unfavorable; of the nine, four favorable and five
opposed.

This investigation would appear to support the results arrived at
in the report that the majority both of employers and of workpeople
with experience are persuaded of the benefits of Works Committees.
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APPENDIX IV

Joint TiMEREEPING COMMITTEES
(A.)) (i) Joint Committees at Collieries in Northumberland—
Raules.

(ii) Note on Committees at Collieries in other districts.
(B.) (i) Joint Committees at Ironworks in Cleveland and Durham
—Agreement.
«{ii) Note on Working of these Committees.

(A.) (i) Joinr Commrrrexs ar CoLLIERIES IN NORTHUMBERLAND
—RuLEs

NoRTHUMBERLAND C0AL OWNERS' ASSOCIATION

AND
NoeTHUMBERLAND MINERS’ MUTUAL CONFIDENT ASSOCIATION

Bules respecting the Formation and Procedure of Joint Committees

for the purpose of securing greater Regularity of Work at the
Collieries.

In order fo increase the onl;put of coal the following rules are
adopted by the abo —

1. Where workmen are nnable to work in their own working
places such persons shall work in other places where there are va-
eancies in accordance with the custom of the colliery. If no such
places are available and the man in consequence has to go home, he
shall not be returned to the Authorities as an Absentee on that
day.

2. Men prevented from getting to their work at the proper time,
due to the workmen’s train or car being late, shall on its arrival
be allowed to go to work.

3. All deputations shall be held at such hours, whenever posmble,
as will cause no loss of time to the bers of such d or
the men who appear with them.

4. All persons shall attend every day on which the pit is working
unless prevented by illness or other reasonable cause.

6. That a District Committee be set up consisting of an equal
number of coal owners’ and workmen’s representatives.

If all members are not present, only an equal number shall vote
on each side,

6. That the Distriet Committee shall meet as agreed upon for
the purpose of dealing with disputes which have arigen under any
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" of the Loeal Committees and any other business, except in the event
of urgent business, in which case a meeting may be called on the
representation of either side to specially deal with the matter.

7. That a Local Committee shall be established at each colliery,
consisting of an equal number (not exceeding three each) of coal
owners’ and workmen’s representatives to ecarry out these rules. If
all bers were not p t, only an equal number shall vote on
each side.

8. The Local Committee shall meet at least once a fortnight, and
the management shall supply a “Time Lost Sheet,” showing the
names of the men against whom there is 8 complaint, and the Local
Committee shall decide upon whom they shall summon to the next
meeting.

9. The men who are ealled upon to appear before the Committee
shall have at least two days’ notice given to appear. Failing to
attend they will be dealt with in their absence, and the method of
giving notice to attend shall be left to the Committee at each col-
jit

ery.

Meetings are to take place so that men may attend without losing
time.

10. The Local Committee shall be empowered to impose fines, and
the persons so fined shall have the option of signing a book for
such fines to be deducted or to be dealt with by the management.

(a) If the first method is selected by the workman and he at-
tends and works full time, as defined by Rule 4, for one
month after the fine is inflicted, the fine to be returned
to him.

(b) All fines not so redeemed to be paid over to some charitable
institution to be selected by the Loeal Committee.

(¢) The amount of fines shall be:—

For a first offense for which & fine is inflicted, 2s. 64.
per day of avoidable absence; a second offense, 5s.
per day. In the event of a third offense the case to be
dealt with at the diseretion of the management.

11. The Loeal Committee shall report to the District Committee
sll cases in which they fail to agree.

12. Excuses for absence must be bond fide, and where an =b-
sentee claims he was away owing to illness, a doctor’s note must be
produced if demanded.

13. Any official responsible for the work losing work or fail-
ing to do his best to get work for them shall be reported to the
Local Committee, who shall i tigate the cir and if




the eharge appears to be justified the case shall be reported to the
Central Committee to deal with.
14, These rules to continue for the duration of the war.
ReGINALD GUTHRIE, | .
‘WiLLIAM STRAKER, ; s
12th February, 1917.

(A.) (ii) Nore ox CoMurrTEES AT COLLIERIES IN OTHER DisTrICTS

Committees formed on very eimilar lines have been set up in
other, but not in all, mining districts. The statements as to fune-
tions and procedure may differ in eertain particulars. (1) Pro-
visiom is sometimes made for the attendance of officials in the miners’
and e’ iations at Pit C i meetings. (2) The scope
of a Pit Committee’s funetions is sometimes stated so as to inelude
more than appears to be eovered by Rule 13 ahove, which deals
with officials “responsible for the workmen losing work, or failing
to do bis best to get work for them.” The functions may inelude
the consideration of facilities for ontput and the suggestion of im-
provements, apart from cases arising under the circumstances re-
ferred fo in Rule 13 above. This is commented upon in the report
printed in Appendix II (W). (3) The rules vary also in such
details as ber of rep tives, time of tings and t
of fines.

The results achieved differ greatly from district to distriet. In
some districts no Committees have been set up, while in some others,
after being set up, the Committees have either failed to work at all

or, after a period of ful tion, have kened and been
ebandoned. In other dnstncts, however, the Commxthea have con-
tinued to work satmfacton!y, p: and

tion and inereasing omtput. The appheahon of short time has in
certain distriets made the need for the Committees less urgent and
an estimate of their value difficult. Among the reasons given for
failure to institute the Committees are (1) failure of employers to
take the matter up, and (2) the younger men’s dislike for the
scheme; and for failure to work-satisfactorily (1) the failure of
employers to carry out ag ts about Sunday work, etc., and
(2) simple inability of the two sides to agree.
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(B.) (i) Jorxr ComaarTeEs AT IRONWORKS IN CLEVELAND AND
DoureAM

ACGREEMENT SETTING UP WORKS COMMITTEES TO DEAL WITH CASES
or TiME-LosErs

This scheme has been suggested by the metry of Mwmhom and
accepted by the Clevel ion and the
Cleveland Blastfurnacemen’s Asaocwtum, in order to avoid the
necessity of taking men before the Munitions’ Tribunals. The
Agreement will come into operation on Sunday the 12th day
of August, 1917, at........ vivsees dronworks.

1. At each works in the Ironmasters’ Association there shall be
set up a Committee consisting in the first instance of three work-
men employed at the works.

2. The appointment of the three workmen (one of whom must
be the delagate) shall rest with the Cleveland and Durham Blast-

’s and Col ’s Asgociation.
3. The Cleveland I ! Association, or any individual
member thereof, may, at any future time, and at the request of the
Cleveland Blast 's A tion must, also appoint to the

Committee three employer representatives for each works or for
such of the works as are affected, and such representatives shall
have equal powers and duties with the workmen’s representatives.

4. So long as the Committee ists of three rep tatives, two
shall form a quorum; if the C i ists of six rep tatives,
four shall form a quorum.

5. There shall also be created a Central Committee eonsisting of
six persons, three of whom shall be appointed by the Cleveland Iron-
masters’ Association, and three by the Cleveland Blastf ’s
Association: four to form a quorum.

6. The duties and the powers of the Works Committee shall be:—

(a) To inguire fully into every case brought by the Manager
of the Works of alleged bad timekeeping on the part
of any workman employed at the works under his
charge,

(5) To give warning and advice to any workman who may
appear to need it.

(¢) To inflict, subject to the provisions of the Truck Acts, such
penalty or fine as in the jud, t of the C i the
case shall merit, such fine not to exceed 20s. in any one
instance.
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(d) In the case of repeated offenses, to transmit the facts and
evidence to the judgment of the Central Committee.

(€) In the event of the Works Committee being equally divided
in their judgment on any case, the same shall be sub-
mitted to the Central Committee for deecision.

(f) Each Works Committee shall have power io reduce or re-
mit altogether any fine imposed by the Committee, if

*  the offender’s conduct during the four weeks succeeding
the hearing of his case justifies any variafion in the
original penalty. ’

7. The duties and the powers of the Central Committee shall be:—

(a) To review all the facts and evidence in connection with any
case which may be submitted to it by Works Com-
mittees, and, if it so decides, to impose upon the offender,
subject to the provisions of the Truck Acts, a fine not
exceeding 40s., or to submit the case to the judgment of
the Ministry of Munitions, _

(b) To make regulations for the guid of the Works Com-
mittees.

8. Fines shall be deducted, subject to the provisions of the Truck
Acts, from the wages due to the workmen penalized, and unless
remitted by the end of four weeks from date of deduction, shall be
handed over to some fund at the works where the offender is em-

- ployed to be used for the benefit of the workmen or their depend-
ants, or be handed over fo some agreed upon local charity.

9. The regulations berein shall apply by agreement to all work-
men members of the Cleveland Blastfurnacemen’s Association. Any
workman outside the Cleveland Blastfu 's Association, and
employed at the Ironmasters’ works, may submit his case for judg-
ment to the Committees if he 8o desires and be bound by the de-
eision given,

10. Each Employer party to this t shall autl
one of his clerical staff to act as Secretary to the Works Commxttee,
and such person shall keep a record of the decisions given by the
Committee for the particular works and shall transmit at the end
of each calendar month a record of such decisions to the Secretary
of the Central Committee and to the Becretary of the Cleveland
Blastfurnacemen’s Association.

11. The Committees under this scheme shall exist so long as
Munition Tribunals under the Munitions of War Act continue to
operate, but the regulations may be varied at the end of six months
on the application of either party hereto,

12. The requisite agreements to be made immediately by the two
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Associationts. concerned for enabling the Committees -to
the powers and perform the duties specified above. .
18. The Arbitration Act, 1889, shall not apply to any proceed-
ings under this agreement. .
Signed on bebalf of the Clevel dI ters’ Associati
: J. T. ATKINSON,
Secretary.

Signed on behalf of the Cleveland and Durbam Blastfurnace-
men and Cokemen’s Association.

Tros. MCKeNNaA,
8

Middlesbrough,
July 24th, 1917,

(B) ii. Nowe ox WorkiNg oF TuEss CoMMITTERS

It is agreed on both sides that these Committees have worked very
satisfactorily;. both employers and employees regard the Works
Committees as a far better means of investigating and settling ques-

_tions of this character than that of taking the men before the Muni-
tions Tribunals. Some twenty-eight Committees, all of them joint
in membership, have been set up, but it has not been necessary for
all of them to meet. The Central Committee had not met up to the
end of January, 1918, though two or three cases had been recently .
filed for that Committee. A Works Committee is generally nnani-
mous about its decision—whether or not a fine should be imposed,
or the amount of the fine. In a large proportion of eases, more than
half, a reduction or remission of fines has been allowed in acecordance -
with seetion 6. (f). Those workmen who are not members of the
union usually avail themselves of section 9 of the Agreement to sub-
mit their eases to the Works Committee.

APPENDIX V

NarioNAL AND DistrRicT SCHEMES—SHOP STEWARDS

(A) Memorandum of Conference between the Engineering Em-~
ployers’ Federation and thirteen Trade Unions.
(B) Clyde Shipyards Joint Trades’ Vigilant Committee.
(C) Coventry Engineering Joint Committee—Sbop Rules.
The followmg schema are printed as further illustrations of the
in Section VL of the Report—*“Relations with
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Trade Umons.”. (A) is the agreunt come w m December, 1917,

es of the Engi ployers’ Federation
and of thirteen Tradé Uaions. (D) -is a Trade Union district seheme
‘of organization of Shop Stewards and Works Committees instituted -
before the war.” (C) gives the proposals put forward by the Coy-
entry Engineering Trades’ Joint Committee for their district be-
fore the negotiations which Ited in (A) were initiated.

(A). MEMORANDUM OF CONFERENCE BETWEEN THE  ENGINEERING
Eurrovess’ FEDERATION AND THIRTEEN TRapE Unions !

Tt is inntually agreed ts recommend as follows:—

anu'nons BEGAEDING THE APPOINTMENT *AND FUNCTIONS oOF
SHOP STEWARDS

‘With a view to mphfymg the provigions for avoiding disput:
it is agreed:— i

L The workmen who ‘are members of the above Trnde Umons,
employed- in a Fed d establishment, may i

tives from their own number to act on their behnl.t in accordance
with the terms of this Agreement.

2. The representatives shall be known as Shop Stewards.

3. The method of election of Shop Stewards shall be determined
by the Trade Umoml eoneemed, and each Trade Union, parties to
this A may t Shop 8

4. The names of the Shop Stewards, snd the shop or portion of a
shop in which they are employed, and the Trade Union to which they
belong, shall be intimated officially by I:he Trade Union concerned
in the management on election.

5. Shop Stewards shall be subject to the control of the Trade
Unions, and shall act in accordance with the rules and regulations

of the Trade Unions and ag; te with employers so far as these
affect the relation betw: ployers and workpeople.
6. In connection ‘with this Agn t, Shop 8 ds shall be

"afforded facilities to deal with quahons raised in the shop or por-
tion of a shop in which they are employed. In the course of dealing

1 Steam Engine Makers’ Bociety, Soelety of Amulgamnted Toolmnkern,
ete., UK. Bociety o! Amalg and St National So-
ciety of Amal, B found and Metnl Mechanics, Associated
Blacksmiths and Iron Workers’ Society, Workers’ Umon, Nutmnll .
Amalgamated Union of Labor, United Machine Workers’

Electrical Trades Union, United Jonrneymen Brassfounders, etc., Amal-
gaumated Society of Coremakers, National Union of General Workera,
and Nnhond Amalgamated Union of Engi ete.
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with these questions they may, with the previous consent of the

t (smeh t not to be bly withheld), visit
any other shop or portion of a shop in the establishment. In all
other respects they shall conform to the same working conditions
as their fellow-workmen.

7. Employers a.nd Shop Stewards shall not be entitled to enter
into any ag with ag ts between the En-
gmeermg Employers’ Federation or Local Association and the Trade

, Unions.

8. The functions of Shop Stewards, so far as they are concerned
with the avoid of disputes, shall be ised in accordance with
the following procedure:—

(a) A workman or workmen desiring to raise any question in
which he or they are directly eoncerned, shall in the
first instance discuss the same with his or their foreman.

(b) Failing settlement, the question shall, if desired, be taken
up with the management by the appropriate Shop Stew-
ard and one of -the workmen directly concerned.

(¢) If no settlement is arrived at, the question may, at the re-
quest of either party, be furtber cons:dered at & meeting
to be arranged the g t and the appro-
priate Shop Steward, together with a deputation of the
workmen directly eoncerned. At this meeting the Or-
ganizing Distriet Delegate may be present, in which
event a representative of the Employers’ Association
shall also be present.

(d) The question may thereafter be referred for further eon-
gideration in terms of the Provisions for Avoiding Dis-

putes.

(e) No stoppage of work shall take place until the question
has been fully dealt with in accordance with this Agree-
ment and with the Provisions for Avoiding Disputes.

9. In the event of a question arising which affects more than one
branch of trade, or more than one department of the works, the
negotiations thereon shall be conducted by the management with
the Shop Stewards concerned. Should the number of Shop Stew-
ards eoncerned exceed seven, a deputation shall be appointed by
them, not exceeding seven, for the purpose of the particular nego-
tiation.

10. Negotiations under this agreement may be instituted either
by the management or by the workmen eoncerned.

11. The gnition of Shop 8 ds is ded in order that &
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further safegnard may be provided against disputes
tween employers and their workpeople. ‘

12. Any questions which may arise out of the operation of this
Ag t shall be brought before the Exeeutive of the Trade
Union concerned, or the Federation, as the case may be.

be-

(B). CLype SHiPYARDS JOINT TRADEY’ ViemanNT CoMMITTEE 1
Runes

1."This Committee shall consist of Trade Unions representative of
the workmen employed in the Clyde SHipyards.

2. Its ob_]ecl: shall be to endeavor to adjust all complaints of a
to secure uniformity in the conditions
of employment of the members and strengthen and perfect the
orgnnmtlons of the affiliated Unions.

(a) By rep ives of the Society affected at once reporting
the matter to the Secretary of the Yard Vigilant Commit-~
tee.

(b) By insisting that all non-union bers of the respecti
trades shall become members of their Trade Union.

{¢) By dealing with any ber of an affiliated Union who
fails to keep himself in compliance with the Rules of his
Union.

Yaep ViGILANCE COMMITTEES

3. A Vigilanee C ittee shall be appointed in each yard or
dock, eomposed of one representative from each Society affiliated.
Societies having more than one section of workmen shall be en-
titled to one rep tative from each section.

4 The C ittee shall appoint & Secretary to whom all com-
plaints shall be Jodged by bers of the C jtt

5. Each Shop Steward must examine the contribution eards of
the members of their own societies on the first Wednesday of each
month, and interview new starts immediately after starting.

6. The Committee will meet at least monthly.

7. Representatives of each society must attend and report to the
Committee as to the condition of the members under his supervision.

8. On ipt of a plaint, the C ittee shall end

1The ﬂrnt meetmg was held on the 14th February, 1911. A similar

in E g—The West of Scotland Locomotive and

General Engmaermg Joint Trades’ Vigilant Committee—was instituted

in September, 1914. It had then been under consideration for mome
months.
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effect a8 settlement by interviewing the £ or
Failing adjustment the matter must then be reported to the Secre-
tary of the Central Board.

9. The machinery of each society for dealing with such questions
maust first be exhausted before reporting to the Yard Vigilant Com-
mittee.

10. The Secretary must send in his official report to the Secretary
of the Central Board on the second last Thursday of March, June,
September, and D 3

11. Should any member of the Yard Vigilant Committee be penal-
ized for taking part in the work of the Committee, such cases must
be immediately reported to the Secretary and taken up jointly,

12, Where the Secretary of the Committee has been changed, the
name and address of his successor must be forwarded to the Secre-
tary of the Central Board.

13. Expenses i d by the C ittee for room rent, station-
ery and postages, will be met by the Central Board. All such ac-
counts must be sent quarterly to the Secretary and submitted to the
Central Board for approval.

14. Under no circumstances can the Yard Vigilant Committee
authorize a stoppage of work, either of a partial or general nature.

Arrears.—Members over 10s. in arrears must redace same at the
rate of 2s. 6d. per week; 15s., 55. per week ; and 20s., 10s. for the firat
week and 5s. per week thereafter.

CENTRAL BoaRD

15. A Central Board shall be appointed and shall consist of & re-
sponsible representative of each Union affiliated. Societies having
separate sections adwministered separately shall be entitled to one
representative from each section.

16. Their duties shall be to see that a Vigilant Committee is ap-
pointed in each yard or dock, and deal with all complaints re-
mitted to them by the Yard Committees.

17. They shall lly elect a Chai and Secretary from
amongst their pumber, the latter to act as Treasurer.

18, The Secretary on receiving a complaint from a Yard Com-
mittee, may, after consultation with the Chairman of the Central
Board and the representative of the Trade directly concerned, en-
deavor to get the matter adjusted, failing which the Central Board
will be convened.

19. Before any stoppage of work takes place, the eonsent of
the Central Board of this Committee must be obtained.

20. To meet expenses the Central Board shall make & call upon
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each eociety affiliated for such sum as may from time to time be
agreed upon.

21 Meetings of the Central Board will be held on the last Friday
of each quarter, or oftener if, in the opinion of the Chairman and
. Becretary, such i8 necessary.

(C) Coventey EncineeriNg JoINT Commrrres !

Shop Rules and Instructions for Stewards.

"L."That the Coventry Engineering Joint C ittee shall be the
Executive Committee over all Shop Stewards and Works Commit-
tees affiliated. Any change of practice in any shop or works must
receive the consent of the Joint Engineering Committee before be-
ing accepted by the men concerned.

2, That all nominees for Shop Stewards must be members of So-
cieties affiliated to the Coventry E Joint C it

3. Stewards shall be elected by ballot for a term not- exceeding,
six months; all retiring Stewards to be eligible for reélection.

4. Bach section shall be able to elect a Steward irrespective of
Society.

5. The Stewards of each department shall elect & Chief Steward.

6. The Chief Stewards of departmentu sha.ll conshtute the Works

ittee, who, if 12 in b ppoint an Execu-
txve Committee of seven, mcludmg Chairman a.nd Secref

7. All Stewards shall have an official Steward’s Card xssued by
Joint Committee, ,

8. Each Steward on being elected, and the same endorsed by his
Society, the Joint Committee Secretary shall send him an official °
card.

9. The Stewsrd must examine any man’s membership card who
starts in the shop in his section. He should then advise the man
to report to his respective Secretary, and give him any information
required on rates and conditions, ete. There shall be a show of
cards every month to ascertain if every member is a sound member,

1The twenty-one eocieties affiliated are:—Friendly Society of Iron-
founders, Steam Engine Makers, United Mach Workers, Amalg:
Society of Engineers, Amalgamated Toolmsakers, Smlths and stnkers,
Brassworkers and Metal Mechanics, Coppersmiths, United Brass Flmah-
ers, Electrical Trades Union, Boil s, C
United Coach Makers, Progreaslve Tin Plnta ‘Workers, Nntiona.l Federa-
tion of Women Workers, National Union of Clerks, Amalgamated Car-
penters and Joiners, General Union of Carpenters and Joiners, London.
and Provincial Coach Mal and Amal, d Wood Cutting Ma-
chinista.




442 MANAGEMENT AND MEN

and if any member is in arrears (eight weeks) he must report same
to the Chief Steward.

10. If there is any doubt of any man not receiving the distriet
rate of wages, the Steward can demand to examine pay ticket.

11. Any member accepting a price or time basis for a job must
hand record of same to his Section Steward, who shall keep a record
of times and prices on his section of any work, and band the same to
Chief Shop Steward.

12. The Chief Steward shall keep a record of all fimes and prices
recorded to him by sections of his department. On a section being
not represented he shall see to the election of Steward for such sec-
tion.

13. Any grievance arising on any section must be reported to Chief
Shop Steward, who shall, with Steward on section and man con-
eerned, interview foreman or manager. Failing redress, the Chief
Steward then to report to the Works Committee.

14, The Works C ittee shall be emp. ed to take any case
of dispute before the management, not less than three to act as
deputation.

15. On the Works Committee failing to come to any agreement
with the management, they must immediately report to the En-
gineering Jomt Committee, who ghall take up the matter with the
firm a tive of the Works Committee to be one
of the deputatlon It is tial tiati that no
stoppage of work shall take place thhont the sa.neuon of the Engi-
neering Joint Committee.

16. A full list of all Shop Stewards must be kept by the Joint
Committee. Any change of Stewards must be reported to the
Joint Committee’s Secretary.

17. The Joint Committee shall be empowered to eall meetmgs of
Stewards at any works, also meetmgs ot all Chief Stewards in the
district when the Joint C ittee so d if Y-

18. If at any time of dispute the Engineering Joint Committee de-
cides upon the withdrawal of itsa members from any firm or firms,
the Stewards shall be issued a special official badge from this Com-
mittee with the idea of assisting to keep order, if necessary, in the
interests of the b
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APPENDE Vi
MINISTRY OF RECONSTRUCTION
CoMMITTEE ON RELATIONS BETWEEN EMPLOYERS AND EMPLOYED

SUPPLEMENTARY REPORT ON WoRKS COMMITTEES

To the Right Honorable D. Lloyd George, M.P.,
Prime Minister.
Sm,

In our first and second Reports we have referred to the establish-
ment of Works Committees,1 representative of the management and
of the workpeople, and appointed from within the works, as an
essential part of the scheme of organization suggested to secure
improved relations between employers and employed. The purpose
of the prest Report is to deal more fully with the proposal to
institute such C

2. Better relati betw ployers and their workpeople ean
best be arrived at by granting to the latter a greater share in the
consideration of matters with which they are concerned. In every
indusiry there are certain questions, such as rates of wages and
hours of work, which shounld be settled by Distriet or National agree-
ment, and with any matter go settled no Works Committee should
be allowed to interfere; but there are also many questions closely
affecting daily life and comfort in, and the success of, the business,
and affecting in no small degree efficiency of working, which are
peculiar to the individual workshop or factory. The purpose of
a Works C i is to establish and maintain a system of co-
operation in all these workshop mn.tters

3. We have throug} our ded upon the

ption that the greatest is hkely to be achieved by leav-
ing to the representative bodies of employers and employed in each
indusiry the maximum degree of freedom to settle for themselves
precise form of Council or Committee which should be adopted,
having regard in each case to the particular circumstances of the
trade; and, in d with this prineiple, we refrain from indi-
cating any definite form of titution for the Works Commit-
tees. OQur proposals as a whole assume the existence of organiza-

11In the uee of the term “Works Committees” in this Report it is not
intended to use the word “works” in a technical sense; in such an in-
dustry as the Coal Trade, for example, the term “Pit Committees” would
probably be the term used in adopting the scheme.
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twn§ of both employers and employed and 2 frank and full resog- ,

., bition of such or Works C ittees established other-
ynse than in accordance with these principles could not be regarded
a5 a part of the scheme we have recommended, and nnght indeed be
& hind to the development of the new relations in industry
to which we look forward. We think the aim should be the com-
plete and coherent organization of the trade* on both sides, and
‘Works Committees will be of value in so far as they contribute to
such a result.

4 We are of opuuon that the complete success of Works Com-

| _y p largely upon the degree and efficiency
of organization in the trade, and upon the extent tp which the
Committees can be linked up, through organizations that we have
in mind, with the remainder of the scheme which we are proposing,
viz., the District and National Councils. *We think it important
to state that the success of the Works Committees would be very
seriously interfered with if the idea existed that such Committees
were used, or hkely to be used, by ‘employers in opposition to Trade
Unionism. It'is strongly felt that the setting up of Works Com-
mittees without the codperation of the Trade Unions and the Em-
ployers’ Associations in the frade or branch of trade eoncerned
would stand in the way of the improved industrial relationships
which in these Reports we are endeavoring to further. .
¢ 5. In an industry where the wotkpeople are unorganized, or only
very partially ized, there is a danger that Works Committees
may be used, or thought to be used, in opposition to Trade Union-
ism. It is important that such fenrs should be guarded against in
the initiation of any scheme. We look upon successful Works Com-
mittees as the broad base of the Industrial Structure which we
have recommended, and as the- means of enlisting the interest of the .
workers in the success both of she industry to which they are at-
tached and of the workshop or factory where 56 much of their life
is spent. These Committees should not, in eonstitution or methods
of working, dlsconrage Trade orga.mzaf.mnn.

6. Works C in our opinion, shonld have regular meet-
ings at fixed times, and, a8 & general role, not less frequently than
once a fortnight. They should a.lways keep in the forefront the
idea of constructive coiperation in the i t of the industry
to which they belong. Suggestions of ali h.nds tending to improve-
ment should be frankly welcomed and freely discussed. Practical
proposals should be examined from all points of view. There is
an undeveloped asset of eonstructive ability—valuable alike to the .
industry and to the State—awaiting the means of realization; prob-

s
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lems, old and new, Wwill ﬁnd then- so’lutmn in a framk pm'.neninp
of knowledge, expenence -and goodwill. : Works (Committdes wauld
ofail in r.heu- main purposexf t.hey msted only to smooth over gnev-

. aneces.

7. We recognmtbat from tu.ne 'bo tune, ‘matters will arise wlneh »
the mnnagement or'the ‘workmen consxder to be. questions they-ean-,
not disenss in shese joint meetings. When this oce we antiei-
pate that, nothing bug, good will come from the friéndly :statement
of the' reasons why the Teservation is made . .

8. Weregard the si ful devel t and utilization of Works.
Ci

in-any busi on the basis recommended in this Re-
port as of equal importanee with its commercial and scientific ef-
ficiency; and we ‘think that in every ‘case one of the partners -or

directors, or’'some other ible tive of the

ment, would be well advised to devote a substantml p&rt of his time
and thought to the good king ang pment of such 8 com-
mittee, :

9. There has been some experience, both befote the war and
during the war, of the benefits of Works Committees, and wethink
it should be ded most strongly to employers dnd employed
that, in connection with the scheme for the establishment -of Na-
tional and Distriet Industrial Counéils, they should examine this
experience with & view to the- institution of Works Committees on
proper lines, in works where the conditions render their formation
practicable. 'We have recommended that the Ministry of Labor,
ghould prep B y of the experi available with refer-

. ence to Works Committees, both before and during the war, includ-

ing information as to any rules or reports relating to sach Commit-

- tees, and should issue & th for the guid of

employers and workpaople generally, and we understand that such
& memorandum is now in course of preparation.t
10. In order te ensure uniform and common principles of action,*

" it is essential that where National and District Industrial Conneils

exist the Works Committees should be.in close touch with them, and
the scheme for linking wp Works' Committees -with the Couneils”
should be considered and determined by the National Couneils,
11.*We bave considered it better.not to attempt to indicate any
specifie form of Works Committees. Industrial establishments
show such infinite variation in size, number of persons employed,
maltiplicity of departments, and other conditions, that the par-
ticular form of ‘Works C must ily be adapted to
the cireumstances of each ease. It would, therefore, be impossible

+ 17The reference is to the present Report; <
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to formulate any satisfactory scheme which does not provided a
large measure of elasticity.
We are confident that the nature of the particular organization
necessary for the various cases will be settled without difficulty by
"the exercise of goodwill on both sides.
‘We have the honor to be, Sir,
Your obedient Servants,?
J. H. WmrLEY, Chairman.
F. S. BurtoN.
S. J. CHarPman.
G. H. CLAuGHTON.
J. R. CLyNEs.
F. N. HepworTH.
Wirrrrp Hivy.
J. A. HopsoN.
A. SusaN LAWRENCE.
Mavurice Levy.
J. J. MaLLoN.
Tros, R. Ratcrirre-Eivis,
Arvaxn M, Smits.
D. R. H. WiLL1AMS,
Mona WiLsox.
H. J. WiLson,
A. GREENWOOD.
18th October, 1917.

i Secretaries.

APPENDIX VII
SceeuE or Locan Jowr Pirs CoMMIrrees ... ..

The following sc.heme‘hu recently been introduced. It is par-
ticularly interesting as an attempt to apply the ideas of the Whitley
Report to part of the coal-mining industry.

18ir G. J. Carter and Mr. Smillie were unable to sttend any of the
meetings at which this Report was idered and they therefore do not
sign it. Slr G. J. Clrter has intimated that in his view, in accordance
with the princip} dicated in phs 3, 4 and 5 of the Report,
it is important that Worke Commntteea should mot deal with matters
which ought to be directly dealt with by the firms concerned or their
reapective Asrociations in conjunction with the recognized representa-
tives of the Trade Unions whose members are affected.
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JoINT COMMITTEE OF REPRESENTATIVES OF THE LANCASHIRE AND
CuEsHIRE COAL ASSOCIATION, AND THE LANCASHIRE aND'CHE-
SBIRE Mingrs' FEDERATION.

Resolved: That the Joint C itt d the establish
ment, with the least possible delay, of Local Joint Pit Committees
at the varions Collieries in the two Counties, and that the funetions
of the Committees shall be those set out below, and that the Rules
of Procedure also set out below should be adopted.

The functions exercisable by the Local Joint Pits Committees and
the Rules of Procedure for the duet of the busi

1. The title of the Committee shall be “The Local Joint Pits Com-
miftee.”

2. The Committee shall exercise the following functions:—

(a) To investigate and report to Manager cases of shortage of
tubs.

(b) To investigate and report anything interfering with the
possibilities of output, such as poor haulage, blocked
or congested roadways.

(¢) To investigate and report to Manager complaints of min-
imum wage and abnormal places allowances.

(d) To stimulate regular attendance and report to Manager
persistent absentees.

(e) Generally to investigate and report to the Manager any-
thing else which in their opinion is interfering with the
satisfactory working of the mine.

(f) Any other functions which may from time to time be dele-
gated to them by the Joint Committee.

3. The Committee shall consist of not less than three, nor more
than five representatives of the employers, and an equal number of
representatives of the workmen employed at the mine. The Manager
of the mine shall be the Chairman.

4, Two members of each class of representative present shall
form & quorum.

5. The respecti p tatives on the C ittee shall each
appoint one of their number to act as Secretary.

6. Meetings of the C ittee shall be held once a month. Pro-
vided that & Special Meeting may be held at any time at the re-
quest of the whole of the members of either side given to the See-
retary of the other side. Five days’ notice to be given of any meet-
ing, ordinary or special; and the Agenda of the business to be con-

idered at the ting to be snbmitted by the Seeretaries to each
member of the Board with the notice calling the meeting. No busi-
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ness fo be tr: ted st any meeting otber than that on the Agenda.
No matter shall be placed on the Agenda without an opportunity
having been previously given to the officials of the mine of dealing
with it.

7. The proceedings of each Committee shall be taken and tran-
seribed in duplicate books, and each book shall be signed by the two
Secretaries st the meeting at which such minutes are read and con-
firmed. One copy of such minutes shall be kept by each of the
Secretaries. The Secretaries shall also duet the corresp
for the respective parties, and conjointly for the Committee.

8. In the event of any matter arising which the Committee ean-

not agree upon, and failing ag t bet the Manager and
the local Federation Agent, the difference shall be submitted to
the Joint Distriet Ci ittee, whose decision shall be final.

9. Each party shall pay and defray the expenses of its own repre-
sentatives and Seeretary.

Dated thiz Eleventh day of February, 1918,
LioNen E. PILKINGTON, .
President of the L hire and Cheshire Coal Associati
and of the Joint Committee.
THOMAS GREENALL,
President of the Lancashire and Cheshire Miners’ Federa-
tion, and Vice-President of the Joint Committee.
THos. R. Ratrourre-ELus,
Secretary of the L hire and Cheshire Coal Association,
and of the Joint Commiitee.
THOMAS ASHTON,
Secretary of the Lancashire and Cheshire Miners’ Federa-
tion, and of the Joint Committee.

INDUSTRIAL REPORTS. NUMBER 3
INDUSTRIAL COUNCILS AND TRADE BOARDS

Joint Memorandum of the Minister of Reconstruction and the
Minister of Labor, explai the Gov t's view of the pro-
posals of the Second Whntley Report, together with the Text of the

Report.
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INDUSTRIAL COUNCILS AND TRADE BOARDS
Joint Memorandum by the Minister of Reconstruction and the
Minister of Labor.

1. The proposals contained in the.First Report on Joint Standing
Industrial Councils of the Committee on Relations between Em-
ployers and Employed have been adopted by the Government. The

steps which have been taken to establish Industrial C ils have
enabled the Gowv t to jider the proposals of the S d
Report on Joint Standing Industrial C ils in the light of ex-

perience. This Report, ‘which deals with industries other thau
those which are highly organized, follows naturally upon the First
Report of the Committee, and develops the line of policy therein
proposed. It has not been found possible from the administra-
tive point of view to adopt the whole of the recommendations con-
tained in the Second Report, but such modifications as it seems
desirable to make do not affect the prineiples underlying the Com- '
mittee’s proposal for the establishment of Joint Industrial Councils,
They are designed to take advantage of the administrative experi-
ence of the Ministry of Labor with regard to both Industrial Coun-
cils and Trade Boards. In view of the growing interest which is

being taken in the establishment of Industrial C: ils and of the
proposed extension of Trade Boards, it desirable to get
forth the modifications which the Government mgud 88 necessary
in putting into operation the dations of the S d Report,

and also to make eclear the relations between Trade Boards and
Industrial Councils.
2. The First Report on Joint Standing Industrial Councils re-
ferred only to the well-orga.mzed industries. The Second Report
deals with the less org: d and ized trades, and suggests
the classification of the industries of the country into three groups :~—
“@roup A~—Consisting of industries in which or ion on the
part of the employets and employed is suffieiently developed
to render their respective tative of the
great majority of those engaged in the mdnatry These are
the industries which we bad in mind in our first Interim
Report.

