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PREFACE 

In passing from war to normal conditions of pro
duction British Industry is facing a host of labor 
problems arid 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 nature. 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 construc
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. 

Fortuuately 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 future full of promise. 
vii 
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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 hav.e 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 cOUDsel 
and opened up frnitful 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, criticism 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. 
lowe 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
retary of the General Federation of Trade Unions; 
J. S. May, General Secretary of the International 
Cooperative 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 stiinulating group which meet weekly . 
in the "Dean's Yard" basement; S. K. Ratcliffe 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 interviews and general 
spirit of helpfulness. 

The main text of this book is made up of articles' 
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 s·tand to profit from an informed in
terest in what industrial Britain is thinking and doing. 
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MANAGEMENT AND MEN 

CHAPTER I 

FBOM WAR TO WOBK Ili GREAT BBITADr 

OUT of the welter of many isms and programs 
which the passing of the war cloud from these 

British Isles has brought to light two things are clear: 
One, that pre-war state of mind of employer and of 
those who work for him has undergone a change; the 
other, that unless the peace ahead is to be both sterile 
and stormy every capable man's shoulder must be put 
to the wheel of industry and help begin the mending of 
the war wastage with more and better work than has 
ever been done before. 

If anything can be said to'be settled in a time of so 
much unsettlement, of moving from a gigantic war 
footing to normal, it is the fact that both duty and 
self-interest require for the job of starting up the in
dustrial circulation of the nation something of that 
same patriotic spirit all round which made it possi- ' 
ble to overcome the great peril. 

All the agitation and discussion now going on 
throughout the land a big word covers, and it means 
all sorts of things to all sorts of people. That word 
is reconstruction. To some-not a large number, per
haps, so far as one can judge, but a noisy and an en
ergetic crowd, skilful in capitalizing every element 

a 
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of inevitable disaffection in these troublous times of 
change-the only reconstruction worth looking at bears 
one brand and familiar trade-mark: Russian Bol
shevism. The Bolshevist is right on the job in this 
war-burdened land, and he is making himself heard 
whenever and wherever opportunity offers. In this 
home of free speech he does n't have to work under 
cover. You will find him out in. the factory yard, on 
the bus top, in both East and West End tea shops; 
and he is in his element at the mass meetings, whose 
number is legion. 

Go to any Albert Hall gathering, whatever may be 
the purpose of the meeting; he is on hand to capture 
the meeting if he can, to heckle the speakers, and in 
general to start something. One Sunday night not 
long ago this hall was packed to the roof. A voice in 
the topmost gallery, louder than that of the poor 
speaker who was trying to hold his audience, yelled 
"We want a Trotsky revolution." There were 
cheers and cries and applause, but none so vehement 
as those which followed the retort of the young man 
of the pale face and the silver badge-the insignia of 
the returned and disabled soldier: "Why don't you 
clear out then and go back to Russia'" And these 
familiar exercises over, the speaker was allowed to 
proceed. 

British good sense hae always been the saving grace 
in every emergency, and it may be said to be getting 
into action at this juncture for all the threatening dif
ferences so vehemently aired. One good sign of this 
is the general inclination to face with sympathy and 
good will, and also with a serious effort at understand
ing, the new purposes which have taken hold of the 
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minds of the people. One evening while waiting for 
the doors of an assembly hall to open I was talking witll 
my neighbor in line. He was a postman in uniform. 

"What is coming off in this country!" I asked. 
'!People are talking. about changes. Is Russia going. 
to be the model!" 

"Not by a long way, it is n't-unless some very tall 
blunders are made. We have tbe vote, and now six 

. million women are going to vote. We go along the con
stitutional way. We want no mob rule tearing every
thing up. The Bolshies are only Prussians painted 
red. We have n't put up with four years to save our 
country and then let them do what we would n't let 
Jerry do." 

Jerry is trench for Hun. 
More and better work, carried on under conditions 

which satisfy those :who do it, be they managers or 
laborers, that their good will can be in it-these are 
the twin peaks of what may be called the general labor 
problem here. All sorts of other peaks and ridges 
line the industrial horizon; all sorts of trails and path
ways sbow on the industrial map which many are bus
ily redrawing-but they do not all lead to the Promised 
Land. 

All through the war the country has been prosper
ous. Women who never· before saw the inside of big 
Piccadilly and Regent Street shops became familiar 
customers of the luxury departments. That ghost 
which haunted the very retreats of pre-war states
men, unemployment, was happily laid,. at least for the 
time being. There was work enough-something new 
in British memory. Labor disturbances, though not 
unknown during the war, fell to a small figure, for war 
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power has a way of bringing industrial disputants to 
terms, and short shrift for the recalcitrant. A grim 
reminder of this force was a tattered poster I saw on 
the wall of a Clyde yard machine shop serving notice 
on a body of strikers that within seven days they would 
be called to the colors unless they returned to work. 
The poster was dated September, 1918; it seems ages 
ago in tone. ' 

Industrial peace, then, there has been, on the whole; 
but this is not to say that industrial unrest had van
ished. The illusion of general prosperity covered up 
the real situation, while a marvelous national sacrifice 
to ward off imminent disaster submerged every other 
emotion. The heavy exertion of war-making does not 
usually carry over into the moods of peace. Let go 
the tension and a reaction easy to mark sets in. The 
spirit of ready sacrifice keyed up the population for 
nearly four and a half years; and all the people made 
sacrifices-rich and poor alike; make no mistake about 
that. Now war at best is a spendthrift business, and 
the future is its prey. Unemployment passed out of 
the country during the war because trade was booming, 
new demands on the labor power mounted daily, pro
ductive men by the million left their work places for 
the Front, the government became the great spender 
and almost monopolized the purchasing power of the 
nation, having to pay no regard to the consequences 
of destroying rather than replenishing things. Give 
up these huge artificial stimulants and there is some 
job ahead. 

Will the generous spirit which floated the British 
nation through the war last long enough to save it from 
rocks in the peace channels f The indications are that 
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it will Only facts have to be faced and spades and 
things called by no camouflaged words. Right through 
the war there were charges and counter charges be
tween employers and employed. Bad feeling, distrust, 
calling of names were not infrequent. Each side as-. 
serted solemnly and without reserve that the other 
was putting self above country and was busy making 
ready for the day when war pressure was off and the 
field open once more for the best man to' win. Em
ployers have complained of labor profiteering, slack
ness, indiscipline and shocking time-keeping-that is, 
absence from work. The men talk of fat war profits 
despite the tax bills, oppression of the workers, subtle 
attempts to undermine their organizations, and, to top 
it all, the jump in living expenses. During the war 
these recriminations got but little hearing. Now they 
hold the front page. 

Tbere can be no question that, while the war was on, 
a real brotherhood of sacrifice was the general senti
ment of the nation. Industrial bitterness was, like 
politics, adjourned for the period of the conflict. How 
to keep something of that spirit alive and give that 
bit of the civilized world not yet in eruption a chance 
to build for the future of its own people and do some
thing for those of the shaken lands-here is the big
gest problem in industrial statesmanship. 

The return to peace calls for a sloughing off of old
time formulas in the industrial bargain; a scrapping 
of platitudes; a truce to inertia; a frank facing of 
what has to be done. This is not the special chore .of 
any specially ordained set of men. It is supremely 
the chore of every fair-minded man, be his job what it 
may. Not much headway will be made if the old imps 
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of class suspicion and stupidity hold the stage, nor if 
lively cooperation among all the parties concerned 
fails to obtain. Never have said parties been so much 
in one boat as now, whether they are aware of this fact 

. or not. 
What the war did was to push the problem and fact 

of industrial unrest into the background; it did little 
to cure it. No intelligent man believed that it would 
shay down when peace came and the cement of common 
effort crumbled. 

The entire 1!ubject of industrial unrest was gone into 
carefully by a commission made up of first-rate citi
zellB. These men were not theorists, and they did not 
start out to prove any pet idea of their own. When 
they finished their job they told the country some plain 
truths, of use to keep in mind at the present time. Un
rest, these hard-headed men said. was nothing new in 
the industrial life of the country. So far as it arose 
from small or temporary causes the matter could be 
dealt with by a little application of judgment and un
selfishness. But the unrest which went down deeper 
and kept smoldering, with here and there an outbreak 
of bad temper and disaffection-that called for a broad
minded view of conditions which had to be dealt with 
in a statesmanlike way. The 'commission did not fool 
itself into believing that individual agitators were re
sponsible for chronic discontent. They mince no 
words, to be sure, when they view the performances 
of extremists who bow to no authority but that of their 
own impulses and undermine the influence of the 
workers' chosen representatives in supporting orderly 
trade agreements. But the heart of British labor, 
take it by and large, is sound; the typical workingman 
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believes in constitutional methods; one hears this 
phrase used again and again everywhere-but this 
same typical workingman ,has grievances a-plenty. 
Soaring food prices and general profiteering are con
stant sources of embitterment. Though the govern
ment has skimmed the cream off profits and incomes 
the men believe that an unconscionable amount of sud
den aftluence has come to many, and they are mad clear 
through. 

Shortage of houses has for years been a crying evil, 
but very little has been done about it! Big war wages 
have made no difference so far as getting accommoda
tions is concerned, and thousands of families who want 
to live as the English-speaking race has learned to live 
:find it impossible. All sorts of petty restrictions, lack 
of enterprise and obstructive land laws have stood in 
the way and have bred a mountain of ill feeling. No 
pronouncement of the government has met with more 
hearty approval than that connected with its housing 
program. As far back as 1901 it was shown that in 
England and Wales alone nearly three million persons 
lived more than two in a room. In Scotland and in 
Ireland conditions were even worse. 

The house famine has been growing on the country. 
During the war building operations came to a stand
still of course. The result to-day is bad overcrowding 
and congestion in nearly every town in Great Britain
in all the mining districts, where the men are bitter 
and discontent is rampant; in all the agricultural sec
tions; and notoriously in the leading manufacturing 

• See page 209. Labor'1 Statement on the Honling Problem aftar the 
War. Report by Mbdotry of Reoonltruction on HouBing in England 
and W .. Jeo. 
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centers. The common estimate is that the country is 
about one million houses short. At present landlords 
are prevented from raising rents above the pre-war 
figure by the Restriction of Rent Act. They cry out 
that ruin is staring them in the face. The act holds 
good for six months longer, after which a jump in 
house rentals must surely come. That will not help 
matters. From every point of view there is the most 
urgent need for prompt action. If there is, no one will 
expect miracles; the men will wait a reasonable time 
for houses if they see that the country is at last awake 
to this need and is doing something worth while to 
meet it. But they will not put up with more promises. 

There is another reason for a bold housing venture: 
No one knows just how much unemployment, even of a 
temporary kind, may hit the country; or where it will 
occur. All sorts of dislocations are taking place, and 
more are bound to take place during the crucial next 
six months. Until the factories have had time to get 
back to their proper work and raw materials are forth
coming sufficient to enahle industry to get into its 
stride there will be a period of anxiety for everybody. 
The building of a large number of "houses would pro
vide legitimate employment to thousands-hundreds of 
thousands of men who would be otherwise out of work. 
To provide three hundred thousand houses would em
ploy four hundred thousand men of the building and 
allied trades and spur the furnitnre and other house
hold trades. 

As the present cost of building material is more than 
double that of the pre-war figure, and as prices may 
in a few years go down somewhat, no builder is inclined 
to take all the risks. The government is therefore 
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making its plans for a national house-building project 
subsidized by the state under an arrangement with 
various local governments. 

National aid for housing, both as a commendable em
ployment project and as a means of meeting the out
spoken demands on the part of masses of workers for 
better conditions, is only one line of state activity. 
There will be a large extension of such activity in other 
directions. What has already been promised only 
foreshadows other far-reaching enterprises intended 
to Berve the same purposes. Lands, forests, farms, 
highways, transportation, public education, so,cial in
surance-these are among the topics which have left 
the academic shades and have become live practical 
issues. 

When war broke, this country saw employers and 
workmen carry on their various occupations under a 
heavy crust of custom, tradition, habit and trade prac
tices which must represent the overgrowths of a cen
tury or more. When speed in production became a 
life-and-death necessity to the nation a clean sweep had 
to be made at once of every sort of obstruction. The 
government called in representatives of the big trade 
unions, and with them drew up what has since become 
known as the Treasury Agreement. 

This agreement called for a speeding up, and a 
manning of the factories regardless of any previous 
oonditions or understandings. New and faster ma
chinery was to be introduced, operations split up so 
as to allow for dilution of the working force by men and 
women of less skill; emergency training courses set 
up in place of the traditional apprenticeship; and pay
ment by results enforced. Doors were thrown open to 
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newcomers in trades hitherto the precious preserves of 
highly competent craftsmen. To help win the war, 
and in view of the agreement, trade unions gave up 
rules and provisions which they had built up through 
the generations. 

The government pledged itself to "restore," when 
the war ended, all that the unions had waived. Here 
is the restoration pledge and the guaranty: 

Provided that the conditions set out are accepted by the Govern
ment as applicable to all contracta for the execution of war muni
tions and equipmenta the workmen's representatives at the Con
ference are of opinion that during the war period the relantion of 
the present trade practices is imperative, and that each Union be 
recommended to take into favorable consideration such changes in 
working conditions or trade customs as may be necessary with a 
view to accelerating the output of war munitions or equip menta. 

The recommendations are conditional on Government requiring 
all contractors and sub-contractors engaged on munitions and equip
menta of war or other work required for the satisfactory compl ... 
tion of the war to give an undertaking to the following e1fect: 

L .AIJy departure during the war from the practice ruling in our 
workshops, shipyards, and other industries 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 workpeople in our employment, or of 
their Trade Unions in regard to the resumption and maintenance 
after the war of any rnIes or customs existing prior to the war. 

3. In any readjustment of staft which may beve to be e1fected 
after the war priority of employment will be given to workmen in 
our employment at the beginning of the war who are serving with 
the colors or who are now in our employment. 

4. Where the custom of a shop is changed during the war by the 
introduction of semi-akilled men to perform work hitherto performed 
by a class of workmen of higher akill, tbe rates paid shall be the 
usual rates of the district for that class of work. 

6. The relaxation of existing demarcation restrictions or adJDi&. 
sion of semi ... killed or female labor shall not atrect adversely the 
rates customarily paid for the job. In cases where men who or
dinarily do the work are adversely alfected thereby, the DecaBsry 



FROM WAR TO WORK IN GREAT BRITAIN 13 

readjustmenfB shall be made so that they can maintain their previQus 
earnings. 

6. A record of the nature of tbe departure from tbe conditions 
prevailing before the date of this nndertaking shall be kept and 
shall be open for inspeetion by the autborized repreeentative of 
the Government. 

7. Due notiee shall be given to the workmen eoneerned wherever 
praetieable of any ebanges of working eonditions which it is desired 
to introduee as tbe result of this arrangement, and opportnnity of 
loeal consultation with men or their representatives shall be given 
if desired. 

8. All cIi1ferences with our workmen engaged on Government 
work arising out of ebanges 80 introdueed or with regard to wages 
or conditions of employment arising out of the war shall be settled 
without stoppage of work. 

9. It is clearly nnderstood that nothing in this nndertaking is to 
prejudice the position of employers or employees after the war. 

Marsh 19, 1915 

[Signed] D. LLoYD GEORGE 
W AIIl'ICB RUWCIHAN 
AIiTlmR HENDERSON 

Cbeirman of Workmen's Representatives 
WK. MOSSES 

Secretary of Workmen's Representatives 

This is the war charter of restoration. The men are 
asking the government to redeem its pledge. But, 
alas, it is much easier to talk restoration than to re
store amid new conditions and emergencies. Efficiency 
once tasted and pronounced good cannot be 80 easily 
dispensed with. To slow down production at this 
time to the basis before the war would be for the Brit
ish Empire to commit industrial hari-kari. Getting 
rid of the new workers who have shown themselves 
highly proficient is something not to be lightly under
taken. Here is a hard nut to crack-employer, work
men and government are wrestling with this restora
tion business. To the credit of all concerned be it said, 
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restoration in the strict sense used when the pledge 
was made.is quite generally recognized to be impossi
ble. The line of final settlement lies in new under
standings and safeguards worked out to protect both 
the interests of the men and of the industries of the 
country. 

Right here let me pay a tribute to the sane influence 
of ' Mr. Gompers' speeches in this country. Conditions 
being different here froJIl what they are in the United 
States the labor organizations between the two coun
tries vary. Fundamentally their aims may be alike, 
but they do not see eye to eye in every particular. Mr. 
Gompers' long experience has taught him that an in
dustry must be efficient and profitable if any gains are 
to be made. He is for efficiency as well as for a fair 
distribution of the results of such efficiency. Many 
people here have been puzzled by Mr. Gompers' advo
cacy of improved production. It sounded to them as 
if he were preaching the employers' gospel. This 
state of mind shows the nature of the gap which has 
yawned between employers and employed in this coun
try. Gradually the meaning of his preachment is com
ing home, and these words of his are frequently quoted: 

"We are not going to have the trouble in our country 
that Britain had with restriction of production. We 
in the United States have followed a different policy. 
We say to the employers, Bring in all the improved ma
chinery and new tools that you can find. We will help 
you to improve them still further and we will get the 
utmost product out of them. But what we insist on is 
the limitation of the hours of labor for the individual 
to eight hours per day. Work two shifts if you please, 
or work your machinery all round the twenty-four 
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hours if you like with. three shifts, and we will herp 
you, but we insist on.the nor~l working day with full 
physical effort. We will not agree to that overwork 
producing the poison of overfatigue, which destroys 
the maximum of produCtion, undermines the health of. 
the individual worker and destroys his capacity for 
daily industrial ·effort. " 

Demobilization, civil and military, is actively .under 
way. Millions of men and women are involved. Mir
acles cannot be worked to make the process of starting 
up the normal activities of industrial plants coincide 
exactly with the flow of labor. Therefore hitches oc
cur, human log jams, and it takes some skill to keep up 
a semblance of order. One factory, without a word 
of notice, suddenly discharged its thousand munition 
girls. The next morning the place looked as if it had 
been through an air raid. 

What manufacturers fear most just now is not a 
possible shortage of labor or even exactions on the 
part of labor; they are worried lest raw material may 
not come in fast enough to keep their organizations 
going.1 

The conversion of British industry into a vast war 
machine was a great achievement. Its reconversion 
to a peace basis will be an achievement still greater. 
In the one case the withdrawal of men for the army and 
the demand for war material were relatively gradual!· 
-the national munition faotories were not first put in 
hand till the war was nearly a year old; in the other 
the change will have to be accomplished within a space 
almost of weeks, unless the nation is to sustain an eco-

I See page 235. Report by MiniltJy of R .... nstruction on Raw Mate· 
riaIa and Employment. 



16 MANAGEMENT AND MEN 

nomic loss which it is in no condition to contemplate. 
Moreover, though preparations for demobilization 

have long been in train the catastrophic collapse of 
the Central Powers in October was a result outside all 
calculations. It was always safe to count on three 
months' warning of the coming of peace. In the event 
there was not three weeks. The army; it is true, is still 
in the field, and demobilization on the great scale may 
be some distance off yet. But the pivotal men, those 
who just missed exemption as indispensable, are al
ready coming back; and apart altogether from the 
army there are three million or more war workers in 
munitions and other supply industries at home who 
must not be kept a day longer than is absolutely essen
tial in unproductive employment. 

The immediate problem therefore is twofold: The 
war workers have to be disbanded, and disbanded in 
such a way that they shall neither be turned out on the 
streets nor let loose to capture the picked places in in
dustry before the men still at the Front get their 
chance. That means, speaking broadly, that the whole 
field of employment has to be organized; that so far as 
is possible workers shall not be turned adrift till new 
places are open for them; and that sufficient posts shall 
be kept open in every industry to insure absolute equal
ity of opportunity for the men in France and the 
Balkans and Mesopotamia and Palestine when in due 
time they get back from the trenches to the workshop. 

That problem has been gone into by a dozen different 
committees in the past two years, and in the main the 
machinery for dealing with it is ready. The govern
ment departments chiefly concerned are the Ministry 
of Munitions and the Ministry of Labor. The task of 
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the former is to regulate the release of munition wor»:
ers, the task of the latter to find places for the sud
denly unemployed. The Ministry of Labor has been 
strengthened for its neW' responsibilities by the trans
ference to it of the late head of the labor-supply de
partment of the Ministry of Munitions, Sir Stepheuson 
Kent, who will be the actual director of the whole,de
mobilization strategy. 

The machinery chosen is the employment-exchange 
system.1 The exchanges were first set up under the 
Board of Trade in 1910, and were transferred to the 
Ministry of Labor on tbe creation of that department 
in 1916. Their function in peacetime was, as their 
name shows, to adjust the supply of labor to the de
mand throughout the country, to keep lists of all va
cancies, of all men wanting work, and to facilitate the 
transfer of workmen where necessary from one district 
to another. At the same time they were responsible 
for the working of the unemployment section of the 
Nationsllnsurance Act. 

The exchanges have not been an unqualified success 
-that for various reasons, notably the fact that in all 
skilled trades the men's trade unions served in them
selves as effective agencies for the supply of labor. 
Now, however, the employment exchanges are being 
rapidly strengthened and increased in number to enable 
them to deal with a far greater problem than they 
were ever designed to handle. 

Two factors are simplifying the demobilization: In 
the first place the Ministry of Munitions has some con
trol over the rate of dismissals. The production of 

1 Bee P"ge 2110. "The Employment Eu1umge from Within"-Maga
me of the Minim-, of Labor. 
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munitions was not shut down to the blast of a whistle 
on November eleventh. On the contrary orders were 
immediately given that jobs half or two-thirds finished 
should be completed, and at the same time the plants 
were used wherever possible to produce commercial 
commodities instead of war material, with the same 
employees and on the same machines. Thus before 
the armistice was a fortnight old shell makers were 
turning out files and springs, grenade makers were 
manufacturing dairy separators, other munition firms 
were on the point of setting to work on electrical fit
tings, or toys, or furniture, or dairy utensils. 

Then there was the fact that while thousands of men 
were wanting work thousands of employers were want
ing men. When matters are finally adjusted there is 
going to be no lack of employment for years to come 
in Great Britain, though dark uncertainties are still 
present. Apart from the demands that will be made 
by France and Belgium for building material and fur
niture and machinery, the whole fabric of Britain itself 
is waiting to be put in repair. The mines must be 
worked at the highest pressure to make up the coal 
deficiency; the permanent way and the rolling stock of 
the railways must be overhauled from top to bottom; 
a million houses, and furniture to fill them, have to be 
constructed; and in a score of other industries that 
have been nearly at a standstill for the Isst four years 
every man who was in the trade before will find work 
to keep him employed on overtime for as far ahead as 
he can see. 

That of course assumes that supplies of raw ma
terials will be forthcoming, and it leaves out of account 
for the moment the fact that there are hundreds of 
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thousands of workers-principally women-competing 
in the labor market who were never competing in it 
before. But speaking generally the problem is to see 
that no employer is kept waiting for workers and no 
workers are kept waiting for work. That is what the 
employment exchange has to look after. " Its equipment" 
for the task consists of a manager of each exchange, 
with an advisory committee of employers and work
men in the locality to support him. Every large town 
has its exchange, often with several branches, and 
throughout the smaller towns and villages there are 
resident agents serving the same purpose as the fully 
developed exchange. The system is centralized in 
London in the Ministry of Labor. 

By the middle of November the exchanges were hard 
at work dealing with the flow of discharged war work
ers. From the workers' point of view the situation 
was not desperate, for all who had been engaged on 
munitions, in the widest sense, were guaranteed unem
ployment pay for six months at the rate of twenty
four shillings a week in the case of men and twenty 
shillings in the case of women. That is no great figure, 
with the cost of living what it is to-day, but it isa 
material relief to the drain imposed by a spell of un
employment on savings, and after years of unbroken 
physical strain there are many to whom the prospect 
of a few weeks' holiday is welcome enough. 

That, however, does not lessen the maguitude of the 
great changeover, and it has to be remembered that 
for one worker who voluntarily takes "a few weeks' 
rest a dozen will of necessity be kept idle while ma
chinery and plant are being readapted from their war 
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to their peace operations. And the moment demobili
zation begins in earnest their numbers will be multi
plied daily. For the soldiers an effective scheme is in 
operation. They, like the munition workers, have un
employment pay guaranteed, and in their case over a 
period of twelve months instead of six. At the same 
time steps have been {&ken to keep the volume of even 
temporary unemployment at the lowest level. Every 
employer who wants a particular workman back is in
vited to ask for him, and every soldier who wants a 
particular piece of work is invited to apply for it. 
That holds good whether the soldier is in England or 
abroad. A postcard is given him to fill up asking 
whether he has a job waiting, and if so where. If he 
has not he states what kind of work he wants and in 
what locality. The employers meanwhile are also fill
ing up postcards giving full particulars of the names 
and regiment and address of the men they want, and 
stating what kind of employment is waiting for them. 
All postcards from all sources ultimately reach the em
ployment exchange for the appropriate district, after 
which it is easy to fit together the man who wants a 
particular employer and the employer who wants that 
particular man, while the others can be disposed of 
rather less immediately by the ordinary process of 
bringing together the supply and the demand. 

But a scheme that works on paper may run on every 
kind of snag in practice. That is true of the demobili
zation plans. One difficulty that is going to arise is 
the wage question. That is inevitable. An attempt 

". has been made to get round it by an act hurriedly 
passed to prohibit for the next six months the lowering 
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of the wage minimum current in a number of important 
trades without the special sanction of a government 
arbitrator. That is something, but it should be ob
served that it applies only to the minimum, not the 
average wage rate. At the best, overtime at special 
rates will be at an end, and highly paid munition work
ers will have to be content to go -home at the week-end 
with much lighter pockets than in the past. It is not 
to be expected that they will flock: with enthusiasm into 
employment where that prospect is before them. 
Many, moreover-and this is particularly true of the 
soldiers-will find their old work distasteful, and will 
probably enough prefer work in some industry that 
would soon be overstocked if all the applications for 
it were entertained. 

That desire for change is seen on a small scale in 
the case of munition girls who either actually were or 
would in due course have become domestic servants. 
There is every sign of a general refusal to exchange 
the relative freedom of industrial life for the restraints 
of domestic employment, and the difficulties of the 
average middle class household are likely to be quite 
as acute during the first months of peace as they have 
been through the last two or three years of war. The 
same tendency will be found in men and women brought 
up to other trades. Many men, for example, whose 
life hitherto has been passed in offices and workshops 
will declare for open-air occupation in the future, 
either on the land in England or on the land in some 
British colony. That raises the question of training 
as well as employment, for the recognition is at last 
dawning on the British people that agriculture is a 
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skilled trade, and there will be no fear of the returned 
soldier being pitchforked into it untrained and un-
equipped. . 

These are the problems the employment exchanges 
have before-them-and if the exchanges are run as mere 
machinery and nothing more they are going to break 
down very completely and very quickly. It is easy 
enough to pick up such convenient terms as "the trans
ference of labor," and to talk lightly of "drafting," 
say, bricklayers from London to Lancashire. But 
when all is said a workman is a man and not a piece 
of mechanism. Neither is he a snail carrying his 
house on his back. The house he lives in is built into 
the ground and he has to leave it where it is when he 
goes somewhere else. For that reason he has a strong 
prejudice against going somewhere else. He is not 
going to be moved about the country like a pawn on a 
chessboard by some government official, particularly 
after a gruelling four years or so in the army. If he 
has got to go he must be satisfied that the move is for 
his own benefit. 

That is where the employment-exchange advisory 
committees will come in. They. have had compara
tively little to do in the past, but their testing time has 
come now. Half the membership of each committee 
consists of trade unionists, so that the workman com
ing under their purview can count on sympathetic treat
ment. If the advisory committees can create and 
maintain a humanizing atmosphere throughout the em
ployment-exchange system they should find it in their 
power to apply just that lubricant of good will and 
understanding that will keep the wheels of the ma
chine running smooth and silent. 
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An overlooked factor in easing up the employment 
situation here is the quiet process of emigration which 
is going on. Here is a solution for some of the present 
industrial problems which is at once attractive and dis
quieting. No one has been especially pushing this 
movement, for it is a movement, and it is growing 'in 
volume. Employers are frankly anxious. The loss of 
a skilled adult worker may be definitely measured in 
terms of so many dollars invested. Change of habita
tion is not confined to the roving and the adventurous; 
it is quite as often a sign of vitality and ambition. 
Hundreds of men and women may be seen crowding 
the window displays of the various dominion-govern
ment offices along the Strand. Hundreds have gone 
within to ask for literature and make inquiries. Can
ada, Australia, New Zealand and the South African 
lands can make good use of the energetic men and 
women who have done such notable war work here 
during these four years past. Workingmen and their 
families are seeking better prospects abroad. They 
do not wish to put up with a period of anxiety about a 
job. Returned soldiers with a taste for the open gaze 
at the alluring landscapes and views of work outdoors 
in the spacious overseas dominions. They take away 
with them the folders and the prospectuses, and there 
is a serious look on their faces. Is history repeating 
itself? Every great war has resulted in a large shift 
of population. 

The work of reconstruction and of restoration is 
going forward rapidly, not without its daily perplexi
ties and fresh difficulties, but its stride is evident. 
Trade unions and the workers generally through their 
Labor Party are disposed to make the transition time 
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as orderly as possible. They willingly accept the new 
conditions in industry, knowing that the future of their 
country is at stake in the decisions that are being 
made. They will throw themselves into the task of 
upbuilding if they can secure in return a frank recog
nition of the moral advance which labor has made as 
a nationaJ force--an appreciation of the new self
respect which has taken hold of the humblest toiler. 
The workers ask for an improved status, a finer rela
tion than they have had hitherto in the scheme of man
agement. They think that within their own range of 
interests and opportunities they have contributions of 
value to make to the industries in which they are en
gaged. They regard employment as a venture in co
operation. 

Such views and aspirations find no opposition on 
the part of the best employers here. On the contrary 
they are welcomed as holding out a promise of better 
relations and more productive organization. Here are 
the words of a great employer whose goods fill the 
world markets: 

"It is idle to hope to increase output unless the con
fidence of the workers can be gained and their coopera
tion enlisted; unless, in other words, they can be placed 
in a position to understand how their work is needed 
for the sake of the future of the country, in the same 
way as they learned to understand the meaning and 
the purpose of their military duties. Confidence must 
take the place of suspicion, and public service the place 
of sectional self-interest in the relation between the two 
parties, or the lesson of the war wi!l not have been 
learned." 

Mighty little progress, and one-sided at that, will 
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take place in restoring and reconstructing if the women 
are left out of the account.. The woman worker has 
filled a big place in the war enterprise; she has been 
told this over and over again, and she admits it. She 
does n't for one little bit see herself as merely an in
cident in the industrial happenings of the moment; 
nor does she look upon her own peculiar industrial 
requirements as second to those of her male fellow 
worker. Men may propose this or that, and they do, 
but these women war workers have come to be con
siderable disposers, and likewise alert and astute pro
posers themselves. Before the war there were six 
million women workers in the United Kingdom, not 
far from a third of them in domestic service. For the 
actual replacement of men who had been called away 
for military service eight hundred thousand women 
were taken on. Some will go now, others will stay. 
Figures can be only guesswork just at present. I asked 
an intelligent-loo,king, fine-faced woman, filing deli
cate turbine blades in an engine shop, what she ex
pected to do when the war was over. 

"Well, sir," she replied deliberately as she laid down 
her file and started to wipe her spectacles, "I came 
here to help out in the war, and I have been working 
here for three years. If any soldier comes back or 
any wounded man from the service I will give up my 
place to him. I counted on doing that when I came 
here. But if any other kind of a man wants this place 
-well, I have as much right to live as he has." 

Where did the woman's industrial army come from' 
As nearly as one can figure it out more than one hun-

t See page 253. Report of a coDf.renee on The PoeitioD of Women in 
lDduatr:y after the War. 
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dred thousand women came from the ranks of house
hold servants; a large number had been working in a 
small way for themselves; girls came from school and 
farm and fishing village; women from their husband
less homes; thousands who had no need of the wage 
came for patriotic reasons, because the country called 
them. They have all of them earned their salt. They 
have made good. It is a safe guess to say that women 
will from now on be in industry in greater numbers 
than ever before. Many trades will be short-handed 
for some time to come. They will want the women. 
Suspended or reduced industries will soon be brisk 
again and they are glad to have the workers who have 
given such a good account of themselves in difficult 
trades. The question of wages will be a knotty one to 
settle, and many adjustments will have to be made 
day by day. 

Woman is no longer an acCident in industry. She 
has come to stay, and to take her pl,ace alongside the 
man in all schemes, plans, projects and programs which 
may be forthcoming. She asks no favors. All she 
insists on is a reasonably rapid acknowledgment of the 
fact that she has arrived, and she is strong in the con
viction that her attaining industrial majority will be 
to the good all around. 

There have been exaggerated impressions as to the 
substitution of men by women. At the most, replace
ment by women of skilled men has "not been large. 
The increase in the machine trades, for example, has 
been almost entirely due to shell making, which in
volves working, for the most part, automatic or semi
automatic machinery. So far as shipbuilding is con
cerned, the number of women is negligible. The po-
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sition of the skilled craftsman is not seriously preju
diced by the competition of the woman worker, except 
as processes are broken up and simplified so they call 
for less general skill Whatever competition occurs 
between men and women workers will be found on the 
levels of unskill or semi-skill, and hllre labor-saving 
machinery is likely to play a big part in the near fu
ture. 

When the Mexican peon has made his three or four 
days' wages he is ready to knock off, take his ease in 
his little neighborhood grog shop, bask in its' sunny 
dooryard, and call it a week. He sees no reason for 
extending himself beyond what is needed just to keep 
him and perhaps his wife and children. If a few days' 
work will do it, so much the better. When his pockets 
are empty and the liquor has worked itself off, the call 
of the job is heard once ,more. The problem of alco
hol is not a simple one to deal with anywhere; the evils 
to which it gives rise are too deeply rooted for any 
simple statement of remedies. We may be certain 
of this, whatever experts and laymen, reformers and 
standpatters may say on the subject-the words of a 
mine boss I once heard in a Western copper country 
to a miner reeling toward the cage shaft hold true: 
"See here, son, booze and mining can't work the same 
shift." 

Great Britain has to face the drink question as one 
of its huge reconstrnction jobs. Industry cannot come 
back to normal and better conditions with its pre-war 
drink load as it was. Employers and many labor of
ficials realize this. One of the largest employers in 
England told a group of people the other day gath
ered to consider this question that Great Britain could 
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not hold her own with the United States unless the al
cohol traffic was suppressed. 

"Whatever may be said for the public house, the 
club and the home as regards drink, let us not forget 
that we have lost one million productive men, and 
about half this number in disabled. We may be im
poverished industrially. America has lost much less, 
she is rich and growing richer-and is going dry. 
Does anyone believe that we can compete with her on 
any equal terms if we let drink grip us as it did be
fore!" 

There is a strong campaign on for a national-health 
bill. Lloyd George has thrown himself into this cam
paign with vigor and with a lively sense of its im
portance to the British Empire's industrial restora- . 
tion. "What is the first thing the great war has shown 
us!" he said tbe other day. "The appalling waste of 
human material in this country. Those who were in 
charge of recruiting came to the conclusion that if the 
people of this country had lived under proper condi
tions, were properly fed and housed, and lived under 
healthy conditions free from various evils and conse
quent diseases, had lived their lives in the full vigor 
-you could have had a million more men available and 
fit to put into the army. There are millions who are 
below par. You caunot bring up children under bad 
conditions. Put it at its lowest, all trade, commerce, 
industry-tbey all suffer tbrough it.~' 

Tbe liquor business is coming under public controL 
Sucb regulation as was exercised during tbe war, with 
a reduction in the supply and a lowering of tbe alco
hol content of beverages, effected at once a reduction 
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in arrests for drunkenness of men and women to one
third of the pre-war figures, deaths from alcoholism to 
one-fourth, and insanity from the same cause to one
half. From the side of industry, regularity of attend
ance, or "time-keeping" as it is called here, practically 
doubled. 

Steady employment under the best possible condi
tions is the demand of every worker and of every 
worker's spokesman in this country. It is a well
fonnded demand. To bring this about is to steady this 
country as it has not known steadiness for decades. 
Every intelligent employer believes in this demand, 
for he knows that there will be little chance to make 
the wheels of industry hum and keep humming without 
a settlement of this universal hope. 

What does labor ask of industry! It has formu
lated its program. Here it is in a nutshell: The 
throwing open of lands for use and development by the 
people; a public-health act to prevent preventable ill
ness; a million new houses built at public expense and 
let at fair rents; nationalization of the public services, 
mines, railways, shipping, armaments and electrio 
power; .extension of trade unionism; a national mini
mum wage for each industry based on determinations 
by industrial boards sitting for each industry; aboli
tion of the menace of nnemployment; limitation of the 
hours of labor; drastio overhauling of the various 
laws dealing with factory conditions, safety and work
men's compensation; enlargement of the cooperative 
movement; international labor legislation to deal with 
the competition of sweated goods; revision of taxation 
upward; and equal treatment of men and women in 
government and in industry. 
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These purposes the spokesmen of the British labor 
forces have set themselves the task of bringing about 
through the power of their vote. They look to the 
method of parliamentary action as the means for ac
complishing their aims and program. Any other 
method than that which democracy holds out is in their 
judgment suicidal. Only by keeping industry free 
from dislocation can any benefits come or last. 

The war has shown the vastness of the slack or re
serve energy which can be used for the national need. 
The repair of the deteriorated or damaged fabric of 
industry, the furnishing of new capital for expanded 
ventures in foreign trade, modernizing industrial 
plants, new taxation burdens of the war legacy, the 
high rate of interest which must prevail-these things 
will make it impossible to continue the level of real 
wages and standard of comfort which have reached 
down to classes formerly quite submerged in the scale 
of industry, without a very large increase in the ag
gregate product. Labor and capital are busy with 
solutions of this huge problem. Never before have 
groups of industrial captains and representatives of 
workmen been so much in conference as they are dur
ing these days. They are busy sizing up the problem 
and laying down the rules of the game. Both sides 
have learned lessons of value out of their war experi
ence. They accept the proposition of better and more 
efficient work, a larger use of the man power of the 
country, better organization and discipline of the labor 
forces, more enterprise and wisdom on the part of 
managers and employers, a larger application of sci
ence to industry, better industrial training-these are 
the topics they confer about, knowing that to settle 
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these matters is to assure the" production which alone 
means prosperity for all. 

These issues are not new of course. They were 
ripening before the war. For a long time warnings 
of the rapid strides made by Germany and the United 
States had been uttered. But there was too much 
self-complacency to give heed. Even government 
figures had shown that the nation's output of wealth 
was not enough, even if ideally distributed, to provide 
a satisfactory standard of comfort. 

The century-long fight against poverty was only a 
preliminary skirmish. The war has proved to be its 
most effective antagonist. By the middle of 1918 ap
plications for pauper relief had fallen to two-thirds 
those received in 1914. It is not against poverty that 
the minds of employers, employed and statesmen are 
now directed. Funds started early in the war to 
relieve cases of hardship due to war causes have re
mained untouched. The big problem now is one of 
intelligent teamplay and cooperation. 

Extremists on both sides may make the work of re
construction difficult. If they succeed they will have 
chaos for their pains. For capital it would mean par
alysis; for labor untold privations; for all concerned a 
wrecking of the springs of production out of which 
comforts come. 

The way of hope lies along an industrial policy which 
reckons with the new viewpoint and new possibilities 
of mutual arrangement based on respect for what each 
factor in industry means to the other. Level-headed 
men in all camps subscribe to this yiew and are com
mitted to this procedure. A competent authority con
sulted by all industrial leaders here has said: "To 
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hold the baiance true between the economic and the hu
man side of the problem; to increase at once the ex
tent and the guality of the output; to make the work of 
each man in any position an integral and worthy part 
of his life as a citizen-this is a task for us as truly 
national as that of victory in war." 



CHAPTER IT 

MOBE OUTPUT 

I N August, 1914, a certain Midland city of England, 
noted for its big trade in textiles, stallted to put 

itself on a war basis. By the close of the war its 
weekly output of munitions was as follows: One hun
dred and twenty thousand shells ; twelve 'million fuse 
components; one hundred tank shells; twenty-five tank 
gear boxes; fifty searchlights; two hundred machine
gun emplacements; half a million airplane details. 

To a people like the British-and this was the ease 
with us-war-making meant some tall improvising. 
A church decorator turned out ten completed flying 
machines each week; a water-meter factory supplied 
millions of fuses; a plant normally busy with the mak
ing of wire netting soon became a principal producer 
of airplane parts; grain elevators became shell fac
tories; a plant noted for its shoe machinery handled 
gun mountings; paper makers became trench-bomb 
manufacturers; and a large cloth mill made a reputa
tion for its hand grenades. An old malt house, em
ploying six hundred women, had begun to supply fifty 
thousand fuses weekly when a fire burned it to the 
ground. Within a few days a skating ririk near by 
took its. place. 

The stress of war has blown new life into British 
industry. What had been accepted as a matter of 
collrse-dependence, for example, upon Germany for 

88 
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the supply of certain industrial essentials-has given 
way to a new spirit of self-reliance and enterprise. 
Mica is absolutely necessary to the electrical industry. 
India produces fifty per cent of this article, Canada 
fifteen per cent and German East Africa ten per cent. 
;Yet the mica market was all but moved from London 
to Hamburg, owing to the skill with which Germany 
had captured the control of the Indian mica trade and 
laid her plans for dominating the electrical industry. 
At present mica from the Indian Empire can be ex
ported to London only. To her capture of the tung
sten industry Germany owed in large measure her 
superiority in munitions production in the early stages 
of the war. Great Britain to-day produces all the high
speed steel needed for her industries and can export 
at reasonable prices a large supply to her Allies. Be
fore the war the United Kingdom's production of 
ferrochrome, basic in the manufacture of certain 
steels, was a negligible quantity. There is a plant to
day at Newcastle-upon-Tyne, the power for which is 
obtained from the waste gases of coke ovens, turning 
out a sufficient quantity of ferrochrome to take care of 
all British requirements for years to come. 

Out of two hundred and forty thousand tons of 
spelter in various forms used annually before the war 
seventy-seven per cent was imported, chiefly from Ger
many, Belgium and Holland. Now the flow of Aus
tralian concentrates has been completed diverted from 
Germany to England, and there has taken place a 
doubling and in some cases a trebling of British zinc
smelting plants. A long step forward has been taken 
in eIiminating Germany as a provider of potash. The 
Stassfurt mines used to send over thirty thousand 
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tons of potash annually. It has been 'found, however, 
that fifty thousand tOilS of potash were going to waste 
each year in the dust or fumes from blast-furnace 
gases. Plants have been started or made over to save 
at least eighteen thousand tons from this source alone. 

Among the close calls England suffered in the course 
of the war one of the most menacing arose out of its 
former dependence OJ!. Germany and Austria for scien
tillc and optical glass. At the outbreak of the War a 
large part of the British artillery was equipped with 
gun sights manufactured exclusively in Germany. 
British output of this vital product to-day has multi
plied twenty times, and the country is self-supporting 
so far as the finer grades of glass are concerned. 

Much might be written about the big changes of a 
mechanical kind~hanges in labor-saving devices, im
proved machinery, analyses of minute manufacturing 
costs, greater accuracy of workmanship and better ill
dustrial organization. Mechanical conveyors are be
ing used in shop transport to an extent never dreamed 
of or encouraged before the war. Electric trucks are 
common where once swarms of men, and women, too, 
perspired over clumsy loads. A new interest in in
dustrial research has led to the starting of plant labor
atories and arrangements for cooperation with the 
technical schools. 

A transformation of British industry is .nnder way, 
and there is a changing viewpoint both on the part of 
employer and employed as to the big problem ahead. 
In a literal sense the war has paid for-paid in full
paid for by the lives of brave men; paid for by the 
limbs and physical senses of hundreda of thousands of 
youth in their prime; paid for by hours of toil of men 
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and women and children in shops and mines, fields and 
highways; 'and paid for by the thousands of millions 
of gold thrown into the war furnace. The debt alone 

'remains. 
Now it is elementary economics to say that payment 

of a debt can finally be made in one way only-in goods. 
There is no other way. Production is the only answer. 
All debts are finally liquidated in terms of things made. 
Be productive and all things shall be added unto you. 
This commandment cannot be trifled with without gen
eral misery as the penalty. But there is human nature 
to reckon with, and the practices with which it incases 
itself; and this human nature is no monopoly of any 
aggregation of men. 

We may be as glib as we please about the necessity 
of production-no one gainsays it-but living up to all 
that it implies calls for a considerable amount of self
criticism. Things being as they are, the business of 
turning out goods sufficient in quantity and quality to 
pay mountainous obligations and give all concerned 
the wherewithal to enjoy a decent standard of life and 
supply incentive for exertion requires a certain "meet
ing of the minds," as the lawyers put it; a getting to
gether of the parties chiefly concerned with this pro
ducing business in order to lay down the rules of the 
game, to draw up, as it were, the constitution under 
which said parties agree to live and work together and 
forward the common business, as far as there is any 
intention of a common purpose between 'and among 
them. 

War wastage means a huge bill for replacement and 
restoration-at least it does to a people who will not 
go under; and this bill can be met only through a lively 
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speeding up of industrial activities. And this speed
ing up depends on the ideas and enthusiasms, or their" 
lack, which animate or depress the parties to the task .. 

A good deal has been said about restrictionBon out
put practised by workingmen and their organizations. 
The blame has been generally lai,d on the shoulders of 
one party alone. The fact is that workingmen have
universally condemned such restriction, or what looked 
like it, perpetrated by their own employers. They saw, 
with the clearness of experts, how deadening to effi
cient production ·have been the conservatism in meth
ods; retention of plants long out of date, inconvenient 
in their design and wasteful in their demands on time 
and on energy which should have gone into the work 
itself; they saw an unwillingness to make needed al
terations, scrap antiquated tools and adopt the best 
current practice. They have been subjected to dead
ening influences all around. They know it and speak 
of it. Good workmen do not want to stay long in such 
places, because some protective craft instinct tells them 
that their own skill will suffer if they do. The truth 
is that men who have spent years at a trade and who 
take pride in their workmanship are among the best 
critics of equipment, methods and managerial stand
ards. 

No one defends the go-slow policy; no one believes 
that good can come out of a dishonest attitude toward 
one's work and contract. Condemnation is general, 
nowhere more outspoken than among enlightened 
workmen. But this does not tell the whole story. 
We must understand what is in the minds of the men 
who by unwritten law or hardened custom put brakes 
on the wheels of industry; and by understanding we 
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do not condone a mutually disastrous situation, but are 
in a position to deal with it intelligently. In the first 
place it is no longer startling to say that long hours 
of work defeat their ends. For a long time agitation 
against long hours was based largely on humanitarian 
grounds. Not until clear-sighted employers proved 
to their own satisfaction and the satisfaction of their 
fellow employers that there was a point beyond which 
the labor of men became a liability instead of an asset 
was this movement lifted into the realm of the prac
tical. Sir Robert Hatfield told a group of business 
men the other day how his adoption of the eight-hour 
day twenty-five years ago led to the present gigantic 
size of his organization. Workingmen had long felt 
that they could do better work if they had an oppor
tunity for rest, family life and self-improvement. 
But there were men of inJuence who dreaded the effect 
of a shorter workday on their own production and the 
demoralization which they believed would come with 
leisure. These fears, spoken freely for decades past 
in this land of liberty-loving men, have rankled deeply. 
They have been stupid fears, stupidly maintained, and 
have done harm. Enough to say, workmen do not 
wish to have any such paternal concern for their wel
fare, they do not need it and they resent it -bitterly. 
Furthermore, the example _ of the most successful em
ployers has proved that greater production depends 
on greater all-around efficiency rather than on the 
number of hours worked. 

The war was not three months old before the prob
lem of increasing the production of munitions in Great 
Britain became a burning issue. More material had 
to be got out of the factories and more work out of. the 



MORE OUTPUT 59 

men. The two hung together, for though improved 
methods might in themselves result in an increased 
output, the essential reform was a redoubling of ef
fort by the men who controlled the methods. 

There was no question whether the men were cap
able of increased effort. They were capable. And yet 
with the war in full swing and the armies in vital need 
of munitions the factories were still running well be
low the level of their maximum capacity. The ob
stacle in the path was the trade-union restrictions, a 
subject on which throughout the war misunderstand
ing has prevailed and much bitterness has been en
gendered. 

The restrictions themselves had a reasonable origin. 
They sprang from the workmen's perpetual fear of 
unemployment, combined with the belief-sometimes 
baseless, sometimes only too well grounded-that the 
employer's constant aim was to exact from his em
ployees the greatest possible amount of work and pay 
them the lowest possible wages. To counter those real 
or imaginary dangers the different unions in self-pro
tection evolved gradually a formidable series of trade 
customs and usages, designed to gnard their members 
against the allied perils of unemployment and over
strain. 

That system of trade customs embraced not only the 
standard rates of wages and the length of the normal 
working day, together with the arrangements for over
time, night work, Sunday duty, mealtimes and holi
days, but also the exact classes of operatives-appren
ticed or skilled, semi-skilled or unskilled, laborers or 
women-to be engaged or not to be engaged for vari
ous kinds of work, upon particular processes or with 
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different types of machine; whether nonunionists 
should be employed at all; what process should be em
ployed for particular tasks; what machines should be 
used for particular jobs; how the machines should be 
placed in relation to each other and the speed at which 
they should work; whether one operative should com
plete a whole job or form part of a team of specialized 
operatives, each doing a different process; what wages, 
if any, should be paid in the interval between jobs or 
while waiting for material; and what notice of termina
tion of engagement should be given; whether boys or 
girls should be employed at all, or in what processes or 
with what machines, or in what proportion to the adult 
workmen. 

These customs decided whether the remuneration 
should be by time or by the piece, and under what con
ditions, at what rates and with what allowances; and 
perhaps, where they existed, most severely criticized 
of all, but by no means universally existing, what 
amount of output by each operative should be con
sidered a fair day's work, not to be considerably ex
ceeded uiJ.der penalty of the serious displeasure of the 
workshop. 

In no union had the practices falling under the head 
of restriction of output been more systematically de
veloped or become more firmly established than in the 
powerful Amalgamated Society of Engineers, the 
union, as it happened, concerned beyond any other in 
the output of munitions. It was manifest that war 
conditions meant an immediate challenge to the ma
chinists' whole position. Between union rnles for re
striction of output and national demands for a maxi
mum output there could be no accommodation. The 
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situation was perplexing and perilous. The navy 
wanted more ships, the army wanted more shells, more 
explosives, more machine guns, more aeroplanes, and 

·,inface of that overwhelming need the men were stand
ing obdurately on their rights, "imperiling the lives of 
their sons and brothers at the Front rather. than brace 
themselves to work up to the limit of their strength or 
let their unskilled comrades share the high wages they 
were drawing." 

So argued day after day speakers and writers who 
saw only one side of the question and had neither 
knowledge of nor regard for the other. For there was 
another side, and it consisted in this: The customs 
prevailing in the engineering trade represented rights 
won after years, almost after generations, of conflict 
with the employers. Bit by bit, as often as not as the 
result of some successful strike, the fabric of trade
union privileges had been built up; and the whole of 
the position so secured the men were now asked to 
abandon without a protest. They were to drop back 
into the conditions of twenty years ago, and that with
out any semblance of a binding guaranty that when 
the war was over the rights they had relinquished 
would be restored. 

But much more than merely that was involved. 
That the abandonment of "demarkation" restrictions 
and the admission of unskilled men, perhaps even of 
women, into the closed preserves of the skilled, to
gether with the abolition of limitation of output, would 
lead to an expansion in the production of munitions 
nobody doubted. But that it might lead coincidently 
to a substantial inflation of the employers' profits was 
equally certain to. the minds of the workers; and the 
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expansion of the employers' profits was not an object 
for which the men were prepared to sacrifice the fruits 
of all their earlier industrial victories. 

On those rocks the first attempts of the employers, 
in December, 1914, to secure the cooperation of the men 
in the reor.ganization of workshop conditions came to 
grief. The unions demanded more binding guaranties 
of restitution than the employers were able to give, 
and the negotiations made no substantial progress till 
the goverument itself took the matter up some three 
months later. As the result of its efforts an agree
ment, as I pointed out in a previous chapter, was 
eventually signed-by Mr. Lloyd George and Mr. Run
ciman on behalf of the cabinet, and Mr. Arthur Hen
derson and Mr. Mosses representing the men-that 
forms the basis of the whole structure of work-shop 
organization built up during the war period. 