“@ronp B.—Comprising those industries in which, either as re-
gards employers and employed, or both, the degree of organ-
ization, though id is less d than in Group

A.
“Group C.—Consisting of industries in which organization is sa
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imperfect, either as regards employers or employed, or both,
that no associations can be said adequately to represent those
engaged in the industry.”

The proposals of the Committee on Relations between Employers
and Employed are summarized in paragraph 20 of their Second
Report as follows:—

“(a) In the more highly organized industries (Group A.) we
propose a triple organimtlon of national, distriet, and
workshop bodies, as outlined in our First Report

“(b) In industries where there are tative of
employers and employed whxch however, do not possess
the authority of those in Group A. industries, we pro-
pose that the triple ization should be modified, by
attaching to each National Industrial Council one, or at
most two representatives of the Ministry of Labor to sct
in an advisory capacity.

%(¢) In industries in both Groups A. and B., we propose that un-
organized areas or branches of an industry should be pro-
vided, on the application of the National Industrial Coun-
cil, and with the approval of the Ministry of Labor, with
Trade Boards for such areas or branches, the Trade Boards -
being linked with the Industrial Couneil.

“(d) In industries having no adequate organization of employers
or employed, we recommend that Trade Boards should be
continued or established, and that these should, with the
approval of the Ministry of Labor, be enabled to formu-
late & scheme for an Industna! Conncll, which mlght in-
clude, in an advisory capacity, the * inted ’ of
the Trade Board.”

It may be convenient to set out briefly the modifications of the

above proposals, which it has been found necessary to make.

(1) As regards (b) it bas been decided to recognize one type of
Industrial Council only, and not to attach official repre-
sentatives to the Council, except on the application of the
Industrial Council itself.

(2) As regards (c) and (d) the relations between Trade Board:
and Industrial Councils raise a number of serious adminis-
trative difficulties due to the wide differences in the pur-
pose and structure of the two types of bodies. It is mot
regarded as advisable that a Trade Board should formulate
a scheme for an Industrial Conncil, nor is it probable that
Trade Boards for unorganized areas will be set up in eon-
Jjunetion with a Joint Industrial Council
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3. Tt is necessary at the outset to hasize the fund tal dif-

ferences between Industrial Councils and Trade Boards. A Joint
Industrial Council is voluntary in its charaet andca.nonlybe
brought into existence with the ag t of the i of
employers and workpeople in the putwuhr industry, and the Coun-
cil itgelf is P lusively of p inated by the Em-
ployers’ Associations and Trade Unions d. The Industrial
Council is, moreover, within very wide limits, able to determine its
own funetions, machinery and methods of working. Its functions
in almost all eases will probably cover a wide range and will be
concerned with many matters other than wages. Its machinery and
methods will be based upon past experience of the industry and the
existing organization of both employers and employed. Industrial
Councils will, therefore, vary in structure and funections as can be
seen from the provisional constitutions already submitted to the
Ministry of Labor. Finanecially they will be self-supporting, and
will receive no monetary aid from the Government. The Govern-
ment proposes to recogmm the Industrial Council in an industry
as the rep ization to which it can refer. This was
made elear in the Minister of Labor’s circular letter of October 20th,
1917, in which it is said that “the Government desire it to be undez'-
“stood that the Councils will be recognized as the official standing
“consultative committees to the Government on all future questions
“affecting the industries which they rep , and that they will be
“the normal channel through which the opinion and experience of
“gn industry will be sought on all questions in which the industry
“is concerned.”

A Trade Board, on the other hand, is & statutory body established
by the Minister of Labor and constituted in accordance with Regu-
lations made by him in pursnance of the Trade Boards Act; and its
expenses, in 8o far as authorized by the Minister of Labor and sane-
tioned by the Treasury, are defrayed out of publie money. The
Regul may provide for the election of the rep of
employers and workers or for their nomination by the Minister of
Labor, but in either ease provmon must be made for the due repre-
sentation of homeworkm in trades in which a eonmdernble propor-
tion of h kers are d. On t of the ive
lack of organization in the trades to which the Act at present apphes,
the method of nomination by the Minister has proved in practice to
be preferable to that of election, and in nearly all ecases the repre-
sentative members of Trade Boards are¢ now nominated by the
Minister. The Employers’ Associations and Trade Unions in the
soveral trades are invited to submit the names of candidates for the
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Minister’s consideration, and full weight is attached to their recom-
mendation, but where the trade organizations do not fully represent
all sections of the trade, it is necessary to look outside them to find
representatives of the different processes and districts affected,

A further distinetion between Trade Boards and Industrial Coun-
cils is, that while Industrial Councils are composed entirely of repre-
sentatives of the Employers’ Associations and Trade Unions in the
industry, every Trade Board includes, in addition to the repre-
sentative bers, a small ber (usually three) of “appointed
members,” one of whom is appointed by the Minister to act as Chair-
man and one a3 Deputy Chairman of the Board. The appointed

bers are ted with the trade and are appointed by the
Minister as impartial persons. The primary funetion of a Trade
Board is the determination of minimum rates of wages, and when
the minimum rates of wages fixed by a Trade Board have been con-
firmed by the Minister of Labor, they are enforceable by eriminal
proceedings, and officers are appointed to secure their observance.
The minimum rates thus become part of the law of the land, and are
enforced in the same manner as, for example, the provisions of the
Factory Acts. The purpose, structure, and funetions of Industrial
Councils and Trade Boards are therefore fundamentally different.
Their respective areas of operation are also determined by different
considerations. An Industrial Council will exercise direct influence
only over the orga.mzatlons represented upon it. It will comprise
those employers’ ti with terests and
problems; similarly its trade union side will be composed of repre-
sentatives of organizations whose interests are directly interde-
pendent. An Industrial Council therefore is representative of or-
ganizations whose objects and interests, whilst not identical, are
sufficiently interlocked to render action desirable. The
various organizations represent the interests of employers and work-
ers d in the production of & partieular commodity or service
(or an allied group of commodities or services).
A Trade Board, on the other hand, is not based on existing or-
_ ganizations of employers and employed, but covers the whole of the
trade for which it is established. As the minimum rates are em-
forceable by law, it is y that the boundaries of the trade
shonld be precisely defined; this is done, within the limits preseribed
by statute, by the Regulations made by the Minister of Labor.
Natural divisions of industry are, of course, followed as far as
possible, but in many eases the line of demarcation must necessarily
be somewhat arbitrary. In the case of Industrial Councils diffienit
demarcation problems also arise, but the considerations involved are
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somewhat different, as the object is to determine whether thé in-
terests represented by given organizations are sufficiently allied to
justify the eobperation of these organmirations in one Industrial
Couneil. ’

4. The reports received from those who are engaged in assisting
the formation of Joint Industrial Councils show that certain para-
graphs in the Second Report of the Committee on Relations between
Employers and Employed have eaused some confusion as to the
character and seope of Joint Industrial Councils and Trade Boards

tively. It is tial to the future development of Joint In-
dnsh-ulConnulsthntt.heir"‘ tive aim and character should be

d Itis 'y therefore to keep clearly in mind the
mpeehve fnnehons of the Joint Industrial Council and the Trade
Bond, in dati eontained in the follow-
ing p ph ofﬂmn a Report:—

(s) Paragraphs 3, 4 and 5, dealing with the division of Joint
Industrial Counclls into those that cover Group A. indus-:
tries, and those that eover Group B. industries.

(b) Paragraph 7, dealing with distriect Industrial Councils in
industries where no National Counncil exists.

(e} Pangmphs 10, 13, 15 and 16, denlmg with Trade Boards in

tion to Joint Industrial

(d) Paragraphs 11 and 12, dealmg with Trade Boards in indus-
tries which are not snita.bly organized for the establishment
of a Joint Industrial Council.

5. Distinction drawn bet Joint Industrial C ils in Group
A. Industries and Group B. Industries.~—In paragraph 9 of the
Seeond Beport it is implied tbat the lﬁmstry of Labor would de-

ther the standard of organization in any given industry
has reached such a stage as to justify the official recognition of a
Joint Industrial Couneil in that industry. It is elear, however, that
it would be impossible for the Ministry to discover any satisfactory
basis for distingnishing between an industry which falls into Group
A., and one which falls into Group B. It is admitted in paragraph
9 of the Second Report, that no a.rbltrary standard of orgmmmon
eould be adopted, and it would be both invidious and i
for the Ministry of Labor, upon whom the responsibility would fall,
to draw a distinction between A. and B. Industries. The only clear
distinetion is between industries which are sufficiently organized to
justify the formation of a Joint Industrial Council and those which
are not sufficiently organized. Individual, cases must be judged
on their merits after a consideration of the scope and effectiveness
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of the organization, the plexity of the industry and the wishes
of those concerned.

The experience already gained in connection with Joint Industrial
Councils indicates that it wounld be inadvisable in the case of in-
dustries in Group B. to adopt the proposal that “there should be
“appointed one or at most two official representatives to assist m
“the initiation of the Council and i after its establish
“to act in an advisory capacity and serve as a link with the Gov-
“ t.” It is fund tal to the idea of a Joint Industrial
Couneil that it is & voluntary body set up by the industry itself,
acting as an independent body and entirely free from all State
control. Whilst the Minister of Labor would be willing to give
every assistance to Industrial Councils, he would prefer that any
suggestion of this kind should come from the industry, rather than
from the Ministry.

The main idea of the Joint Industrial Council as & Joint Body
representative of an industry and independent of State econtrol has
now b familiar, and the introduction of a second type of Joint
Industrial Council for B. industries would be likely to cause con-
fusion and possibly to prejudice the future growth of Joint Indus-
trial Councils.

In view of these circumstances, therefore, it bas been decided to
adopt a single type of Industrial Council.

6. District Industrial Councils—Paragraph 7 of the Second Re-
port suggests that in certain industries in which a National Indus-
trial Council is not likely to be formed, in the immediate future, it
might none the less be possible to form ene or more “Distriet” In-
dustrial Councils.

In certain cases the formation of joint bodies covering a limited
area is probable. It would, however, avoid confusion if the term
“District” were not part of the title of such Councils, and if the
use of it were confined to District Councils in an industry where a
National Council exists. Independent loeal Councils might well bave
a territorial designation instead.

7. Trade Boards in Relation to Joint Industrial Councils—The
distinetion between Trade Boards and Joint Industrial Councils has
been set forth in paragraph 3 above. The question whether an In-
dustrial Council should be formed for a given industry depends on
the degree of organization achbieved by the employers and workers
in the mdustry, whereas the question whetber a Trade Board should
be establish imarily on the rates of wages prevailing
in the industry or in my part of the industry. This distinetion
makes it clear that the question whether a Trade Board should or
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shonld not be set up by the Minister of Labor for a given industry
must be decided apart from the question whether a Joint Industrial
Council sbould or should not be gnized in that industry by
the Minister of Labor.

It follows from this that it is possible that both a Joint Indus-
trial Council and a Trade Board may be necessary within the same
industry.

In highly organized industries the rates of wages prevailing will
nof, as a rule, be so Jow as to itate the establishment of a
Trade Board. In some eases, however, a well-defined section of an
otherwise well-organized industry or group of industries may be
unorgsanized and ill-paid; in snch a ease it would clearly be desirable
for a Trade Board to be established for the ill-paid section, while
there should at the same time be an Industrial Counecil for the re-
maining sections, or even for the whole, of the industry or industrial
group.

In the case of other industries sufficiently organized to justify the
establishment of an Industrial Council, the organizations repre-
sented on the Council may nevertheless not be comprehensive enough
to regulate wages effectively throughout the industry. In such
cases a Trade Board for the whole industry may possibly be needed.

‘Where a Trade Board covers either the whole or part of an in-
dustry covered by a Joint Industrial Council, the relations between
them may, in order to avoid any confusion or misunderstanding, be
defined as follows:—

(1) Where Government Departments wish to consult the industry,
the Joint Industrial Council, and not the Trade Board, will
be recognized as the body to be consulted.

(2) In order to make use of the experience of the Trede Board,
the constitntion of the Industrial Couneil should be 80
drawn as to make full provision for Itati .
the Couneil and the Trade Board on matters referred to the
former by 8 Government Department, and to allow of the
representation of the Trade Board on any Sub-Committee
of the Council dealing with questions with which the Trade
Board is concerned.

(3) The Joint Industrial Council clearly eannot under any cir-
cumstances over-ride the statutory powers conferred upon
the Trade Board, and if the Government at any future
time adopted the suggestion contained in Section 21 of the
First Report that the sanction of law should be given on
the lication of an Industrial Council to agreements made

by the Couneil, such agreements could not be made binding
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on any part of a trade governed by a Trade 3ou'd, so far
a8 the statutory powers of the Trade Board are concerned.

The Minister of Labor will not ordinarily set up & Trade Board
to deal with an industry or branch of an industry, in which the
majority of employers and workpeople are covered by wage agree-
ments, but in which a minority, possibly in certain areas, are out-
side the agreement. It would appear that the proposal in Section
21 of the First Report was specially designed to meet such cases.
Ezxperience has shown that there are great difficulties in the way of
establishing & Trade Board for one area only in which an industry
is carried on, without covering the whole of & Trade, though the
Trade Boards Act allows of this procedure.

8. Trade Boards in industries which are not sufficiently orgamized
for the establishment of & Joint Industrial Council—Section 3 of
the Trade Boards Act, 1909 prowdes that “a Trade Board for any
“trade shall id , any matter referred to
“them by a Seecretary of State, the Board of Trade, or any other
“Government Department, with reference to the industrial eondi-
“tions of the trade, and shall make a report upon the matter to the
“department by whom the question has been referred.”

In the case of an industry in which & Trade Board has been
established, but an Industrial Council has not been formed, the
Trade Board is the only body that can claim to be representative
of the industry as a whole.

It is already under a statutory obligation to comsider questions

referred to it by a Government Department; and where there is &
Trade Board but no Industrial Council in an industry it will be
suggested to Government Depa.rtments that they should consult the
Trade Board as oceasion requires in the same manner as they would
consult Industrial Councils.
. On the other hand, for the reasons which have been fully set out
above, Industrial Councils must be kept distinet from Trade Boards,
and the latter, owing to their constitution, cannot be converted into
the former. If an industry in which a Trade Board is established
becomes sufficiently organized for the formation of an Industrial
Council, the Council would have to be formed on quite different lines
from the Trade Board, and the initiative should come, not from the
Trade Board, which is a body mamly nominated by the Minister of
Labor, but from the izations in the industry. Henee it would
not be desirable that Trade Boards should undertake the formation
of schemes for Industrial Councils.

7th June, 1918,
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Sadeepoﬂof:bcl‘ i on Relations bet: Ewmpl
and Employed on Joint Stamding Industrial Cowncile:

The Committee eonsisted of the following members:—
The Right Hon. J. H. WarrLEY, M.P., Chairman
(Chairman of Committee, House of Commons).

Mr. F. S. Button. Miss Susan Lawrence.

Sir George J. Carter, KB.E. 1 8ir Maurice Levy, Bart, M.P.
Prof. S. J. Chapman, CB.E.  Mr. J. J. Mallon.

Sir Gilbert Claughton, Bart. Sir Thos. R. Rateliffe-Ellis.

Mr. J. R. Clynes, M.P. Mr. Robert M. Smillie.

1 Mr. F. N. Hepworth. Mr. Allan M. Smith.

1 Mr. W. Hill. 1 Mr. D. R. H. Williams.

Mr. J. A. Hobson. Miss Mona Wilson.
Secretaries :

Mr. H. J. Wilson, C.B.E., Ministry of Labor.
Mr. Arthur Greenwood, Ministry of Reconstruction.

To the Right Honorable D. Luoyp Grorce, M.P., Prime Minister.

Sm,—Followmg the proposals made in our ﬁrst Report, we have
now the honor to p t further with in-
dustries in which orga.mmhon on the part of employers and em-
ployed is less completely established than in the industries eovered
by the previous Report, and with industries in which such organiza-
tion is weak or non-existent.

2. Before commencing the examination of these industries the
C ittee came to the lusion that it would materially assist their
enquiries if they conld have the direct advantage of the knowledge
and experience of some representative employers who were con-
nected with industries of the kind with which the Committee were
about to deal; and it was arranged, with your approval, that Sir
Maaurice Levy, Mr. ¥. N, Hepworth, Mr. W. Hill, and Mr. D. R. H.
Williams should be appointed to act with the Committee whxle these
industries were under ideration. This t made it

ible to rel from attend at the earlier meetmgs of the
Committee Sir Gilbert Claughton, Sir T. Ratchﬁe-Elhs, Sir George
J. Carter, and Mr. Allan Smith, whose time is greatly occupied in

1 Additional bers of the Ci it ppointed in tion with

the present Report.
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other public work and whose experience is more particularly related
to the organized trades covered by our former Report.

3. It is diffienlt to classify industries according to the degree of
organization among employers and employed, but for convenience
of consideration the industries of the country may be divided into
three groups:—

Group A.—Consisting of industries in which organization on the
part of employers nnd employed is sufficiently developed
to render their respective tions rep ve of the
great majority of those engaged in the industry. These
are the industries which we bad in mind in our first In-
terim Report.

Group B—Comprising those industries in which, either as regards
employers and employed, or both, the degree of organiza-
tion, though considerable, is less marked than in Group A.

Group C.—Consisting of industries in which organization is so
imperfect, either as regards employers or employed, or
both, that no associations ean be said adequately to repre-
sent those engaged in the industry.

The present Report is concerned with Groups B. and C.

4. So far as Groups A, and €. are concerned, a number of in-
dustries can be definitely nasxgned to them. Group B, however,
is ily more ind te. Some of the mdustnes in this
group approach closely to industries in Group A., while others
verge npon Group C. Further, most industries, in whatever class
they may fall, possess a “tail,” consisting of badly organized areas,
or sections of the industry. These facts we have borne in mind in
formulating our further proposals.

5. So far as industries in Group B. are concerned, we are of

P that the proposals of our First Report should, in their main
lines, be applied to those which, on examination by the Ministry of
Labor in consultation with the Associations concerned, are found to
be relatively well organized. We suggest, however, that where in
these industries a National Industrial Council is formed there should
be appointed one or at most two official representatives to assist in
the initiation of the Council, and ti after its establishment
to act in an advisory eapacity and serve as a lmk with the Gov-
ernment. We do not late that a repr ve 80 appoi
should be a member of the National Industrial Couneil, in the sense
that he should have power, by a vote, to influence the decisions of
the Council, but that he should attend its meetings and assist in any
way wlnch may be fonnd acceptable to it. ' By so doing he wonld
ledge of the conditions of the industry

9
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of which the Government could avail itself, and so avoid many
mistakes that under present conditions are inevitable.

The question of the retention of the official representatives should
be idered by the C ils in the light of experience gained when
an adequate time has elapsed. We anticipate that in many cases
their continued assistance will be found of value even after an in-
dustry has attained a high degree of organization, but in no case
should they remain except at the express wish of the Councils con-
cerned.

6. [t may be that in some Group B. industries in which a Na-
tional Industrial Council is formed certain areas are well suited to
the establishment of District Councils, while in other areas the
organization of employers or employed, or both, is too weak to be
deemed representative. There appears to be no good reason why
in-the former areas there should not be District Industrial Counecils,
acting in eonjunction with the National Industrial Councils, in- ge-
cordance with the principles formulated in the Committee’s earlier
report on the well-organized trades.

7. An examination of some of the industries commg within
Group B. may show that there are some wlnch owmg to the pe-
culiarities of the trades and their geographi dl
at present be brought readily within the scope of the ptoposnls for
a National Industrial Council, though they may be quite well or-
ganized in two or more separate distriets. In such a case we think
there might well be formed one or more District Industrial Coun-
cils. We anticipate that in course of time the influence of the Dis-
triet Couneils would be such that the industry would b itabl
for the establishment of & National Industrial Couneil.

8. In the case of industries in Group B. (as in the industries
covered by our first Report), we ider that the bers of the
National Councils and of the Distriet C: ils shounld be rep t
tive of the Employers’ Associations and Trade Unions concerned.
In the formation of the Councils, regard should be paid to the
various sections of the industry and the various classes of labor
engaged, and the rep tat should ineclud tatives
of women’s organizations, In view of the extent to which women
are employed in these industries, we think the Trade Unions, when

lecting their rep ives for the Councils, should include a
number of women among those who are appointed to be b
9. It does not appear to us 'y or desirable to suggest any

fixed standard of organization which should exist in any industry
before a National Industrial Council should be established. The
ease of each industry will need to be considered separately, regard
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being paid to its particular ei t and char

In the discussion of this matter, we have considered whether it
would be feasible to indicate a percentage of organization which
should be reached before 2 Council is formed, but, in view of the
great diversity of circumstances in these industries and of the dif-
fering degrees to which the several sections of some of them are
organized, we have come to the conclusion that it is more desirable
to leave the matter to the decision of the Ministry of Labor and the
organizations d. What: tk tical standard may be
contemplated, we think its application should not be restrictive in
either direction.

10. The level of organization in industries in Group C. is such as
to make the scheme we have proposed for National or District In-
dustrial Councils inapplicable. To these industries the machinery of
the Trade Boards Act might well be applied, pending the develop-
ment of such degree of organization as would render feasible the
establishment of a National Council or Distriet Conncils.

11. The Trade Board Actwu iginally intended to secure the

tablishment of a mi standard of wages in certain unor-
ganized industries, but we consider that the Trade Boards should
be regarded also as a means of supplying a regular machinery for ne-
gotmnon and decision on certain groups of questions dealt with
in other ci t by collective g between employers’
organizations and trade unions.

In order that the Trade Boards Act may be of greater utility in

tion with unorganized and badly organized industries or sec-
tions of industries, we consider that certain modifications are needed
to enlarge the functions of the Trade Boards. We suggest that they
should be empowered to deal not only with minimum rates of wages
but with hours of labor and questions cognate to wages and hours,
We are of opinion also that the functions of the Trade Boards
should be extended so as to enable them to initiate and eonduct
enquiries on all matters affecting the industry or the section of the
industry concerned.

12. If these proposals were adopted, there would be set up, in
a of industries or secti of industries, Trade Boards (con-
gisting of representatives of employers and employed, together with
“appointed memhers”) who would, within the scope of their fune-

tay ati

tions, establish tandard rates and econditions applieable
to the mdustry or sectmn of the industry which they represented,
and 8y lly matters affecting the well-being of the
industry.

13. Where an industry in Group C. becomes sufficiently organ-



APPENDIX G 461

ized to admit of the institution of National and Distriet Connecils,
we consider that these bodies should be set up on the lines already
indieated. Whmltnppemwa’l‘ndeBoudthntmIndustnal
Council should be appointed in the industry eoncerned, they should
have power (a) to make application to the Minister of Labor asking
him to approach the organizations of employers and employed, and
(b) to suggest a scheme by which the representation of the workers’
and employers’ sides of the Trade Board eould be secured.

14. ‘Whether in industries in Group C. the establishment of Works

i is to be ded is & stion which calls for very
umfnl examination, aud we have made the general question of
Works Committees the subjeet of & separate Report.

15. We have already pointed out that most of the indusiries in
Groups A. and B. have sections or areas in which the degree of or-
ganization awong the employers and employed falls much below
what is normal in the rest of the industry; and it appears to us
desirable that the g 1 body of employers and employed in any
industry should have some means whereby they may bring the whole
of the trade up to the standard of minimum eonditions which have
been agreed upon by a substantial majority of the industry. We
therefore recommend that, on the applieation of a National Industrial
Council sufficiently representative of an industry, the Minister of
Labor should be empowered, if satisfied that the case is a suitable
one, to make an Order either instituting for a section of the industry
a Trade Bonrd on which the National Industrial Council should be

d, or i the Industrial Council a Trade Board
under the pmvuuons of the Trade Boards Act. These proposals are
not intended to limit, but to be in addition to, the powers at present
hddbytthinistryolIAborwithregardto the establishment of
Trade Boards in trades and industries where they are considered by
the Ministry to be necessary.

16. We have already indicated (paragraph 9) that the eircum-
and eh teristics of each of the several industries will
need 1o be eonsidered before it can be decided definitely how far any
of our proposals can be applied in particular instances, and ‘we have
refrained from attempting to suggest any exact degree of organiza-
tion which would be requisite before a particular proposal could be
applied. We think, however, that the suggestion we have made in
the preceding paragraph to eonfer upon a National Industrial Coun-
il the powers of a Trade Board should be adopted only in those
eages in which the Minister of Labor is satisfied that the Couneil
Tepresents a substantial majority of the industry concerned.
17. We are of opinion that most of the ehief industries of the
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country could be brought under one or other of the schemes con-

tained in this and the preceding Report. There would then be

broadly two classes of industries in the country—industries with In-
dustrial Councils and industries with Trade Boards.

18. In the former group the National Industrial Councils would
be constituted either in the we have indicated in our first
Report, carrying with them Distriet Councils and Works Committees,
or on the lines suggested in the present Report, i.e., each Counecil
coming within the scope of this Report having associated with it
one, or two, official representatives to act in an advisory capacity
and as a link with the Government, in addition to the representatives
of the employers and employed.

19. It should be noted that in the ease of industries in which there
is & National Industrial Council, Trade Boards might, in some
instances, be associated with the Council in order to determine
wages and hours, &e., in certain sections or areas. It is possible
that in some allied trades, really forming part of the same indus-
try, both sets of proposals might, in the first instance, be in opera-
tion side by side, one trade having its Industrial Council and the
other its Trade Board, Where these circumstances obtain, we an-
ticipate that the Trade Board would be a stepping stone to the full
Industrial Council status.

20. It may be useful to present a brief outline of the proposals
which we have so far put forward:—

(a) In the more highly organized industries (Group A.) we pro-
pose a triple organization of national, district, and work-
shop bodies, as outlined in our first Report

(b) In industries where there are rep tive iati of
employers and employed, which, however, do not possess
the authority of those in Group A. industries, we propose
that the triple organization should be modified by attaching
to each National Industrial Council one or at most two repre-
sentatives of the Ministry of Labor to aet in an advisory

eapacity.

(¢) In industries in both Groups A. and B., we propose that un-
organized areas or branches of an industry should be pro-
vided, on the application of the National Industrial Couneil
and with the approval of the Ministry of Labor, with Trade
Boards for such areas or branches, the Trade Boards being
linked with the Industrial Council.

(@) In industries baving no ad t ization of employers or
employed, we recommend ‘that Trade Boards should be eon-
tinued or established, and that these should, with the ap-
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proval of the Ministry of Labor, be enabled to formulate a
sd:une for an Industrial Conne:.l, which might include in an

y capacity the “appoi bers” of the Trade
Board.

21, It will be observed that the policy we recommend is based
upon organization on the part of both employers and employed.
‘Where this is adequate, as in Group A. industries, there is no need
of external assistance. In Group B. industries, we think that the-
organizations eoncerned would be glad to have the services of an
offieial representative who wonld act a8 adviser and as a link wlth the
Gover t. In tions of both groups of i tries
we believe that a larger measure of Government assistance will be
both desirable and acceptable, and we have therefore suggested the

doption of the hinery of the Trade Boards Aet in this eonnee-
tion. In Group C. industries we think that organization will be
encouraged by the use of the powers under the Trade Boards Aect,
and where National Industrial Councils are set up we recommend
that the appomted memben" of the Trade Board should act
on the C ils in an ad pacity. Bneﬂy, our proposals are
that the extent of State asmstanee should vary inversely with the
degree of organization in industries.

22. We do not, however, regard Government assistance as an al-
ternative to the organization of employers and employed.. On the
oontrary wemgaxdxtasnmeansoffurthemgthegrowﬂxand

t of such org

23.Wethmkxt dvisable in this tion to repeat the follow-
ing paragraph from our former Report:—

“It may be desirable to state here our considered opinion that
an essential. condition of securing a permanent improvement in
the relations between employers and employed is that there should
be adequate organization on the’ part of both employers and
workpeople. The proposals outlined for joint eodperation
throughout the several industries depend for their nltimate sue-
¢ess upon there being such organization on both s:des, and such

'y also to provide means y the ar-
t nnd . mmie for the industry may be ef-
feetively ecarried out.”

24. In considering the scope of the matters referred to us we
have formed the opinion that the expression “employers and work-
men” in our reference covers State and Municipal authorities and
persons employed by them. Accordingly we d that such
suthorities and their workpeople should take into consideration the
proposals made in this and in our first Report, with a view to de-
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termining how far such proposals ean suitably be adopted in their

case.

We understand that the Ministry of Labor has up to the present
cirenlated our first Report only to employers’ and workpeople’s as-
sociations in the ordinary private industries. We think, however,
that both it and the present Report should also be brought to the
notice of State Departments and Municipal Authorities employing
labor.

25. The proposals we have set forth above do not require legisla-
tion exeept on three points, namely, to provide—

(1) That the Trade Boards shall have power, in eddition to de-
termining minimum rates of wages, to deal with hours of
labor and questions cognate to wages and hours.

(2) That the Trade Boards shall have power to initiate enquiries,
and make proposals to the Government Departments con-
cerned, on matters n!fectmg the mduntnnl conditions of the
trnde,aswellason‘ i of g terest to the in-
dustries concerned respectively.

(3) That when an Industrial Council sufficiently representative of
an industry makes application, the Minister of Labor shall
have power, if satisfied that the case is a suitable one, to
make an Order instituting for a section of the industry a
Trade Board on which the Industrial Council shall be repre-
sented, or constituting the Council a Trade Board under the
Trade Boards Act.

26. The proposals which we have made must necessarily be
adapted to meet the varying needs and circumstances of different
industries, and it is not antlclpnted that there will be uniformity in
prnctme Our are intended merely to set forth
the main lines of development which we believe to be essential fo
ensure better relations between employers and employed. Their
application to the several industries we can safely leave to those
intimately eoncerned, with the conviction that the flexibility and
adaptability of industrial organization which have been so large &
factor in enabling industry to stand the enormous strain of the war
will not fail the country when peace returns,

27. Other probl ffecting the relations bet ployers and

d are ing our ttention, but we b that, what.
further steps may be necessary to nccomphsh the obJect we have in
view, the lines of development suggested in the present Report and
the one which p ded it are fund tal. We believe that in each
industry there ig a sufficiently large body of opinion willing to adopt
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the proposals we have made as a
tion in industry.
‘We have the honor to be, Sir,
Your obedient Servants,!

—~—
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THE PREDECESSOR OF THE WHITLEY SCHEME

A MEMORANDUM ON INDUSTRIAL SELF-GOVERNMENT
ToGeTHER WITH A DRAPT ScHEME FOR A BUILDERS’
NATIONAL INDUSTRIAL PARLIAMENT

Prepared by request of J. H, Whitley, M.P.
By MarcoLM SPARKES

INDUSTRIAL SELF-GOVERNMENT

This dum is an attempt to set out in detail the considera-
tions that have led me to advocate the setting up of National In-
dustrial Parliaments in our staple industries, as a contribution to-
wards the solufion of some of the most urgent problems that con-
front the country at this time.

The examination falls naturally into two sections:—

(a) The needs of the industrial sntuahom

(b) The congestion of the parli hi

The scheme was originally “drawn up for the Building Industry,
in a branch of which I have been engaged for many years, as an
employer. But it has always been clear to me that if the principles
are sound they must be equally applicable to most of our staple
industries.

A.~THE NeEps oF TEE INDUSTRIAL SrruaTion

It was the amazing futility of that struggle, involving, as it did,
many employers who, like ourselves, had no quarrel whatever with
their opponents, that finally riveted my attention firmly upon the
extreme nrgency of the problem and the necessity of trying to find
a solution that would be big enough to break through the old barriers
of hostility and suspicion and earry all before it.

‘Whilst the complete elimination of conflict may as yet be quite
impossible, the hope of the future undoubtedly lies in the intimate
and continuouns iation of both M. t and Labor, not for

466
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the negative purpose of adjusting dxﬁerences, but for the positive
purpose of p g the prog ve and conti improvement
of their industrial semoe, from which alone the national prosperity
ean be derived.

Industrial Pedace must come, not as the result of the balance of
power with a supreme Court of Appeal in the background. It
must emerge a8 the inevitable by-product of mutual confidence, real
justice, constructive goodwill. Industry needs no truce, no com-
pulsory arbitration, no provision for the postponement of disputes.

What it needs is confidence and a courageous forward movement
supported by the construetive genius of both sides in common council.

The task of Industrial Reconstruction is one of the most stupen-
dous that our country has ever had to face. It was just that fact
with its tremendous challenge to the best in every one of us, that
led me to the convietion that proposals, at first slght Utopian,
could after all be fully applied in the tion of our
industrial life to-day.

We built the old order upon the basis of opposed interests. I
believed that the common interests of industry would prove to be
wider and more fundamental than those whick were still admittedly
opposed; and that upon these common interests the fabrie of the
new industrial order might be confidently raised.

THE BCHEME

The National Executives of the Trade Unions in the industry
should invite the National Employers’ Federation to cotperate with
them in setting up a National Industrial Parliament, representing
Management and Labor in equal numbers.

The object of this body would be “to promote the continuous and
progressive improvement of the industry, to realize its organic unity
as a great national service, and to advance the well-being and status
of its personnel.”

It will be seen that this is a definite attempt to break down the
long established barriers, to mobilize for immediate active service
all the goodwill that we know exists on both sides, and to focus it
upon a field of wise development hitherto almost entirely unexplored.

The new assembly would be constructive and nothing but con-
structive, and disputes would be completely excluded from its pro-
gram. It would in no way supersede the existing Employers’ Asso-
ciations or Trade Unions, nor would it do away with the Concilia-
tion Boards, which wonld stxll perform their proper function in the

ttling of diff and d

P
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The field of action which would be opened up by the proposed
Industrial Parli t would, h y, be very great. One of its
first steps would be to set up a number of committees, with power
to codpt experts, to investigate and submit dations upon
each of the following important matters, for example:—

1. The Regularization of Wages
To supersede the present chaotic confusion by the provision
of & graduated scale of mini rates designed to keep REAL
wages in the industry as nearly as possible on a level throughout
the country.

A brief explanation is necessary to make this proposition elearer.
The present rates of wages in the building industry are extraor-
dinarily erratic, as the following table, taken from “The Builder,”
will show:—

WAGE RATES IN THE BUILDING INDUSTRY, SEPTEMBER, 1916.

AEH s 3 T
. |28 & 2 6 [, 8|88 &
g3 |85 5|2 |5 (& (3g|sE|sE
2l f (e[ 5|2 18 |E 2222|228

] n [ 2B 2|2 |2 s |3 gl =
2| a sl ald (& (& 2312522
8. d.(s. d.[s. d.|8. d.|s d.|8. d.|s. d.|s. d. |6 d.|s. d.
Yondon... (L 04f{103{103{104| .. (11 10 9 9 9
Crewe ....| 7| 8 73 9 83| 84] 8 53| 541 6
Manchester | 11 11 11111 j10]|11 1041 73| 73] 73
Bedford ... 8 8 ] 84| 8 9 63! 5% 54| 6
Liverpool .. {10 [10 |10 | 11 | 23|10 | 103| 8 8 8
Taunton ... 7 7 7 7 . [] 63 43| 43| 43
Nottingham | 11 { 11 | 11 | 103 303 11 | 10°) 83| s3] 9

These seven examples are selected almost at random from a list of
over a hundred towns in England and Wales alone. They are prob-
ably sufficient to show my meaning.

If London is taken as the standard, then Manchester and Not-
tingham are probably in their proper ratio; but Crewe is eertainly
far too low, and probably Bedford and Taunton also. Liverpool,
on the other hand, seems high as pared with Manchest The
effect of this lack of standardization is apparent every time that
a proposal for advance is made by the Trade Unions in any given
district. The employers invariably reply that, although sympa-
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thetic, they are pelled to oppose the d d in view of the com-
petition of districts not subject to ptopomonate advance.
In this way we invariably get the mi of result panied

by the maximum of friction. And there is & further important
point. The advantage of the migration of manufacturing industries
from town to country is now generally recognized. But this benef-
icent movement is being literally hampered by the fact that workmen
will not transfer themselves from a highly paid district to one where'
the wages are low.

The standardizing of real wages throughout the eountry would,
therefore, greatly increase the mobility of labor and would be of
wital importance in the solving of the problem of decasualization.
And there would appear to be no valid obJectxon to the pnnclple of
the scheme, although, hitherto, it has been i of

- owing to the unwilling of local iations to surrender a part
of their autonomy. -
Standardization being once lished, all sub t ad

in real wages would be arranged on a national bnsm, and an im-
mense amount of friction would totally dissppear.

2. Py tion of U l ¢

To devise measures for (a) the pr tion of }/ t,
with a view ‘to its ultimate abolition, and (b) the demuaumtwn
of Labor, a very important problem, which is undoubtedly soluble
by scientific organization.

In regard to the former, there is no doubt that some form of

- State assistance is essential if really effective progress is to be made.

The proposals of the National Housing and Town Planning Council
afford a model of the kind of thing that might be developed. Prob-
ably some of the recommendatmns of the Minority Report of the

Poor Law C i (Unemployment section) would also be
adaptable.
Effective codperation bet the industry " and the Labor Ex-

changes would be another very important factor, and would also be
of invaluable assistance during the period of demobilization.

8. Disabled Soldiers
To regulate the employment of partially disabled soldiers and
to ensure that the pensions granted by the Nation shall not become
the means of reducing the standard rates of wages.
I believe that unless this problem is taken in hand scientifieally
it will produce a vast t of pr ble ill-feeling and confliet,
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and this view has been invariably confirmed by the numerous Trade
Union leaders with whom I bave come into contact. It is the kind
of problem that can easily be settled by the goodwill of the parties
concerned, but it is quite insoluble by tug of war.

The question of training, although only a temporary problem,
presenta possibilities of useful service in coSperation with the War
P , ete., C 3

4. Techmical Traiming and Research

To arrange for adequate technical training for the members of
the industry; the reform of “blind alley” Occupafmma, the u»-

provement of promns, design, and standards of work H
research, appr ip, and the regulation of the conditions of

entry into the trade.
This is certainly one of the most promising and necessary depart-

ments of the service, and one which is at p t llmost touched,
so far as many industrial g tions are

In this tion it is g to note that the recommenda-
tions of the Workem’ Educational As tion, on Technical Educa-
tion, include a p i L nnmely —

“(d) That techmcs.l schools should be edministered by & body
on which employers and workpeople chosen by their respective
trade organizations should be equally represented, together with
members of the Education Authority, and that there should be
special advisory committees of employers and workpeople for
special trades.”

The “regulation of conditions of entry” will naturally raise very "
large questions of Industrial organization, both for Employers and
for Operatives, and amongst these questions the problem of non-
union labor will certainly take a prominent place.

5. Continuous and Progressive Improvement

To provide a clearing house for ideas, and to nwnttyau, n
conjunction with experts, all suggested lines of impr , -
cluding, for example, such guestions as:—

Industrial control and status of Labor.

Scientific management and mcnau of output.

Welfare method: aml h of educati

Cloger iati industry and art.

The problems of women in indmtfy.

Industrigl health and physical traéining.

Prevention of accidents, etc.
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Here is another depuhmmt full of wonderful possibilities of serv-

ice. Hitherto our leaders of hought have bad to be
wnmt to lannd: theu' 1deas thmugh such media as the Fnbmn

, the p 8, the publishers and the g 1 press.
Int.lusway publle pinion is undoubtedly developed butthe notiee-

able effect upon the general conduct of indush-y is eomparatively
small. But now, for the first time in industrial history, we should
have our great staple industries setting up “Improvements Com-
mittees” and mvm.ng these experts to communicate their ideas direct
to” them—for full d jon and investigati It would be diffi-
eult to overrate the educational advantages of such a method, both
to industry and to experts, and it would eertainly do much to foster
the eoneeption of industry as publie servwe, upon the full recognition
of which faet s0 muek depends.

6. Publicity
To issue authoritative information spon all matters connected
with the work of the Industrial Parliament and the progress of
the indusiry generally.

The reports of the vari it would paturally be pub-
lished in all the trade journals and the general press, and the In-
dustrial Parliament would thus be enabled to estimate the trend
of public opinion thereon before taking its final decisions.

In this way the public status of trade Jonrnals would speedily
be raised to & very high level the d organs of the new
industrial polities. But the publicity of the Press alone would not
be sufficient to enable the Industrial Parliament to render the fullest
service of which it might be eapable. It would eerta.mly be ld-
visable to establish Joint Distriet Boards, si in
the Industrial Parliament itself, in the various eenters of the In-
dustry, for discussion, criticism and suggestion. In this way we
should secure full consideration for the special eircumstances and
conditions of localities, and bring to bear upon the various prob-
lems the valuable experience and advice of the different districts.
A further very useful function would be discharged by the Works
Committees, already suggested in many quarters, to secure the eo-
operation of Management and Labor in the diseussion and improve-
ment of working methods and eonditions. They would very patn-
rally include on their agenda the eareful consideration of the va-
rious proposals as they eame before the Industrial Parliament and
the Distriet Boards, and would be able to furnish useful information,
eriticisms, and even to originate suggestions of great value.
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Upon the general structure of the Industrial Parliament little need
be said here. The details would naturally vary with different in-
dustries. But a word is necessary on the subject of the Chalrmnn,
as his position presents nmque posslbxhtxes of mvnlunble semce
His would be the duty of keeping the d ly £
upon their objective, the continnous improvement of the industrial
service. His capacity would, however, be purely advisory and he
would have no casting vote.

This provision would effectively prevent the assembly from be-
coming merely an enlarged court of arbitration or concxhatlon, and
would do much to d that atmosphere of
without which the scheme cannot succeed. This matter of real con-
fidence is so important that it might be advisable to safeguard it
even further, at any rate in the early stages, by stipulating that

the ber of representatives of M t and Labor voting
upon any measure should alma/ya be equal. This ma.ngement would
not prod dlock- pt perhaps on very yare occasions. It

alrea,dy exists in the rules of the Builders’ Conciliation Boards,
and is one of the most valuable features of the conciliation scheme.
I believe that the Industrial Parliament would divide into two main
groups—those who wished to go forward very rapidly, and those
who preferred more cautious progress—but I am convinced that
the line of cleavage would be new and that we sbould find em-~
ployers and operatives codperating on both sides of the House in-
stead of in two hostile camps as heretofore.

The tangible results of the work of the Industnal Pnthment
might take shape in the establishment and prog ve
of two codes of regulations or working mangemmts, one com-
pulsory, the other voluntary.

THX COMPULSORY CODE

In the first instance, at auy rate, this compulsory code would
not be a very extensive one. It woumld merely regulate, for ex-
ample:—

The minimum wage,

The normal day,

Overtime conditions,

Traveling and lodging allowances,

Terms of notice on discharge,
and any other matters that tend to standardize industrial practice
and upon which it wonld be possible to obtain an overwbelming
measure of agreement.

But, in order to make it compulsory, I suggested that the In-
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dustrial Parliament should be empowered to submit these agreed
measures for approval by the Board of Trade or a Ministry of
Industry, and that when sanctioned in this way they should be en-
foreed by law throughout the whole of the industry. This prineiple,
of course, is not new. It eame to the front for the first time in this
country on the oceasion of the Transport Strike of 1912, when Mr.
Ramsay Macdonald embodied it in “a Biil to make agreements come
to voluntarily between employers and workmen in the Port of
London legally enforceable on the whole trade.”

"Phe same proposal appears in the report of the Industrial Coun-
cil under Sir George Askwith, but with anti-strike conditions at-
tached, which, if applied to the Industrial Parli t sek would
tend to reduce confidence and are therefore inadvisable. A very
similar suggestion is also made in the report to the Brifish Asso-
ciation, of Professor Kirkaldy’s Committee on Industrial Unrest
(Labor Finance and the War, p. 43). I believe it would be a most
valuable innovation, for, by fixing a definite datum line of mini-
mum standards thronghout the whole of an industry, it would clear
the road for the progressive employers in & way that has never yet
been even approached.

The proposal is, however, not without its dangers, and the grant-
ing of Government sanction would have fo be subject to adequate
safeguards for the interests of the consamers.

The proper Government Department upon which this important
duty would devolve might very well be found in the newly con-
shtuted Mnmstry of Labor. But as the great aim of the Industrial
P h is the realization of the organie unity of industry
a8 a public service, I would suggest that the title Ministry of Labor
might with great advantage be expanded to Ministry of Industry
a8 eonveying the broader and newer conception. The old title pre-
serves the two hostile camps—the new one implies their eooperahon
for a common purpose.

THE VOLUNTABY CODE
The suggestion is that it should always be open to the Industrial

Parliament to accept for the vol 'y eode proposals that mlght
be quite mpoemble or Uﬁopmn for the oompn.lsory eode. And it is
in this of yism that I beli wo may

find the germ of true industrial ndvanee. It will be remembered
that the Impmvummh Committee forms a elearing house for the

tigati tation of ideas and suggestions formulated
by the best thmkers of the world. Some of these schemes would be

-
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rejected by the Industrial Parliament and some might be accepted
for the voluntary code. But the fact that they were proposed for
voluntary adoption only would transform the whole tone of the dis-
eussions.

It would enable the Parliament, the press and public opinion
at large, to discuss important lines of advance, entirely on their
merits and without ulterior motives, and would tend gradually
to create a general readiness to think out problems in terms of
bumanity as well as in terms of materialism.

The educational advantages of such a system are so obvious
that I need not enlarge upon them, except to point out that they
would undoubtedly stimulate progressive thought upon all ques-
tions of social development, and this would still further accelerate
the rate of progress.

If the Improvements Committee and the Voluntary Code form
the first two stages on the road of industrial advance, the third
stage is the Experimental Year of the progressive employer—
undertaken voluntarily with full publicity and published results.
The progressive employer is the backbone of the scheme. If
he is a mere figment of the imagination, then the scheme is largely
valueless, but if he does exist (and we know he does), then there
seems literally no limit to its possibilities. Conceptions of the
team spirit in industry and of its organic unity in the publie
service would gradually cease to be Utopian dreams, and would
assume a definite and concrete shape.

It is sometimes held that industrial progress must in the long
run be limited by the standards of the public or social eonscience
of the mation at large—but it seems reasonable to hope that the
operation of the voluntary code might p the d
-of an active industrial conscience which would recognize no such
restrietions, but would actually lead the way.

- At any rate, I think we might elaim with confidenee, that many
employers endowed with public spirit and enthusiasm, would adopt
. voluntarily, for experiment, proposals that they would certainly
have felt- bound to reject, when accompanied by the menace of
evercion.. That is the theory that underlies the whole conception,
and I eould support it by actual instances from my own experience.

B.—Tue CONGESTION OF THE PARLIAMENTARY MACHINE
Investigation into the needs of the industrial situation has eon-
vinced me of the emormous advantages, both moral and material,
of Industrial Self-Government; but I believe my argument will be
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still further strengthened by a short review of the Parlmmentnry
gituation itself.

Even before the war the difficulties arising from the congestion
of Parliament were attracting very widespread attention, and there-
fore need no elaboration by me.

But as the end of the war approaches these difficulties will be
increased a hundredfold by the stupendons problems of The Recon~
struction—International, Imperial, National, Industrial and Social.

“Every one of these matters will be urgent, yet every one of
them will have to be dealt with by one Cabinet and one Parliament.
Is it not inevitable that there will be serious delays and inefficiency
and burry in the effort to avoid delay? ... It requires, indeed,
no elaboration to show that we may be far nearer a real breakdown
in our Governmental machinery than any one supposes.” (Round
Table, December, 1916.)

There is probably no depariment of our national life in which
wise progressive legislation is more urgently needed than it is in
the industrial sphere to-day.

Yet there seem to be peouliarities about industrial legislation
that render it particularly difficult of accomplishment, and, when
accomplished, deprive it of many of its intended advantages. It
is, of course, controversial to an astonishing degree. The some-
what antomatie opposition of the party system is augmented by the
watchfulness of the collectivists, the syndicalists, the individualists
and others, all anxious to defend or advance their own particular
points of view. And in addition to this there is always the strenu-
ous opposltlon of the industrial interests affected. A well-known

of definitely includes this as one of its ob-
Jjects, as the followmg quotation will show: “Oppressive legisla-
tion, . . . and other menaces to the welfare of owr industry, ean
only be effectually dealt with by organized and concerted effort.’* -
This leads me to suggest that industrial legislation, imposed from "
without, may create, like coercion, a kind of resistance that othgrwisa
might never have arisen. It would seem possible, therefore, that
it, too, is a wrong prmelple and can only produce the mmunun;
of result with the maximum of friction, .

If this be true, then the plan of industrial self-government stands’
out very clearly as & promising solution.

Applied separately to each of our staple mdustnes, it would .
seem to offer the following ad

(1) It would ensure thdt every mdustnnl px‘oblem would be
considered in the first place from the particnlar point of
view of the industry itself, and this would cerbmzl\ly“help
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to develop progressive traditions of public service.

(2) It would mean that the regulations would be drawn up
by the parties who would have to apply them, and in
this way the particular form of resistance mentioned
above would never arise.

(3) It would withdraw from the House of Commons altogether
an enormous mass of intricate and highly eontroversial
industrial legislation and would set it free for the larger
problems, national, imperial and international.

It would hardly be wise to allow the Industrial Parliaments to
take over the administration of any existing industrial legislation
(e.g., factory acts, ete.) until they had shown themselves to be
fitted for such duties. Thexr capacity would have to be judged by
the results of the new legislation they prod

But it is worthy of motice that this pamcular type of adminis-
trative devolution is already in accord with advanced Labor views.
Mzr. G. D. H. Cole says:—

“The State is in the dilemma of fearing to nationalize, because
it mistrusts its own eapaelty, and yet of being wholly unable to
interfere fully without nationalizing, as well as utterly im-
potent to refrain from interference. . . . It must be set free from
the impossible task of regulating all the details of industry; it must
be liberated for the work that is worthy of the national digmity,
and it must leave to those who alone are competent to deal with
them the particular tasks of industrial ization and
ment. Devolution is the order of the day, and we must have devolu-
tion not merely by localities, but also by purposes. Even if the
State cannot be wholly detached from industry, the problem is to
free it as far as possible, and not, as some people seem to think,
to concentrate all posaible tasks in its hands. . . . “Responsibility
.is the best teacher of self-reliance.”

I would add, also, that it is the best safeguard against the im-
proper use of power.

Having now stated the ease for industrial self-government, as it
has appeared to me, let me conelude with a brief account of the re-
ception of the scheme by the organized Labor of the building in-

_ dustry.

THE RECEPTION OF THE SCHEME

The reply of the London Committee of the Carpenters and
Joiners was immediate and favorable. They strongly supported
the proposal and sent it forward to their National Executive in
Manchester. On the invitation of the National Executive I at-
tended a special conference held in London in April, 1916, at which
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the General Couneil of the Carpenters and Joiners were also repre-
sented.

The discussion was frankly favorable, and there was no trace
whatever of the old homhty and suspici By vote
they decided to support the proposal and to send it forward to the
National Associated Bmlding dees Council—a body set mp in
1914 for the purpose of cobrdinating, and lly of federati
into one great Industrial Union, the principal Trade Unions in the
building industry.

Is came before this Council in June, but full dxscmon was pre-
vented by lack of time, It was, P
to the twelve affiliated unions, and was a.lso publmhed in the Trade
Union journals, The Council then decided to hold a full day’s
conference on the proposal at Liverpool in QOectober, and as a pre-
liminary to this, a small commlttee, of which I was a member, met
in Manchester in Sep to prepare the sch in more detailed
form for discussion point by point.

After a full day’s dxscussmn at lea'poo], the Couneil, of twenty-
two delegat: the nati of the
Trade Unions in the ind "7, decided, without a single dmsentwnt,
to approve the scheme in principle.

It was then referred to the national tives for iderati
before being forwarded to the Employers’ Federation, and was
again printed in full in the Trade Union journals. .

The Council bled in Manchester at the end of November,
and the rephes of the ti being favorabl ey
again by unanimous vote, to lay the scheme before the Nahonal
Federation of Building Trades Employers of Great Britain and
TIreland, n.nd bo ask for a prehmmary eonference upon it.

Four d  were app d to collaborate with me in drawing
up a i tat t to pany the sch We
met in Manchester in Deeember and drew up the document which
forms an ix to this

PP
TWO PROBLEMS

1. The Electoral System

If the Industrial Parliaments are to render their full service,
it is essential that the electoral system upon wlneh they are set up
shall be such as will pect and confid but -
at the seme time it must be simple and inexpensive in its Lo

In its simplest form, the national organizations both of employers
and employed would each furnish & given number of representatives,
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choosing the best that could be found, and drawing them from
_the Office and the Bench, as well as from the Board Room and the
Trade Union headquarters. If this method proved to be too ex-
clusive, the country might be divided into districts, each baving a
Joint Distriet Board to which bers would be elected by ballot
by the local Trade Unions and Employers’ Associations respee-
tively.

Each District Board might then send two of its members (one
for Management and one for Labor) to the National Industrial
Parliament, and thus create a very useful link between the central
and the local bodies.

2. The Safeguarding of the Consumers

It is probable that the establishment of Industrial Parliaments
on the lines suggested would greatly stimulate the existing tendency
towards the amalgamation of businesses mto larger and larger
eoncerns, in order to eliminat ry duplication and waste-~
ful eompetition.

This might sometimes lead to “joint profiteering” at the expense
of the consumers. The danger is, of course, not new, but exists
already, and may easily spread. It can, however, be controlled in
various ways; for instance:—

(a) By the powers of veto vested in the Ministry of Industry.

(b) By special taxation.

(e) By the rapid development of a real ption of industry
as & great public service.

The true road of advance would seem to lie mainly along the line
of the last suggestion—the frank acceptance of an existing tendency
and its encouragement in the right direction.

Possibly the State could grant facilities for the rapid trustifica-
tion of industries, but make these facilities conditional upon the
adoption of some definite rules of public service. In the building
industry I believe there will be found to be great possibilities of
wise development on these lines. '

Both this and other dangers might ultimately be d by the
establishment of a Central Congress of Industry, containing repre-
sentatives of each of the separate Industrial Parliaments, together
with representatives of the State, the municipalities and others, and
acting as a 5 d Chamber for the ideration and sanction of all
industrial legislation.

The relation of such a body to the Ministry of Industry and to
the Government would, however, require very careful definition.
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CONCLUSION

There is one very important serviee that the State, through its
appropriate Department, could undoubtedly perform. It eounld
set up a central Clearing House for the reception and dissemina-
tion of information upon Industrial progress.

In this way it wounld enable each of our Industries to draw upon
the experience of the others, to profit by their suceesses, and to
avoid, if posslble, the repenhon of mistakes.

Tp secure h y of i st between M: t and Labor
has been described as “the master problem of the modern industrial
state,” and the favorable reception of the Industrial Parliament
scheme by a group of Trade Union leaders in one of our greatest
industries must not be allowed to blind us to the immense difficulties
that still remain. These difficulties demand from both sides a new
coneeption of Industry as & public serviee, a elear understanding
of their respective funetions in the p of production, a eertain
daring in experiment and a willingness to make econcessions, if
need be, for the common good. These are great demands, but the
emergency and the opportunity are also great. I believe there is
no problem that is insoluble by scientifie organization backed up by
goodwill, and that the great need of the moment is a clear lead on
the part of one or more of our staple industries. If we can rise
to this we shall lay the foundation of another Industrial Revolution
full of great possibilities of serviee.

APPENDIX
Prorosal; 70rR A Bumber's NarioNaL INDUSTRIAL PARLIAMENT

A Memorand dd d to The National Federation of Build-
ing Trades Employers of Great Britain and Ireland, by The Na-
tional Associated Building Trades Council, representing:—

The Amalgamated Soeiety of Carpenters and Joiners.

The General Union of Carpenters and Joiners.

The Soeciety of Opemhve Stone Mnson&

The Amal Society of Woodeutting Machinists
The Operative Bricklayers’ Soeiety.

The Mxnchtxter Order of Bneklnyerl.

The National Operative Pai Y Soci

The Amalgamated Slaters and Tilers’ Socxety

The Electrical Trades Union.

The National Amslgamated Furnishing Trades Association.
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TheN'L' 1 A L) ofﬂ'll ’TL
The United Builders’ Laborers’ Society.
By direction of a Special Meeting of the Couneil held at Man-
chester, on Tuesday, November 28th, 1916, and in accordance with
the instructions of the National Executives affiliated.

INTRODUCTION

This M dum is the out and expression of a desire on
the part of the leaders of organized Labor in the Building Industry
to render their full share of service towards the creation of a new
and better industrial order.

By general t, the old system has p d itself unworthy, and
the reasons for its failure are not far to seek. From the days of the
industrial revolution the relations between employers and employed
bave been based upon antagonism, coercion, and resistance.

Throughout the whole of the civilized world the story is the same.
The parallel rise of Trade Unions and Employers’ Associations in
mutual opposition has reached a point where it is generally recog-
nized that the “normal condition of the world of industry is one of
suppressed war.”

Under such a system many a forward move on the part of Labor
towards improved eonditions is opposed almost as & matter of duty
by the Employers’ Assocmtmns, and, conversely, many improvements

in the direction of i dueti and efficiency are countered
by the restncnve regulatlons of the Trade Unions; both sides act-
ing, as they b , in the interests of their b

The two-sides ra.rely meet except to make demands of one another
or to compromise conflicting claims, and negotiations are inevitably
earried on as between two hostile bodies. In this way great powers
of leadership and willing service are diverted from constructive work
into the sterile flelds of largely useless eontroversy.

Both employers and employed bave been the unwilling victims of
8 system of antagonism that has organized industry on the lines
of a tug-of-war and permeated the whole national life with sectional
habits of thought and outlook. Wherever coercion has been applied,
by one side against the other, it has called forth a resistance that
otherwise might never have arisen, and has led to mnch sterility and

waste.

‘Whilst the total elimination of such conflicts may be quite im-
possible, the hope of the future undoubtedly lies in the intimate
and continuous association of both Management and Labor, not for
the negative purpose of adjusting differences, but for the positive
purpose of promoting the progressive improvement of their in-
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dustrial service, from which alone the national prosperity can be
derived.

Industrial peace must come, not as a result of the balance of
power, with a supreme Court of Appea.l in the background ; it must
arise as the inevitable b) duet of mut fidence, real justice,
eonstructive good-will. Industry needs no truce, no compulsory
arbitration, no provisions for postponement of disputes.

‘What it needs is confid and & Z forward movement,
supported by the constructive genius of both sides in common coun-
cil. No one engaged in constructive work ean fail to respond to the
tremendous call of the big job, and the task to be faced to-day is the
greatest problem in social engineering that the world has ever seen.

It is believed that the common interests of industry will be found
to be wider and more fundamental than those which are still, ad-
mittedly, opposed; and it is upon the broad basis of these common
interests that the fabrie of the new industrial order may be confi-
dently raised. .

It is willingly acknowledged that this community of interest is
already being recognized by the Employers’ Federation. The com-
position of the National Housing and Town Planning Council, the
new apprenticeship proposals, the various joint deputations to the
Government departments are all evidence of this.

therefore, to be eminently desirable that a proposal

mvolvmg a great devel t of this principle should ive full

; and, believing that-the appropriate time has now

arrived, the National Associated Building Trades Council submits

the following scheme to the National Federation of Building Trades

Employers of Great Britain and Ireland as a basis for preliminary
diseussion :—

A NamonaL INDUSTRIAL PARLIAMENT ¥OR TER Bumpme INDUSTRY
ABGUMENT

The interest of employers and e ployed are in many respects

opposed but they bave a the effi-

eiency and status of the service in which they are engaged and in
advancing the well-being of its personnel.

PROPOSAL

It is proposed that there should be set up, for the Building In-
dustry, & National Industrial Parli tive of the Trade
Unmns md ths Employers’ Asocmtmna, which would focns their

upon the and prog P!
ment of the industry.
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NAME

The proposed body would be called the Builders’ National In-
dustrial Parliament of Great Britain and Ireland.

OBJECTS
The objects of the Parliament would be to promote the contina-
ous and progressive improvement of the industry, to realize its
organic unity as a great national service, and to advance the well-
being and status of all connected with it.

PROGRAM

The Parliament would not concern itself with the adjustment of
differences or the settlement of disputes. Means already exist for
conducting such negotiations and settling such issues. The funé-
tion of the Parliament would be constructive, and nothing but eon-
structive.

The agenda would be determined from time to time according to
circumstances as they arose, and would naturally include such mat-
ters as the following :—

1. Regularization of Wages.—The provision of a graduated scale
of minimum rates designed to maintain real wages as nearly as pos-
sible on a level throughout the country. Subsequent advances to be
on a national basis.

2. Prevention of Unemployment.—(a) To acquire a fuller par-
ticipation in the control of the Board of Trade Labor Exchanges,
and to supplement their work by improved organization special to
the building trade for the decasualization of labor, and (b) to
minimize the fluetuation of trade by intelligent anticipation and the

tation of d d in slack periods, in eoéperation with the
National Housing and Town Planning Council and the Local Gov-
ernment Board.

3. Employment of Partially Disabled Soldiers.—To regulate the
employment of partially disabled soldiers and to ensure that the
pensions granted by the nation shall not become the means of redue-
ing the standard rate of wages.

4. Technical Training and Research.—To arrange for adequate
technieal training for the members of the mdustry, the xmprovement
of processes, design and standards of work , BPPr
research, and the regulntmn of the eonditions of entry into the trade.

5. Publicity.—To issue authoritative information upon all matters
whereon it is d d desirable that lead of publie opinion, the
Press, and the general public should bave exact information.
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6. Continuous and Progressive Imptovement.—To provide a
Clearing House for ideas, and to investigate, in conjunction with
experts, every suggested line of improvement, melndmg, for ex-
ample, such questions as:—

Industrial Control and Status of Labor.

Scientific M t and I of Output.
Welfare Methods.
Closer bion hot ial and aesthet T
ments.
. METHOD

The Parliament would set up Committees of Inquiry (with power
to codpt experts) to investigate and report on each of the foregoing
matters, and would deal with their recommendations as and when
P ted. All proposals before the Parliament would be fully
ventilated and d d through the di of Joint Distriet
Boards, Works Ci ittees, the Trade Papers and the general Press,
in order that the opinion of the members of the building trade and
of the g 1 public th might be tely gaged before final
decisions were taken, ’

RESULT

The result would be the progressive development of two eodes:—
(a) 4 pulsory code, p bably involving legal sanction of
ed minimum standards; and

(b) 4 voluntary oodc built up from the recommendnhons of the
impr ittee for the vol y, and perhaps

experimental, ndoptxon of progressive employers.
It would thus embody all proposals of which the principle was gen-
erally approved, but for whick it was not yet possible or advisable
to ask for compulsory powers. It would greatly stimulate the ad-
vance of public opinion on matters of industrial and social improve-

ment,

LEGAL SANCTION FOR COMPULSORY CODE

This might be plished by a special Act of Parli t, giv-
ing power to the Board of Trade, or a Ministry of Industry, to ratify
the decisions of the Industrial Parliament, and apply them to the
whole of the industry, subject to adequate safeguards for the in-
terests of consumers.

STATUS OF INDUSTRIAL PARLIAMENT

There is &t present no recognized body with whmh the Govern-
ment can communicate in regard to matt the buildi
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industry as a whole—employers and employed. The Parliament
would exactly meet this need, and would become the mouthpiece and
executive of the industry as a whole.

SveeesTED CoNstrruTION
MEMBERSHIP

Pending the establishment of more elaborate electoral machinery, it
is suggested that twenty members should be appointed by the Na-
tional Federation of Building Trades Employers of Great Britain
and Ireland, and twenty members by the National Associated Build-
ing Trades Council.

It might be advisable that the representatives of the above or-
ganizations should be appointed in a manner to ensure, on the one
hand, the inclasion of actual operatives in addition o trade-union
officials, and, on the other hand, of representatives of the managing
staffs as well as the actual employers. Either side would be at lib-
erty to change its representatives to suit its convenience.

CHAIRMAN

To be chosen by ballot by the whole bly. To be independent
and advisory only, and to have no casting vote.

SECRETARY

The routine work of the Parliament would largely devolve upon
the ucretary, who should be an impartial nlmed administrator of
proved experience and capacity.

MEETINGS

The Parliament should meet at such times and intervals as wonld
allow of members still devoting part of their time to their ordinary
oceupations.

REMUNERATION OF MEMBERS

This would be restricted to the refund of expenses and ecompensa-

tion for loss of earnings. anncwl provmon for this wonld be

a d

arranged by each of the two org tions indep tly.
VOTING
In order to secure a basis of absolute confidence, it is suggested
that rules be drawn up to ensure that the number of employers’
representatives and operatives’ representatives voting upon a meas-
ure shall always be equal.
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SUGGESTED AUXILIARY ASSEMBLIES

JOINT DISTRICT BOARDS
These would be set up by local nnits of the two organizations for
the d of the proposals of the Industrial Parliament and the
furnishing of local facts and statistics as required. They would also

perform a valuable service by preparing and forwarding sugges-
tions for consideration.

‘WORKS COMMITTEES

These would be emall gronps rep g Manag t and Labor,
set up for the same purpose in parhcula.r shops.

CoNCLUSION
The scheme, briefly outlined above, strikes out a new line of ad-
ministrative devolution, namely, devolution by pation as com-

pared with devolution by geographical area, as in the case of the
County Councils.

It represents, in fact, the distinctively British Imperial tradition
of justice and self-government as applied to industry, and stands
out clearly against the rival industrial systems of which so much is
heard.

And it will have this unportnnt result. Hitherto industrial legis-
lation has always been imposed from without, and has tered
strenuous opposition on the part of organizations concerned to de-
fend what they held to be their interests.

Now the process would be reversed. The industry itself would

agree on its conditions and would then submit them to the
Board of Trade for approval and sanction. In this way the
House of C would be relieved of an i mass of highly
controversial work and set free for the larger National, Imperial
and International problems.

Nor is this the only advantage that would arise. The spectacle of
orgn.mmd Management and Labor, uniting their constructive ener-
gxu upon & great prog of ization and advance, might

the whole tmosphere of our industrial life.

The increase in efficiency and output consequent upon the substi-
tution of eonstructive codperation for the old antagonism and sus-
picion would be very great. But the change would bring even
greater benefits than this. It would raise the whole status of the
industry and give to its members a new pride in their work as a
splendid public service. It would tend to break down the barriers
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that have so long confined and impoverished the national life and
would promote the development of a real team spirit.

The Building Industry is one of the largest and most important
of the staple trades. I¥ it will give a united lead with a construe-
tive proposal on the general lines suggested, we believe that its ex-
ample will be of great service to our country as she faces the im-
mense problems that confront her at this time,

Signed on behalf of the National Associated Building
Trades Council,
S. HoNTer, Chairman.
J. PaRrsoNagE, Secretary.

THE INDUSTRIAL COUNCIL FOR THE BUILDING
INDUSTRY

(Building Trades Parli t.)

Established 29th May, 1918

CONSTITUTION AND RULES ADOPTED 1st AUGUST, 1918
MINISTRY OF LABOR,

MonTacu House, WHITEHALL,
Loxpon, S. W. L

12th August, 1918.
Sir,

I am directed by the Minister of Labor to refer to your letter of
14th June, making application for official recognition for the In-
dustrial Council for the Building Industry, and to state that the
Minister is prepared to give such recognition, and agrees to the in-
sertion of clause 23 of the Constitution of the Joint Industrial
Council dealing with such recognition.

' I am, 8ir,
Your obedient Servant,
D. J. SmackLETON,
A. G. WarTE, Esq,, -
Joint Secretary,
Industrial Couneil for the Building Industry,
48 Bedford Square, W. C. 1.
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PrEFACE

This Council is the outcome and expreasion of a desire on the
part of organized Employers and Operatives in the Building In-
dustry to render their full share of service towards the creation of a
new and better industrial order. .

By general consent, the old system has proved itself unworthy,
and the reasons for 1ts fa.tlure are not far to seek. From the days
of sthe i the relati betw emp]oyers and
employed have been based upon ant: ion, and

Throughout the whole of the civilized world the story is the same.
The pn.ra.llel rise of Trade Unions and Employers’ Associations in

ition has hed & point where it is generally recog-
nized that the “pormal condition of the world of industry is one of
suppressed war.”

Under such a system many a forward move on the part of Labor
towards improved conditions is opposed almost as a matter of duty
by the Employers’ Associations, and, conversely, many improvements
in the direction of inereased production and efficiency are countered
by the restrietive regulations of the Trade Unions; both sides acting,
as they believe, in the interests of their members.

The two sides rarely meet except to make demands of one another
or to eompromise conflicting claims, and negotiations are inevitably
carried on as between two hostile bodies. In this way great powers
of leadership and willing service are diverted from construetive work
into the sterile fields of largely useless controversy.