That agreement provided, in a sentence, that men 
engaged on war work should suspend for the whole 
duration of hostilities a number of specified practices 
which impede production, on the explicit guaranty by 
the government of full and complete restitution in 
every particular at the end of the war period. In 
return the government on its part undertook to devise 
a scheme of taxation which would insure that the profits 
derived from the men's increased efforts should go not 
into the pockets of the employers but into the national 
exchequer. 

Under this compact, which was embodied in the Mu
nitions of War Act and has been amplified and ex
tended from time to time, the whole fabric of trade
union customs and usages has been jettisoned for the 
period of the war. Munition Courts have been es-
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tablished to deal with the breaches of the agreement, 
strikes were for a considerable period declared illegal 
and arbitration was made compulsory; while to pre
vent "poaching" by employers a system of "leaving 
certificates" was instituted under which no man leav
ing his employment against his employer's will and 
without good cause shown could be given work within 
the next six weeks by any employer to whom the regu
lation applied. These particular restrictions, under 
which the men became increasingly restive, were sub
sequently modified, but the workman still remained un
der a discipline that formed a sharp contrast to his pre
war freedom and independence. 

To enumerate the details of the temporary revolu
tion would take too much space. It is enough to recall 
the main heads of the change, such as the introduction 
of women and laborers to do expert work under the 
supervision of skilled craftsmen; the establishment of 
new machinery; the change of processes and the break
ing up of jobs to admit of the employment of the un
skilled; the substitution of piecework and bonus sys
tem for time rates; the increase in the hours of labor 
and variation in the rates for overtime; the speeding 
up of production; the abolition of all artificial restric
tion~ on output; alid the suspension of all demarkation 
regulations. 

That has been the position in the munitions industry 
throughout the war, the term munitions being used 
here in the British sense to cover almost every form 
of direct war work. There can be no question that 
the war changes have added enormously to the mechan
ical efficiency of industry, and if mechanical efficiency 
were the only aim to be considered the case for their 
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retention would be overwhelming. That statement, 
however, needs qualification in at least one important 
particular: The physical strain placed on the work
ers has been maintained without disastrous results for 
three to four years, but that does not mean that it 
could be maintained indefinitely without grave detri
ment both to health and to output. The investiga
tions into the health of the workers, conducted by an 
able committee presided over by Sir George Newman, 
Chief Medical Officer of the Board of Education, made 
it clear that such practices as seven-days-a-week work 
have not even the advantage of an increased output to 
recommend them. 

In any case, the question is not worth arguing on that 
level, for no sane man would concentrate on industrial 
efficiency to the exclusion of every other aim in con
sidering the labor problem in peacetime. What the 
workingman is concerned about is not only how to earn 
the highest possible wages but also how to live the 
best balanced life. He insists on the restoration of 
the established customs and usages. High-tension 
pressure and no restrictions may be necessary in war, 
but they are not going to continue into peace. That 
is the workman's view, and that is the condition on 
which new contracts with employerll will be made. 

Here lies the justification for the men's demand for 
a complete restitution, though it is impossible, of the 
rights they have surrendered-a demand which the 
government is not in a position to resist. The provi
sions of the government's agreement with the men were 
specific. They undertook to restore without qualifica
tion or subtraction every custom and practice the men 
abandoned under the 1915 agreement. The time bas 
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come for the redemption of that pledge. The govern
ment, indeed, after repeated promises and postpone
ments, did on the eve of the general. election lay before 
a conference of the men's representatives the draft of 
a bill designed to give effect to their undertaking. The. 
men, after a carefnl examination, considered it in many 
important respects unsatisfactory, ami it had not been 
laid before Parliament wben the session ended. The 
result of the delay is that hundreds of manufacturers 
are unable to plan out their contracts because they are 
entirely in the dark as to what the labor conditions 
will be. 

One solution of the problem is always open: The 
government can fuI1il its pledges to the letter and re
establish every abandoned trade usage as it existed in 
Jnly, 1914. That, unfortunately, may prove in the 
end to be the only course possible. But in the mean
time there is a good deal of natural reluctance to do 
any such thing, for to fall back to the conditions of 
1914 wonld be to fetter industry at the moment when it 
is very essential that it should be left free and elastic. 
The task before managers and men is to decide how 
to profit in common and in agreement by the experi
ence of the war. 

On that no satisfactory resnlt will be arrived at on 
the basis of an enforced compromise. The men claim 
that if they are to surrender any of the rights of the. 
past the surrender must be absolutely voluntary, and 
it must be made after, not before, the title to complete 
restoration has been accorded them by an Act of Par
liament.l 

1 Bee page 289. Labor'. Pronouncement em the lIeatoratlon of Trade 
Union Cu.otoma after the War. 
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. There is a great deal to be said for that contention, 
for a true labor settlement would go far beyond even 
the wide limits of the ground covered by the various 
Munitions of War Acts. It would include not only 
the conditions of labor but the rights of capital. One 
of the greatest British employers has recently laid it 
down that "no business is entitled to make unlimited 
profits" and that "the principle of the profits tax 
should therefore be retained after the war." If the 
restoration of trade-union rights had to be deferred 
till a decision of those larger issues had been reached 
there would intervene a period of intolerable uncer
tainty and irritation. On a settlement the successful 
restarting of the peace industries depends. The men 
will have to forego some of the rights they have 
guarded so jealonsly, and the employers on their side 
will have to be reconciled to reciprocal concessions. 
Fortunately, the association of employers and work
men in different industries on advisory committees and 
joint councils promises to generate a spirit of accom
modation on either side that should make smooth the 
path of what might be very difficult negotiations. . 

The essential conditions of settlement are that no 
class of men-and if possible no individual man
should be the worse off for the surrender of usages 
detrimental to the efficiency of industry as a whole. 
That raises, for example, the question of the retention 
of women in places once filled by men. In one great 
shipyard all the cranes are now worked by women, who 
do the job quite as efficiently as the men, while the men 
are released for other work that the women could not 
handle. This is a war change and the question is 
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asked what will happen when the old crane drivers 
come back and demand the reinstatement to which they 
are legally entitled. Apart from the hardship to the 
women the reversion to the old conditions would be 
thoroughly bad industrial economy. The firm there
fore proposes to offer the returning men other posi
tions as good in all respects as those they filled before 
the war. 

Such changes will need to be carefully watched, for 
no two jobs are precisely comparable in every particu
lar; but it is along those lines that the settlement may 
be looked for. If it is such as to avert the menace of 
unemployment, to guard against any fall in real wages 
and to maintain the worker's freedom the men may well 
be prepared to forego some of those artificial restric
tions that appeared so necessary for their protection 
before the war. They are sufficiently strong to resist 
any attempt to take advantage of the new conditions, 
and the prevailing legislative sentiment will probably 
assist them to give legal force to such wage standards 
and labor regulations as may be agreed on as mutually 
beneficial by the bulk of the workmen and the bulk of 
the employers. 

There are bodies of workmen who have frankly fol
lowed the go-slow policy; they have done so and still 
wish to do so deliberately in the assumed interests of 
their class and calling-this in the mistaken belief that 
there is only so much work to go around, and that if 
they got through with it too soon they would have 
"the sack" alone to look forward to. They have not 
realized-and what opportunity was there for them 
to do Bot-that work and wages are elastic proposi-
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tions; that wages come out of the stream of produc.
tion. ;Widen the stream and you widen the wage op
portunity. 

Why should workmen have seen this truth when re
spectable names were associated with the doctrine of 
limits to the wage' Moreover, the easy-going prac
tices in hiring and firing and memories of unfair ad
vantages taken of their increased efficiency counseled 
a restraint against over-eager effort. The whole situa
tion has been too wasteful to be regarded with any sat
isfaction. In this transition time it is being considered 
frankly and fearlessly. The remedy lies with the em
ployer more than it does with his employees. Greater 
security of tenure, removal of the fear of sudden un
employment, and safeguards against a lowering rate, 
which is a penalty on efficiency, will do more to do away 
with suffocating restrictions than all the exhortations 
in the world. 

If we try to catalogue the wastes that stand in the 
way of increased output, which output everybody con
cedes is the basis of prosperity and will alone make 
good the war damage, we should have to place at the 
head of the list the waste from ill will, or rather from 
absence of good will. I have always held that good 
will is as big a factor in rapid and economical produc
tion as skill itself. Great Britain has begun to think 
about the place of this valuable article, good will, in 
its production program. I do not mean to suggest that 
this is a new thought; far from it; there are establish
ments that have understood it and lived up to its sug
gestions for more than a generation. But never has 
there been so widespread an effort as now to work out 
a basis of mutual confidence in the relation of employer 
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and employed. It may fairly be said that all parties 
realize that the production called for is out of the.ques
tion unless a new spirit of reciprocity is at work. To 
make this spirit possible waste prevention is one of the 
:first obligations-prevention of wastes material and 
wastes human. 

The war has thrown a searchlight on the way in 
which industry has been carried on for a generation 
past. Wartime economies have taught far-reaching 
lessons. The German submarine has been the cham
pion promoter of British agriculture. Before the war 
half the total food consumed in the British Islands was 
brought overseas. But for the navy these islands 
would have been starved into submission. The navy 
not only kept open the channels of supply; it gave the 
country time to get busy on a great program of agri
cultural development. Though the Belgian farmer 
produces one hundred dollars an acre to twenty dollars 
of the British farmer, and the German farmer feeds 
about seventy persons to fifty persons fed by the Brit
ish farmer for every hundred acres of land worked, 
the efficiency of the land worker here is not so low as 
these figures might indicate. The production per man 
in Germany is only two-thirds that of the farmer in 
this country. 

These islands could not probably under the best con
ditions produce enough food to be self-sustaining, but 
with an extension of the tillage opportunities wonder
fully abundant here there never need be any fear of 
suffering even in the face of a complete blockade. The 
holdings of land in small allotments for cultivation 
·trebled during the war. In England and Wales they 
rose from about half a million to one million and a 
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half. Kitchen gardens still fringe the outlying sec
tions of every industriai town; crops of fresh green 
vegetables raised near by swell the Covent Garden 
market stalls. Fifty thousand women volunteered 
their services in the Women's Land Army; not far 
from a quarter of a million women were at work on the 
land throughout the war. 

Lost time, lost motion, spoiled material and a gen
eral slowing down of plant are subjects of sharp in
vestigation these days. Never has scientific manage
ment, regarded as a distinct American importation, ex
cited so much interest as well as controversy. As far 
as the spokesmen of labor are concerned they welcome 
every step forward in the way of scientific research, 
the use of the chemist, metallurgist, fuel analyst 
and other technical specialists. They say that men 
of science have not been sufficiently utilized thus far 
in industry. That factory organization can be vastly 
improved is generally conceded. Positions held by 
poorly trained men should be in the hands of those 
equipped with a knowledge of the best modern meth
ods; closer figuring of costs and frank comparisons as 
between plants and districts should be more common. 
The planning and routing of jobs and a much better 
coordination among the various units of the same or
ganization are obviously things that should prevail. 
Labor welcomes the use of science in industrial man
agement just as it respects the services of the expert 
in civil service and other governmental activities. It 
holds large reservations, however, as to those matters, 
apart from technical problems of management, which 
it believes are vitally matters of general human con-' 
cern. 
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On this point one of the greatest employers in the 
country, speaking at a public debate in a workmen's 
educational center, said: "Scientific management
that is, science in management, as the sane leaders of 
this movement look upon it-is not a solution of the 
whole industrial problem; it does not settle, and does 
not pretend to settle, how much of the products of in
dustry ought to go to workman, manager, investor; 
it does not solve the unemployment problem or lay 
down rules for industrial harmony. These problems 
have been in existence long before any definite system 
of efficiency engineering was laid down in print. But 
one advantage of such a system, honestly and sensibly 
worked out, is to make much easier an approach to 
some of these problems. To help make men more pro
ductive with the least waste possible consistent with 
good upkeep of men and plant is fundamental good 
sense and applies everywhere." 

The war has brought home the meaning of produc
tion as nothing hitherto could have done. In carrying 
on the war the accumulated wealth of the country was, 
of course, largely untouched, though it was devoted to 
new purposes. Houses, lands, railways, roads, canals 
are still here. Day by day the people have had to meet 
the huge demands of the military establishments. 
Beef, jam, tea, clothing, railway wagons, shells and 
armament-to the tune of about thirty million dollars 
a day-were requisitioned. These represent fresh 
production on a scale which deserves the adjective 
miraculous. Savings, borrowings, selling of securi
ties, abstinence and enforced economies of various 
kinds-these helped to meet the current bills. But a 
large debt has been left for the future to meet-an an-
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nual interest charge of more· than a billion dollars to 
raise, over and above the taxes levied. illtimately 
this debt m)lst be paid-and paying for the war means 
replacing the things that have been destroyed, so as to 
have at least as much as before; must be paid for by 
a larger output or by getting on with less. 

"We can easily write off our war debt by more out
put"-this is the opinion of a man who is generally 
regarded as one of the leading authorities in matters 
industrial-"and this increase does not have to be any
thing extravagant, if all work altogether. If every
body should add ten per cent to his productivity the 
bill can be met-everybody, not a few or a class of 
workers. The war has shown us that we can easily 
exert ourselves even more than ten per cent. There 
was always too much loafing, from the heads of indus
try down to the manual workers. We made far too 
little use of machinery. There is far too much drink
ing. Cut the drink bill of 1916 alone by fifty per cent 
and you have four hundred million dollars saved. We 
are still using horses-or worse still, human labor
where we should use steam power, motors and the 
electric current. We too often nse old-fashioned steam 
power for electric power. The government, I'm glad 
to say,. is going in for a large development of cheap 
electric power for the- country-one of our crying 
needs. What we do to-day is done too often with 
ridiculously little science. 

"Of course we can increase our output. Now we 
must do this or be poorer. Look at what makes for 
production-the factors that go into it are still here. 
Our land, for example, has not been devastated as it 
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has been in Belgium, Frince and Poland. Our stocks 
are here, machinery, tools, buil'dings. We must recog
nize that the labor is not all here. Our toll in death 
and disahlement is great. Our loss in lab~r power can 
be made good; though we can never fill the void and 
lessen our sorrow, we can with a bit more time and ex
ertion on the part of the labor power we have make up. 
I do not mean to suggest that we should overwork labor 
and add to its strain. Nothing would be more unwise. 
Much depends on organization, and such organization 
as we have had we still have. It has not all been 
knocked to pieces. 

"We must insist on the land being used to produce 
the maximum amount of food for the people instead 
of the biggest interest or rent. Our factories show too 
much dirt and disorder and waste of confusion. As a 
rule we must take one to our new munition plants to 
show a model workplace. It is very bad for us to take 
things easily; it is not healthy. It is far better to be 
alert for a comparatively short day than to go slum
mocking about all day. I have seen skilled workmen 
do this, and they soon break down in efficiency. 

"It all comes to be a question of putting more brains 
into industry. We have too often been putting our 
brains into trying to cheat each other; we must learn 
to apply them not merely to make profit but produce. 
The true way is to discover how to prevent waste and 
loss, to find how to do an operation in half the time and 
with half the effort-how to save half the capitaL. 
This is real economy and an addition to actual produc
tion." 

No man in England has a stronger hold on the 
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thoughts and confidence of workingmen's organizations 
than the man I have just quoted. Here are his views 
as to how to get the most out of labor: . 

"By labor I mean, of course, the human beings who 
carry on the manual work. When you consider that 
we have something like fifteen million of these men and 
women who are manual working wage-earners, and 
that everything depends on their health and strength 
and training as to how effective they will be in indus
try, what a lesson that is to take care of the health and 
education of the people, and especially of the genera
tion which is growing up. We killed more babies 
wantonly in 1915 through our public neglect than all 
the lives lost in the war on our side. 

"Consider what an advance it would be if all the 
boys and girls out of the fifteen million workers, in
stead of being allowed, as a large number now are, to 
grow up rather clumsy, stupid louts who have not had 
their intelligence awakened, were turned out with as 
good minds, say, as the ordinary workingman student 
of the Workingmen's Educational Association classes. 
Think of the increased productivity in the real sense 
that such a trained and disciplined labor force would 
mean. 

"We have so far muddled along without organiza
tion, but now we recognize that we have to face a great 
emergency. We must produce more or go short. 
This can he done by large-scale organization alone. 
How hest to bring this about will take a good deal of 
investigation and discovery. We have too many 
separate people doing the same thing. To avoid the 
peril of monopoly we have no end of wasteful compe
tition. Coal is our key industry. This industry has 
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fallen into the hands of about fifteen hundred coal owu
ers, working over three thousand separate mines, with
out any regard to what each other is doing. This is 
true of our transport, agriculture and machine trades. 
Our main hope is in thorough reorganization on a na
tional scale." 

Closely related to the whole question of industrial 
expansion for the peace situation is the question of 
wages. What has done more than anything else to 
cause a feeling of panic among workingmen for a year 
past has been the dread that once the end of the war 
was announced a sudden drop in wages would take 
place along the whole gamut of industry. This dread 
has seized on every class of wage-earner. 

Right through the war the big department ,stores 
were doing an abnormally large business, in many 
cases outrunning their sales for the previous year by 
fifty and sixty per cent. On the day that the armistice 
was signed the stores looked like a deserted village. 
For a few days the slump in business was accounted 
for by the celebrations and let-up after four hard years 
of strain. Then the influenza epidemic was dragged 
in as an explanation. But the slump kept up. Mer
chants called in their department chiefs to find out 
what had made the bottom fall out of business. Slowly 
the true explanation came to light. Retrenchment was 
the order of the day. With the shutting down of war 
orders a large proportion of trade automatically shut 
down. Thousands who were getting bonuses of vari
ous sorts and wages based on a labor-scarcity value 
were waiting for the scaling down of income that they 
believed must come. 

No such drop has 80 far taken place. But the gen-
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eral feeling was one of discounting what seemed the 
inevitable, and money was being spent on bare necessi
ties only. An improved tone may be noted now. The 
business of the shops is picking up. Wages are not 
tumbling; nor prices. Everything is being done to 
steady the situation, but there is still a feeling of uncer
tainty. 

The question of post-war wages is coming up for set
tlement. Much good has been done by statements of 
various large employers that no change in the wage 
scale would take place if only production could be 
maintained on the most efficient basis possible. Dur
ing the greater part of the war period workers in most 
of the big industries, especially in those doing war 
work, were directly subject to compulsory arbitration. 
They were compelled to submit all differences for set
tlement by the government, without recourse to strike. 
Under the Munitions of War Act there was provided 
the additional power of acting in all industrial disputes 
by what was called Royal Proclamation, and this power 
was used in disputes, such as those which rose in the 
coal industry and among the dock laborers. A Com
mittee on Produotion was established to deal with con
ditions in the engineering trades, so called-that is, 
the metal trades. It became a wage tribunal on a large 
scale. It struggled throughout its career with about 
two hundred different wage standards or, rather, wage 
districts. The workers' organizations have been try
ing to reduce this chaos of two hundred to about a 
dozen clearly defined scales. There are about three 
hundred thousand members on the rolls of one of these 
organizations, and on their output much of Britain's 
industrial restoration depends. There is good reason, 
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then, for the present activity in clearing up the tangled 
wage situation. Coal miners and railway men have 
been virtually state employees throughout the war, and 
the pre-war system of collective bargaining was the 
method used in all new wage adjustments. 

Trade boards, at work for years before the war, 
acting very mnch like the Minimum Wage Boards in 
our states, continued without any change. All these 
boards have raised the minimum rates, which by cer
tain new legal provisions come into effect earlier than 
has hitherto been the case. Wartime experience in 
wage adjustments will probably affect the methods 
used from now on. As the country needs nothing so 
much as a stable period of recuperation it is certain 
that the whole question of wage adjustment will be 
treated not piecemeal, as hitherto, and by localities, 
but-for big industries at least-by a policy of cen
tralized wage negotiation and award. For example, 
workers in the metal trades, foundries, shipbuilding, 
chemical, docking and transportation industries have 
secured advances on a national scale, and national ne" 
gotiations have begun to take the place of the old-time 
method of local wage arrangements. 

No one can go very far into the production situation 
here without a fresh look at the wastage from the bung
hole-the alcoholic bunghole. There may be such a 
thing as making too much of the drink situation here, 
because most men are sober, clean living and law abid
ing. Workingmen are not heavy drinkers, taken as 
a whole, and it is a fact worth noting that many of 
the well-known labor representatives here are total 
abstainers. But this is undeniably true: If anyone 
thing threatens the large-scale output for which the 
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whole country is organizing itself it is a drink situa
tion such as was familiar before the war. This coun
try has been no worse in this respect than many an
other. If any people anywhere in the world follow 
the ways of order these of the Britisb Isles most cer
tainly do. But there is and there has been enough of 
a liquor problem here to make any slurring over of its 
mischief a source of great danger. 

At the risk of going over familiar ground I must say 
something about the war experience with the liquor 
trade. During the war the drink question ceased to be 
a purely reform issue. It was dealt with entirely as a 
production question, and the temperance reformer as 
such was elbowed away by the business man, industrial 
magnate, efficiency expert and doctor, who were con
cerned wholly with the winning of the war. The drink 
traffic was assailed because it lessened working power 
and fighting power. From the point of view of both 
efficiency and economy the case against drink was 
argued with vigor, and.there was every indication that 
at one time the government was about to prohibit the 
manufacture and sale of drink out of hand. 

With emphasis and point Lloyd George, in a speech 
delivered in February, 1915, put the anti-drink ef
ficiency case in words thllt struck right home. He de
clared that drink was causing delay in the production 
of necessary materials. 

"Most of our workmen," he said, "are putting every 
ounce of strength into this urgent work for their coun
try, loyally and patriotically. But that is not true of 
all. There are some, I am sorry to say, who shirk their 
duty in this emergency. I hear of workmen in arma
ment works who refuse to work a full week's work for 
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the nation's need. What is the reason' They are a 
minority. But you must remember a small minority 
of workmen can throw a whole works out of gear. 
What is the reason' 

"Sometimes it.is one thing, sometimes another, but 
let us be perfectly candid: It is mostly the lure of the 
drink. They refuse to work full time, and when they 
return, their strength and efficiency are impaired by 
the way in which they have spent their leisure. Drink 
is doing us more damage in -the war than all the Ger
man submarines put together." 

He repeated his charge at a conference of the trade 
unions in the following month, and stated he was speak
ing on the authority of reports from the Admiralty and 
War Office. His indictment was confirmed even by the 
Transport W orkem Federation, which stated that the 
dimin.ished efficiency of the intemperate minority-"so 
interdependent is modern labor"-showed a marked 
influence upon the output of the total number of men 
engaged in any set of operations but, though admitting 
the charge, it went on to suggest one positive remedy' 
-that while work was being done during the night in 
shipyards, docks and other places of production some 
provision should be made for necessary refreshment. 

How the authorities dealt with the problem is an in
teresting chapter in war history. The problem pre
sented some new features. There had been a great 
shift in the distribution of labor. Men left their homes 
and to some extent abandoned settled habits, gathering 
in bulk round the new munition factories, some of 
which were located in isolated places, some in and 
near the big towns. And these new aggregations of 
workingmen, cut off largely from the normal influences 
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of home life, earning good wages for the most part, 
but having scant leisure, and without much inclination 
after a hard day's work for active recreation, were 
naturally an easy prey for the public house. Excesses 
in drinking are a co=on reaction from overwork. 
Figures show a close relation between good earnings 
and drunkenness. A committee appointed to inves
tigate health matters among munitio~ workers re
ported in dealing with hours of labor that fatigue 
"meant temptation to men to use alcohol; they are too 
tired to eat, and seek a stimulant." 

The co=ittee insisted on facilities for workers to 
obtain a hot meal, especially at night; and a clear case 
was made out quite early in the investigation for the 
setting up of industrial canteens in docks, works and 
yards. Living as great masses of men were in hut
ments, crowded tenements and even tents near the 
works, the ordinary strain was intensified by loss of 
rest and absence of home care; and this led, of course, 
to still more drinking. 

Such was the situation. In dealing with it the au
thorities undertook a policy of restriction; they cur
tailed the hours of sale, prohibited the sale of liquors 
above a specified strength, and sought to remove in
centives to excess by establishing canteens for the sale 
of nonalcoholic refreshment, and by prohibiting treat
ing and chalking up. Convivial drinking was shown to 
be the cause of nearly half the convictions in the po
lice courts; and the practice of chalking up a score for 
the habitues of a "pub" and getting a settlement on 
pay day is one that makes a glass in hand worth two 
in the pay envelope. The control policy was embodied 
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in the Defense of the Realm Act, and gave large pow-
ers to a board to control the drink trade. . 

These powers were exercised in many ways; licensed 
houses and clubs were closed or their hours of business 
reduced, the sale and supply of particular kinds of 
liquor restricted and the importations of liquor into 
specified districfls prohibited. The zones of restriction 
were grQ.dually widened, because different hours of 
sale, for instance, in small contiguous districts had the 
effect of providing drinking men with facilities not 
foreseen by the liquor board. There were demands for 
the application of a common order to large districts. 

At the close of 1915 half the population of Britain, 
was under the board's orders, and at the end of 1917 
roughly thirty-eight millions of Britain's total popu
lation of forty-one millions were enjoying the benefits 
of the control policy. 

Hours of sale were reduced enormously. Before thl! 
war public houses were normally open for nearly 
twenty hours out of the twenty-four; the board re
duced them to something like an average of five houl"!! 
and a half-two hours and a half at midday and three 
hours in the evening, generally from six o'clock to 
nine. At the same time the alcoholic strength of liquor 
was reduced, especially in the case of spiribs, and the 
sale of spirits over the week-ends was later prohibited. 
Unsuccessful attempts were made to ration drinks by 
fixing a maximum quantity, and there was also some 
effort to check drinking among the women. Carrying 
out a constructive policy the board establiehed nearly 
a thousand industrial canteens-most of them in con
nection with the national munition factories and "con-
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trolled establishments," a number in the shipyards 
and docks. In some four districts the board actually 
became public-house managers, acquiring by direct 
purchase breweries, licensed houses and "off" li
censes; two of the four breweries thus acquired were 
closed, and about a third of the two hundred and odd 
licensed houses. 

The whole question is now up for final settlement. 
What the ultimate solution will be no one can say, 
but this may be ventured as a safe prediction: There 
is too much at stake just now, in a convalescing world, 
if it be convalescing, for any needless complication, 
difficulty and obstacle to be tolerated, and from every 
point of view an unrestricted, profit-seeking liquor 
traffic along the lines of the good old days before the 
war is simply unthinkable. 

There is not a more respected employer in all Eng
land than Mr. W. L. Hichens, whose various interests 
embrace a pay roll of thirty-five thousand employees. 
I asked him for his views as to the output question and 
how labor and management were going to meet it. 

" As a large employer of labor I am more interested 
in questions affecting labor and capital than in any
thing else, save the winning of the war. The war has 
given us a new angle of vision in regard to many 
things. Before the war we lived in an age of indi
vidualism. Employers organized themselves into fed
erations, work people organized themselves into trade 
unions, and both of these organizations existed for the 
purpose of seeking their own interests. Other classes 
of society followed suit, with the result that individual 
or class interests ranked first and the interests of the 
country as a whole took second place. Then came the 
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war, and straightway some three million men in this 
country were found to offer the supreme sacrifice of 
their lives, not for themselves or for a group but for 
their country. The clouds seemed to lift; our horizon 
extended; we realized that patriotism ranked above 
individualism and that the supreme good of the coun
try conld only be secured by self-sacrifice. Many of us . 
even began to dream dreams and to picture to our
selves the wider form of patriotism after the war. 
And we woke up surprised to find how far away we 
had drifted from the old individualism of pre-war 
days." 

"This widened outlook, I think, applies to the subject 
of production. Before the war how many men made it 
their ideal to try to put together a competence at the 
earliest possible moment in order that they might re
tire and live happily ever afterward T How many 
young men and women were there who thought it no 
shame to live a life of idleness if they could afford to 
do so! But the war again has changed all that. We 
realize now that there is an unlimited demand for 
everything that we can produce; it seems to me that 
if it is an essential thing for us to work as hard as 
we can in order to preserve our liberties it will also 
be a valuable thing if after the war we can realize that 
it is worth while then to work alii hard as we can for 
the sake of the whole community . 

•• As I say, to-day there is an unlimited demand for 
everything we can produce. Now everybody knows 
that if we import from abroad we have got to pay in 
one of four ways: By means of selling our securities; 
or by exporting gold-but the supply of gold is small 
compared to our requirements; a third way is that we 
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can raise loans in the countries with which we wish to 
trade-that again is not an unlimited source of sup
ply; the fourth and by far the most important way is 
that we can exchange the goods which we want to 
buy in other countries for goods exported from this 
country. And that, everybody will realize, is by far 
the most satisfactory way of achieving our object. 

"Now there are ways in which more can be done. 
The first is by means of increased government organ
ization. I do not personally think that a very great 
deal can be done in that way; for one thing because 
the sturdy independence of Englishmen, which is a 
very valuable quality and far superior to the unreason
ing docility of the Germans, does not lend itself too 
much to government organization. Individual liberty 
has its price, but it is worth paying for. However, 
there are certain things government can do. 

"But though in this way a good deal can be done, 
yet I believe that we have got for the most part to de
pend upon our own individual enterprise and effort. 
I feel convinced that the production of this country can 
be largely increased because I believe that it is still in 
us to make a much bigger effort than we have hitherto. 
Before the war the output per workingman in the 
United States was two and a half times as great as 
the output per workingman in this country. Of course 
statistics are always open to suspicion, and that figure 
is subject to considerable qualifications in particular, 
because in the United States you have far more labor
saving devices than we have in this country. The 
fault of that, I am free to confess, lies very largely with 
the employers at home, who have not taken the trouble, 
in a great many cases, to find out what the latest and 
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most efficient labor-saving devices were, because they 
felt that they could rely on a comparatively cheap labor 
supply. 

"It may be surprising to say that even now some 
restriction of output should exist, but the reason is 
not really far to seek. The fact of the matter is that 
we have been unable in this respect to shake clear al
together of our pre-war ideas, and we have been un
able to adopt the new angle of vision which we have 
adopted in other cases. Restriction of output, as 
everybody knows, is a weapon in the fight between 
labor and capital. There i'l! no real object in restrict
ing output in the hope that the employer will be deluded 
into the belief that it is impossible to produce an in
creased amount of work. Moreover, I think one can 
easily show that restriction of output is a bad plan any
how, because it is only by increasing output that one 
can increase wages. After all, one can only pay wages 
out of production, and if production is reduced the 
obvious thing is that wages will in the long run have 
to be reduced too. Labor argues that it ought to have 
a larger part of the profit that now goes to capital. 
But the difficulty is that after allowing a reasonable 
margin of profit for capital the balance at the best of 
times would not go very far in improving the position 
of labor. It would not enable very much bigger wages 
to be paid than are paid to-day. The only way really 
to pay considerably higher wages is to increase sub
stantially the production of the country. 

"I think that if these points are clearly and dispas
sionately argued it will be difficult for labor to deny 
their justice and truth; but at the same time they will, 
I believe, carry very little conviction to the mind of 
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the workingman, because he will feel-and, in my 
opinion, quite rightly-that the statement is far too 
one-sided to be at all convincing to him. He will say: 
'Our difficulty is that, supposing we· are to increase 
production very considerably, what guaranty have we 
got that that increase will go to us and not all be ap
propriated by capitalT' The real grievance that labor 
feels is that capital has in the past taken more than 
its fair share of the good things of this world, and I 
think if one looks at the matter broadly one must ad
mit that there is a good deal of truth in this contention. 
One has to remember that this country is a democracy 
and that in a democracy it is necessary for all the mem
bers to get together for the problems that they have 
to decide. This is one of the biggest problems that 
calls for decision, and it is imperative that we should 
have mature thought jointly in order that we may 
come to a right conclusion." 

There are hopeful sigus a-plenty that British in
dustry is getting ready for a large expaDllion, and 
that this expansion will not be of mechanical kind 
alone. The big production which every manufacturer 
is looking forward to will have in view the big fact that 
confidence between management and men is the only 
lasting foundation on which to get results. More out
put and more.mutual confidence will go hand in hand. 
There is no question in any quarter that increased ef
ficiency must come soon. It is under way right now. 
Both the volume and the quality of output are con
siderations in every program of the merchant and 
manufacturer. 

To get this result industrial leaders -e.re looking in 
the direction of improving the organization and its 
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personnel, of eliminating waste and friction, and most 
important of all, of giving enough attention to the 
problem of increasing the opportunities of coopera
tion betwe~n management and men. The best em
ployers here appreciate the fact that raising the level 
of productive capacity is finally a question of improv
ing the conditions under which the work is done and 
the spirit in which the parties concerned carry on un
der the same roof. There has been far too great a 
sacrifice during an eternity of the war period, and 
both this country and the world in general are tqo 
sorely in need of recuperation for much patience with 
the slacker-the moral slacker as well as the indus
trial slacker. And a moral slacker is a man who will 
not play the game according to the new rules and the 
new ideals of industrial team play. 

While on a recent four-hUndred-mile tour of the dev
astated country of Northern France and Belgium we 
were leaving Cambrai, a terrible skeleton of its former 
glory. Rain and mist softened the raw edges of its 
desolation. Houses telescoped, the roof of a big 
church covering a row' of shattered buildings half a 
block away, trees lying across the brick piles which 
once were dwelling places-in this City of the Dead 
there stands one entire front of a building, the rest of 
it mingling its dust with the dust and rubbish of the 
town. On it are the letters: Chambre de Commerce. 
Round this ruin German prisoners were clearing a 
roadway, Chinese labor battalion'S were propping up 
the leaning party walls, and everywhere was the 
Tommy busily trying to do such tidying up as was 
possible. 

A whole cityful of men, women and children, scat-
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tered to the four winds, are anxiously awaiting word 
to return to the place they had once called home. And 
this Chamber of Commerce, once the heart of the 
town's business life, with the only intact front wall 
in its neighborhood, waits for goods to flow through 
again and bring occupation, self-support and self-re
spect to a stricken population. 

Cambrai is only a symbol and a type of want, im
poverishment and insufficiency. The spirit of the 
Tommy, cheerfully and silently at work in the thank
less task of bringing order, safety and opportunity, 
meager enough, in these abominations of desolation, is 
the spirit in which the productive energies of the 
world must be put forth for years to come. The need 
is great. Cambrai differs from the unwrecked places 
of civilization only in the circumstance that what right
minded men have ahead of them in the way of effort 
and service is so painfully visible there. 



CHAPTER ill 

SIDELIGHTS ON INDUSTRY IN GREAT BBlTAIl!I' 

"THE business of handling a large force of men 
is no longer a mystery. It is something which 

can be put into words plain enough for the average 
man to understand. Keeping an organization going 
through power over other men takes f'ar less .brains 
than does the winning of their cooperation by appeal 
to their intelligence and their interest." A leader in 
British industry voices in these words an important 
change in the viewpoint of industrial executives. "1 
expect all my fellow employees, whatever may be 
their work, to help. 1 know that they can help improve 
our organization and our product. And they know 
that 1 appreciate such help. I want to see them grow 
in management skill and point of view. One way to 
do this is to open up opportunities for all to know the 
problems we have to meet day by day, and to take 
counsel with them. Our men see things which we can
not see. No man can be a judge in his own cause. If 
we tolerate this we have the formula that might is 
right, something that we have just defeated. We 
want an Anglo-Saxon, not a Prussian, ideal of industry 
and its management. That ideal is of service on the 
part of every man engaged in it-or we all move in 
a kind of living death. If there is no ideal of service 
we have to find out how far we are the cause of this 
failure. Men ordinarily give about the response we 
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look for in them. There is no reason for any failure 
to make employment a service if we try hard enough. 
But we must believe first that it is. A few years ago 
I was interested in a company started to trade on the 
Gold Coast. We decided to limit our profits to a rea
sonable figure, and to turn over the surplus for the 
benefit of the inhabitants of the country with which 
we were trading. There was no cant, no humbug or 
charity about it. We did not sell silk hats to the 
naked natives. We sought a fair trade, gave good 
value, and used the fund to supply real wants, such as 
medical care, for which there was no extra charge. 
It was our idea that the country had already paid us 
for this service through our trade." 

Production of the goods for which a shaken world 
is waiting does not altogether depend on how much the 
man at the bench will extend himself, though more solid 
effort all round is needed; nor on how far workmen 
will collectively throw over practices which hold pro
duction back. They will do this, given certain assur
ances. Nor does it rest on the changes in plant and 
tools which the employer is introducing, though all 
those things will help and go a long way. It hangs 
on things that go deeper into essential human nature, 
and the wise man is he who takes careful account of 
those things. Management of men is just manage
ment of human nature, and this human nature after a 
long siege of war strain and of danger, alarms, and 
situations which have stirred the brain cells of the 
multitude is not quite the human nature that it was 
before the war. There can be no doubt that every
where you sense a wish to settle down, a longing for 
quiet and for the ordinary routine of everyday life. 
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That settling down will not take place until certain 
difficulties are adjusted and a certain uneasiness ap
peased. Unless these things are done disaffection will 
be there to harass and disturb. 

Some share for this unsettled state of mind which 
one glimpses in going up and down industrial centers 
can be traced to sharp resentment against the kind of 
supervision under which the men have been working. 
Not that this supervision has been always harsh or 
incapable---t!uch an assertion would be unfair and ex
aggerated. In many instances there has been wisdom, 
understanding. But while employers have theorized 
and experimented the workers have been thinking hard 
on the whole management proposition, and they cher
ish certain strong convictions as to how they should 
be dealt with. These convictions are not always 
clearly stated; but the purpose is clear enough, even 
though the phrasing favored by the more aggressive 
would, if carried to its conclusion, undo all organiza
tion and tumble industry into a heap. 

But, I repeat, the men have been busily brooding 
over notions of something better in shop relationship 
than they have had before, and as thoughts are facts 
it is worth while trying to understand what is behind 
their feeling about the conduct of the workshop and 
their part in it. 

Having worked at full tilt throughout the war, and 
believing that they were sharing, as never before, with 
foremen, managers and employers in a common busi
ness directed to a common end-namely, that of win
ning the war-the workmen, take them as a whole, have 
developed in this war experience a new interest in the 
industrial organization of which they have been a part, 
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and a new sense of their relation to it. They are giv
ing up, if they have not already abandoned, the idea 
that they are mere sojourners in their ,place of employ
ment. All through the war they were told again and 
again-and they were disposed to believe it-that in 
their hands lay victory or disaster; that they were 
needed just where they were; that they were the heart 
and the solar plexus of the organization; and that 
nothing could excuse any slacking or shifting about
in short, that' they belonged very much right where 
they found themselves. 

Every effort was made to steady the working force. 
For a time men were not allowed to flit from job to job. 
Pressure of all sorts was used to hold them to their 
work. And when the pressure---that of the war regu
lations especially-was relaxed, public opinion and 
shop opinion against the floater and the job hobo came 
in to help. So the number of job changes was kept 
down. Every man was expected to do his duty, and if 
he was a workman exempt from military service there 
was an additional reason to stand by. And the men 
stood by; and the longer they stayed the more they 
made comparisons, both mental and vocal, of the per
sonnel that gave them orders and instructions and had 
the say over their comings and goings. 

Every plant on war work and very many others have 
been under a most lively public scrutiny. Everybody 
seemed to know all about their inner workings. What
ever may have been the privacy they once enjoyed, the 
strictly internal affairs-the domestic gossip, as it 
were---of every great establishment became common 
property. Eating places, the canteens, the pubs, the 
smoking coaches-all became daily centers of exchange 
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and quotation in rating of managerial idoJ.s--..cr the 
contrary, as the case may have been, and often was. 
And out of these informal and universal juries certain 
notions as regards management and the man power 
under its ordering came into view, as I have already 
intimated, and though of low visibility at first it yet 
was of sufficient significance to furnish the abler among 
employers with food for thought. 

This is the lesson that struck home the hardest: 
That the chain of management is never any stronger 
than its weakest foreman link. By foreman I mean 
any of the variety of in-between officials of the plant-
overseer, boss, leading man or whatever the local desig
nation may be-for the man who comes directly in cen
tact with the men, stands in their eyes for manage
ment as a whole, and rules their shop life and duties. 
This foreman, unfortunately for industry, appears in 
the drama as more or less of a pocketed, sidetracked 
individual, though his part is that of intermediary be
tween the man at the top and the rank and file. He 
was neither expected nor encouraged to hroaden his 
own industrial outlook. He had heen put into a niche 
and was left there so long as he didn't give any trouhle 
and delivered the output according to schedule. Con
ferences there were aplenty, hut he was not among 
those present; executives met to shape up far-reach
ing policies, hut he never sat in. As of the poor, short 
and simple annals only were expected of him. 

The only trouble with this proposition is that the sit
uation does not lend itself to any such simplicity. 
There is not a man on the whole industrial general staff 
who influences as much the temper, tone and smooth 
working of an industry as does this same unconsidered 
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fQreman perSQn. He deals with human nature every 
minute, and that same human nature deals with him 
abQut as frequently, and the actiQn and reactiO'n Qf 
these fQrces, to' use labQratQry lingO', is a subject suit
able fQr minds well abQve the freshman grade. TO' 
sidetrack this fQreman then-tbat is, to' fail to' help him 
grQW in insight-is to' chQke up a vital channel Qf com
municatiQn between management and men. 

The fQlly Qf it has come hQme to' thQse abler emplQY
ers befQre mentiQned. They are getting at least a 
glimpse Qf their men's real attitude and intentiQn. 
Their enlightenment is nQt sudden. It has been gQing 
Qn fQr years, the war merely accelerating the prQcess. 
Many men Qf affairs having the interest Qr desire CQuld 
find Qut the best that was being dQne Qr thQught any
where. They CQuid read Qr travel and talk with any 
man whQse industrial QpiniQns they cared fQr. With
Qut much trQuble they could give themselves as wide 
a knQwledge Qf industrial questiQns as they pleased. 
There is nQthing disparaging in PQinting Qut that the 
business executive tQ-day is, Qn the whQle, decades in 
advance Qf his immediate predecessQrs as regards in
dustrial insight. And there is coming up a new genera
tiQn Qf industrial leaders in Britain, bred in a sym
pathy with demQcracy, which prQmises much fQr the 
future Qf industry and fQr right relatiQns amQng thQse 
whO' share its burden. 

One Qf the first imprQvements concerns that yawn
ing mental gap between the man whO' has the PQwer to' 
give Qrders and thQse whO' take them. The building up 
Qf an enlightened fQremanship is Qne Qf the big and as 
yet mainly untackled jobs Qf management. That here 
and there gQQd beginnings have been made Qnly 
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strengthens the sense of need. As clear and decisive 
is the need, if management is to win the respect of the 
managed, for finer tools than have thus far been used. 
The man power that is enlisted for the world's re
construction will have to be dealt with in terms that 
suggest an understanding of its hopes and sense of 
values.' To grasp this is to have the secret of suc
cessful management in the days to come. 

At the other end the masses, the rank and file, the 
working forces-however we choose to put it-have 
also been undergoing a mental overhauling. The ex
tent of it is even yet hardly realized by the man who 
leaves his office after the day's work, sees the men flow 
through the gates, and then proceeds to his home or 
club, where he meets those who think as he does, have 
about the same kind of information as to what is going 
on, and where he never gets a glimmer of a life which 
takes on fresh vigor and fervor after the factory win
dows are darkened. 

To get an idea of what is really happening to the 
workingman one must go to the sources of his inspira
tion-to his meetings and gathering places, to the eve
ning school, the public school, the free lectures, read 
the press and the literature of the crowded quarters, 
and browse among their dingy bookstalls and pushcarts 
laden with the solidest reading matter outside of the 
specialists' reference shelves. And these are only a few 
of the stimulants of the modem workman. Intelligent 
executives are aware of these stirrings and are not 
unsympathetic with them. They are, in fact, earnestly 
trying to square their own ideas of handling the work-

1 See page 287. Tho l&bor PartTl Statement on tho l&bor Problema 
after tho War. 
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force with this new self-respect of their employees. 
The motive that prompts them is not wholly selfish. 
They welcome the coming of an organization in which 
the lowliest member may feel that he has something to 
chip in of suggestion, criticism and idealism. 

Industrial unrest in Britain can no longer be ae
counted for by dissatisfaction with wage rates or hours 
of labor, as in the early days of trade-union agitation. 
There was a time, not long past, when it was possible 
to ask in regard to a particular dispute" How much do 
they want this timet" An increase of a penny an 
hour or a couple of shillings a week represented gener
ally the extent of the demands. Sometimes the men re
sented bad factory conditions or objected to the man
ners or lack of II)anners of their foremen, and ceased 
work in protest; sometimes they wanted a shorter 
working day, less overtime, a rearrangement of rest 
days, and the like; but broadly it may be said that un
til a few years ago the workers as a class were not 
much in revolt against any system as such or acutely 
conscious of there being anything wrong with their 
place in industry. Within a short period, however, a 
marked change has taken place in attitude. A new 
note of criticism crept into their propaganda, denying 
the claim that industry was already well managed and 
could not be improved. Among large sections of the 
workers, especially among the younger men, a new 
temper has appeared. 

Their ideas are easy to dismiss with a contemptuous 
shrug as half-baked notions of the imperfectly edu
cated. Imperfectly educated, indeed, the younger 
workingmen may be, and victims of phrases; but these 
men are tenacious; one creed is expounded by the en-
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ergetic men of the guild movement and the shop-stew
ard movement, which declares that the worker is no 
longer a mere cog in the industrial machine. It in
furiates the worker to be described aB-~ "hand"; he 
repudiates the notion that he ought to be content 
with a slow amelioration of his lot. Much of his dis
like of the welfare schemes put forward by employers, 
his contempt of profit-sharing arrangements, still more 
his suspicion of "scientific management.Z cannot be ex
plained except by reference to his stubborn sUBpicion 
that his claim to be treated as a humlin being is subtly 
being circumvented. It is less and less possible to 
humor him. What he wants is to be treated as an 
equal. One has only to Come into contact with these 
groups of which I speak to realize that increases in 
wages, shorter working hours, welfare schemes, pen
sions and even a share of the profits, though desirable 
in themselves, do not go far enough. The active spirits 
among the rank and file are bent upon raising the status 
of their class. 

The amount of quiet but effective education going on 
among the workmen of these isles is barely appreci
ated by the public at large. Ask the man on the street 
what he knows about the Workers' Educational As
sociation and he will probably tell you that he has never 
heard of it; or, if he has, the chances are that he har
bors a misty notion of its being some academic sort of 
thing. Nothing could be farther from the truth. 
This association and other like activities among the 
men have in view the big, long-headed purpose of fit
ting the British worker for a large place and respon
sibility in the conduct of industry. The rank and file 
are taking in hand the job of improving the man-power 
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qu~lity of the country, doing this in the strong convic
tion that only as they fit themselves can they hope to 
get and keep a bigger rOle in the management of in
dustry. Oxford University has been in this undertak
ing a noteworthy assistance and inspiration. Some 
of the brightest and ablest graduates of this and, in
deed, of other universities, too, have been leaders and 
teachers in this work. 

What is the Workers' Educational Association, or 
the W. E. A., as it is better known' Founded in 1903 
by a group of trade union and cooperative society mem
bers the W. E. A. now comprises nearly three thousand 
organizations, such as trades councils, cooperative edu
cation committees, workingmen's clubs and teachers' 
associations. Its local branches cover the industrial 
centers of England, Scotland, Wales, Ireland, Aus
tralia, New Zealand, Canada and South Africa. Sup
port for this work flows from a large number of small 
contributions and from government grants. W ork
men enroll for as much as a three years' course, and 
keep up a good attendance. In the summer school for 
workingmen at Oxford you will find a roomful of men 
-potters, plumbers, carpenters, miners and machin
ists-wrestling over economic questions with profes
sors of world-wide fame. 

Prof. Gilbert Murray, the famous Greek scholar, 
tells this incident: 

"There was a close friend of mine, once my secre
tary, who gave up that post to become a W. E. A. 
teacher. In this new work he had a very small salary, 
and hard work. He had offers at higher salaries, but 
he refused them all for this teaching of workingmen. 
When the war came he enlisted, and after he had re-
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ceived a commi~sion he found himself commanding 
some of those North Country miners who before the 
war used to form his classes in history and political 
science. When he was mortally wounded some of his 
men almost gave up their own lives in a long and brave 
effort to save him. One of these men later received 
the Victoria Cross for his effort to save his teacher 
commander. " 

Ruskin College, at Oxford, was founded to bring 
workingmen under nniversity influence, and among 
other activities it has been carrying on correspondence 
courses for the men who could not become residents. 
The Central Labor College is a rebel offshoot of this 
institution, and operates through the Plebs League. 
This college is supported by the National Union of 
Railwaymen and the South Wales Miners' Federation. 
The state of the mind of the Plebs League is sufficiently 
indicated by its motto: "I can promise to be candid 
but not impartia1." A monthly, the "Plebs Maga
zine," was issued until suppressed by the government, 
it is generally believed for its revolutionary activities 
during the war. The Commission on Industrial Un
rest found that the propaganda of the Central Labor 
College was one of the chief sources of trouble in 
South Wales coal district. In March, 1917, the com
mission states, nineteen classes were being conducted 
in South Wales, with some five hundred men in at
tendance. Bnt the influence of the work could not be 
measured by the small membership of these classes. 
This influence is, as the committee points out, "de
liberate of purpose," and forms a leaven which can 
on occasion ferment considerably. 

How many men if they were asked what was the 
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greatest business enterprise in the British Empir&
greatest in volume of trade combined with the largest 
number of shareholders-could answer offhand "The 
cooperative movement"? Here is one of the giant en
terprises of the present day. It is the biggest school 
of business on earth, providing workmen with experi
ence in business management such as nothing else 
gives; it is the recruiting and training station for in
dustrial leaders to a degree which warrants my giv
ing more tban passing mention to the workings of the 
cooperative movement. 

In origin the movement dates back to the days of 
Robert Owen and the Rochdale Pioneers-the first co
operative store being that founded at Rochdale in Lan
cashire by the now historic twenty-eight poor weavers, 
who in December, 1844, opened the Auld Weyvurs' 
Shop, in Toad Lane, as a grocery store. This shop 
at first was open only on Saturday and Monday eve
nings; one member acting as salesman, another as sec
retary, a third as cashier to a trade of about ten dol
lars a week, while a fourth was custodian of the capital, 
amounting to less than one hundred and fifty dollars, 
gathered by dint of hard saving. . To-day the coopera
tive stores are the recognized medium of supply for 
the household necessities of not much less than half the 
industrial population of Great Britain. 

The device that made the Rochdale Pioneers the 
type of all time and established the movement was the 
divillion of "profits" or surplus on the purchases of all 
the customers. 

From the humble beginnings of twenty-eight mem
bers the movement has grown, until to-day the United 
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Kingdom includes fifteen hundred societies with an, 
aggregate membership of three and a half million 
shareholders. Its annual trade is now no less than OnE! 

billion dollars; its capital in shares, loans and deposits 
amounts to three hundred and forty milliQns; its re
serve fund equals four hundred millions, with a 
"profit" or surplus of one hundred millions a year. 
The value of its land, buildings and stock is one hun
dred millions, and it has at least fifty millions invested 
in house-building schemes for its members. The per
sons employed directly in the movement number one 
hundred and sixty thousand, and the annual wages bill 
is sixty millions. More than six hundred thousand 
dollars annually is set aside for purposes of education, 
propaganda and recreation; a similiar sum being de
voted to charitable purposes. 

When it is remembered that the whole of this colos
sal undertaking is managed by workingmen, such as 
colliers, engineers, weavers, spinners and carpenters, 
who give their scant leisure without any fee or reward, 
and travel up and down the land in the interest of this 
movement for bare expenses, we realize at once that 
something almost religiously deep and strong must be 
acting on the minds of this great army. 

J. S. May, the general secretary of the International 
Cooperative Alliance, told me: "One of the funda
mental principles of the movement is that it shall have 
no dealings with the liquor traffic. In spite of the 
grocers' licenses this principle is rigidly adhered to, 
and so far from weakening on the question as the 
movement develops the tendency is, for example, in 
acquiring land either for business purposes or the 



MANAGEMENT AND MEN 

many housing schemes of the societies, to extinguish 
existing licenses, and certainly to prevent them from 
operating on cooperative soil. 

"Of course the great contribution which the move
ment has made to the well-being of the people lies in 
facilities for thrift. In thl) first place, the system of 
cash payments for all goods has worked a revolution 
in the habits of the people once compromised by the 
system of 'truck' which many employers set up in their 
factories. Robert Owen made the first practical ex
periment to combat this evil at his works at New Lan
ark in the early days of the nineteenth century by es
tablishing a cost-price store for the use of his work
people. Their wages were paid in the full instead of 
being set off against their score at the shop of the 
master and they were at liberty to spend their wages 
at the store which Owen had provided or to go else
where. Such a scheme was then considered quixotic 
in the extreme, but the modern cooperative movement 
has done much to secure the passing of the Truck Acts 
which abolished the whole bad system. 

"The plan of building up share capital by small pay
ments of six cents and upward, together with the later 
rule that dividends on purchases should be capitalized 
up to the amount of the minimum shareholding, made 
the thrift of the members nearly automatic. Many 
a family to-day realizes to the full the truth of the 
saying that 'an Englishman's house is his castle' 
simply as the result of the saving thus practised. 
They have literally eaten themselves into their own 
house and home. 

"The boards or committees of management consist 
solely of working men and women, who are elected and 
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usually serve for one year. Their services are gra
tuitous except in the case of the cooperative wholesale 
societies, where they are required to give their whole 
time to the work, and are therefore paid salaries, the 
highest of which is under twenty-five hundred dollars 
a year. 

"After the committees of management come the 
business managers and secretaries. The training of 
such men has been a fairly long and varied process, 
which will best be illustrated by one or two examples. 
Alexander McLeod, the late general manager and sec
retary of the Woolwich Society, was a working machin
ist in the Royal Arsenal over fifty years ago. He and 
his shopmates decided to establish a cooperative so
ciety in Woolwich. They began in a small back room 
in a side street near the entrance to the factory, and 
announced in the workshop that they would attend on 
certain evenings in the week to distribute the chest 
of tea purchased by the aid of the combined contribu
tions of their shopmates. Eventually a shop was taken 
in the town and the society grew until to-day it numbers 
over fifty thousand members and its trade approxi
mates to one half million sterling a year. It is the 
largest and most successful society near London. 

"In more recent times the movement has been com
pelled, by reason of its rapid increase and the dearth 
of men acquainted with the peculiarities of coopera
tive trade, to train its own managers. Generally 
speaking, this is practicable because each society is 
autonomous, and begins in small ways. There is little 
difficulty in obtaining from an existing society a man 
trained in the methods of buying and selling who is 
capable of controlling operations at the start of a new 
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society, especially, when assured of the assistance and 
advice which the central federations of our societies 
place at his disposal in the matter of purchasing, 
stocks, accountancy, and so on. As the society grows 
and spreads into branches salesmen who show business 
aptitude and initiative are selected to take charge of 
the branch shops. Here begins a very important part 
of the training. • 

"When the history of the great war comes to be 
written in all its fullness the world will be amazed to 
learn what a great part the cooperative organization 
and the influence of its ideals have played in securing 
the best interests of the nations affected by the war. 
I refer directly to the influence and work of the asso
ciations of workingmen and women. Whether you 
look to Britain or France or Russia, or even a~ong the 
Central Powers of Europe arrayed against the forces 
of democracy and liberty, the result is the same. 
Every 'government has been faced with the necessity 
of providIng for the needs of its civil population out of 
a depleted larder and a world shortage of foodstuffs 
and other necessaries of life. 

"The stocks available to the civil population were 
still further reduced by the necessity of insuring to the 
army at the Front a full supply of the best that the 
world afforded. Faced with the necessity of dis
tributing supplies on the basis of the miracle of the 
loaves and fishes; confronted also with the possibility 
-if they failed to secure something like equitable dis
tribution-of discontent and anarchy at home, the gov
ernments of Europe separately but as if with one con
sent adopted a national form of cooperation. We are 
far from saying that their application of cooperative 
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methods was complete or even sci~nti1icallY.'applied. 
The governments had commandeered stocks, fixed 
prices and directed tpe channels through, which goods 
should pass to the consumers.' "The cooperative so
cieties were not only practically immune from all the 
severities of control, except the difficnlty in obtaining 
supplies, but their experience and practice had been 

, the touchstone of government prices and the consum
ers' needs during the war, . Again, it must not be as
sumed that the prices which have been fixed by the 
Ministry of Food have been the lowest at which co
operators could conduct their business." 

In any large town, particularly in the north of, Eng
lsnd, you cannot wa.lk for ten minutes through a~y in
dustrial neighborhoo<l without coming on two or three 
bx;l£ches of the cooperative store that tlerv'es, it. If 
thti1 are merely local branches they will look" li!re any 
ordinary shop. If you happen to strike the:Alentral 
tltore you will find it housed in an imposing block 'of 
buildings not much different from the, 4epartqlent. 
store in the United States. " " , ., 

The main feature of the cooperative store. is 'that it 
exists not for the general public but for its registered 
customers, and as a rule no one but the registered cus
tomer gets a cent of profit out of the concern. That 
does not mean that the ordinary housewife cannot buy 
at a cooperative store. She can. You can go into a 
store yourself and buy a pair of shoes or a soft hat or 
a loaf of bread or a leg of mutton or a stone of pota
toes or a ton of coal, and pay for them at the mark.et 
price. The store has no objection to selling to you, 
but if you want to reap the advantages that give the 
coOperative movement its reason for existence you 
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must become a member and get an official number. 
That is a very simple matter. All that is necessary 
is to invest anything, from five dollars to a thousand, 
in the store. Five per cent is paid on the money and at 
the same time you become entitled to a share in the 
profits of the business, in proportion not to your hold
ing of stock but to the volume of your purchases over 
the counter. 

Every time the mechanic's wife goes to the store 
for her week's groceries or her bread or her fuel or her 
pots and pans she gives her number at the pay desk 
and receives in return a check with the amount of her 
purchase marked on it. At the end of every quarter 
the store's books are balanced, and all the profits, after 
payment of rent, wages, management expenses and the 
fixed dividend on capital, are divided among. the mem
ber-purchasers in proportion to the totals of their ac
counts with the store for the period. 

There is one exception to that: In addition to the 
payment to purchasers there is often a small bonus 
given to employees. The principle involved in that 
is important, but the actual benefit to the employees is 
small, as is shown by the fact that in 1916 the 1484 re
tail cooperative stores in Great Britain paid out nearly 
sixty million dollars in profits divided among pur
chasers, and only about three hundred and seventy 
thousand dollars in bonus to employees. The rate at 
which members get repayment varies in different so
cieties and at different periods from perhaps four per 
cent to twelve and a half per cent of what they have 
spent in the preceding three months. That amount 
they can either draw in cash or reinvest in the store 
at five or six per cent interest. 
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That is a bare outline of the general principles on 
which the cooperative movement is based, but it gives 
no adequate impression of the hold the movement has 
established on the industrial communities in Great 
Britain. To get that you need to go and explore for 
yourself the possibilities of a particular store. Take 
as a fair example the society-the full title of every 
retail'l!tore is "Industrial Cooperative Society, Ltd." 
-at Plymouth, one of the largest and most prosperous 
in the south of England. The locality served by the so
ciety contains a population of 250,000 people, and of 
these it is claimed that 180,000 draw the greater part 
of their commodities from the central store or its 
branches. The actual membership of the store is 
more than 30,000, but most of these are buying not for 
a single person but for a family, so that the number 
squares well enough with the 180,000 given above. 
Each member has five dollars or more-often a good 
deal more-invested in the business. The members 
are at once the customers and capitalists. The con
cern belongs to them. They finance it and they buy 
from it, and at the end of every quarter they get back 
a substantial dividend based on the amount of their 
purchases. 

A cooperative society of this type throws its net 
wide. At the central store, with its restaurant, its 
library and its lecture hall, you can buy anything man, 
woman or child can need, from a pint of milk to a ton 
of coal. But in volume of business the central store 
probably does a good deal less than the total of its 
branches. They are scattered throughout the town 
and in a number of surrounding villages, while in other 
villages, where there is no actual store, a motor-truck 
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service from Plymouth connects the consumer direct on 
two or three days a week with the central establish
ment. The branch store may stock every kind of 
goods or it may deal in one particular line, such as 
milk or bread or meat or vegetables. In the recent 
shortage of labor and transport a scheme was devised 
to reduce the deliveries of milk by setting up milk de
pots all over the town, at which consumers could call 
for what they needed, without going more than a few 
hundred yards from their doors. 

Though the most striking feature of the cooperative 
movement is the pecuniary advantage it gives to its 
members it has purposes other than merely financial 
Most societies before paying out the quarterly dividend 
deduct an assessment, usually of five per cent, for edu
cational purposes. Out of that they pay instructors, 
run evening classes, and arrange excellent lectures, 
either free or at a nominal admission fee. The Ply
mouth Society has gone much further. A few years 
ago a large estate on the seacoast about ten miles from 
the town came into the market. The cooperative so
ciety bid for it and got it. It included some nine or 
ten farms, which are being developed to supply the so
ciety with milk and poultry and meat and vegetables; 
and also two or three excellent houses with well laid
out grounds. Two of these, placed in beautiful sur
roundings, have been fitted up as guest houses, at which 
members of the society-the great majority of them, 
it must be remembered, mechanics--can spend a week 
or a week-end or a fortnight at rates representing a 
bare margin above operating costs. From time to 
time lecture schools are arranged here, three days or a 
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week being devoted to the study of economio or social 
or literary subjects. 

The guest houses happen to lie off the lines of rail
way, and in order that they may be put to the fullest 
uses the management of the society, having little use 
through the summer months for its motor coal carts, 
fits th.,em out as chars-tl-bancs and runs half-day trips 
out from Plymouth to the house on the coast, carrying 
its members ten miles out and ten miles back, giving 
them tea and charging them twenty-five cents for the 
service. 

Here is a typical program of these conferences: 

FIRST WEEK: Saturday, August 4, to Friday, August 10. 
8:45 ... K. to 10 :30 ... K. Morning Lectures, followed by discos

aion. Subject of course for week: The Future of British Co
operation. 

6:45 P. K. to 8:00 P. K., Evening Cl ....... 
CLASS SllBJECTS: CLASs A: The Report of the Cooperative Sur-

. vey Committee. . 
. CLASs B: The Cooperative Control 

of Raw Materials. 
CLASS C: Cooperative Finan ... 

MORNING LECTURES 
MONDAY 

DAlLY StJ1IJBC'l'-The L...aona of the Past and Their Indication' of 
, Future Posaibiliti .... 

CLASS A. DAILY SVBJEC'l'-Retaii and Wbolesale Distribution. 
CLASs B. DAILY SVBJBC'l'-The N.....mty for Cooperative Control. 
CLASS C. DAILY SllBJEC'l'-Powere and Limitetiona of Societi ... in 

Raising Capital. 
TuBsDAY 

DAILY SOBJBCl'-The Future in Home Merkete. 
CLASs A. DAILY SOBJBCl'-Cooperative Production. 
CLAss B. DAlLY SVBJBCl'-Requiremente essential to a Cooperative 

Control. 
CLAss C. DAILY StJ1IJBC'l'-Pr...ent-Day Reaources and Their In

areeee. 
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The cooperative wholesale society is a remarkable 
organization. It is a vast productive concern which 
supplies practically no one but the retail stores affili- , 
ated with it. The relation of the retail store to the 
wholesale society is exactly that of the individual con
sumer to the retail store. Every store becomes a mem
ber of the wholesale society, investing capital in it, 
buying from it, and receiving back periodically its share 
of the wholesale society's profits in the form of a divi
dend on what is has purchased. This dividend, of 
course, explains why the retail societies' stores are 
filled with the products of the wholesale society in
stead of those of private manufacturers. On that 
basis the cooperative wholesale society has built up one 
of the largest trading concerns in the United King
dom. Its turnover in 1917, the last year for which 
official figures are published, exceeded two hundred and 
seventy million dollars-and the volume of trade is 
steadily increasing. It owns tea plantations and coal 
mines, wharves and granaries and steamers, flour mills 
and shoe and clothing factories, foundries and farms
every kind of plant, in short, needed to supply, 
through the medium of the distribution stores, the 
wants of a clientele amounting to some twelve to fif
teen million people. 

A movement as vast as this has become could not 
entirely escape the strictures of even sympathetic crit
ics. One of its foundation principles is to "conciliate 
the conflicting interests of the capitalists, the worker 
and the purchaser, through the equitable division 
among them of the fund commonly known as profit." 
That is an admirable ideal; and so far as the capitalist 
and the purchaser are concerned it is completely real-
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ized, for under the cooperative system the capitalist 
and the purchaser are one. Where the scheme fails 
to fulfil early hopes is in regard to its own employees. 
In the distributive societies, as has been said, the em
ployees often share to a small extent in the quarterly 
dividend. But in the case of the wholesale society, 
which is an employer on a very large scale, the relation 
between the management and the workers is not very 
different from that which we find between ordinary 
employers and their operatives. The wages are not 
materially higher, and except in a few special cases 
the workers have no more control over industry than 
they would have if employed by a private manufac
turer. As a consequence industrial disputes are of 
periodic occurrence, and strikes, which ought to be 
unknown under a true cooperative system, have by no 
means been eradicated. The truth appears to be that 
though the movement has put the relation between 
capital and consumer on a new and satisfactory foot
ing it has not come near solving the problem of the re
lation between capital and labor. 

But if that is true of the movement as a whole there 
are a number of special instances in which suggestive 
.experiments in the way of true cooperative production 
are in progress. These take the form of associations 
of workers combining· for their own benefit, and for 
the most part with their own capital, to set up a fac
tory where they can work under conditions laid down 
by themselves, disposing of their goods through the 
ordinary channels of trade or through sOlne coopera
tive society which is glad to enter into trade relations 
with a concern animated so largely by its own motives. 
One of the most interesting of such enterprises, the 
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Walsall Locks and Cart Gear, Ltd., which has been 
in existence for some forty-five years, does an exten
sive export trade, having thus, of course, to face on 
even terms the competition of the ordinary private 
manufacturer. The management committee consists 
wholly of employees and is appointed by the share
holders, most of the latter being employees also. The 
workers, therefore, are completely self-managed. The 
wages paid are said to be the best in the trade, and 
the employees get in addition, from the annual profits, 
a bonus equaling five to ten per cent on their yearly 
wage. 

Other like organizations conld be mentioned. 
There is, for example, a well-known printing business, 
the Garden City Press, at Letchworth. There are 
clothing factories at Kettering, Wellingborough and 
elsewhere; some fifteen boot and shoe factories in dif
ferent localities; and a number of other isolated busi
nesses based on the same principle of self-government 
and equal division of profits. 

The progress of these self-managed productive so
cieties well deserves attention, for the principle they 
embody would appear to supply one answer to the grow
ing demand of every class of worker for a larger share 
in management. Yet the fact remains that the self
management movement is making little headway ex
cept in the case of agriculture. Agriculture, however, 
cannot quite fairly be compared with tbe instances that 
have been quoted, because in those cases the point in 
question was a combination between employees, while 
in this case it is a combination between a number of in
dependent farmers. None the less, the movement now 
in progress is of great significance. Following the ex-
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ample of Ireland, where the Irish Agricultural Organi
zation Society, nnder the wise and stimulating guidance 
of Sir Horace Plunkett, has lifted the whole farming 
"industry of the country into prosperity, farmers' co
operative societies fostered by a central agricultural 
organization society are springing up all over England. 
For the most part these are connected with the dairy
ing side of agriculture, the farmers of a given locality 
combining to establish a central factory or depot to 
which they send their milk each day to be cooled and 
Pasteurized and despatched to the town or made into 
cream or butter on the premises. The factory is cou
trolled by the farmers themselves through a manager 
appointed by them in their capacity of shareholders. 
The movement is growing rapidly and will certainly 
increase in scope as well as in the territory it covers. 
Cooperative buying of seeds, fertilizers and equipment 
is being added to cooperative selling, and in connection 
with the Central Agricultural Organization Society an 
Agricultural Wholesale Society has just been founded 
to undertake the manufacture of machinery for the c0-

operative factories and the individual farmers who 
own them. 

The cooperative movement in Great Britain in its 
different forms has secured a place in the economic life 
of the country which goes entirely unobserved by the 
average business man. But it should be observed that 
the movement has established a hold only on the indus
trial population. That hold it has immensely strength
ened during the war, for at a time when the cry of 
profiteering was rife the cooperative-society member 
knew himself to bp absolutely secure, since every penny 
of extra profit his store might make would come hack 
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into his own pocket and those of his fellow members 
at the end of every quarter. One sigj'l of the impor
tance of the cooperative movement is the fact that it is 
at present discussing the starting of a national daily 
paper, while it has come for the first time into,the po
litical field, having run ten candidates at the recent 
general election on a special cooperative ticket. Few 
great movements in Great Britain are less understood 
or better worth understanding, and none is having a 
more marked influence on the man-power situation. 

What the success of the cooperative movement 
teaches is just this: The way to bigger industrial op
portunity and satisfaction is along the line of prepa
ration, effort and staying power. That the man power 
of the country can fill a bigger place than it has done 
up to now is proved by its capacity to swing one of the 
greatest businesses in the world. Men who care in
telligently enough to be willing to pay the price may go 
as far in industrial leadership am} management as they 
choose. But the price is always preparation. No in
dustry can be run on the basis of a debating club. It 
is sure to dry up while the resolutions are on the table. 
Management is an affair of brains and not emotions. 
Its technic has to be won patiently. Though no mys
tery-as I have pointed out in the opening quotation
the business of operating a going conceru is no sport 
for the amateur. Mr. Sidney Webb has said many 
harsh things of industry as it has been carried on, but 
nobody has put the matter of management in clearer 
words: 

"Under any social order, from now to Utopia, man
agement is indispensable and all-endl,lring. The more 
that men become capable of cooperation in enterprise of 
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larger and larger scope, and of greater and greater 
complexity, the JIlore indispensable, becomes the man
ager to any high degree of efficiency of hnman effort." 

British employers are now frankly facing the broad
ening of. the fonndation for management. They can 
no longer hold a narrow view of the foreman's or the 
manaJl'er's place as they come to perceive that if the 
basis of shop administration is broadened much benefit 
for ipdustry will result. The times are much too 
critical for old prejudices or traditions to be allowed 
to defeat the coming together of the forces that keep 
the wheels of, industry turning. Where beginnings 
have been made in widening the opportunity for team
work in management the results have given satisfac
tion. 

Observe, too, that the man power of industry is in 
itself a resource in management. To see and use it as 
such is the beginning of industrial wisdom. Both con
sciously and by indirection the cooperative movement 
takes this proposition for granted. 

A factory in the north of England employing two 
thousand mechanics has been for two years intrusting 
to a committee of its employees all matters of shop 
discipline, investigation of grievances, and reports on 
conditions which needed the attention of the manage
ment. The chairman of this committee has written to 
tell me of his work. 

"Our first aim was," he writes, "to prevent friction 
wherever possible between man and man, or between 
the employees and the management. Looking back 
over the past two years of my own experiences I am 
amazed when I consider the number of complaints that 
were laid before our committee for investigation. The 
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majority were of bogus character. Through lack of 
knowledge men thought they had a legitimate grievance 
against the foreman or the management, and when we 
carefully inquired into the complaints we very often' 
discovered it was only a delusion. We should never 
accept any statement or grievance as gospel truth. 
By this method you do not discredit yourself or the 
committee by putting up a bad case to the management. 

" Also you reduce the fricti()n to a minimum, because 
you wipe out a fancied grievance. When we decide 
that an employee is not justified in his complaint it has 
more effect with the men in the shop than a decision 
of the foreman, because the committee is the counsel 
set up to represent the interest of the men. 

"On the committee we do not want talking machines. 
We want the best men in the shop with the greatest 
amount of co=on sense. It is vitally important to 
encourage the best men to be elected, and make the 
position a post of honor. The works management 
should recoguize this committee. After careful inquiry 
into cases, individual or departmental, they decide on 
what cases go before the management-which acts with
out delay-and discuss pros and cons. If there is a 
really good case, and the management is wishful to be 
fair and just, there can be no doubt of the result." 

There is a dynamo-manufacturing plant in Bradford 
employing more than four thousand men, which has 
developed its works and shop committee system to an 
extraordinary degree. Team spirit has been a slogan 
with the capable men who direct this successful es
tablishment; the general manager of the works is a 
good type of the new executive who sees in the work-
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ing force an overlooked asset in the proper direction of 
industry. 

"I suppose that in every country," he said in out
lining the plant policy, "there are a certain number 
of the community who love a bogy. 

• "Now that the war is over and the bogy of German 
domination, which has certainly been a pretty substan
tial one, has disappeared, the latest bogy is that of not 
ordinary industrial unrest but blood-red revolution. 
This revolution apparently is to come because labor, 
born with a greater share of original sin than the share
holding classes, has now been rendered, by govern
ment pampering and a totally unnecessary education, 
quite impossible. This represents with tolerable ac
curacy the view of some of my class. 

"While it is ridiculous to take the views expressed 
above about the future industrial situation it is equally 
ridiculous to under-estimate the complex nature of the 
problem which confronts British industry at the mo
ment. British labor is not Bolshevik; British labor is 
not even republican; but it is sane and it is progressive. 
You cannot expect a workman to be a semigenius in 
your interest and a fool in his own. 

"The war has merely accelerated the labor policy, 
it has not increased the claims of labor. Labor is out 
for a new 'orientation'; it is claiming 'a place in the 
sun.' 

"Industry is like a panorama changing all the time 
even while the actors are moving, and this is what so 
many people overlook. Some of them have not no
ticed that since their grandfather built the business the 
whole scenery has changed from the early-Victorian 
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background on which the structure was originally built 
up. 

"Now I come to my first point: The mid-Victorian 
owner of the business negotiated with his men himself; 
he knew them mostly by name and be knew the rami
fications of his business; and what is more important
still, he did his own work in labor difficulties; he did 
not leave it to the foreman. Almost without exception 
British concerns leave the foreman to do the impos
sible work. The boss gives away the concessions and 
when he has not anything to concede the foreman is 
deputed to tell them so, consequently the foreman's 
popularity is not at all good. 

"During the war munition tribunals were set up in 
each town. We proposed to our men that they should 
be their own' tribunal. Later we decided to go still 
farther and suggested choosing a chairman of their 
own, to handle the decisions of this body on workmen 
who by misdemeanor had brought themselves under the 
Munitions of War Act and should rightly have gone 
down to the government tribunal. All fines were given 
to charitable funds. No one was bound to come to our 
tribunal unless he liked, but could go to the one in the 
town; and a Gilbertian situation was created by the 
central tribunal's asking us what sentence we had given 
for a particular offense, 80 that they could give the 
same." 

Industry is at bottom a problem in man power. 
That problem is big enough to call for every ounce of 
intelligence and force latent and active not only in the 
managing staff but in the anonymous rank and file. 
How to pool for the good of industry, and of those who 
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work in it, all that scattered, sometimes discordant, 
and generally too little used human power is the big 
problem before those who are looking ahead. 

British industry stands to gain a new vitality and 
promise so far as it bases its scheme of management 
on a respect for what the everyday worker has it in 
him to contribute. A new foremanship is coming into 
play: Managers and men are learning to speak a com
mon language and to think in terms of purposes that 
neither can misuse without general injury. 



CHAPTER IV 
f 

CONTROL OJ' THE JOB 

"W HAT will British industry look like, now that 
the war is over! Does the war mean a slump 

in British initiative f" You hear questions like this 
wherever you go, and wherever British business men 
or manufacturers foregather. What they have in 
mind is not the volume of their future trade. 

Trade will no doubt be good, given the tonnage. 
American competition is something to think about, but 
it is n't that which gives much concern just at present. 

Reconstruction is what men are thinking of, and by 
this they mean the kind of team play and sense of com
mon interest that mayor may not obtain in the relation 
of employer and employed, and in the task of restoring 
the economic life of the nation to a sound peace foot
ing. Industrial policy is the topic of chief interest. 
An early understanding of what it is to be is urgently 
sought. Whatever else may be put off, an agreement 
on this qnestion and policy cannot. 

And it is not to Parliament or any other public body 
that men are looking for a solution. The answer, all 
agree, lies with industry itself, with each trade and 
business embraced under this general head. In the 
hands of the men who carry on the industrial life of the 
oountry-owners, managers and the rank and file-
rests the fate finally of any industrial policy adopted. 
If they reach a working basis for the forwarding of 
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their common business, with due regard for interests 
other than their own, all will be well. If they do not, 
reconstruction will halt and stagger, and well-being, 
prosperity; opportunity---eall it what you please-will 
take wing. " 

In these circumstances the wrecker alone has his 
innings; his ax is ready to hand. There is no occa
sion fer any panic of course. For all the strain of 
four years' nightmare neither workmen nor managers 
show any signs of having lost their heads. Quite the 
other way; they are amaziugly sound in their head
work, and their zeal is far from winded. 

The spirit and the unshaken common sense of the 
nation were expressed exactly the other day by the 
Minis,ter of Labor, who in a talk on this very topic of 
new industrial policy told a group of manufacturers 
and labor representatives: 

"It is your duty to see to it that we go about this 
business in a sane and British way. Our people are 
not easily lured away by the fanaticism whose dreary 
and blood-stained doings have so often led simple men 
to disaster and disillusionment, as in the case of un
happy Russia. We must find something firm-to guide 
us against corrupting doctrines. Our new problems 
are much more intricate and difficult than were those 
we had to face during the war. No state department 
can do things so well as those who are engaged in a 
particular trade can do for themselves. I am sup
posed to be a bureaucrat, being a minister of the 
Crown. I realize the limitations of office. Greater 
efficiency lies with those employers and employed who 
work out together the problems of their common busi
ness. There must be good, all-round organization in 
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everi tradi. We need ,a representative industrial 
council in every business, which can speak with an au
thoritative voice for the whole industry. . The govern
ment will refer to such councils for the P1l1Pose of 
guidance: . 

"The keystone of our country's industrial future is 
in the getting together of employer and employee. 
For the period we have ahead we need the most active 
and the closest cooperation between them. We have 
recommended to both sides the scheme of the Whitley 
report, which scheme is now in successful operation in 
a number of industries. We do not ask you to swallow 
this plan or use it if you have something as good or 
better which does the work in your own particular 
trade. Only we point out the need of some such basic 
principle and organization for every industry; a body 
which can speak for it in a representative way. Such 
a plan is typically British. It does not make for revo
lution. Ready-made Utopia is the will-o'-the-wisp 
which has lured men in all ages. We possess intelli
gence enough to distinguish what is possible and prac
ticable from the glamour of magic vistas." 

So industrial Britain is going in for a tryout, a fair 
experimenting with the suggestions and the proposals 
outlined in the famous Whitley reports.1 The cam
paigu has been sufficiently promising to wring this ac
knowledgment from the "Munchner Neueste Nachrich
ten:" "The attempts made by the English to reform 
industry deserve consideration by us also, since in tbe 
great struggle after the war that nation will certainly 
come off best which carries over unimpaired from the 

1 See page 297. Industrial Reports No. I, 2 and 3. 
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war period into peace the ideal of work for the common 
good, and which takes due account, not only in politics 
but in the, organization of industry, of the self-con
sciousness of the people which has grown so immensely 
during the war. Without losing sight of our·own spe
cial circumstailCes we have every reason to follow with 
the greatest attention the development of the situation 
in England." 

"Whitley" has become a sort of slogan in the British 
industrial world to-day. The Right Honorable J. H. 
Whitley, deputy speaker of the House of Commons, is 
a member of a large firm of Yorkshire cotton spinners. 
In 1916 the Cabinet Reconstruction Committee set up 
by Mr. Asquith appointed him chairman of a special 
committee charged with going into the whole question 
of the future relations between employer and employed. 
This committee was· made up of twelve members, and 
included trade-union officials like J. R. CIynes, who 
later became Food Controller; economists like J. A. 
Hobson and Prof. S. J. Chapman; employers like Sir 
Gilbert Claughton, general manager of the London and 
North Western Railway; two women, and other well
known specialists. The appointment of this commit
tee was most opportune, and it was obviously neces
sary. Considering the industrial situation at the time, 
the committee appeared if anything somewhat belated. 
For more than two years before the Whitley group 
started its work unrest had been rife and threatened 
to spread, how far no one could guess. Industry was 
in a ferment; what showed on the surface of things was 
only less disconcerting than what could be surmised 
from the undercurrent. Only the declaration of war 
averted the imminent total paralysis of the country's 
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transportation system, with the coal miners and the 
building-trades workmen ready to join in. 

In London the building industry was completely tied 
up by both strike and lockout. To bring matters to a 
head the national body of building-trades employers 
had decided on a nation-wide lockout in support· of the 
London employers. Only the outbreak of war put a 
stop to such a suicidal move. With local civil wars 
threatening in all directions, with irresponsible groups 
of men possessed of the power to bring about all sorts 
of industrial dislocation and inflicting untold misery 
·lpon the public-the situation was about as bad as it 
could be. All through the early stages of war bitter 
passions were smoldering; mutual distrust and ill will 
agitated employer and employed. 

War considerations fiuppressed the news of certain 
disquieting episodes in this home struggle. In the 
Clyde valley, for example, the men, going over the 
heads of their constituted officials, and led by a small 
group of shop stewards, began a movement which at
tained no little momentum before it was headed off, 
and which was known as the Withdrawal of Labor 
Committee. No word of it got abroad. This com
mittee represented the very negation of the ideas and 
method of collective bargaining. It made for anarchy 
in the industrial world, and was naturally exposed to 
destruction by the same method it sought to use against 
the orderly course of negotiation and binding agree-
ment. -

Obviously the war could not be won while such a 
situation continued, nor could industry readily recover 
even after victory on the battlefield, were it ever so 
glorious. Recrimination was useless; both sides could 
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play that game, and did with zest. Nor·could a resort 
to force avail Conflagrations are not quenched by 
violent emotions, nor are states of mind corrected by 
the bobby's truncheon. The public at large was clam
oring for a truce, if not a healing, in this dark situation. 
Bales of printed matter show how much public interest 
was agitated, what fears were felt for the boys across 
the Channel Letters to the "Times" are the normal 
safety valve in ordinary emergencies, but at this par
ticular juncture that institution failed to work. 

So the Whitley Committee set out in troubled waters 
to find a binding principle and program; a program 
which, whatever modifications might be imposed by 
local conditions, should at least point a way to indus
trial peace. 

Among her other familiar abhorrences Nature ab
hors an industrial vacuum. Laissez fai,.e is impos
sible. The committee wisely spent no time on causes 
of unrest; it was not an investigating body set up to 
probe into the past; it took unrest for granted and pro
ceeded to find out what could be done about it. Its 
main business was to devise ways and means best 
suited to the exigencies of the time. Through thick 
and thin the committee held fast to this big fact: The 
trouble was not one altogether of wages, hours or con
ditions. All these had a part, a very large part, in the 
temper of the industrial districts. But they counted 
for less than many people supposed. Adjustments 
may be made to meet demands in wages, hours, and 
the like; frequently matters look as if settled for good, 
but soon the same old discontent crops up. This has 
been the case in Great Britain throughout the war, and 
I dare Say it is typical of industrial history everywhere 
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else. The milk in the coconut is a larger share in con
trol over those matters which affect the daily interests 
of the workingman. Naturally the average employer 
is unprepated for any such scrambling of his man
agerial eggs, and it is not too much to say that the aver
age worker has not prepared himself for real service 
in this respect. 

But the subject does not end here. Though the mass 
of England's industrial workers do not clamor for the 
ousting of the employer, suppression of his managers 
and executive force, and the substitution of a new 
regime composed of the names on his pay roll, the idea 
of a larger share in control has taken root. And dur
ing these reconstruction days a vigorous and unwearied 
group of industrial crusaders are pushing it with mil
lennial ardor. But, as I have said, the general temper 
is not extreme, the specter of Russian conditions, if 
nothing else, serving as a grim caution against flying 
leaps with the industrial organization. 

The Whitley Committee saw what wise employers 
have also seen, that there is an instinct among the 
workers which represents something wholesome in hu
man nature and something beneficial to industry if a 
way could be found to satisfy it and yet keep industry 
sound. The committee held that the way of promise 
was in the direction of building on the idea of mutual
ity-not of the lion-and-Iamb-lying-down-together busi
ness, but the idea of association between equals, be
tween necessary principals in the industrial organiza
tion. And with this controlling thought the committee 
proceeded. 

The Whitley Committee was appointed "to make 
.' and consider suggestions for securing a permanent 
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mprovement in the relations between employers and 
vorkmen; to recommend means for securing that in
lustrial conditions affecting the relations between em
>loyers and workmen shall be systematically reviewed 
>y those concerned, with a view to improving condi.: 
;ions in the future." 

In March, 1917, the committee reported, recomm'end
ng the" establishment in all well-organized trades of 
joint standing industrial councils, representative of 
lmployers and employed; and in July of that year a 
.etter was addressed by the Minister of Labor to all 
;he principal employers' associations and trades 
mions, asking for their views. By October, 1917, so 
nany favorable replies had been received that the War 
Jabinet decided to adopt the report as part of its re
lonstruction policy and instructed the Ministry of La
oor to assist in the formation of joint industrial coun
lils. In October, 1917, a second report on joint stand
ing industrial councils was presented, further elaborat
ing the scheme. ~ 

At the present time joint industrial councils have 
been established in the baking, bedstead, bobbins, 
building, chemical, china clay, furniture, gold and sil
ver, hosiery, leather goods, matches, paint and varnish, 
pottery, rubber, silk, vehicle and building trades. Ne
~otiations are going on in the surgical instruments, 
waterworks, woolen and worsted and other trades. 

The machinery suggested by the Whitley reports is 
based on the principle of local option. The committee 
recommend that in addition to the national councils 
representing the whole industry there should be cre
ated joint district councils and works committees, sub
sidiary to the national councils. The district councils 
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would deal with questions having a local character; the 
works committee would deal with all questions domes
tic to a particular plant. 

It is a feature of the scheme that the constitution of 
the national and district councils, of the works com
mittee, and of all subcommittees of any of these bodies, 
shall be based upon the principle of equal representa
tion of employers and employed. A typical council 
will thus consist of an equal number of. representatives 
appointed by the employers' associations and the 
trades unions, the chairman as a rule being chosen al
ternately from among the employers and the workers. 
The exact lines on which works committees are formed 
vary according to the conditions of the several indus
tries, but in each case the lines adopted are the result 
of agreement between the employers and the men. 

Whatever methods of representation and voting are 
adopted special consideration is given to the position 
of foremen and others in similar posts. These men 
are sometimes members of the unifns and sometimes 
not. In some cases they have their own unions. Their 
functions are partly those specially belonging to man
agement, partly those of labor. Their position is one 
of great importance and they may become either a 
great aid or a serious obstacle to progress. The steps 
taken to insure their representation vary in each in
dustry, but the committee lays emphasis on their place 
in any successful operation of the plan. 

The Ministry of Labor supplies any national council 
with a representative appointed to act as a liaison of
ficer between the council and the various government 
departments. The acceptance of such assistance is 
purely voluntary, and a nominee of the ministry is ap-
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pointed only at the request of a council A majority 
of the councils have, however, made this request. 

As to the scope of the councils the Ministry of Labor 
has made the following suggestions: 

Means to secure the largest possible measure of joint 
action between employers and workiJeople for the de-. 
velopment of the industry as a part of national life 
and f~r the improvement of the conditions of all en
gaged in the industry. 

Regular consideration of wages, hours and working 
conditions in the industry as a whole. 

The consideration of measures for regularizing pro
duction and employment. 

The consideration of the existing ma<$inery for the 
settlement of differences between different parties and 
sections in the industry, and the establishment of ma
chinery for this purpose where it does not already ex
ist, with the object of securing the speedy settlement 
of difficulties. 

The collection of statistics and information on mat
ters appertaining to the industry. 

The encouragement of the study of processes and 
design and of research, with a view to perfecting the 
products of the industry. 

The provision of facilities for the full consideration 
and utilization of inventions and any improvement in 
machinery or method, and for the adequate safeguard
ing of the rights of the designers of such improve
ments, and to secure that such improvement in method 
or invention shall give to each party an equitable share 
of the benefits, finsncially or otherwise, arising there
from. 

Inquiries into special problems of the industry, in-
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eluding the comparative study of the organization and 
. methods of the industry in this and other countries, 

and, where desirable, the publication of reports . 
. The improvement of the health conditions obtaining 

in the industry, and the provision of special treatment 
where necessary for workers in the industry. 

The supervision of, entry into and training for the 
industry, and cooperation with educational authorities 
in arranging education in all its branches for the in
dustry. 

The issue to the press of authoritative statements 
upon matters affecting the industry of general interest 
to the community. 

Representation of the needs and opinions of the in
dustry to the government, government departments 
lind other authorities. 

The following objects have also been included in 
some of the council constitutions: 

The consideration of measures for securing the in
clusion of all employers and workpeople in their re
spective associations. 

The arrangement of lectures and the holding of con
ferences on subjects of general interest to the industry. 

Cooperation with the joint industrial councils for 
other industries to deal with matters of common in
terest. 

Demobilization and resettlement, the training of dis
abled soldiers and sailors, the position of returning 
apprentices, the priority of release of "pivotal" men 
from the army and navy, education, and the rationing 
of raw materials, are among the subjects that have al
ready heen taken up by councils formed under the 
scheme. 
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Now in this scheme of industrial organization there 
are three points that seem to call for special emphasis: 

In the first place, the scheme goes a long way to
ward securing industrial autonomy. Though the de
cisions of a national industrial council have no statu
tory force they do represent the considered opinion of 
the er.ployers and the men, and in practice they are 
binding on the industry as a whole. 

In the second place, the machinery is decentralized 
and elastic. The provision for district councils and 
works committees is of importance, for it insures the 
direct discussion and settlement of local questions by 
those whom they immediately concern. It is clear that 
the possibilities of development are very wide. Here 
is a simple and elastic machinery by which all the 
parties to any industry can be brought together for 
coOperation. New methods of organization can be 
tested by experiment, and adopted or rejected accord
ing to the teaching of experience; and in the meantime 
the ordinary work of the councils and committees cre
ates an atmosphere of broader sympathies and under
standing in wbich the discussion of new issues can bc 
carried on with a better prospect of general agreement. 

In the third place-and this is the most importaut 
point of all-the object of the councils is not merely to 
setUe or even to avert disputes, but, as I have pointed 
out, to secure cooperation in the improvement of in
dustry; and this idea is nowhere better expressed than 
in the work of the Builders' National Industrial Par
liament, which was in process of formation at the time 
the first Whitley report appeared. 

Though the decision of the Ministry of Labor to treat 
councils as the channel of communication adds greaUy 
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to their value it would be a mistake to lay too much 
emphasis on this official relationship. The great ad
vantage of the plan is the opportunity for industry to 
work out its own salvation in the light of its own spe
cial knowledge. 

The principal report of the WhitlE!y Committee, pub
lished in March, 1917, was unanimous, and its recom
mendations have gained universal recognition as a wise 
and practical compromise between the views of the 
conservative employer, who regards all trades-union 
activities with suspicion, and the revolutionist, who 
aims at destroying the existing industrial structure 
altogether. 

The main proposal of the Whitley Committee-the 
establishment in every industry of a permanent joint 
council of employers and employed-looks on the face 
of it obvious enough. In point of fact, the acceptance 
of that principle was a revolution in itself, for it meant 
the recognition of a community as the basic fact in the 
industrial world rather than an antagonism of inter
est between employers and employed. Always the de
velopment of industrial organization, both on the men's 
and on the employers' side, has proceeded entirely 
along separate lines. The employers' associations and 
men's unions have in fact acted as a continual cbal
lenge to one another, each trying to consolidate its own 
position in order to have power to drive a hard bar
gain with the other. The master stroke of the Whit
ley Committee was to take the two organizations as 
they stood and, far from trying to weaken the influ
ence of either, try to make each as comprehensive as 
possible, in order that by acting together instead of 
in opposition they might be able to legislate effeo-
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tively for all the interests comprised in the industry. 
The Whitley Committee made one bold decision at 

the outset: It resolved not to trouble its head in the 
first instance about methods for settling industrial dis
putes. The secret of half the disputes that arise lies 
in the fact that both sides approach each other as 
natural antagonists and never get into serious nego
tistio~s at all till feelings on each side are already 
exacerbated by the signs of a coming collision. Get the 
men and managers to cooperate as a regular practice 
in fair weather, said the Whitley Committee, and in 
foul weather they will find their own way of averting a 
dispute before it becomes dangerous. Following that 
principle the committee stuck to positive proposals. 
Every trade, it said, ought to have at the center a na
tional joint council, bringing together the men's unions 
on the one hand and the employers' associations on the 
other. That joint machinery ought to be reproduced 
locally in the form of district councils and works com
mittees, each composed of equal numbers of employers 
and employed, with or without an independent chair
man. 

The kind of question a joint council deals with, 
either directly or through its local councils and com
mittees, includes the better utilization of the workers' 
knowledge and experience j the means of increasing the 
control of the workers over conditions in industry j the 
settlement of the general principles of employment, 
sucb as the basis of time and piece rates and their re
lation to one another; industrial training; methods of 
negotiation on points of difference between employer 
and employed; industrial research and the application 
of its results; the use, development and protection of 
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inventions and improvements devised by workers; gen
eral cooperation in increasing the efficiency of the in
dustry; and the promotion of or declaration of a com
mon opinion on legislation affecting the industry. 

On that foundation Whitley councils in more than 
twenty different industries have been formed. The 
experiment so far has fully justified itself, but the time 
for judging it in earnest is not yet. War conditions of 
industry have been entirely abnormal. The national 
crisis was bound in any event to work powerfully for 
cooperation between employers and employed, and the 
influences operating against industrial disputes have 
been strong. The real test of the Whitley scheme will 
come in the next two or three years, when reconstrncted 
industry settles down once more into fixed grooves. 

If the new cooperation can survive the pains of re
constrnction and stand its ground under the new in
dustrial conditions, its permanence as part of the es
tablished mechanism of industry should be assured. 
There is every prospect, indeed, that it will extend and 
develop into something more, for if the workers' de
mands for a larger control over industry are to be sat
isfied the Whitley councils provide the most obvious 
means of satisfying them constitutionally. 

Before considering that, however, it is worth while 
examining the achievements of a Whitley council in 
actual working. One of the earliest councils to be 
formed was that in the painting and decorating trade. 
The national joint council was intended to meet four 
times a year, but it was found that at least twice as 
many sessions were required to deal with the business. 
Its purpose, according to its official statement, was 
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"to promote the continuous and progressive improve
ment of the industry, to realize its organic unity as a 
great national service, and to advance the well-being 
lind status of all connected with it." 

The council does not profess to concern itself pri
marily with the settlement of industrial disputes, but 
its aid and advice are, in point of fact, constantly 
sought in local controversies. Its chief business has 
been the equalization of real wages throughout the 
country, the prevention of unemployment by the better 
organization of the industry, arrangement for the em
ployment of disabled soldiers and sailors on such terms 
that their pensions shall not be allowed to depress the 
wage standard, the promotion of technical training 
and research, the conditions of apprenticeship and the 
pooling of schemes for the better conduct of the in
dustry. 

The wage question has been taken in hand in earnest, 
and rates have been revised in different districts-al
ways with an upward tendency-with a view to estab
lishing a national system of rates which will insure 
that men doing the same work in different parts of the 
country get a wage which, taking into account the va,. 
riations in the cost of living in different districts, 
represents the same value. 

At the same time the joint action of employers and 
men has proved singularly effective in bringing pres
sure to bear on any employers or operatives who had 
thoughts of staying outside the scheme for their own 
advantage. A case occurred in the early days of the 
painters' and decorators' joint council, in which cer
tain employees were called out on strike by their trades 
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union because their employer had stood out of the em
ployers' organization. After contesting the matter 
for a month he swung permanently into line. 

In other industries work at least as useful has been 
accomplished. The building-trades industrial council 
has opened a special employment exchange in London, 
managed by a joint committee. The chemical indus
trial council appoints each month a mobile conciliation 
committee, consisting of six of its owu members, who 
undertake to be ready to go at a moment's notice to 
any part of the country to advise on the settlement of a 
dispute. The joint council for the china-clay industry 
is occupying itself with questions of education, re
search and statistics, and the health and welfare of the 
workers. The furniture-trade council has a commit
tee for rationing raw material for the industry. In 
the woolen worsted trade a council following substan
tially, though not identically, the lines of the Whitley 
Council has been formed to regulate the trade during 
the transition after-war period, from the rationing of 
the raw material to the distribntion of the finished 
product. In the shipyards the joint council has con
cerned itself particularly with the rednction of lost 
time and hindrances to output generally. 

Let us look into the workings of one or two of these 
councils---the well-known industrial council for the 
building industry-the Building Trades Parliament, 
as many call it-and the national council of the pottery 
industry. 

The story of the Building Trades Parliament can 
best be told in the words of one of its organizers and 
leaders: 

"As a manager and director in several enterprises 
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I have touched the industrial problem first hand. I 
became involved, much against my will, in the London 
building troubles of 1914. On the heela of the strike 
came the war, which was a wonderful demonstration 
of the whole people's unity. This gave me a lead. I 
began to realize that the old industrial idea of coercion, 
antagonism and resistance ignored some of the most 
powerful forces that actuated men. Thinking work
men said that the normal condition of industry is one 
of suppressed war. One employers' association issued 
a public statement calling for defense against labor ag
gression. 

"What is the result of such a condition' Two 
groups meet as hostile bodies, a tug of war follows, 
and instead of constructive work we have sterile con
troversy and waste. Now industry needs no truce but 
courage to take forward steps, supported by the con
structive genius of both sides in common council I 
felt that labor should take the first step. 

"Being no longer. an employer at the time, I wrote 
to tbe organization of carpenters and joiners, my for
mer antagonists, suggesting that they invite the em
ployers' federation to join with them in setting up an 
industrial parliament, representing management and 
labor in equal numbers.· My idea was not to super
sede any existing association or to provide a new means 
to settle" disputes. I wished to see all the parties mo
bilize for genuine service to the industry. 

"Our wage schedule throughout the country, in over 
one hundred towns in England and Wales alone, was 
in a state of chaos, giving no end of trouble. By 
standardizing this schedule we should do away with a 
large part of the friction and with unfair competition. 
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Prevailing methods caused needless unemployment, 
and cooperation would help reduce this evil. By com
mon effort we could provide for the employment of 
partially disabled soldiers, which is an obligation on 
every industry, but there are difficulties connected with 
it which can best be seUled in conference. 

"There were questions as to the employment of 
women, trade training, overtime pay, traveling and 
lodging allowances, and discharge-all of which are 
matters best disposed of through a conference board 
which after discussion would work for standardized 
practice. 

"Well, the upshot of it all was a unanimous agree
ment to start this work, and the parliament came into 
existence last August. In its membership are thirty
two employers, sixty-six building-trades subcontract
ors, and sixty-six delegates from the operatives' trade 
organizations. Here we have a new line for industry, 
representing true British tradition of justice and se1£
government as applied to indust,rial relations. The 
spectacle of organized management and man power 
uniting their energies on a program of reconstruction 
and advance is unique. The building industry is one 
of the largest and most important of the staple trades. 
It is time that barriers which have held it back give 
way to a real team spirit." 

Constitutions make dry reading, but in view of the 
foregoing statement I can venture a few lines from the 
book of rules adopted by the parliament of the build
ing trades: 1 

1 ~ page 466, Memorandum on Industrial Self-Government, the 
Industrial Council far the Building Industry. 
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The name shall be The Industrial Council for the 
Building Industry [Building Trades Parliament], here
inafter referred to as the Council. 

The Council is established to secure the largest pos
sible measure of joint action between employers and 
workpeople for the development of the industry as a 
part of national life, and for the improvement of the 
conditions of all engaged in that industry. 

It will be open to the Council to take any action that 
falls within the scope of this general definition. More, 
specific objects will follow: 

1. To recommend means for securing that industrial 
conditions affecting employers and operatives, or the 
relations between them, shall be systematically re
viewed by those concerned, with a view to their im
provement. 

2. To consider, discuss and formulate opinion upon 
any proposals which proffer, to those engaged in the 
industry, the means of attaining improved conditions 
and a higher standard of life, and involve the enlist
ment of their active and continuous cooperation in the 
development of the industry, and to make recommenda
tions thereon, including such questions as measures 
for-

Regularizing production and employment. 
The provision of a graduated scale of minimum rates 

designed to maintain real wages as nearly as possible 
on a level throughout the country. 

Minimizing the fluctuations of trade by intelligent 
anticipation and the augmentation of demand in slack 
periods. 

Scientific management and reduction of costs. 
Welfare methods. 
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Closer association between commercial and !esthetic 
requirements. 

The inclusion of all employers and workpeople in 
their respective associations. 

The revision and improvement of existing machinery 
for the settlement of differences between different sec
tions of the industry, or for the provision of such ma
chinery where nonexistent, with the object of securing 
the speedy settlement of difficulties. 

The better utilization of the practical knowledge and 
experience of those engaged in the industry. 

Securing to the workpeople a greater share in and 
responsibility for the determination and observance 
of the conditions under which their work is carried on. 

The settlement of the general principles governing 
the conditions of employment, including the methods 
of fixing, paying and readjusting wages, having regard 
to the need for securing to all engaged in the industry 
a share in the increased prosperity of the industry. 

Insuring to the workpeople the greatest possible se
curity of earnings and employment. 

Dealing with the many difficulties which arise with 
regard to the method and amount of payment apart 
from the fixing of general standard rates. 

3. To collect and circulate statistics and information 
on matters appertaining to the industry. 

4. To promote research and the study and improve
ment of processes, design, and standards and methods 
of workmanship, with a view of perfecting the products 
of the industry. 

5. To provide facilities for the full consideration 
and utilization of inventions and improvements in ma
chinery or methods, and for adequately safeguarding 
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the rights of the designers or inventors thereof; and 
to secure that the benefits, financial or otherwise, aris
ing therefrom, shall be equitably apportioned among 
the designers or inventors, the proprietors or lessees, 
and the operators thereof. 

6. The supervision of entry into and training for 
the inrlustry and cooperation with the educational au
thorities in arranging education in all its branches for 
the industry. 

7. The issue to the press of authoritative statements 
upon matters affecting the industry of general interest 
to the community. . 

8. Representation of the needs and opinions of the 
industry to government departments and local authori
ties. 

9. The consideration of any other matters that may 
be referred to it by the government or any government 
department. 

10. Cooperation with the Joint Industrial Councils 
of other industries to deal with problems of common 
interest. 

11. To provide, as far as practicable, that important 
proposals affecting the industry shall be fully ven
tilsted and discussed through the medinm of commit
tees of inquiry, joint district boards, works commit
tees, the trade papers, and the general press; in order 
that the opinion of members of the industry and of the 
general public thereon may be accurately gaged be
fore definite decisions are taken. 

Unlike the building council the furniture joint indus
trial council, which started in July, 1918, has on sev
eral occasions been asked to mediate or arbitrate on 
questions in dispute between operatives and employers. 
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The council has under consideration the establish
ment of a national conciliation board for the trade, 
which, when the district councils are formed, will no 
doubt be linked up with district conciliation boards. 
The council has held four meetings up to date, and has 
appointed an executive committee, a resettlement com
mittee, a committee on conciliation machinery and an 
education co=ittee. 

A subcommittee, consisting of the two chairmen, has 
been appointed to organize district councils in the dif
ferent localities-including Ireland, with a view to get
ting the Irish employers and men to cooperate in the 
work of the national council. 

When all the district councils are set up it is pro
posed to reconstitute the national council on a terri
torial basis. 

The national council of the pottery industry is now 
an established institution, and is another illustration 
of good sense at work on the problem of promoting 
team spirit in industry.' As in the case of the build
ing trades the suggestion of the council first came from 
the employees. This council is 'desigued to regulate 
wages and selling prices, to promote training for the 
industry, to improve health and other conditions, and 
to encourage improved methods of production. 

The pottery industry before the war was in an un
satisfactory condition. Its returns pleased neither 
manufacturer nor worker. The usual ill feeling pre
vailed. Earnings were low and irregular. Bad sani
tary conditions were common, with potter's asthma and 
lead poisoning ever-present dangers. There was too 
much driving, and it was bitterly resented. From the 

1 See page 499, N.tiouaJ Council of the Pottery Induetry. 
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manufacturer's side there was much to complain of. 
Profits were small in comparison with other industries. 
With fifty-eight processes there was difficulty in or
ganizing work on a proper basis. Unrestricted com
petition, price cutting and wage cutting kept the in
dustry on a low level Common rnles to correct these 
eonditions were a clear necessity, and to this task the 
council has been giving its attention for over a year. 

The problems with which the pottery council deals 
are the most important problems before the industry. 