Both employers and employed have been the unwilling vietims of
a system of antagonism that has organized industry on the lines of
a tug-of-war, and permeated the whole national life with sectional
babits of thought and outlook. Wherever coercion has been applied,
by one side against the other, it has called forth a resistance that
otherwise might never have arisen, and has led to much sterility and
waste.

Whilst the total elimination of such conflict may be quite im-
Ppossible, the hope of the future undoubtedly lies in the intimate and
continuous association of both Management and Labor, not for the
negative purpose of adjusting differences, but for the positive pur-
pose of promoting the progressive improvement of their indus-
trial service, from which alone the national prosperity can be
derived.

Industrial peace must come, not as & result of the balance of
power, with a supreme Court of Appeal in the background; it must
arise as the inevitable by-product of mutual confidence, real jus-
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tice, constructive goodwill. Industry needs no truce, no compulsory
arbitration, no provisions for postponement of disputes.

What it needs is confld and & g forward movement,
supported by the constructive genius of both sides in common coun-
eil. No one engaged in constructive work ean fail to respond to the
tremendous call of the big job, and the task to be faced to-day is
the greatest problem in social engineering that the world has ever
Been.

It is believed that the common interests of industry will be found
to be wider and more fundamental than those which are still, admit-
tedly, opposed; and it is upon the broad basis of these common
interests that the fabrie of the new industrial order may be confi
dently raised.

COMPOSITION OF THE COUNCIL

EMPLOYEBES.
TaB NATIONAL FEDERATION OF
Bumping Teapes EMPLOYERS

COMPRISING:

Nome. Representation.
Northern Counties Federation 2
Yorkshire Federation ....... 3
North-Wesatern Federation... 7
Midland Federation
London Federation
Eastern Counties Federation. 2
Southern Counties Federation 2
SBouth-Western Counties Fed-

eration .................. 2
South Wales Federation .... 2
—32

THE CONFEDERATION OF NATIONAL
A8H0CIATIONS oF BumpiNe
TBADES SUB-CONTBACTORS
COMPRISING:

National Association of Mas-
ter House Painters and Dec-
orators in England and

Wales ......ooovaninn.., 4
National Association of Mas-
ter Plasterers ............ 3

National Federation of Slate
Merchants, Slaters, and Ti-
lers

OPERATIVES
Tue NaTioNaL FepgmaTION oOF
BrnpiNg Traps OPERATIVES
COMPRISING:
Name. Representation,
Amalgamated Society of Car-
penters, Cabinetmakers, and

Joiners ...........c0..0 8
General Union of Carpenters
and Joiners .............. 4

National Amalgamated Soci-
ety of Operative House and
Ship Painters and Decora-
torl

OEY orrrerirreiaeeneenae
Amalgnmated Soclety  of
Woodcutting Machinists .. 4
United Operative Plumbers’
and Domestic Engineers’ As-
sociation of Great Britain
and Ireland .............. 4
National Association of Oper-
ative Plasterers
National Associstion of Build-
ers’ Laborers
Operative Bricklayers’ Society 3
United Builders’ Laborers’
Union
Manchester Unity of Opers-
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Institute of Plumbers, Lid. .. 4
National Association of Mas-
ter Heating and Domestic
Engineers .........coc...
Electrical Contractor
ation
London Const:
Deers’ Association

Institute of Builders
Scotfish National Building
Trades Federation ........ 10

489

tive Bricklayers .......... 2
Amalgamated Slaters and Ti-

lers’ Provident Society.... 2
Electrical Trades Union ..... 2

| National Association of Oper-

ative Heating and Domestic
Engineers
National Union of General
Workers (Building Trade
Seetion) ..............0n
United Order of General La-
horers of London ......... 2
United Builders’ Laborers’

and General Laborers” Union 2
—568
Scottish Operative Unions... 10
86 68

THE
INDUSTRIAL COUNCIL FOR THE BUILDING INDUSTRY
(Building Trades Parliament)

CONSTITUTION AND RULES

Adopted at a Meeting of the Council held in
Birmingham, 1st August, 1918

NAME'
1. The name shall be The Industrial Counexl for the Building In-
dustry (Building Trades Parli t) inafter referred to as the
Council.

OBJROTS

2. The Council is established to secure the largest possible meas~
ure of joint action between employers and workpeople for the
development of the indnstry as a part of national life, and for the
improvement of the eonditions of all engaged in that industry.



490 MANAGEMENT AND MEN

It will be open to the Council to take any action that falls within
the scope of this general definition. More specific objects will be the
following :—

(@) To recommend means for securing that industrial eonditions
affecting employers and operstives, or the relations between them,
shall be systematically reviewed by those concerned, with a view to
their improvement. .

(b) To consider, discuss, and formulate opinion upon any pro-
posals which proffer to those engaged in the industry the means of
attaining improved conditions and a higher standard of life, and
involve the enlistment of their active and continuous coéperation in
the development of the industry, and to make recommendations
thereon, including such questi as es for—

(1) Regularizing production and employment.

(2) The provision of a graduated scale of minimum rates de-
signed to maintain real wages as nearly as possible on a
level throughout the country.

(3) Minimizing the fluctnations of trade by intelligent anticipa-
tion and the augmentation of demand in slack periods.

(4) Scientifie g t and reduction of costs.

(b) Welfare methods.

(6) Closer iation between ial and zsthetic require-
ments.

(7) The inclusion of all employers and workpeople in their re-
spective assoeiations.

(8) The revision and improvement of existing machinery for
the settlement of differences between different sections of
the industry, or for the provision of such machinery where
non-existent, with the object of securing the speedy settle-
ment of difficulties.

(9) The better utilization of the practical knowledge and ex-
perience of those engaged in the industry.

(10) Securing to the workpeople & greater share in and re-
sponsibility for the determination and observance of the
conditions under which their work is carried on.,

(11) The settlement of the general principles governing the eon-
ditions of employment, including the methods of fixing, pay-
ing, and readjusting wages, baving regard to the need for
securing to all engaged in the industry a shave in the in-
creased prosperity of the industry. -

(12) Ensuring to the workpeople the greatest possible seeurity of

ings and employment.
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(13) Dealing thh the many difficulties wlnch arise with regard
to the

and t of payment apart from the fixing
of general standard rates,
(¢) To collect and circnlate statistics and inf tion on mat-
ters appertaining to the industry.”

(d) To promote research and the study and improvement of
processes, design, and standards and methods of workmanship, with
a view of perfecting the produects of the industry.

(e) To provide facilities for the full consideration and wutilization
of Mventions and i in hi or methods, and for
adequately u.feguardmg the rights of the desxgnem or inventors
thereof ; and to secure that the benefits, financial or otherwise, arising
thereftom shall be equitably apportioned among the designers or
inventors, the propnebors or lessees, and the operators thereof. -

(f) The supervision of entry mto, and trammg for, the industry,
and eooperahon with the educati thorities in arranging ednc&-
tion in all its branches for the industry.

(g) The issue to the Press of authoritative statements upon mat-
ters affecting the industry of g ] interest to the ty.

(h) Representation of the needs and opini of the industry
to Government Departmenta and Loeal Authorities.

(i) The consideration of any other matters that may be referred
to it by the Government or any Government Department,

(j) Cobperation with the Joint Industrm.l Counells of other in-
dustries to deal with probl of t

(k) To provide, as far as practicable, that important proposals
affecting the industry shall be fully ventilated and discussed through
the medium of Committees of Enquiry (with power to codpt ex-
perts), Joint District Boards, Works Committees, the Trade Papers,
and the general Press: in order that the opinion of members of the

industry and of the g 1 publie th may be tely gaged
before definite decisions are taken.
CONSTTTUTION
3. The Counecil shall t of 132 b inted as to one-

half by Associations or Federations of Employers and s to the other
half by Trade Unions or Federations of Opemtxves.

Until otherwise determined in the fter provided,
the composition of the Council shall be as set out.

4. Each representative of the said Associations, Unions, or Federa-
tions shall remain the representative for a minimum period of
twelve months and thereafter until his successor is appointed by the
body responsible for his eleoti
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Casual vacancies shall be filled by the Union, Association, or
Federation concerned, which shall appoint a member to sit until the
end of the current year.

5. The appointments for the ensning year shall be made prior to
the 30th June each year, and the names and addresses of those ap-
pointed shall be sent to the Secretaries of the Council on or before
that date.

6. Any Trades Union, Association, or Federation directly affili-
ated, wishing to retire from this Council, shall give six calendar
months’ notice in writing to the Secretaries, such notice to expire on
the 30th June in any year, pay up all arrears (if any), and on
retiring shall cease to have any interest in or claim on the funds of
the Council,

7. The Council shall meet quarterly or oftener if required. The
meetings of the Council may be held in different industrial centers,
as may be from time to time determined or in response to invita-
tions it may receive, The meeting next ensuing after the 30th June
shall be the Annual Meeting, and the first Annual Meeting shall take
place in 1918. Fourteen days’ notice to be given.

8. At the Annual Meeting there shall be elected for the ensning
twelve months from smong the members of Council the following
officers, viz.:—

A Chairman, a Vice-Chairman, a Treasurer, together with an
Administrative C itt isting of ten Employer and ten Oper-

ative representatives.

9. The Council shall be empowered to maintain a Secretary, or
Secretaries, and such clerical staff a3 it may think fit. Provided that
the Secretaries appointed at the inaugural meeting held in May,
1918, remain in office until the Annual Meeting in 1919, that prior
thereto the Administrative Committee prepare a report for presents-
tion at the Annual Meeting dealing with the appointment and re-
muneration of Secretaries, with such recommendations in regard
thereto as it may think fit, so that the Council may deliberate and
decide upon any remuneration for services rendered, and wpon the
further arrangements to be adopted in regard to the appointment
and remuneration of Secretaries. Provided also that the appoint-
ment of the Administrative C ittee made at the said inangural
meeting be subject to confirmation at the first Annnal Meeting.

10. The quorum for the Council shall be thirty representatives
present.

The quorum for the Administrative Committee shall be nine repre-
sentatives present.

Other Committees shall fix their own guorum.
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1L A Bpecial Meeting of the Council shail be called within four-
teen days of the receipt of a requisition, duly signed, from not less
than twenty members of the Council or from the Administrative
Gommittee.

The matters to be dis d af such ting shall be stated npon
the notice summoning it.

12, The voting: both in Council and in Commxttees shall be by
show of hands or otherwise, as the Council or Committees may
determine,

13. The Council may delegate special powers to any Committee it
appoints.

The Council may appoint such standing or sectional C it
as may be 'y, provided that ti flecting only a par-
ticular Trade shall be relegated to a "Committee eomposed of mem-
bers of the Council who are also representatives of such Trade. It
shall also have the power to appoint other C: ittees for
purposes., The reports of all C i shall be submitted to the
Council for confirmation, except where special powers have been
delezated to & C oy

14. The Conneil shall have the power of appointing on Commit~
tees, or of allowing Committees to eoSpt, such persons of special
knowledge, not being members of the Council, as may serve the
special purposes of the Couneil, provided that, so far as the Ad-
ministrative Committee is concerned,—

A. Employers and Operatives shall be equally represented;

B. Any appointed or codpted shall serve only in & eon-
sultative oapwty
15. The Administrative C ittee shall meet as often as required,

at the dmmhon of the Chairman, and shall deal with all business
tween the tings of the Council.

16. To avoid y traveling, C ti may be
held at the most convenient offices of any of the organizations which
are represented on the Council, subject to their rooms not being en-
gaged otherwise when desired by the Committes for a meeting, and
provided that the said organizations afford the requisite facilities
free of charge.

17. The Administrative Ci ittee shall control the work of the
Secretary or Secretaries, and shall have power to appoint Sub-
Cowmittees to deal with special subjects, also to authorize payment
of ourrent expenses subject to such direction as the Council may
give from time to time.

18. The Hon. Treasurer shall render to the Counecil, whenever
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ealled upon to do so, an account of all sums received and paid, and
shall present accounts at each Annual Meeting.

All cheques for withdrawal of money from the Bank shall be
signed by the Chairman and the Hon. Treasurer.

19. The ts shall be audited by a duly appointed Chartered
or Incorporated Accountant.

FINANCE

20. The traveling and other expenses of representatives attending
Meetings of the Council are to be borne by the Trade Unions, Asso-
ciations, or Federations which appoint them, according to suck
regulations as the appointing bodies shall determine.

21. Any other expenses of the Council are to be borne as to
one-half by the Employer Organizations and as to one-half by the
Operative Organizations direetly affiliated to the Couneil.

The allocation of each half share among the respective Employer
or Operative Organizations to be in proportion to their respective
representation, or in such other proportion ss they may by mutual
agreement determine.

Provided that upon the election of the first Council, the sum of
£1000 be placed at the dlsposa.l of the Council, made up of econ-
tributions from the respective Iculated as aforesaid,
to cover its expenses for the first year ending 30th June, 1919, and
that at the end of the year the Council make up its accounts and
ascertain the amount required to make up the difference spent during
the year; and that it make a presentment to the respective organiza.
tions, showing the share due from them, which shall then become
due and payable.

The Council is hereby empowered to make such payments as it
thinks fit, but within the means thus placed at its disposal, for the
purpase of defraying the cost of carrying on its work.

The expenses of the Members of Committees appointed by the
Council to be defrayed by the Council according to such scale as it
may from time to time determine. .

PUBLICITY

22, The Cou.ncll ehall keep nnnutes of its proceedings and shall
give such p y to its as many be practicable and
desirable. It may svml itself of such facilities as may be afforded
to it, either by the Press or by any publications issned by any of the
organizations represented on the Council.
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RELATIONS WITH THE GOVERNMENT

23. The Council is the recognized official standing Consultative
C ittee to the Gov t on all questions affecting the industry
it represents, and is the normal channel through which the opinion
and experience of the Building Industry will be sought on all ques-
tiong with which the industry is coneerned.

REGIONAL COUNCILS

24. The Couneil shall, as soon 88 practicable, formulate a scheme
for the f tion of Rr, I C ils to be linked up with the
Coundil,

A ‘TIONS OF ( TION AND RULES

25. Alterati of the foregoing Constitution snd Rules may be
made at any Special Meeting called for the purpose, or at any Quar-
terly Meeting, provided three months’ notice of the proposed al-
terations has been duly given prior thereto to the Secretary or Sec-
retaries in writing. On receipt of such notice the proposed amend-
ments shall be at once communicated to the Trade Unions, Associa-
tions, and Federations directly affiliated to the Council for their
consideration.

STANDING ORDERS GOVERNING PROCEDURE IN DEBATE
AT MEETINGS OF THE COUNCIL

CHAIRMANSHIP

1. At every Council Meeting the Chairman for the time being shall
occupy the chair. In his absence a Vice-Chairman shall occupy the
chair, and failing a Vice-Chairman the members present shall elect
some other of their number to act as Chairman for such meeting.
The mlmg of the Chai shall be pted on all sti of .
order arising at any of the meetings., Any member nsmg to a point
of order, must define what the point of order is, and submit it to the
Chairman without discussion. All members addressing the Chair
shall do so standing.

LIMITATION OF LENGTH OF SPEECHES

2. Except at the discretion of the Chai no ber shall
speak for more than ten minutes except the member moving a reso-
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lution which appears upon the agenda, who shall be allowed twenty
minutes. A bell shall be rung by the Chairman two minutes before
the time expires. When the time has expired the bell shall be rung
a second time, and thereupon the b g the Council
shall at once resume his seat.

MODE OF VOTING
3. The votes upon all questions shall be taken by a show of hands,
except in cases where the Rules of thé Council or these orders other-
wise direct.

PROPOSITIONS TO BE MOVED AND SECONDED
4. No proposition or dment shall be voted upon or enter-
tained by the meeting but such as have been moved and seconded
and delivered to the Chairman in writing, signed by the mover, and
no proposition so received shall be withdrawn unless by leave of the

meeting.

RIGHT OF REPLY

5. The mover of a proposition, but not the mover of an amend-
ment, shall have a right of reply, provided always that a member
may speak to & point of order, or point of explanation. The proper
time for an explanation is at the conclusion of the speech which
renders it necessary. By the courtesy of the member in possession
of the House such explanation may be given carlier, but no explana~
tion can be given unless the member in possession of the House
resumes his seat.

AMENDMENTS

ONLY ONE AMENDMENT AT ONCE

6. When an amendment is movel upon a proposition, no seeond
amendment shall be moved or taken into consideration until the first
dment has been disposed of.

IF AMENDMENT CARRIED, TO BECOME THE QUESTION
7. If a first amendment be carried, it shall displace the original
proposition and become itself the question; whereupon any further
amendments may be moved in ion as above ed

IF AMENDMENT NEGATIVED, OTHERS MAY BE MOVED
8. If the first amendment be negatived, then others may be moved
in succession upon the original question under consideration, but so
that only one amendment shall be submitted to the meeting for dis-
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ocussion at one time; and after the disposal of all dments, the
question shall ultimately be put upon the original or amended propo-
sition, as the case may be, in order that it be passed or negatived as
2 resolution.

PRECEDENCE FOR A MOTION

9. Any member who has given notice of motion may rise and

t that preced be given to such motion.

Sneh proposition shall be put ‘without debate, and if carried such
motion shall have precedence.

MEMBERS NOT T0 SPEAK MORE THAN ONCE TO THE SAME MOTION

10. Members shall not speak more than once to the same motion,
except the mover of the proposition in reply, which reply shall con-
clnde the diseussion, and in such reply he shall not be allowed to
introduce any new matter.

REGULATIONS A8 TO SPEAKING ON AMENDMENTS

11. On an amendment being moved, no member of the meeting
who has spoken on the original question shall speak again thereon
until the amendment has been put and has become the amended
proposition before the meeting

DISCUSSION UPON AMENDED PROPOSITIONS

12, When discussion shall arice upon amended propositions, the
mover of the amendment which has displaced the original proposi-
tion may speak in reply, and so in like manner with respect to any
further and displacing amendments.

MOTION THAT THE QUESTION BE NOW PUT

13. During debate any member, who has not spoken in the debate,
may propose, without preface, that the question be now put, which
the Chairman may accept at his discretion; and if put from the
Chair it shall not be considered carried unless supported by two-
thirds of the members voting on the oecasion.

ADJOURNMENTS

14. A member who has not spoken in the debate may move at
any time without a speech either
(a) The adjournment of the meeting

or .
(b) The adjournment of the debate,



498 MANAGEMENT AND MEN

which may be accepted by the Chairman at his discretion and then
put without debate.

A member may move the suspension of the Standing Orders in
order to call attention to a definite matter of urgent importance.
It must be supported by not less than two-thirds of the members
present. Such debate shall be taken at once. The opener shall be
allowed ten mi , and sub peal five minut: The
opener shall be permitted to reply

QUESTIONS

15. Questions may be addressed to ar officer of the Council, to a
member in charge of a motion, or to the Chairman of any Com-
mittee,

The Chairman of any meeting may disallow any question.

The member must confine himself merely to asking his question,
and the officer, member in charge of a motion, or Chairman of a
C i to simply ing it.

RECORD OF ATTENDANCES
16. A record sball be kept of the summonses for and attendance
of members at meetings of the Council and of Committees, and such
record shall be presented annually to the Council at its next meeting
after 30th June in each year.

STRANGERS
17. Strangers may be admitted to the portion of the In.ll set
apart for their dation, oa the introduction of &

All strangers so admitted must eonform to the following rules:—
1. They shall not express any assent or dissent.
2. They shall pot indulge in any sudible conversation.
3. They shall at all times be seated except while entering or
leaving the hall.
4, Any person infringing any of these rules shall be ealled npon
to withdraw, and, if necessary, shall be removed.
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NATIONAL COUNCIL OF THE POTTERY INDUSTRY
(“THE FIRST WHITLEY COUNCIL”)
Masor F. H. Wroewoon, Chairman
Maz. 8. Crowes, J.P., Vice-Chairman

Mg, A. P. LueweLLyN, Piccadilly, Tunstall,
Secretary to the Manufacturers
Mg. A. HoLLins, 6a, Hill Street, Hanley
Secretary to the Operatives

NATIONAL COUNCIL OF THE POTTERY INDUSTRY

OBsECTS AND CONSTITUTION

OBJECTS
The advancement of the pottery mdnsbry and of all connmected
thhltbythe iation in its gow t of all ,,’mthe

industry.

It will be open to the Council to take any action that falls within
the scope of its general object. Its chief work will, however, fall
under the following heads:—

(a) The consideration of means whereby all manufacturers and
operatives ghall be brought within their respective associa-
tions,

(b) Regular consideration of wages, plecework pnces, a.nd eon-
ditions with a view to establishing and
eonditions thmughout the mdustry

(¢) To assist the resp ti in the maint of
such gelling prices as will afford a reasonable remuneration
to both employers and employed

(d) The ideration and settl t of all disputes between dif-
ferent parties in the industry which it may not have been pos-
gible to settle by the existing machinery, and the establish-
ment of machinery for dealing with disputes where adeguate
machinery does not exist.

. (e) The regularization of production and employment as 8 means
499
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of insuring to the workpeople the greatest possible security of
earnings.

) Improvement in conditions with & view to removing all danger
to health in the industry.

(g) The study of pr the g t of b, and
the full utilization of their results.

(h) The provision of facilities for the full consideration and
utilization of inventions and irp: ts designed by work-
people and for the adequate safeguarding of the rights of the
designers of such improvements.

(i) Education in all its b hes for the industry.

(i) The collection of full statistics on wages, making and selling
prices and average percentages of profits on turnover, and
on materials, markets, costs, etc., and the study and promo-
tion of secientific and practical systems of eosting to this end.

All statistics shall where necessary be verified by chartered
accountants, who shall make a statutory declaration as to
secrecy prior to any investigation, and no particulars of in-
dividual firms or operatives shall be disclosed to any one.

(k) Inquiries into problems of the industry, and where desirable,
the publication of reports.

(1) Representation of the needs and opinions of the industry to
Government authorities, central and local, and to the eom-
munity generally.

CONSTITUTION

(1) Membership—The Council shall consist of an equal number
of representatives of the manufacturers and the operatives; the
manufacturers’ representatives to be appointed by the Manufae-
turers’ Associations in proportions to be agreed on between them;
the operatives’ representatives by the trade unions in proportions
to be agreed on between them. The her of rep tatives on
each side shall not exceed 30. Among the manufacturers’ repre-
sentatives may be included salaried g and among the oper-
atives’ representatives some women operatives.

(2) Honorary Members—Tbe Council to have the power to co-
opt honorary members with the right to attend meetings or serve on
committees of the Couneil, and to speak but not to vote.

(3) Reappointment.—One-third of the representatives of the said
associations and wnions shall retire annually, and shall be eligible
for reappointment.

(4) Officers.—~The officers of the Couneil shall be:

(a) A chairman and vice-chairman. When the chairman is a
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ber of the operatives, the vice-chai shall be a mem-
ber of the manufacturers, and vice-versa. The chairman (or
in his absence, the vice-chairman) shall preside at all meet-
ings, and shall have a vote, but not a casting vote. It shall
always be open to the Council o appoint an independent,
chairman, temporary or otherwise.

(b) Such secretaries and treasurers as the Council may require.

All honorary officers shall be elected by the Council at its annual
meetmg for a term of one year, and, subject to the condition that a

or vie i from the said associations shall be suec-
ceeded by & member of the said unions, shall be eligible for re-
election. The Council may from fime to time fix the remuneration
to be paid to its officers.

(6) Committees.—The Councxl shall appoint an Executive Com-
mittes, and Standing C tative of the different
needs of the industry. It shall have power to appoint other com-
mittees for special purposes, and to codpt such persons of special
knowledge, not being members of the Council, as may serve the spe-

cial purposes of these On all ittees both manu-
facturers and operatives shall be equally represented.
The mi of all i shall be submitted to the National

Couneil for their confirmation.

Each committee shall appoint its own chairman and vice-chair-
man, except in the case of the Finance Committee, over which com-
mittee the chairman of the National Council shall preside.

(6) Finance—The ordinary expenses of the Council shall be met
by a levy npon the Manufacturers’ Associations and the trade unions
represented. Special expenditure shall be provided for by the Fi-
nance Committee.

(7) Meetings.—The ordinary meetings of the Council shall be
held quarterly. The annual meeting shall be held in January. A
special meeting of the Council shall be held on the requisition of ten
members of the Council. Seven days’' notice of any meeting shall
be given. Twenty members shall form & quorum. Committees shall
meet a8 often as may be required.

(8) Voting.—The voting upon all questions shall be by show of
hands, and.two-thirds majority of those present and voting shall be
reqlured to carry a resolution. Provided that, when at any meet-
ing . the representahves of the unions and the assocmtlons To-

ly, are 1 in bers, all bers p t shall have
the right to enter fully into diseussion of any matters, but only an
equal number of each of such representatives (to be decided amongst
them) shall vote.
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NATIONAL COUNCIL OF THE POTTERY INDUSTRY
[“Sentinel” Leading Article, Jan. 15th, 1918.]

The National Council of the Pottery Industry is now an estab-
lished institution, and the reports of the inaugural proceedings
which have appeared in the “Sentinel” during the past few days
have doubtless been read with cordial appreciation and high hopes
not only by everybody eonnected with the potting trade but by the
general public. Major Frank Wedgwood, who was elected Chair-
man on Friday, and Mr. S. Clowes, J.P., of the Potters’ Union, the
Vice-Chairman, both enjoy the esteem and confidence of employers
and employed alike, and the Council is 80 composed as to be really
representative of the potting trade of the whole country,

There is all the more expectation of b the sug-
gestion of the Council first eame from the operatives. Bristol has
for a long time been a center of vigorous discussion on industrial
and social reform and advanecement, in which Mr. Arnold Rowntree,
M.P., Mr. E. H. C. Wethered, and Mr. H, Clay, M.A., took part.
About the time that the Government appointed the Whitley Com-
mittee on Reconstruetion after the War, oar Bristol friends looked
round to see if they conld make an approach to any special in-
dustry. Mr. Clay, who has constantly lectured for the Tunstall
Tutorial Class, suggested the potting trade, and representatives of
the operatives who were invited to a conference at Lawton Hall liked
the idea and formulated suggestions which were placed before the
manufacturers, with the result that & joint meeting at Lawton Hall
before laid the foundations of the Council whick has now been
formed. The Whitley Committee was meanwhile proceeding onm
similar lines, and National Councils are being formed for other in-
dustries under the anspices of the Whitley Committee; but the pot-
ting trade is entitled to be proud of the fact that it preceded the
‘Whitley Committee not only in its Interim Report but in forming
the first of the National Councils.

The National Council of the Pottery Industry, as already fully
explained, is designed to regulate wages and selling prices, pro-
mote education in the industry, secure improved health and other
conditions, encourage better methods, and assist Imperial and Muni-
cipal authorities in arriving at sound conclusions on trade matters.
In brief, the National Council is calculated to promote peace and
plenty, prosperity and bappiness in the potting trade. But Dr.
Addison, M.P., Minister of Reconstruction, and Mr. Roberts, M.P.,
Minister of Labor, kindly accepted an invitation to attend the first
meeting of the Couneil and to address a public meeting, and in the
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official blessing they gave to the imaugural gatherings, they tre-
mendously widened the outlook, as anybody who heard or has read
the speeches could not fail to perceive. It is not merely a matter
of advancing the conditions of the industry itself, important and
vital as that is. Dr. Addison showed that the reconstruction of
industry and the nation after the War i a tremendous and essential
problem, involving the restoration and development of old indus-
tries and the tion of new industries; a system of demobilization:
at the peace which shall be satisfactory to all concerned, changing
over from war conditions to peace conditions with the least pos-

sible friction and dislocation; the p tion of education in its
widest sense; imp dh ; the regulation of imports, so that
raw material may be given preaedence over xmports of secondary
importance—a matter of delicate and far , upon

which moch will depend; and so on. On all these questions, the
Reconstruetion Department of the Government wishes to seek ad-
vice and guidance from the industr_ies, and indeed desires that the

industries should act for th ves a8 far as possible under Gov-
ernment supervision. This admirable pla.n can only be carried out
if the industries are pletely if all loyers ‘are in

their associations and all workers are in their unions, and if both
are able to act together and speak for the whole industry by means
of a National* Council of the industry. Fitling into & scheme of
this sort, the National Council of the Pottery Industry becomes not
only a Council for the internal management of the potting irade,
but an organism in the ad t of the national welfare.

Mr. Roberts, the Minister of Labor, in his speeches at the Couneil
meeting and the Victoria Hall, eloquently dwelt upon the need for
a greater humanizing of employment conditions, in the interests not
only of employers and employed, but of healtby trade aectivity.
Good profits and good wages are a just expectation (though Dr.
Addison warned his hearers that the public must also be eonsidered,
and that an industry would not be safe if its customers were made
poor) ; but Mr, Roberts and Dr. Addison both snpported the asser-
tion made by the Bishop of Lichfield in the Vietoria Hall some time
ago that half the labor troubles were not due to wages disputes at
all, but to the resentment of the workers if they were regarded by
employers as “hands” instead of human beings and fellow-laborers
in 8 common cause. The National Counncils will do much to effect
& remedy in that respect. And some of the sincerest applause at
the Victoria Hall on Friday evening was elicited from the sudi-
ence of workers by Mr. Roberts’ declaration that if 1 were
fairly treated the obligation rested upon them to treat their em-
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ployers fairly in return. It was a frank and thoroughly English
moment.

Incidentally, Mr. Roberts remarked that a Government Depart-
ment could scarcely resist the united voice of an industry on fiscal
or other similar issues; and later on, he was emphatic that the British
Empire and our Allies have the first claim upon the raw materials
of the Empire. Both Dr. Addison and Mr. Roberts pointed out
that winning the War is the essential preliminary of all reform and
progress. The peroration of the inauguration of the National Coun-
cil was found in the speeches at Tunstall under the auspices of the

. Tunstall Tutorial Class during the week-end, when Mr. Arnold
Rowntree, M.P., Mr. Wethered, and Mr. Clay, who had been co-
opted honorary members of the Council, eloquently urged the hu-
mane and religious aspects of the movement, and sought to rekindle
into a living flame those social and fraternal relations and re-
sponsibilities without which life becomes selfish and sordid, while
on the other hand there is the certainty that in working for others
we also save ourselves. The “still, sad music of humanity” has in
these Pottery Council meetings swollen into a grander tone, and
mystic voicea chant the coming of a nobler and a happier day.

[Reprinted from the “Staffordshire Sentinel” of January 12th, 1818.]

NATIONAL COUNCIL OF THE POTTERY I‘LTDUSTRY
INAUGURAL MEETING
RECONSTRUCTION AFTER THE Wan
IMPORTANT SpEECHES BY MEMBERS OF THE Govmm
Forure or THE PorriNg. TRADE

The inaugural meeting of the National Council of the Pottery
Industry was held at the North Stafford Hotel, Stoke-on-Trent, on
Friday, January 1ith, 1918.

MeumBERS OF THE COUNCIL
The members of the Council (thirty on each side) are as follows:
MANUPACTURERS' REPRESENTATIVES
General Earthenware (11)

Mr, J. C. Bailey—Messrs. Doulton and Co., Ltd., Burslem.
Mr. K. H. Bailey—Mesars. Furnivals, Ltd,, Cobridge.
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Bullock—Boumer, Bullock and Co., King’s Chnmbet!,

t.

jielding—Fielding and Co., Ltd., Stoke.

Joh Messrs, J k Bros (Hanley), Ltd.

J Jolmson——Johnson Bros. (Hanley), Ltd., Stoke.

. B. Johnston—Pountney and Co., Ltd., antol

Lelgh—Burgess and Leigh, Burslem.

. Maddoek—Messrs. Maddock and Sons, Buxsl

henbon—Wedgwood and Co., Ltd., Tunstall.

. H. Wedgwood—-Wedgwood and Sonms, Ltd, Etruria.
China (5)

W Hall—Cartwright and Edwards, Ltd.,, Longton.

. A. B. Jones, Jun.—A. B. Jones and Sons, Longton.

. Thos. Poole—Cobden Works, Longton.

. P. Shelley—Wileman and Co., Longton.

. H. J. Plant—R. H. and 8. L. Plant, Longton.

Jet and Rockingham (2)

S. Joh Ltd., Britannia Pottery, Cobridge.
J Wnde—Messn J. and W ‘Wade and Co., Burslem.

Glased and Floor Tiles (3)

. Burton—Messrs. Pilkington Tile and Pottery Co., Ltd.,
ction, near Manchest,

. Mallkin—Messrs, the Malkin Tile Works Co., Ltd., Burslem.

Mx- S R, Maw—Messsrs. Maw and Co., Litd., Jnrkﬁeld.

Yorkshire (1)
Mr. T. Brown—Messrs. Sefton and Brown, Ferrybridge.
Scottish Earthenware Manufacturers’ Association (1)
Mr. J. Arnold Fleming—Cochran and Fleming, Glasgow.
Stoneware (1)
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One to be appointed.
Sanitary (3)
Mr. E. R. Corn—Henry Richards Tile Co., Tunstall.
Mr. W, Hassall—Messrs. Outram and Co., Wdodville.
Mr. J. T. Webster—Twyfords, Ltd., Cliffe Vale, Hanley.
Fireclay (2)
Mr. J. Taylor Howson—Messra. @&. Howson and ‘Soms, Ltd.,
Hanley.
Mr. A. Barrett, Sanitary Fireclay Manufact ’ Associati
Leeds.
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Electrical Fittings (1)
Mr, J. W. Harris—Messrs. Bullers, Ltd., Hanley.

OPERATIVES' REPRESENTATIVES

Pottery Workers’ Society—Messrs. W. Tunnicliffe, W. Aucock,
W. Shaw, G. Pedley, W. Machin, W. Goodwin, T. Coxon, R. Col-
clough, W. Milner, W. Harvey, R. Stirratt, W. McGurk, H. Forman,
J. Wileox, J. Booth, S. Clowes, A. Hollins.

Ovenmen’s Society-—Messars. J. Pickin, R. Bennett, J. Bennett, W.
Owen, W, Callear, F. Colclough.

Packers’ Society-—Mr. C. Martin,

Cratemakers’ Society—Messrs. J. Owen and L. Jackson.

Commercial Travelers—Messrs. S. Oulsnam and J. Derry.

Clerks’ Union—Messrs. J. Berresford and Beech.

Lithographic Printers—Messrs, F. Smyles and H. Rudge.

It will be seen that there are 32 names, but two of these will be
dropped from the Pottery Workers’ Society when they make the
final selection.

Business or TRE Fiest MEETING

At the first meeting of the Council on Friday afternoon, Major
Frank Wedgwood was elected Chairman and Mr. S. Clowes Viee-
chairman. Mr. Amold 8. Rowntree, M.P., York; Mr. E. H. C.
‘Wethered, Bristol; and Mr. H. Clay, M.A. (Ministry of Labor),
who held conferences with pottery manufacturers and labor repre-
sentatives even before the Whitley Committee had got to work, and
thus helped to lay the foundations of the Council, were eoépted as
honorary members. A Committee was appointed to formulate com-
mittees. The Committee will meet on Febrnary 1st, and the first
general meeting of the Council will be held on February 13th, at
10.30, at the North Stafford Hotel.

Two members of the Government, Dr. Addison, M.P., Minister
of Reconstruction, and Mr, Roberts, Minister of Labor, attended to
give an official blessing to the Council. Their speeches dealt not
only with the possibility of the Council promoting peace and pros-
perity in the pottery trade, but with the great help such Councils
could afford the Government in dealing with the pmblema of de-
mobilization and reconstructing and developing the tries of
the country after the War.

Those present, in addition to those mentioned above incladed Mr.
H. B. Butler, Assistant Secretary, Ministry of Labor; Mr. A. P.
Lilewellyn, Secretary to the Manufacturers; Mr. 8. H. Dodd, Deputy
Seeretary to the Manufacturers; and Mr. A. Hollins, Secretary to
the Operatives.
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MAJOR WEDGWOOD

The newly—elected Chairman (Major F. H. Wedgwood) said it
was a very great pleasure to all of them to feel that they had the
honor of having the Minister of Reconstruetion and the Minister of
Labor down to address them that afternoon. (Hear, hear.) He
thought they would find that they were an appreciative andience,
and be felt sure that what they fold them would help them ma-
terially in carrying on the very difficult work that lay ahead of
them, (Hear, hear.) He thought that before he asked Dr. Ad-
dison and Mr. Roberts to address them, he ought to try and bring
home one or two points which occurred to him as worthy of their

_ notice, points which were particularly applicable to the distriet
in whick they lived.
. The first thing that occurred to him as being peculiar to the dis-
triet, was that it was a concentrated industry in this distriet. There
was no other industry so far as he knew which had two-thirds of
the total products of the United Kingdom being manufaectured .
within a radius of five miles from the room in which they were as-
sembled. (Hear, hear.) The next peculiarity was that the distriet
was a district of relatxvely small factories, and there was in con-
a surp ber of manufacturers. And the third
pomt which was a very sad point and one which they all felt, was
that, speaking broadly, the whole district was a poorish distriet.
He knew he must not say that this week when the Tank was on a
visit in the district, but there was no doubt about it, the potting
industry had not been remunerative to the manufacturers for the
last 25 years. He was speaking broadly, but figures would bear
him out. And andoubtedly inadequate wages had been paid in eer-
tain departments, the especial sufferers being the women,

BATEABLE VALUE

And last of all it was a distriet which had probably the lowest
rateable value to the population, of any other distriet in England.
Those points were all points which had a material bearing on the
work of that National Council. In the first place, the concenfra-
tion of the industry was an enormons help to them in earrying it
on. They were all very proud that they were the first industry to
form a National Council—(hear, hear)—and they ought not to
blink at the fact that they were in a favorable position because of
the concentration of the industry.

The next point, the question of small factories, had also a very
important bearing on the work of the Council, because it meant that



508 MANAGEMENT AND MEN

manufacturers and their workpeople were able to get into close
touch one with the other. Then, on the third question of the rela-
tive poverty of the district, there was an enormous field for im-
provement possible, if they could organize themselves properly.
They might hope to benefit the trade to a very great extent indeed,
because after all that Council was not out for one section of the
members only. It was out to make the trade more prosperous, and
thereby improve the status of the people who worked in the trade.
(Hear, hear.)

THE OQUTCOME OF THE WAR

There were only two other small points, and he thought he was
saying what they were all agreed, that one result of this terrible
and horrible war we had been engaged in for three and a balf years
had been undoubtedly the means of drawing everybody together
in a way we never thought was possible four years ago. He re-
membered two years or more ago, when he was well out of the
“pots” for the time being, his association with Mr. Clowes in the
work of recrniting, and of the kind fellowship that sprung up be-
tween them. Good fellowship was a great asset to the side of a
Council of that kind. (Hear, hear.)

Then the last thought which was in his mind was the fact that we
had had during the last three or four years, our eyes astonishingly
opened to the foul machinations of our enemy the Germans. He
was not speaking of the atrocities, but only for the moment of the
sustained and nefarious efforts they were undoubtedly making all
over the world, to fllck our trade from us and steal from us market
after market. We could see it all now. That had brought home
to himself, at any rate, and, he thought, to the district at large, the
great necessity of cobperating and making themselves of service one
to the other. He thought they realized, eertainly the manufactur-
ers realized much more than they did, and the men’s leaders would
say the same, that there was an absolute need for education in its
widest branches, carned oz, not only for those of 14 to 18, but that
they should th lves up to the time of their
death. (Hear, hear.) He l:oped they were going to have an edu-
cative afternoon and evening, and he had pleasure in asking Dr.
Addison to address the members of the Council. (Loud applause.)
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DR. ADDISON, M.P.

MINISTER OF RECONSTRUCTION

Dr. Addison said he thanked them very much for giving him an
opportunity, and he knew his eolleague would do the same, of at-
tending at last the first meeting of the first Joint Industrial Coun-
cil. There was an urgent need that this movement should make in
this couniry much speedier progress, and he was delighted, al-
thoukn by the kindness of his colleague and his assistants he had
been kept in tonch with the progress of affairs, that at last they
could say that they had been invited to the first fully formed, fully
representative, and fully recognized Joint Industrial Counecil.
(Hear, hear.)

He believed that there were few things in this country at the pres-
ent moment which were of more eritical importance than the forma-
tion, aeccording to the pn.rhcnlu needs of the individual trades, of
repr tive trade org lets 1ati of mas-
ters on the one side, and of men on tha other and of the formation
of Joint Industrial Councils for such affmrs as the Joint
Industrial Councils might agree to deal with. (Hear, hear.)
Bat particularly in relation, in the first place, to some of those mat-
ters which wounld immediately become urgent on the cessation of
hostilities. And he told them that as the time dragged on, and those
movements made what, to him, at all events, was a very disappoint-
ingly slow progress; although he kmew how very very difficult it
wasg, and when one had a knowledge of the enormous dislocation of
industry that would immediately arise on the cessation of hostilities,
he said it was of the first importance that Joint Councils of em-
ployers and employed should get together in this country to regard
their industry as a whole, to take into account the great movements
which must necessarily arise in labor immediately bostilities cease,
and to some extent even on the declaration of armistice; all the
many questions which needed arranging beforehand affecting the
introduction of outside labor, the making room for the men who
had Jomed the forees whose places were kept for them, the ar-
ran, bet th lves, if possible, the way in which the sub-
jects were to be dealt with between employers and employed, or in
some trades those very technieal questions affecting dilution, and
the numberless arguments which were being made in shops, an
sometimes between trades and Government with regard to the con-
ditions of war work. Unless these things were dealt with, and
thought out carefully by those who were immedjately econcerned in
the different trades beforehand, they would be, he was certain, pre-
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cipitated into serious social and ‘industrial disturbances. And it

was not possible to exaggerate the importance of these matters be-

ing taken in hand and considered in detail by those who were im-

mediately in contact with them as soon as possible, and for that

reason, more than any other, he congratulated them with his whole

heart in forming that Council, and he sineerely wished them good
in its deliberati

THE GOVERNMENT BLAMED

It was a very easy thing to blame the Government when things
went wrong, and some of them who were accustomed to being mem-
bers of it, were quite accustomed to being the objects of that kind
of criticism, and far be it from him to pretend that & good deal of
it was pot thoroughly justified. He did not know any way to sug-
gest that those responsible for the duct of affairs were not fully
prepared to aceept their share of the responsibility, but there was
a great share of responsibility also belonging to the employers and
to the workpeople of this country as well. And the first duty, he
believed, of employers was to form in the different trades classified,
a8 its needs might determine, comprehensive employers’ associa-
tions,

He believed it was necessary for the future well-being and rapid
restoration of the productive power of this country that every em-
ployer should be in his association and every workman in his trade
union. (Hear, hear, and applause.) And he would tell them some
very good reasons why, in the course of the few minutes that he
should address them. They were anxious, in fact it was necessary
very soon to ask some representative body in the different trades
to advise them and to gunide them—and if possible to act as their
agents—in respect of important matt ing their industry
which arose in tion with struction.

REPRESENTATIVE ASSOCIATIONS

But the fact was that except in & few eases there were not m this
country properly appointed fully repr ive trade org
He eould tell of many trades in which there were four or five asso-
ciations, all claiming to be fully representative; and the Government
Minister who happened to eall a meeting and missed one out soon
heard about it. That was a very unsatisfactory state of affairs.
They had overcome it in the pottery trade. Whether that was due
to them being 80 much collected in one district or not, he did not
know. That must have eontributed s good deal, but still it had
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not been done, he was guite sure,-without a good deal of good-will
and bard work on both sides, becanse the mere fact that the Chair-
man referred to—that the trade eonsisted to a great extent of a
large number of relatively small undertakings—presented, he should
think, the first great difficulty. (Hear, hear.)

We were all strongly individualistie—most of us were in the
British race—and whether & man was a workman or an employer,
orspohhcmn,hehadgotthathndotthmgmhmblood. And
we were all, ti of one th ) 50 that it was
exeediingly difficult to bnng abont prehensive tions. He
might say that in conmection with the work of reconstruction the
Government would definitely call upon this National Council to give
them certain information and to underiake eertain duties. And
with regard to paragraph L. eontained in the articles of associa-
tion, the Government would take them at their word as being com-
petent to represent the needs and opini of their industry to
Government anthorities. (Hear, hear.)

ONE RECOGNIZED AUTHORITY

“And let me say we shall not only take you at your word, but
we ghall take only you (applause) ; when you say you represent
those needs and opxmons, we shall take it that you do represent
them.” (Hear, hear.) Dr. Addison went on to say that when he
was Minister of Muniti he often caunght it hot— (laughter)—
becanse he had not consulted somebody or other. Well, one ex-
pected that kind of thing when one was Minister of Munitions. He
did not mind; he did the best he could. He remembered once, in
one particularly large industry, there was a very important Labor
issne. There were five organizations among the employers in that
industry, and it took six weeks to get a meeting of employers to
negotiate on that issne which, though a big issue, was a simple one.
It was & very depressing experiencs, and it was not alone.

Apart from these details in their articles of association, to which
posaibly his eolleagne might refer more fully, he would deal with
one or two matters in eonnection with reconstruction which neeessi-
tated the formation of hensive trade iati He ex-
pected Mr. Roberts would deal with the more particular labor is-
snes. He himself would only refer to one. He believed that it
‘was of the first importance that as soon as possible there should be
agreement reached in the different trades, whereby they could sweep
away any objections on the part of labor to the introdaction of im-
proved methods of manufacture. (Hear, hear.)
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LABOR’S REWARD

And there were two things underlying that which he believed had
got to be fairly and frankly met, and the first one was that Labor
was to be assured of a definite arr t, binding on the whole
industry, whereby it would be guamnteed a fair pmpomon of the
reward received out of the improvement. (Hear, hear.) That
was essential. (Hear, hear.) Anything which left that question to
be dealt with could not possibly remove the objection which men
must entertain if they felt there was a chance of some piece rate
being cut or some arrangement being arrived at whereby, though
they were asked to produce a lot more goods they were not to get
any more money.

Then they must look as far as possible, and he could not see how
they could do it without regarding the trade as a whole, and try to
secure some greater surety of employment. He did not think they
eould do that in individual shops. The previous day he received a
deputation from another industry, and he was referred to a state-
ment which had been made on behalf of that industry, that it was
for the benefit of the industry that there should be a certain per-

tage of ployment. He did not think the men who had
fought for us in this war were going to tolerate a barbarie system
of that kind. (Hear, hear.) They were getting over it in the cot-
ton industry, and they were making very elaborate arrangements to
meet it during the war; and he did not think for a moment they
would despair afterwards.

RAW MATERIAL SUPPLIES

The first tlnn.g he did when he was appointed Minister of Recon-
struction was to get a number of experts to go into the question of
raw material supplies for the industries of the country. That was
one of the subjects in which the Government needed representative
associations to help them in regard to their particular industries.
They wanted to know, not in general terms, but, as far as possible,
en bloc, as affecting an industry, what their requirements were
with respect to raw materials. And he could tell them that they
were in fact asking the different industries what their requirements
were with respect to raw materials, because, either from shipping
difficulties or from the cause of a real shortage of the world’s sup-
plies of certain commodities, there would be a shortage of raw ma-~
terials.

It was quite evident that there would be some industries in which
8o far as affected the total needs of the industry, we might be con-
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fronted for some ‘time with a real shortage. The trades ought to
have an organization to deal with this for themselves. (Hear,
hear.) If there was to be any rationing done in an induestry, it
should be done by somebody appointed by the industry to do it—
(hear, hear)—somebody who knew about its technicalities and about
the various issnes involved. This could be done much better by
the frades for themselves than it could be done by any ceniral de-
partment, and it had this incidental advantage; that if they did
not do it properly, they would have themselves to blame, and not
the Government. (Laughter.)

A QUESTION OF COST

He noticed, by the way, in looking through a very excellent volume
issued in the United States, on pottery, that the proportion of ma-
terial utilized out of 100 units of production in the British pottery
trade was put down as 28, and that in America 20, and in Ger-
many 15. It struck bhim, as the Chairman was speaking, that he
should think this would be one of the first questions to which their
Counell would address theu' mmds. There was nothing in which

ive trade dealing with the thing as a whole,
both from the standpoint of purchase, and above all, of transport_
—and he understood that this was one of their weaknesses in that
district—(laughter and applause)—could effect greater economies
than in the case of raw materials. He knew of a particular ease in
which the Ministry of Munitions analyzed the cost of produetion
a8 compared with the same date two years in succession—the same
apparatus and the same raw materials—and ithstanding that the
wages had gone up 15 per cent. for the men employed in the works,
the cost of production had dropped 22 per cent. That had been
solely due to a careful analysis of the cost of production and the
discernment of waste, particularly, in this case, of raw material.
Hence, the reduction in the cost of produetion had allowed an in-
crease in the wages rate.

There was another even more nrgent reason why the Government
wanted rep tative trade tions to help them in eonnee-
tion with reconstruction. In the ordinary way, the employers might
be looked to for the discharge of this duty, but the Government’s
principle would be that they should look to the joint industrial
conncils o discharge any functions which the two parties to &
eouncil agreed that it should discharge. Otherwise, they looked to
the trade unions to advise them on their questi and the ,, y
ers on theirs, But one of the most urgent reasons for requiring

p trade was in tion with the class
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of questions which might generally be described as prior in connee-
tion with reconstruction. There would be, as they would know, a
great cessation of work in certain flelds of activity, and the rapidity
with whieh they could turn over to the new kind of industry de-
pended upon the equipment for furning over, the preparation of
the necessary plans beforehand, and a number of other technical
details, ) '

AN ILLUSTRATION

Let him give them an illustration, The group of trades with
which they had been dealing had shown to them quite elearly that
unless certain tials, which app d to the outsider to be minor
esgentials, were attended to during the war, the time of turning over
from war to peace, after the cessation of hostilities, in a particular
trade, would be three months longer than it otherwise would be, and
there were hundreds of thousands of people employed in that in-
dustry in one town alone. So that it was necessary for those eon-
cerned to get to work, and think out what were the things that were
required to be done first.

And let him there lead to something which was very much mis-
understood. There was a Bill before Parliament known as The
Imports and Exports Limitation of M ts Bill. He would
give them an illustration as to why that Bill had been brought for-
ward, There would be, as he said, a shortage of materials in some
trades. The cotton trade was short of material, and it was very im-
portant to be able to determine as to whether or not they would
have cargoes of bales of cotton giving precedence to a grand piano.
Let them put it grossly like that, because it meant giving employ-
ment to the people in the Lancashire trade. They must, in the early
days of reconstruction, be able to get the first thing first; otherwise
it would mean masses of unemployed, and they wanted the trades,
with respect to their particular requirements, to advise them what
were the things they needed first. If they needed no assistance,
then they would be delighted. In case they did need assistance, it
was well the matter should be thought out and the needs formulated.

THE PRIORITY QUESTION

Now be would give them a specific case in the kind of question
which they wanted the trades to advise them on. There were many
industries in this country which were full of orders, and they would
have plenty of raw material. But they would lack ms-
chinery. They bad turned over their works to something quite
different from their ordinary busivess. And the first require-



APPENDIX 1 515

ments of that mdnsf:ry before it could start to employ its people
again, was the xepl of its hinery. Well now, it so hap-
pened that for that pmﬁeuln.r class of machinery, most of the
manunfacturers of this country were already full of orders from two
foreign countries alone. The total manufacturing eapacity of this
'* country of that particular class of machinery was already booked.
Well now, did they not see where the necessity came in for the in-
formation on the priority question? (Hear, hear.) They could
not let the great indostry stand still waiting for machinery. The
matter must be gone into beforeband, and they must take powers
to arrange thet it got a fair share of early attention in order to
get the people returned to employment. He only gave them one
illustration; he could go on too long giving them illustrations of the
kind of question which they wanted the trades to advise them upon
on what he called the general priority issue. There was 2 large
group of them, and no doubt in time they would send to that Coun-
cil a questioner. And he had no doubt they would fill it up to theu'
own satisfaction and, he also hoped, to theirs.

ARTICLES OF THE ASSOCIATION

But when they sought to provide great irade associations—and
he was certain, quite apart from the immediate issues of reconstrue-
tion, they were wanted if they were to improve the industrial
eapacity of this country—they bhad got to think over some of the
purposes laid down in their articles of association. And might
* be refer to one or two of them before he passed to the danger to
which he was going to allude? He noticed that one of their articles
of association referred to the study of p the
ment of research, acconnting methods and so on. "He had a.lrea.dy
md something a8 to the value of cost accounting to the various in-

tri He bered one of their national factories in York-
shire was producing 18 inch shells which cost 15s. 3d. each, while
another factory in the same county supplied the same shells at 9s.
11d. each. Both factories were supplied with the same material
at the same cost, and the aame rates for labor was paid. They
eventually got the price in the first case reduced, but it was all a
matter of management, accurateness, and a hundred little things
which went to make the difference. But if the two factories had
been competing one against the other, the one eould not have lived
beside the other, That was what came of good accounting. He
could multiply those illustrations for a long time.

He was sure it was a very wige _provision,

And another thing was i and h. He believed it
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was one of the chief blots in British industrial progress, that we
never made sufficient use of the grest mine of wealth and brain
that there was in the craftsmen of this country. And it was largely
due to some of our pattern laws, and often due to the fact that the
men who made a good suggestion somehow or other never got any-
thing out of it. That had got to be guarded against, and it was to
the advantage of the trade as a whole that it should be done. (Hear,
hear.) He was glad to see they took into nccount the conditions of
health in their industry. He remembered in the early days of the
Ministry of Munitions starting a Good Health of Munition Workers
Committee, and he would like them to see the little pamphlet that
was issued giving the results of some of the examinations. But
there was no doubt about it that it was best to have women work-
ing under good conditions. He remembered one of the big em-
ployers in Glasgow laughing with him over a certain incident, He
said he was giving hia boys an extra shilling every Monday for bring-
ing a clean overall to wear. Asked the reason, the employer re-
plied, “Well, because it pays; I get more work out of them.” . He
did not profess there was anything philanthropic about it; he said
it was good business. He had found out that it paid to have his
workers working under good eonditions. It paid him as an em-
ployer, and he had no doubt it would pay them in the Potteries.
And the only way in which this thing eould be gone into was by the
industry going into it collectively.

TRANSPORT FACILITIES

He hoped they would make representation to the Ministry of
Reconstruetion affecting the transport facilities as they related to
their industry. He bad a sort of notion at the back of his head
that might be improved in this district. (Hear, hear.) There was
one danger which those trade associations presented, and let them
speak quite frankly about it. He noticed that according to the
objects of the Conncil they were: “To assist the respective associa-
tions in the maintenance of such selling prices as will afford a rea-
sonable remuneration to both employers and employed.” That was
quite right; they both ought to have a proper remuneration. No
healthy condition of industry could prevail if they did not. But
he noticed also that was linked up with another object, which was:
“The collection of full statistics on wages, making and selling prices,
and average percentages of profits on turnover, and on materials,
markets, costs, ete., and the study of promotion of scientific and
practical systems of eosting to this end.” And he would draw their
attention to another part of that transaction, and that was the eon-
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sumer. (Hear, hear.) ‘They did not wanit fo be parties to the
formation of some unholy alliance, if he conld so describe it, be-
tween capital and labor at the expense of the consumer, because that
would not last. It did not pay any industry to bave its customers
poor, and it wonld not pay the pottery industry any better than
any other, and it was quite impossible, of course for him as Minister
of Reconstruction to look with any kind feeling upon arrangements
of that' kind. They wanted to construet an association,’as they said
in their articles, on lines which would develop and foster the in-
dugtry in all its branches and which would he had no doubt deal
with and take cognizance of its affairs from start to finish. He
meant from the raw material, where it came from, how to deal with
the marketing, transport, ete., uwntil the finished product was dis-
posed of in the best and most economical manner. One of the things
they intended to take up in their industries was improved trans-
port, and he hoped some time or other they would see better things
than a dozen horses and carts going from one village to the railway
station, each eonveying a stone or two of goods. It was a waste of
time, of labor and of money. They ted some in
transport, and he would imagine it was just as mecessary in the
potting industry, although he knew nothing about its technicalities,
a8 it was in every other industry he had come across in the country.

FOR THE BENEFIT OF TRADE

Now, he only had to aay this. While they intended—Mzr. Roberts’
recent eircular set out the position of the Government—to recog-
nize, and having recognized to work through and to give the utmost
possible authority and support to any thoroughly representative and
properly constructed trade ization, they ted to help them,
and they wanted them to help - them and also to help the trade.

And let it be quite clear that when they spoke of trade organiza-
tions, they meant something which was for the interest and the bene-
fit of the trade as a whole, ineluding purchases of its goods. They
did not went the country to be saddled with organizations, trusts, or
price rings, as they were variously called, as they had been a great
handicap to industry in many countries, including this one. He
had asked a number of experts on both sides to explore the whole
of this question, with & view to safegnarding the public interests in

tion with this t. And when he said this—it was
much better to be quite frank about it—he said it beuuse he wanted
to see in this country trade tions; and they
would not get them est: blished and t unless they had

publio confidence and unless they were found to be for the good of
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the trade as & whole, as he belived theirs was. He welcomed these
organizations. He congratulated them upon the establishment of
their Council, and he wished to thank them for giving him the op-
portunity of being present at its first meeting. (Applause.)

MR. ROBERTS, M.P.

MiNisTER OF LaBon

Mr. Roberts, who was very cordially received, observed at the
outset of his remarks that, like his colleague, he should like to ex-
press his profound pleasure at being invited to attend the first meet-
ing of the first Whitley Council formed in the country. He con-
gratulated them upon the formation of the Council, but his presence
there was tinged with one slight regret. When he worked, he was
connected with the printing trade, and he had had an ambition that
the first Whitley Council should be established in the trade in which
he nsed to earn his livelihood, and if it be that he had to acknowl-
edge that the pottery trade moved much more swiftly and had ex-
hibited a greater progressive idea than the printing trade, well,
probably it was the highest tribute be could pay to their assembly.
P lly, he est d it thing more than a privilege to be
present in order to participate in a very interesting eeremony, be-
cause the establishment of that Council marked the consummation
of & principle he had desired to see established in the eountry.

Most of them who were acquainted with industrial affairs viewed
with grave apprehension the relationship of industrial elasses before
the war. It almost appeared as if we had erected s Chinese wall
between the employers and the employed. They were being more
and more divorced from each other. That was a state of affairs
that could only lead to national disaster. And whilst everybody
regretted the outbreak of thie horrible war, nevertheless the war
had not been altogether a matter of loss, becanse, as the Chairman
had said, at least one great thing had been sccomplished. At the
outbreak of war, it seemed almost as if & miracle was wrought in the
land for those who had been glaring at each other were preparing
to make war on each other, but in a trice all sank their differences
to display to the whole world one of the most remarkable evidenees
of unity for the nation. Everybody recognized that in the face of
great danger, disunity in our midst meant national defeat.

A CLOSB ANALYSIS

He was of the opinion that what was essential for the purpose of
prosecuting and winning the war would prove to be equaliy essential
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in the tronblous days that would follow the war. For, however
optimistieally we might view things, the elose student of industrial
affairs would have noted that Great Britain was gradually lagging
behind her great eompetitors of the world. The war had eompelled
us to subjeet our industrial eonditions to very elose analysis. The
result of some of these investigations had been cited to them by his
friend, Dr. Addison, and now they were going to ask themselves

hether the ) which had d throngh the war were to re-
mmnmththemmtheyemthatwmahend. And certain as it
was that our eonntry, subjected to perhaps the snpremest test to
which people had ever been put, had risen superior to this test in
the matter of warfare, he was eonfident that the same quality would
earry us throngh the industrial test after the war, nndoureount:ry
would retain its proper position of emi st the nations of
the world.

But if we were to do that, we must recognize that just as the
world could never progress un. unless peace was established on a firm
and enduri bas:s,so dustry mthehndwonldneverﬂonnshun—
les h ngst the ts working in

“7'1" fore, they ized that some change had
to ta.ke place in order to remove that strained relationship which
characterized mdnstry prior to the war. They Had sought to find

thods whereby the rties in industry might be persuaded
to come togethu in order to thrash out matters nﬂectmg pot the in-
dividual welfare of any one, but that broad view outlined by Dr.
Addison, to npprehmd the mdustry a3 a whole. Some of them
had been g this tion in various forms, and
they were del:ghted when the Govemment set up a committee which
produced what was known as the Whitley Report. .

AN ENCOURAGING RECEPTION

This report was submitted to the various organizations of work-
people and employers thronghout the country, and its reception
was most encouraging. He, himself, was most agreeably surprised
to find how receptive both classes were in Tespeot of this matter.
The Cabinet felt they were warranted in giving their blessing to
this movement, and ﬂmt day they in that room were publlc]y ass0-

of

ciated with a t which ked the industrial
the land.
‘Why was it that the relationship had been so unsatisfactory? He
i had told empl that it was not altogether the fault

of the workpeople, because they had left them to be talked at mainly
byp and politiei not alt very desirable types when
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dealing with industrial affairs, (Laughter.) But there it was,
The workman had very often got it into his mind that the em-
ployer simply regarded him as a means of profit-making; and cer-
tainly, owing to a new form of industrial organization which had
grown up, some workmen bad very good reasons for thinking so.
The spread of great bi and the imp 1 relationships
which thereby prevailed, led great masses of workpeople simply to
regard themselves as cogs in a great wheel, unheeded by those on
whose behalf they were toiling. That sort of thing was bound to
create unrest.

How widespread that unrest was most of them were familiar with
in a more or less degree. We bad got to uproot that disturbance
if reconstruction was to be hastened, if we were speedily to repair
the ravages of war and if Great Britain was not to be handicapped
for all time in the great race of world trade and commerce.

EMPLOYERS' FRANK ACCEPTANCE

They knew what their Whitley Council was. It was representa-
tive of the trade unions on the one hand and employers’ organiza-
tions on the other, and personally, as a trade union and Labor
agitator of now more years than he cared to recall, he was delighted
to have evidence of the frank acceptance on behalf of the employers
of the pottery trade of the principle of organization, and, as exem-
plified on behalf of the workpeople, a full recognition of their trade
union. The trade union in the pottery trade had, he believed, made
very rapid growth during the past few years. Nevertheless, it was
a most unsatisfactory state of affairs that not above one-third of
the people employed in the industry were within the ranks of the
‘trade union. Certainly the employers’ displeasure should no longer
be & deterrent. He knew that many people were kept outside their
trade union fearful lest their employer might not like it, and yet at
the same time they were the most vociferous in singing “Britons
never shall be slaves.” (Laughter.) The potting trade had now
avowed to the whole world that both sides recognized that the prin-
ciples of org ion were absolutely essential to the progress of
the industry. The Whitley Councils were based npon organization
on both sides, and if people wanted to get such advantages as would
ensue from this movement, they eould get them very freely; the
workpeople had only to join their organization and if an employer
was satandi tside his organization he (the speaker) felt sure
that he would be just as mdﬂy admitted.
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THE WEITLEY COUNCIL

Well, now they were hopeful and the Government desirous that
the Whitley Council should not be regarded merely as an expedient
for relieving labor troubles and that they would not exhaust their
endeavors in dealing with wages, bours of labor, or conditions of
employment. They were essential things, and he recognized that
unless those questions were satisfactorily settled, the future of the
Council was not very hopeful. He wanted to see for every willing
worker in the land a wage of ample dimensions. Not merely what
was talked of in the phrase,a living wage. Personally, he was not
prepared {o state what was a living wage. He eould tell them what
was not very easily, and he bad to confess that large groumps of
workers before the war were in receipt of remuneration which did
not agree to his standard of a living wage. A wage which simply
supplied the needs of the week, was not a living wage. A man
must be given a wage with a sufficient margin to enable him to make
provigion for all the vicissitudes of life, and he felt by the instita-
tion of a Council of that character, that by friendly negotiations,
that by being able to put wages in its proper perspective and rela-
tion in the whole interest of the indusiry, they would gradually,
it might be, grope their way, but nevertheless they would ultimately
arrive at a standard which more correctly reached the standard which
he had in mind.

There were, of course, many considerations affecting their daily

- life. Dr. Addison, of course, quite naturally made reference to the
consideration of healtb and sanitation. He was not competent to
speak of those matfers in relation to the potting industry, but the
approbation with which his observations were received, encouraged
him to believe the employers in that distriet recognized, with him,
that the conditions, that the environment in which they worked,
would very largely determine the spirit of their work and the ef-
ficiency that was evolved from it. But they were asking them to
recognize that the peoples of that Council represented an ever ex-
panding vista; they wanted them to take cognizance of trade as a
whole.

GOVERNMENT OWNERSHIP

There were fnends of his who were urging that the Government
should i diately hip of trol of all forms of
industry. On hearing them spen.k, he presumed they regarded them-
selves perfectly qualified to manage on behalf of the State the most
complex forms of industry. Well, at any rnte he had had this ad-
vantage, He had had some slight busi i He
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two businesses before he sought the easy and luxurious form of
getting a livelihood of a professional politician, and therefore he
could appreciate the employers’ point of view. And he wanted
to tell his fellow workmen that the employers had their difficulties
as well as they. Trade did not fall to them just as rain fell from
the heavens. It had to be sought for and competed for, and unless
they could get it they did not win profits, nor did the workers
secure employment and the wages that acerued from their labor.
They would see, therefore, that whilst it was very easy to talk about
ownership and control of industries it was perhaps not quite so
simple as the orator might imagine. (Hear, hear.) But even if
they had those aspirations, he respectfully submitted that the Whit-
ley Council might be regarded as a university through which they
would graduate. And he was certain that as they learned more of
the conditions of their industry, eertainly it would be that they
would be endowed with a keener sense of responsibility, and be

rather apprehended that the great enthusi which inspired them
to make the broader d d might si a8 the experi came
to them.

In this new departure the workmen would bave an advantage they
never previously possessed. They would come into close toueh with
employers, and the latter would get to know the workmen’s point
of view first hand, and they would see and learn from the work-
men’s representatives that the workmen were just like the employers
~—human beings, with a desire for a brighter and fuller life, and
who were filled with just as intense a love for their wives and chil-
dren. And when the employers understood the workmen and knew
their aims and aspu’atmns—well, perhaps they would even sympa-
thize with those who in their ig they
felt the employer might be the enemy standing between them and
the fuller life. Employers on the one band would get to understand
the workmen better, and the employer would recognize the fact that
he was charged with a duty to do the best possible for those he
took into his service. For his own part, if he were an autoerat, if
they gave him as much power in this country as the Kaiser had in
Germany one of the things he would do as soon as he had won this
war would be to lay down this very eimple formula, “No man shall
take into his service a fellow-man unless he is able and willing to re-
ward him with a full living wage.” Of course, that was directed
against the employer. Now against the workman he would say,
“No workman shall be allowed to take up employment at wages less
than those agreed by the test of a living wage.” And, he believed,
if he were able to apply that single formula, he would have done
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something to add great glory to the traditions of the race to- which
we were proud to belong. Those were the standards he believed
that they would still be able to evolve out of their deliberations,

THE SHOET CUT TO UTOPIA

Of course, they must not eome into the Whitley Council thinking
it would establish an automatic Utopia. Such things could not be. .
And those who sought to delude their fellowmen into believing that
therg was one single panacea which could be applied, which eounld
take them out of this imperfect order of things immediately into
a perfect paradise—well it reminded him of the story of the young
man who got lost while cycling along a dark eountry road. Ulti-
mately he got to what appeared to be a sign post silhouetted in the
darkness. The young man took his lamp off his bicycle and elimbed
up the post only to find the words “Wet paint.” (Laughter.) And
thus it would happen that if the masses of the people listened to
those who promised them a short cut to Utopia—well then they
* would find they had been led into the portals of a forlorn hope, and
would have to retrace their steps and return to the more matter of
fact methods of the Whitley Couneil.

Those Councils had slmost unlimited possibilities. Dr. Addison
had lifted the veil and shown them some of them. He had told
them of the great work they might be called upon to undertake in
the process of demobilization, and what greater work could men
apply themselves to? Aceording to the manner in which we were
able to seitle those splendid soldiers of ours, so would the future
spirit of industry be determined. If we were unable to return them
to regular employment, well then they would experience & sense of
regret, and ask us what they had been fighting for.. We wanted to.
show them we were going to spend as much eoncern about returning
them to civil life as we spent in ‘persuading them to enlist into those
wonderful armies which had constituted one of the world’s wonders.
(Appl ) He believed that in this district, as well as in many
‘other districts, employers had solemnly undertaken to reinstate many
of our soldiers. Dr. Addison and himself rejoiced to know that
approximately 60 per cent. of our soldiers had such promises.
(Hear, hear.) Ma.ny men were being discharged day by day, and
he had pleasure in acknowledging this fact that up to the present
the employers had fulﬂlled their undertakings in complete and most

(App ) And they believed that would
be 8o throughout the whole of demoblhutwn, but there wonld be
méiny other guesti ng out of this war.