The first is that of wages.. Wage rates in the pot
tery trade are in a chaotic condition, and neither unions 
nor employers' associations have even the materials 
for the establishment of anything like uniform rates 
for similar work throughout the industry. A statistics 
subcommittee has begun an investigation into the ac
tual rates and conditions of work in each of the sec
tions of the industry, and the result of this will show 
how far a systematic list is practicable, and what form 
it should take. Along with this investigation the same 
committee has been authorized to ask manufacturers' 
associations to supply it with certain returns as to 
average profits on turnover with a view to finding out 
what are the normal earnings of capital in the industry. 

The wage-and-eonditions subcommittee has drafted 
a scheme of works eommittee. The research subcom
mittee is in touch with the national Department of 
Scientific Research to secure the recognition of the 
council's claim to representation on the governing body 
of any research association that may be established. 
Meanwhile the committee is looking into conditions as 
regards health, and so on, in the workshop, its chair
man being the mansging director of one of the most 
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up-to-date firms in industry. Another committee is 
working with the Design and Industries Association, 
which has held successful meetings in the district j the 
wages-and-conditions committee is also overhauling the 
methods of apprentic~ship, which, like the wage sys
tem, have never been systematized. 

Though all this activity cannot bear fruit for some 
time the other phase of the conncil's work-namel;y, the 
representation of the needs of the industry to the gov
ernment-has already proved important. Thus, the 
council took steps at the second meeting to bring the 
needs of the industry before the Controller of Ship
ping. A delegation waited on the Minister of Recon
struction to call his attention to the difficulty with which 
the china branch had been faced by the cutting off of 
supplies of South America bone, and secured addi
tional supplies from home resources. 

Another type of work is represented by ,the action 
of the council with regard to disabled sailors and ,sol
diers and the problems of demobilization. A joint 
committee, which existed before the council was formed, 
to advise the local military-service tribunal on the se
lection of men for retention in the industry, has be
come a committee charged with the questions regarding 
demobilization. This committee is preparing a report 
on the openings for disabled sailors and soldiers in th~ 
industry, and on the training required. 

Unquestionably the council has been successful in 
promoting what was after all its principal object
namely, the improvement of relations between employ
ers and employed. This was shown at the end of last " 
March, when the general demand for a greater in-', . 
crease in wages than had ever been made was nego-' . 
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tiated successfully without serious ill feeling on either 
side, and without calling in the assistance of an out
side arbitrator, as has usually been necessary in the 
past. 

As big a feature of the joint-government movement 
in British industry as the councils are the works com

'mittees. Such committees are by no meaus new. 
They·had been in operation for years before the war. 
But in certain industries, notably in the metal trades, 
the war conditions stimulated their growth to such an 
extent, and worked such changes in their form and ac
tivitielj, that works committees to-day are in many 
places a characteristic result of wartime interest in 
better industrial relatious. 

The causes that promoted the growth of a new type 
of works committee during the war are various, but 
they may b,e roughly traced first to the shop stewards, 
then to the dilution of the working force by a large 
number of unskilled workers, methods of pay, ab
senteeism, safeguards against overstrain, and a gen
eral sentiment looking to a closer knitting up of the 
personnel 

Most trade unions have official shop stewards, known 
by various names as shop delegates, works represent&
tives~ yard-committee .men, and the like. Their duties 
are 'Well known, consisting of such matters as looking 
after the maintenance of the agreement in force, col
lection Qf union dues, and settlement of grievances. 
But one effect of the war has been to enhance the po
sit;ionand prestige of the shop steward. Unable to 
strike because of war stipulatious, among which was 
one making the official who called it liable to prosecu
'tion, the men naturally turned to their shop steward, 



l!i!6 MANAGEMENT AND MEN 

who held a less conspicuous place. He was a free man. 
His power within the shop and, indeed, within the plant 
was as wide as he chose to make it. 

What the public generally fails to recognize in the 
position of the average union leader is the undertow 
always at work to weaken his usefulness. The most 
serious problem that leaders with organizing sens,c 
have to face is a strong tendency away from central 
control toward a larger measure of initiative locally 
and within each shop. The men are impatient of de
lay; they want to dispose of their difficulties by short 
cuts. A functionary far away in London, or wherever 
headquart~rs may be, is not near enough to the scene, 
the men believe, to understand; and they look with 
suspicion on the so-called judicial attitude, the state 
of mind of a man who must balance one thing with an
other, This is a penalty always for big organization. 
The men have been chafing against the slowness and 
remoteness of it all, and the shop steward has been en
couraged to take things in hand. 

Works committees, with shop stewards as the mov
ing spirit, have been started all through the trades. 
They have attempted to regulate the flow of "di
lutees," keeping careful check on the men who have 
been brought in from the outside. Piecework rates 
and pressure of increased output have given these com
mittees and managers many hours of agony. Owing 
to public clamor against slackness in coal mining, com
mittees were started to watch the absentee records of 
the men and effect an improvement. 

War-work strain has made it necessary to regard 
the physical welfare of the workers. Long hours have 
been worked; night shifts have been added to day 
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shifts; work places have been overcrowded, and such 
facilities as were obtained were greatly 9vertaxed,· 
while the introduction of women in shops where none 
were previously employed raised a number of new 
problems. No better way of handling such questions 
could be found than through committees of workers 
most directly concerned, and the result has been a 
multiplication of such committees, with a voice in the 
conclitions under which they worked. 

An automobile plant located in the north of Eng
land,and employing six thousand men and about a 
thousand women, has a shop steward for each one of 
its forty departments, and the works committee is made 
up of these stewards. There are no women among 
them, but a woman representative is present when the 
management and the stewards take up any question 
that affects the women employees. There are many 
conferences between the management and the commit
tee, but they are not regular because it has been found 
there is not always business to warrant it. Much is 
settled with the foremen and never comes before the 
man higher up. The foremen have learned-and they 
have been encouraged to learn-how to meet with the 
committee and come to an understanding with it. .All 
meetings are on the employer's time, and the manage- . 
ment has never failed to carry out a decision agreed 
to in conference. 

The blast-furnace workers in the Cleveland and Dur
ham districts for over a year had in hand the trouble
some question of time-keeping, or attendance, which of 
course is at bottom a question of output. Through 
works committees appointed by the men, often joined 
by committees from the ironmasters' association, un-
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steady workers are warned, counseled or fined as the 
case may require. The fines collected are turned over 
to some local fund or charity as the men decide. Both 
parties to this arrangement agree that it has given sat
isfaction. 

Pit committees are found in most of the coal-mining 
districts. Not all have proved successful, but where 
they have worked they have justified their existence. 
They are" responsible for dealing with questions of 
workmen losing work or failing to do their best." 

Here is what a workman, a practical miner, has to 
say on this subject: 

"We have found out that output, which the Coal 
Controller has been urging on us, is not alone cut down 
by absence from work; faulty management has some· 
thing to do with it. Miners have to wait for timber; 
there are all sorts of hardships in getting to our work 
and back home. We have to wait for tubs, which are 
few and scarce and not passed round evenly. The 
committee can fine the men, but not the management 
where it falls short. But where management has 
played fair the output of coal and the wages of the 
men have increased. 

"We do not have any way of getting the foreman to 
improve his methods, and this spoils much of the good 
that might be done. He does not pay for dead work, 
such as emptying dirt or packing it; he should pay for 
so many tubs. He measures ripping by going to the 
narrowest instead of the widest part of the level j this 
may mean to the man a difference of five shillings on 
that piece of work. Wagons are not sent round the 
mineR according to any fair system. 

"One large colliery has a canteen, and the commit-
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tee has given help to manage it. Many men are called 
on to work overtime, and if they cannot get food they 
cannot be efficient. This colliery with the canteen sells 
a good meal and hot drinks at cost prices. ]. know 
when the winter time comes on and the output of coal 
depends on the surface workers sticking to their work 
this colliery has rest periods and hot drinks are passed 
out. "Elsewhere the men have to knock off on account 
of the weather." 

Among the results of placing a larger responsibility 
for conditions on the men, or on their chosen repre
sentatives, has been a marked decrease in those little 
frictions of the shop which waste the time of busy man
agers and take longer to settle than really important 
questions of policy. The experience of firms that have 
not hesitated to put into practice their belief in the 
capacity of the rank and file to deal with matters that 
had hitherto been entirely in the hands of management 
shows that a new confidence develops and that new 
ways suggest themselves for checking controversies be
fore they reach a serious stage. Ideas are not lacking 
if the right atmosphere prevails, and these ideas make 
for order and advance. The fact that so-called sugges
tion or complaint bOIes so generally fail in getting for 
the management a true picture of wbat the men have in 
mind proves that something is wanting, and that want 
is not in the men. Employees who are told that they 
are paid to work and not to think are turned from 
assets to liabilities. Works committees and, in fact, 
all sorts of other committees which give the men en
couragement to use their heads, have succeeded in 
~learing away countless little obstructions and mis
understandings which in the aggregate have the re-
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suIt of putthig up a wall between those who, to do 
their work as it should be done, need above everything 
contact and frank speech. 

I was in the yard of a well-known engine factory in 
the north of England when one workman was explain
ing to another, a newcomer, something about the con
ditions of that plant. 

"This shop," he said, "always has one foot in the 
street. Three of the men who went to the boss with a 
kick got the sack. So we don't believe in working be
tween meals. We want forty-four hours, but if we 
hold on we will do better than that because our dele
gate says he knows a way to get forty hours." 

Three miles away from this place is a factory which 
takes pride in the fact that it has never had a walkout 
or a strike during the war. On the wall in the office 
of the general manager is a large framed chart show
ing a fairly considerable committee system. All the 
committees head up in a shop-steward works commit
tee. The management and the committee keep min
utes of all the meetings. Conferences are system
atized and treated as a serious part of the executive 
program. 

With a reduction of war orders the new plants built 
for that special purpose are shutting down. The 
works committee has been handling, in collaboration 
with the general manager, the problem of discharge of 
the new workers, especially the young women who were 
engaged for the period of the war. I was present 
when three hundred girls were being paid off, with a 
two weeks' extra wage, and they were coursing through 
the shops making their farewells, the foremen shout
ing their good wishes to them at the gates. 
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In the words of a man who has watchei! the activities 
of the works committees and knows the manufacturers 
of England and Scotland: 

"Wherever these works committees have been a 
success you will find the consensus of opinion is-as 
many a manufacturer has put it-that they have been 
'the best thing that has ever happened to the place.' " 

Sue!! an opinion could not be so general if experi
ence had not demonstrated the value of the works-com
mittee plan or shown that it was something more than 
a piece of machinery and different from the old in
struments for conciliation. Getting down to rock bot
tom, works committees mean discussion; and discus
sion takes time, as everybody knows. This is the the
oretical objection, which now and again is thrown up. 
But you have only to total the minutes and the hours 
that are wasted by the management in plants that have 
no such committees or, if they have, never put in enough 
thought to vitalize them and make them count for 
something, to discover that the greater waste is under 
the old system. And there is this in addition: What
ever is settled through conference between manage
ment and committee has a chance of staying settled, of 
leading to something reasonably permane,nt. And this 
is what the Whitley people had in mind. 

Whatever the scheme adopted, the essential thing is 
that somewhere in it a joint purpose shall be at work. 
Unless there be an honest intention of cooperation be
tween the parties to the industrial bargain it would be 
far better to let the laissez-faire method run its course. 
The Whitley scheme is not a cast-iron scheme. No 
rigid program will work or be of use in all industries; 
indeed, it may be useless even in one if it be inflexible. 
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There is nothing to be gained by minimizing the diffi
culties, and some of these difficulties are important. 
Be they what they may there is no excuse for inaction. 
The cause is big enough to call for willingness to take 
new ways to meet old issues. And the cooperating 
spirit is not the worst guide for industry to use.1 

As has been said, the Whitley scheme, considered 
in the large, has as yet hardly stood a serious test. 
Two or three of the general councils are doing about 
as well as any industrial experiment thus far at
tempted. No one who has watched their operation can 
question that they are well worth while, and deserve 
encouragement. Both sides to the undertaking speak 
well of it, and wish to see at least five years' trial be
fore passing any final opinion. Real experiments 
along the line of industrial team play are so few and 
far between that one feels a peculiar interest in the 
Whitley developments; and all the more because the 
underlying idea is to build up on what already exists 
instead of taking out all the complicated and delicate 
works of the industrial machine, with the hope of mak
ing a fresh start. 

Though, as stated above, more than twenty councils 
are already in being there will soon be thirty and over. 
Most of them have been formed in the past few months, 
during a period which cannot be said to represent 
normal conditions. Therefore few of the councils can 
be expected to be in full running order. In the main, 
approved by public opinion, at least by that portion 
of it which takes any interest in labor problema or is 
alive to the fact that these problema overshadow every 

1 See page 531, Trade Parliameut8. 
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other in importance, the Whitley, and indeed every 
other approach to a solution of the question of indus
trial relations, bas its opposition. In the eyes of the 
industrial revolutionary the salient defect of the trade' 
parliament and council is that they again stereotype 
the old relationship between employer and employed, 
and it is precisely that relationship which industrial 
revolution is out to abolish. But in point of fact the 
Whitley councils do not necessarily assume any such 
going back to pre-war relationship. That they mili
tate against overnight industrial upheaval is true. 
That they point the way of reason and mutual under
standing as opposed to violence and destruction is also 
obvious. But they by no means work against indus
trisl evolution. On the contrary, they open up one of 
the very few hopeful ways thus far proposed-ways 
which commend themselves to thinking men in all 
groups concerned-for the next step to be taken. If 
larger share in management is gradually to pass into 
the hands of the managed by far the best way for it to 
come about will be an orderly transference of responsi
bility through such joint councils and committees as 
are set up under the Whitley scheme. 

But in any case the time for complete transference 
is not yet. Nobody with whom I have talked-and I 

. have the views of men who have given years to the 
advancing of labor interests-wishes to see any whole
sale or precipitate action. As they see it, any for
ward step taken must offer reasonable assurance of 
success, and not result through unforeseen disaster in 
setting back the progress the workers bave already 
made. 

They believe that no experiment, however roseate 
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its setting and its promises, is sufficiently valuable to 
justify a jeopardizing of labor's gains and position. 
More than other men these experienced leaders in trade 
organization, trusted by the masses whom they repre
sent, know the cost of every forward step and what 
the price has been to bring about such advance as has 
been made. Responsibility has made them circum
spect. The stake, they hold, is far too precious for 
any tampering by untried hands. These views, need
less to say, though quite representative not only of the 
spokesmen but also of the large mass of British work
ers, are not shared by an energetic element who, though 
in the minority, are yet influential out of all proportion 
to their numbers. 

Here is the real trouble: So far as actual experi
ments in an entirely new order of industrial control go, 
practically no progress has been made. The idea of 
the union itself, or of a group of workers collectively, 
undertaking definite contracts has been seriously 
mooted, and it is an idea full of interesting possibili
ties. Given an adequate technical organization there 
would seem to be no reason why a body of men could 
not in combination act in a /iiven contract very much 
as a private contractor does. This combine, group or 
union would undertake for a given sum to deliver a 
given output or complete a certain piece of work, hand
ling all those matters which fall under the general head 
of employment and shop management. 

The only concrete instance of importance in which 
the experiment has been tried in England was the ereC}
tion of the London headquarters of the Theosophical 
Society a short time before the war. At the moment 
when the work was to be started a seriouB build inA" 



CONTROL OF THE JOB 185 

strike was on in London, and the building committee of 
the society, sympathetic with the men and at the same 
time anxious to get their building erected, negotiated 
a contract directly with the men's union. 

Though the experiment met with an initial success it 
was not possible to give it a fair test because war 
broke out before the work got far. 

Orllinary building operations came to a standstill 
through government order, and this particular struc
ture was taken over in an unfinished condition by a 
government department to be completed and used for 
official purposes. . 

Altogether the actual British advance toward an in
creased share in the control of the job is slow and fitful. 
Here and there beginnings have been made in distrib
uting the load of management and supervision, as in 
the case of the miners who during the war made them
selves responsible for reducing 10Elt time ill the pits. 
There were other isolated but unimportant innovations, 
from which no particular moral can be drawn. Never
theless, there can be no doubt that we are on the eve 
of developments in the direction of increased coopera
tion in control. If coming events have in this case cast 
singularly few shadows before them we do have be
fore us a certain amount of instructive war experience 
with the scheme of the Whitley councils and the works 
committees. 

We may be certain that the principle of teamwork 
in management, whatever the language in which it finds 
expression, is not a passing thing or a fantastic dream 
of the visionary. 

It is a principle which has taken hold of men, which 
invites the best brains for its incorporation into the 
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fabric of management, and which if sanely and sin
cerely made the basis of relations between employer 
and employee holds out the biggest hope for industry. 



CHAPTER V 

AS TBB BBlTISH EMPLOYER SEES IT 

NOT many months ago a group cif employers repre
senting the principal plants in one of the. most 

noted and successful industries of Great Britain met 
in London. They came together for the purpose of 
drafting a set of guiding principles in the management 
of their business. They aimed to put down in black 
and white the terms of the relationship between em
ployer and employed. In more ways than one this 
conference in London is absolutely unique. Here were 
men employing thousands. Conditions in their indus
try have always been good. Some of the men who at
tended are known throughout the world for the excel
lence of their plant surroundings and the care with 
which they promote the physical well-being of their 
operatives. 

This London meeting did not lay down any rules 
for the employee; no grievances against the workers 
were aired; every minute of the long sessions was taken 
up with the task of formulating propositions by which 
the leaders of this particular industry agreed to carry 
on their labor policy. 

"We cannot afford to neglect the urgent needs and 
the outstanding opportunities that confront us in our 
factories," they said. So they proceeded to draw up 
a program of their duties as regards wages, the place 
of the worker in the management, security of employ-

137 
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ment, working conditions, disposal of the profits, and 
sociallif e. 

In the matter of wages the conclusion was that these 
should always be sufficient to enable a man to marry, 
live in a decent house, provide means for upkeep of the 
physical efficiency of the family, with a margin for con
tingencies and recreation. 

"The worker asks to-day," they determined, "for 
more/than an improvement in his economic condition. 
We admit the justice of this claim, and we must co
operate with him and treat him as we shonld wish to 
be treated ourselves. We propose to create suitable 
machinery for this purpose; but we believe that the 
more essential thing is a living desire to give full ex
pression of a belief in right relations. Experience on 
shop or works committees trains the members in par
ticipation. We shall promote the formation of such 
committees. " 

As to security of employment, it was decided that it 
is the duty of employers to do their utmost to abolish 
casual labor and to make employment regular. The 
business should be carefully organized to remedy 
unemployment evils. "The dismissal of employees 
should only take place as a last resort. Only men and 
women who can be relied on to act justly should be 
given the power of dismissal The opinion of a works 
council would be helpful." 

The working condition of' a factory should enable 
and encourage a worker to be and to do his best. 
These conditions shonld be administered under two 
heads: 

"PERSONAL. From the moment a worker enters a 
factory he should be regarded as a part of a living or-
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ganism, not a mere dividend-producing machine, and 
treated with respect and courtesy. There should be 
no nagging or bullying by those in authority, but, on 
the contrary, insight and leadership. This involves 
careful choice of overlookers and managers, who 
should be able both to lead and inspire. At present 
such officers are often selected solely on account of 
their technical knowledge, and sometimes because they 
possess the faculty of getting work out of men by driv
ingthem. 

"But if the managers and foremen are to be men of 
the right type they should have ample opportunities 
for becoming acquainted with our point of view, and 
also for acquiring a broad, sane outlook on human and 
industrial relationships. Such opportunities could 
hardly be given in the course of one or two conferences j 
but a series of classes or conferences under right lead
ership might be arranged-some for those already in 
positions of responsibility, others for those who desire 
to fit themselves for such posts in the future. Happi
ness in work should be regarded as a definite aim and 
I1sset, and the personal well-being of every worker 
should be an essential part of the employer's objective. 

"MATERIAL. Employers should surround their 
workers with a material environment such as they 
would desire for themselves or for their children. 
This will mean that work-rooms are properly venti
lated and kept at suitable temperatures, that they are 
adequately lit, and that due regard is paid to cleanli
ness. Cloakrooms and lavatories should be so kept 
that employees coming from respectable homes may 
find no cause for complaint. The workers should be 
safeguarded against any undue strain from the length 
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of the working day or the severity of labor. In de
termining systems of payment it should never be for
gotten that unwise methods of stimulating workers to 
do their utmost may result in overstrain. Facilities 
should be given them for spending the dinner hour un
der restful and comfortable conditions, as well as for 
obtaining food at reasonable rates. If such facilities 
cannot be provided within the factory they might per
haps be arranged outside. Again, in organizing the 
work employers should remember that confinement to 
one monotonous task, not only month after month but 
year after year, is apt to deaden the intellect and de
press the vitality of the worker. If it be urged that to 
carry out the above suggestions would often involve too 
great an expenditure we reply that inefficiency and low 
productivity in the workers are frequently due to the 
absence of suitable working conditions. 

"CONCLUSIONS. Pioneers and pathfinders and the 
makers of roads are needed just as urgently in the in
dustrial sphere as in the opening up of new tracts of 
fertile country. But we believe that if the longing for· 
a better order once grips the einploying classes such 
pioneers will not be lacking." 

Touching by reason of their work and wide interests 
all phases of British industry and its problems, the 
personal statements by big business and industrial 
leaders here will give a fair picture of what may be 
called the nonlabor viewpoint on present industrial 
conditions. The labor viewpoint in its relation to 
events impending in the new Parliament just elected, 
and to events on the Continent-particularly in that 
industrial Vesuvius which once was Russia-will be the 
subject of the next and concluding chapter. 
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A.man who has done business with the leading man
ufacturers in and round London as a technical consult
ant for yeaDs said: 

"Just now our country is divided into two nations, 
with no league as yet for enforcing peace between 
them. I refer to capital and labor, managing and 
managed. It is a rough division, of course, but well 
understood. Normally trouble between the two is 
smoldering; given fuel it breaks into flame. It has 
become the business of a number of embittered men, 
not all dishonest or unintelligent-besides, such things 
dou't matter much, anyway, when trouble is on-to fan 
this flame into conflagration. What seems to embitter 
them more than any opposition of employer is the un
readiness, the unwillinguess of the people whom they 
exhort to get worked up. But bitterness and violence 
will never solve anything. At least no solution of 
theirs can do what understanding cooperation can do. 
Among employers as well as among the working 
masses you see two schools growing up-they were in 
session long before the war-one a school of reason, 
the other a school of force. 

"We have, first, the labor extremist-not necessarily 
a workingman himself or a man who has ever had ex
perience in building up a real, going labor organiza
tion-who wants industrial war; who has been busy 
these three years past playing on class prejudice in 
every possible way. He is sincere, and some of the 
facts he throws up to us need our attention, to say the' 
least. Then there is the extremist on the other side, 
also sincere, with some facts, too, at his command, who 
sees the beginning of the end in any attempt to be soft 
or patient. Let me say for British industry that the 
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dog-fight basis is going out rapidly, and the mass of 
employers are no whit behind others in desire to do the 
right thing. They have given up abusing labor for 
having power without responsibility; the remedy as 
they see it is not to break the power but to increase the 
responsibility. 

"So if this big concern, common to both parties, is to 
prosper, if the school of reason is to prevail-and there 
are wise heads both among employers and working
men who form it-it must have the backing of an in
structed public opinion. Lack of imagination is our 
big obstacle. A great upheaval may be the chance of 
revolutionaries who are wreckers. But there is a bet
ter chance these days for the upbuilders. War does 
not produce; it destroys .• To say that industry is war 
is to say that industry is waste, something the common 
sense of the people laughs at. But to leave industry's 
door open for war is of course the negation of sense. 
The way of hope is in better production under a 
larger direction of industry. Passing out accumulated 
wealth in the form of extravagant wages or prizes, dis
tributing capital as working expenses is the shortest 
road to national suicide. 

"We need to look at work itself and the way it is 
carried on. Under right direction-something which 
the men as much as the management must supply
work should mean initiative, more enterprise and serv
ice. The reconstruction we all talk about means just 
'one thing: Removal of strife through reconciliation; 
and reconciliation depends on new motives at work in 
the conduct of industry. , From the national point of 
view the employer is a failure if he does not manage 
to pay not ouly dividends on the capital he must bor-
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row but wages sufficient for the employee to live as a 
citizen should, and, in addition, supply opportunity for 
the employee to find incentives for service auring em
ployment. " 

The head of a Sheffield firm tapping world markets . 
with its product gives time now to industrial problems 
whieh he used to spend in building up his great organ
ization. "I have been waiting for years," he said, "to 
do this very thing, because 1 think it is the main busi
ness of an employer to see to it that his foundations are 
sound, and by foundatious 1 mean the satisfaction of 
the working force with their conditions and with their 
position. Many years ago, against much opposition in 
the trade, we refused to join in a reduction of wages 
by one shilling a head. Times were bad, to be sure, 
but 1 felt that it was our business, inssmueh as we 
had been settling everything for ourselves, to shoulder 
the load of depression. Our stand held up any further 
attempt to dock wages. Three months later conditions 
improved and 1 was thanked by my former opponents 
for the stand 1 took.. 

"In the same way we started yesrs ago with a shorter 
workday. Dire predictions of our ruin filled our mail; 
we were supposed to be defying economic laws. Well, 
events have proved that we were merely a little ahead 
of our time, and our growth proves meanwhile that 
prosperity depends a good deal on whether your Dien 
work with you or not. 

"I have served on a good many committees, hut 1 
have not seen enough workmen's representatives on 
them. Ouce 1 was on a committee to look into the ques
tion of our mineral resources. The best lead 1 had 
was from a man who was once a miner and is now in a 
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small business of his own. I made it my business to 
look him up, and he gave me the idea of a central 
bureau of information, which is the key to our utilizing 
the country's mineral and other resources. We should 
open up every avenue of education for the worker; in
dustry suffers because the worker starts life handi
capped by entering too early to have given himself a 
schooling and a sound body. And once he has this 
education opportunity must be afforded for him to use 
it. 

"Modern labor is very irksome where it is of a repe
titive kind. It hardly calls out the best in any man. 
And the more irksome the work the poorer the wage; 
this is too often the rule. Now I do not know whether 
we are any wiser than anYbody else or have a better 
selection of men. I think we are about the average. 
But we have never had a strike. This is due to a pol
icy. We have a round table for the discussion by all 
concerned of every possible question that arises and 
interests our employees. If they have any matter that 
seems important to them that is enough guaranty for 
us that it is important. 

"We do not live by bread alone; this is said often 
enough, but we do not take it home with us. We once 
started our works at six in the morning. Before the 
men could get a good sleep they had to rise from bed 
and scurry off to work. We are not early risers in this 
country, as are the Americans. So we had much bad 
time keeping and no end of irritation. The men, 
many of them, did not come in until they had their 
breakfast. We tried starting a half hour later, but 
that made no difference. Then we started at seven
twenty-five, and omitted the break at nine o'clock. 
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The scheme nearlY feU down because of ,.the opposition 
of the men. Before long, however, the scheme suc
ceeded, all hands agreeing that it was on the right lines. 
Our misj;ake was in not going over the whole situation 
with the men and letting their judgment and knowledge. 
settle the ,thing. To-day our late start attracts many 
workers to our firm. 

"bur clerks and salaried people have vacations with 
pay. I shall never be satisfied until every laborer may 
take his vacation with pay. The cost is not the main 
consideration. We cannot balance dollars or pounds 
against the health and well-being of men and women. 
Hope is the great stimulus. We want our working 
force to find scope for their ambitions. They are en
titled to a high standard of living. We claim it for 
ourselves, do we notf . 

"Our plants cover one hundred and fifty acres. The 
famous River Don, mentioned by Chaucer, is near by. 
In the sixteenth century apprentices working in Shef
field stmck because they were fed on its salmon every 
day. They surely had the right to some variety. As I 
view the industrial future of my country I believe we 
are in for the abolition of squalor, misery and bad 
conditions. 

"Our people, who have saved the country and helped 
in no small way to save the world, are entitled to con
tentment, good pay, decent homes with gardens, and 
an education for their children to enable them to fit 
themselves for the life which appeals to them most, 
and to make fine men and women of them. 

"These are not the visions of a dreamer. Out of 
the ashes of the war we want to raise something worth 
while. War has given us many new problems, but we 
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are tackling them in the proper spirit. I do not mean 
to wait until the shadow of the grave falls before I do 
my share and pay my debt to my fellow workers. 
They are the molders of their own destiny .. I want 
to have the privilege while I can yet be active to join 
with them in making industry a big opportunity for all 
of us and for the nation." 

Men like Mr. Balfour are the trustees of a fund, 
known as the Garton Foundation, which has been spe
cializing on the subject of industrial reconstruction. 
The secretary of this foundation has had ample oppor
tunity to size up the situation, and this is how he views 
it: 

"Let me try briefly to sketch the industrial situation 
likely to prevail after the war. The demobilization of 
several millions of men and the rearrangement of the 
employment of several million men and women, muni
tion workers and the like, will throw a vast number of 
workers on the labor market. Yet I do not think there 
will be much unemployment. Civil demands will take 
the place of war demands. The task will be rather the 
right distribution than the provision of employment, 
the bringing together of the worker and the work. 

"Much more serious in prospect is the situation in 
regard to wages. Unless a special effort is made the 
total national output, and consequently the national 
income, may he smaller than before the war. Out of 
the total national wealth a large slice will be required 
for repairs and rebuilding. Though labor will be in 
demand we have to face the fact that discontent may be 
aggravated by certain features in the general temper 
of the nation. An effort so stupendous as that made 
during the war is followed by sure reaction. Unless a 
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fresh stimulus follows th~e will come a dull and bick
ering mood. Such moods incline to a breaking down 
rather than a building up. Though most men, I be
lieve, want to see normal conditions restored as soon 
as possible no one can tell how many men are at
tracted by the idea of continuing the use of force to . 
settle further problems of ours. What has been over
thrown in war will not long be tolerated under an
other guise in peace. The industrial order toward 
which we must work is one in which an evil spirit is 
replaced by cooperation, equality, freedom and mutual 
aid. Industry is a phase of the art of living together. 
Responsibility rather than authority will keep it 
sound." 

"Our industrial problem is at root one of human na
ture. The ill will that has poisoned industrial rela
tions in the past springs in large part from a failure 
of understanding. It has been believed .that industry 
was a game of beggar-my-neighbor, a game in which 
one side could gain only at the expense of the other. 
The belief is as false as it is pernicious. There are 
divergent interests between employers and employed, 
but they are enormously outweighed by the interests 
that are common to both. The law of industry is not 
conflict but cooperation. Secrecy is the father of much 
evil The parties to industry must lower their defenses 
and come out courageously on to the open ground. 

"The present demands of labor go far beyond mere 
questions of wages or even hours and working condi
tions. The official program of the Labor Party in
cludes nationalization of land, railways, coal mines, 
shipping, power stations and the insurance business, 
together with a large state control over prices, wages 
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and profits." The guild movement proposes to set up 
in each industry-an 'autonomous government, and the 
Tank-and-file movement, which is rapidly growing in 
strength, proposes to do the same for each shop. The 

.real strength behind thllse programs is uncertain, but 
the unrest they indicate is a dominant factor in the 
situation. The use of industrial organization to 
achieve certain ends was seen in the seamen's boycott, 
and in the proposals one hears now and again for work
men's and soldiers' councils in this country. 

"It is a common assumption that it is only tbe prop
ertied classes who have anything to lose in an out
break of class warfare or industrial conflict, and the 
assumption is untrue. The methods of conflict are 
very effective for pulling down; they are both inef
fective and uncertain as means of building up. Now 
the idea of partnership in industry does not mean that 
the functions of capital, management and labor must 
or should be merged; that no useful part can be played 
by the investor; or that the technical side of a business 
can be removed from expert control. 

"During the next few years we shall probably see 
British industry organize itself for the purpose of 
raising both the standard of production and the stan
dard of industrial life to a higher level." 

Talk with any representative manufacturer or busi
ness man in Great Britain and you will be struck by 
the common note as to what is ahead for industry. 
There is no depression, though quite apart from labor 
problems war has left a legacy of problems galore for 
them to face. Perhaps a truer picture of what has 
happened would be to say that, in the supreme effort 
which Britain made, considerations of the future 
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played almost no part. One keeps forever marveling 
at these unboastful, uncomplaining people. By dint 
of probing information dribbles out, 6f industries 
abandoned, commerce thrown overboard, all in order to. " 
keep up the flow of supplies to thll Front, not to that of 
the British alone, but as unreservedly to that of the 
Allies-French, Italian, Serbian, Belgian and Ameri~ 
can; e&pecially the American. One business after an
other has been stripped bare tci meet these needs, 
Markets long the pride of English export trade have 
been neglected. But there's never a wail or a 
whimper. 

Locked up in the archives of the War Office, and in 
the bureaus which have had in charge the nerve-strain
ing business of rationing the country's factory pro
duct between demands at home and those at the Front, 
are records, as yet unpublished, of how British em
ployers played their part in the·war. Take the cement 
business as one example. Inroads made upon.· skilled 
labor by recruiting, difficulty in getting new machinery 
or repairs made to old machinery, hit the cement in
dustry in the United Kingdom a serious blow.· But at 
the same time demands for war purposes were enor
mous; fortifications, gun emplacements, hospitals, mu
nition factories-all had to have their share. 

Then the United States came into the war. When 
our armies appeared big demands came for cement in 
the construction of hospitals, camps and gun emplace
ments in France. To meet these the export of cement 
was absolutely shut down. Remember that the United 
Kingdom had an important export trade in cement, its 
chief markets being India and South America. Owing 
to the absence of supplies from Belgium and Germany 
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the export price jumped. The profit in export of ce
ment promised to be enormous. English manufactur
ers saw the growing competition of the United States 
in South America. Certain English brands of cement 
had a good footing in South America; manufacturers 
could see their market slipping away from them. In 
spite of this situation English manufacturers and mer
chants most loyally helped in the restrictions imposed 
upon them. 

"Our American and our other Allies wanted it; 
we'll think about our market presently"; this is how 
they put it to you. 

After the signing of the armistice cement manufac
turers sought to recapture their export markets. It 
was pointed out to them, however, that the ravages 
of war remained, even though hostilities had ceased, 
and that it was in the interest of the country that 
supplies shou.ld be held for rebuilding purposes. So, 
though restrictions on the sale of cement within the 
United Kingdom have been removed, the government 
still retains control over export. Only a very small 
quantity, compared with the pre-war fignres, is per
mitted to leave the country. Of course the manufac
turers feel the loss of their overseas trade, but they 
are standing by-devotion to their country, as always, 
the first consideration. 

Take the tin-plate industry, for another illustration. 
Tin plate is one of the important weapons of warfare; 
on it the feeding of armies depends. The soldier's 
rations in nearly every form are packed in this metaL 
Conditions under which this war has been fought forced 
the use of quantities of cold rations, which of nece8-
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sity have to be packed in tin plate; in a region like Italy 
or Saloniki, troops had to remain for weeks on the 
peaks or sides of mountains, far removed from their 
base, almost out of touch with transport. 

Very early in the :war an acute shortage of tin plate 
made itself felt. Apart from its uses in the packing 
of foodstuffs it is an indispensable element in muni
tions.· Lack of freight facilities further cut down the 
supplies of tin. Then demands for steel for guns, shell 
and other supplies made it necessary to ration the 
quantity of steel available for the tin-plate industry. 
France, Italy, Serbia and Belgium were largely de
pendent upon British supplies, and allocations of tin 
plate had to be made by the British Government to 
the Allied governments. The shortage within the 
United Kingdom became so acute that the use of tin 
plate for every nonessential purpose had to be cur
tailed or altogether abolished. 

The effect upon the tin box-making industry was al
most disastrous. 

Finally, the tin-plate manufacturers had to sacrifice 
their export trade. British tin plate has always been 
in great demand throughout the world. Enormous 
quantities were exported before the war to South 
America for the use of the packing industry. The loyal 
cooperation not only of the manufacturers but also of 
the tin-box makers answered the call of the govern
ment. Every attempt was made to salvage old tin 
plate; and large quantities of old cans and tin lint.J.gs 
have been brought back from various theaters of war 
and distributed to the factories in the United Kingdom 
in order to keep them going as well as circumstances 
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would allow. But British industry went in for win· 
ning the war; problems of trade and markets were ad
journed for its duration. 

The head of probably the largest rubber works in the 
Old World, who is also a leading figure in an asso
ciation of manufacturers representing two billion dol
lars of capital, looks forward to a program on national 
scale for improvement in the neglected physical sur
ronndings of the workers. He believes that something 
practical and lasting will come from the spirit of team
work stirring in Great Britain. 

"It is not too much to hope," he said, "that disap
pearance of antagonisms will be one of the results of 
the loyal comradeship of all classes during the past 
four years. Cooperation must be the watchword; on 
the one side the employer must be prepared to pay 
good and adequate wages for good work. He must 
also be prepared to remove from the minds of work
men the dread of what has hitherto been the conse
quences of nnemployment and sickness. It must be 
recognized that very often the worker finds himself on 
the nnemployed market through no fault of his own. 

"It is up to both employers and employed to prove 
to each other that the mutual suspicions of the past 
are no longer justified. In all probability the state will 
demand a definite percentage on an equitable basis 
of profits made in industry. If so, this must not be 
used as a means of restricting the fullest possible pro
duction. Both employers and employed must bear in 
mind that full production, in addition to benefiting 
themselves directly, will bring indirect benefit inas
much as it will contribnte to the general well-being of 
the state. 
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"Every facility should be given to insure the intelli
gent interest of the workers in every phase of the in
dustry in which they are concerned. They should be 
educated on questions such as the supply of raw ma
terial, its production and purchase, the selling and 
marketing of goods, and in short all commercial opera
tions that affect the work in which they are engaged. 
This should be one of the results of the recent establish
ment of indnstrial councils under the Whitley scheme. 

"The question uppermost in the minds of all in 
Britain to-day, be they directors, managers or clerks 
in the countinghouse, machine minders in the shop. or 
sweepers in the yard, is whether, now that the Ger
mans are beaten, there shall be peace or war in indus-
try. 

"There are people, and many of them, who say that 
industrial strife is unthinkable. These people point 
to the united front which employer, workmen and 
women presented to the common enemy all these past 
weary four years; to the officers in the trenches saving 
the lives of their men and the men dying for their 
officers; to the women of society entering munition 
works and laboring at bench and machine side by side 
with the girls from the nnfavored quarters; and the 
workwomen leaving all sorts of places for the manu
facture of shell. Europe could not have held out with
out Britain, nor America have come over in time, and 
Britain's strength was the strength of all, not a part, 
of her sons and daughters. 

"Nevertheless, now that the purpose for which this 
unity came into being is accomplished, it is in the bal
ance whether, as far as industry is concerned, the 
truce to internal war will not be broken and the old, 
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old struggle of capital and labor be renewed on a vaster 
scale than ever before. 

"The reasons are not far to seek. First, every one 
has been at strain during the war. Business has been 
hard. Work in yard and shop and office has been very 
hard. Nerves all round have been on edge, not for 
weeks or months, but for years. You in America know 
better than most people what that means-for you are 
the hardest and most concentrated workers in the 
world. Then, think of the anxiety and suffering of 
literally millions of our workers-whether managers 
or staff-with their loved ones away in trench or on 
the sea or, worst of all, in German or Turkish hands. 

"Can you wonder if, now that the strain relaxes, 
we over here, after the first great sigh of relief and 
thankfulness and triumph, feel irritable and uneasy 
and inclined to turn to the consideration of personal 
matters in the spirit of overtired people who, having 
nursed their sick back to life, now when they need rest 
find that they must work harder than ever to get enough 
to live on and pay the doctor's bill! 

"That is the condition of industrial folk all round in 
this country, and no doubt in others. Then, every
thing has been topsy-turvy. No employer has been 
able to call his works his own, while workpeople on 
their side In hundreds of thousands, perhaps millions, 
of cases have had to leave home and work under most 
uncomfortable and artificial conditions, to say the least 
of it, without any holiday to speak of and without any 
family life. 

"Now on top of all this we have to handle the de
mobilization of sailors and soldiers, some five millions; 
and of munition workers, three millions; and to adjust 
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~very kind of war process in industry to peace condi
tions. H all these circumstances are reviewed I do 
[lot think this nation, with all its faults, should be too 
bardly judged if, now that it has to set its affairs in 
~rder, it kicks up a certain amount of dust in the 
process. 

"That dust will be raised is certain. We are an 
awkward-tempered crowd, we Britishers j and all of 
IlS, whether English, Scotch or Irish-or, as most of us 
are, a blend of all three-take kindly to a good square 
row among ourselves at times, as ducks to water. But 
there are rows and rows, and there is all the difference 
in the world between a 'dust up' between men who be
Ileath the surface are comrades, and men who, though 
smooth when they meet, keep knives in their boots. 

"There are in every trade employers and profiteers 
ready and eager to exploit labor and grind the faces 
~f the poor. But they will not be able, these people, 
to upset the life and destroy the balance of the nation 
which has achieved what Britain has achieved in the 
mighty struggle we have won. 

"I have been in Manchester and Birmingham. in 
Sheffield, in Liverpool, in Cardiff and in Newcastle, and 
in almost every other center where the lifeblood of our 
industries runs. And everywhere I have found that 
the moment a straight appeal for fair play is put to 
any meeting of workm,en and employers by trusted 

~
aders on each side there comes a response that 

rushes to pulp the storming and shrieking of those 
ho would destroy." 
Never before the present time have so many big 

usmess men given such sober, persevering and un
rejudiced thought to industrial problems. Before the 
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war you would have had to do some running around to 
get a line on what might be called the viewpoint of in
dustry. There was a viewpoint, of course, if that is 
the word for an utter lack of understanding on the part 
of the average employer of forces working in the field 
of industrial relations and management. Tradition 
and outworn notions about the place of labor bandaged 
the eyes and clouded the thinking of the everyday ex
ecutive. 

Labor, on the other hand, had its viewpoint and its 
program, unmistakably, for years back. The war only 
accentuated the outline and the detail of that program. 
There was no mistaking what workmen wanted; they 
had their case in good shape. 

The average employer had other things on his mind 
than concern with bothersome labor questions; besides, 
it was usually the chore of some subordinate to worry 
about such matters. To-day no man is too big or too 
busy in the industrial organization to give time and 
thought to the human factors in the situation; and 
eager interest in these questions no longer necessarily 
indicates a weak head. With the best executive brains 
of industry foremost in the present discussion of Brit
ain's economic future there is warrant enough for an 
attitude of hopefulness. The example of those rare 
employers who years ago defied tradition and insisted 
on regarding industry mainly as a human proposition 
has borne fmit. But the larger credit for the present 
spirit is due to the influence of a great experience in 
common suffering and sacrifice. The men whose con
structive abilities had built up the Empire's industries 
were not slow in catching the significant lessons of this 
experience; their brains are now at the country's dis-



AS THE BRITISH EMPLOYER SEES IT 157 

posal, as they have been throughout the war, ready to 
serve in the reeonstruction. 

War came to an end abruptly, as every one knows. 
It might be supposed that, with the fonr years of agony 
over, bnsineBB men would make a rush upon the gov
ernment, clamor for the privi1eges war had about an
njbilated, and proclaim the instant resumption of "busi
ness·as usual." There is reason enough f.or starting 
up. But busineBB made no such rush nor set up much 
of my clamor; and as for procIamations, the Britisher 
is not much of a proclaimer. Instead of scramble, 
from the morning of the armistice to this very minute, 
the processes of thoughtful planning have operated 
and characterized the transition from war to peace. 
And what is more to the point, the first concern of every 
industrial leader has been not with recapture of trade 
but with making a fresh start, a right start in the mat
ter of industrial relations. 

A man who has done as much as anyone individual 
to build up the industries of Western England is giving 
practically all biB time to this work. He is for doing 
away with delay and procrastination. He maintains 
that there is information enough at hand for a start in 
settling the relation of employer and employed. 

"We have had investigations enough," he said; "let 
us do something now. There is senBe enough on both 
sides to put behind us some of the problema that have 
been harassing industry. Onr insularity, so often a 
stumbling block, may in this instance be our safeguard. 
As for immediate measures that can be taken to deal 
with the situation, it is clear that they must be pro
gresaive to an extent hitherto nnparalleled, and that 
the grievances of labor must be met in the most gen-
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erous spirit. There is little doubt that they have, many 
of them, a substantial foundation in fact. Belief is 
more important than truth, and labor's conviction that 
it has not had a square deal will not be shaken by any 
evidence which it is likely can be adduced before a 
royal commission. 

"If the sense of injury can be removed by a generous 
pledges bill and by setting up machinery for the in
vestigation of profiteering and undue profits; if, fur
ther, labor's desire for increased control of its indus
trial life is generously met by rapid extension on the 
lines foreshadowed by the Whitley report; and if, on 
the one hand, on all occasions labor is honestly and 
fairly met and not left with a sense of having been 
used for a purpose, and, on the other, is not treated like 
a troublesome and unruly schoolboy who has to be hu
mored by his elders; if, in fact, labor is understood as 
having come to manhood-there is every hope that the 
difficulties of the transition period will be successfully 
met." 

The president of the National Alliance of Employer 
and Employed, Frederick Huth Jackson, spoke for this 
large organization when he said the other day that all 
men are now agreed that the industrial system of five 
years ago can never returu. 

" A new spirit is emerging out of our perplexities," 
he said, "the national viewpoint taking the place of the 
sectional, and men who in past days were as far apart 
as the poles in their outlook and opinions are trying 
now to give a practical meaning to that worn phrase, 
'community of interest.' It is to the work of eliminat
ing bureaucratic control as far as possible and of hu
manizing problems of industrial reconstruction that 



AS THE BRITISH EMPLOYER SEES IT 159 

our alliance has set its hand, with results that are en· 
couraging. " . 

A concrete illustration of how this humanizing of in
dustrial relations can be carried out is to be found in 
the Hans Renold Works at Manchester.' In this plant 
you find a very detailed program of shop and manage
ment relationships, undertaken, as the executives are 
careful to inform you, merely as experiments. They 
are not afraid of experiments. The moving spirit of 
the concern, Charles Renold, son of the founder, who 
set his ideals to work at the same time with his me
chanical inventions, is a Cornell graduate, who has the 
fixed conviction that industrial management is entering 
on a new stage. And because he has this notion and 
finds that opposition to it in the trade is disappearing 
he is hopeful for the nation's industrial future. 

What he is after is to find out by actual trial how far 
under present conditions the necessary machinery can 
be set up within an industry for distributing the mana
gerial load. If industrial life fails to satisfy the 
worker, he argues, even with advances in wages and re
duction of hours, there must be still something left for 
a manager to do. The Renold Works use a large num
ber of automatic machines. Apparently every im
provement in the automatic workings of these machines 
deepened a resentment which the men felt but said little 
about, at least within hearing of the management; and 
Charles Renold was intelligent enough to sense this 
feeling or "atmosphere." 

The easy remedy of telling men who did n't like be
coming cogs in a machine to make way for those who 

1 See page 646. Workshop Committees, C. G. Renold. 
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did ftever entered his mind. He enjoyed the initiative, 
freedom and interest that he found in his daily work, 
and he saw no reason why some of these benefits might 
not go even with work on automatic tools. There was 
no changing the machines of course, or the nature of 
the work. But there seemed to be opportunities that 
might offer valuable compensations. And these op
portunities lay in the direction of more democratic 
methods in conducting the business of production. 
There was "enough power and responsibility to go 
round; the management need never miss a share going 
to the employee." 

The joint-management scheme of the Renold plant is 
divided into two main sections. In the first section are 
all those items that are accepted as within the unques
tioned rights of the workers. In the first place, when 
men are members of outside labor organizations there 
is need of some parallel agency within the plant to 
supervise agreements negotiated and handle the detail 
from the intimate shop, rather than from the outside, 
viewpoint. 

Now the way to act under a system of trade agree
ments is to begin at once making sure that the rates 
agreed on are actually received by all the individuals 
concerned; and furthermore, to make sure that rates 
and scales of wages apply fairly. Nor is this all. 
Every promise of advances in pay must be fulfilled. 
Hedging is nowhere so fatal as in industry. In the 
matter of piece rates, however set, whether by collective 
or individual agreement, the basis for each price must 
be such as to leave no doubt or suspicion in the em
ployee's mind. All the data must be placed where men 
may come freely to examine them. 
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The management finds occasion -from time to tiine to 
instal a new machine or introduce a Change in process 
which is likely, for a time at least, to result in cutting 
down the number of men employed in that process. 
Here is work cut out for a shop or works committee to 
advise how the change may be brought about with the 
least hardship to the men. These changes, too, often 
require a new classification of the operatives, a new 
grading of the men on the pay roll. Conference is the 
obvious method for avoiding the countless disputes in 
all such innovations. 

Grievances are normal to every aggregation of men. 
Where means are provided for airing them, checking 
any petty tyranny which they reveal, there is no reason 
for any bad feeling in the works; to the sensible man
ager every grievance freely spoken is a source of help. 

For all those questions which involve what may be 
called the social life of a factory the Renold idea is to 
provide as much self-government as possible-such 
questions as, for example, restriction of smoking, shop 
tidiness, cleaning and oiling of machines, care of over
alls, time-checking rules, pay days, use of lavatories, 
general behavior, meal hours, holiday work, day and 
night shifts, safety work, medical examination, wash
ing accommodations, drinking-water supply, and a num
ber more-all of them matters in which the employee 
has more interest to see properly carried out than even 
the management. 

"More important than any making over of the man
agement machinery," Mr. Renold said; "more impor
tant even than prompt remedying of specific grievances 
is the establishing of some degree of ~uman touch and 
sympathy between management and men. I cannot em-
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phasize too strongly that the hopefulness of any experi
ment lies not in any machinery nor even in wideness of 
power of self-government by the workers, but in the 
degree to which touch and, if possible, friendliness can 
be established. 

"In any case of new rules or new developments or 
new workshop policy there is always difficulty in get
ting the rank and file to know what the management is 
driving at. The change may be all to the good; but the 

. mere fact that it is new and not understood may lead to 
trouble. If wise use is made of committees of workers 
all such changes would be discussed, explained, and it 
is not extravagant to expect that these men would soon 
spread a correct version of the management's inten
tions among their fellow workers. 

"Take the matter of promotions or appointments of 
foremen. There is usually bad feeling and more. Ex
tremists have urged that workmen should choose their 
own foremen by election. This may become possible 
when more experience in self-management is in the 
possession of the workers, but the present difficulty is 
that a number of parties and distinct problems are in
volved. A worker is naturally interested in the human 
qualities of the foreman, his sympathies, fairness or 
helpfulness. Other foremen size up the technical fit
ness of their new colleague. The manager expects skill 
in handling men and keeping up the producing require
ments of the plant. Each of these parties is looking 
for a different set of qualities. Yet it is worth while 
making an earnest attempt to reach a common under
standing through free discussion. 

"One thing more than any other, however, is of 
practical help: The management must lay down a 
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clear statement of the qualities deemed necessary for 
such a post. This done, everybody has an impersonal 
standard to go by. Another vital point: The extent 
to which management functions can be delegated or 
policies brought up for discussion with the men de
pends very largely on the degree of , completeness with . 
which the management. itself is organized. Where 
this-ill haphazard only autocratic control is possible. 
Therefore the better organized and more constitu
tional-in the sense of having known rnIes and pro
cedures-the management is, the more possible it 
makes joint action." 

Human nature is on the job at the Henold works, as 
it is pretty much everjwhere else. The men of the 
tool-room shops handed in one day the following reso
lution: 

"Whilst agreeing through abnormal conditions to 
the introduction of women in the tool room we wish to 
record our objection to any woman being placed in any 
position of authority for discipline purposes." The 
men explained that they felt they were "giving a lot 
away in allowing women to invade their trade and 
strongly resented any woman coming into a position of 
authority." Thanks to the attitude of the women 
there was no further problem. 

What a peep behind the war curtain is a proposition 
like this, which the Renold, and many another manage
ment, has had to face: "Payment for stoppage of 
work in case of Zeppelin raids." 

A delegation representing the two hundred men of a 
certain shop waited on the joint committee with a pro
posal that the men should have full pay if they re
mained in the factory during air raids; or be allowed 
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to go home without any record of absence. Think of 
the squabble, recriminations and bad temper that ques
tions of pay when work ceases thr~ugh no fault of the 
men always give rise to. Many a bitter strike dates 
from such issues, hitting against the stone wall of a 
deadlock. 

How did the Renold management and its committee 
system meet this situation 7 The answer was payment 
in full for the first hour after the stoppage and half 
pay thereafter for the men who stayed in the works, 
waiting to restart; "considering that the circum
stances which bring about these stoppages were out of 
control of both the management and the men, and that 
the firm stood proportionately to lose more than the 
men, it is the opinion of the representatives that this 
is an equitable arrangement." And note the further 
comment of the men's Committee: "lnstrnction to 
dissuading people from going home was justified be
cause it generally happened that an early restart was 
possible, and the loss to both sides would be less than 
by sending people away immediately warning of a raid 
was given, and anyway it was generally recognized that 
it was safer to remain under cover, and it was only 
serving the enemy's purpose to stop production more 
than need be." 