524 MANAGEMENT AND MEN

THE TRAINING OF MEN

There was the training of men. They were concerned, of course,
in educatxona.l matters. (Hear, hear.) They were going to give
ideration to i and research questions, (Hear,
hear) Why? Because they understood that in future the efficiency
of the individual workman would be 8 world-wide test, and after all
he thought they were able.to say that we bad suﬁered a good deal
in past years because of our neglect of the educational side of in-
dustry. (Hear, hear.) He had no desire simply to see 8 man made
a perfect workman, He wanted bim to be a good workman and a
good citizen. But he recognized, whllsl: he was anxious for the
highest possible form of educati pment, he also ted
{0 see workmen having the greatest possible amount of technical
skill, in order that they might prove to be what the British workmen
had hitherto shown, the best and most efficient workmen by the
test of either quality or quantity in production. And after the
war they would find that the ity for i ducti
would be keener perhaps than any of them apprecm'ed. There
were some in their midst who felt that those of them who talked
about large output were simply concerned to gull the workman into
producing a great deal of wealth for the benefit of others than
themselves. He told his friends that much more wealth must be
produced after the war if this country had to liquidate its war in-
debtedness, and to embark on that great policy of expansion which
was necessary if we were to provide security for every family in
the land, and whilst he, as a trade unionist, recognized that some of
the restrictions we had imposed were to be justified in all times,
there were other restrictions which were not so defendable in the
national interest.

MINIMUM STANDARD

And it was in a Council like that that they would be able dispas-
gionately to reveal these matters and if there were restrietions which
could not be defended, then the workman would be prepared to re-
move them providing he got some ecompensation for the things he
would be called upon to remove. He wanted to see a minimum
living standard for every worker in the land, and over and beyond
that perfect latitude wbereby through the exereise of additional
skill or acquired experience the workman might be fully rewarded
and thus be a source of profit to the community. Let them banish
from their minds the ides that wages ought to be depressed to the
lowest limit. (Hear, hear.)
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Let every workman be encouraged to earn as much as possible,
for by that means something would be done fo inerease the efficiency
of all classes, and it would ibute in a substantial degree to the
stability of the country. Dr. Addison had pointed out to them
many other things they ought to undertake, and it ought to be very
encouraging to them to know—having Dr. Addison's assurance rein-
foreed by his own—that in the future the Government intended to

gnize these Councils as a medium to which they would turn for
the purpose of geiting guidance in all matters affecting these in-
dusfries. Whether it be legislatively or administratively, these
bodies would take an unportant part in the affairs of the nation
in time to come.

AN AUTHORITATIVE VOICE

He was sure that if they could get a powerful authoritative voice
coming from a particalar industry, even if the things they asked
for happened to be heterodox or bappened not to compare with the
fiseal policy of the party in power, well, no Government could ignore
the voice of a trade like the pottery trade. The united voice of in-
dustry could ask for anything. He hailed the establishment of that
Council, not merely because it represented an idea he had long held,
but because it would remove from the cockpit of party politics many
questions of industry and we should be able to look at them not from
the point of view of party but from the standpoint of each par-
ticular industry.

And so he said that if bodies like that made a representation to
any Government with which he was associated, whatever the con-
templated changes were, he would recognize they were right and
desirable, because those in the industries were most competent to
jndge of the interests of those industries. (Hear, hear.) He
viewed with very great pl the establisk t of bodies of that
character, because they would help to remove from the enervating
nt.mosphm of party polities many things which needed to be placed
in their proper perspective and viewed from the standpoint of the
best interests of industry, so long as they could be squared with the
interest of the community as a whole.

AFTER-WAR SHORTAGE

Dr. Addison had made ref to certain important inguiries,
on which he would desire to consult them after the war. He had
pomted out that owing to the war and the withdrawal from industry
in all the belligerent countries of all classes of people, there must
be & iderable shortage of materials requisite for industrial af-
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fairs, and that that would require that Dr. Addison, throngh his
Department would appeal for industry to eontinue under some form
of State control for a limited period. Some of them were hoping
that it would be a very limited period, but they were all reconciled
to the fact that there must be some control for a period after the
war. Dr. Addison had also shown to them that this shortage of
material would require a measure of rationing in most industries,
and he agreed with him that those engaged in the industry were the
people best qualified to undertake this very delicate task. Certainly
they could do it better than any Government Department.

If it was that an industry was unwilling to establish a Council
of that character, then the task of rationing would have to be un-
dertaken, and the Government would have to do it, whereas the
Government had expressed a willingness and a desire that the peo-
ple in the industries should do it for themselves. He thought they
would find that these Councils were endowed with great responsi-
bilities, and that they were fraught with great possibilities. In
fact he would be a bold man and require prophetic vision to
place any limitation to the possibilities of Councils of that char-
acter. He thought these bodies would become more and more woven
into the fabric of the future State,

THE RIGHT END

He was certain they were beginning at the right end, that right
end being the promotion of a better understanding, the establish
ment of a more perfect relationship between ployers and em-
ployed. . He made the prediction that those who had come together
in the pottery trade into this movement would never regret that
venture, and would look back to that day as a red letter day in the
history of the industry. (Hear, hear.) He wanted to add one
further word. Let not the employers on the one hand nor the work-
people on the other think that the mere establishment of that Couneil
ended all their difficulties. They had simply fashioned the ma-
chine that might lighten their difficulties.

They might clear many obstacles from their path, but it was only
proportionately as they were able to knit themselves together and
to prove that their respective interests overlapped ome another,
and that there was no sharp line dividing employers and employed,
and that the recognition of each was necessary to the other, and that
the interests of each had properly to be safeguarded—then, if they
did that, though Dr. Addison and himself might not live to see the
fruition of the whole of their labors, he honestly believed that when
Dr. Addison and himself cleared the political stage, they wounld
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recognize that, having been privileged to be associated with the first
meeting of that Council, they were in at the beginning of a great
movement, which would uitimately effect a better industrial relation-
ghip throughout the land. In that way they would also be asso-
ciated in placing the country on & firmer, fairer, juster basis for all
time. (Lowd applause.)

MB. TUNNICLIFFE

Myr. W. Tunnicliffe (President of the National Pottery Workers’
Society) proposed a vote of thanks to Dr. Addison and Mr. Roberts,
and referred to their speeches as instructive and inspiring. He said
that Dr. Addison need not have any concern sbout them crushing
the consumer, because the potting industry could even now com-
mence to pay a decent living wage and a fair profit to those engaged
in the industry, without the greatly feeling the pinch.
He wanted to suggest that seeing that that was the birth of the Na-
tional Councjl, Dr. Addison and Mr. Roberts should be. recognized
as its godfathers, and whenever they bad any important things to
place before the Government, it would be possible for them to make
their presence felt on the Council’s behalf. (Hear, hear.) He
hoped that the interest in evidence that day was only an earnest of
the spirit that was going to pervade the industrial Council in con-
nection with the potting industry in the years to come.

MR, J. O. BAILEY

Mr. J. C. Bailey said that in this distriet they had an Arbi-
tration and Conciliation Board in existence for some 40 years. It
was true there had been short breaks, but even in those times the
rules that had governed that board had been largely operative. They
had hed many disputes and many difficulties to settle, but they had
generally been settled not by strikes and lock-outs, but by a eross
table conference between employers and men. What had brought
the National Council into existence was, in a large measure, the fact
that the bulk of the pnnclpnl firms in the distriet had been members
of the Manuf iation, and they had invariably attended
the meetings themselves. On the other hand, the whole of the
leaders of the employees had been men who thoroughly understood
what they were talking about, and at some time or other earned their
livelihood in the industry itself. When he told Dr. Addison and
Mr. Roberts that a dozen in the potting trade sometimes comprised
72 articles, and that one article might count as two dozens—
(laughter)—they would understand that the men who discussed the
varions differences had to kmow what they were talking about.
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(Hear, hear.) That had all created the atmosphere which en-
abled their good friends Mr. Rowntree, Mr, Wethered, Mr. Clay, and
the Master of Balliol to advise them with regard to that Counecil,
and they owed it to them that North Staffordshire had been the flrst
to form a National Council. (Hear, hear.) He was proud the
Council had been formed, and they intended to pull all together in
the future. (Hear, hear.) There was one word of warning, and
that was to ask for the virtue of patience. They had launched that
day a veseel, they had appointed a crew, and they had certain ports
at which to call. Now, they might not make those ports as quickly
8s some would think they ought to do, but let them have patience,
and so long as they were making progress, let them go on with the
scheme and he believed eventually they would get there. (Hear,
hear.) In offering to those gentlemen who took up that scheme their
thanks, he hoped that they would be able to look back in years to
come and not be sorry for their presence that day and in giving to
them the benefit of their addresses, (Applause.)

The resolution was earried with loud acclamation.

Dr. Addison said both Mr. Roberts and himself thanked them very
much indeed. He need not say more. (Applause.)

INTERESTING PRESENTATIONS

The Chairman said that concluded the meeting, and they now pro-
ceeded to an interesting little functi It was felt that the mem-
bers of the Council would like to make a presentation to Mr. Rown-
tree, Mr. Wethered, and Mr. Clay for the valuable work they had
done in tion with the formation of that Council He asked
Mr. Rowntree’s acceptance of a basalt bowl and two jasper vases,
Mr. Wethered’s acceptance of two jasper cases of the “Dancing
Hours,” and Mr. Clay’s acceptance of a china tea set and a bust of
Scott in basalt ware.

Loud applause followed each presentation.

MR. ROWNTREE

Mr. Arnold Rowntree, M.P., di P of the gift
presented to him, said that the suggestwn of the joint Couneil did
not come from Mr. Wethered, Mr, Clay and himself, as had been
stated. It came first of all from that gathering of the operatives
at Lawton Hall, and he and his friends were simply the vehicles
by which the suggestion came before the manufacturers, who cor-
dially accepted it. Then they all came together at Lawton Hall
and made the actual arrangements for earrying the matter to its
present stage. He thought the two right honorable gentlemen, to
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whom they had listened with so much interest, would agree that
that was exactly the way they liked things to happen; that it was
better for such a movement to be the spontaneous wish of the
trade, rather than there should be any undue pressure exerted from
¢he center.

It was important ‘to remember that it was spontaneous because
to him, at any rate, that was such a justification of the greatness
of the gemeral principles of the Whitley report. When he had
listened to them for four and a half days discussing this guestion,
he %as certain when he saw the Wlutley report, afterwards, that it
was founded on true and be had seen it
evolved by them. He did hope that the spmt in which the Couneil
had been formed would pervade its future deliberations. (Hear,
bear.) It was essential that whilst they must look to increased pro-
duetion, and all that kind of thing, still it was essential that we
should not let the material side of eommerce snbmerge us, but that
all along we should remember that we were dealing with human pen
sons, and that what we wanted was not merely the large amount,
but the production of real human citizens.

TRIBUTE TO CHATEMAN

He believed that the result of the Counecil would be that they
would have a far greater pnde in their industry, and that they
would have a far greater pride in the Potteries as a whole. He did
not forget that their Chairman was sitting in the right place. He
bore an honored name, which had made the Staffordshire pottery
industry famous all over the world. (Hear, hear.) Nor did he
forget that it was Major Wedgwood's happy chairmanship at the
employers’ meeting that got them over many difficulties, and he
was delighted to think that Major Wedgwood was now in the
chair, presiding at that first Council meeting, and to think that the
Council was going to have the benefit of his personality and bis
wise guiding spirit. He thanked them for their most generous
present, and he could tell them that all through his life he:should
treasure it 83 one of the pleasantest and happiest gifts he had ever
received. He hoped his uproarious children would not bresk the
“jars” but that they would go down to further generations. {Laugh-
ter and applause.)

Mr. Wethered said he should value the vases very deeply. The
three days he spent at Lawton Hall marked an historic occasion, and
he took it as a great honor that they should have appointed him
an honorsry member of that Council. He believed they had taken
the first definite step forward in a great policy. They were to be
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congratulated not only in forming the first National Council but in
anticipating the Whitley report by two months. (Applause.)

Mr. Clay said it had been a privilege to be associated with the
members of the Council. The idea of the Council was sound, but
it was to be regretted that it had taken the war to teach them that
they must consolidate their forces to meet with success in the future
and to deal properly with the industrial problems that arose. It
was essentially the first step of reconstruction. He heartily thanked
them for the presents they had so kindly given him, (Applause).

The members of the Council then adjourned for dinner prior to
the evening meeting at the Vietoria Hall, Hanley.
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TRADE PARLIAMENTS
Wey Tery Seourp Br ForumEp
AND
How 10 Foru ONE IN Your TrapE
An Explanation of the Whitley Report
TRADE PARLIAMENTS

THE REOONSTRUCTION OF INDUSTRY BY INDUSTRY ITSELY

The writer who desi to think tely on trade questions
must start with three gimple propositions. In the first place, almost
the whole duty of the British nation after the war—Government and
people alike—may be summed up in the phrase “Political and In-
dustrial Reconstruction.,” With the vast issues involved in political
reconstruction this ‘pamphlet has nothing directly to do. It is worth
while to remember, however, that the task of rebuilding the political
fabrie of the British Empire will be greatly simplified if merchants
and manufacturers, business men and working men, can reach some
broad basis of agreement about social and economie reconstruction.
The purely pol.ltlcs.l work of our statesmen will be much easier if
the trial an classes shounlder the main burder of in-
dustrial reconstruction themselves. It is the work of these elasses
to prepare schemes, suggest policies and disecnss possible lines of
development, leaving to the Government and Parliament in the main
the simpler task of putting their plans and ideas into final legisla-
tive form.

THE PROBLEM IS URGENT

Secondly, the busi of industrial truction is urgent. It
cennot wait. So essential is it to come to an early understanding’
about the main principles of industrial policy that even while the
book of the war is still unfinished it is necessary to write the first
few chapters in the book of peace. To be ready for peace, we
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must prepare during war. Unless our schemes for industrial re- '
construction are well under way when peace is declared, our in-
dustrial competitors may easily steal a march on us, and & golden
opportunity be lost forever.

INDUSTRY RESPONSIBLE FOR IT8 OWN DEVELOPMENT

In the third place, while industrial reconstruction will be the work
of many minds, the direct contribution it is in the power of manu-
facturers and workpeople to make towards this great undertaking
cannot be over-rated. The statesman can belp the matter forward
by his administrative ability, his power to see all sides of national
life and to blend the valuable parts of historical tradition with the
economic requirement of the new national environment. The ideal-
ist can help it forward by his dreams of a perfected industrial State.
But the principal task must lie in the hands of the practical men of
affairs, who have built up our great national trades, who are familiar
alike with the present industrial situation and with the needs of the
new industrial era on which we are entering. Each trade—that is
to say the brain and manual workers in each trade—has got a
sphere of almost incaleulable importance in creating the new in-
dustry of the fature.

THE WHITLEY REPORT

It is because these facts have been growing on the
of the country that the Whitley Report has aroused such intense in-
terest. In the United Kingdom it has been hailed with enthusiasm
in every quarter. It has many ardent snpportm. It has few open

or ed In G y the prospect of British manufac-
turers adopting the pmmples of the Wlntley Report is npparently
viewed with tude. .A leading newspaper in

South Germany, the “Miinchner Neueste Nachrichten,” recently
said, in an article on the Report: “The attempts made by the Eng-
lish to reform industry deserve consideration by us also, sinee in
the great struggle after the war that nation will certainly come off
best which carries over unimpaired from the war period into peace
the ideal of work for the eommon good, and which takes due ac-
count not only in politics but in the organization of industry, of the
self-consciousness of the people which has grown so immensely
during the war. Without losing sight of our own special cireum-
stances, we have every reason to follow with the greatest attention
the development of the situation in England.” If thia is the typical
attitnde of our national enemies it is worth while pressing home the
moral of the Whitley Report. Although, a8 has been said, it has
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" its enthusiastic supporters, every new departure must make good
ite case before a vast army of lukewarm Laodiceans. Mr. Bonar
Law has said that we must not spread the redemption of the national
debt over a long period of years, but that we must aim at its early
reduction to manageable proportions. Similarly it will be of little
avail for purposes of reconstruction if we take ten years or a gen-
eration to put into practical shape the ideas underlying the Whitley
Report. It must be now or never. What, then, is the great idea
underlying this historic document?

ITS ROOT IDEA

The great conception is that each industry is a unit. An in-
dustry is not a collection of individual firms, eack of which has
no connection, except as a competitor, with all the others. Indus-
trial concerns, manufacturing or trading in the same eommodity
or group of commodities, are not to be regarded as simply or even
mainly competing for the supply of the same or adjoining markets.
A trade is something bigger and finer than the mere sum of units
that compose it. It bas its own problems, its own mtemal questwns
of organization and methods of pr tion, its own s
of raw material, its own peculiar difficulties regarding access to mar-
kets, home and foreign, its own particular attitude on the one hand
to capital and on the other hand to labor. Further, each trade
stands in a well-defined relation to the State, to the conswming pub-
lic, and to the tramsport and financial system, on which, in the
modern industrial world, all trades and businesses depend in the
lest resort. Hitherto no trade has had a corporate organization.
When, as has happened during the war, the Government has de-
sired to deal with a trade as a whole, machinery for the purpose has
had often to be very bastily improvised. We have seen the ad-
* vantage of industrial organization during war. It is plmn that
such organization must have equal, or greater importance in the
subsequent time of peace.

THE ORGANIZATION OF AN INDUSTRIAL COUNCIL

The form the organization of an industry should take has been’
called the Industrial Council. Before analyzing its functions, it ia
necessary to deseribe how such a Council should be constituted. In.
the first place it is intended that each Council shall deal with the
whole trade or industry and not with any special branch. There
cannot be in one trade one Conncil representing Capital, another

M t, and a third representing Lsbor. The
whole ob_]eat in havmg a Council is to bring together all the factors
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in the trade. A trade does not belong to the Capitalist as such, nor
to Management as such, nor to Labor as such. But all these ele-
ments ought to be represented on the Council. Again, a Council
should not be composed of representatives of individual capitalists,
employers or workpeople. It ought to be an Association of Associ-
ations. In other words, it ought to eonsist of representatives of all
the employers’ groups and of all the trade unions covered by the
particular industry.

AN ASSOCIATION OF EMPLOYERS' ASSOCIATIONS AND TRADE UNIONS

The formation of an Industrial Council does not make the pro-
vision of other forms of industrial union less essential. It rather
pre-supposes them. Without effective employers’ associations, and
trade unions it is impossible to form a Council. The wider and the
more rep tative the collection of iations that appoint dele-
gates to the Council, the more effective it is likely to be.

NO INTERFERENCE WITH THE INDIVIDUAL MANAGEMENT OF INDUSTRIES

Again, the formation of an Industrial Council will not interfere
in the slightest degree with the existing system of business manage-
ment by individuals, firms and companies. The State has imposed
a large measure of control during war, to which all manufacturers,
large or small, have been compelled to econform. After the war
there is likely to be an instant and even a peremptory demand that
the State should release its grip and allow business fo go back into
the old channels. Suppose, then, that in a given trade a Council
is set up during the war. What will be the position at the end of
the war? The Orders and Regulations of Government Departments
will gradually be ab ted and disapy But the individual
manufacturer will find the situation very different from what it was
before the war. There may very well be a shortage of this or that
essential material, old markets may be closed and new markets
opened under novel conditions. This or that unexpected emergency
may arise. Here the utility of the Industrial Council will appear.
In that Council all questions affecting the welfare of the trade will
be discussed weekly or fortnightly or monthly as the case may be.
The whole experience of the trade, the knowledge of its leading
members about general conditions will be open and available to the
bumblest member of the trade. He will still manage his business
himself, but he will have more than his own business ability and
knowledge to rely on. He will be able to draw on the whole experi-
ence and ability of the trade in order to reduce untoward risks and
to eliminate many causes of failure. Or if, in the interests of the
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whole trade, some forms of regulation must be temporarily main-
tained after the war, it is better surely that these regulations should
be imposed by the h'ade itself than by the State. An Industrml
Council, properly d, and with funeti to its
own dignity and 1mpotta.nee, i8 a better legislative body in all mat-
ters relating to the trade than & Governmen{ Department, however
well qualified, which has to rely on the opinions and judgment of
outsiders. An Industrial Council ean speak for the trade. A Gov-
ernment Department, at the best, can only accept and act upon the
opiluons of its own appointed experts whose knowledge may be
limited.

THE RELATION BETWEEN THE STATE AND THE INDUSTRIAL COUNCILS

(1.) An Industnal Conncl.l would, then, in a particular industry
p of tives of it of employers and
workmg people, and would constitute an effective parliament or
representstwe body for the discossion of all matters referred to it
by ag t or legislative tment or, in course of time, by the
enstom of the trade. No Council ean be formed without the assent
and cobperation of both employers and employed. The larger in-
terests of the industry as a whole, as contrasted with the interests
of an individual business, are the affair of all who derive their in-
come or livelihood from the industry, whether they are paid weekly,
monthly, or twice a year.

(2.) In order to safegum'd the interests of the trade, and to deal
with specml emergencxen a8 they occur, the Council ought to meet
frequently. Its d i must be open to the trade, reports of
its proceedings must be widely cireulated, and every attempt must
be made to inform the whole trade of the results of its deliberations.

VARIETY OF OONSTITUTION ESSENTIAL

‘Within these limits there will be room for a great variety of econ-
stitution and of methods of condueting the Councils. What is suit-
able for one industry will not ily be suitable for another in-
dustry. The iwportant point is that every industry ehould have a
Council or representative body, and that this body should include
both workpeople and employers, and that its proceedings and de-
eisions should be fully reported to the trade.

THR INDUSTRIAL COUNCIL A8 A FORUM FOR THE DISCUSSION OF ALL
INDUSTRIAL QUESTIONS

Mere machinery, it may be said, is quite unimportant. What
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are the Councils to do once they are created? This is a point that
is often made, but, in the opinion of the writer, it overlooks one
vital fact. The mere creation of a representative body for each
industry would be in itself a highly important event. All the
authorities on the British Constitution are agreed that it is only one
of the functions of Parliament to act as a legislative body. Its
main funetion is to be the forum to which all matters affecting the
welfare of the people of the country ean be brought for disemssion.
Similarly an Industrial Council, by acting as a forum for the dis-
cussion of all trade questions, will enable all grievances to be ven-
tilated and all probable future perils to the industry to be antici-
pated, and, if possible, averted. The mere existence of Industrial
Conneils will give a new status and power to British industry.

PROBLEMS OF THE TRANSITION PERIOD

But the question of funetion, although perhaps subsidiary, is
also important. Here the post-war pericd may be considered as
falling into two divisions: (1) the period immediately following the
peace—the transition period—and (2) the subsequent period, i..,
the period that will begin when industry shall have again gettled
down into something like routine. The problems that an Industrial
Council will have to meet during the first period are obvious enough.

(a) DEMOBILIZATION

There are questions like demobilization. The Government will
want to know how many men will be reqnu‘ed mmedxately after peace
.in a given industry to meet the prospective d d of the
public. Some industries are now essential for war purposes, other
industries will then be essential for peace purposes. Only a Council
representing the whole trade ean give the Government the informa-
tion it requires or deal with the matter as a whole.

(b) mn.nrmcr.sam

There is also the question of a; hip. Much former eus-
fom and usage have been sbattered by the war. The temporary
adoption of eonseription has naturally led to the inadequate train-
ing of the younger men and women. How this defeetive training
can be quickly made good, and what econditions of apprenticeship
shall be required in the future in view of the changed eharacter of
many industries, these are problems on which the Government will
require advice that no aunthority but a representative Council is in &
pomtmn to offer. The war has taught us much about intensive
g and workshop ti How far are we to profit

per tly by these I )
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(¢) BAW MATERTALS AND ALLIED QUESTIONS

Further, there are problems connected with the supply of raw
materials and their distribution which can only be dealt with in a
gimilar way. Many others may be suggested. But the desirability,
indeed, the absolute necessity, for such Councils will be apparent
when it is borne in mind that after the war the whole system of

tional and finanee will be in_the melting pot.

. (d) THE CONFUSION OF THE TRANSITION PERIOD

It will be a time of extraordinary confusion. Even the largest
and best established industries will have to face tremendous prob-
lems. For smaller industries the sltuauon may present irretrievable
dangers, unless they ize th lves beti to ensure that their
needs are seriously considered and their place in the industrial sys-
tem made thoroughly secure. '

THE PERMANENT PROBLEMS OF INDUSTRY

In the larger world, however, on which industry will enter after
the period of transition is over, these Councils will have an even
greater sphere of nsefulness. The student of this side of the subject
would do well to read Mr. Benn’s “Trade of To-morrow.” The
‘Whitley Report tes & ber of matters that may be handed
over to the C ils for special ideration and treatment. But
the eleven questions suggested as appropriate are merely illustrations
of the kind of work snch bodies onght to undertake,

(a) RESEARCH AND EDUCATION

The provision of new of raw materials, the end t
of special h work for making new raw materials available
and for reducing the ber of p and of cost in manu-

facture, the elaboration of sch for technical and
edueation, are important objects for which no single manufacturer
ean provide, but on which the Couneil might throw mmeh light.

(b) THB DEVELOPMENT OF EXPORT TRADE

Further, the development of the export trade, as for instance by
the adoption of a better Consular Service or the cotperative employ-
ment of commission agents or travelers in foreign countries, these
are also matters which would naturaly devolve on the Couneil.

(c) HARMONY BETWEEN LABOR AND OAPITAL

Thirdly, there is the great group of labor questions, on the proper
solution of which the whole social structure depends. In this con-
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nection it is necessary to remember two points of surpassing im-
portance. The Labor Problem, as it is commonly called, is not
simply or even mainly a matter of wages or wage adjustments. It
is much rather a question of a consciously felt want of knowledge.
The community recognizes the worth and ability of Labor. But
Labor feels that many sides of modern industry are a closed book
to it, Questions of finance and bookkeeping, the whole commercial
and technical side of industry, are beyond its ken. Hence the in-
dignant protests of the whole modern Labor movement. It feels
itself in the grip of impersonal forces which aet blindly, but which
it cannot control. Now the individual manufacturer may have a
difficulty in acting with labor in such matters in his own individual
business, But by giving representatives of Labor seats on the
Council Board of an industry the sitnation will be radi “y h d
Knowledge of the general conditions of trade, the varying costs of
raw materials, the constantly recurring difficulties about finance and
transport in backward foreign markets—these are just a few illus-
trations of the thomsand and one difficulties of the modern manu-
facturer whick Labor will begin to know and appreciate.

INDUSTRIAL COUNCILS NOT WAGES BOARDS UNDER A NEW NAMS

But again, if the individualistic manufacturer must widen his
range of vision to the conception of a trade as a whole, in which
Labor is interested jointly with Capital, the idea that an Industrial
Council is a new name for a kind of glorified Conciliation Board or
Weages Board must also completely disappear. Its objects are not
limited to the settlement of wage differences. Nothing need be
said against Coneciliation Boards or similar bodies. They have done
useful service in the past, and they are capable of doing valuable
work in the future in a selected number of industries. But to-day,
to use a famous phrase of Burke, men’s minds are being irresistibly
drawn fo a higher conception of the part which Labor and Capital
can jointly play in shaping and controlling the industry of the fu-
ture. In this econnection it is very important to remember the sub-
beading in Section 16 of the Whitley Report, which suggests for
special mention as falling to Industrial Councils such uub,]ects as the
better utilization of the practical knowledge und expenenee of the

workpeople, and of inventions and i g d by work-
people, and the eooperatxon of the workpeople in earrymg into eﬂect
new ideas about the org tion of i try and the imp

of processes.
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AN INDUSTRY NOT A COLLECTION OF SEPARATE FIRMS
All this is important b an industry must be id wd,
as has already been said, as something more than a collection of in-
d.mdual firms. Each industry has a common viewpoint, common
interests. The manufacturer A.B. may have his
specml mterests, which dlﬁer from those of C.D.,, E.F, or G.H.

But besides these sp ts of individual concerns there are
involved in every mdustry common obJects or interests, and in the
discyrsion of these bl in a large and statesmanlike

way, Labor is as much concerned as Capital. Indeed, it will prob-
ably surprise many employers when they first sit round a Council
Board to discuss mth representahves of Labor the fundamental

bl of the i y, to d how many ideas of substantial
worth Labor has to contribute towards their solution.

THE CORPORATE INTERESTS OF INDUSTRY IN ITS SPECIAL PROBLEMS

The modern industrial problem is too big for the small employers;
it is too big for the larger employers, or even for all employers to-
gether. It demands a coGperative effort on the part of the best
brains of Labor as well as of Capital and Mn.nngement Such sbxhty
will best be put at the service of industry t} h the establish
of Industrial Councils in every industry.

It only remaing, in conclusion, to point out the supreme ndv&ntsges
to be gained by creating these Councils.

IMPROVED BOCIAL STATUS OF THE INDUSTRIAL CLASSES

(1) They will eliminate the false distinction so often drawn be-
tween trade and the professi Lawyers, doctors, and clergymen,
through their own organizations or guilds, have a definite profes-
sional status conferred on them by the State and recognized by the
general community, in virtue of which they all feel that in doing
their ordinary work they are rendering an important national service.
Trade is also a national service. By organizing industries in great
National  Councils, not only manufacturers end traders, but the
artmms, nnd all ranks in industry would feel that they, too, were
prof forming work of nati t. To arouse
a real esprit de oorpn in mdustry will be a substantial national gain.

THE PLACE OF INDUSTRY IN THE COMMUNITY

(2) An industry knows its own needs better than any Government
or outside body. By setting up Industrial Councils we shall make
each industry, as it were, a self-conscious body, without in the least
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detracting from the overriding authority of the State. Every in-
dustry will then for the firat time have a recognized place in the body
politie. In this way also & new spirit will be created in each trade.
It will have a new sense of its own value and importance to the
ecommunity.

THE ADVANTAGE OF INDUSTRIAL COUNCILS TO THE STATE
h

(3) The State will also have a definite advantage, i a8
for the first time it will have a single organization to approach in
all matters relating to a particular industry. Hitherto no one body
has been in a position to voice the needs or desires of a given trade.
The new arrangement will tend to greater simplification and ease of
workmg The old multxphcatlon of authorities will disappear, and
the adjustr of tween an industry and the Government
of the day will be more smoothly and rapidly effected.

THE SELP-DEVELOPMENT OF EACH INDUSTRY

(4) An Industrial Council will prepare the way for the self-
development of each industry. Any persons with new ideas regard-
ing the better working of trade, better methods of production, new
Pprocesses, will have a responsible body to whom they can go. The
industry as a whole will have an organ for its own improvement.
And the ‘eontrol of that organ will rest not in the hands of a Gov-
ernment Department, but with the members of the trade itself.
Each industry will in a sense run itself and be responsxble for its
adaptation to the i ts of each new situation that arises.

q'

A BTEPPING STONE TOWARDS INDUSTRIAL RECONSTRUCTION

(5) Last, but by no means least, the establishment of Industrial
Councils will go a long way to reconcile the divergent interests of
Labor and Capital. It will be the death blow of the persistent
fallacy that Labor is only interested in wages and Capital in profits.
The employer and the wage-earner will meet at the Council Board
not merely to-discuss an increase or reduction of a halfpenny an
hour in the remuneration of Labor, but to consider the development
and the needs of the whole industry. Both sides in the age-long
economic conflict have an equal interest in the growth of their in-
dustry and in the disenssion of its varied problems. What the fu-
ture relationships between Capital and Labor may be, time alone
can decide. Meantime the opportunity is open for an immense
stride forward, Let us seize it at once and work with both hands
earnestly to lay the foundations of a new ers in the wonderful his-
tory of British trade and industry.
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REPORT OF THE
INDUSTRIAL RECONSTRUCTION COUNCIL/

Reporr ¥or THE YEAR DECEMBER, 1917-1918

The elose of this eventful and wonderful year brings also to an
end the first year's work of the Industrial Reconstruction Council.
The Council was founded in December, 1917, as & propagandist
body for the encouragement of the Trade Pnrlmmmt movement,

Jyfrthe ducation of the busi and 1 community to &
new conception of industry and fo a true appmciation of the indus-
trial situati The which has attended all our efforts, the

ded andi at our meetings, the eager requests for our speak-
ers, the almost embarrassing demand upon our literature, are a
measure of the universal interest now taken in Industrial Recon-
struction and an indieation of the real progress which the move-
ment for Industrial Self-Government has made.

In our last Report, published at the half-year, it was stated that
there was hardly any trade that had not accepted the underlying
principles of the Whitley Report. Before reviewing in detail the
activities of the LR.C., to which we venture to attribute a leading
share in this result, it may be useful to give a list of the joint bodies
now actually in existence and a.lreudy at work on the problems of

truction and industrial d P t. It will be remembered
that these ave of three types:—
(a) Industrial C ils, established under the aegis of the Min-
istry of Labor in "trades already well-organized on both
gides,

(b) Interim Industrial Reconstruction Committees, formed with
the help of the Ministry of Reconstruction in trades where
the degree of organization is not sufficient for the adoption
of the Constitution of an Industrial Council. These Com-
mittees are in all cases eneouragmg orgnmmtmn in theu'

respective trades, and will ly ’
into Industrial Councils.
Trade Boards, set up by the Ministry of Labot in trades
where the organization on the workers’ side is poor and the
wages are low. These bodies have done and are doing
good work, but in so far as they are imposed by the
Government upon & trade, with the primary funmction of
pettling rates of pay, they cannot be placed in the same
eategory with the other two classes of bodies which are
ereated by the initiative of the trades themselves, and are

(e

~—
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concerned not so much with the questions of wages and
profits as with the welfare and development of the indus-

try as a whole.

It is hoped that as the status and organi-

zation of an industry improve, the Trade Board may be
superseded by an Interim Committee or an Industrial

Council.

(d) Provisional Committees which have been formed to draft
constitutions for Joint Industrial Couneils.
Joint bodies in one or other of these categories now exist in the
following trades. Whatever the official title, most of them look
upon themselves as Trade Parliaments:—

Artificial Stone.

Baking,

Basket-making.
Blacksmiths and Farriers.
Bobbin and Shuttlemsaking.

Boot and Shoe Trades.

Brass and Copper Trades.

Brush-making.

Building.

Cable-making.

Catering.

Cement, *

Chain-making.

Chemicals (Heavy).

China Clay.

Clay.

Cocon, Chocolate, Sugsr
Confectionery and Jam.

Ci ial Road Tra rt,

Coopering.

Cotton.

Cutlery.

Electrical Contracting.. :

Electricity, Power and Supply.
Manufactured

Envelopes and
Stationery.

Fertilizers.

Furniture.

Furniture, Warehoasing and
Removing.

Glass.

Gloves.

Gold, Silver, Horological and Al-
lxed Trades,

Hollow-ware (Wrought)

Hosiery.

Hosiery (Seoftish Seehon).

Iron and Steel Trades.

Lace Finishing.

Leather Goods and Belting.

Leather Production.

Linen and Cotton Embroidery.

Lock, Safe and Latch.

Matches,

Metallic Bedsteads.

Musical Trades.

permaking.
Paper and Cardboard Box-mak

ng.
Patent Fuel.
Pottery.
Printing.
Quarrying.
Railway Carriage and Wagon
Building.
Roller Engraving.
Rubber.
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Sugar Refining. ‘Waterworks.

Surgical Instrnments. ‘Wire Manunfacturing.
Tailoring. Woolen and Worsted.
Tin Box and Canister Making. Woolen and Worsted
Tie Mining. (Seottish Seetion).
Tramways. Zino and Spelter.
Vehicle Building.