British industry has ground for a hopeful view of 
the future so long as good sense remains the keystone 
of its management. The can't-be-done school among 
employers is on the way to wholesale conversion. 
What has been already done, and done so well. leaves 
little excuse for the industrial laggard. No better 
friends of British industry exist than the mass of the 
rank and file. Given reasonable opportunity, as indllB-
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trial leaders have begun to do, for satisfaction with 
industrial J.i.fe, and big resources in the way of t~a.m 
spirit, efficiency and '"ustained good work-the c'Ontri
bution of the working force-may be added to the stock 
of Britain's assets. Failing this there is certain risk 
of turning friend into foe, a hopeful attitude into one 
of antagonism, and of loading industry with burdens 
that it could never so little afford to carry as now. 

Prominent employers say that if only their fellow 
employers desist from harking back to conditions 'that 
have gone for good the future may be made one of big 
promise. There will be problems without end, and 
many of them will concern industrial relations, but this 
need not be disquieting. Industry has always had 
labor problems to face. There is now more general 
knowledge to face them with, and perhaps a truer ap
preciation on the part of both management and men of 
the essential dependence of each upon the other. 

I have been impressed by the utter absence of senti
mentalism in expressions I have heard among employ
ers as to what industrial relations in the near future 
are to be. This has seemed to me the most promising 
fact and guaranty in the situation. Cool judgment, 
instead of a mush 01' unworkable platitudes and benev
olences, is being brought to bear on questions that call 
for the same headwork that serious engineering or 
organization problems demand. To say the least, all 
such questions are on a par 80 far as the tax on the best 
possible brain power is concerned. And on the ques
tion of sound relations in Britain's workshops you will 
find first-rate br~in power in action now. 

Mr. Gordon Selfridge needs as little introduction in 
the United States as he does in England. Holding the 
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unique position of a very successful American mer
chant in the center of Britain's retail trade he knows 
what the merchant and manufacturer as well as the 
bulk of the population here are thinking of, indus
trially speaking. 

"I think that much of the unrest has been due," Mr. 
Selfridge said, "to the attitude of some employers. 
Trouble between labor and capital is frequently due to 
the employer; and in so many cases we discover when 
the employer has grown from the ranks of labor he 
becomes autocratic, using just those elements which 
irritate and which give a desire to hit back. 

"Leaders among labor say that in addition to good 
wages, and so on, the workers feel that as growing 
human beings and as citizens they ought to have more 
voice in the management. If I may be personal-in 
this business, where we have about five thousand em
ployees, the discipline of the house is in the hands of a 
staff or employee council, which is an elected body and 
which is entirely independent of the working manage
ment of the house, because the general good judgment 
of the staff council representing the employees keeps 
it always in the center of the road. 

"I cannot but feel that the steady, nnhysterical, 
good common sense which permeates this community 
and practically every member of it this side will not 
be effected by the Continental upheaval 

"There is a great difference between a political con
dition and a commercial condition. Commerce is open 
for anyone to employ his ability as h,e chooses and as 
he is able, and there is no sovereign state in that great 
field of occupation. If a manager become bumptious 
and overimpressed with his authority he is going to 
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do that which irritates and which gives the other side 
the feeling that it has been treated unjustly; and the 
people of our race and with our lines of thought object 
above everything else to that which we consider 
injustice. 

"If the manager employs the same kind of good sense 
in the careful control and the direction and supervision 
of those people who are upon his pay roll that he him
self would like under the same circumstances there is 
likely to be no trouble whatever. 

"We have, however, reached that time when the ab
sence of that good sense is going to make trouble much 
easier than it was a generation or more ago, because 
the so-called common people or the multitude are ap
proaching more closely to those who have heretofore 
been recognized as the favored few. There is less dif
ference to-day between the duke and the street cleaner 
than there ever was before. 

"As to the question, will there be enough workT
that will depend largely upon the energy that is em
ployed by those who have the thing in hand. There 
will be no trouble in finding plenty of employment for 
those who are pressing the opportunities of this empire 
if those who really are in the position to use energy and 
enterprise do utilize their ability as they should. In 
other words, the whole world is Great Britain's field in 
which she could trade, and trade and commerce are the 
things which really keep the country going, because 
they are the wage earners of the state. If, therefore, 
they are in a position to do so they should use the enter
prise and the energy which are 80 desirable and attract 
the different parts of the world through their mer
chandise, taking up as much as they can of the trade 
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which Germany has sacrificed, at least for the moment. 
There should be no trouble whatever in a very great 
era of prosperity for this country. 

"The stores that are dealing locally must look for 
their results to the general welfare of the country, and 
if the country as a whole is prosperous they will do 
well, and vice versa. Our Christmas trade has been 
very much the biggest, I think, England has ever had. 
We broke all records in a thousand places, and I think 
it has been generally good all over the country. The 
causes of this boom are generallight-heartedness of the 
people, the fact that the shadow of war is removed, the 
fact that a very large number of the community had 
been earning excellent wages, and also that Christmas 
in Great Britain is always a time for demonstrating 
that feeling of good will, and therefore it was the best 
time to show its relief. 

"Before the war there was in the industrial life of 
England very much too much of the conservative spirit 
which let well enough alone and which said 'Why 
should we change from the methods of our fathers" 
That was undesirable and inefficient spirit, and could 
only have resulted in a serious setback to England '8 

commercial spirit. It was that spirit which had. been 
allowed to grow that made it very much easier for 
Germany to get her large trade. The reason that 
spirit had been allowed to grow was because to many 
in England the game of success did not seem qnite 
worth the candle, and the spirit of the love of ease was 
considered more desirable than the love of efficiency. 

"We have learned that the productive ability of this 
small country is, when pushed hard, very much greater 
than heretofore has been considered possible. With 
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the great manufacturing districts of Northern France 
in the hands of the soldiers and producing no material, 
with restrictions which made importation from Amer
ica and other foreign countries practically impossible, 
the manufacturing sections of this country have gesred 
themselves up to such a rate that they have not only 
supplied ns in Great Britain with all the merchandise 
we want and more, but they have furnished enormous 
amounts for France, Italy, and sO' on. 

"I cannot speak too highly of the splendid work that 
the women of this country have done at that moment 
when their assistance was so necessary. They grasped 
the oar and pnlled with all their might to bring this 
boat into harbor, and they have raised themselves enor
mously in the respect of the entire community as being 
efficient in those things in which heretofore they have 
had not much opportunity of proving themselves. 

"General wages, it is hoped, will not seriously drop 
from their present rates. It will become difficnlt to 
maintain them artificially; on the other hand the stand
ards of living must be maintained by every effort which 
those who are leading in any way in this country can 
use. As far ail we are concerned we shall make no 
reductions in wages or salaries in this store. 

"There has thus far been no important relaxation 
in the control of raw material. Certain things have 
been released and we expect this relaxation to come 
very quickly; I cannot discover that there is any seri
ous desire on the part of the government to maintain 
the control, except perhaps in the matter of wool and 
where the distribution of the raw material must he 
safeguarded by the state and where manufacturers 
must be safeguarded for preventing in any way any 
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profiteering. The business men of Great Britain have 
as a very general rule been splendidly patriotic and un
selfish, thinking during the past four years or so that 
the great thing was to win the war rather than that 
their individual selves should be protects-d. 

"The impression that I would convey, if I were 
speaking to the merchants and business meri of Amer
ica, is that the spirit of the business men of Great 
Britain is right. The present condition of mind is as 
one would like to see it-in the direction of reasonable
ness, good judgment and the safeguarding of the state; 
and the more we men of business recognize that each 
one of our institutions, or businesses, or whatever we 
choose to call them, is one of the assets of the state, 
then the more nearly do we bring our occupation called 
business into the line of a profession, using the word 
profession in the highest sense of the term. 

"Every merchant is asking himself, What about 
business for the coming months and years? Prophecy 
is unsatisfactory work, but we have concluded that we 
shall push business with utmost effort and energy; that 
we shall work harder than ever to adopt new ideas." 

Sir Stephenson Kent, one of the big 'industrial lead
ers and employers in England, is in charge of the in
dustrial demobilization work. During the war his con
ferences with American employers and labor groups 
were among the most helpful in bringing to light the 
size of the job we had in hand. Here is his view of the 
British situation: 

"In making any statement about the industrial situ
ation in England it is inevitable that difficulties should 
be dwelt upon. The problems with which we are faced 
are obvious; solutions are often obscure or only half-
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revealed. But it would be a mistake to infer that be
cause perplexities abound the outlook depresses. The 
tasks and dangers confronting us at the beginning of 
the war were of far greater magnitude. Nevertheless, 
though prophets of evil were not wanting, the tasks 
have been performed and the dangers overcome. Thus 
the great experience of the recent past justifies us in 
turning our faces to the future in a spirit of reasonable 
optimism. 

"It is not easy to define briefly the mutual attitude 
of employer and workman during the war. The cOm
plicating factor was the interposition of a third party
the state. The improved terms granted by employers 
-vastly higher wages, shorter hours, improved wel
f~re conditions-may be attributed, justly no doubt, in 
part to the overriding necessity of stimulating output; 
in part to the assistance given by the state to employers 
who initiated welfare work in their factories; and in 
part to the power of employers to recoup· themselves 
for the grant of higher wages by the adjustment of 
their contract prices. The workers in pressing' for 
such improvements as I have indicated, as well as a 
.share in factory management, have no doubt been 
influenced by the high price of food, the spectacle of 
profiteering in some quarters, and apprehensions for 
their post-war future owing to the transformation of 
mechanical methods and the inrush of semiskilled men 
and women into the highly skilled crafts. 

"But it would be a great mistake to conclude that the 
workers have been influenced merely by self-interest 
and that the employers have made only those conces
sions for which they could procure an equivalent from 

I the state. Behind all these superficial indications of 
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interested feeling there has undoubtedly been on both 
sides a conscious working for a great common end, 
which even divergent interests have not been able to ob
scure. Employers-by assenting to a national scheme 
for the periodic revision of wages in various industries, 
by conceding greatly reduced hours of work, by agree
ing in many cases to the shop-conlmittee system and in 
some leading instances strongly promoting it, and by 
doing what they could amid the rapid turmoil of enor
mous war production to humanize the conditions of 
factory life-have displayed a spirit of humanity and 
quickness to appreciate the lessons taught by the con
centrated industrial experience of the last four years. 
Again, the hard, willing, devoted work of the millions 
engaged on the output of munitions can be appreciated 
only by those who have been able to study it at close 
range; but as strikes which have occurred may have 
attracted attention disproportionate to their relative 
significance it ia worth pointing out here that notwith
standing the reactions of war strain the time lost 
through trade disputes during the period of the war 
has been an exceedingly small fraction of the whole 
working time. 

"As to how far the better elements of feeling and 
practical experience produced in the atmosphere of 
war will be solidified and made permanent in the less 
acutely idealistic days of peace, much will depend upon 
the whole commercial position after the coming period 
of transition. Prophecies are out of the question. 
The most hopefnl prospect lies in developing the spirit 
of mutual respect and understanding between employ
ers and their workers to which I have already made 
reference. Bring parties with competing interests 
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round the same table, let them ventilate thE\ir differ
ences freely face to face, and we may look for an 
atmosphere in which fair-minded acco=odation be
comes possible. 

"It is with that goal in view that the government is 
actively promoting the Whitley scheme of joint indus
trial councils, Bupplemented by industrial-reconstruc
tion oommittees linking up with the work of the trade 
boards and existing representative joint bodies. It is 
also maintaining trade-union advisory committees at 
the headquarters of government departments, as well 
as local-labor advisory committees to assist in decen
tralized administration. 

"It may still be possible to discern a really acute 
difference between the aims of even 'good' employers 
and 'good' workmen. The employers realize that high 
wages and attractive conditions are necessary to pro
duce contented workers, but they claim that increased 
output is an indispensable accompaniment of these. 
On the other hand the worker is apt to suspect in sug
gestions of payment by results, in scienti1i.c manage
ment and in efficiency methods an attack on collective 
bargaining and the menace of considerable unemploy
ment. The workers ask not only for comfort in the 
present but security for the future, and for some 
measure of control of the industry in which they are 
concerned. It is in this general situation that the pro
motion of direct negotiation and joint action as between 
the employing and employed classes is seen to be of the 
first importance. 

"Apart from labor questions perhaps the greatest 
problem facing British industry at present from the 
employer's point of view is the fact that while on the 
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one hand the costs of raw materials and of production 
are very high there is on the other hand apprehension 
that prices of manufactured articles may fall heavily. 
As a consequence, though the need of the world for 
manufactured articles has never been greater and 
masses of orders are waiting to be placed, manufac
turers in many cases are hanging back. 

"The questions of the readaptation of plant and of 
taxation are also factors in the internal situation, 
while, looking to the outside, the recovery of markets 
and trade connections is an issue of prime urgency. 
From a narrowly national standpoint-such a stand
point as might have seemed natural before we had 
all learned the lessons of the great war-it might be 
said that America is not specially interested and con
cerned in our solving these problems of ours. But 
these are not pre-war days and I think that perhaps 
in America as well as in England we shall try to sur
vey things in a more comprehensive and generous 
spirit. No doubt labor policies in England and Amer
ica must sooner or later follow the same broad lines. 
Interchange of views, experience and experiments 
should be of great interest and value to both conntries. 

"It may be said that industry tends toward inter
nationalization and that the international relations of 
labor are only less close than those of capital. A de
mand is springing up in all countries-and not only on 
the side of labor-for an international code of indus
try: a flexible code, susceptible of local modifications, 
which would remove some of the local fears with which 
employers listen to the demands of labor. Employers 
in anyone conntry are deterred from making such 
concessions by fear of foreign competition. This may 
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or may not be a valid argument, but it would clearly be 
advantageous to all parties to reconstruct the founda
tions of industrial life in such a way.as to restore the 
confidence which is now so often lacking among the 
three partners in the world's work-employers, em
ployed and the state. 

"U is not for England to teach America. Eugland 
and America are fellow learners in the school of world 
experience. We may exchange thoughts, ideas, sug
gestions and records to our mutual and lasting advan
tage, but one would hesitate a long time before assum
ing a didactic attitude on any of the subjects I have 
touched upon. Closer and more frequent consultation 
would, I think, be very desirable, and possibly we may 
in the future see conferences taking place periodically 
betweeu the Departments of Labor of the United King
dom and the United States. 

"Nothing but good can come from exchange of ideas 
and experience, and I look forward to the day when 
such questions as hours of the working week will be a 
matter of international discussion governed by inter
national experience and by international demand. Se
curity of employment and certainty of market should 
be our goal, and only by international discussions and 
agreements shall we be able to achieve our common 
aim." 



CHAPTER VI 

HOW BBITISH LABOR SEES IT 

EVERY labor question in Great Britain is at the 
same time a political question. This fact 

should be kept in mind at all times or much that is go
ing on in the industrial world here in England will not 
be fully understood. For those of us who look on la
bor matters from the American point of view this ad
monition is especially necessary. In the United States 
the labor movement and all its particular trade-union 
activities may be said to be a complete and self-con
tained affair, apart from the currents of politics. La
bor's program is never merged into or wholly identi
fied with that of the existing national parties. 

There is a sense, of course, in which every live indus
trial topic in a free country is also political or govern
mental. When a large body of men press for the set
tlement of any question or the adoption of certain 
measures, department heads, legislatures, governors, 
and even Presidents may be moved to take a hand. 
Still all this, with us at any rate, is more or less acci
dental. It is not supposed to be the business of our 
public officials, and certainly not the business of party 
chiefs, to engage very actively in framing or further
ing industrial policies for the labor forces of the coun
try. And we have no distinctive party comprised of 
Labor representatives for the special purpose of send
ing men of their own choosing to Congress or to state 
legislatures. 

In Great Britain the line of separation between labor 
17. 
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and politiCal machinery is obliterated. Questions like 
the eight-hour day, minimum wage, child labor, employ
ment of women and collective bargaining are not merely 
subjects for discussion between employers and em
ployed or between trade unions and employers' asso
ciations; they are among the principal concerns of the 
political parties, and the very special concern of one 
partY in particular: The Labor Party.' 

The promotion of specific reforms or legislation in 
which the manual workers are interested more often 
takes the form in Great Britain of political than of 
trade-union action. The campaign is the accepted sub
stitute for the general strike. .As a matter of fact 
both forms of agitation, industrial and political, go on 
simultaneously, the latter, however, excelling in vigor 
and in general public interest. Parliamentary action 
is regarded as by far the more desirable method of 
getting results, the strike as an inferior and desperate 
resort. 

To capture Parliament-that is, to win a majority of 
seat's in the House of Commons--is labor's aim. This 
done, industrial reconstruction maY be brought about 
in a constitutional way, the British way. .And when a 
given course can be described as typically British the 
last word has been said for it. 

The Labor Party is as characteristic a creation of 
the British labor movement as is the corresponding 
industrial body, the Trades-Union Congress. Most of 
the trade unions of the country are affiliated with both, 
supply the bulk of the funds by means of a levy upon 
their local treasuries or assessment on their members, 
and through delegates selected for the purpose they 

• See page 572, The Labor P&rt7 ConBtitutiOD. 
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direct the affairs of both the Labor Party and the 
Trades-Union Congress., 

Strictly sp!laking, the Labor Party is not a political 
party as we ordinarily understand it. It is, in fact, a 
federation of labor organizations, plus a number of 
socialist societies, plus a miscellaneous alliance of trade 
councils, professional groups and a sprinkling of men 
and women-writers, lecturers, clergymen, social 
workers, "intellectuals" and others-all of whom com
bine, not as spokesmen for any specific interest such as 
mining, teaching, printing or the like, but definitely as 
labor politicians. 

And right here another word of explanation is in 
order. The term politician as the British use it never 
carries with it implications of the sort with which we 
are unhappily familiar. You don't insult anybody 
here with it. You merely describe an interest of his, 
or a chief occupation, as if you said of a man that he 
is a doctor, engineer, journalist or soldier. 

Parliament, as I have mentioned, is the goal of the 
Labor Party's efforts; the majority of the party's rep
resentatives in the House of Commons have always 
been trade-union leaders. There have been times when 
men not members of unions have sat in the House as the 
party's spokesmen; because of their work for the party 
or for the labor movement in general they were taken 
into the fold, given a place in the party's conncils, and 
backed as the party's candidates in an election. In the 
general election held last December not one of this out
side group won. Every man of the sixty who were 
elected on the Labor Party ticket holds some trade
union office or is directly connected with some labor 
organization. 
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The newspapers were not slow in seizing on this 
result the moment the figures were known. "Labor 
Cleans House," "Loyal Labor ,Wins,~' "Pacifism 
Down and Out"-these are among the milder headlines 
by which the country was apprised of the verdict. 
There can be no question as to what the five million 
and more voters---women were among them for the 
first tillle---had in mind when they gave victory to the 
banners of Mr. lloyd George and his ticket. Much 
more even than the men the women seem to have made 
loyalty to the country their acid test in casting their 
first vote; and rightly or wrongly they singled out can
didates on the basis of this simple test for slaughter or 
success. Only a deliberateness of selection such as 
this can explain the apparently overwhelming victory 
of the Prime Minister. The country decided to stand 
by the present government, which had conducted the 
war to a successful conclusion, and to return ouly those 
Labor candidates whose record left no doubt as to 
their position throughout the war and their intention' 
as regards the fate of its instigators. This much is 
clear, for all the hubbub of explanation and commen
tary. 

But what the headlines and first impressions failed to 
show was the very important fact that the aggregate 
difference in the votes between the winning and the 
losing parties was not more than half a million, a slen
der enough margin, though, as I have said, by no means 
controverting the decisiveness of the verdict. 

To understand how labor views the immediate future 
in Britain, what its policies are and are likely to be, we 
must go behind the returns and see just what did hap
pen in the election. The topic is as full of life to-day 
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as it was in December; in fact, much more BO. Labor 
has its own idea as to what the verdict of the election 
meant, and it is proceeding to carry out in a pretty 
definite way the mandate that it believes the country 
has given it. 

In the United States our habit on the morning after 
election is to let bygones be bygones· and forget poli
tics, unless we have some personal interest or cause at 
stake, until the open season is on again. It is quite 
the other way here; especially so with the Labor forces, . 
which just at present are unusually busy. And labor, 
or Labor, is on the map these days, politically speak
ing; also industrially and internationally speaking. 

In the British labor movement there have been cYl'les 
of interest and of indifference as regards mixing labor 
and politics. For a long time there was opposition to 
labor's going out of its regular trade-action course in 
order to obtain conditions or concessions that it de
manded. At the present moment the pendulum has 
·swnng in the direction of great hopes, though some
what modified by the poorer election showing than was 
expected-hopes of controlling Parliament in the near 
future and setting up a Labor government for the 
United Kingdom. 

In 1900 the fusion of trade-union and socialist forces 
resulted in the birth of the Labor Party. From that 
time forward the political growth of labor has pro
ceeded apace. In 1906 twenty-nine out of fifty candi
dates on the Labor ticket captured seats in the House 
of Commons, formed themselves into a parliamentary 
party with their own whips and officers, and launched 
the Labor Party as a going concern and political con-
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testant. In 1910, the party :fighting in seventy-eight 
constituencies ca:rned forty of them. 

Up to the beginning of the war a generally compact, 
well-organized group of trade-union and socialist mem
bers in the House of Co=ons worked with more or 
less internal harmony to promote industrial measures, 
such as prevention of unemployment, improvement in 
factory and mining conditions, nationalization of min
eral resources, and the protection of unions against re
strictions regarded as detrimental to the interests of 
labor. The war immediately worked confusion and 
disunity in the ranks of political labor. The partuer
ship of labor and socialist groups looked to be at an 
end. Broadly speaking the line of cleavage between 
the trade unions and the socialists seemed to be this: 
The trade unions unhesitatingly sprang to the support 
of the government in its move against the German 
peril; they took what was described as the national, 
the patriotic viewpoint. The socialists, on the other 
hand, proclaimed their international viewpoint, which 
was generally branded throughout the country as un
patriotic and pro-German, not even possessing the 
crude virtues of that large group of German socialists 
who, misled or coerced into believing that their coun
try was in danger, stood by their own government. 

The Asquith Ministry invited the coiipertJtion of 
the trade-union members in Parliament and appointed 
to various posts men like Arthur Henderson of the 
Iron-Founders; Roberts of the Typographical Asso
ciation; and Brace of the Miners. Later, under Mr. 
Lloyd George, other trade-union men appeared in 
large numbers as government officials. Clynes, the 
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Food Controller, belongs to the Gas Workers-now 
called the General Workers Union; Hodge, the Pen
sion Minister, to the Steel Smelters; and Barnes, the 
labor member of the War Cabinet, to the Engineers. 

While the trade-union wing of the party increased 
and strengthened its connection with the war admin
istration the socialists pursued an opposite course, 
forming an aggressive left wing, which was bitterly as
sailed by the public in general and more especially by 
the trade-union leaders of the party. 

Then carrie the December, 1918, election. You may 
buttonhole a dozen different individuals and the cer
tainty is that you will get about as many individual 
explanations as to what the general election in Great 
Britain really signified. You will soon give up hope 
of getting' anything that might be called a consensus 
of opinion. 

Lloyd George fathered and headed the so-called 
Coalition ticket. The Coalitionist will tell you that 
the country showed that it wanted the Prime Minister 
in and the "old gang" out. The veteran Liberal 
maintains that the people have been pushed off their 
feet by a forced election, sprung when nobody was look
ing and when there was no real issue before the coun
try. Labor asks you to look at its two and a half 
million votes, with two-tbirds of the soldiers unable to 
cast their ballot, and say if things are not looking up. 

There is no question that labor on the whole expected 
a larger result, though the gain is, as we shall see, one 
to be most respectfully considered..· Fewer seats were 
won than showed in the prospect. To some extent la
bor campaigned on anticoalition lines; which meant, 
for all practical purposes, anti-Lloyd George. ShorUy 
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before the election Labor Party delegates in an aU
day conference decided to withdraw from all participa
tion in the Lloyd George administration. This act, 
coupled with the fact that it carried among its candi
dates fifty known to be left-wing "radicals and paci
fists," placed the labor campaign under very obvious 
disadvantage so far as the contest before the country 
WIUI Concerned. 

Nevertheless the Labor Party made a showing which 
promises to make it the principal opposition party in 
the next Parliament, a role full of interesting possibili
ties. Only about half of the total electorate went to 
the polls, and out of that number labor secured nearly 
one-quarter-that is to say, two and a half million 
votes out of ten million. The whole of the left social
ist wing WIUI wiped out. There were sixty labor can
didates elected out of the 361 in the field; no fewer 
than twenty-eight of these come from the miners' 
unions; the unskilled workers won five seats; shipbnild
ing and other crafts, eleven. 

The outstanding fact is the return of trade union
ists and the defeat of aU others. Mr. Henderson's 
defeat despite his war record-the loss of one son in 
action and the service in the field of his two other 
sons-was the undoubted result of a misunderstand
ing of his loyalty and intense desire to see Prnssianism 
destroyed. 

Now one reason for stressing this election result is 
its bearing on the international drama which is about 
to open both in the Paris Peace Conference and in 
the labor conference also to be held in Paris. 

By the trade unionists just elected there is no mis
apprehension &s to the country's intentions so recently 
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registered. Women, six million of them, newly en
franchised, helped to emphasize the decision. The 
conntry has swnng toward the right, expressing its 
determination for a clean finish to the war job, still 
incomplete. There is no escaping that conclusion, 
whichever way the figures are studied, and whatever 
may be one's personal feeling as to the justice or in
justice meted out in the case of snndry nnsuccessful 
candidates. Where there were 290 Conservatives in 
the old House of Commons there are well over 390 in 
the new House. The Liberal Party has been squeezed 
out of existence, and though the Labor Party repre
sentation has greatly increased its strength it is dis
tinctly more conservative or moderate in complexion 
than it was with its mixture of right and left wings in 
the House. 

On the last Saturday night in December, when the re
turns showed how the conntry had voted, a discomfited 
candidate declared: "The people have not been heard 
from yet." 

His friend quietly rejoined: "Well, there must 
have been a few people among that five million which 
went Coalition." 

Mr. CIynes judged the situation more wisely. "Of 
course we accept the verdict of the poll," he said. 
"Labor needs no other weapon to secure its ends. 
The masses of wage earners form the greater part of 
the electorate, and there is no change in our social or
der, no economic alteration which organized workers 
desire which they could not obtain from the floor of 
the House of Commons if they preferred to send their 
representatives in large enough numbers. 

"Labor, as we desire to see it, should stand for or-
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der; it should stand for the law,because the time may 
come when labor may have to make the law; and if 
labor wishes to see that example followed labor must 
not hesitate to set the example. The verdict of the 
poll for the time being is a verdict which labor men 
should accept, and I protest against these open in
vitations to the wage earners to use the weapon of the 
strik; and seek to menace either the public or Parlia
ment with the threat that men will come out in the 
street and leave the workshops because the men have 
not been returned to the House of Commons. I do 
not think that any labor man at any time need fear 
the loss of anything worth having by indulgiug in a 
little candor. Certainly, it is more than possible that 
in the early years to come public confidence in the 
capacity of labor to legislate will increase. I hope to 
see the unity, which in such large degree was shown 
among all classes for the purposes of the war, continue 
for the purposes of peace and for the attainment of 
mutual benefit in the future." 

Doubtless the words I have just quoted represent 
what may be called the normal view of labor, both as 
regards the election aud the spirit in which the in
dustrial policies of the near future are to be framed. 
And yet it must be pointed out that from a survey of 
the labor viewpoint the present position is both satis
factory and unsatisfactory. Labor has strengthened 
its position in the House of Commons. This is clear 
enough. But it has not strengthened it in any rea
sonable proportion to the increase of its voting power 
in the country. That means that what may not incon
ceivably be a dangerous situation has been created. 
Labor has made up its mind that certain reforms shall 
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become law, and that its voice in the affairs of the na
tion shall be effective in the carrying out of these re
forms_ It is committed to the carrying out of these 
reforms. It is committed to the constitutional method 
-a large portion of labor is. Another section shows 
impatience with this legal procedure. They advocate 
direct action, the weapon of the strike and industrial 
paralysis. 

On the present moderate group in the House will fall 
the burden of demonstrating the parliamentary ad
vantage in fighting, for example, for a general eight
hour day. During the election strong labor leaders 
said that an effective Labor Party inside the House was 
the surest guaranty against outbreaks of Bolshevism 
outside. They have now to make their claim good. 

What may be expected to happen' That depends 
on two or three uncertain factors; on whether, for ex
ample, Mr. Lloyd George holds his followers or parts 
company with them. On the face of it the Prime Min
ister's position is impregnable, for he will have behind 
him five-sixths of the House of Commons. The Prime 
Minister's pace is somewhat faster than is usual to 
some of his supporters, and he may decline to slow 
down or they to speed up. Such a development may 
arise, particularly when questions like land national
ization come to be tackled. 

An early approach by the government to the most 
urgent social-reform problems is certainly to be looked 
for, with the qualified support of all parties in the 
House. The Labor Party will support such reforms 
in principle, but urge that they be made more sweep
ing. How far the Prime Minister's majority will go 
with him is but guesswork at present. But the Prime 
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Minister's words the other day, have a special sig- .. 
nificance-if the government did not do its best to ful
fil the promises madll he would no longer be the head 
of the government, but would go back to the people and 
ask for a renewal of their confidence. 

On a good many questions the labor members may 
find themselves very largely at one with the govern
ment.· On others they are sure not to be. In such a 
matter as railway nationalization, for example, dif
ferences are certain to arise on at least two points. 
The first will be on the issue whether the state shall 
acquire the railways or control their management, as 
it has done throughout the war. There are a number 
of railroad directors in the House of Commons who 
will resist state ownership and stand out for control 
exercised through commissions. Labor will be in solid 
opposition to any such proposal. It is out for full 
ownership, and demands, moreover, representation for 
the workers in the management. 

The Prime Minister has pledged himself to full na
tionalization of the railroads. But then will come-the 
second battle--on the question of the price to be paid 
to the present stockholders. Proposals that touch 
men's pockets are apt to be looked at from different 
angles. 

That is one example of the differences that are bound 
to arise between labor and the government all along 
the line. They will arise beyond any question on the 
first budget the Chancellor of the Exchequer presents, 
for labor is pledged to the proposition of a tax on 
capital-a proposition which the whole Conservative 
Party will fight to the death. On Ireland there can be 
little agreement. Tariff questions will not produce 
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'quite so acute a division, for labor is not solid on this 
matter. On tariffs, however, the official labor policy 
is to press for a system of international industrial 
legislation which will make measures for the shutting 
out of "dumped" goods unnecessary. That policy is 
to be pushed at the Paris Labor Conference. 

But the question on which the most serious attention 
is fixed is whether there will or will not be a manifesta
tion of what is known as "direct" action-that is to 
say, strikes and violence-as a means of enforcing the 
will of labor. All the responsible labor leaders have 
denounced such action repeatedly and emphatically. 
Mr. Henderson has condenmed the suggestion again 
and again. So has Mr. J. H. Thomas. So has Mr. 
Clynes. Practically the whole of the sixty labor mem
bers just returned to Parliament would be against it. 
But that does not wholly dispose of the danger. The 
recent election, as Mr. Ramsay MacDonald declared 
amid a thunder of cheers at one Albert Hall meeting, 
is an open incentive to direct action. A volume of 
votes that should have given labor 170 seats in the 
House of Commons has, by the chances of the ballot 
box, given it sixty, and those sixty are ranged against 
a solid majority that constitutes the Prime Minister 
an unchallenged dictator if he chooses to use his power 
in that way. Certain sections of labor are taking the 
view that since the road of political action is barred 
against them the only hope left is to try some other. 

Bolshevism, however that term is interpreted, haa 
taken firm root nowhere in Great Britain. In 1917, 
when the Soviets in Russia were in the first flush of 
their career, a great labor conference was held at Leeds 
with the object of establishing a system of workers' 
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and soldiers' councils throughout Great Britain. The- -
conference had little support from the moderate men in 
the labor movement and it left no permanent result 
behind it at all 

But though there is no Bolshevism in Britain to
day that does not mean that the recurring symptoms 
of Bolshevism can be ignored. The madness that has 
made~navoc of Russia has a tendency to blow westward. 
It msy stop at the Rhine, but it will not stop even at 
the North Sea if unwisely dealt with. 

For that kind of manifestation two or three danger 
spots have to be noted. One is the South Wales min
ing valleys; another is the shipyards of the Clyde; 
another the machine shops in the Midlands. There 
are signs and omens on the Clyde and elsewhere to 
which all those who are qualifiea to judge attach im
portance. Bolshevism mayor msy not increase; that 
will be determined largely on industrial grounds. If 
demobilization is well organized, employment is good, 
wages are high and msnagement open-minded, there 
will be no serious fears of grave labor troubles. But 
if there is any breakdown in the restarting of industry, 
if there is cause for knots of unemployed to gather at 
street corners and organize red-flag processions, Brit
ish ministers may find themselves faced with about as 
big a problem as the war itself. 

One vital factor in the situation is the worker'S real
ization of his place in industry. That is true to-day 
as it has never been true before. Hitherto the poten
tiality of power has been there, but it could never be 
realized for lack of efficient organization. The labor 
movement has passed beyond that point now. Just 
before the war broke out a huge trade-union merger 
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was effected. An amalgamation was carried out bring
ing into one association the federated unions of the 
miners, the' railwaymen and the transport worker&
carters, dockers, tramwaymen and other&-through
out the kingdom. This "Triple Alliance," as it is 
termed, embraces something like, a million and a quarter 
workers. 

It cannot be forgotten that there has been some fore
taste, even during the war, of drastic labor action. 
Last November a big labor demonstration was to be 
held at the Albert Hall, London's largest auditorium. 
When everything had been arranged the trustees of 
the hall canceled the contract on the ground that "no 
revolutionary sentiments would be encouraged." 

The organizers of the meeting appealed to a certain 
government department. The department said it could 
not interfere in the matter. 

At this point the electricians' trade union heard what 
was happening. They forthwith cut off all the electric 
light in the hall while a big concert was in progress. 
That was ouly a beginning. The second step was to 
see that all the trains on the Underground Railway 
passed the stations serving the Albert Hall without 
stopping, and the third to arrange that no omnibus 
and no taxicab should put down passengers anywhere 
within a mile of the hall There was no need to carry 
these latter projects into effect, for the government 
department that had been unable to interfere got busy. 
The trustees were told they had got to carry out their 
contract, and the end of the affair was that instead 
of one labor demonstration two were held, on succes
sive evenings. There was an element of British good 
humor in the situation that kept everybody cheerful, 
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but no one who had any knowledge of the situation was 
blind to the significance of such an incident. 

At present, as has been said, the sky is fairly clear, 
and if there is a disposition to meet labor's program 
fairly there is no reason why it should not lemain clear. 
But the situation is emphatically not one that lends 
itself to bungling or insincerities. 

With the end of the war there came a revival of in
terest in the idea of labor internationalism. Labor 
is naturally anxious to bring the full weight of its in
fluence to bear upon the making of peace and intends 
to present to the Peace Congress a comprehensive 
·statement of its view upon the problems of the settle
ment. 

Labor. asks in the first place for direct representa
tion in the official Peace Congress, but is not likely to 
get it in the form for which it asked. It is probable, 
however, that labor will be represented in the Indus
trial Commission which this country is expected to set 
up in connection with the Peace Congress, as it has 
done already with the establishment of a League of 
Nations section under the chairmanship of Lord Rob
ert Cecil. Its appointment is an earnest on the gov
ernment side that labor questions will receive a proper 
share of attention in the Peace Congress. Both the 
British and the French Governments have shown a 
disposition to consult organized labor on the question 
of international labor legislation, and even seem pre
pared to associate labor representatives with their own 
plenipotentiaries in preparing proposals for submis
sion to the Peace Copgress. The Paris conference is 
intended to focus labor opinion on the problem of peace, 
especially upon two points in regard to which labor is 
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extremely anxious to make its influence felt. One 
point is the formulating of a charter of international 
labor legislation. Henderson, the leader of British la
bor, who is chiefly responsible for the promotion of the 
conference, has stated in the course of the last few 
days the labor view on this matter as follows: 

"Labor's view is that the adoption of the charter of 
international labor legislation which it will be the task 
of the conference to formulate is one of the necessary 
safeguards of future peace. Economic antagonisms 
between nations, unfair competition in trade, all help 
to intensify national jealousies and sow the seeds of 
war. The way to deal with this problem is to work for 
an approximate equality of conditions in all countries 
and to maintain these conditions by the authority and 
influence of the League of Nations." 

These are the ideas with which labor men approach 
the question of peace. The purpose of the coming 
conference is to give effect to labor's conception of a 
satisfactory settlement of the war. In this confer
ence all the working-class organizations of the several 
countries will be represented. It will probably sit in 
two sections: A trades-union conference composed of 
representatives from national bodies like the American 
Federation of Labor, the Confederation Generale du 
Travail, the British Trades Union Congress, possibly 
also the British General Federation of Trade Unions, 
and other bodies from Scandinavia, Belgium and else
where; and a political section of the conference, organ
ized to some extent on the basis of the old Interna
national Socialist Bureau. Joint sessions are to be 
arranged between the industrial and political sections 
in order to compare notes and present a common pro-
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gram to the Peace Congress. Together the two groups 
or sections will produce a program of international 
labor legislation which the Peace Congress will be in
vited to incorporate in the Peace Treaty, and will sug
gest machinery for maintaining and extending these 
international provisions in connection with tbe League 
of Nations. The program has yet to be worked out. 
What is in the minds of the leaders is first of all pro
tection for the women and children in industry, meas
ures against sweating, and the limitation of hours of 
work, and factory legislation for the protection of the 
workers generally under international auspices. 
What is expected to result from the discussions upon 
this phase of the peace problem is some form of in
ternational machinery for purposes of supervision 
and control, in connection with the League of Nations, 
over the national industries. 

It is obvions that labor attaches to the League of 
Nations power to deal with questions not usually re
garded as coming within its scope. Ultimately, it is 
evident, labor expects to see the -league become the 
great authority in the world, dealing not only with 
political matters and questions of foreigu policy but 
with economic problems and the trade relations of one 
country with another and the world at large. . 

In any international program or body representa
tive of labor forces the dominating influences will 
doubtless be the British and the American contingents. 
The purposes and the organization of the American 
Federation of Labor are well known, the policy thus 
far pursued being one of straight trade-union activity, 
free from national political affiliations. 

In Britain, on the other hand, the labor forces al-
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ways present a dual character, as we have seen-the 
political and the industrial. There is no such simplic
ity either of purpose or of organization so character
istic of the American labor movement, and because of 
this fact there is a good deal of bewilderment in the 
mind of the average onlooker here; one is never sure 
of unanimity, never sure that· the pronouncement of 
one group one day will not be offset by the counter 
manifesto of other groups on succeeding days. 

The truth is that there are several labor movements 
in Great Britain, held together by the slenderest of 
threads and presenting a united front mainly for the 
accomplishment of specific ends. All the while these 
movements and forces are contending for mastery. 
To be sure, one's reliance is always on the trusted and 
tried leaders, who represent the prevailing moderate 
spirit of the British worker and the tendency of most 
people here to seek to win whatever ends they have 
in view through constitutional methods. 

But an appreciation of labor's view of the indus
trial future in the country, and of its coming activities 
in the larger arena of European politics and industrial 
policy, requires a brief explanation of what the Brit
ish labor movement really is. 

The total trade-union membership of the country is 
five million and a quarter. The General Federation 
of Trade Unions includes about one hundred and fifty 
unions belonging to some twenty industries. The 
more important unions outside of this federation are 
the Amalgamated Society of Engineers, the Miners' 
Federation of Great Britain, and the National Union 
of Railwaymen, with a membership of more than a 
million and a half. 
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The General Federation is an industrial body look
ing after purely trade-organization interests. The 
Trades Union Congress, with a more complete trade
union representation, is the general forum and policy
declaring body for the labor movement, With a Parlia
mentary section, in which matters of legislation and 
relations with various governmental agencies are con
sidered. 

Within the unions themselves vital differences of 
opinion prevail. There is the endless contest between 
organization along craft lines and along industrial 
lines. The question of labor merged into larger groups 
is a source of much controversy; and finally the re
verse question of splitting up into smaller units, such 
as shop-steward groups, a tendency away from strong 
central control, constantly threatens the stability of 
the bigger unions. 

A special instance of the movement toward large 
units is the Triple Industrial Alliance I have already 
mentioned, of the National Union of Railwaymen, the 
Miners' Federation of Great Britain and The Na
tional Transport Workers' Federation. This body is 
designed to insure joint action where joint interests 
are concerned, and though its members are not bound 
to support each other in a strike it is planned that all 
members should be informed of any strike which is 
contemplated and all should then discuss the desirabil
ity of joint action. Here is, in fact, a tentative step 
toward the "one big union"; and though its power 
would be almost invincible if joint action occurred it 
shows no sign of absorbing other unions, and it there
fore stands outside the main conflicts of the trade
union world referrsd to above. It may be noted that 
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the three members of it are already practicaIIy in
dustrial unions in the fuII sense. The cotton industry 
and the mining industry are almost unique in being able 
to draw for their officials on men who have had any 
kind of special training. In the cotton industry the 
complications of price listl' has led to the appointment 
of experts in every district, who are chosen practicaIIy 
on the basis of a competitive examination. In the 
mining industry miners' agents and check weighers 
also require considerable technical knowledge beyond 
that of mere industrial skill. 

This is perhaps the reason why the organization in 
these two industries has been so complete and effective. 
Again, in the mining industry certain districts, in par
ticular South Wales and Lanarkshire,. have shown a 
tendency in thoir industrial organization to adopt ex
tremist leaders and to press on the national organiza
tion an extreme industrial program. The fact that in 
both South Wales and Lanarkshire conditions of life 
are exceptionaIIy bad is probably more than a coinci
dence, and though certain propagandist efforts cannot 
be left out of account the evil conditions which made 
these districts a fertile field for agitation must be con
sidered as one, at least, of the factors in their irrecon
cilable attitude. 

To sum up, therefore, labor industriaIIy is repre
sented by a very complicated set of organizations. 
There is a tendency in them toward larger units, but 
there are forces which tell powerfuIIy against it and 
which at least will make it a slow process. There is 
a weakness in the lack of trained administrative of
ficials and there is a grave danger in the overcentral
ization of the machinery of many of the big unions. 
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There is, in brief, a lack .of cohesion in the movement 
as a whole, even on questions of purely trade-union 
policy. 

These weaknesses are not new. They were, in fact, 
inevitable in the condition in which trade unions took 
their birth and grew to their present stature. For 
that reason there have been those periods during which 
industrial labor has oscillated between the two methods 
of attaining ita ends-the industrial and the political. 
A perfect industrial organization would be supreme at 
all times but the weaknesses of imperfect organization 
gave success to the industrial struggle only when other 
circumstances were favorable to its ends. When, how
ever, such conditions told against it and its efforts 
resulted in failure there was a natural reaction toward 
those who insisted that greater resnlts might be ob
tained by the political method. The story of labor in 
this country may be regarded on the broadest lines as 
falling into three stages, of which two are complete. 
It had first to fight for the right to organize. Only 
a short time ago trade unions were illegal associations, 
and leaders of such illegal movements were liable to 
deportstion and were actually deported for their ac
tivities. When the right to organize had been gained, 
the next step was ·to organize up and down the land. 
The legal position of a trade union is still a somewhat 
indefinite thing. But it may be said that substantially 
trade unions have a large measure of freedom. Now 
that that freedom has been gained, the next stage, of 
which we have seen only the beginning, is the stage in 
which the masses are groping for the effective control 
of industrial power. 

Labor's organization has grown out of a myriad 
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scattered organizations, each jealous of its own rights; 
its political machinery is based on the acceptance of 
candidates by an affiliated union or other affiliated body 
and by the local organization of the party. These con
siderations once more emphasize the importance of 
continually bearing in mind the dual organization of 
labor, the two phases, industrial and political, which 
continually react, neither of which can be appreciated 
without a consideration of the other. 

A word must be said concerning connections with 
organized labor outside the United Kingdom. Here 
again the two phases of industrial and political organ
ization are apparent. Industrially, international or
ganization has not yet become of much importance. 
International organization exists in some thirty-two 
British trades or crafts, of which the most important 
are the International Miners' Federation and the In
ternational Textile Workers' Federation. Besides 
these there is the general body known as the Interna
tional Federation of Trade Unions, which covers 
twenty-one countries, including practically all those in 
which there is a trade-union movement. The func
tions of this body are mainly confined to the holding 
of an annual conference and to an attempt to arrange 
for an interchange of industrial information between 
the organized workers of the various countries. It has 
also attempted to produce a uniform set of labor sta
tistics, though without much success. Great Britain 
is represented on it by the General Federation of Trade 
Unions, which, as has been seen, covers only a portion 
of the organized workers in the kingdom and does not 
include some of the biggest and most powerful unions. 
It seems possible, however, that this body may gain 



HOW BRITISH LABOR SEES IT 199 

a new importance and may wield more practical in
fluence in the future if, as is anticipated, international 
labor legislation becomes a regular function of a 
League of Nations. 

The political organization of labor internationally is 
of much greater importance. The origin of the Inter
national was due to Karl Marx, and it is interesting 
to- remember that its genesis took place in London in 
1864, though it is only since 1889 that regular meetings 
have been held and it was in 1900 that was formed the 
permanent body known as the International Socialist 
Bureau. The connection between the bureau and the 
labor and socialist organizations of Great Britain 
is secured by a joint committee known as the 
British section of the International Socialist Bu
reau. This body consists of five delegates from 
the La.bor Party: two from the Independent Labor 
Party, two from the British Socialist Party and 
one from the Fabian Society, together with the three 
British delegates to the central body. The apparent 
collapse of the whole international movement when 
faced with the outbreak of a European war can easily 
be exaggerated; strong common elements on which it 
could be rebuilt subsisted, except in the case of the 
Germans; and the efforts which were made from time 
to time to secure its resurrection have not been without 
their effect. 

Many circumstances now continue to secure for it a 
new and more promising future, though it has also to 
face new difficulties. On the one hand there is 1Ihe 
increasing feeling of solidarity among the workers of 
the various nations, on the other the sharper differ
ences among the labor and socialist bodies; and just 
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as the Labor Party in Great Britain has had to find 
a working arrangement with the industrial organiza
tion, so too the International on the question of inter-. 
national labor legislation will have to secure coopera
tion with the International Trade-Union Federation. 
In Great Britain the coordination was easy since the 
personnel, industrial and political, is so largely the 
same. Internationally there is greater divergence, 
and the great labor movement of America, thougb 
represented on the International Trade-Union Federa
tion, has not so far a separate political organization, 
and if it had it would probably find the atmosphere of 
the International much too extreme. Hence the In
ternational will find it difficult to secure a real coher
ence on industrial matters. 

A much more serious difficulty in the way of inter
national solidarity is the 'split within the national or
ganizations as regards the attitude toward the Russian 
Bolsheviki and their claims to represent the Russian 
people. So far as this country is concerned, its ver
dict is on record. The moderate and dominant see
tions of the labor movement, opposed to anarchy, have 
carried the day, and credentials from Bolshevist 
sources will be most critically examined. It is the con
viction of more than one leader here that the greatest 
menace to the success of the Russian Revolution has 
been the terrorists who seized the reins, kept the people 
in check by a liberal sprinkling of funds and machine 
guns, and who have no hope of remaining in control 
except as they can duplicate the Russian chaos, de
strnction of industry and capture of all labor organiza
tions in other countries. Hope lies in the solid centre 
bloc typified by men like J. H. Thomas and Clynes and 
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Henderson. The lurking danger lies in the smaller 
revolutionary bodies, often fortunate in clever political 
leadership, and their power to exploit industrial fric
tion or political disoontent. 

The ·danger of revolution is, however small, never 
negligible. At a time when the apparently unassail
able autocracy of Russia has crumbled away, when 
Europe almost from end to end is in chaos, it is no 
longer safe to regard even the soundest of systems as 
exempt from assault. The revolutionary spirit is 
abroad and the international organization of labor 
provides numerous channels for its transference here 
if circumstances not now apparent make British labor 
a suitable host for infection. 

It is necessary to point out briefly what are the 
characteristics of the labor movement in Europe. In 
France we have again the duality of an industrial and 
a political movement. The Confederation Generale 
du Travail is the industrial organization and the Parti 
Socialiste the political. Both are small, measured by 
membership-about 600,000 in the case of the C. G. T., 
and 60,000 in the case of the Parti-but their influence 
and importance are not to be gaged in this way. The 
Socialist Party, for example, obtained 102 seats in the 
Chamber of Deputies, the total number of deputies be
ing 602. Besides the 102 members of the Socialist 
Party there are thirty "Independent" Socialist depu
ties. 

Both organizations-that is, the Parti and the C. G. 
T.-represent broadly the same point of view. This 
year arrangements have been made for the closer union 
of the two organizations and for better oooperation in 
their joint aims. The political movement differs from 



202 MANAGEMENT AND MEN 

the British labor movement, however, most character
istically in the nature of its leadership and in its 
theory. It is essentially doctrinaire, its leaders "in
tellectuals," with a distinct philosophic bent in their 
writings and propaganda; its general policy and atti
tude are in this country regarded as extreme. 

The Italian labor movement is in outline very sim
ilar to the French. On the industrial side is the Con
federazione Generale de Lavoro, and on the political, 
the Socialist Party. Political unity is not so marked 
as in the case of France, and during the war the gov
ernment re!lElived support from some elements of the 
extreme left as well as from the right. The general 
tendencies in both the industrial and political move
ments, however, a.rt! very extreme, more so even than 
of the French, and approximate closely to those of 
the Socialist Labor Party in England. 

In Norway and Sweden the radical movement is 
strong and is in close alliance with the labor organiza
tions. Having been subjected to Bolshevik propa
ganda it has become more extreme and may develop 
dangerously in spite of the moderation of its best
known leaders, such as Branting. The movement has 
also gained ground in Denmark. 

Recent events in Holland have served to bring into 
prominence the divisions of the movement-a right 
group, the center, and the party generally, led by 
Troelstra; and the left or extremist wing-and have 
given some indication of its aims and strength. The 
revolutionary movement commanded the adhesion of 
only a minority of the workers; had Troelstra not been 
so sure of his victory as to announce publicly when 
the revolution would begin the revolutionaries might 
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have been temporarily successful in a coup d'etat. As 
it was, the result was an overwhelming demonstration 
of loyalty to the constitution and the Queen. 

The labor organizations themselves cali claim to 
have been the first to direct attention to the necessity 
for international labor legislation, and recently in 
England, France, Italy, the Scandinavian countries 
and In Belgium they have either urged in general or 
indicated in detail the problems to be tackled-the right 
of trade-union combination, the restriction of danger
ous trades, the provision of holidays and leisure, in
surance, the regulation of the employment of juvenile 
and female labor and so on. The practical accomplish
ment of the international regulation of these, and of 
humane conditions of industry in general, means an 
infinite accumulation of detailed knowledge; and none 
is better fitted by experience and by interest to assist 
in its collection and to interpret it for the guidance 
of legislatures than is organized labor. If, therefore, 
this problem is tackled by a League of Nations as one 
of its essential functions, one at least of the main 
present mistrusts of labor will have been removed. 
Moderate labor leaders in all the European countries 
will be able to strengthen their position by the solid 
argument of something done. 

There is one final factor which cannot be left out of 
account, and that is Russia. It should be first of all 
noted that Russia-or at all events the Bolshevik ele
ments which now control it-has no place or function 
in the securing of better industrial conditions by meana 
of interuational legislation. The Bolshevik theory 
does not allow of any compromise with existing govern. 
ment or of any action which would involve any recogni. 
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tion of its rights. International legislation or agree
ment binding the individual states to place certain re
strictions on industry is something to which Russian 
representatives could not subscribe, since in their po
litical and industrial system the employer or manage
ment as we know it does not exist. It is not, therefore, 
in this practical field that Russian influence may be felt. 

Its importance lies in its determined propaganda, the 
destructiveness of which it would be fatal to underesti
mate. 

All parties, political or industrial, are striving to
ward ideals which even their most fervid adherents 
admit are incapable of attainment except by slow 
progress. Their policy is to make that progress as 
rapidly as possible, but step by step. Even the so
cialistic theory of Marx looked to an evolution in 
which industrialism must live its full life-and collapse 
eventually. It was in fact this argument which the 
majority socialists in Germany employed to fortify 
their support of German imperialism during the war, 
urging that the sooner Germany reached the dominant 
position to which she was undoubtedly progressing, 
the sooner would capitalism have run its course; and 
in, the face of this universal doctrine of slow evolution 
-toward whatever end-the extremist who demanded 
a sudden overthrow of industrial organization at one 
blow laid himself open to the charge of the maddest 
unreason. 

Bolshevism in Russia, however, has persuaded a cer
tain type of mind that the apparently impossible can 
be done, and that the results, good or ill, can be sus
tained. Adherents of extreme doctrines are doubting 
now whether they should not revise their ideas as to 



HOW BRITISH LABOR SEES IT 205 
\ 

the means by which their ideals can be attained, and 
this attitude of doubt is fertile soil for Bolshevik prop
aganda. In England, where most of the leaders of 
labor are hard-headed men from the industries, not 
prone to vague enthusiasms, there is naturally a ten
dency to judge by results and to refuse to be stam.
peded into support of the Bolshevik method or end, 
with news daily flowing into England of atrocities, 
famine and industrial chaos in Russia. But it must 
not be forgotten that the declared intention of the 
Bolshevik Government is to secure international rev
olution, and that it is led by men who are experts 
trained for the purpose. They count it a gain to split 
any movement, provided one section be more extreme 
than the original was as a whole. 

He would be a wizard indeed who attempted to chart 
or predict the course of industrial events for the 
months to come. There is still too much confusion; 
our knowledge of the situation in various countries is 
too incomplete for any clear indication of the direction 
in which the discordant forces covered by the phrases 
"labor movement" and "labor viewpoint" are mov
ing. Weare certain of the course that American 
labor will pursue both in its home and its international 
policy. Behind Mr. Gompers and his colleagues there 
stands a solid body of trade-union opinion and sup
port, the fruit of years of growth and experience. 

Back of the elected leaders and spokesmen of the 
British labor forces there is a powerful body of mod
tlrate, typically British workers who will resist to the 
utmost any excursions into unknown fields of industrial 
experimenting at the expense of a movement which 
took a century of struggle to bring to its present stage. 
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Cooperating with these forces for constructive meth
ods are the most respected employers and managers, 
and a body of public opinion favorable to tbe cause of 
labor's advance. 

Britain and America will no doubt have more to do 
with shaping the course of events in Europe than all 
other countries combined. But the path of labor's 
representatives from the English-speaking countries 
will not be an easy one. Plans or traps, as one may 
choose to view them., have been laid for the capture of 
the delegations. Rumors will soon fiy thick; propa
gandists are on the job; nothing will be overlooked that 
may give tbe impression in Great Britain and in Amer
ica that trusted leaders have succumbed to the pro
jects of npheavaL But Continental Europe will find 
tbat neither British nor American representatives are 
novices. Labor in both countries not only looks for
ward to a peace period marked by orderly progress in 
industrial relations but is especially impressed by the 
tremendous importance of maintaining industry in
tact in order to save the victims of Europe's industrial 
chaos. 

That a new international note is coming into the 
English-speaking labor world is obvions. There is 
a tendency to regard the results of tbe recent general 
election as a condemnation of interuational entangle
ment. To the extent tbat such entanglement imports 
an alien spirit into labor policy and implies a disre
gard of natural typical loyalties of the people there 
were indeed both condemnation and repudiation. 

Yet even during tbe war British labor kept alive the 
idea of interuationallabor relations through the inter-
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allied conferences, which were held in London in 1915, 
1917 and 1918. At these conferences labor's views on 
the meaning of the world war and its solutions of the 
problems raised by it were set forth in the well-known 
Memorandum of War Aims. 

Summing up the labor viewpoint and situation in 
Great Britain I should say that the outstanding event 
that ;m make the year 1919 a landmark in these mat
ters is the definite emergence of the Labor Party as 
the goverument's chief alternative and opposition 
party. It is the old labor party enlarged and definitely 
reconstituted. 

About a year ago the party constitution was changed 
in order to strengthen the membership and give it 
greater weight in political life. One innovation was 
the formal recognition of the interest of "all pro
ducers by hand or brain." Unlike Bolshevists, the 
Labor Party does not regard the industrial organizer, 
specialist and manager as anathema. He is an in
dispensable factor in production, unless, as in Russia, 
industry is to be reduced to primitive conditions of 

'barter. It is of interest to note that lately Lenine has 
been pleading with his coadjutors to entice the fugitive 
employers and managers back by most extravagant 
sums of money, in order to resurrect the dead in
dustries of his country. 

The present leaders of the Labor Party are clear
headed patriotic men, with experience in building up 
and with a keen industrial sense. Backed by the 
strong Trades-Union Congress, which recently sig
nalized its fiftieth birthday by sending a message of 
congratulation to the Forces, the prospects on which 
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the majority of the labor forces base their hopes are 
good. It is not conceivable that the present govern
ment will disappoint these hopes. 

Signs point to a far-reaching program of national 
reforms on which labor, government and thinking em
ployers will nnite. The keynote is: "Make Britain 
a good conntry to live in; its industries fit places to 
work in." 
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WITH ILLUSTRATIVE MATERIAL 

LABOR'S STA.TEMENT 
ON 

THE HOUSING PROBLEM AFTER THE WAR 

THB ItXTRBllB URGENCY 

On no subjeet--not even tbat of demobiJization--1s it SO urgent 
that Parliament and the Government should come to a decision of 
policy as on houoing. Once a decision has been come to with re
gard to tbe method of demobilizing the Army, or with regard to the 
transfer of the 3,000,000 munition workers to productive employ
ment, there need be no delay in carrying out the decision. But 
houeeo do not become instantly ready for occupation on the Gov
ernment giving the order. Many months must neceoearily elapee 
between the decision to provide dwellings and the entry of the 
families into theee new homes. It is emphaticaIly a matter for the 
present War Cabinet within the next few weeks. If the Labor 
Party is unable to get the Government to decide its housing policy 
many months in advance of peace, the new houses will not be in 

'ezistence for the soldiers to return to. 

THB nTBHT or THII SHOBTAGB 

What creates the urgency is, in moot parts of Great Britain and 
in Dublin and Belfast, the appalling shortage of hoUBea for the wage 
earners, and the consequent overerowding, notwithstanding the tem
porary absence of 5,000,000 men in the Army and Navy. This 
shortage is due to three causes-

( .. ) We were already overerowded ten years ago. No family, 
large or amall, ougbt anywhere to be living more tban two persons 
to a room-yet the eenaua of 1901 showed that, in Eugland and 
Wales alone, there were then no fewer than 2,667,506 persons living 
(in tenements of one to four rooms) moro lha .. 'IDO '0 .. room. In 
the southern half of Scotland and in some parts of Ireland (nota
bly Dublin and Belfast) conditions were even worse. In Glasgow, 

209 
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for example, where every room in the artisan's house is used III 

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. aetually 
more than three persons to a room. Overcrowding is even worse 
amongat the metal workers and miners of Coatbridge, where more 
than three-fourths of the population (76.7 per cent.) were living 
in one and t .. o-roomed houses; nearly 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 SO,OOO new 
working-class dwellinga 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 bnilding of 
working-class cottages and tenements; and from 1907 onward the 
nnmber of new houses built to let at lesa than lOs. per week rapidly 
declined, and (including all municipal, rural landlord, and philan
thropic bnilding) it has latterly, taking the country as a whole, 
year by year fallen far short of the annual increase of population. 
Thus the shortage in all the districts in which the population has 
been increasing became acute. 

(c) During the three years of war all such building (e"cept in 
about a dozen "munition areas," specially subsidized by the Gov
ernment) has ceased-it has, in faet, been prohibited. 

The result is tbat, in nearly all tbe towns of Great Britain, as 
also in Dublin and Belfast, in all tbe mining districts, and in nearly 
all tbe agricultural areas of England and Wales, and.in parts of 
Scotland tbe overcrowding 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 e.timate the deficiency of working-<llaas cottages and flats at 
half-a-million. Thia 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 shillinga a week, aceording to size, are nrgently required. 

WHAT WILL HAPPEN WHEN THE RENT IIESTIIICl'ION ACt EXPIRICS t 
At present (although the Act is often evaded) landlords are pr .... 

vented from raising rents above the pre-war figure by tbe Restric
tion of Rent and Mortgagee Act. These Iandlorde complain that 
the Act is depriving them of several million pounde a year of in
come. It is due to expire ail< mouths after peace is proclaimed. 
Unless something is done there will then be, in many towns, and 
in many mining and agricuJtora1 districts, a bound up in rents, 



APPENDIX A !tIl 

80metimes of as much as 5s. a week I Such a rise, just in the midst 
of the indnetrial dislocation caused by the discharge of half the en
tire ~ class from the munition works and the Army, 
would caUse the most severe distress. 

Of course, the Rent Restriction Act might, by a new Statute, be 
continued in force. But the Aet cannot be eontinued indefinitely. 
The only way to prevent ''Bearcity renm" is to get the requisite mil
lion new dwellings aetnaJ\y ready for oeeupation. 

WHO IS TO BlllLD THE NEW CO'l'TAGBIl' 

The times will be bad for speeoIative building; all materials will 
continue dear fo~ yeaJB to eome; loans of capital will be hard to get, 
and the rate of intereet will remain high. If specnIative builders 
found no profit in putting up working-class dwellings before the 
war, it is plain that tbey will be quite unable to do 80 under the 
more adverse conditions that will now prevail. We cannot possibly 
allow grants of public money to private builders. COOperative s0-

cieties will find it equally impossible to build without loss. We 
cannot rely on philanthropic landowners and chariteble trusts for 
more than a triJling proportion of tbe need. What are called ''pub
lic utility societies" (in which the shareholders eontent themselves 
with 5 per cent. dividends) cannot now operate without subsidies 
from public funds. 

It seems clear that no one but the municipalities and the National 
Government can possibly shonider the task of building 1,000,000 
new rural and urban dwellinga-5,OOO,OOO additional roolD&-which 
may eost at the high prices that will prevail, at lesat £250,000,000. 

THE OOVDNHENT POLler 

Tbe duty of providing houses for the people is at present placed 
on the local anthorities (Town and District Counci\a; in London the 
L. C. C. and Metropolitan Borough Councils; in Scotland the 
Burgh Councils), which have very large powers under the Housing 
Acta But the Councilors (who often have bouses of their own 
to let) are usnally unwilling to proceed at all; they are very much 
afraid of any charge on the ratee; and they never decide to make 
anything like an adequate increase in the number of dwellings avail
able for wag.......-uing families. In face of the higb prices for m .... 
teriala and tbe increased rate of interest for loans no local anthority 
can nowadays put up working-e\asa dweIIinga of any kind-any 
more than the BpeeoIative builder ean-otherwiae than with • heavy 
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annual deficit, which would become a change on the rates. No 
local anthority will incur this loss. 

The Government accordingly adopted the policy (annonnced in 
the House of Commona 27th November, 1914) of a Free Grimt 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 enahle the local authority to charge the customary rents and 
yet avoid loss. As publicly declared by Lord Rhondda, this is still 
the Government policy, but during the war it has been put in opera,. 
tion only in about a dozen "mnnition areas" where additional houses 
were most urgently required. In these eases 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 tbese houses 
built. It is plain tbat, after the war, there will, equally, be no otber 
way. 

What we have to secure is tbat tbe abaolutely necessary 1,000,000 
new dwellings shall be built, where tbey are wanted, of tbe kind that 
is wanted, as soon as they are wanted. The rate at which tbe wbole 
1,000,000 can be put up must depend on tbe materials and Jabor 
being available. But aasuming that sulIicient materiaIa can be pro
vided, and that men of tbe building trades would otberwise be nn~ 
employed, the whole 1,000,000 new houses ougbt to be completed 
within four years from tbe declaration of peace. It must be remem
bered that, after tbe war, the population of tbe Untied Kingdom 
will be fully as large as it was before tbe war. Great as bave been 
tbe loases by war, they are more tbail counterbalanced by tbe almost 
complete stoppage of emigration during tbe war. Emigration will 
doubtleas begin again when peace comes, hut it is very doubtful 
wbether it will at once assume its former proportionS. Hence we 
shall still be needing at least 100,000 additional new houses a year, 
even after tbe present sbortage of 1,000,000 is made up, as long as 
the population continues to increase at ita present rate. 

WHAT THE GOVERNHENT OUGHT TO BB CALLED UPOIl' TO DO AT OIl'C& 

What is urgently needed is an ;"."..diM, decision as to the Gov
ernment housing policy, so that all tbe neeessary preparationo ean 
be made in advance, ready for the actnaI building to begin the day 
after peace is declared. 

(a) Th, G"" ..... m ... , musl promplly 'nform an lhe local _hori
fie. Ihat Ih. requisite 1,000,000 ...", dwelling. ,".'" gol 10 b. built, 
and lhal each pl_ will "011. il8 assigned quota. 
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The loeal authorities will eertamIy hang back; some will not want 
to have any more working-class dwellings; property owners will 
everywhere prefer to let rents go to scarcity figures; hsidIy any 
Council will be ready to build either quickly or enough. The three 
Local Government Boards for England and Wales, Scotland, and 
Ireland onght to fix and officially proclaim the quota of new dwell
ings that each loeal authority must, within four years, get built
taking into account, for each place, such statistics as (i.) the num
ber of persons living more than two to a room at the census of 
19111' (ii.) the subsequent estimated increase or decrease of popu
lation; (iii.) the estimated number of dwellings needed to be closed 
as insanitary; and (iv.) the number of dwellings to let. 

(b) Th. local authority .hould IW.rywher. be required to deeide, 
within one month, whether or nof it will .... dertak. fo build the quota 
th ... /iud, "pon fhe terms off.r.d by th. Gov ........... t. 

It is better that the loeal authority should build for its own dis
triot than that the Central Government should have to lindertake 
the task; and the local authority should, therefore, be given the 
option of doing its duty. But it is, in the national interest, imper .... 
tive that the full number of new dwellings of the kind required 
should aotualJy he put up within the allotted time; and if any local 
authority (which is now temporarily outside the control of the local 
electorste) will not undertake its share of the task, the Central 
Goverument will simply have to do the work itself. A declaration 
to this effeot "ill bring most recalcitrant Councilors to reason. If 
they lind that the new dwellings will anyhow be built in their dis
trict, they will prefer the work to be undertaken hy their own 
Council rather than by the Goverument Department. 

But the Local Government Board must make it clear that the 
scheme will involve no charge on the rstes. The Free Grant from 
the Exchequer (in addition to the loan of the rest of the cost on the 
hest possible terms I must he sufficient to enable the balance sheet to 
show no annual deficit, counting on' rents within the aotual means of 
wage-earning tenants and certaiuly no more than those customary 
in the locality, and providing for the actual cost of the sites, the 
swollen expense of building, sufficient allowance for management 
and repairs, and whatever interest and sinking fund the Government 
requires. 

(e) Th.land m ... t b. at once .. cur.d (ar a legal opt;"" obtmined) 
under th_ ... ",mary prOCU' 0' fla_ D.' ..... 0' th_ R.alm Act ar .ome 
equally .pe.dy procedur •. 

If land has to be acquired under the Housing Acts, not only is 
the compensation 80metimss excessive (which wi\! n~ he 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 authority a couple 
of years between deciding on a housing scheme and getting posses
sion of the site chosen. Unless the Government 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 soldiere to 
come back to. 

(d) The pia ... '1111181 equaUy be prepared and approved in aavancej 
and the IOOllI authorities should be required 10 have Ihem reaay 
within three months of the decision to provide so many dweUings. 

The Local Government Board might, for' the sake of expedition 
and economy, supply every local authority witb alternative seta of 
model plans; but we do not want a uniformly ugly "Government 
cottage" dumped down all over tbe country! The model plans 
should be sent only as auggestions for tbe assistance of the loeal 
authority, to be adapted to local 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
stmction; each home to be "self-contained"; with rooms of adequate 
1Ioor space, height, and window lighting; properly equipped with 
kitchen range with hot water fittings, stoves, sinks, and gas and 
water laid on (wbere available); witb sutlicient cupboards and 
storage for food and coal; and invariably "ith a fitted bath. Every 
cottage must stand in ita own garden of not less than one-eighth 
of an acre. We ought to determine that the 1,000,000 "DwelIings 
of the Great Peace" shall he a model for the ensuing generation. 

ee) The Gov..........u mtlBl for fo .... years •• c"'. "priorily" for 
Ihe.e 1,000,000 working-clas. dweUing. aB regards aU building ma
lerials. 

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). Aa between 
nations, there will probably have to be an international control of 
exportable surpluses, so tbat each can get ita abare. Within each 
nation the Government will have to control all supplies, and asaign 
what can be spared to tbe different object&, on the principle of 
"first things first," Thus tbe only building that can be permitted 
(until supplies become abundant) will be that which is urgently 
required, not for private profit or the personal comfort of tbe rieh, 
but in the public interest, Along with the necessary renewing or 
enlarging of factories, railways, public enterprises, etc., must come, 
in the 1Irst 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 
"l1lX1l1'Y" buildings until tbe shortsge in cottsges has been made 
good. This "priority" needs to be emphasized. 

(f) The 1,000,000 ne .. dw.Uings should b. "".rywher. b.g .... tI,. 
day afl ... peace is dec/ar.d; but .hould be proce.ded .. ilh, mo .. ,h 
by moftlh, 81rict'll ... correspondence wilh 110. supply of buildi .. g 
lrodeo .. orkmen, so as 10 leave praclicalig ...... of Ih.m of any lime 
.. _ploy.tl. 

T1ul sooner the whole 1,000,000 new dwellings are completed the 
better for the nation (and the earlier we can let the Rent Restric
tion Act expire and aafely restore to the property owner his free.
dom to eharge whatever rent he can get!). But it will depend on 
the War Office how qnickly the hundreds of thousands of brick
layers, masons, carpentere, plasterers, plumbers, and building la
borers are released from the Army, or from the other occupations 
to which they have had to turn. The Employment Exchanges, which 
will have to pay tbese building operatives tbeir 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 
sopply of labor and thus prevent unemployment. • 

(g) Wh.... 110. local a .. ,horily obslinal.ly r.f..... 10 b .. ild the 
quola assig .. ed 10 ii, Ihe Local Governme .. 1 Board should its.lf 
IInderloke 110. building, p/acjng 110. work under Ih. supenJision 0' a 
local committ •• appoi,,'ed by ils.lf, on .. hieh 110. Trades Council, 
'''' local Trade Union br<mches, and 110. local .. om ... •• Modustrial 
organUatio ... • ho .. 1d be represented. 

The nation cannot afford to permit the shortage of working-class 
dwellings to continue. even where the local 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, 
itee1f to build. It can offer the local authority the dwellings when 
completed, either at cost price 1... the usual Free Grant, or at a 
valuation. 

THE COST 

To huild, properly and healthily. 1,000,000 new working-class 
dwellings in all parts of the United Kingdom in both rural and 
urban areas may probably cost, at the high prices that will prevail, 
£250,000,000 (the coat of five or six weeks of the war). But even 
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charging no more than the rents customary in each locality, prob
ably £200,000,000 of this cost would be no more than a aound fInan
cial investment, covering not only repairs, management, and interest, 
but also a ainking fund to repay the whole debt within 60 years. The 
real expense would be represented by the Free Grant from the Ex
chequer to enable the severel 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 authorities 
to avoid any charge on the retes 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,
OOO-less than ten days' cost of the war; less even than would be 
covered by a continuation for three months of the excess profits tax I 
The nation cannot afford not to do it. 

REPORT BY MINISTRY OF RECONSTRUCTION 
ON 

HOUSING IN ENGLAND AND WALES 

I. A LAIw" TASK 

One of our greatest and most urgent tasks after the war will be 
to seenre good and healthy homes for all. We should aim that the 
houses of the future be well built, have sufficient aceommodation, 
and that there be enough of them to prevent overcrowding. They 
should have sufficient light and air and not be built in long monoto
nous rows. Sufficient open space, not merely for health but for 
amenity, should be provided, and adequate gardena. Moreover, in 
the plans of the houses and the lay-out of the \and regard must be 
had to beauty as well as health. Not merely should the planning of 
the MVI houses and their surroundings aatisfy this high standard, 
but uisfing houses, wbich are defective or insanitary, should be 
made thoroughly fit or be demolished. The crowded slum areas and 
narrow courts which diafigure 80 many of our towns and which bave 
caused 80 much disease and suffering should be cleared or properly 
restored. 

All this may aound ideal, but the gigantic transformatious which 
have taken place during the war give bope that in time we may 
achieve the whole of this task. Of ""nne, it will take time, and we 
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shall have to work by stag .. and must make sme that each step is a 
safe and sure one. But if we set out with that earnestness of 
purpose and energy which we have shown in the war, this tranafor
mation of Britain will be aecomplisbed. This is a duty we owe to 
ourselves, but still more to the men serving overseas who bave given 
up so much and who must be assured of decent and healthy homes 
when their lighting is over. 

The Housing problem has not arisen out of the war, but bas merely 
been rendered more urgent and more diftlcult by its e1I'ects. Even 
befon. 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
crowded conditions in narrow streets of houses or tenements with
out adequate light and air or open spaces. Many of the houses 
and tenements themselves were quite unlit for human beings to live 
in. EIJM y.ar of th, war made conditio ... coRBiderablg 1Oor.6, and, 
as we shall show, the present Housing problem may be now stated 
as consisting in: 

(II) A shortage of houses amounting to between 300,000 and 
400,000 for England and Wales. Thi. is quite apart from any 
further shortage which would be ereated by the closing of slum 
houses. 

(b) A large number of defective and insauitary houses which are 
unlit 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 IIrst to have 
sufficient houses well planned and' well laid out; secondly, to close 
and demolish unlit houses, or to see that they are properly and 
thorongbly repaired; and thirdly, to clear and improve the slum 
areas which disfigure 80 many of our towns. It is the object of this 
booklet to show the measures which will be necessary in order to 
achieve this. But to do so, it is 1Iret necessary to review briefly 
the position before the war and to see what steps were being token 
to improve conditions, and why they had failed to attain' their 
object. 

ll. HOUSING BuoBJI TBE W AB 

Tm: SHORTAGE 01' HOUSES 

According to the Report of the Census of 1911 no fewer than 
one-tenth of the population were living under overcrowded condi
tiOIUl. 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 .ottsge 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 thi. 
standard gives some idea how serious was the shortsge of hous ... 
It is true that in some cases overcrowding was due to the fact that 
the family could not afford to pay for su1llcient 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 fact that large massee of people were 
overcrowded simply because there was not sufficient house room. To 
quote a weU·known·phrase, there was ''no room to live." 

The shortsge 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 tme there were 
some places and districte 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 shortsge was wid:l8pread. 

DEFECTIVE AND INSANITARY DWELLINGS 

The trouble did not end with the mere shortsge of houseo 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 reporta of the Medical Officers 
of Hcalth of the various Borough, Urban, and Rural District Coun
cils testified to these defective conditions. 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, tbough 
capable of repair, they were, in fact, not touched, and in their exist
ing state were not reasonably fit for human beings to dwell in. 
Here sgain it is importaot to remember that the conditions existed 
both in town and country. 

SLUll ABIWI 

In maoy towns there were whole areas, sometimes large, sometim .. 
smsll, which were overcrowded with houseo and in which there was a 
deficiency of adequate air and light. In th... districts the streets 
aod courts were narrow and sunless, aod the conditions eould not be 
dealt with merely by improving the individual houseo but required 
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the e1earance and improvement of the whole area. Theee slum areas, 
in the main, were to be found in the 1arger towns, but they also 
existed in quite sma\l country towns, and even in villagee. Tbey 
foatered the spread of disease and prevented healthy life both physi
cal and moral 

SOJoDl lLLUSTRATIONS 

To illustrate tbe conditions we have described the official and pub
lished reports of Medical Officers of Health of two towns and two 
rura\ pistricts 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 otber 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 tban elsewbere, 
and this is far from being the case. 

TOWNS 

"There are probably between 40,000 and 50,000 back-to-back 
houses, a large number of which are in courtyards, or in short ter
races shut in behind houses whicb face tbe street. Much of this 
eIass of property is becoming wom out, and as a result owners are, 
to an ever-increasing extent, lessening their expenditure on its up
keep. During 1912 there were 926 houses 'represented' as unfit for 
human habitation. 

"Tbe condition of many of the older houses in tbe district cannot 
be considered satisfactory. Sunligbt and fresh air are prime neoes
sities for ensuring healtb and minimizing disease, but tbese are un
attainable iii the crowded slum, and in tbe houses with no through 
ventilation, of which there are many in your district. 

COUNTRY DlSTBI<7rS 

"Tbere is in many villages a clamant need for new and better 
dwellings, and after these bave heen erected, for the e10sure and 
demolition of many of the old ones. Certain villages bave suffered 
evident demoralization as a result of the slow deterioration of the 
housing conditions of the pcople. 

"There were forty-nine cottages inspected last year in which noth
ing short of pnlling 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 
impossible to abate the overcrowding as tbere were no other cottages 
available for the tenanta to go into. It must be bome in mind that 
were it not that cottages are so scarce thronghout tbe district, a 
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much larger number would be condemned 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 a1fairs, 
as the success or failure of these steps bas an important bearing on 
the program for housing reform which we hope to see in the future. 

m. ATTEMPTS TO IMPROVE HOUSING CONDITIONS 

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 housed. The basis of the pres
ent law is the Housing Act of 1890, but its provisions have been 
amended and enlarged hy various other Acts, particularly the Hous
ing and Town Planning Act of 1909. In addition, many of the 
provisions of the Pnblic Health Acts (partieularly the Act of 1875) 
deal with housing questions. 

Under all these Acts the Loeal Anthority-i.e., the Borough or 
Urban District Council in the towns and the Rural District Council 
in the counties, and in London for some purposes the County Coun
'cil-is the responsible authority for carrying out the law, subject to 
the general supervision of the Local Government Board. (The 
Local Authorities employ Medieal Officers of Health, Surveyors, and 
Sanitary Inspectors to assist them in carrying ont their duties.) 

THE PROVISION or HOUSES 

Under the present Housing Acts Loeal Authorities have very wide 
powers of providing houses for the working .. lasses. They may 
purchase or lease existing houses, and adapt, improve, and furnish 
them. They may purchase land (compulsorily, if neeesaary) and 
build bouses tbemselves, or they may simply purchase the land, 
make streets and sewers, and lease it upon condition that the 1_ 
erect and maintain on it approved d:wellinga for the working .. lasees. 
Tbey bave powers not only to build dwelling-houses, but also to pra
vide shops, recreation grounds, and gardens for the benefit of the 
tenants of the dweUing-bouses. For all these purposes tbey may 
borrow the fun amount from the State at the lowest rate at which 

. the State can a1ford to lend. Any four inhabitant householders in 
tbe district may complain to the Local Government Board that the 
Loeal Autbority bas failed to e::o:ercise the above powers, whereupon, 
after a publio inquiry, the Loeal Government Board may order it 
to do so. 
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In addition to conferring these powers upon Local Authorities the 
Housing Acta also make provision for the grantUig of loans by the 
State to societies and individuals erecting houses for the working
elesees. Loans can be obtained by compames or private individuele 
for this purpoee up to 60 per cent. of the value of the premises. 
Publi. Utility Societies (that is to cay, eoiiperative or other societies 
>egistered under the Induotrial and Provident Societies Acts and 
limiting their profits to 6 per cent;) may obtain ouch advance up to 
6673 per cent. 

In tlie aggregate relatively little u .. has been made of these powers, 
though in the few years immediately before the wa:r the activities of 
Local Authorities in the way of building were rapidly increasing. 
The number of houses for which loans to Local Authorities were 
_.tioned in the years ending 31st March, 1911, to 1916, were 464, 
1,021, 1,880, 3,335 and 4,408 respectively. These flguree ahow an 
encouraging increase. But it atiIl remained true that the number 
built even in the last year before the war was only a amaII propor
tion of the total required to make up the shortage of working-claea 
dwellings. 

TBlI 1llPIIOVl!KENT 01' nISTING HOUSING AND TBlI IIIWOV AL 01' 
BLlllIS 

There are extensive powers for improving the standard of uisting 
housea. Local Authorities have power to make by-laws for pre
venting overcrowding and enouriug a certain minimum of sanitation 
and convenience. The Houeing Acta require the Loeal Authorities 
to cause inspections to be made of the houses in their area,- If any 
dwelling-house it found to be in a state so dangeroue or ininriouo to -
health as to he un6t for human habitation the LoeaJ Authority must 
make a closing order prohibiting the use of the dwelliug-house for 
human habitation until it is rendered 1It. If, after a time, the house 
has not been made 1It, and is not reasonably likely to be or cannot be 
made 1It, the authority must make a "demolition order." 

In addition, in the case of houoes under certain rentals which are 
''not reasonably 1It for human habitation," the Local Anthority muet 
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 _barge him with the east. 

In the case of a house which, though not in itself un6t, obstructs 
other honses, they may order it to be pnlled down, paying the owner 
reasonable oompenastion. 

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 mede fit in this way at 
the expense of the owners waa increaaed from 19,463 in lOll to 
67,065 in 1914. Though the improvement haa been considerable and 
is encouraging, yet a great deal remains to be done. Many Local 
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 UBe of them. The problem is cloBely bound 
up with the question of shortage of houseroom. So long as tenants 
have no alternative accommodation, Lo .. 1 Authorities will hesitate 
to close houses, even though convinced of their unfitness. 

Where the powers of dealing with individual houses are inad ... 
quate owing to the whole area being so congested and so badly 
planned that only a complete clearance and rebuilding of tbe area 
will remedy the mischief, the Loeal Authority may prepare a scbeme 
for that purpose. . In that case compensation most be paid to the 
owners for the premises demolished, except in the eases of particular 
houses which could not reasonably be made lit for habitation. 

The expense of purchasing wbole areas (including often factories 
and other good buildings) and of clearing and improving them baa 
been so great that schemes have been carried out in only very few 
.casee. Only two or three schemes a year were submitted in the years 
before the war. 

There i. urgent need for devising some fair method of dealing with 
these plagu .... pota of our cities in some more economical way. 

TRB CONTROL 01' BUILDING AND TOWN PLANNING 

During the nineteenth century inercasing control over the erection 
of new houses was established. Local 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 eIample, water ...... pply and drainage for houses, the 
materials employed in their construction and height of rooms. In 
consequence of these provisions a great improvement was obtained 
in the character of the individual houses erected by private enter
prise, although considerable bardship and expense is alleged to bave 
arisen in some ..... from the inelasticity of the by-laws. (A special 
committee, onder the Chairmanship of Mr. Stepben WaJsh, M.P., 
is now considering the whole question of by-laws.) 

Valuable thougb these provisions were in raising the standard of 
individual houses, they still left the planning and laying-<>ut of areas 
to the aceident of eirenmstances. No proper foresight was exer
cised in regard to the future development of a district. Areaa were 
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used inclliferently for industrial and residential purposes, to the 
detriment of both the manufacturer and the resident. Fin&!ly, 
houses were crowded on sites in dreary monotonous rows, to the 
sacrifice both of health and amenity. 

In 1909 the firet statutory provision on the subjeet of Town Plan
ning was made in the Housing and Town-Planning Act. Power wae 
given to Loeal Authorities, with the consent of the Local Govern
ment Board, to prepare a town-planning seheme. as respeets any 
land ill, course of development or likely to be used for building pur
poses. The subjeet of Town Planning is dealt with in a separate 
pamphlet. 

IV. THE EJ'FECT OJ' THZ W AB 

The elfeet of the war has been 
(1) to inerease considerably the shortage of houses; 
(2) to suspend practieaUy &!I work in connection with the closing 

and repairing of unlit houses and the clearing of slums; 
(3) to inerease the cost of building and the rate of interest on 

eapital; 
(4) to produce an acute shortage of building materials. 

SHORT&GZ 

Since 1915 very few working-claBS houses have been built except 
in certain munition and shipbuilding areas. Even in these arese ~ 
houses have only been built where absolutely essential and in insuf,· 
ftcient quantities. 

The Loeal Government Board bave recently been making an . 
inquiry from the Local Autborities of England and Wales as to 'the 
shortage of bouses in their districts. They were asked to state the 
number of new houses which (d) were required now, and (b) should 
be built at the close of the war, to provide the necessary accommo
dation for the working claBSes in their districts. Up to date returns 
have been received from about 1,500 Authorities. They show a 
lotal of 170,000 in regard to (d), and 190,000 in regard to (b). 
Thus, if the war were to end at once there would be an immediate 
necessity for building between 300,000 and 400,000 houses. 

DDZOTIVI: HOUSE AND SLUllS 

At the same time, owing to the shortage of labor and materials 
only the most necesaary repairs have been effected. Locsl Authori
ties hsve been unable to issue Closing Orders ia. the case of defective 
houses, or to give notice to owners to repair. In 1915 tlie Local 
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Govermnent Board issued a cireular to Local Authorities suggesting 
that 

"whilst not unduly reluing the mndard of public bealth adminia
tration in their area, Loeal Authorities sbould, as far as possible, re
frain from requiring the execution of work the cost of which has to 
be home hy private individuals unless the work is urgently necessary 
for the removal of nuisances or the protection of beslth." 

The special circumstances due to the war have made this necessary, 
hut the general effect has been that the quality of existing houses has 
steadily deteriorated. Very few slum aress have been cleared or 
improvement schemes atarted. 

THII COST O. BUILDING 

The 008t of building rose considersbly during the ten years before 
the war. Since the outbreak of war the increase has been very grest, 
and it is now nearly twice as great as it was before the war. And it 
is ealcuJated that even when pesce is restored the cost wiD still be 
half as much again as it was in 1914. Thus, a hou .. which would 
have cost £200 before the war will probably cost at lesst £300 after. 
Further, owing to the inunense amount of borrowing for war pur
poses the rate of interest on capital has very much increased. 
Before the war the State was lending money for housing purposes to 
Loeal Authorities at 3% per cent., while now it can only lend at 5% 

. per cent. In this conneetion it must be home in mind that as the 
result of the Ineres .. of Rent and Mortgage Interest (War Restric
tions) Act, 1915, the rents of hou ... ·in existence before the war have 
remained at the same level as they were in 1914. 

SUPPLY O. JUTBBlALS 

Owing to the grest demand for timber and the seareity of labor 
.for brickyards and other building material industries, the supply has 
been very much reduced. This whole question is being investigated 
hy 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 inunediately after the war, and then to abow the lines 
upon which our policy must be framed in order to eecure that the 
houses are in fact built. 
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V. THE NBBD :roB ACTIO. 

ThllS the' houSing Bit~tion, bad as it was in 1914, is far more 
aeriollS as the result of the war, and the importance of dealing rap
idly and elI'eetively with the problem after the war cannot be eug
gerated. Bad and inadequate housing has seriollS elI'eots on both 
aocial and industrial conditions. It is one of the ehief ea1l8OB of the 
spread of disease, of infant mortality, and of physical deterioration, 
and also of aocial and ind1l8trial unrest. On the other hand, to huild 
a large number of new h01l8eB is easential for increased food produe
tion and rapid demobilization, and will assist in preventing unem
ployment after the war. 

EIrI'&C'.r O. BAD HOUSING ON HEALTH AND Lli'B 

It is well known that overcrowding and bad housing conditions 
bave a very seriOllS elI'eot npon hcalth. Where there is confined 
space, insufficient air, lack of sunlight, dampnees, bad drainage or 
overcrowding, disease spreads more rapidly and there is a aeriollS 
increase both of infant mortality and the general death rate. ThllS, 
Dr. Mair, who made a speoial investigation into the aubjeot, found 
that the number of deaths from pulmonary disease and the diseases 
of young children were half as much again in back-to-back houses.. 
as in ordinary dwelling-b01l8eB. 

Tbe elI'eete of overcrowding and insanitary dwelling-h01l8eB upon 
tuberculosis are notorious. An examination of the reports of the 
London Tuberculosis Dispensaries shows that one-half of tbe . pa-. 
tiente under the care of these institutions live in dwellings llrith on& 
or two rooms only. In the report of one of these dispensaries we 
1Ind: 

"Only 134 out of 76G patients suffering from definite Bigns of pul~ 
monary tuhereulosis occupied separated rooms at night time. The 
others were sleeping in rooms sbared 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 hOllSing conditions mean in individual eases may be 
iIIl1Strated from the following quotation from the report of another 
dispensary : 

"At No. 181 Mn. Simms will be found, but she is in such deep 
trouble that we hardly like to knock. For this morning early, Simms 
woke up, and ooughed and died. Uninsured, with no _vinga 01' 
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earnings, tbere poor Simms lies, and tbe live small cbildren stand 
round, looking wide-eyed and wondering on tbeir IIrst sight of Deatb. 
A starved fire lIickers in tbe grste. Tbe windows are not merely 
closed, but round tbe edges of eacb sasb is pasted tigbt a double 
strip of paper. For tbrougb tbe old and looeely-litted woodwork 
come otherwise piercing draughta on winter nigbts. These win
dows bave for long been sealed witb paper so as to ke,,!, out botb 
winter draughts and summer breezes. The paper was flIed by tb. 
preceding tenanta, who wben tbey were evicted were found to num
her fourteen in all. Fourteen souls in two small rooms with sealed 
windows. The seeds of Death were sown tbick and fast on the lIoors 
of No. lSI." 

Bad housing conditions all'ect not merely physical healtb but the 
general standard of life. How is it possible to keep a home clean 
and comfortable if it consists of two rooms only, while the family 
numher fourteen' How is it poesible to maintain decency when 
tbere are insufficient bedrooms to separate tbe sexes, or wben-88 is 
not uncommon in some of our towns-tbere is only one sanitary 
convenience to six tenements t 

BOUSING AND INDUSTRIAL UNREST 

Last year a Royal Commission was appointed to inquire into the 
causes of lndustrial Unrest. Great Britain was divided into eight 
areas and separate Commissions """mined the causes of unrest in 
each of these areas. In tbeir reports the Commissioners in seven 
out of the eigbt districts .pecifically dre", allenlion 10 the lael 01 
...... tficien' and bad housing being II co .... 01 tIM •• ,. 

Thus, those for tbe Nortb-Eastern area asy tbat they "have thougbt 
it rigbt to point out that tbe bousing question was put forward as one 
of tbe general causes of industrial unrest, whicb sbould in tbe na
tional interest be dealt with at an early date." Tbe report for tbe 
Yorkshire area empbasizes the neeessity for a large program of 
social reform after the war, "including especially sufficient increase 
in and improvement of housing accommodation." And tbe Com
missioners for Wales say "it is clear from the large amount of evi
dence received that unsatisfactory surroundings and inadequacy of 
bousing arcommodation is • factor of great importance in tbe cauaa
tion of unrest." 

I'OOD PBODUC1'ION AND 'NDI BBTUBN '1'0 TlIB LAND 

We have come to realize the importance of inereasing tbe produc
tion of bome-grown food. At present we are not getting the full 
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produce of the land owing to Iacl!: of labor. But when the war is 
over it will be possible to have a snfficient supply of lahor provided 
that the conditions ..... such as to attract the returning soldier back 
to the land Olld give him reasonable proepeets. But men ..... not 
going back to the land whatever the attractions of Oll open-air life 
unless tbey ..... reasonably sure of decent and healthy homes. While 
married soldiers, who were formerly on the land, in mOllY cases have 
cottages to return to, single men who are desirous of marrying will 
be unable to find homes in the country diatricts unless dective &tepa 
are tall.... It most be remembered, too, that the policy of plowing 
up two million additional seres of grass 1000d will necessitate in
creased labor and therefore more cottages. Thns it is essential that 
a large number of good cottages with reasonable gardens should be 
built in the country districts as early as possible. 

DBllOBlLIZA.TlOR' AND UNE1lPLOYlBNT 

At the end of the war we hope to see tbe soldiers Olld sailors 
demobilized as soon as possible, both for their sakes Olld our own. 
Apart from military exigencies and the diffieulties of transport there 
will be two questions having a very important bearing upon the speed 
with which demobilization can take place. One is the question 
whether there ..... houses for the soldiers to go to when discharged. 
The other is whether there is employment available. The transition 
from a war to a peace basis will cause, at the least, very great dis
loeation in industry and finance, and at the same time there may be 
eonsiderable unemployment. 

It will not be p~e to reestablish quickly those industries for 
which raw materiale are scarce, or have to be imported. Shipping 
will be short and will be largely oeeupied 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 a shortage of timber, 
but experiments are now being made for reducing to a minimum the 
quantity of timber nsed in the building of eottages. In aU prob
ability it may be said that at least nine-tenths of the necessary mate
risls for building, such as brick, cement, iron-mongery, slate, tiles, 
ean be produced in the eountry. 

U schemes for building as many of the necessary houses as prac
ticable were ready to be put into operstion inunediately after the 
deelaration of peace, it would materially ..... ist in solving the unem
ployment problem. Work would be provided for brickmakers and 
others engaged in the manufacture of building material: for brick
layers, masons, earpentera, joiners, Olld plumbers, Olld aU others 
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taking part in the actual building of houa... It would also provide 
direct employment for a large number of workers in roadmaking, 
sewering, and .. tate development; and indirect employment to others 
in the furnishing and other trod... It is not exaggerating to ""y 
that, having regard to the large number of housea required, work 
might be provided in this way for over one million men, and this 
would be the Iargeat single contribution to the unemployment prob
lem. The State must see that its citizen. are maintained after the 
war. It will be much better to do this by employing them on vitally 
neceasary and uaeful work than by keeping them when no longer 
wanted in the Army or granting them insurance dol.. to walk the 
streets. 

A proper houaing scheme, therefore, will not only 11\1 an urgent 
need, but will accelerats demobilization and reduce unemployment. 
If a further reason be wanted for a progressive housing policy there 
is one more convincing than all others. It 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 deeent 
home in pleasant surroundings. As Mr. Walter Long, when Presi
dent of the Local Government Board, said in reply to a deputation 
on "Houaing After the War": 

''It would indeed be a crime-a black crim_if reading as we do 
the wonderful accounts of the BU1!'erings which our heroee have to 
undergo in the trench.. • • • we sat still now and did nothing. • • • 
To let them come from horrible water-logged trench .. to something 
little better than a pigsty here would indeed be criminal on the part 
of ourselv .. , 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 ns." 

Or as Dr. Addison, Minister of Reconstruction, puts it: "Those 
who have BU1!'ered the hardebips of war and the long bittern ... of 
separation deserved better of us than to have to p ... their lives in 
& alum." 

VL Tmo HOUSIllG POLICY Arn:a 'l'HB W AB 

We have shown that the situation at the end of the war wiD con
sist in a shortage of housing amounting to between 300,000 and 
400,000 for England and Wal .. alone, and in the existence of large 
numbers of alum dwellings and alum areas. This houaing problem 
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mllSt be solved 88 early 88 poasible if we are to seeo:re homes for 
retuming soldiers. The solution is also eseential if we are to prevent 
industrial umest, to secure adequate employment, and to remove one 
of the greatest causes of infant mortality and the spread of diseas&. 

What steps are the Govemment taking to deal with this· difficult 
situation' 

The whole question is being earefully eonsidered by both the Local 
Govemment Board and the .Ministry of Reconstruction, each of .. bom 
have strong advisory eommittees on the subject. In some direetiona 
actiV&.tepa have already been taken, while in others schemes are 
being formulated. At the outset it is important to emphasia! that 
the building of new bonaes is the most urgent matter. It is no good 
thinking of clearing slum areas or of issuing Closing Orders in the 
ease of individual bad honaes unI... thers is sulIIeient alternative 
aeeommodation. 

LOCAL OOVEBNJIBNT IIOAIIIl INQUIRY 

Therefore, the 8rst etep was to asoertain whers the new houses 
wers required. For this purpose the Local Government Board, on 
28th July, 1917, sent an inquiry form to aU the Loeal Authorities in 
town and eountry asking them to state how many houses will be 
needed in their distrieta. 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 conclu
sion of thew..... This a1fOMs a good basis for preparing plans, but, 
of eourse, it must be remembersd that wbile many Loeal Authorities 
have made adequate retlU'DB, in some dietrieta the inhabitanta feel 
that the Local Authority has under....timated the shortage, wbile one
sixth of the Authorities have made no returns at aU. Probably the 
Authorities in some of these cases have been awaiting a decision 88 
to the form and eztent of the financial assistanee which was to be 
given. This has no ... · 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 schem.. for the erection of more than 150,000 
houses in aU. 

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

"All wers eonamous of the terrible shortage of houses and the fact 
that the privata builder eould not be relied upon to make good the 
de1Icleney. Henee they could only turn to the Loeal Authorities." 
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As we showed, the financial diflicnlties, 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 conclusion of 
the war, a 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 amooot 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 Stata 
will bear three-quarters of the loss and the Local Authority the 
remainder. But there are some districts where it would be a serious 
burden for the Local Authority to have to bear even a quarter of any 
loss. In all cases where one quarter of the estimated annual deftcit 
would involve the levying of a rate of more than a penny in the £ 
the Local Government Board is to have discretion to increase the 
Government grant. But the loss to be borne by the Local Authority 
in such ca .. must not be redueed below the produce of a rate of a 
penny in the £. 

This assistance is only to be available for a limiled time a!l.r Ik. 
war and subject to the eondition that in all ordinary eases building 
shall be coromeneed 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 cnrrent 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 LocaJ Authorities may be encouraged to borrow 
on their own eredit rather than to have recourse to State eapital 
funds." And again, the TreasurY ask that "It may be made quite 
clear that the precise date at which the execution of any schemes 
approved by the Board can be commeneed must depend on circnm
stances which cannot at present be foreseen, and that the 1Inancial 
position may be such that it may be necess&rY to give preeedence to 
the more urgent eases, even to the exclusion for the tim. being of the 
less urgent!J 
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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 enterpriae the Local Authority will see that a Itouaing 
scheme is prepared with as little delay as poasible. 

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 ABRANGEHENTS OJ' THE HOUSES 

As regards the plans for the construction of the houses and the 
Iaying-out of the land, the Lo~ Government Board have reeently 
issned a memorandum containing advice to Local Anthorities and 
plans. . 

It is not pOBBible 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. Oceeaionally there may be a demand for Be

commodation of a limited character-e.g., accommodation for newly
married couples 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 wonld seem desirable to avoid the erection of blocks of 
buildings containing a series of tenements. 

''It is desirable that simplicity of dasign and economy in construe
tion and general arrangements should 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 standard for working
class dwellings which may be erected by private persons. 

"The house should be designed to meet the reasonable needa of the 
prospective occupants, and the internal arrangements will, no doubt, 
be in1Iueneed to some extent by oustom of the looality and by the 
habits of the population." 

In order that no stone may be left unturned to seoure the best 
advice obtainable both as regarda economy of construction (which 
is particularly important in present circumstances) and the best 
poasible types of plans, special inquiries have been instituted. To 
deal with the first point, the Local Goveroment Board have appointed 
a committee under the chairmanship ot'Sir Tudor Walters, M.P., 
who are asked: 
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"To consider questions of building construction in connection with 
the provision of dwellings for the working classes in England and 
Wales, and report upon methods of securing economy and despatch 
in the provision of such dwellings." 

A Sub-Committee of this Committee is making practical experiments 
into the methods of cheapening construction and of getting over the 
difficulty with regard to the ahortage of timber and certain other 
materials. 

By arrangement with the Local Government Board the Institute of 
Britiah Architects has been conducting a competition for the best 
types of cottage plans. For this purpoae the country has been 
divided up into various districts and plans for each of the districts 
asked for, so that regard may be had to special local requirements 
and supply of materials. Further, it has been recognized that in 
considering the plans of new cottages, and particularly the internal 
arrangements, regard mWit be had to the convenience and comfort of 
the housewife, and that the best way of ensuring this was to inspect 
various types of hoW188 and to consult with the hoUBeWives them
selves. For this purpose, therefore, a Women'. 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 hOWiewife. 

ABB4NGllllBN"l' OlP _ AND BUILDINGS AND LAT-GUT OlP 

IISTATES 

The Local Government Board memorandum, already quoted, draws 
attention to the necessity for securing a good Iay-out of land .. hich 
is being developed by Local Authorities. In this connection regard 
must be had both to health and amenities, as the following enracta 
ahow: 

"The arrangements of houses on the site, and to some eztent the 
design of the hoosee, will depend upon the size, sitostion, and char
acter of the land, but the site sbould be so utilized as to seeure ample 
open space in connection with the houses and the best possible aspect 
for the living-rooms. The.\attu point ahould be bome in mind in 
fixing the direction of any new streets required to be eonstrueted. 

"Overcrowding of hoWl .. on a site should be avoided. Although 
BOme regard must be paid to the east of the site and the _t to 
which street works will be neeeesary, the number of boosee to be 
erected on each acre of land ahould be kept within strictly reasonable 
limite. 

"It is desirable that bouses ahould be set back from the atreet-Iine, ... 
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so 88 to allow amaII gardOllS or foreeourts to intervene between the 
hoosee and the streets. 

"It is undeeirable that long rows of houses withont a break should 
be coDBtructed; and, 88 a role, the nomber of honaes in a continnona 
row should not ""ceed eight or ten. Long rows are open to obj ..... 
tion, not only becanae overcrowding of houses on the site may be 
the reeult, bnt also becanae they give a monotonona and depressing 
appearance and prevent easy inter-oommnnication between streets." . 

No definite role h88 been laid down 88 to the nomber of houses 
which should be aIlow'ed to be built on a given area of land. But 
in the circular of the 18th March, 1918, mentioned above, it is stated 
that "the aim should be to provide that in ordinary circumstances 
not more than twelve honaee (or in agricultural areas eight honaee) 
.hould be placed on an aere of land wherever this is possible without 
materialIy increasing the cost of the scheme. This will give .ufficient 
land for gardOllS, allotments, and open .pa ... ." 

PBIVA'l'B ENTZIIPBlSII 

It should he pointed out that while the great urgency of the 
problem will make it necessary to rely on Local Authoritiee for pro
viding a large proportion of the houses required there i. no proposal 
to role out private enterprise. On the contrary, it has been definitely 
.tated by the Local Goveroment Board that: 

"the complete solution of the housing problem is not likely to be 
accomplished ""cept with the eoaperation of private enterpri.e, in
cluding public utility societiee, and that in order to secure the full 
advantage of their help it may be advisable for the State to offer 
them ssaiatance in one or other of the directions which are now under 
the consideration of a Conference sitting at the Local Goveroment 
Board." 

No definite statement can yet be made 88 to the form of assistance 
which could be given to private enterprise, or what conditions would 
have to be imposed. But a Committee hao been appointed by the 
Minister of Reconstruction, with the Right Hon. Henry Hobhou •• 88 
chairman, "To consider and advise on the practicability of aosisting 
any hodi .. or persons (other than Local Anthoritiee) to build dwell
ings for the working classes immediately after the war, whether by 
means of loans, grants, or other subsidies, and whether through the 
agencY of the State or Mnnicipal Banks or oth ...... ise." 
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80MB OTHER IHPORTANT COMMITTEES 

We have shown that the supply of building materials and tbeir 
price will be a most important factor in bousing after the war. 
The Ministry of Reconstruction, therefore, has appointed a Com
mittee, under tbe cbairmanship of Mr. J. P. Carmicbael, to inquire 
into the whole questiou of supply and price of materials. 

Acquisition of land is also an important matter in connection with 
housing, and tbere is a Committee of the Ministry of Reconstruction 
onder the cbairmanship of Mr. Leslie Scott, K.C., M.P., inquiring 
into the methods of acquiring land and of valuing it so as to insnre 
that land can he obtained at reasonable prices. 

As already stated, tbere is a Committee on the question of by-laws 
onder the cbairmanship of Mr. Stepben Walsb, M.P. 

A Committee, too, has recently been appointed (of whom Lord 
Honter is Chairman) to consider the legislation embodied in the 
Increase of Rent and Mortgage Interest (War Restrictions) Act, 
1915, and its amendments, in relation to housing after the war, and 
to recommend what steps should he taken to remove any difficulties 
which may arise in connection with it. 

While it is necessary to regard tbe provision of new honses as the 
first call upon the efforts of Local Authorities, it must he remem
hered that it will be necessary also to deal with slum dwellings and 
slum areas. 

Among other matters onder consideration are possible amendments 
of Part I. of the Finance (1909-10) Act, of Rating, and of adapta
tion of middl .... lase houses to meet the requirements of workers. 