‘With negotiations now being carried on in every industry in the
eovhiry, frequent additions to this list may be expected, and we
may look forward with every hope to the establishment of a com-
plete system of Industrial Self-Government which will enable British
Industry to compete fairly and successfully with that of any other
pation in the world.
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RULES FOR WORKING THE HANS RENOLD SHOP
STEWARDS COMMITTEE

1.—A representative may be appointed by and from each de-
partment to act as Shop Stewards, who shall retire at the end of
twelve months, but shall be eligible for reélection. Smali Depart-
ments to be grouped and 2nd Ballot to be taken if no candidate
receives clear majority. Any department may appomt a provisional
to act in the ab of their elected tive.

2—In addition to the above, a Chairman and Secretary, inde-
pendent of any one department, shall be elected at the Annual Meet-
ing, which shall be held in January. They shall act for twelve
months, and shall not be eligible for reélection to either of these
offices for a period of twelve months, but aha.ll be eligible for elee-
tion as Shop Steward.

3.—The Shop Stewards shall be members of a recognized Trade
Union or & similar organization, and shall a8 near as possible repre-
sent all grades of labor.

4.—They shall meet regularly once a month, and on other neces-
sary i when d by the Secret.

8.—At the first meeting after election they shall elect from their
own number an execative of seven including Chairman and Seere-
tary, whose duties shall include attend at joint tings held
regularly with the Manag t, to di busi b ht before
the full Committee.

6.—The Chairman and Secretary shall perform all such duties as
come within the scope of their respective offices, and together shall
be the gnized means of di ion with the Management npon
a request from either side for an interview.

7.—Tbe representative of any department whose ease is to be dis-
cussed with the Manag muost pany the deputation to the
Management, whether he be & member of the Executive or not.

.—The Shop Stewards shall require all in their department to

d their contribution eard once every three months, and no
business shall be brought before the Committee on behalf of a non-
unionist.

544
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»
9.—No drastic action shall be taken in any part of the works, un-
less so decided by a two-thirds majority of a general meeting called
for that purpose, unless such action has been ordered by the Trades’
Union concerned.
10—A copy of these rules shall be supplied at cost price to each

one working in & department represented on the Shop Stewards
Committee.
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WORKSHOP COMMITTEES

SvaeesTEp LiNes or DEVELOPMENT
By C. G. RexoLp

PREFACE

Some time ago I was asked to prepare a memorandum on the
subject of Workshop Committees, for presentation to the British
Association, as a part of the report of a special Sub-committee study-
ing Industrial Unrest. The following pages contain the gist of that
memorandum, and are now issued in this form for the benefit of
some of those int d in the problem who may not see the orig-
inal report.

I have approached the subject with the conviction that the work-
er's desire for more scope in his working life ean best be satisfied
by giving bim some share in the directing of it; if not of the work
itself, at least of the conditions under which it is carried out. I
have tried, therefore, to work ont in some detail the part which or-
ganizations of workers might play in works administration. And
believing as I do, that the existing industrial system, with all its
faults and injustices, must still form the basis of any future system,
I am concerned to show that a considerable development of joint
action between management and workers is possible, even under
present conditions.

Many of the ideas put forward are already incorporated to s
greater or lesser degree in the institutions of these works, but these
notes are not intended, primarily, as an aceount of our experiments,
still less as a forecast of the future plans of this firm. Our own
experience and hopes do however, fom the basis of much here

written, and have inevitably i d the g | line of thought
followed.
C. G. ReNoro,
Hans Renold, Limited,
Manchester
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INTRODUCTION

Throughout the following notes it is assumed that the need is
realized for a pew orientation of ideas with regard to industrial
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management. It is further assumed that the trend of such ideas
must be in the direction of a devolution of some of the functions and

ponsibilities of t on to the workers themselves. These
notes, therefore, are concerned mainly with considering how far this
devolution can be carried under present conditions, and the neces-
sary hinery for enabling it to operat

Before passing, however, to detsiled schemes, it is worth eon-
sidering briefly what the aims of this devolution are.

It must be admitted that the conditions of industrial life fail to
satisfy the deeper needs of the workers, and that it is this failure,
even more than low wages, which is responsible for much of their
general unrest. Now the satisfaction to be derived from work de-
pends upon its being a means of self-expression. This again de-
pends on the power of control exercised by the individual over the
materials and processes used, and the conditions under which the
work is carried out, or in the case of complxcated operations, where
the individual can bardly be other than 8 “cog in the machine,’—
on the willi di and i tion with which he
undertakes such a role. In the past the movement in industry, in
tln.s respect, has been all in the wrong dxrectlon, namely, & continual

tion of freedom, initiative, and i , involving an accentna-
tion of the “eog-m-the-mxchme” status. Moreover, it bas too often
produced a “cog” blind and unwilling, with no perspective or under-
standing of the part it plays in the general mechanism of produc-
tion, or even in any one particular series of operations.

Each successive step in the splitting up and specializing of opera~
tions has been taken with a view to promoting efficiency of pro-
duction, and there can be no doubt that efficiency, in a material sense,
has been achieved thereby, and the productivity of industry greatly
increased. This has been done, however, at the cost of pleasure and
interest in work, and the problem now is how far these could be

d, as, for instance, by some devolution of g t re-
sponsibility on to the workers, and how far such devolution is pos-
sible under the competitive capitalist system, which is likely to dom-
inate industry for many long years to eome.

Under the conditions of capitalist industry any scheme of devoln-
tion of management can only stand provided it involves no net loss
of productive eﬁacy. It is believed, however, that even within
these limits, iderabl in this direction is p , doubt-
less mvolvmg some detail loes, but with more than wmpenasung
gains in general efficiency. In this connection it must be remem-
bered that the work of very many men, probably of most, is given
more or less unwillingly, and even should the introduction of more




APPENDIX L 549

d ti thods of busi t entail a certain amount
of loss of mecha.mcal eﬁuency, due to the greater cumbersomeness
of d , if it ean d in obtaining more will-

ing work and eooperahon, the net gain in produectivity would be
€normous.

Important and urgent as is this problem of re-arranging the ma-
chinery of g t, to enable responsibility and power to be
shared with the workers, another and preliminary step is even more
pressing. This is the establishing of touch and understanding be-
twean employer and employed, between management and worker.
Quite apart from the many real grievances under which workers in
various trades are euffering at the present time, there is a vast
amount of bad feeling, due to misunderstanding, on the part of
each gide, of the aims and motives of the other. Xach party, be-
Lieving the other o be always mndy to play foul, finds in every move

easy evid to support its & The workers are
mtated beyond measure by the meﬂiexency and blundering in or-
g tion and g t whick they detect on  every sxde, and
‘kn i 4 thi 2 of busi or
make all for the diffienlties under which employers

labor at the present time. Similarly, employers are too ignorant
of trade union affairs to appreciate the problems which the present
“lightning transformation” of mdnstry t to those responsible
for shaping trade mnion policy; nor is the employer geferally in
close enough human touch to realize the effect of the long strain of
war work, and of the b ing restrictions of p 1 liberty.

More important therefore than any struction of t
maclnnery, more important even than the remedying of speexﬂc
grievances, is the establishing of some degree of ordinary human
touch and sympathy between management and men.

This also has an important bearing on any discussion with re-
gard to developing machinery for joint action. It cannot be em-
phaaized too strongly that the hopefuiness of any such attempt lies,
not in the perfection of the machinery, nor even in the wideness of

the powers of gelf-gov ted to the workers, but in the
degree to which touck and, if possxble, fnendlmess ean be estab-
lished. It ahould be realized for tances, by ployers, that time
spent on di ng and lleged gri w]neh turn
out to be ne gmeva.nces, may be qmte as productlve of understanding
and good feeling as the } of real gri

Passing now to constructive proposals for devolution of man-
agement, the subject is here dealt with mainly in two stages.
Under Section I, some of the funeti of g t which
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most concern the workers are considered, with a view to seeing how
far the autocratic (or b tic) and exclugiveness which
usually surround business management, as far as workers are con-
cerned, is really unavoidable, or how far it eould be replaced by
democratic discussion and joint action. The conclusion is that there
is no reason inherent in the nature of the questions themselves why
this cannot be done to a very considerable extent.

Section IT deals with the second stage referred to, and considers
the machinery needed to make such joint action, as is suggested in
Section I, workable—a very different matter from adwmitting that
in itself it is not impossible! The apparent complication of such
machinery is doubtless a difficulty, but it is not insuperable, and is
in practice less formidable than it seems at first sight. It must be
realized, however, that the degree of elaboration of the hinery
for joint working, adopted by any particular industry or firm,
must be in relation to the elaboration of the existing management
system. It would be quite impossible for many of the refinements
of discussion and joint action suggested to be adopted by a firm
whose ordinary business orguuzatmn was crude, nndeveloped and
unsystematie. This pomt is more fully dealt with in this section.

Seetion 11T t. a y of the sch of Committees
eontained in Section II, showing the distribution to each committee
of the various questions discussed in Section I.

In Secfion IV some comments are made, based on actual experi-
ence of an attempt to institut hinery of the kind discussed,
and some practxcal hints are given whick may be of assistance to
others,

Secrion 1

SCOPE OF WORKERS' SHOP ORGANIZATIONS; MANAGEMENT QUESTIONS
‘WHICH COULD BE DEVOLVED, WHOLLY OR IN PART

It is proposed in this section to econsider the activities which or-
ganizations of workers within the workshop might undertake with-
out any radical reorganization ,of industry. What funetions and
powers, usually ised by the g t, could be devolved on
to the workers, and what questions, usuaily eonsidered private by
the management, could be made the subject of uphnntion and con-

Itation? The ber of such sti a8 set out in this see-
tion may app very formidabl “and is possibly too great to be
dealt with, except by a very gradual pmwu. No thought is given
at this stage, h , to the hinery which would be pecessary
for achieving so. much joint working, the smbject being eonsidered
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rather with a view to seeing how far, and in what directions, the
inherent nature of the questions themselves would make it possible
or advisable to break down the eensorship and secrecy which sur-
round business management.

In the list which follows, obviously not all questi are of egual
urgeney, those being most i.mportant which provide means of eon-
gultation and conciliation in regard to such matters as most fre-
quently give rise to disputes, nn.mely, wage and piece-rate questions,
and to a lesser degree, wi and Any
echéme of joint working should begm “with these matters, the others
being taken over as the machinery gettles down and it is found
practicable to do so. How far any particnlar business can go will

depend on the ei t: of the trade, and on the type of or-
ganization in operation.
Though hinery for iliation in ction with existing

troubles, such as those mentioned, must be the first care, some of the
other matters suggested in this section—e.g., safety and hygiene,
shop amenities, etc.—should be dealt with at the earliest possible
moment. Such subjects, being less controversial, offer an easier
means of approach for establishing touch and understanding be-
tween managers and men.

The snggesnons in this section are divided mto two main groups,
but this division is rather a matter of con than gn indi
tion of any vital difference in nature, The suggestions are ar-
ranged in order of urgency, those coming first where the ease for
establishing a workers’ shop organization is so clear as to amount to
& right, and passing gradually to those where the case is more and
more questionable, The first group, therefore, contains all those
items where the case is cl t and in tion with which the
immediate benefits would fall to the workers. The second group
contains the more questionsable items, which lie beyond the region
where the shoe actually pinches the worker. These guestions are
largely educational, and the immediate benefit of action, considered
a8 8 busmm propomtlon, would accrne to the management through
the of g t and busi difficulties
on the part of the workers.

1. Questions in conmection with which Shop Organisations would
primarily benefit the Workers.

This group deals with those matters where the ease for establish-
ing shop organizations, to meet the need of the workers, is clearest.
(a) Collective Bargaining.

There is & need for machinery for earrying this function of the
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trade union into greater and more intimate workshop detail than
is possible by any outside body. A workshop organization might
supplement the ordinary trade union activities in the following
directions:—

1. Wages.

(Nore.—GQeneral siandard rates would be fixed by negotiation
with the trade union for an entire district, not by committeea of
workers in individual works.)

To ensure the application of standard rates to individuals, to
see that they get the benefit of the trade union agreements.

‘Where 8 scale of wages, instead of a single rate, applies to a
class of work (the exact figure varying aceording to the experi-
ence, length of service, ete., of the worker) to see that such scales
are applied fairly,

To see that promises of advances (such as those made, for in-
stance, at the time of engagement) are fulfilled.

To see that apprentices, on completing their time, are raised to
the standard rate by the customary or agreed steps.

2, Picce-Work Rates.

(It is d that the g 1 method of rate fixing—e.g., the
adoption of time study or other method—would be settled with the
local trade unions.)

To discuss with the management the detailed methods of rate
fixing, as applied either fo individual jobs or to particular classes
of work.

‘Where there is an agreed relation between time rates and pieee
rates as, for instance, in engineering, to see that individual piece
rates are so set as to yield the standard rate of earning.

To discuss with the management reduction of piece rates where
these ean be shown to yield higher ings than the standard

To investigate on behalf of the workers complaints as to in-
ability to earn the standard rate. For this purpose all the data
and caleulations, both with regard to the original setting of the
rate and with regard to time booking on a partieular job, would
have to be open for examination.

Nore~—It is doubtful whether & shop eommittee, on account of
its cumbersomeness, could ever handle detail, individual rates, except
where the jobs dealt with are so large or so standardized as to make
the number of rates to be set per week quite small. A better plan
would be for a rep ive of the worl preferably paid by
them, to be attached to the rate-fixing department of a works, to
check all calculations, and to look after the workers’ interests gen-
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erally. He would report to a shop committee, whose discussions
with the management wounld then be limited to questions of principle.
3. Watching the Application of Special Legislation, Awards, or
Agreements—e.g.,
Munitions of Wa.r Act, Dilution, Leaving Certificates, ete.
Recerniting, Exemptions.
After-War-Arrangements, Demobilization of War Industries,
Restoration of Trade Union Conditions, ete.

4. Total Hours of Work.

To discuss any proposed change in the length of the standard
week. '.l'lns eould only be done by the workers’ committee of an
individual firm, ided the ch were within the standards
fixed by agreement with the local union or those eustomary in the
trade.

5. New Processes or Change of Process.

‘Where the management desire to introduce some process which
will throw men out of employment, the whole position should be
placed before a shop committee to let the necessity be understood,
and to allow it to di how the change may be brought sbout
with the least hardship to individuals. ’

6. Grades of Worker for Types of Mackine.
’ Due to the introduction of new types of machines, and to the
splitting up of processes, with the simplification of manipulation
sometimes entailed thereby, the question of the grade of worker to
be employed on a given type of machine continually arises. Many
such questions are so general as to be the subject of trade union
negotiation, but many more are quite local to particnlar firms.
For either kind there should be a works committee within the
works to deal with their application there,

(b) Grievances.

The quick ventilating of gri and injustices to individual
or to classes of men, is of the greatest importance in securing good
feeling. The provision of means for voicing such complaints acts
also as a check to petty tyranny, and is a valuable help to the higher
management in giving an insight into what is going on.

A shop committee provides a suitable channel in such cases as
the following:—

Alleged petty tyranny by foremen.

Hard cases a.nsmg out of too ngld application of rules, ete.
Alleged mistakes in wages or piece work payments.
‘Wrongful dismissal, e.g., for alleged disobedience, ete., ete.
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In all cases of grievances or complaints it is most important that
the body bringing them should be of sufficient weight and standing
to speak its mind freely.

(¢) General Shop Conditions and Amenities.

On all those questions which affect the community life of the fac-
tory, the fullest consultation is 'y, and iderable sgelf-
government is possible,

The following indicate the kind of question:—

1. Skop Rules.
Restnchon of smokmg
of hi ete.
Use of lavatories and cloakrooms,
Provision, care, and type of overalls,
Time-booking arrangements.
‘Wage-paying arrangements, etc., etc.
2. Maintenance of Discipline.

It should be possible to promote such & spirit in & works that,
not only eould the workers have a say in the drawing up of Shop
Rules, but the enforcing of them could also be Jargely in their
hands. This would be particularly desirable with regard to:—

Enforcing good time-keeping.

M#intaining tidiness.

Use of lavatories and cloakrooms.

Promoting a high standard of 1 bek
Ete., ete.

3. Working Conditions.
Meal hours, starting and stopping times.
Arrangements for holidays, ete.
Arrangement of shifts, night work, ete.

4. Accidents and Sickness.
Safety appliances and practices.
Machine guards, ete.
Administration of First Aid.
Rest room arrangements.
Medical examination and advice.

6. Dining Service.
Consnltation re requirements.
Criticisms of and suggestions re serviee.
Control of diseipline and behavior,
Seating arrangements, ete.




APPENDIX L 555

6: Shop Comfort and Hygiene.
Suggestions re temperature, ventilation, washing accommo-
dation, drying clothes, ete.
Provision of seats at work, where possible.
Drinking water supply.
9. Benevolent Work.
Shop ecollections for charities or hard cases among fellow
workers.
« Bick Club, Convalescent Home, ete.
Saving Societies.
(d) General Social Amenities.
A works tends to become a center of social mctivities hnvmg no
direet connection with its work, for example:—
Works Picnics.
Games, e.g., Cricket, Football, ete.
Musical Societies.
Ete., ete.
These should all be organized by committees of the workers and
not by the management.

2. Questions on which joint ducusswn would primarily be of ad-
tage to the M,

In this group are those questions with regard to whicl there is
no demand put forward by the workers, but where discussion and
explanation on the part of the management would be desirable,
and would tend to ease some of the difficulties of management.
The institution of works committees would facilitate discussion and
explanation in the following instances:—

(a) Interpretation of Management to Workers.

In any ease of new rules or new developmentu, or new workshop
pohcy, there is ulwayl the greatest dxﬁicnlty in getting the rank and
file to tand what the is “getting at.” However
well-meaning the change may be as regards the workers, the mere
fact that it is new and not understood is likely to lead to opposi-
tion. If the best use is made of committees of workers, such

h new devel ts, ete, would have been discussed, and
explained to them, and it is not too much to expect that the mem-
bers of such it would e lly spread a more correct

and sympathetic version of the management’s intentions among
their fellow-workers than these could get in any other way.
(b) Education in Shop Processes and Trade Technique.

The knowledge of most workers is limited to the process with
which they are concerned, and they would have a truer sense of
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industrial probl if they understood better the general technique
of the industry in which they are concerned, and the relation of their
particular process to others in the chain of manufacture from raw
material to finished article.

It is possible that some of this education should be undertaken
by technical schools, but their work in this respect can only be of
8 general nature, leaving still a field for detailed teaching which
could only be undertaken in connection with an individusl firm, or
a small group of similar firms, Such education might well begin
with the members of the committee of workers, though if found
feasible it should not stop there, but should be made general for the
whole works. Any such scheme should be discussed and worked
out in conjunction with a committee of workers, in order to obtain
the best from it.

(¢) Promotion.
It is open to question whether the ﬂllmg of any gmm vacancy

could profitably be di: d bet g and the
workers,

In connection with such appointments as shop £ , where
the position is filled by promoting 8 workman or “leading hand,”
it would at least be advisable to the appointment to the

workers’ committee before making it generally known. It might
perhaps be possible to explain why a particular choice had been
made. This would be md:cnted fau'ly well by a statement of the
qualities which the y for such a post,
thereby tending to head off some of the Jjealous d:sappomtment
always involved in such promotions, especially where the next in
seniority is not taken.

It has of course been urged, generally by extremists, that work-
men should choose their own foremen by election, but this is not
considered practical politics at present, though it may become pos-
sible and desirable when workers have had more practice in the
exercise of self. t to the limited degree here proposed.

One of the difficulties involved in any general discussion of pro-
motions, is the fact that there are 80 many parties eoncerned, and
all from a different point of view. For example, in the appoint-
ment of a foreman, the workers are concerned as to how far the
new man is sympathetic and helpful, and inspiring to work for.
The other foremen are concerned with how far he is their equal in
education and technieal attai ts, social standi length of
service, i.e., as to whether he wonld make a8 good colleague. The
manager is concerned, among other qualities, with his energy, loy-
alty to the firm, and ability to maintain discipline. Each of these
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three partiea is looking for three different sets of qualities, and it
is not often that a candidate ean be found to satisfy all. Whose
views then should carry most weight—the men’s, the other fore-
_ men’s, or the manager’s?

It is quite certain, however, that it is well worth while making
some attempt to seeure popular understanding and approval of
appointments made, and & worker’s committee offers the best op-
portunity for this.

It would be possible to di a ing in any grade
with all the othu-s in tlmt grade. For anmple, to discuss with all
. shop £ the to fill a y among the

foremen, This is probably better than no discussion at all, and
the foremen might be expeeted, to some extent, to reflect the feeling
among their men. Here again, the establishing of any such scheme
might well be discnssed with the committee of workers.

(d) Education in General Business Questions.

This point is still more doubtful than the preceding. Employers
continually complain that the workers do not understand the re-
sponsibilities and the riske which they, as employers, have to carry,
and it would seem desirable therefore to take some steps to enable
them to do so. In some directions this would be quite feasible, e.g.:

1. The reasons should be explained and di d for the establish:

ment of new works departments, or the re-organiza‘ion of ex-
isting ones, the relation of the new arrang t to the g 1
manufacturing policy being demonstrated.

2. Some kind of simplified works statistics might be laid before a

of worl For ple:
Outpat.
Cost of new equipment installed.
Cost of tools used in given period.
Cost of raw material consumed.
Numbers employed.
Amount of bad work produced. '

8. Reports of activities of other parts of the business might be

laid before them:

1. From the commercial side, showing the dificulties to be
met, the general attitude of customers to the firm, ete.

2, By the chief technical departments, design office, labora-
tory, ete., as to the general technieal developments or diffi-
culties that were being dealt with. Much of such work need
not be kept seeret, and would tend to show the workers that
other factors enter into the production of economic wealth
besides manunal labor.
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4. Simple business reports, showing g ] trade prosp
might be presented. These are perhaps most dificult to glve,
in any intelligible form, without publishing matter which every
management would object to showing. Btill, the attempt would
be well worth makmg, and would show the workers how nar-
row is the margin between fi 1 and failure on
which most manufacturing businesses work. Such statisties
might, perhaps, be expressed not in actual amounts but as
proportions of the wages bill for the same period.

4.

Secrion 11
TYPES OF ORGANIZATION

Having dealt in the previous section with the kinds of questions,
which, judged simply by their nature, would admwit of joint discus-
sion or handling it is now y to ider what changes are
needed in the structure of business management to carry out nch
proposals. The development of the
very considerable difficulties on account of the slowness of action
and lack of executive precision which almost necessarily accom-
pany democratic organization, and which it is the express object of
most business organizations to avoid.

The quegtion of machinery for joint discussion and action is eon-
sidered in this section in three aspeets:—

1. The requirements which such machinery must satisfy.

2. The influence of various industrial conditions on the type of

machinery likely to be adopted in particular trades or works.

3. Some detailed suggestions of shop ittees of varying scope.

1. Requirements to be satisfied
(a) Keeping in Touch with the Trade Union.

It is obvious that no works committee can be a substitute for the
trade union, and no attempt must be made by the employer to nse
it in this way. To allay any trade union suspicion that this is the
intention, and to ensure that the shop eommittee links up with the
trade union organization, it wounld be advisable to see that the trade
union is represented in some fairly direct manner. This is spe-
cially important for any committee dealing with wages, piece work
and such other working eonditions as are the usual subject of trade
union action, .

In the other direction, it will be necessary for the trade unionists
to develop some means of working shop eommittees into their scheme
of organization, otherwise there will be the danger of a works ecom-
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mittee, able to act more quickly through being on the spot, usurping
the place of the local distriet sommittee of the trade unions.

(b) Representation of all Grades.

The desirability of having all grades of workers represented on
works committees is obvious, but it is not always easy to earry out
owing to the complexity of the distribution of labor in most works.
Thus, it is quite common for a single department, say in an engi-
neering works, to contain several grades of workers, from skilled
trallesmen to laborers, and possibly women. These grades will be-
long to different unions, and there may even be different, and per-
haps competing, unions represented in the same grade. Many of
the workers also will not be in any union at all.

(¢) Touch with Management. .

As a large part of the aim of the whole development is to gtve
the workers some sense of management problems and pomt of view,
it is most desirable that ti betw works and
management should be frequent and regular, and not looked on
merely as means of investing grievances or, deadlocks when they
arise. The works committee must not be an accidental excrescence
on the management structure, but must be worked into it so as to
become an integral part, with real and necessary funetigns.

(@) Rapidity of Action.

Delays in negotiations between employers and labor are a constant
source of irritation to the latter. Every effort should be made to
reduce them. Where this is impossible, due to the complication of
the questions involved, the works committee should be given enough
information to convince it of this, and that the delay is mot a de-
liberate attempt to shirk the issue.

On the other hand, the desire to attmn rapxdxty of action should
not lead to haphazard and “seratcl tiati
Thess will only result in confusion, owing to the hkehhood that
some of those who ought to take part or be consulted over each
question will be left out, or have insufficient opportunity for weigh-
ing up the matter. The procedure for working with or through
works committees must, therefore, be definite and titutional, 8o
that every one knows how to get a grievance or suggestion put for-
ward for consideration, and every one concerned will be sure of re-
ceiving due notice of the matter.

The procedure must not be so rigid, however, as to preclude
emergency negotiations to deal with sudden cxises.
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2. Influence of various industrial conditions on the type of orgam-
sation of Shop Committees.

There i8 no one type of shop committee that will suit all eondi-
tions. Some industries can develop more easily in ome direction
and some in another, and in this subsection are pointed out some
of the conditions which are likely to influence this.

(a) Type of Labor.

The constitution of works ittees, or the sch of it
tees, which will sunitably represent the workers of any particular
factory, will depend very largely on the extent to which different
trades and different grades of workers are involved.

In the simplest kind of works, where only one trade or eraft is
carried out, the workers, even though of different degrees of skill,
would probably all be eligible for the same trade nnion. In such
a case a purely trade union organization, but based of course on
works departments, would meet most of the requirements, and wounld
probably, in faet, be already in existence.

In many works, however, at least in the engineering industry, a
number of different “trades” are carried on. For instance, turn-
ing, automatic machine operating, blacksmithing, pattern-making,
foundry work, ete. Many of these trades are represented by the
same trade union, though the interests of the various sections are
often antfgonistic, e.g., in the ease of turmers and automatic ma-
chine operators. Some of the other trades mentioned belong to
different unions altogether. In addition fo these “iradesmen,” will
be found semi-gkilled and unskilled laborers. For the most part
these will belong to no union, though a few may belong to laboring
unions which, however, have no special connection with the engi-
neenng unions. In addition to all these, there may be women, whose
in relation to men’s unions is still nncertain, and some of
whose interests will certainly be opposed to those of some of the
men.

The best way of representing all these different groups will de-
pend on their relative proportion and distribution in any given
works. Where women are employed in any considerable numbers,
it will probably be advisable for them to be represented inde-
pendently of the men. For the rest it wxll probably be neceasary
to have at least two kinds of works : one rep
trade unionists as such, chosen for convenience by departments, the
other representing simply works departments. The first would deal
wn.h wages and the l:ype of question nsually forming the subject of
and trade unions. The other would
deal with all other workahop conditions. The first, being based on
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trade unions, would automatically take t of distineti be-
tween different trades and different grades, whereas the second
would be dealing with those questions in which such distinetions do
not matter very much.

(b) Stability and Regularity of Employment.

Where work is of an irregular or seasonal nature and workers
are constantly being taken on and turned off, only the very simplest
kind of committee of workers would be possible. In such industries
prabably nothing but a trade union organization within the works
would be possible. This would draw its strength from the existence
of the trade union outside, which would, of course, be largely inde-
pendent of trade fluctnations, and would be able to reconstitute the
works committee as often as y, thus keeping it in exist
oven should most of the previoms members bad been discharged
through slackness,

(¢) Elaboration of M t Org

The extent to which t funeti can be delegated, or
management gquestions and pohcy be discussed with the workers, de-
pends very largely on the degree of completeuess with which the

t itself is org d. Where this is haphazard and man-

1 ists of a ion of ies, only autocratic
control is possible, being the only method which is qmcknctmg and
mobile enough. Therefore, the better organized and more con-
. stitntional (in the sense of having known rules and procedures) the

management is, the more possible is it for policy to be disenssed with
the workers.

3. Some schemes suggested.

The following suggestions for shop organizations of workers are
intended to form onme scheme. Their individual value, h
does not depend on the adoption of the sch as 8 whole, each be—
ing good as far as it goes.

(a) Shop Stewards Committee.

As pointed out in the last sub-section, in a factory where the
trade union is strong, there will probably be a shop stewards or
trade union committee already in existence. This is, of course, a
committee of workers only, elected generally by the trade mnion
members in the works, to look after their interests and to eonduct
negotiations for them with the management. Sometimes the stew-
uds carry out other purely trnde union, work, such a8 collecting

I 3 ing new 5 ing union rules, ete.
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Such & committee is the most obvious and simplest type of works
committee, and where the composition of the shop is simple, i.c.,
mainly one trade, with no very great differences in grade, a shop
stewards committee could deal with many of the questions laid down
a8 suitable for joint handling.

It is doubtful, however, whether a shop stewards committee ean,
or should, cover the full range of workers' activities, except in the
very simplest type of works. The mere fact that, as a purely trade
union organization, it will deal primarily with wages and piece-
work questions, will tend to introduce an atmosphere of hargaining,
which would make the diseussion of more general questions very dif-
fienlt. Further, such a ecommittee would be likely to consider very
little else than the interests of the trade union, or of themselves as
trade unionists. While this is no doubt qune legmmate as regax'ds
such questions as wages, the more g of w
amenities should be considered from the pomt of view of the works
as a commumty in which the workera have common interests with
the g t in finding and maintaining the best conditions pos-
sible. Moreover, in many shops, where workers of widely differing
grades and trades are employed, a shop stewards committee is not
likely to represent truly the whole of the workers, but only the
better organized sections.

The shqp stewards ittee, in the engineering trade at least,
is fairly certain to constitute itself without any help from the man-
t. The ma t should hasten to recognize it, and give

it every facility for carrying on its busmess, and should endeavor
to give it a reecognized status and to impress it with a sense of re-
sponsibility.

It would probably be desirable that shop stewards should be
elected by secret ballot rather than by show of bands in open meet-
ing, in order that the most responsible men may be chosen, and not
merely the loudest talkers or the most popular. It scems better,
also, that stewards should be elected for a certain definite term,
instead of bolding office, as is sometimes the case mow, until they
regign, leave the firm, or are actually deposed. The shop stewards
committee, being primarily a workers’ and trade union affair, both
these points are outside the legitimate field of action of the manage-
ment. The latter’s willingness to recognize and work through the

ittee should, h , confer some right to make suggestions
even in such matters as these.

The facilities granted by the g t might very well include
& room on the works premises in which to hold meetings, and a place
to keep papers, ete. If works conditions make it difficnlt for the
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stewards to meet out of work hours, it would be well to allow them
to hold committee meetings in working hours at recognized times.
The management should also arrange periodic joint meetings with
the committee, to enable both sides to bring forward matters for
discussion.

The composition of the joint ting between the ittee of
shop stewards and the t is worth ideri shortly.

In the conception here set forth, the shop stewards committee is a.
complete entity by 1tself 5 it IS not merely the workers’ section of
some larger p of t and workers.
The joint meetings are rather in the nature of & standing arrange-
ment on the part of the management for receiving deputations from
the workers. For this purpose, the 1 of the g
section need not be fixed, but eould well be varied according to the
subjects to be dmcussed It should always include, however, the
highest execntive authonty eoncerned thh the works. For the rest,
there might be the various depart and, ti
some of the foremen. Au the joint meeting is not an instrument
of t, taking decisi by vote, the number of the man-
agement eontmgent does not really matter, beyond assuring that all
useful points of view are represented.

Too much importance can hardly be laid on the desirability of
regular joint meetings, as against ad hoc meetings called to discuss
special grievances, According to the first plan, each side becomes
used to meeting the other in the ordinary way of business, say, once
3 month, when no special issue is at stake, and no special tension
is in the air. Each can hardly fail to absorb something of the
other’s point of view. At a special ad hoc meeting on the other
hand, each side is apt to regard as its business, not the discussion
of a question on its merits, but simply the making out of a case.
And the fact that a meeting is called specially means that expecta~
tions of results are raised among the other workers, which make it
difficuit to allow the 'y time or ber of meeti for the
proper di ion of a L ti

‘Where women are employed in considersble numbers along with
men, the question of their representation by stewards becomes im-
portant. It is as yet too early to say how this situation ean best be
met. If they ave eligible for membership of the same trades nunions
a8 the men, the shop stewards committee might consist of repre-
sentatives of both. But, considering the situation which will arise
after the war, when the interests of the men and of the women will
often be opposed, this solution does not seem very promising at
present.
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Another plan would be for a separate women’s shop stewards
committee to be formed, which would also meet the management
periodically and be, in fact, a duplicate of the men’s organization.
It would probably also hold periodic joint meetings with the men’s
commnttee, to unify their pohcles as far as possible. This plan is
somewhat cﬁmbersome, but lt seems to be the only one feasible at

t on t of the diverg of interest and the very dif-
ferent stage of development in organization of men and women.

(b) Social Union.

Some organization for looking after recreation is in existence in
many works, and if not, there is much to be said for the institution
of such a body as the social union here described.

Although the purpose which ealls together the members of a works
community is, of course, not the fostering of socisl life and ameni-
ties, there is no doubt that bers of such ities do attain &
fuller life and more satisfaction from their association together,
when common recreation is added to common work. It may, of
course, be urged, inst such a devel t of ity life in
industry, that it is better for people to get away from their work
and to meet quite another set in their leisure times. This is no
doubt true emough, but the number of people who take advantage
of it is probably very much less than would be affected by social
activities 8onnected with the works. The development of such ac-
tivities will, in consequence, almost certainly bave more effeet in
spreading opportunities for fuller life than it will have in restrict-
ing them. Moreover, if the works is a large one, the diffrences in
outlook between the various sections are perhaps quite as great as
ean be met with outside. For this reason, the cardinal prineiple for
such organizations is to mix up the different sections and grades,
especially the works and the office departments.

The sphere of the social nnion includes all activities other than

- those affecting the work for which the firm is organized. This
sphere being outside the work of the firm, the organization should
be entirely voluntary and in the hands of the workers, though the
management may well provide facilities such as rooms and playing
fields.