CONCLUSION 

It will he seen that the Government is taking active stepa to 
prepare to deal with the vast housing problem whicb will arise at the 
conclusion of the war, but it eannot he stated too strongly tbat much 
of tbe success of the schemes under consideration wiU depend upon 
the active coOperation of the people generally. It is important that 
aU citizens should he foUy alive to the largeness of the task to he 
aeeomplisbed. The matter should he discussed and considered from 
every point of view. LoeaI eonsiderations should he taken into 
aeeount, and wbere necessary pressure should he broagbt to bear 
upon members of LoeaI Councils where it is felt that they are Dot 
sufficiently active. It is only by the ccOperation of aU that the ideal 
will he achieved. 
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REPORT BY MINISTRY OF RECONSTRUCTION 
ON 

RAW :MATERIALS AND EMPLOYMENT 

The supply of raw materials for industry is a fundamental prob
lem of reconstruction. Demobilization, resettlement, the revival of 
industry both for home consumption and for export, aU depend upon 
an adequate supply and a reaaonable distribution of raw materials. 
Wben 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 eotton and wool and leather and iron ore and 
other raw materials ebould be obtainable in large quantitiea. 

No one <an foresee ""IUlUy what the situation will be for some 
montha to come, but we <an make estimates of our probable needs 
and we can make provision for poasible dangers of the transition 
from war to peace. The problems interlock one with another. One 
industry <an go ahead ouly if others also are at work, and all our 
Britieb industries are dependent ultimately upon the supply of raw 
material from ahroad, and, therefore, upon our sbips. But we must 
eon1lOlltrate our attention here upon the material, leaving the position 
with regard to abipping for eonsiderstion elsewhere. 

We eball pass by for our present purpose aU raw material wbich 
is not imported into the U uited King':om. Some of our ore and 
some wool is produced here; and its production is largely dependent 
upon the amount of labor available. The same is true of brick and 
cement, the raw materials for the building trades. But as soon as 
demobilization begins we eball probably have enough labor to put 
into our home production, and therefore it is only imporled raw 
matsriaIs wbich constitute a problem. It is possible, however, to 
state that the situstion will not be so difficult as it was, until a few 
months ago, expected to be. The supply of raw materials is not 
likely to be seriously dell.cient, even in regard to those industries for 
wbich it will fall short of the normal supply. Wbat 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-

236 
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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 npon 
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 a more urgent problem than tbe problem 
of finance and commerce; and employment depends upon imported 
raw material. It is therefore on .. from tbis point of view tbat we 
shall here attempt to deacribe tbe situation with whicb we shall be 
faced during the transition from wor to peace. There were about 
2,300,000 men and 700,000 women in the metal and chemical trades 
during the Wor. Moat of these women and about 200,000 of these 
men will be leaving their occupation and seeking for non-munitions 
work. A bout three or four million men will come back from the 
:fighting forcee; and there will be a considerable transference from 
one industry to another. But the industries whicb now have lees 
labor than they had in July, 1914, are precisely thoae which need 
imported raw material. For example, the building industry hoe 
about 460,000 men lese than it then had, the textile industries 200,000 
lese, the paper and printing industries 100,000 lese. Thoae nomhera 
show that there will be work for all returning men and ex-munition 
workers ., w. htw. r.... _oriaZ. We need cotton, wool, timber, 
wood-pulp, and many other materials from abroad. Tbat is the 
general nature of the problem: but we can be yet more precise; and 
for tbis purpose it will be necessary to review shortly the probable 
position at tbe end of the Wor in the chief industries which depend 
upon imported raw material 

JlBTAL TlWl. 

Our Iron and Steel and Engineering industries depend upon 
about 7,000,000 tons of iron ore imported in a year. In 1913 out ot 
the 7,442,249 tons imported 4,714,039 tons eame from Spain, and 
since the proportion of ore in our importa hoe been maintained 
during the Wor for the oake of munitions, there will eertainly be no 
shortage. If, however, the German demand revives after tbe Wor, 
and unlese the present control is retained, the price of Spanish ore 
may rise eonsiderably. 

The problem on which employment depends in the engineering 
and allied industries is that of price and distribution. Great nom
hera of men and women will naturally leave the metal trades now 
that the urgent need for m¥itions hoe eeased; but because of the 
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need for engineering products throughout the world there will prob
ably be more employment in engineering than there was in 1914-
The various metal tradee 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 are. 

With regard to the suppliee of material for the metal trad .. , the 
Minister of Reeonstruction spoke as follows in the House of Com
mons, on November l2th:-

It • •• There has been a great increase in our capacity for the 
utilizaiion of home are and arrangements are being made by the 
Shipping Controller which will render it possible to import as large 
a quantity of foreign are as was imported prior to the War. It is 
propoeed to J:elease iron and steel forthwith. The di1Iicnltiee which 
may arise owing to the fact that through the oxigenciee of war the 
price of steel now stands at an artiftcisl 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 continuing Bome 
measure of Government 888istsnce for that period. 

''With regard to other metals, I am glad to be able to 888ure the 
House that there is a Buflicient supply available to render it possible 
to release Bome from control now and nearly all the rest within six 
months. I am convinced after a close survey of the position that we 
shaII be able to meet the demands which reconstruction will make on 
our resources. But while I am satia6ed 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 than their share, and for 
this purpose it may be necessary to take precautions against hoard
ing. 

"Steps are being taken in the meantime to secure the release of 
much usable stock and to grant furtber supplies of metals to those 
indnstriee now limited to a fixed ration. Great diserimination will 
be required in the diseharge of this duty, but the various Controls will 
eall into counsel representativee of the trades concerned and ease 
their own task by settiug Industry to govern itself!' 

As regards the non-ferrous metals, a very small amount of tin or 
copper, for eDJ11ple, givee employment to great numbers, for many 
industries use a little of each of theee metals, and without a supply 
of them many in the engineering or brass-working trades would be 
without employment. There is, however, no reason to fear a short
age of non-ferrous metals, and it remains only to BUpervise the dis
tribution. 
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TBXTlLID INDUSTBIES 

001' great C 011071 industry is entirely dependent upon imported 
raw materials. V &rious kinds of raw cotwn come to us from the 
U. S. 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 ouly 157,000 
men and 379,000 women employed. Therefore, 117,000 men and 
36,000 women less than in 1914 are dependent upon our present sup
plies, and of those many are working on short time. Will tbose 
who have gone out of the industry and wish to return fInd a place as 
soon as the War is ended' Will the manufaeturers begin at once to 
work their machines fully' 

It is unlikely that any difficulty will occmr in fInding a market for 
our cotton goods, a1thougb 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 bas created a large demand, and therefore 
the problem of finding employment in the cotton trade reduces itself 
to a problem of the supply of raw material. First, the a1loeation ot 
immediately available supplies will be necessary, for even before we 
import more we ean use our stocks more rapidly as BOOn as peace is 
secure. During tbe War tbe Cotton Control Board bas regulated 
the consumption of raw material, and it will probably continue to 
control tbe situation during the transition to peace. Tbe Board 
consists of representatives of employers and workers in tbe Cotton 
industry, together witb some Government officials. It bas introdueed 
the principle of payment to tbose workers wbo are put on short 
time owing to a lack of raw material; and it practically insures tha 
workers against unemployment and under-employment. 

The available supplies will probably be increased very rspidly 
now that peace is in sigbt and we ean release ship. from earrying 
munitions of war; and tbe remaining problem of alloeation to tbe 
di1ferent miIla will tben become easier. There will be • world de
mand for raw cotton from America, but so long 88 the price is not 
p.rohibitive tbere should be enough to snpply our indnstriea. Tbe 
supply in Egypt is I ... than it W88 in 191~bout 800,000 bales in 
the place of one milIion-since wheat had to be grown in Egypt in-
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stead of eotton; but there is a Control Commission in Alexandria 
whieb will presumably <ontinue to exist for a abort time after the 
War in order that the most may be made of such snpplies as exist. 
In the ease at <otton, the abortage of supply in other countries will 
bave to be considered, and that problem we ab&IJ. refer to below. 
Bnt from what has been so tar said it will be clear that adequate 
employment in the trade cannot be secured unless there is some 
supervision and eontrol of supplies. 

The .. ooz... and tDon.ed industry, ebiefJy in Yorkshii-e, employed 
in Jul), 1914, about 134,000 men and 170,000 women. It now em
ploys abont 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 uaed for army purposes can probably be 
uaed for peace production. But we muet &lJ.ow for the fact tbat the 
returning armies in all countries will need civilian clothing, tbat 
atoeks of clothing are low· and that foreign markets are clamoring 
for woolen goods. Ciearly, therefore, if material is adequate tbere 
may be more employment in the industry tban in 1914. No special 
problem arises ""cept in regard to future supplies and prices and tbe 
poesibJe danger to the trads if the wool supplies of the world are 
eompeted for after the War. Otber countries are in desperate need 
of wool; and we are now protected by the circumstances of tbe War 
from feeling the etIect of an abnormal world-sbortage of wooL 
Tberefore, althougb tbere is no immediate danger of unemployment 
in this trade owing to lack of raw material in England, some kind of 
international organization may be necessary soon after the W sr. 

We bave now the Wool Control Board, whicb will probably con
tinne its operations during tbe transition from war to peace; and 
there will be the Wool Council to look after the interests of all 
eoneerned. 

IlOO'1' All!) SHOll INDUSTRY 

The problem for the Boot and Shoe industry will be the supply of 
hides from America, of ealf-skins from the Continent, of !roat-skins 
from India and South America. Our net imports in 1913 were as 
follows:-hides wortb £3,000,000, skins worth £1,749,000, and leather 
worth £5,057,000. The quantities in 1913 of our net imports of 
hides were 727,000 owls., and of leather 771,000 owls.; but in 1915 
the net imports had risen to 1,375,000 ewts. of bides and 1,316,000 
ewts. of leather. Special etIort. bad been mad. til aecmre leather for 
army boots, not only for our own soldiers bnt for onr Ames, and 
some ot the &toeka aeeumuJated may be suitable for civilian needs. 
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Probably tbere will not be any lack of beavy 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 nnskilled 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 so 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 to maintaining generally the present sopply of hides which 
are required for the tanning of sole leather, and obtaining more of 
the lighter dressed npper leathers. 

T1HBEB 

The h008ing program for after the War depends partly npon the 
snpplies of timher; and, of eonrse, the huilding trade cannot re
some ita full activities notil we bave timber enough in the United 
Kingdom. Building has practically ceased during the W ar. ~ 
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 tbe Army or for muuitiona will desire to 
come back, and the urgent need for hooses 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 oses for wood. We bave now on band only enough for 
three months' use noder peace conditiona. 

The snpply depends npon shipping, and this may very well be 
available; but we bave to be on the look-out to secure ,,::at timber 
ean be had. In Sweden and Finland there are about 2,000,000 
standards; and some 600,000 standards are aawn and ready for ship
ment from Canada, Mexieo and Scandinavia. 

The Minister of Reoonatroetion, in the speech already referred to, 
aaid:-

"The position as regards timber is diJlleoit. It ie bulky and our 
tonnage has to be eeonomized, but apart from this tbere is little 
donbt that events in Russia, which has so far been our largest aource 
of snpply, will ~usly affect the situation. Arrangementa are in 
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hand to provide supplies from overseas, but it is clear that oontiuued 
felling will be neeessary at home for 80me time to oome, and with 
this need in view woods have been purchased ahead by the Timber 
Supplies Department." 

PAPD-JUKDlG 

The important raw materials for Paper-making are wood-pulp 
and Esparto grass. We were using before tbe W u about 81,500 
tons Vf wood-pulp a montb, but only one-sixtb of tbat amount is 
now available in the United Kingdom. The Paper Controller was 
oompelled to restriet tbe nee of paper and tbe import of pulp; and 
other oountries have set up industries in paper and printing ainee 
the Wu. 

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

OTHER INDUSTRIES 

The industries shortly reviewed ahove are not the only industries 
dependent upon imported materials. In the first plaee, material 
such as rubber takes little tonnage and gives a large proportion of 
employment as oompared to some other materials, and yet the supply 
may be deficient in view of the immense demand coosequent on the 
W u. And rubber is important not only for those who work at 
rubber manufacture&, but because so many other trades depend upon 
or are closely oonnected with its use. Motor and cycle makers, for 
instance, are in that position; and tbese trades before the W u em
ployed ahout 118,000 men and 10,500 women. 

The food production industries are largely dependent upon im
ported raw material; and quite apm from the maintenance of food 
supplies the import of sugu, cocoa and other such articles is necos
BUY for the employment of thousands of workers. 

In this oonne.tion we may note tbe peeuliu problem of women's 
employment. Most women in indnstry before the War were em
ployed in the tertiIe, clothing, and food-production industries; and 
these are precisely the industries which are most dependent upon 
imported raw material. Now, during the Wu about a million more 
women bave oome into industry than were in industry in 1914. 
Many of the .. went from dress-msking 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 aervice and dr ..... 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 nnemployed, work may be found in 
road-making or in building or in otber "heavy" occupations. But 
none of these occnpations provides employment for women; and, 
indeed, tbe truth is that there is no "stop-gap" occupation which may 
be used if great numbers of women are nnemployed. 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 materisls i. tberefore of the 1Irst 
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 wbo wish to continne in the milia and the work
shops. 

Again, we cannot afford to neglect the sitnation ontside the United 
Kingdom, if we are to understand the problem of raw materials. 
The sources of our supply are in many instances tbe ssme as the 
sources of supply for France and Italy. France, for example, im
ported 346,160,000 kilograms of raw cotton in 1912, and Italy 214,-
086,000 kilograms. France had in 1912 abont seven million spindles 
and Italy four and a balf millions. Aecording to tbe 1906 Cenaus 
tbe number of persons employed in France in the Cotton indUBtry 
was 167,000, and in tbe Clotbing trades, whicb depended on Cotton 
and Wool, about 938,900 were employed. Tbe textile indUBtries in 
Italy in 1911 employed only 30,780 persons, so some of tbe Italian 
imports must bave gone elsewhere to be manufactured. It i .. bow
ever, obvious that the supplies of cotton should not be thought of 
aimply in the terme of our own needs. We owe it to our Allies to 
aee that they too bave employment. And even if we allow for 
destruction of machines and men during the War, it is clear tbat in 
those eonntries also the Governments will desire raw material to 
give employment before they demobiliz.e their armies and diseharge 
their mnnition workenL 

We sbould also consider tbe position of Germany, should she be 
witbont raw material for tbe textile industries. In 1913 Germany 
imported cotton worth 600 million marks and wool worth 400 miJ.. 
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lion marks. In Buony, where the textile industry is chiefly carried 
on, in 1912 there were 255,766 persons employed in various textile 
trades. They now heve no cotton. But if we want them all to con
tribute to the restoration of devastated territories, we shall heve to 
give them employment. Whatever policy, therefore, is adopted, full 
consideration must he given to the position of the various nations. 

To leave the situstion uncontrolled might be disastrous. Of. 
course, there may be enough material to go round; it may be that 
no one will try to "comer" supplies; and it may be that prices will 
not "'.so rapidly as a result of competitive huying. But we cannot 
rely upon merehente loving one another; still I .... can we rely on 
their loving the manufacturers. Therefore, without being unduly 
suspicious, we may have to make preparations for supervision and 
control of the supplies of raw material on an international scal .. 

GENERAL CONCLUSIONS 

The important point which must he realized is thet the normal 
organization of trade has been eo disturbed hy War conditions that 
the supply of raw materials cannot he left to depend upon the 
operation of foreee at work before the War. The transition from 
war to peace adds new problems to those of supply during the War; 
and for this re&eon the Government has given special consideration 
to the question of raw material supply. The first danger to be 
avoided is a general scramble. But this involves some Government 
control or supervision, to be gradually relaxed as the supplies be
come 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 assistanoe 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 advan .. of the demo
bilization of men from the Army or the diseharge from war work. 
The Government will therefore hasten the importation of material 
in order to shorten the period of demobilization. 

In view of the danger of unemployment, special consideration 
must be given to those trades which give employment to a large num
ber of persons. Cotton, for example, may heve to take preceden .. 
of timber. And seeondly, if great numbers are employed in any 
trade on raw material which does not take up much tonnage, eome 
preceden .. should be given to such raw material. The principle, 
therefore, according to which we must allocate our tonnage for im
ports of raw material must involve a consideration of employment. 

But the problem cannot be eolved by simply counting the number 
employed in one industry, sin .. 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 take precedence or whicb imported mate
rial will employ most labor. It is sufficient if it be recognized by tbe 
public that tbe problem is both urgent and very complex. It is 
likely, as we may learn from our English habits, and, indeed, from 
tbe history of all successful administration, that the organization to 
control the situation must be tentative at first and flexible enougb 
to be modified as the situation changes. We cannot have a Codo 
Napoleon for raw materials. 

THE ORGANIZATION or CONTROL 

How is the allocation of tonnage and the distribution of material 
among the trades to be done' The Government has established a 
Prioriti.. Committe. of Cabinet Ministers on the model of tbe 
present War Priorities Committee. This will be tbe ultimate au
thority for alloeating raw materials; and it will naturally see that 
the needs of the State take precedence, of the requirements of in
dustry; for example, in tbe ease of material for building. 

Secondly, a Blanding Co .... "'1 has been established consisting of 
leading men in industry and commerce, together with representa
tives of labor and of the departments chiefly coneemed. This 
Council will adviae the Cabinet Committee on tbe allocation of ton
nage to tbe diJierent materials and tbe distribution of tbem to the 
industries. It will practically decide on tbe amount which industry 
can have. 

The Standing Council will naturally take aecount and make uae 
of tbe organization for tbe control of raw material which already 
exists. 

During the war period tbe 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 
War Office 

Board of Trade 

The control of materials 

Metals and ore. 
Wool, hemp, flax, jute, bides and 
skins, and tanning materials. 
Cotton (and miseeIlaneons). 

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

The central direction of all these control departments now lies 
with the newly eoostituted Standing Council whieh meets at the 
Ministry of Reeonstruetion, 2 Queen Anne's Gate Buildings, S. W. 
This Council, whieh is responsible to the Committee of Cabinet 
Ministers (with offices at 11, Pall Mall, S. W. 1), will be charged 
with the decision of all questions relating to the priority and the 
alloca'hon of materi&le in the Reeonstruction period, and will de
termine whether, in any given material eontrol is necessary, and if so, 
to what extent and in what form. It is hoped that such eolitrol as 
may be necessary may be gradually more and more devolved upon 
organizations representing the trades eoncemed. At present it is 
arranged that the Control Authorities which have, during the War, 
controlled particular materi&le should "carry on" under a general 
instruetion that applications for materiale should b. eonsidered by 
them sympathetically and upon a new basis. The Standing ·Coun
cil has been in almoat daily sesaion since it was formed; but it is 
obvions tbat an estimate, both of the requirement and supply of 
materials, can ouly be formed after a very wide and careful survey. 
Pending the eompletion of sueh a survey, it is possible to speak only 
in a very general fashion as to the probable situation with regard 
to the supply of materisle in the immediate future, and any state
ment must he necessarily of a very guarded eharacter. 

The industries themselves will provide organizations for advising 
on the demand for material among the firma eoncemed. There will, 
therefore, be TraM Orgtmieations-Industrial Councils or Commit
tees in each industry-whose advice will be sought by the Govern
ment when the eontro1Iing authorities are eonsidering the needs of 
this or that trade. 

Such is the organization; but in order to under&tand its working 
it is necessary to reverse the order we bave named, for the su ..... 
of the scheme will depend upon the vitality and energy 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 brie1ly 
deaeribed will be able to set to work in the early days of peace; 
and it is hoped that the proeedure will be of the following kind. 

The industries should eacb have some fully representative organ
ization whieh will put before the Government, among other things, 
the need for raw material. Presumably a Joint Industrial Council 
will have a Committee to consider this need; and special Committees 
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will be set up in those industries in which no Joint Industrial 
Council exists. It will be for the industries to arrange the com
position of the Committees; but most of those eo far set up and 
recognized by the Government are joint Committees, eontaining 
hath labor representatives and representatives of the employers. 
It will be easily understood that since employment in so many eases 
depends upon 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 haa aocepted the 
recommendations of the Whitley Committee in regard to Joint In
dustrial Councils; and the Ministry of Lahar baa been able to pro
mote organization in many industries. The Ministry of Recon
struction meanwhile haa brought into existenee various joint Como. 
mittees known aa 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 baa 
already been done; and various special Committees of representa
tives of industry have already made recommendations to the Ministry 
of Reconstroction. The problems these Committees have consid
ered are indicated in their terms of referenoe, which were generally 
aa follows:-

To consider and report upon-:-
The nature and amount of supplies of materials Bnd 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 reatoration of a normal condition of trade; and the steps 
which should be taken to proeure these supplies, baving regard to:-

( .. ) Tbe probable reqnirements of India, the Dominions and 
Crown Colonies for such supplies at the close of bostilities. 

(b) The probable requirements of belligerents and neutral, for 
such supplies at the cl""" of hostilities. 

(c) The eourees from which, and the conditions under wbich such 
supplies can be obtained and transported and, in particular, the ",,
tent to which they might be obtained from the United Kingdom or 
within the Empire or from Allied or Neutral countries. 

Representative joint Committees of the different trades will have 
to consider similar prohlems; but tbeir 1lret taok will be to collect 
from the firms or aasocietions coneerned information as to the 
amount of labor they ean employ, the rapidity with which their 
machinery can be set going on "peaee" production, and the amount 
of raw material they could use on thia machinery. If the full 
amoont eannot be supplied at onee, the responsible organization 
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rep ....... ting the industry may have to alloeate • proportion to the 
dilferent 1irms, perhaps following the plan adopted by the Cotton 
Control Board. It will obvioosIy be more in the national interest 
if many 8rms employ many peI'90DS 0 working on short time rather 
than that a few 8rms should be working a few employees very hard 
while no employment is obteiDahle under other 8rms 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 nomber of 
peraoim they ean employ and the rate at whieh new employees ean 
be token on, the representative Committee then passes on to the 
Standing Council the statement of the reqniremenlB of the industry 
for raw materiaL 

The Standing Council will have to adjust the elaims of the dif
ferent industries. The members of that Council will be informed 
of the supplies available and, presumably, of any questions of 
general poliey whieh "ill all'eet the raw material supply. It is 
eontemplated that there shall be an Imperisl Board to eonsider in 
relation to the problems of the Standing Council tbe supplies ob
tainable within the Empirs. The Dominions Royal Commission has 
alreedy reported on certain improvementa whieh may be undertaken 
in coOrdinating the commeroe and industry of the British Empirs; 
and in tbeir reports will be found further details as to the raw 
materisl we usually imported before the War from other parts of 
the Empirs and from foreign countries. 

It will be the task of the Standing Council not only to alloealB 
as mueh raw materisl as ean be carried between the dilferent in
dustries, but also to see that there is an organization for arranging 
for the distribution of the material within eaeh industry which 
needs to be rationed. Thus, as far as possible, advies on the need 
for supplies will be sought from representatives of the industries. 
The principle of control where oontrol exists will be quite dilferent 
from the war-time control by the State, for the State in time of war 
is buyer and user of most of the oommodities oontrolled, but as 
soon as peace is secured, private purchase and private use will 
begin again to dominate the markets. 

It is, therefore, essential that the eontrol should not be from 
above, but should be eIercieed by those immediately concerned in 
industry; and, further, obvioosIy fewer materials will need to be 
oontrolled in proportion as We return to uormal life. The IIndingB 
of the Standing Council will be put before the Cabinet Committee 
for post-war priorities; and this Cabinet Committee will have the 
duty of 8nalIy deciding the proportion of tounage 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 eritical time comes with 
the demobilization of the Forces and the discharge of civil war
workers. It is clear that coordination 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 tb. 
returning soldiers and the discharged munition workers obtain em. 
ployment they will provide employment for others. For exampl., 
the more speedily our textile mannfacture turns to full "pe""e" 
production, the more workers will be required in the clotbing trades 
and in the various occupations, in shops and stores, by which goods 
are distribnted. 

Not only will the different industries have to be thought of, but 
also the different localities. It 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 towus may have a share 
quite apart from tbeir importance as industrial eenters. Lace, for 
example, is 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 tbis or that industrY or in this or that district. The organiza
tion which we have deseribed 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 ind1llltries 
due l'e!(ard will be paid to the needs of the devastated territories 
of Belgium, France, and Serbia. Moreover, we are bound in honor 
to consider the needs of French and Italian industry. 

The organization of tbe control by which food and raw materiaIa 
will be distributed by the Allies is the subject of another pamphlet 
in this aeries. But a short summary of tbe situation may be given 
here in order to complete the deseription of the supply of raw ma
terials. We have had during tbe War an AIlW Marilim. Tr ....... 
port C""ncil, which allocated the tonnage for the various imports 
to the eountries of the alliance. Tbis Council was advised by Pro-
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gram Committees, which chew up lists of the requirements of the 
di1lerent nations for this or that material. But there have heen also 
organizations for the joint purchase of foods needed by all the Allies. 
It was found thst if each country attempted to buy separately in 
North or South America, the price was foreed up: and yet it was 
not to the advantage, for example, of France or England thst either 
should pay more beeause the other was buying. An arrangement 
was, therefore, made for joint purchases, and this bas been elieetive 
chiefly in regard to foodstuffs. In regard to wool for army cloth
ing the British Government baa had control of most of the sup
plies, and an adjustment is made between the needs of the di1lerent 
Allies. In regard to cotton, the United States Government con
trols the sale in the States, and the British Government controls 
the whole of the Egyptian erop. But it baa been recogniJled during 
the War thet sucb material as was available was to be allocated 
aocording to the needs of the di1lerent countries, and this principle 
cannot cease to be applied in the difficult time of transition from 
war to pesce. We must therefore expect to find for some time an 
international arrangement for the control of raw materials. 

The whole scheme involves much difficult adjustment of c\aimlI, 
and an organization equal to the problem is now being worked out. 
This is already partly in existence; some of the War organization 
needing only modification to adapt it to pesce. But the greatest 
need will he public and general cooperation among all concerned in 
industry. The ordinary citizen caD do very much to smooth the 
eroaaing from war to pesce. . 
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THE EMPLOYMENT EXCHANGE FROM ~THIN 

A DAY WITH Tlll!I KANAOER 

(From Report to Ministry of Labor) 

Managers of Employment Exchanges, in the variety, number and 
novelty of the things which 1111 their crowded hoors, yield to no 
other class of public aervant. Take these leaves from the life of 
one amongst them. A mass of correepoDdence reaehee him daily. 
Most of it will deal with routine matters, but each letter must be ez
amined, and 20 or 30 will require perllOnal allention. Meanwhile the 
telephone will heve rung and various questiona have bet-n answered, 
necessitating reference to a volume of instrnetious, an Aet of Parli ... 
ment, a Statutory Order or a 1I1e of papers. The questions are 
varied, and will range from a request for advice about an opening 
for a BOn to .:.. employer asking "What's this about 12% per 
cent.'" 

The post-bag is always interesting, if rather overwhe1ming. The 
following will indicate the variety of the inquiries which reach an 
Exchange. An Englishwoman in Califoruia desires to return to 
England, and is refused a passport unless she has a guarantes of 
work; will the manager say whether the Consul is entitled to make 
tbis stipulation' Another lady seeks war work for her dog. A 
wife, wbose husband has failed to communicate with her, inquires 
for his address. Then there are the people who, nesdless to say, 
will "write to the Govemment about it," all of which eommuni .... 
tions come to tbe Manager for investigation and report; and no 
communication from an ambassador could receive more punetilious 
allention. 

Department circulars and instrnetions will usually oceopy the 
next hour or two. Meantime the Manager has smoothed out lOme 
diffieulty about a War Munition Volunteer, Women for the Lend, or 
some other of the many eorpe recruited through an EJ:chenge. 
The nen item is visits to local fIrme to clear up matters requiring 
a pOrIIODaI interview. 
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Arriving baclr, he finds a workman waitiDg. The man is hadly 
needed at a distance, hut prefers a joh nearer home. The clerk 
bas been trying to persuade him to take up the more urgent work. 
There is no power to oompel it, and the Manager bas only his own 
personality to depend upon in sucb eases. Pn!sently he finds him
self with a non-union workman oomplaining tbat favor is ebown to 
Society men at the Exchange (or it may equally likely be a Society 
man oomplaining of favor in the reveree direction). The Manager 
uaually bas the matter cleared up sooner or later, for the com
plainiag workman, once he is .hown the actual working of the 
Exchange .ystem, and treated ao a sort of partner in the concern, 
is nsually a fair-minded man and open to oonviction. 

Meal. are hurried matters in Exchangee, and our Manager will 
probably have otber visits to firms to pay after his lunch. On hi. 
return to the Exchange be finds a maoo of oorreopondence, reports 
and returns to be examined and oent away. Somehow he will find 
time to oonault with the Military Tribunal, the Food Control Com
mittee, or some otber Department with which his work is aooociated. 
Questiona will arise ao to Unemployment Insurance, Military Service, 
Restricted Occupationa, permits for aliena to work upon munitiona, 
tranefer of Munition Volunteers desiring a change. Men in all 
parts of the kingdom, and even abroad, will write to their Exchange 
ao to being released for work npon munition. or farma. Oceaaion
ally a aoldier will write to ask why his wife baa been recruited for the 
Women'. Army Corpe. Anothe-..uch is the contrariety of hu
man nature-will ask why hi. wife bas not been recruited. Scores 
of qu .. tion. ariae outside the business of an Exchange altogeth_ 
Health Insurance is a favorite-and one Manager bas been threat
ened with serious trouble because he bad not removed the dust of 
an irate honaeholder. All these queotiona must receive carefnl at
tention before an answer is given. The mistak.. of the public 
servant do not end quietly or quickly; they meander on for montha 
around Whitehall, in and out of the newepapers, and perhaps into 
the House of Commona. 

The Manager of an Exchange must make himself master of a 
dozen or twenty Acts of Parliament, with all their attendent Regn
\atioDL Tbe Statutory Orders touching his work are numbered in 
hundreds. Not only must he know these, but he must be able to 
explain them-quite another quality--end to explain them in such 
a way tbat workere unaccustomed to legal phras.. and formulal 
may be able to understand them. War Iegia\ation is a hurried 
matter, and consequently teeme with dilIIcnlti .. , but your Exchange 
Manager bas tel see it through. That writer who described officia\s 
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as nover taking responsibility or acting witbout precedent would re
ceive a shock from a day witb the Manager of an Exchange. 

The evenings are frequently occupied with Committee meetings, 
and it is a tired man who linda himself about 9.30 p. H. eating the 
meal Which should have been consumed several hours earlier. Many 
Managers serve upon six committees in addition to tbeir ordinary 
duties. 

Even in sleep tbeir trials are not ended. One W88 aroused at 2 
A. H. by twenty fitters, arrived to carry out urgent work in a dock
yard, and the Manager, pausing only to add to bis scanty night attire, 
set out to conduct tbem tbither. 

Somewhere amongst all this our Manager must lind time to see 
to repairs of his premises, applicationa by his sta1f, snpplies of 
furniture and of stationery, of coals, soap and candles, for no 
servant of the Empire, from Governor-General to village polieeman, 
is more completely responsible for his district. But they are mostly 
men acenstomed to responsibility from their early days. Some have 
been heada of departments in commercial life, otbers were fore
men in workshops, and many were leaders and organizers of trade 
unions. 

Life for a Manager is never dnll, whatever else it may be. Here 
and tbere they are wearing out; they will never rust ouL 
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REPORT OF A CONFERENCE 

BB'J.'WDN OIlGA1<IZEBS 01' TRoD. UNIONS, BRI8'l'OL ElIPLOYBJIS AND 
c1rHBB8 CONCBIIlIBD WITH THB IlIDUSTBUL ElIPLOYllBlIT 01' 
WOlDlN, CONVE1fBD BY TBB BBIS'roL AsSOCIATION 1'08 INDUS
TRIAL RBOONS'l'BUCI'ION, ON TBB 16TH AND 17m MAJICB, 1918, 
ON TBB PosmoN 01' WOlDlN IN INDUB'l'BY AI'TBB THB WAS. 

L GEl<ImAL CONSIDl!lI.ATIONB 

(1) At the present time it ie estimated that not I .... than 4,713,-
000 women are engaged in industrial occupatioDS, covering well
nigh the whole field of industry. At the end of the War a very 
1arge number of these women will be dieplaeed as war industries 
are abut down and factories gradually pasa from a war to a peace 
footing. As eoon as an armietice ie declared a large number of 
women will be cliecbarged from the various munition factories, and 
on the declaration of peace, factories in every part of the COUDtry 
will cIiecbarge many thousande of women workers. 

(2) The absorption of scorea of thousande of women thus die
plaeed from oeenpatiODS which they have followed for a prolonged 
period will create a series of industrial prohlema of an "",.eedingly 
grave character. 

A large number of women now employed in industry have en
tered industrial life for the Ilret time Bince the outbreak of war. 
While, doubtl.... many at the termination of hostilities will be 
anxious to resume their normal mode of life, and leave industrial 
oceupatious, it aeema 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 dieinclined to retorn to the com
parative monotony which is the lot of the "atey-at-home" woman. 
Others, having developed a real liking for their work, will wish 
to continue it. Othere, owing to the neceeeity of eupporting, or 
helping to IUpport, male relatioDS who have been inoapacitated in 
the War, or owing to the increasad coat of living, or other pecUDiary 
re&eODS, will of necessity have to earn their own living. Othere 
will have to do so because their men folk will retorn no more, For 

263 
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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 tbe eon

elusion of peace be directed' 
(ii.) In wbat 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 taak of 

industrial reorganization which will follow the War' 
(v.) Upon what principle should 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 poliey, as to the position of women workers 
after the War, is needed. 

ll. THE INDUSTBlAL lCKPLOYlfBN'l' O. WOKEN AJ"l'EB TIIB WAS 

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

(2) It is, aceordingly, the duty of the State to ensure that women 
are only employed as factors in industrial efficieney in so far ... 
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 
can adapt themselves to the needs of almost any calling, it is clear 
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 diJferent oeeupations on the health and 
physique of women should be undertaken, at the earliest possible 
date, ... a necessary part of the preparation which is made for the 
taak of Demobilization. It is obvious that a final decision ... to the 
effect of many occnpations on the health of women engaged therein 
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..... only be arrived at after the lapse of a eoDSiderable period of 
time, but, in view of the importance of the issnes involved, we feel 
that snfficient experience bas now been gained to justify such an 
inquiry being institoted. Such an investigation would probably 
remit in certain oeeopations being rnIed ont, on phyeieal gl'Onnds, 
as nnsuitable for the employment of women. After the W sr, it 
ebould be made illegal for women to be employed in such oeeop ... 
tions. 

(4) The entry of women workers into, or their eontinnance in, 
indus1ries suitable, so far as questions of health and physique are 
""neemed, for the employment of women involves the eoDSideration 
of wider problema. Before setting out our eoneJDSions as to the 
employment of women after the War in such industries it will be 
eonveuient to place on reeord certain facta:-

(i.) It is estimated thet the total number of women employed 
in industrial and eommercial occupations, other than do
mestic occupations, was 4,713,000 in October, 1917, a. 
""mpared with 3,287,000 in July, 1914-an increase of 
1,426,000. 

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

(iii.) The nomber of women employed solely on mnnitiona work 
was 704,000 out of a total of 1,400,000 employed in the pro
duction and distribution of commodities for the British and 
Allied Goveroments. , 

(iv.) The foUowing table eboWB in detail the estimated di.tribu
tion among the various industries of the women engaged 
therein, in July, 1914, and October, 1917, respectively, 
nsmely:- . 

Number employed i .. 
Ocevpafiott. July, 1914 0.'.,1917. 

ControUed and Private Industries ••••.••••• 2,176,000 2,706,000 
Govemment FstabliBhmento •••.••••••••••. 2,000 216,000 
Gas, Water and Electricity (Loeal Authorities) 600 4,600 
AgricoJture (Great Britain), Permanent Labor '80,000 '89,000 
Transport, ineJuding Tramway Services 

(Estimated) ...•••..•.•••••.•.••.•••••• 
Finance (Banking, Insurance, etc.) .••.••••• 
Commerce .••••.•.•••••...••••••••.•••.• 
Prof_iona •....•.•.••..••.••.••...•••..• 
Hotels, Public Houses, Cinentaa, TheatcrB, etc. 

18,200 
9,500 

496,000 
67,500 

176,000 

1 Numben vary aeeording to the oeaaon of the year. 

111,200 
67,500 

831,000 
89,500 

200,000 
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Civil Service (POBt Offiee)................ 60,500 107,000 
Other Civil Servicee....................... 4,500 51,000 
Other Servicee under Loeal Authorities...... 196,200 226,200 

(v.) Th. figures given in the above table do not include domestic 
workers, women employed in eertain small workshops and 
workrooms, or women working in Naval, Military or Red 
Cross hospitals. 111 pre-war days domestic service provided 
employment for a far larger number of women than any 
other form of occupation. The number 80 employed in 1911 
was 1,620,000. It is estimated that since the outbresk of 
war there has been a displacement of lOme 400,000 women 
from domestic aervice and small workshops. 

(5) 111 estimating the extent of the problems raised by the em
ployment of women after the war, it may he 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 80 

without suJferiDg any great hardship, at the termination of hostili
ties. It is, however, impossible to form any estimate as to what 
proportion will he able to do 80. 

Presumably it will he possible for 400,000 women to return to 
domestic service or small workshops, from which th.y 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 occnpations in large numbers, the wages, hours and con
ditions of work will require very eollSiderable amendment. 111 par
ticular, the conditiollS of domestic aerviee will have to he greatly im
proved, especially on the side of allowing a much greater amount of 
freedom to those engaged therein. 

(6) It may b. 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, after the 
war is termill8ted; and, in addition to this number, a eollSiderable 
percentage of the 696,000 who are at present engaged on Govern
ment work other than munitiollS work will no longer he needed. 
On the other hand, workers in such industries as the manufaet1ll'8 
of clothing and footwear will prohably merely he traII8ferred from 
war to civilian production, unIesa this transfer is delayed or pre
vented owing to abortage of raw materials. 

(7) Many women who are replacing men in Government oOlces 
and works will have to be willing to give place to the men as they 
return from their military duties, and a definite poliey of regarding 
the right of th. men now eerving in the Navy or Army to return to 
their former oocupatiollS abould be insisted upon as a aimpJe aet 
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of justi..... This poliey, in our opinion, shonld be applied generally 
in all ....... where women have replaeed men for reasons attributable 
direetly or indirectly to the w.... Women have helped, and are 
helping, the Nation splendidly, but they must realize that men have 
not forfeited their right to their jobe by answering their Country's 
eaIl and doing work which women eannot undertake. 

(8) Consideration of the foregoing facts appears to justify the 
conclnsion, already stated in the first Seetion of this Report, that 
the eessation of hostilities will be followed by a great dislocation 
of female labor, involving the neeessity of providing fresh ooonpa
tion for the greater part of 1,426,000 women and girls. 

(9) The problem thus presented will he rendered more dimcnlt 
of solution by reason of the shortage of wellnigh every class of raw 
material (""copt stecl and certain chemieale), which appears in
evitable in consequence of ... tarded production, depletion of stocks, 
and destruction of shipping. Time will also be requinld to re
organize the workshops and factories for the requirements of normal 
commercial production. 

(10) For these, amongst other reasons, it appears certain that 
there must be a period after the w ... , of how long duration it is 
impoBSible to say, during which a rednction of the demand for labor 
is inevitable. We have considered the line of policy which shonld 
be followed in order to endeavor to meet the situation which will 
arise in consequence, and our conclusions are as follows: . 

(L) That the first' consideration shonld be to arrange for the 
suitable employment of all demobilized men, and men dia
charged from industrial establishments engaged npon the 
production of munitions of w .... 

(iL) That women shonld, 88 a mattar of course, relinquish 
the jobs in which they have ... placed men for reasons di
rectly or indirectly attributable to the w ... , so long 88 men 
are avsilable to 1111 them. ' 

(iii.) That the school-leaving age ahonld be rsiaed to 15, in or
der that juvenile labor may not, competa with adnlt labor 
during the period of demobilizetion and the nladjustment 
of industry to peace conditions. 

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

(iv.) A determined and sustained effort shonld be made to at
tract 88 large " number of women 88 possible into thosa 
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industries which. by reason of their nature. are more par
ticularly suitable for the employment of female labor. 
Such industries are incapable of exact definition. since the 
suitability or otberwise of any industry for tbe employment 
of women is constantly altering a. new proce .... and meth
ods of manufacture are introduced. Certain industries; 
neverthel ..... tand out as those for which women are spe
cially adapted. A complels list of .uch indu.iries is im
possible; but by way of illustration we would in.tance tbe 
textile industries. the boot and sboe trade. the printing and 
allied trades. laundry, garment making. millinery. confec
tionery, tobacco. tbe paper, stationery and allied trades. 
sections of tbe pottery industry, work in retail .bop •• clerical 
occupations, and domestic service. 

Many of our .cbools are understaffed. and tbe teaching prof .... 
sion, consequently, can absorb a great many women; and 
if the scbool-leaving age is raised to 15. as we tbink it 
should be. many tbousands of extra Isacbera will be required 
immediately. 

It has. moreover. become clear tbat the land. especially tbe less 
beavy and more skilled processes of dairy work, gardening. 
fl1lit growing, etc .• offers an expanding .pbere of employ
ment for women workers. Tbe wage rates and conditions 
of work in these and other occupation •• uitable for the 
regular employment of women .hould receive the immediata 
consideration of those wbo, by reason of the general dis
placement of labor at the end of the war, will then be avail
able to retum to or enter into them. 

(v.) The extent to which married women are engaged in in
dustrial employment should be reduced to tbe narrowest pos
sible limits. Women with dependenta (children or inea
pacitated husbands) .bould receive adequate pensions. so 
a. to avoid tbe necessity of their being foreed to enter in
dustrial occupations in order to live. 

(vi.) The bours of labor for women engaged in industrial ocenpa
tions. permitted under tbe Factory Act. 1901, .hould be dras
tically reduced. Under the law as it now .tands, women 
may be employed (except on Saturday or ita equivalent) 
for a working day of 12 bours •• ubject to one-and-a-haIf 
hours for meals (or two bours in Isxtile and eertain otber 
factori .. ). and for unbroken .pells of live boura' dnration. 
save in textile factories. in wbicb ease the unbroken spell 
must not exceed four-and-a-haIf hours. 
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These hmus, in our opinion, .... mueb too long, both in the ag
gregate and in the length of the spell wbieh may be wolbd 
without· a break. 

We ..... of opinion that the polley of an eight-hour day on five 
days a ... eek, and fom honrs on Satnrday or its equivalent, 
making a total working week of 44 bo ...... sbonld be adopted. 
We believe that th_ honrs of labor wonld in no way re
duee the productive eapaeity of faetoriea if properly 0r

ganized. Indeed, the evidenee affonled by the Health of 
Mnnition Workers' Committee tenda to show tbat tbe pro
ductive ... pacity of the workera wonld ",tber be inereased.. 
In our opiDion four honrs ia the maximnm length of time 
whieb .honld be wolbd by a woman without a break, and 
we think that the best resnJts wonld be obtained if DD
broken spells of work did not extend beyond three homB. 
Onr experienee leada us to believe that most women cannot 
work properly without a break for a longer period. 

While we do not feel able to ezp1'l!8ll a final opiDion upon the 
suggestions recently made for the reorganisation of faelory 
praetiee on the basia of two shifta of six honrs eaeh, we think: 
sneb suggestions ..... worthy of serious eonsideration. 

(11) We bave, in the preeeding paragraphs, outlined the polley 
which we think .honld be followed at the end of tbe war. There is, 
however, in our judgment one eesential eondition to any hope of a 
satisfaelory solution of the many problems involved, namely, that 
the organization of women workers in properly eonstituted Trade 
Unions must be proceeded with as rapidly as possible. Many 
women, however, will inevitably bave to face a period, and prob
ably a long period, of unemployment. The provision made under 
the National Insuranee ..lets, 1911-17, will help to tide them over 
tbia period of enforced inactivity, but we feel that the amount of 
benefit, 7/-per week, paid under the Unemployment Insuranee 
Scheme contained in th_ Statutea, ia quite inadequate, and steps 
ahonla, we think, be taken to snppJement the statutory benefit by 
voluntary insnmnee, DDder sebemea promoted and administered by 
the Trade Unions concerned. 

m~ 'l'BB OBGAlTtZATJOll 0" WOKBlf WOBJ[EBS 

(1) Upon tha question of the industrial organization of women 
two divergent views were ezp1'l!8lled:-

(i.) Tbat the peenIiar needs of women ean be best met by the 
organization of women workers into sepamie Women's 
UniODL 
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(ii.) That the only satisfaetory 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 heginning, and at preeent lack any developed social eon
sciousness, and are much behind men in education, experience and 
breadth of outlook. Aceordingly, a large part of the work which 
must be undertaken by women's organizations is educational, and 
the necessary educative work can best be carried out in organiza.
tions specially eonstituted and administered for women. 

(3) In support of the seeond view, it was urged that the an
poriority of men in the matter of education and intelligence was 
to a great extent imaginary, and that the same might be said as 
to the extent to which any considerable social consciousness had been 
attained in men's organizations. At any rate, the difference he
tween men and women in theee respects was not sufficiently grest 
to prevent the effective aesociation of men and women in the same 
Union organization. The branch life of the men's Union is a great 
educational force, and the beet results would be attsined by intro
ducing women on equal terms with men into the same organizations. 

(4) We have given careful consideration to the issuee tbus raised, 
and the majority of those attending the Conference are of opinion 
that the interests of women will be beet served if tbe operatives in 
the several industries are organized in Unions constituted on the 
boo of tbe industry in which their members are employed, irre
spective of sex, and that women should be aceorded an equal status 
with men in the branch life and organization of tbe Unions. 

(6) As a result of tbe discussion which has taken pilUle, we feel 
tbat there is urgent need for draatic simplillcation of Trade Union 
organization. The number of Unions at present existing-<>ver 
l,10G-together with tbe complexity which inevitsbly results from 
so large a number of organizations, many of which overlap and 8Om
pete witb one another, creates grest and needless administrative 
difficultiee, and 80nstitutes a serious handicap to the solidarity of 
Labor. W. nnderstand, for instance, that there are 187 operatives' 
Unions in the Engineering and allied tradee. 

(6) We think that many considerations make it desirable that 
there sbould be a reorganization of the Uniona, with the object (4) 
of reducing their numbers, and (b) of reorganmng tbe worken on 
the boo of the industry in whicb they are employed. 

(7) The Employera' Associations are in mnch tbe aame position 
as the Trade Unions. They are for the most part very ineom-
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plete, and often ineffective, and require coOrdination and 8%ienBion. 
(8) We are of opinion that.the first essential step towards a 

poliey of Industrial Reeonstmction is to organize all operativea in 
their .... pective Trade Uniona, and all employen in appropriate 
Trade Asaociations. 

(9) A Trade Union, whether of employen or opentivea, doea 
not exist solely to fnrther the p1Jl'ely economic intereate of ite mem
bers, important aa these undoubtedly are. A Trade Union fulflla, 
or is eapahle of ful6\ling and ahould fulfil, wider functions. If it is 
to pJ.ay its proper plaee in the organized life of the Nation, a Trade 
Union muat aim at aaaoeiating its memben for the better diaeharge 
of their dutiea to the community at large, aa well aa for the pursuit 
of their individual or aectioual interests and rigbts. A Trade Union 
ahould fullll important social and edueatioual functions aa well aa 
economic. It ahould aim at affording to its memben an opportunity 
to gain a deeper eocial conseiouan8111 and to enter upon a life of 
richer and fuller ezperienee. It is of the greateet importance, there
fore, that eare should be taken to see that the ideal side of Trade 
Unionism is kept well to the fore in Union propaganda. We feel 
that the best interests of Unionism will not be served by enrollipg 
Jarge numben of new membera who have not grasped the under
lying ideala of the movement, and join a Union solely on a ''bread 
and butter" basis. Such a policy is bound to render Trade Union 
organization fatally unstable and inunensely difficult to maintain. 
Thoae charged with the duty of organizing women ahould, therefore, 
leave no stone unturned to bring bome to the women concerned the 
high ideals for which modern Unionism should stand, and to impress 
upon them the _tial importance of penoual loyalty to their 
fellow-memben, to the induatry of which they form part, and to the 
community of which they are citizens. 

10. Great as have been the cervi .... 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 cervice. The battle 
for recognition ia well-nigh won. By adopting the first Whitley 
Report the present Government, on behalf of the Nation, has defi
nitely recogniud Trade Unions as essential factora in the industrial 
organization of the national life and the starting-point of Industrial 
Reeonstrnction. This action on the part of the Government fur
niahea an additional reason for a ~t and rapid e:rtenBion and 
simplification of Trade Union organization for both employers and 
operatives. 
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IV. THR WH1TLI!lY REPORTS 

(1) We have given careful consideration to the three Whitley Be
porte, and the policy outlined therein of constituting a new control 
in industry by establishing, in each industry, a system of industrial 
self·government through tbe medium of Joint Standing Industrial 
Councils, equally representative 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 lin. 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 questions affecting both 
wages and hours of labor, and questions cognate to wages and hoors. 
For reasons which are set forth in the section of the present Report 
dealing with the remuneration of women workers, w. 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 
Reporte upon the importance of Works Committees. In our opin
ion the principl. of Works Committees is sound and the formation 
of such Committees should be encouraged, qoite apart from their 
operation as a part of the Whitley Scheme of industrial self-govern
ment. Such committees are, in oor judgment, of the greatest pos
sible service for the satisfactory conduct of industry, and afford one 
of the beat practical methods of securing better relations between 
management and the operatives. 

V. THB RElrlUNI'dIATION O. WOHEN' WOIUtERS 

(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 aboot. 

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

(iL) Women were maiuly employed in the Iesa skilled or un
skilled trades, the work reqnired of them being of • rep&
tition character which was easily and qnickly picked op. 
Th. supply of labor auitable for work of this character 
tended, in many localities, to ""ceed the demand, conse-



APPENDIX D 26S 

quentIy ..... late of wage safIieed to .............. the aervieea 
of • lIIIlIiei. ... t nmnber of ............ 

(Ui..) )(any girls ... Ien!d indlllltry with DO intention of I'I!III8ining 
for any gn!81 Jengtb of time; it ...... me!ely """""""l to 
bridge the gap behn!em aebool days and marriage. Tbe 
amoant of ...... .......m.d ...... in many ..... not a matter 
of aerioas............ They......, ..... tent with the eqaivalent 
of poeket 1DOIIt!Y. 11; ... impos&ihle for the employers to 
distinguish or di1ferentiate behn!em women .. ho ... Ien!d in
dlIIItry for the parpoae of eaming their own living, and, 
poasibly, IIlPporting not only themselves bat dependenlB 88 
..u, and the "poeket-moaey' ... trants, and the p .......... of 
the latter ineritably opent.ed to deprell wages. 

(iv.) AItboagb many __ have dependenlB to support, the 
majority have not. They are, eonaeqnently, able to main
tain • fairly aatisfad.ory IIbmdud of life on • lower wage 
than • man usually requins to maintain • similar standard. 

(y.) There would appear to be in the minds of some employera 
an element of prejudi ... against the employment of women, 
bees_ they are .... pbyaieaDy fit than men for some .-a
paQona. In aecordanee with this view, the won: of women 
is regarded 88 of Ieaa worth than that of men, and sbonld 
be rewarded therefore at a late of relDnneration substan
tialJy lower than that wbieb IDI!Il ean rightly elaim. 

(vi) It baa been very generally a.umed that a woman ean live 
on • ama1Ier m- than a man.. We believe that tbis .... 
BIlDlptiOll is en"OI1eODL 

(m..) Trade Boards, on being eonstituted, have tended to IiI 
minimnm ratea for women _rlI:era with regard to the wages 
lIdua1ly ....eYed by the lower-paid workers, in the indU&
tries ooaeemed, before the &.rds were estab1isbed. Tbe 
ratea bed, """""'I"'t1y, were 10 .... 

(2) For the _ already given in the earlier aeetions of this 
Report, the war baa materially afteeted the eeonomie position of 
women. ){any of the ......... wbieb fonner\y tended to maintain 
the wages paid to __ opemti .... at • 10 ... Iigme will DO 10nger 
operate in the poat-war period. Moreover, during the war large 
awnbers of women have grown MeDstomed to earn eomparative1y 
higb wages, and the rates of ...... paid to __ generally have 
risen eoasiderably in """""'Iaenee of tbe standards _blisbed by 
the Orden made by the Kinistry of MllIlitioDs, nnder Sedion 6 of 
the KIlIlitiona of War Ad, 1918, thing the late of ..... nneration for 
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women employed on various kinds of munitions work. For these 
reasons, it is certain that women will in the future demand, and are 
justly entitled to receive, a much higher rate of remuneration for 
their services tban in pre-war days. Women are now preseDted 
with .. unique opportunity to raise permanently the standard of 
women's remuneration in industrial oecupations. The standards 
established by the Government duriDg the war will alford very im
portant precedents, and steps should be taken without delay to pre
vent the rates obtained during the past three years beiDg lowered. 
The first esseDtial step to this end is thorough and etlicient organiza
tioD. The secoDd is to formulate some definite priDciple on which 
to proceed in future negotiations OD wage questions. 