Two main schemes of organization are usual In the first a
general il is elected by the bers, or, if p , by all the
employees, irrespective of department or grade. This eouncil is
responsible for the general policy of the soeial union, holds the
funds, and undertakes the starting and supervising of emaller or-
ganizations for specifie purposes. Thus, for each activity a elub
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or society would be formed under the auspices of the council. The
elubs would manage their own affairs and make their own detail
arrangements.
It is most desirable that the social union should be self-supporting
a8 far as running expenses go, and should not be subsidized by the
as is ti done. A small snbseription should be
paid wee.kly by every ber, such subseription admitting them
to any or all clubs. The funds should be held by the couneil, and
spent according to the needs of the various elubs, not according to

thes subseriptions traceable to the bership of each. This is
very much better than making the ﬁ.mmees of each club self-support-
ing, sinee it emphasizes the * " feeling, is very siwmple,

and enables some forms of recreation to be carried on which conld
not possibly be made to pay for themselves.

The second general type of social union organization involves
making the clubs themselves the basis, Each levies its own sub-
seriptions and pays its own expenses, and the secretaries of the clubs
form a il for g 1 t. This i8 a less desirable
arr t b > each ber of the il is apt to regard
himself as there only.to look after the interests of his club, rather
than the whole. The starting of new activities is also less easy
than under the first scheme.

(¢) Welfare Commattee, °

The two orgamzahons suggesbed so far, viz, shop stewards com-
mittee and social union, do not cover the whole range of functions
ontlined in Section I. In. id how much of that fleld still
remains to be covered, it is mmplest first to mark off, mentally, the
sphere of the social unionm, viz, social activities ouf.sxde working
hours. This leaves clear the real problem, viz., all the questions
affecting the work and the conditions of work of the firm. These
are then conceived as falling into two groups. First there are
those questions in which the interests of the workers may be op-
posed to those of the employer. These are concerned with such
matters as wage and piece rates, penalties for mpoiled work, ete.
‘With regard to these, discussion is bound to be of the nature of
bargaining, and these are the field for the shop stewards committee,
negotiating by means of the periodical joint meetings with the man-
_agement.

There remains, however, a second class of question, in which
there is no elash of interest between employer and employed. These
are concerned mainly with regulatmg the “community life” of the
. works, and include all of g 1 shop diti and
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amenities, and the more purely educational matters. For dealing
with this group a ittee of g t and work-
ers, here called the Welfare Committee, is suggested.

This would consist of two parts:—

1. Representatives elected by workem
2. Nomi of the

The elected side might well represent the offices, both technical
and clerical, as well as the works, and members would be elected by
departments, no account being taken of the various grades. Where
women are employed, it would probably be desirable for them to
elect separate representatives. If they are in departments by them-
selves, this would paturally happen. If the departments are mixed,
the men and women of such departments would each send repre-
sentatives.

The trade union or unions most concerned with the work of the
firm should be represented in some fairly direct way. This might
be done in either of two ways:

1. If a shop stewards eommittee exists, it might be asked to send

one or more representatives.

2. Or each of the main trade unions represented in the works
might elect one or more representatives to represent their
members as trade unionists,

The t section should tain, in g ], the highest
bers d¥ the g t who themselves with the run-

ning of the works; it would be no use to have here men in subor-
dinate positions, as much of the discussion would deal with matters
beyond their jurisdiction. Moreover, the opportunity for the higher
management to get into touch with the workers would be too im-
portant to miss. It is doubtful whether there is any need for the
workers’ section of the welfare committee to meet separately, though
there is no objection to this if thonght desirable. Ju any case a
good many questions ean be banded over by the joint meeting to sub-
committees for working out, and such sub-committees ean, where
desirable, consist entirely of workers.

It may be urged that the welfare committee i8 an unnecessary
complication, and, either that its work eould be earried out by the
shop stewards committee or that the work of both eonld be handled
by a single posite shop ittee of t and workers,
In practice, however, a committee of the workers sitting separately
to consxder those interests that are, or appear to be, opposed wnh
regul, putations to the t, and a
of workers and t sitting together to di identml
interests would seem the best solution of a difficult problem.
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Everything eonsidered, therefore, there seems, in many works at
least, to be a good case for the institution of both organizations,
that of the shop stewards and that of the welfare committee. The
conditions making the latter desirable and possible would seem to
be:—

LA management snﬂicmntly method.lcnl and eonstxtutmnal to

make previ of d ib

2. The condmona of employment fmly stable

3. The trades and grades included in the shop so varied and inter-

* mixed as to make rep tation by a ittee of trade union
shop stewards incomplete.

Secrion I
SUMMARY AND CONCLUSIONS OF SECTIONS I AND IT

QGathering together the views and suggestions made in the forego-
ing pages; it is felt that three separate organizations within the
works are necessary to represent the workers in the highly developed
and elaborate organisms which modern factories tend to become.

It is not sufficient criticism of such a proposal to say that it is
too ecomplicated. Modern industry is complicated and the attempt
to introduce democratic ideas into its gov will ily
make it more so. As already pointed out, the scheme nged not be.
accepted in its entirety. For any trade or firm fortunate enough to
operate under simpler conditions than those here sssumed, omly
such of the suggestions need be accepted as suit its case.

The scope of the three committees is shown by the following sum-
mary :—

(a) Shop Stewards Committee.
Sphere. Controversial questions where interests of employer and
worker are apparently opposed.
ists of trade unionist workers elected by works

departments,

Sits by itself, but has regul tings with the g t.

Ezamples of questwm dealt with:
Wage and piece rates,
The earrymg ont of trade union agreemenm
re application of legislation to the workers repre-

sented, e.g., dlluhon, exemption fmm recruiting.

Thecarrymgoutof ti ts re restoration of
trade union conditions, demobilization of war industries, ete.

Introduction of new p
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Ventilation of grievances re any of above.
Ete., ete.

(b) Welfare Committee.
Sphere. “Community” questions where there is no clash between
mterests of employer and worker.
C ittee of 3¢ t and workers,
with some direct representntxon of trade unions.

Sits as one body, with some questions relegated to sub-com-
mittees, consisting either wholly of workers or of workers and
management, according to the nature of the case.

Ezxamples of Questions dealt with:

Shop rules.

Such working conditions as starting and stopping times, meal
hours, night shift arrangements, ete.

Accident and sickness arrangements.

Shop comfort and bhygiene.

Benevolent work such as collections for charities, hard cases
of illness or accident among the workers.

Education schemes:

Trade technique.
New works developments.
Statistics of works activity.
®Business outlook.
Promotions—explanation and, if possible, consultation.
Ventilation of grievances re any of above.

{¢) Social Union.

Sphere. Social ities, mainly ountside working hours,
Constitution. Includes any or all grades of management and
‘workers.
Governing body elected by b irrespective of trade,
grade, or sex.

Ezamples of Activities.
Institution of clubs for sports—cricket, football, swimming,
ete,
Recreatlve ieti h *ﬁi chornl, debating, ete.
A social ete.
Provision of games, hbrary, ete., “for use in meal bours.
Administration of elub rooms.
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Szorion IV
COMMENTS ON WORKING
An attempt to institute a sch of shop ittees on the gen-
eral lines of those here described led in difficulties, of

which the following are instances.

. 1. Relations with Shop Foremen
If a works committee is to deal with the actual conditions under
which work is carried on, and if its work is to be real, there is every
possibility of friction arising, due to the committee infringing the
sphere of authority of the ahop foremen Not only will specifie
" complaints and objections reg or decisi of fore-
men be brought up, but more genersl questions of shop manage-
ment will be diseussed, on which the foremen would naturslly ex-
pect to be consulted, previously to their men. Some of these diffi-
culties would be d if the £ were bers of the works
committees, but this seems hardly possible, execept in very small
works.
. It must never be forgotten that the £ have definit
ment functions to perform which eannot be discharged if their an-
thority is eontinually ecalled in question, or if they are continually
harassed by eomplaints behind their backs. Nor can they have any
prestige if arrangements or rules affecting their econtrol dr method
of management are made without them hnvmg their full share in the
diseussion of them. The dxﬂicnlty arises, therefore, how on the
one hand, to maintain the f ition as a real link in the
chain of exesutive authority, and on the other hand to promote direct
diseussion between the workers aund the higher management. The
solving of this difficulty depends to some extent at least on the

devising of suitable p and hinery for keeping all grades
of management in tonch with each other, and for eonﬁnmg the
activities of the works ittees to fairly definite and known
spheres.

The exaet nature of this machinery would depend on the organ-
ization of each particular firm. It will, in general, be advisable to
lay down that previous notice shall be given of all subjeets to be
brought up at a works committee meeting, so that a full agenda may
be prepared. This agenda should then be cireulated freely among
the shop foremen, and other grades of management, so that they
may know what is going forward. Full minutes of the proceedings
of all meetings shonld be kept, and these again should be eircu-
lated to all grades of management.

To facilitate such arrangements it may be advisable for the
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management to provide a secretary whose duties would be twofold;
the preparation of the agenda, and the writing out and followmg
up of the minut In making out the agenda the secretary should
make full inquiries with regard to all subjects brought forward by
workers, and should prepare a short statement of each case to issue
with the agenda. The secretary in circulating the agenda would
then be able to learn, from the foremen and others, to what extent
each was interested or concerned in any particular item. Those
specially concerned might then be invited to attend the meeting to
take part in the di i If a £ intimated that he had
decided views on some subject and wished them to be taken into
account, discussion at the meeting should be of preliminary nature
only and limited to eliciting the full ease as seen by the workers.
Farther discussion with the committee would be reserved until the
management had had time to consult the foremen or others con-
cerned.

The certainty, on the part of all grades of management, that no
subject would be disenssed of which they had not had notice; the
privilege of having final discussion of any subject postponed, pend-
ing the statement of their views; and finally the eirculation of all
minntes, showing what took place at the meetings, should go a long
way to making the works committees run smoothly.

¢ 2. Provision of facilities for committee work
For any ized works ittees, the manag t should see

that they have smch facilities put at their disposal as will enable
them to carry out their work, and will give them standing and au-
thority in the works community. In the ease of committees dealing
with social work outside the direct work of the shop, all meetings
and work can be expected to take place outside working hours.
This should also apply in a general way to meetings of shop stew-
ards or of the welfare committee, but it may happen, as for instance
where a night-shift is being worked, that it is almost impossible for
the members to get together except at some time during working
hours. In such cases permission should be given for meetings at
regular stated times, say once a fortnight, or once a month, and the

ttend at these tings would be considered part of the or-
dinary work of the members, and they would be paid accordingly.
‘Where possible, however, it is very much better for meetings to be
arranged entirely outside working hours, in which ease no payment
should be offered, the work being looked on as in the nature of
voluntary public work.

A committee room should be provided, and in the ease of the
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welfare committee, the secretary might also be provided by the
management. For firms suitably placed it is most desirable that’
8 playing field should be provided, snitably laid out for various
games. Rent can be asked for it by the management if thought
desirable and can be paid by a social union snch as that deseribed
here. In the case of all kinds of goized works ittees the
thing to aim at is to make their work an integral part of the organi-
zation of the works community, providing whatever facilities are
needed to make it effective. On the other hand anything like sub-
sidizing of works eommittees by the management must be avoided.

THE LABOR PARTY
’ CONSTITUTION
(Adopted at the London Conference, February, 26th, 1918)
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LABOR PARTY CONSTITUTION

1—~Name
The Labor Party.
2,—MEMBERSHIP
The Labor Party shall consist of all its affiliated organizations,!
together with those men and women who are individual members of
a Local Labor Party and who subseribe to the Constitution and
Program of the Party.

3.—Parry OBJECTS
NATIONAL

(a) To organize and maintain in Parliament and in the country
a Political Labor Party, and to ensure the establishment of a Local
Labor Party in every County Constituency and every Parliamentary
Borough, with snitable divisional organization in the separate eon-
stitnencieg of Divided Boroughs;

(b) To codperate with the Parliamentary Committee of the Trades
Union Congress, or other Kindred Organizations, in joint politieal
or other action in harmony with the Party Constitution and Stand-
ing Orders;

(¢) To give effect as far as may be practicable to the principles
from time to time approved by the Party Conference;

(d) To secure for the producers by hand or by brain the full
fruits of their industry, and the most equitable distribution thereof
that may be possible, npon the basis of the common ownerslnp of
the means of production and the best obtainable system of pop
administration and control of each industry or service;

(e) Generally to promote the Political, Social, and Economie
Emancipation of the People, and more particularly of those who
depend directly upon their own exertions by hand or by brain for
the means of life.

INTER-DOMINION

(f ) To eoopente with the Labor and Socialist organizations in
and D ies with a view to promoting the pur-

lTrndeUnionl,“"-“‘" Codperative Bocieties, Trades

Councils, and Local Labor Parties.
572

P
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poses of the Party and to take common action for the promotion of
& higher standard of social and economie life for the working popu-
lation of the respective countries.

INTERNATION AL

(g9) To codperate with the Labor and Socialist organizations in
other countries, and to assist in organizing a Federation of Nations
for the maintenance of Freedom and Peace, for the establishment
of suitabl hinery for the adjustment and settlement of Interna-
tional Disputes by Conciliation or Judicial Arbitration, and for such
International Legislation as may be practicable.

4.—ParTY PROGRAM
(a) It shall be the duty of the Party Confexenee to demde, from

time to time, what specific proposals of legislative, ial, or ad-
ministrative refom sghall ive the 1 support of the Party,
and be as ion may p t itself, by the National

Execntive and the Parliamentary Labor Party: provided that no such
proposal shall be made definitely part of the General Program of
the Party unless it has been adopted by the Conference by a majority
of not less than two-thirds of the votes recorded on a card vote.

(b) It shall be the duty of the National Executive and the Parlia-
mentary Labor Party, prior to every General Electiow) to define
the prineipal issues for that Election which in their judgment should
be made the Special Party Program for that particular Election
Campaign, which shall be issued as a manifesto by the Executive to’
all constituencies where a Labor candidate is standing,

(¢) It shall be the duty of every Parli tary tative of
the Party to be guided by the decision of the meetmgs of such
Parliamentary representatives, with a view to giving effect to the

decisions of the Party Conference as to the General Program of the
Party.

6.~TeE ParTY CONFERENCE

1. The work of the Party shall be under the direction and control
of the Party Conference, which shall itself be subject to the Con-
stitution and Standing Orders of the Party. The Party Conference
shall meet regularly once in each year, and also at such other times
a8 it may be d by the National Executi

2. The Party Conferenee ghall be constituted as follows:—

(a) Trade Unions and other socxetles affiliated to the Party may
send one delegate for each th bers on which fees are paid.

(b) Local Labor Party delegates may be either men or women
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resident or having a place of busi in the stituency they rep-
resent, and shall be appointed as follows:—

In Borough and County Constituencies returning one Member to
. Parliament, the Local Labor Pnrty may appoint one delegate.

In undivided Borough g two Members, two g
may be appointed.

In divided Boroughs one delegate may be appointed for each
separate constituency within the area. The Local Labor Party
within the constitnency shall nominate and the Central Labor Party
of the Divided Borough shall appoint the delegates. In addition
to such delegates, the Central Labor Party in each Divided Borough
may appoint one delegate.

An additional delegate may be appointed for each econ-
stitneney in whieh the namber of uﬂilmted and individual women
members exceeds 500.

(¢) Trades Councils under Section 8, clause ¢, shall be entitled
to one delegate.

(d) The members of the National Executive, including the Treas-
urer, the bers of the Parli tary Labor Party, and tbe duly-

tioned Parli tary Candidates shall be fics of,
the Party Conference, but shall, unless delegates, have no right to
vote.

e 6-—~THE NatioNal Execurive
(a) There shall be a National Executive of the Party consisting
of twenty-three b (including the T ) elected by the

Party Conference at its regular Annual Meeting, in such proportion
and under such conditions a8 may be set out in the Standing Orders
for the time being in foree, and this National Executive sball, sub-
Jject to the eontrol and directions of the Party Conference, be the
Administrative Authority of the Party.

(b) The National Executive shall be responsible for the duect
of the general work of the Party. The National Ezecutive uhnll
mkestepswensmthatfhel’mym P d by y a prop ly
constituted organization in each eonstitwency in which this is found
practicable; it shall give effect to the deeisions of the Party Confer-
ence; and it shall interp the Constitution and Standing Orders
and Rules of the Party m all cases of dispute subject to an appeal
to the next regular Apnual Meetmg of the Party Conferenee by the

ion or person
(c) The National Exeeutive shall eonfer vnt.h the Pnrhamentary
Labor Party at the opening of each Parli ry n, , and nlao

atnnyotherhmewhenthe“‘ | E tive or the Parl
Party may desire such conference, on any matters relating to the
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work and progress of the Party, or to the efforts necessary to give
effect to the General Program of the Party.

7.—PARLIAMENTARY CANDIDATURES

(a) The National Executive shall cobperate with the Local Labor
Party in any constituency with a view to nominating a Labor Can-
didate at any Parliamentary General or Bye-Election, Before any
Pn.rliamentary Candidate can be regarded as finally adopted for

tituency as a Candidate of the Labor Party, his candidature
must be sanctioned by the National Executive.

(b) Candidates approved by the National E: tive shall app
before their constituencies under the designation of “Labor Candi-
date” only. At any General Election they shall include in their
Election Addresses and give prominence in their campaigns to the
issues for that Election as defined by the National Executive from
the General Party Program. If they are elected they shall act in
harmony with the Constitution and Standing Orders of the Party
in secking to discharge the responsibilities established by Parlia-
mentary practice. .
+ (¢) Party Candidates shall receive fi ial assistance for electi
expenditure from the Party funds on the following basis:—

Borough Constituencies, £1 per 1,000 electors.

County Divisions, £1 158. per 1,000 electors.

8. —APFILIATION Fm

1. Trade Unions, Socialist Societi tive Societies, and
other organizations directly affiliated to the Ps.rty (but not bemg
affiliated Local Labor Parties or Trades Councils) shall pay 2d.
per member per annum to the Central Party Funds with a minimnm
of 30s.

The membership of a Trade Union for the purpose of this clause
ehall be those members contributing to the political fund of the
Union established under the Trade Union Aect, 1913.

2. The affiliation of Trades Councils will be subject to the follow-
ing conditions:—

(a) Where Local Labor Parties and Trades Councils at present
exist in the same area every eﬁort must be made to amalgamate these
bodies, retaining in one ion the industrial and political
functions, and incorporating the comstitution and rules for Local
Labor Parties in the rules of the amaigamated body.

(b) Where no Local Labor Party is in existence and the Trades
Council is discharging the political fonctions, snch Trades Couneil
shall be eligible for affiliation as a Local Labor Party, providing
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that its rules and title be extended so as to inelude Loeal Labor
Party functions.

(c) Where & Local Labor Party and a Trades Council exist in the
same area, the Trades Council shall be eligible to be affiliated to the
Local Labor Party, but not to the National Party, except in such
cases where the Trades Council was affiliated to the National Party
prior to November 1st, 1917. In these cases the Executive Commit-
tee shall have power to continue national affiliation on such condi-
tions as may be deemed necessary.

(d) Trades Councils included under Section (c¢) shall pay an an-
nual affiliation fee of 30s.

Local Labor Parties must charge individually enrolled members,
male a minimum of 1s. per annum, female 6d. per annuw; and 2d.
per member so collected must be remitted to the Central Office with
a minimum of 30s., as the affiliation fee of such Local Labor Party.

In addition to these payments, a delegation fee of Bs. to the
Party Conference or any Special Conference may be eharged.

STANDING ORDERS
1—ANNUAL CONFERENCE

1. The National Executive shall convene the Annual Party Con-
ference fqr the month of June (but not at Whitsuntide) in each
year, subject to the Constitntion and the Standing Orders, and shall
convene other Sessions of the Party Conference from time to time
as may be required.

2. In the event of it being necessary to convene the Party Con-
ference upon short notice, in order to deal with some sudden emer-
gency, the Secretaries of the affiliated organizations and Loeal Labor
Parties shall, on receiving the summons, instantly take such action
as may be necessary fo enable the Society or Constituency to be
represented, in accordance with the rules.

3. Any Session of the Party Conference summoned with less than
ten days’ notice shall confine its business strietly to that relating to
the emergency, which cannot without detriment to the Party be
postponed.

4. Persons eligible as delegntes must be paying bona fide members,
or paid permanent officials of the organization sending them.

5. No delegate to the Conference shall represent more than one
Society.

6. Members of affiliated izati ! from
political contributions under the Trade Union Act, 1913 shall not
be entitled to act as delegates,
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2.-—AGENDA

1. Notice of Resolutions for the Annual Conference shall be sent
to the Secretary at the Office of the Party not later than April 1st,
for inclusion in the first Agenda, which shall be forthwith issued
to the affiliated organizations.

2 Notice of Amendments to the Resolutions in the first Agenda,
and Nominations for the E: tive, Tr , Auditors (2), Annual
Conference Arrangements Committee (5), shall be forwarded to the
Sesretary not later than May 16th, for inclusion in the final Agenda
of the Annual Conference.

3. No business which does not arise out of the Resolutions on the
Agenda shall be considered by the Party Conference, unless recom-
mended by the Executive or the Conference Arrangements Commit-
tee. .

4. When the Annual Conference has, by lution, made & decl
tion of a general policy or principle, no motion having for its ob-
ject the reaffirmation of such policy or principle shall appear on
the Agenda for a period of three years from the time such declaration
was made, except such resolutions as are, in the opinion of the
Executive, of immediate importance.

3—Voriva

Voting at the Party Conference shall be by Cards issted as fol-
lows:—

Trade Unions and other affiliated Societies shall receive one Votmg
Card for each 1,000 members or fraction thereof paid for.

Trades Councxla affiliated under Section 8, clause ¢, shnll receive
one voting eard.

Every Local Labor Party shall receive one Voting Card for each
delegate sent in respect of each Parliamentary Constituency within
its area.

Central Labor Parties in Divided Boroughs shall receive one vot-
ing eard.

4.—NaTIONAL ExEcUTIVE

1. The National Executive shall be elected by the Annual Con-
ference as a whole, and shall consist, apart from the Treasurer, of
(a) 13 representatives of the affiliated organizations; (b) five rep-
resentatives of the Local Labor Parties; and (¢) four women. The
Executive shall be elected by ballot vote on the card basis from three
lists of nominations. .

2. Each affiliated national ization shall be entitled to nom-
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inate one candidate for List A; and two candidates if the b
ship exceeds 500,000. Each candidate must be a bona-fide member
of the organization by which he or she is nominated.

3. Each Parliamentary Constituency organization, through its
Local Labor Party or Trades Council, may nominate one candidate
for List B, and the candidate so inated must be resident or have
his or her place of business within the area of the nominating Local
Labor Party.

4. Each affiliated organization shall be entitled to nominate one
woman candidate for List C, and two didates if the bership
exceeds 500,000; whether such nominees are or are not members of
the nominating organization.

5. The National Executive shall elect its own Chairman and
Vice-Chairman at its first meeting each year, and shall see that all
its officers and members conform to the Constitution and Standing
Orders of the Party. The National Executive shall present to the
Annual Conference a Report covering the work and progress of the
Party during its year of office, together with the Financial State-
ment and Accounts duly audited.

6. No ber of the Parli tary C ittee of the Trades
Union Congress is eligible for ination to the National Execu-
tive.

. 5. —TREASURER

The Treasurer shall be elected separately by the Annual Confer-
ence. Each affiliated organization may nominate a candidate for
the Treasurership independent of any other nomination it makes for
the National Executive,

4
6.—SECRETARY

The Secretary shall be elected by the Annual Party Conference,
and be ex officio & member of the Conference; he shall devote his
whole time to the work of the Party, but this shall not prevent him
being a Candidate for or a Member of Parliament. He shall remain
in office 80 long as his work gives satisfaction to the National Execu-
tive and Party Conference. Shounld a vacaney in the office occur
between two Annual Conferences, the Executive shall bave full power
to fill the vacancy, subject to the approval of the Annual Confer-
ence next following,

Nominations for the office shall be on the same eonditions as for
the Treasurership.
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7.—AxNUAL CONFERENCE ARRANGEMENTS COMMITTER

L The duties of the Conference Arrangements Committee shall
be:—

(@) To attend at the place of Conference two days before its
opening, for the purpose of arranging the Conference Agenda;

(b) To appoint Serutineers and Tellers for the Conference from
among the delegates whose names have been received at the Head
Office prior to May 31st, such appointments to be subject to the
approval of the Conference;

(¢) To act as Standing Orders Committee during the Conference.

2. Should any of the five members of the Conference Arrange-
ments Committee be unable to fulfil his or her duties, the person who

received the highest ber of votes t those not elected shall
be called upon, but should the voting lxst be exhu.usted, 1t shs.ll lie
with the S the ber r a

3. Remuneration of the Conference Arrmgemenl:s Committee, -
Scrutineers, and Tellers shall be at the rate of 15s. per day.

THE LABOR PARTY

CoNsTITUTION AND RULs
TOR -
Locar Lapor ParTiEs
w
SivaLe anp Unpivipep BoroUuGHS
MEMORANDA

.

The attention of Loca! Labor Parties end Trades Couneils is spe-
cially ealled to sub-sections 2 and 3 of Section 8 (Affiliation Feesl
of the Constitution of the Labor Party. As a condition of affiliation
(unless loeal conditions necessitate a departure from sucl consti-
tution and rules, in which case the constitution and rules adopted
shall be decided upon after consultation with the National Ezecutive
4] ittee) the following provi must be observed by Local La-
bor Parties and Trades Couneils.

1. Subject to alterations approved by the National Executive
Committee, Local Labor Parties must adopt the constitution and
rules applicable to their area as a condition of affiliation. Local
Labor Parties in single and undivided Borough Constituencies, in
single-Member County Divisions, and in Divided Boroughs, affiliate
to the National Party. Local Labor Parties in municipal boroughs
and urban district areas within County Divisions affiliate to the
Divisional Labor Party. '
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2. Trades Councils, affiliated under Section 8, clause b, of the
Party Constitution, must incorporate the rules applicable to their
area in the local Constitution. )

3. Complete copies of the rules of Trades Councils and Loeal
Labor Parties must accompany the application for affiliation, and all
alterations of rules must be notified to the Head Office with the next
payment of affiliation fees.

4. In the London area, Local Labor Parties shall be formed for
Parliamentary constitnencies with the Metropolitan Borough as the
basis for each Local Labor Party. Such Local Labor Parties may
adopt the rules for Divided Boroughs or single-member constituen-
cies as local conditions may render necessary, and subject to the
approval of the National Executive Committee. A Central Labor
Party for the whole London area shall be established upon such basis
as. may be agreed upon with the approval of National Executive
Committee.

5, Trades Councils and Local Labor Parties may adopt additional
rules to cover special local purposes, peculiar local conditions, and
industrial objeets not included in the scope of these rules, provided
always that such loeal rules shall not be inconsistent with the eon-
stitution of the Labor Party nor be contrary to the provisions con-
tained in these rules. .

6. Where Local Labor Parties and Trades Councils are amalga- .
mated, or Where no Trades Council exists, and the Local Labor
Party decides to include industrial objects, the following additional
rules are recommended, but the adoption of such rules 18 optional,

OBJECTS

Industrial.—To provide the workers with a means of education
upon Labor guestions, and to keep an oversight on all matters affect-
ing the interests of Labor, and to discharge the functions of a Trades
Council.

MANAGEMENT

The Industrial objects shall be earried ont by an Industrial Com-
mittee acting as the Trades Couneil. The Industrial Committee
shall consist of the delegates from the affiliated Trades Union
branches, and shall meet monthly or as required. Only Trade Union
branches shall be entitled to rep tation on the Industrial Com-
mittee, and all purely industrial and Trade Union matters shall be
dealt with by this Committee. Where political action is necessary
in connection with such industrial matters, the Industrial Committee
shall make, through the representatives of the Trades Union Section
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to the Exeeative Committee and the delegat: l:ottheneraICom—
mittee, recommendations with regard to the political action neees-
sary.

RuLEs AND CONSTITUTION

(For single and wndivided Borough Constituencies. Trades Coum-
cils in such Boroughs affilicted under Section 8, clause b, of the
Gonstitution must incorporate these rules in the local Constitu-
tion.) ——

MEMBERSHIP
1. The Party ehall consist of affiliated Trade Union branches, the

Trade Council, Socialist Societies, Colperative Societies having mem-

bers within its area; also individuals (men and women) willing to

work for the objects and subseribe to the Constitation and Prog
of the Labor Party.
ORJECTS
2. To unite the forces of Labor mt.hm the cous’htuency, and to
secure the return of Labor rep to Parli t and npon
Loeal Government bodies.
. MANAGEMENT

3. ThamnngementofthePartyshaﬂbemthehnndsoftGm—
eral Committee which shall consist of six sections, viz.:

(a) Rep tives of branches of Trade Unions.
" (b) Rep ives of Codperative Societi

(c) Rep ives of branches of other societies eligible for
affiliation.

(@) Representatives of the Trades Counell.
(¢) Individual men, and

(f) Individual women, all of whom must be willing to abide by
the Rules of the Labor Party."

4. The basis of rep tation to the G 1 Commi shall
be:—
(n) Branches of Trade Unions, one representative for every 100
, or part thereof, with a of five

from any one branch.

(b) Cobperative Soecicties shall be emtitled to representation on
the same basm a8 Trade Umons, s.e., one for each 100 members, or
part thereof, with a of five rep tatives from any one
Society. Where sach membership exceeds 5,000 the basis of repre-
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tation shall be ged subject to the approval of the National
Executive.

(¢) Branches of other societies on the same basis as clause a

(d) Trades Council, not ding flve in b

(e) Individual men, such number not exceeding ten, as may be
elected by the Section. If the Section comprises more than 1,000
members, then not exceeding one per 100 such members,

(f) Individual women, ditto.

The Ward Secretaries shall be ez officio members of Sections (e)
or (f).

For the purpose of electing the representatives for (e) and (f)
the Executive Committee shall each year convene a meeting of the

bers of these sections seven days prior to the Apnunal Meeting

of the Labor Party The sections shall also be empowered to hold
a8 may req

CONTRIBUTIONS

5. Contributions, to be payable on the last day in June and De-
cember, shall be:—

(a) Trade Union branches and Codperative Societies shall eon-
tribute at the minimum rate of 2d. per member per annum, by yearly
or half-yearly payments.

(b) Socialist societies and Trades Council an annual sum of not
less than %0s.

(¢) Individual male members shall contribute a minimum sum of
1s. per annum, and female members a minimam sam of 6d. per an-
nom.

OF¥ICERS

6. The Officers, the Executive Committee, and two Auditors shall
be elected at the Annnal Meeting of the General Committee.

(a) The Oﬁcers shall be the President, two Vice-Presidents,
Try v, and Secretary.

(b) The Exeentlve Committee shall consist of the officers and
sixteen members who shall be elected at the Annnal Meeting of the
General Committee npon such proportionate basis of the sections
a, b, ¢, d, e, and /, as the Local Party may decide, subject to the ap-
pmvnl of the National Executi

(¢) The Chai shall presid at all g 1 and E.C. meetings,
and sign all minutes after confirmation. In his absenee his place
shall be taken by one of the Vice-Presidents in order of seniority.

(d) The Secretary shall be p at and record minutes of all

q

general and E.C. tings. He shall duet all corresp and
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prepare an Arnual Report. He shall receive such remuneration that
may be decided upon by the E.C.

(e) The Treasurer shall keep an acecount of all moneys received
from the Fi ial S y and prepare an Annual Balance Sheet.
All money shall be deposwed in the bank. Cheques to be signed!
by the Chairman and the Treasurer.

(f) The Financial Secretary shall colleet and keep a correet
record of all contributions of affiliated societies and individual mem-
bers, and shall pay over fo the Tr y at least thly, all moneys
received by him. He ghall endeavor to obtmn a complete record of
the members of all affiliated b hes (together with full add )
in addition to those of the Individual Members. The list should be
eompiled for ward purposes, and each Ward Secretary should be
supplied with a complete list of Membera resident in his Ward.

‘WARD COMMITTEES

7. Ward Committees shall be established in each Ward of the
Borough, and include all bers of the affiliated branches and in-

dividual (N 7

t, or having a place of business, within
the Ward. Each Ward Committee shall appoint its own Ward
Secretary and any other officials. Ward Committees shall under-
take the work of maintaining the Yy hinery for earrying
on any election within the area of the Ward, and, with th? approval
of the Executive Committee of the Party, shall arrange for propa-
ganda work.

ANNUAL MEETING

8. The Annual Meeting of the General Committes shall be held in
April, of which 28 days’ notice shall be ngen, statmg as far as
poemble the nature of the busi to be tri t Special Meet:
ings may be called at the diseretion of the E.C., or by the wntten
request to the Secretary of at least three nﬁhaM branches or so-
cieties, or ten individual members. Seven days’ notice of apecial
meetings o be given to the delegates.

CANDIDATURES

9. Cendidates of the Party for loeal elections ave to be inated
to the Exeoutive Committee by affiliated societies, or by the indi-
vidual sectxons, and nhnll before standing receive the endorsement -
of the G 1 C £ The C ittee shall have the power to
refuse endorsement if it thinks fit, and may itself nominate a candi-
date when no other nomination has been made. A list of the candi-
dates so inated shall be submitted to the Ward Committee where




584 MANAGEMENT AND MEN -

the General Committee have approved & contest, and the candidate
or candidates shall be selected at a joint conference of the Ward
C ittee and the G 1 Committee.

The Executive Committee of the Party shall have the final de-
cision in case of dispute.

10, The normal proaedure with regard to a Parliamentary Can-
didature will, when there is no special urgency, be as under:—

(a) Tbe desirability of contesting the tituency should first
be considered by the Executive Commxttee, in consultation with the
National Executive and the Party Officers.

(b) If it is thought expedient to t the tituency, the
matter should be, unless time does not permit, brought before the
General Committee, with a view to nominations being invited.

(¢) The representative of any affiliated organization, or the in-
dividual Sections, and also the Executive Committee itself, may
nominate any person for ideration as Parli tary Candidat
subject (i.) to having obtained such person’s comsent; (if.) in the
case of nomination on behalf of any organization, to having ob-
tained the sanction of the Executive Committee thereof.

() The nominations so made shall be laid before a specially sume
moned ting of the G 1C i to determine which person,
if any, shall be ded to the National E tive for approval
as the Labor Candidate.

(¢) Where no nominations are made, or where time does not per-
mit of formal procedure, the National Executive may take steps,
in consultation with, and with the approval of, the Local Executive,
to secure the ination of a Parli tary Candidate where this is
deemed advisable.

11. Every Parliamentary Candidate must undertake to stand as
“Labor Candidate” independent of all other political parties, and, if
elected, join the Parliamentary Labor Party.

MISCELLANEQUS

12. The general provisions of the National Labor Party as stated
in the Constitution and the Standing Orders shall apply to this
organization. This shall include the payment of affiliation fees,
election of delegates to the Party Conferences, nominations for the
Executive Committee, ete., and luti or dments for the
Conference Agenda.

13. Members of affiliated orga.mzatlons elaiming exemption from
political contributions under the Trade Union Aect, 1913, ghall not
be entitled to act as delegates.

THE END
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