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

Now that women are rapidly becoming organized, eitber in Trade 
Unions of tbeir own or in men's UDioDs, standard ratee will grad
ually become established in the orgaDized industries by collective 
bargainiDg, either OD the lines hitherto practised, or UPOD the JoiDt 
IDdustrial CouDcils, N atioDal and District, proposed by the Whitley 
Committee. ID unorganized industries the same result will be ob
taiDed by tbe decisions of Trade Boards. The fact, bowever, tbat 
macbinery exists for fixing stsndard or miDimum ratee of wages 
does Dot in any way dispense with the necessity of arriving at some 
intelligible principle as the basis upou whieh sueh rates should be 
fixed. 

(4) A demand is at present made in many quarters, OD behalf of 
women workers, for equal pay for equal work for men and women 
alike. This principle is, however, much easier to assert than to 
apply. It is Dot always easy to asy when equal work is performed. 
It is, moreover, by no means clear that, if applied, the priDciple will 
always operate to the pecuniary advantage of the woman. Many 
employers, if faced with the Deeeasity of paying equal ratee to men 
and women, would prefer to employ men. On the other hand, if 
women ean be employed OD the ssme 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 sucb 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 should reeeive tbe 
same rate of pay as a man for the same volume aDd quality of 
work, assuming equal adaptability to other neceaaary work, should 
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be adopted as the basis of women's remuneration in all eases wbere 
... omen are employed on work whieb bas been hitherto regarded as 
men's work:. 

(5) In other occupatioDB followed by women we favor the follow
ing principle, namely, that in determining the rate of wage ... hieh 
should be paid, a distinction should be drawn between a minimum 
or "basic" wage and additional wages above the minimum, whiei! 
may conveniently be termed "secondary" wages. The former should 
be determined primarily by human needs; the latter by tbe valne of 
tbe eerv:iee rendered, as compared with the valne of the services 
rendered by workers who are reeeiving the basic or minimum wage. 

(6) The ''basic'' wage for a woman of average indnatry and ca
pacity should be the Bum neceBBBry to maintain ber in a decent 
dwelling and in a stete of full pbysical efficiency, and to allow a 
reasonable margin for recreation and contingencies. 

(7) The "aecondary" wage should be determined by the casb valne 
to be placed npon any special gift or qualifteation required for the 
performance of the work undertaken. 

(8) The cash equivalent of the ''basic'' and "secondary" wages 
in any indnatry or particular instance mnat be determined, in tbe 
organized indnatries, by agreement, either between the Unions and 
the Employera' Association or the individual employers, as the .... 
may be, by the ordinary processes of collective bargaining as at 
present practised, or npon the Joint Industrial Councils which we 
bope will be estab1iahed in the near future, and in unorganized in
dnatries, by Trade Boards established under statutory powers. 
Some organization for the purpose is imperatively needed in every 
indnatry if much confusion, bittern... and strife is to be avoided. 
We ahould prefer to see the work of fixing rates undertaken by the 
self-governing indnatrial bodies proposed in the first Report of the 
Whitley Committee, but, failing these, we feel that it is necessary 
tbat immediate steps should be taken to ""tend the Trade Boards 
Act to all indnatries, and to enlarge the powers of tbe Boards on the 
lines suggested in the second of the Reporta of the Whitley Commit.. 
tee. We note witb satisfaction tbat legislation to this end is con
templated in tbe near future. Tbere is no reason, in the nature of 
things, why a Trade Board ahould fix minimum rates with reference 
to the rates paid in the poorly-paid sbops. In the future we do 
not believe that they will be so fixed. Minimum rates should, we 
think, be determined with rolerenee to the wages paid by "good 
employers," the standard adopted in the Fair Wages Clanees ap
proved by resolution of the House of Commons. 
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(9) We favor some snch pian as above set forth to any attempt 
to define a "living wage" in terms ot money. This cannot be done 
satisfactorily, since values are constantly changing. It seems to us 
better to lay down the main factors which should be considered 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 oeca
sion demands. 

(10) The propoaals ontlined above do not fully meet the case of 
w'omen with dependents. We are unable to come to any satisfactory 
eonclusion as to how this very serious question should be dealt with. 
The basic wage for women will inevitably be fixed with referenee to 
the needs of a single and unencumbered woman of average capacity. 
No other course, indced, appears to be poasible. 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 community as 
a whole, and must be made irrespective of industrial relationships. 
We are entirely opposed to the recent tendeney in industrial legi .. 
lation to complicate industrial questions by throwing upon industry 
non-industrial functions. 

VI. WELPAlIIl WORK 

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

(2) In the first plaee, we think that the phrssea "Welfare Work," 
"Welfare Supervisor," ete., are unfortnnste, and lead to grave mis
apprehension as to the objects sought to be attained by the work 
with which these terms are 1ISI!Oeiated. They are held to imply the 
idca of patronage. We think that it is very desirahle that a new 
designation should be applied to this branch of industrial organiza
tion. Again, largely in consequence ot the greatly increased need 
for work of this deseription entailed by tbe war, a large number of 
women appointed as Welfare Supervisors have been quite unsuited 
for the work. They have lacked ""perienee and understanding ot 
industrial conditions, and have often been tactless in ""ercising the 
very delicate tsaks entrusted to them. For these reasons lhe whole 
idea of welfare work is misunderstood, and has come to be regarded 
with suspicion, by large numbers of operatives. There is grave 
dauger of lhe whole movement falling into serious disrepute in 
consequence. This, we think, would be • great misfortune, ina&-
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much as, when its proper function is undezstood, we believe that 
there is a great field of usefulness open to welf .... work, conducted 
by suitable and properly trained persons. 

The appointment of Welfa:e Supervisors marks a new idea in 
Factory organization. It denotes a new sense of responsibility on 
the part of those who employ the labor of others for the well-being 
of those whom they employ. The function, accordingly, of a Wel
fare Supervisor is to see that proper attention is paid to tbe "hu
man," as contrasted with the productive, aspects of factory life and 
worlr. 

(3) Girls fn!sh from the discipline of a well-ordered school need 
help and friendly supervision in tbe unfamiliar turmoil of their new 
surroundings. Tbey .... not women, and eannot be treated as sueh. 
High wages, and in many eaaea the &been .. of the father, tend to 
rei"" home controL Healthy and organised reereation is frequently 
difficult or impossible to obtain. If emooth working is to be secured, 
the real eaueee of discontent and trouble must be aaeertained and 
appreciated. Tbe problems involved are a special branch of faotory 
administration, and they .... likely to remain unsolved unless suitable 
women .... specially trained and deputed for the purpoee. They in
elude questions of charaeter and behavior; the maintenance of suit
able and convenient sanitary accommodation; the maintenance of 
bealth under the strain and stress of industrial work, which re
quires constant oversight of hours, rest periods, overtime and night 
won. . 

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

(5) We .... also of opinion that Welf .... Supervisors will in many 
eaaea be found desirable in works where adult women .... employed. 
As buainesees .... at present organised a woman is ra:ely, if ever, 
found among the active body of Directors, and many questions con
stantly arise in the daily routine of faotory management, where 
women are employed, which it is ezceedingly difficult and ofttimes 
impossible for a man to deal with satisfactorily, and consequently 
the presenoe of a well-trained and sympathetic woman, entrusted 
with the duties specified above, is of the greatest possible assistance, 
both to the women employed and to the management. 

(6) Generally, in our opinion, a Welf .... Supervisor should be re
sponsible to the principals only, and the greatest poesible care should 
be taken to appoint only suitable and speeially trained persons for 
undertaking thess delicate and responsible duties. The officer ap
pointed should be a woman of good standing and edueation, sympa-
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thetie, tactful and sensible in dealing with othen, and having, if not 
actual experience, at least a good nndentanding of industrial con
ditions. 

(7) A Welfare Supervisor should not, in our judgment, generally 
nndertake home visiting, except at the request of the person to be 
visited, or his or her parents or guardians in the caee of yonng 
people. 
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LABOR'S PRONOUNCEMENT ON THE RESTORATION OF 
TRADE UNION CUSTOMS AFTER THE W.A.R. 

The Govermnent has guaranteed the restoration of Trade Union 
rights after the war, and this guarantee has been the material factor 
in incJucing Trade Unions to suspend their roles for the period of 
the war. It is, therefore, of the greatest importance that the Trade 
Unions should have the fullest possihle knowledge of the ,scope and 
substance of the Govermnent guarantees. In the following memo
randum the attempt is made to set out all the definite guarantees that 
have been given, together with some of the most important pro
nouncements of leading Minlaters with regard to them. 

Though the guarantees are most clearly set out in the Second 
Schedule to the Munitions of War Act, 1915, it has been thought 
well to begin with a short historical introduction, showing how the 
need for the guarantees 1Irst arose and received recognition. 

I.-BEJ'ORII TmI JroNITIONS Aar 

The shortage of labor began to be felt in the engineering industry 
as early as November, 1914. By that time, unemployment among 
skilled engineers bad practically disappeared, and the enlistment of 
akilled men had aggravated a shortage which in any csae would have 
become serious. On November 26th a Composite Conference was 
held hetween the A.S.E., tha Toolmakers, and the Engineering Em
ployers' Federation to discu.. the introduction of female labor on 
certain machines at Messrs. Vickers, Crayford. An agreement was 
/lnally secured by wbich women in this firm were allowed on purely 
automatic machines ouly, the settlement to be-

"observed until the termination of the war, when the whole qu .... 
tion .ball he disoussed, 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 approached the Trade Unions and 
asked them to refrain from pressing to an issue during the war any 
question of the manning of machines or hand operations, demarca
tion, employment of non-unionists or women, and working of un. 
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limited overtime. The only guarantee suggested by the employers 
1088 in the following terms :-

"Tbe following arrangements shall have effect during the war, and 
shsll in no way prejudice any of the parties on any of the points 
covered, and the parties shsll at the termination of the war, 88 the 
Federation and the Unions now undertake, revert to the eonditions 
which existed in the respective shops on the outbreak of hostilities." 

Tbese proposals were rejected by the Trade Unions, and it 1088 

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 Government appointed the Committee on Pra
duction, which, during the following months, issued a series of re
ports on which subsequent Government action 1088 largely bBBed. 
In addition, on February 8th, Mr. Tennant made in the House of 
Commons his much criticized speech ealling for the relustion of 
Trsde Union rules. 

The most important Memoranda of the Committee on Production 
were issued on February 20th. Tbey dealt respectively with the 
Production of Shells and Fuses, with the Avoidance of Disputee, 
and with the following suggested form of guarantee to workpeople:-

"In order to safeguard the position of the Trade Unions and of 
tbe workpeople eoncerned we think that each eontraeting IIrm should 
give an undertaking, to be held on behalf of the Unions, in the follow
ing terms:-
"To HIS MAJEsTy's GoVEllNJlBNT: 

"We hereby undertake thet 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 sllowed to 
prejudice the position of the workpeople in our employment or of 
their Trade Unions in regard to the resumption and maintenanes 
after the war of any rules or cusloma existing prior to the war. 

"In any readjustment 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 begiuning of the war who are serving with the salOl\! 
or who are now in our employment. 

"Name of 1Irm ..................... . 
"Date .... o ••••••••••••• " 
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TJWi suggested guarantee forms the basis of the safeguarding 
clauses of the Treasury Agreement. 

The first £mite of the activity of the Committee on Production was 
the SheIls and Fuses Agreement, concluded on March 5th at a Con
ference between the Engineering Employers' Federation and the 
Trade Unions concerned. Only the clauses in this agreement which 
deal with ... toration after the war are here quoted:-

"(6) Operations on which skilled men are at present employed, 
but ""'ich, 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 sbaII be the usual rates of the district obtaining 
for the operations performed. 

"(7) The Federation undertakes that the faet of the restrictions 
being temporarily removed shall not be used to the n1timate prejudice 
of the workpeople or their Trade Unions. 

"(8) Any federl>ted employer shaII at the conclusion of the war, 
unleos the Government notify that the emergency continues, reinstate 
the working conditions of his factory on the pre-war basis, and as far 
as possible aIIord reemployment to his men who are at present serv
ing with His Majesty's Forces. 

"(9) These proposals sbaII not warrant any employer making such 
arrangemente in the shops as will effect a permanent restriction of 
employment of any trade in favor of semi-skilled men or female 
labor. 

"(10) The employers agree that they will not, after tbis war, take 
advantage of thie agreement to decrease wages, premium bonus times, 
or piecework prices (unless warranted 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 tbe present extraordinary ciroumstances. 

"(13) In the event of semi-skilled or female labor being employed 
as per the foregoing clauses they shall first be a1Iected by any neees
eary dischargee either before or after the war period. 

"(14) The liberty of any employer to take advantage of tbese 
proposals shall be subject to acquiescence in all the provisions thereof 
and to intimation of his acqniescence to the loeal representatives of 
the Unions through his loeal .osolliation!' 

The last of the series of special Memoranda by the Committee on 
Production was published on March 4th. Acting upon these Mema-
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randa, the Government snmmoned the first Treasury Conferenee for 
March 17th. The Conferenee, which was addressed by Mr. Lloyd 
George, appointed a special Bub-eommittee, which afterward. became 
the National Labor Advisory Committee. This Committee drew up 
propoaals, largely based on the reports of the Committee on Produc
tion, and these reports, after amendment, were endorsed by the full 
Conferenee with the exeeption of the Miners' Federation of Great 
Britain, whose delegatee refused to aceept compulsory arbitration, 
and the Amalgiunated Society of Engiueers, who demanded further 
safeguards. As we shall see, the second of these bodies subsequently 
aceepted the agreement, these further safeguards having been 
promised. 

It is necessary to set out in fnll 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 aIIorded to 
Lahor. 

(4) Provided that the conditions set out in paragraph (5) are &c

eepted by the Government as applieable to all contracts for the exe
cution of war munitions and equipments the workmen's representa
tives at the Conferenee are of opinion thai during the war period the 
relaxation of the present trade practiees is imperative, and that each 
Union be recommended to take into favorable consideration such 
changes in working conditions or trade customs as may be necessary 
with a view to aceelerating the output of war munitions or equip
menta. 

(5) The recommendations contained in paragraph (4) are con
ditional on Government requiring all contractors and suh-eon
tractors engaged on munitions and eqnipments of war or other work 
required for the aatisfactory completion of the war to give an nn
dertaking to the following effeet:-

(i.) Any departure during the war from the practiee rnling in our 
worksbops, shipyards, and other indnstriea prior to the war 
sball only be for the period of tbe war. 

(ii) No change in practiee made during tbe war sball be allowed 
to prejudiee the position of the workpeople in ODr employ
ment, or of their Trade Unions in regard to the resumption 
and maintenance after the war of any rnIee or enstoma exist
ing prior to the war. 

(iii) In any readjustment of stall' 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 tbe colors or wbo are now in our employment. 
(iv.) Where the oustom of a shop is cbanged during the war by 

the introduction of semi...Jrilled men to perform work 
hitherto performed by a class of workmen of higher skill, 
the rates paid shall be the nsnal rates of tbe district for 
that class of work. 

(v.) The relaxation of oUsting demarcation restrictions or ad
mission of semi...Jrilled or female labor shall not affect 
adversely the rates customarily paid for the job. In eases 

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

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

(vii.) Due notice shall be given to tbe workmen concerned wherever 
practicable of any changes of working condition" which it is 
desired to introduce as the resnlt of this arrangement, and 
opportunity of loeaI consultation with men or their repre
aentatives shall be given if desired. 

(viii.) AU differencea with our workmen engaged on Government 
work arising out of cbanges so introduced 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 procednre laid down in paragrapb (2). 

(a.) It is clearly nnderslood that except as e",pressly provided in 
the fourtb paragraph of clause 5 nothing in this undertaking 
is to prejudice the position of employers or employes after 
the war. 

(Signed) D. LLOYD GEORG .. 
WALTER RUNCIlIAlf. 
ARTHUR HENDBRSON 

(Chairman of Workmen'. Representatives). 
WK. MOSSES 

(Seeretary of Workmen'. Representatives). 
Marcb 19th, 1915. 

For oonvenience, the material diJference between the clauses of this 
nndertaking and those of Sohedule U. of the Munitions A.t are aet 
out bere, although Schedule II. itaelf is quoted on a later page. 
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TRlWltlBy AOBEEHENT 

Clause (iii.) "or who are "o10 in 
our emplollmenf/" 

Clause (vi.) "conditions prevail
ing before 110. dale 01 Ihis 
'Undertaking." 

Clause (vii.) "desired to intro
duce as a result 0' 'his ar
rangemM1t." 

Clause (viii.) "in accordance 
with 'he proc.d,.,.. laid dawn 
in paragraph (2)!' 

SCREDl1LB n. 
~Ior who were in 'he own"tI ",.. 

p/Qymenl when 110 •• Blablish
menl b.cam. a conlroll.d 
.. lablishm ... I!' 

"conditions prevailing when ,h. 
estabUshmene became a co,... 
'rolled .Blablishm ... I!' 

"desired to introduce ae ,h ...... /' 
0' th. 6.lablishm ... 1 b.coming 
a controlled establishment." 

"in accordance with this Aet 
without stoppage of work." 

There are other small verbal changes; but these alone aJlee! the 
meaning of the document. The net effee! of the changes is this:

(1) Under the Munitions Act a statutory guarantee is given apply
ing only to controlled establishments and dating only from the day 
on which any particular establishment becomes controlled. 

(2) Under tbe Treasury Agreement, this guarantee is dated back 
to March 19th, 1915, in the case of all eslabliahments which availed 
themselves of tbe Treasury Agreement, whether they subsequently 
became controlled or not. But this guar8Btee has no statutory foree, 
and rests only on an undertaking given by firms to the Government. 

It will be seen that the acoeptance of the Treasury Agreement 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 agreement and the pasasge of the Act. 

Mr. Arthur Henderson, speaking during the Committee stage of 
the Munitions Bill on July lst, 1915, naed these words:-

"We have to keep in mind that this schedule has been operating 
aince the the 19th of March, and bas been made a condition of Gov
ernment contracts that bave been given out aince that date!' 

The pasasge of the Munitions Act, it will be understood, did not 
remove the necessity for these guarantees, which serve to pre-date tbe 
provisions of Schedule n. by a number of months. Moreover. the 
Treasury Agreement applied to eertain trades and industries which 
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did not come lIDder the provisione of SchednIe II. of the Munitions 
Aet, and in their """"" the Treesm:y Agreement still holds good sa a 
guarantee of restoration. In order that the importance of this point 
may be realized a list of tbe Unione which ..... pted the agreement, 
divided into large gronps, is given. It will be seen that textile 
workers, railwaymen, transport workers, boot and shoe operatives, 
and others are included. 
(Ao) Gl!lrEIWo. 

The Parlismentary Committee of the Trades Union Congress. 
• Tbe Geners! Federation of Trade Unions. 

(B.) ENGINEIIBJlfG. 

Amalgamated Society of EDgineers. 
Steam Engine Makers. 
United Machine Workers. 
Amalgamated Toolmakers. 
United Patternmakers. 
Friendly Society of IronfollDders. 
Asaooiated Ironmolders of Scotland. 
Associated Blaeksmiths and Ironworkers. 
Electrical Trades Union. 
Federation of Engineering and Shipbuilding Trades. 

(C.) SHIPBUILDING. 

United Boilermakers and Iron and Steel Shipbuilders. 
Shipconetructors' and Shipwrights' Association. 
Sheet Iron Workers and Light Platers. 
Shipbuilding Trades Agreement Committee. 

(D.) IRoN AlIIl STEEL T1Wlll8. 

British Steel Smelters. 
Associated Iron and Steel Workers. 

(E.) 0Tlum M&TAL T1Wlll8. 

National Amalgamated Sheet Metal Workers. 
Geners! Union of Braziers and Sbeet Metal Workers. 
Operative Plumbers. 

(F.) WOODWOBUBS. 

Amalgamated Society of Carpenters and Joiners. 
Geners! Union of Carpenters and Joiners. 
Ronee and Ship Painters and Decorators. 
Scottish Painters. 
Furnishing Trades Aesociation. 
W oodeutting Machinists. 
Amalgamated Cabinet Makers. 

(G.) LABo_. 
National Union of Gasworkers and Geners! Laborers. 
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Workers' Union. 
National Amalgamated Union of Labor. 

(H.) TRANSPORT. 

National Union of Railwaymen. 
National Transport Workers' Federation. 

(1.) WOOLEN. 
General Union of Textile Workers. 

(J.) BoQll' AND SHOll. 

National Union of Boot and Shoe Operatives. 
The Amalgamated Society of Engineers, ae we have seen, wae not 

satisfied with the safeguards provided by the Treasury Agreement. 
Accordingly, on March 25th, 1915, a Special Conference was held 
between tbe A.S.E. and the Government, at which Mr. Lloyd George 
gave, on behalf of the Government, a further nndertaking in tbe 
following terms:-

ACCELERATION OF OUTPUT ON GOVERNMENT WORK 

At a meeting held at the Tresaury on March 25th, 1915, hetween 
the Chancellor of the Exchequer and the President of the Board ot 
Trade and the Executive Council and Organizing District Delegates 
of the Amalgamated Society of Engineers, the Chancellor explained 
the circumstances in which it had become eaaential for the succeeaful 
prosecution of the war to conclude an agreement with the Trade 
Unions for the acceleration of output on Government work. After 
discuseion, the representatives of the Amalgamated Society of Engi
neers resolved that in the light of the Chancellor of the Exchequer's 
statement and explanations the agreement be accepted by the Union, 
and expressed a desirc that the following statements by the Chancel
lor of the Exchequer in answer to questions put to him as to the 
meaning of varioua clallllOll in the memorandum agreed upon at & 

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

1. That it is the intention 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 profits will be limited, with & view to securing that benefit 
resulting from the relaxation of trade restrictions or practices aball 
acerue 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 esae ot the introduction of new inventions which 
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were not in existenee in the pre-war period, the class of workmen to 
he employed on this work after the war should he determined accord
.ing to the practiee prevailing before the war in the ease of the class 
of work most nearly analogous. 

4. That on demand by the workmen the Government Department 
80ncerned will be prepared to eertify whether the work in question 
is needed for war purposes. 

6. That the Government will undertake to use ita inIIuenee to se
tmr8 the restoration of previous 8Onditions in every ease after the 
war" 

D. LLoYD GEORGE. 

WALTER RUNcnuN. 
J. T. BROWNLIE, Chairman. 
W. IIABoLD HVTCHllISON, Executive CounciL 
GEORGE RYDEll, Organizing District Delegate. 
RcBEllT YOUNG, General Secretary. 

n.-THB KUNlTlON 01' w A.B Aer, 1915 
No further pledges were given until the passage of the Munitions of 
War Act in July, 1916. The e1l'ect of this Act was to create a special 
class of 8Ontrolled establisbments in which profits were limited, and 
"any role, practice, or custom not having the foree of law which tends 
to restrict production or employment" was suspended for the period 
of the war. The provisions for suspension of Trade Union customs 
and the guarantees of restoration under the Act are alike limited to 
8Ontrolled establisbments. 

The passage in the Act iteelf which makes provision for restoration 
is as follows:-

4. (4) The owner of the esteblishment shall be deemed to have 
entered into an undertaking to carry out the provisions set out in 
the second Schedule to this Act, and any owner or 8Ontractor or sub
contractor who breaks or attempts to break such an undertaking 
shall he guilty of an oBeuse under this Act. 

20. (2) This Act shall have eBeet only so long as the office of 
Minister of Munitions and the Ministry of Munitions exist:-

Provided that [Part L of] I this Act shall continue to apply for a 
period of twelve months after tbe conclusion of the preeent war to 
any dilference arising in relation to the performance by the owner 
of any establisbment of his undertaking to carry out the provisions 

1 Th. words In square brackcto war. struck out in the Amending Act 
of 1918. 
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set out in the second Schedule to this Act, notwithstanding that the 
office of Minister of Munitions and the Ministry of Munitions have 
ceased to exist. 

14. (1) Any person guilty 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 comply 
continues, and, if the person guilty of the offense is an employer, 
for each man in respect of whom the contravention or failure takes 
place. 

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

SCHBIlULII n. 
L Any departure during the war from the practice ruIing in the 

workshops, shipyards, and other industries prior to the war, shall 
only be for the period of tbe war. 

2. No change in practice made during tbe 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 tbe war of any rules or eustoms existing prior to the 
war. 

3. In any readjustment of etatf wbich may bave to be effected after 
the war priority of employment will be given to workmen in tbe 
owners' employment at the beginning of the war wbo have been serv
ing witb tbe colora or who were in the owners' employment wben the 
establishment became a controlled establishment. 

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 cl ... of workmen of higher skill, the time and piece rates paid 
shall be the nsual rat .. of the district for that cl ... of work. 

6. The relaxation of existing demarcation restrictions or admission 
of semi-skilled or female labor shall not affect adversely tbe rates 
customarily paid for the job. In cases where men wbo ordinarily do 
the work are adversely affected thereby, tbe necessary readjustments 
shall be made ao tbat they can maintain their previons earnings. 

6. A record of the natnre of the departure from the conditions 
prevailing wben tbe establishment became a controlled establishment 
shall be kept, and sball he open for inspection by the authorized 
representative of the Government. 

7. Dne notice shall be given to the workmen coneerned wherever 
practicable of any changes of working conditions whieb it is desired 
to introduce as the result of the establishment becoming • controlled 
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establishment, and opportunity for local eoDS11ltation with workmen 
or their representatives shall be given if desired. 

8. All dilferences with workmen engaged on Government work 
arising out of changes so introduced or with regard to wages or con
ditions of employment arising out of the wa:r 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. 

III September the Minister of Munitions set up the Central Labor 
Supply Committce 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, whieh lay down rates of wages for women on men's work and 
for unskilled and semi-skilled men on skilled men's work. These 
Circulars contain no new guarantees; but, in issuing them, the Min
istry of Munitions expressly drew attention to the fset that they 
were "strictly eonlined to the war period and subject to the observ
ance of Schedule ll. of the Munitions of Wa:r Act." 

m.--'rBE KUNlTIONS OJ' WAR (.untNIlKENT) Aer, 1916 

Most of the new guarantees given to Labor in connection with the 
amendment 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 
edministration of the Act than with the question of restoration. At
tempts were made to introduce a new clanse greatly extending the 
scope of the records of departures from Trade Union cnstom which 
mnst be kept under Schedule ll. This, however, was opposed by the 
Government, and negatived without a division. The only clause 
containing an important new guarantes had to do with the question 
of non-union labor 1 :-

15. Where non-union labor is introduced during the wa:r into any 
class of work in a eontrolledestablishment in which it was the prac>
tice prior to the war to employ union Iahor exclusively, the owner 
of the establishment shall be deemed to have undertaken that such 
introduction shall he ouly for the period of the wa:r, and if he breaks 
or attempts to break such an undertaking he shall be guilty of an 
oJrense under the principal Act and liable to a fine not exceeding 

I Two purely drafting amendments designed to remedy technical lIaws 
In the principal Act have heen ignored, and, in de.crlbing the prlnclpo.l 
Act,lt baa been &88umed that th ... amendmonto have taken e1I"eet. 
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£50; but, subject as aforesaid, such introduction shall not bs deemed 
to be a ebange of working conditions. 

IV.-8UMHAlI.Y OJ" THE GUARANTEES 

L A general promise hae 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 plaee in all cases when the war is 
over. 

2. Statutory form hae been given to this promise in the ca .. of 
establishments which are controlled under the Munitions of War 
Acta. Only in such establishments are Trade Union rules suspended 
by law, and only in such establishments is there a legal guarantee of 
restoration. 

3. In other cases, i.e., in regard to establishments which are noL 
controlled and in industries outside the scope of Part II. of the 
Munitions Act, the guarantees of restoration depend on the Treasury 
Agreement and on undertakings entered into by firms and by Ihe 
Government. These guarantees are obligations of honor; 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 beesme 
controlled. 

6. A similar guarantee, resting npon the Treasury Agreement and 
not legally enforceable, exists in the case of establishments whicb are 
not controlled. This guarantee also bolds good as from Mareh 191h, 
1915, in the case of establishmenta which subsequently became con
trolled (i.e., a man who was employed between March and July in an 
eatablishment whieb became controlled under the Munitions Acta is 
guaranteed priority of employment under the Treasury Agreement). 

6. The Government bas given a promise, whieb hae not the force 
of law, that where new inventions are introduced, the claas of work
men to operate them after the war shall bs determined aeeording to 
the practice prevailing before the war in the nearest analogous eJaas 
ofworlL 

7. II is guaranteed by law that where non-union labor is introdueed 
on any claas of work in a controlled establishment, in which it wae 
the practice prior to tbe war to employ union labor exclusively, tbe 
introduction of sueb labor shall bs only for the war period. 
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V.-NOTB ON GOVl!IBll'm:lfT ESTABLISHKlIll'TB 

The question has arisen whether the Government iteelf, in its 
capacity as employer, is hound by the ahove pledges. The following 
answer, given by the Prime Minister on August 21st, 1916, in answer 
to a question by Mr. DuneaD, expIaine the position:-

"The Crown, not heing expreesIy named in the Munitions of War 
Act, 1915, is not as a matter of law bound by its provisions. There 
is a epecial machinery .for settling such questions in the dockyards to 
which it seems desirahle to resort in the tlrst instance. There are 
other e&se8 iu which it is practically impossihle to arbitrate in regard 
to isolated cIassee without reference to the interest of others. It is 
quite recognized that, subject to exceptional cases, the epirit of this 
provision of the Act should be observed by Government Depart
menta." 

The question and answer in this ease refer ouly to "the pro
visions for the avoidance of disputes enforced upon private em
ployers"; but it is to be presumed that the answer applies in principle 
to the restoration of Trade Uuion conditions after the war. 

APPEll'DIX 

In the following Appendix there have been gathered together for 
reference the most important statements made by responsible mem
bers of the Government on the question of Trade Union rules. Ex
tracts from· the early speecbes of Mr. Tennant and Mr. Harold Baker, 
on behalf of the War 01llce, in February, 1915, though they con
tain no reference to guarantaea, have been given becanoe they are 
the earliest Goverument pronouncements on the matter of Trade 
Union rules. Apart from these two extracts, ouly passages contain
ing explicit promises of restoration after the war are included:-

MIl. TEll'HANT's SPZBCH, HOUSE 01' COm.lONS, FEBRUARY 8TH, 
1915:-

"I would appeal to the hon. gentlemen below the gangway (the 
Labor Party) to help no to organize the forces of lahor, to help us so 
that where one man goes to join the colors his place may he taken hy 
a man who is not of military age, or of military physique, or hy a 
woman. I believe that might be done. 

"I would ask them to assist the Government also in granting only 
for the period of the war some form of rsIaxation of their rules and 
reguIations. 
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''In the works of many firms, not so much armament firms as cloth
ing firms, Factory Act roles and regulations have heen largely abro
gated already, and I would seriously ask the Labor party whether 
they could not prevail upon the Trade Unionists in this country to 
adopt a measure of a purely temporary kind for the relaution of 
some of the more stringent regn\ations!' 

Ma. IiAIwLD BAKER's SPEECH, HOUSE 01' C014140NS, FEBRUARY 9TH, 
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 disflllSBion outside we shall 
be more likely to achieve the reanIt desired!' 

LoRD KITCHENER'S SP1!ECH, HOUSE 01' LoRDS, MABCH 15TH, 1915:-

"It has heen brought to my notice on more than one occasion that 
the restrictions of Trade Unions have undoubtedly added to onr dift!
culties, not so mnch in obtaining softlcient labor, as in making the 
best use of that labor. I am conJIdent, however, that the seriousness 
of the position as regards our supplies has ouly 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 onr 
utilizing all the labor available to the fullest extent that is possible!' 

"The second proposition is the suspension where neeeaaary during 
the war of restrictions of output. Here, again, I want to make it 
perfectly clear that I am only discussing this suspension during the 
war. The increase in output is so easential to us, where we have to 
torn out munitions of war not merely for onrselves hut to help onr 
Allies, that I do hope you will help us for the moment by suspend
ing the operation of any rnIes or regu1ations which tend to diminish 
the output. I know it is a very difficnlt question for you to decide 
upon, but it is very important for the State at the present juncture!' 

MR. AsQUITH's SPEECH, MABCH 20TH, 1915:-

''What are those sacrificesf They may, I think, be snmmarlEed 
under three h~tation of profits, the temporary suspension of 
reetriotive rnIes and eustoms, and the provision ot reasonable com
pensation in cases of proved injury or loss. The first, you observe, 
falls upon the employer, and the aecond upon the men-especially 
upon. those men who are members of Trade Union&-imd 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 tbe firms and com
panies who ue supplying the State with munitions of war ehould 
not be entiUed thereby to make undue profito out of them. That we 
know is the opinion, and is going to be tbe practice of some of the 
greateet and moot representative of those bodies. Under the second 
head, I believe there is an equally general agreement, and I hope and 
trust that that agreement will be translated into practice, and that 
reetnctive regulations, whether ae regarda output or ae regarda 
d~.ation of different classes of labor-regulations on long exp ... 
rience, which we may without prejudice agree to be quite appropriate 
to normal conditions-may be suspended while war laete, to be 
resumed thereafter. I know well that an agreement to that effect 
bae been come to between the Federation of Engineering Employera 
and the great Trade Uuion, the Amalgamated Society of Engineers, 
which is tho custodian and the experienced and tried trustee of the 
intereete of the men, and I would venture to express a strong appeal 
that the agreement may be carried out not ouly ae between tbe 
parties to it, but witb the general aesent of all men who in this 
critieal 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 think that in theee 
matters the Trade Uuions have been pursuing ehimerae or indulging 
in a passion for domineeriog and restrictive regulation. I believe, 
on the contrary, that the great bulk, I won't asy all-many of them 
ue much open to argument-but the great bulk of tho rules and 
customs which they have adopted as the fruit of long experience ue 
justified by that experience, and have tended not to diminish but to 
inereaee the output of our industries. But we ue living in ex
ceptional times. We have to meet a special emergency, and you may 
ho sure thoy will not be prejudicing the interesto of their Uuions or 
the cause which the Uuion represento if they consent, so long ae 
those critical conditions prevail, to a temporary waiving and sus
pension of those customs and rules." 

Ma. LLoYD GIIOBGB, TBEASllBY ColfJ'BBJUlCB, MABes: 22ND, 1915:-

u.As to that • • • we realized that when Labor wae msking con
cessions to us by relaxing certain rules during the period of the war 
Labor wae quite right in inaisting on the strictest asfeguarda against 
those concessione being abused. I think you msy asy that we have 
practieally accepted the asfeguards suggested by the delegates; we 
were so entirely in agreement witb them ae to tho desirability 
of protecting tbe workmen's interesto in the matter." 
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Ms. LLoYD GlIKlBGZ'S SPEECH, HOUSE 01' COJO[ONS, INTRODUCING mil 

MUNITIONS BILL, JUNE 23RD, 1915. 
"The next thing is 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." 

TEIIl Hom: SECRETARY (Sm JOHN 8,KON). SPEAJl:ING ON TElJ: SECOND 
READING 01' TEIIl MUNmoNs BILL, JUN. 2BTB:, 1915. 

"In the first place, you must make it plain, and you muet not only 
make it plain, but ae far ae may be you must provide in your 8tatute 
that this concession that workpeople make in the crisis of the war for 
the C01!Dtry'. sake is a temporary eoncession, which does not in the 
least prejudice their established rights so hardly won after. in many 
easea. a long strnggle in times past. This is a provision for the war. 
and for the war only. and it i. an essential condition of that which we 
are &eking. that when the war is over the honor of the Honae of Com
mons is pledged. the promise of the Government is given. and all 
who really try to carry this Bill nndertake that organized workpeople 
are not to suJfer beeanae of the temporary abandonment of Trade 
Union restrietions!' 

Ma. LLoYD GSOBGE's STATI!OlIl!NT IN mil Houss 01' CoKKONS 0 .. 
PBoouss 01' MUNmoNs DEPABTKJ:NT, JULY 28TH, 1915. 

''I hope they will take not merely a 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 Common. and the Honse ot 
Lords nndertook that at the end of the war the fact of their ,bandon
ing those praetices now will not prevent them restoring the practieea 
at the end of the war. It is so vital that this should be done during 
the war that even an nndertaking ot that kind muet be honored." 

Ma. LLoYD GsoaoE's 8PBEC11 TO mil TaADB8 UN10 .. Co .. GRE88. 
8BPTEl1BER 9TH, 1915:- . 

"The next nndertaking we gave wae that we would give a guarantee 
that at the end of the war the pre-war conditions would be restored. 
How bave we done thatf 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 gnsrantee ear
ried unanimously by Parliament, by men of all parti ............. ployera. 
workmen. Liberal, Unionist, eonscriptionist, anti .... nscriptionist. pro
Germsn. and anti-German-tI!l sorts and eondition. of men. They 
are all in it, and they are all eommitted to that gnsrantee!' 
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M& AsqUITll's REPLY TO THB TmPLB ALLIANCE DEPtJTATlOlr, AUG
UST 3BD, 1916. ("TIllBS" REPORT.) 

"Mr. Asquith said they were already taking steps to .ollect and 
eJassify the varions war pledge., if he might so describe them, which 
had been given affecting Trade Union pra.ti.... So far as some
thing like 4,000 controlled eatabIishments were coneerned, Part I. of. 
the Munitions Act provided for the continnanee of an arbitration 
maehinery for the interpretation of these agreements for a year after 
the 11'.." and the Government were carefully considering what m ... 
chinery was required to dispose of differen ... of interpretation, if 
there be su.h, in agreements affeeting other works and establish
ments. Speaking generally on this point, he wished to say that the 
pledges which had been given, and the obligations in.urred under 
them, were, in the view of the Government, obligations of honor and 
indisputably valid, and nothing but the aBBent of all the parties con
ecrued could vary them or dispense with their completa fulfilment!' 

(''DAILY CHRONICLB" REPORT.) 
"On the 1IrBt of the live proposals put before him (restoration of 

Trade Uniou practi ... after the war) the Prime Minister said that 
most explicit and emphatic 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 controlled establisbments, and the Government was eare
fully considering the kind of machinery to be set up to dispose of 
the dilIIculties of interpretation in other estabIishments!' 

M& MOlrTAGu'S SPEECH, HOUBB 01' CO)UlOlrS, AUGUST 15TH, 1916. 

"But the eeesation of disputes and the postponement' of the re
forms which slowly emerged from the clssh of conflicting interests 
do not exhaust the full measure of the eacriftces which organized 
Labor bas made. The Trade Unions plaee on one aide the whole 
armor of Trade Union reguIations upon which they had hitherto re
lied. For the weapons slowly forged during long years of struggle 
-rules and customs relating to hours of labor, overtime, the right 
of entrance to trades, demarcation of industry, the regulation of boy 
labor, and the exclusion of women from certain classes of OCcup ... 
tio-..II these, directly or indirectly, !night have tended to redu.e 
the output during the war. The Government asked Labor to put all 
these on one aide. It was a great des! to ask. I doubt if any com
munity bas ever been asked for greater eacriftees, hut with a loyalty 
and lIta!pamanship which cannot be Qver-estimated the request WIllI 
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readily granted. The Trade Unions required, and they were right 
to require, a scrupulous record and recognition of what they were 
conceding. It was promised to them as a right, but they will receive 
more, not only the restoration of the system they temporarily aban
doned, but the gratitude of the Army and of the nation, and they 
will, I 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 interest&." 
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THE LABOR PARTY'S STATEMENT 
Olr 

THE LABOR PROBLEMS AFTER THE WAR 

DJ!l[OBlLIZATlOlr 

(i.) That when peaee comes the demobilization and discharge of 
the seven or eight million wage-ea.rners now paid from public funds, 
either for servi .. 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 Wagee, and a lasting Degradation of the 
Standard of Life, which can be prevented only by deliberate National 
Organization; 

(ii.) That this Conferenee accordingly caIIs upon the Government 
to formulate its plan, and make in advanee all arrangements n ...... 
aary for coping with so unparalleled a dislocation of industry; 

(iii.) That regard should be had, in stopping Government orders, 
reducing the stall of the National Faetories, and demobilizing the 
Army to the state of the Labor Market in particular industries and 
in di1ferent distriets, so as both to supply the kinds of labor most 
urgently required for the revival of peses production, and to prevent 
any eongestion of Unemployed; 

(iv.) That it is imperative that suitable provision against being 
turned suddenly adrift without resoureea shonld be made not only 
for the soldiers, but aleo for the three million operatives in muni
tion work and other war trades, who will be diecharged before most 
of the Army can be disbanded; 

(v.) That the Conference, noting the month's furlough, gratuity, 
free railway ticket, and a year's Unemployment Benefit if out of 
work already promised to the soldier, urges that (,,) there shonld be 
no gap between the eeaeation of his pay and separation a1lowanee 
and the beginning of his Unemployment Benefit, and (b) that this 
speeial ",,_Idier'. Unemployment Benefit given to all shonld be ad
ditional to any Benefit under the National Insuranee Act, to which 
many men are already entitled in respect of eontributioDS deducted 
from their wages; and 

(vi.) That any Government which allows the diecharged soldier to 
187 
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fall into the clutches of the Poor Law should be instantly driven 
from office by an outburst of popular indignation. 

~lIE MACHINERY I'OR SECURING DlPLOnlZNT 

(i.) That the Conference emphatically protests against the work of 
re-settling the disbanded soldiers and diseharged munition workers 
into new situations-which is a national obligation-being deemed 
.. matter for charity; and against this public duty being handed over 
either to committees of philanthropists or benevolent societies, or to 
any of the military or recruiting 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 discbarge notice 
sent through, one month before the date fixed for his diseharge, 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 eOOperation and 
support of the organized Labor Movement, 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 should be pllUled under the supervision and con
trol of a Joint Committee of Employers and Trade Unionists, in 
equal numbers. 

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

TIm BESTOB.ATIOH 01' TIUD& UNlOlf OOHDITIOJf8 

(i.) That. this Conference reminde the Government that it is 
pledged unreservedly and unconditionally, and the notion with it, in 
the most solemn manner, to the Restoration after the War of all tbe 
rules, conditions and eustoma that prevailed in the workehops before 
the War; and to the abrogation, when peaoe comes, of all the changes 
introduced not only in the National Factories and the 4,500 C0n
trolled Establishments, but also in the large number of otb... to 
which ~roviaions of the Munitions Acte have been applied; 
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(iL) That the Conferenoe' p\aees on record its confident expecta
tion and desire that if any employers should be so UIlIlCnlpuious as 
to hesitate to fullil tbis pledge, the Government will see to it that, 
in no industry and in no district, is any quibbling evasion permitted 
of an obligation in whicb tbe wbole Labor Movement bas an in
terest. 

(iii.) In view (If the nnastiafsctory cbaracter of tbe provisions in 
tbe Munitions Act dealing with the restoration of Trade Union 
customs after the war, the Conference calls upon tbe Government to 
prome adequate ststutory machinery for restoration: 

"(a) By securing that all provisions in the Acts n........." to en
force restoration sball continue in operation for a full year after tbe 
restrictive provisions abrogating Trade Union rules (Section 4 (3), 
and giving Munitions, Tribunals disciplinary powere over workmen 
(Section 7) bave been terminated. 

"(b) By removing all restrictions upon tbe rigbt of the workmen 
to strike for the restoration of tbe customs whicb bave been abro
gated. 

"(e) By limiting Compulsory 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 continue for a 
full year after the termination of tbe restrictive powere in the Acts. 

"The Conference further calle upon Parliament to limit all re
strictive legislation directed againat workpeople atrictly to the War 
period, and, subject to the above exceptions, calla for the abrogation 
of restrictive clauses in the Munitions of War Acts and in the De
fensa of the Rea1m Acts, immediately upon the conclusion of bos
tilities!' 

THII PIUMClfTlOlJ 01' Uli'II:HPLOYl<BN'J! 

(L) Tbat in the opinion of tbis' C~uference it is tbe duty of the 
Government to adopt a policy of deliberately and systemstically 
preventing the occurrence of Unemployment, inatead of (as hereto
fore) letting Unemployment oocur, and tben seeking, vainly and 
expensively, to relieve tbe Unemployed; 

(iL) That the Government can, if it choo ..... arrange the publio 
works and the ordere of N ationa! Departments and Local Authori
ties in sucb a way as to maintain the aggregate demand for labor 
in the wbole Kingdom (including that of capitalist employere) ap
prozimately at a uniform level from year to year; and it is there
fore the first duty of tbe Government to prevent any cousiderable 
or widespread lIuctuations in the total numbera employed in times 
of cood or bad trade. 
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(iii.) That in order to prepare for the p088ibility of there being 
extensive Unemployment, either in the course of demobilization, and 
in the first years of peace, it is .... ntial that the Government ahould 
make all neceSBBrY preparations for putting instantly in hand di
rectly or throngh 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, p088ibly, of 200 
millions sterling; (b) the immediate making-good of the shortage of 
schools, training colleges, technical colleges, etc.; (c) new roads; 
(d) light railways; (e) the reorganization of the canal system; 
(f) afforestetion; (g) the reclamation of land; (h) the develop
ment and better equipment of our porta and harbors; (il the open
ing up of ace ... to land by amaIl holdings and other practicable 
ways. 

(iv.) That in order to relieve any PreSBure of an overstocked 
Labor Market, the opportunity ahould be taken (a) to raiae the 
school-leaving age to 16; (b) to increase the number of bursaries 
for Secondary and Higber Education; and (c) to sborten tbe bours 
of labor of all young persons to enahle them to attend technical and 
otber classes in the daytime. 

(v.) That wherever practicable the hours of labor should be .... 
duced to not more than 48 per week, without reduction of tbe 
standard rates of wages; and that legislation ahould be introdueed 
aecordingly. 

THE JUllilTBNANOB 01' -'1'BB 8'1'ANDABD 01' LIn 

(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 aecordiugly the duty of the Government to see to it 
that, when peace comes, the Standard Rates of Wages in all trades 
ahould, relatively to the cost of living, be fully maintained. 

(ii.) That is should be made clear to employers that any attempt 
to reduce the eustomary rates of wages when peace 80m.., or to 
take advantage of the dislocation of demobilization to worsen the 
conditions of labor, will eertainly lead to embittered indnstrial 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 calamity. 

(iii.) That the Government should not ouly, as the greatest em
ployer of labor, set a good OIBmple in this respect, but should 
also seek to in1Iuenee employers by proclaiming in advance that it 
will not attempt to lower tbe Standard Rates or 8Onditions in public 
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employment, by announcing that it will insist on the most rigorous 
observance of the Fair Wagee Clause in public contracts, and by 

. recommending every Local Authority to adopt the lI&IIIe policy. 

TBB LEGAL lUNIHllK WAGII 

(i.) That the Coel Mineo (Minimum Wage) Aot should b. mein
tained in foree, and suitebly amended eo 88 to ensure greater uni
formity of conditione among the eevere! dietricts, and so 88 to make 
the Distriet Minimum in ell easee an eJiective reality; 

(ij. \ That in view of the fact that many millione of wage
earners, notably, women, carmen, agrieulturel laborers, and work
men in various occupatione, are unable by combination to obtain 
wageo adequate for decent maintenanee in heelth, the Trade Boards 
Act shonld be amended and made to apply to all industrial em
ployments in which the bulk of those employed obtain lees than 30s. 
per week. 

(iii.) That thia minimum of not lees than 30s. per week be a 
statutory minimum for ell trades. 

TBB NATIONALIZATION 01' lUlLWAYS 

(i.) That the Conf.renee most emphatioelly proteets against the 
Railways, whioh are under Government control, being handed back 
after the war to the control of the shareholders, whose only interest 
is that of extracting the largeet poasible dividend; 

(ii.) The Conferenee asks that the partie! Nationalization which 
haa taken place should b. completed and extended to those canala 
which are still outside railway control; and the shareholders should 
be got rid of by taking over their preeent property at its fair mar
ket velue; and that the transformation of the railways and canala 
into a unified public serviee of transport and communication. ad
ministered eolely in tb. publio interest with arrangements for the 
participation in the managements, both local and centrel, of all 
grades of employees, should be one of the first tasks of the Govern
ment after the war. 

THII NATIONALIZATION 01' JUNBS 

(i.) That in the opinion of thia Conferenee the time has come 
when thia eountry shonld no longer be dependent for its eoal supply 
on a amall number of capitalist colliery proprietors, coel-merchants 
and dealers, among whom there is an increasing tendency to com
binatione and price-arrangements, by which the Coneumer is mad. to 
pay a quite unnecessary price for coel; 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.) Tbat in organizing the nation's coal supply on the basis 
of production for nse instead of production for profit, due arrange
ments should be made for the participation in the management, both 
local and central, of the employees of all grades; 

(iii.) That the Government Coal Department might undertake 
tbe supply for export and shipping, tbe Local Autborities 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 jnst covering cost. 

AGBlOlJIJ1'UBB 

(i.) Tbat the present arrangements for the production and dis
tribution of food in this country amount to nothing sbort of a na
tional disgrsce, and must he radically altered without delay; 

(ii.) That it is imperative that the Government sbould promptly 
resume control of the nation's agricultural Isnd, and organize its 
utilization not for rent, not for game, not for the aocial amenity of 
a small social class, not even for obtaining the largest pereentage 
on the capital employed, but solely with a view to the production ot 
the. largest possible proportion of the foodstuffs required by tbe 
popUlation of these islands at a price not exceeding that for which 
they can be brought from otber lands; 

(iii.) That this can probably best be attained by a combination 
of (,,) Government farms, administered on a large scale, with the 
utmost nse of machinery; (b) Small Holdings made aecessible to 
practical agriculturists; (a) Municipal enterprises in agriculture, 
in conjunction with municipal institutions of various kinds, milk 
depots, sewage works, etc.; (d) farms let to COOperative Societies 
and other tenants, under covenants requiring tbe kind ot cultivation 
desired· 

(iv.) 'Tbat under all systems the agricultural laborer must be se
cured a decent ecttsge, an allotment, and a Living Wage; 

(v.) That the distribution ot foodstuff. in the to....-from milk 
and meat to bread and vegetahles-sbould be taken out of the 
hands of the present multiplicity of dealers and shopkeepers, and 
organized by Demoer&tic Consumers, COOperstive Societies and the 
LocaJ Authorities working in ecnjunetion. 
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tiXA!rI0Jr 

(L) Tha& in view of the ..... mIOOS debts eontraeted during the 
war and of the neeessity to Iigbten national financial burdens in 
order to enable the ... untry to compete su...,.,.,.tully on tbe IIUIl'kets 
of the world so soon as peaee ... m .... this Confen!Dee demands that 
an equitable system of ... oscription of aeemnulated wealtb ehould 
be put into operation forthwitb, believing that no system of in ... m .. 
till< or u..... protits duti... will yield enough to free the ... nntry 
from oppr .... i:... debts, and that any attempt to till< food or the 
othm- neeessitiee of life would be nnjost and rninoos to the DI8Il808 

of the people; 
(iL) Tha& the ouly solution of the diffieulti ... that bave arisen is 

a system of tuation by whleb the ne.....uy national income ehall 
be derived mainly from direet tuation and imposts npon lo:mri .... 
and that the tuation npon nneamed inoom ... ehould be substantially 
inereased and graded so that on the higher acal ... it ehould be not 
Ieee than 15s. in the ponnd; 

(iii.) Tbat the whole system of land tuation ehould be revised 
so tbat effeet ehould he given to the faet that the land of the nation, 
wbieb has been defended by the liv... and BDfferings of its people, 
ehall heloog to the nation and be used for the nation'. benetit. 

(iv.) Tbat as during the war the Government bas bad to come 
to the II8Bistanee of the banlr:ing inatitntioos of the ... nntry, and tbat 
it has been fonnd ne.....uy to pay very hlgh rates for the money 
...used, adding eonsiderably to the annnal burden reeultiog from the 
war, every effort ehould he made to nationalia! the banlr:ing system 
of the ... nntry in order to free the ... mmnnity from private ex
ploitation. 

"That this Confen!Dee emphatieally protests against the repeated 
attempts to bring COOperative dividends within the """pe of the 
In ... me T""." 

"That this Conferenee, recognizing that the hogs national ex
penditnre, eaused by the W sr, has to he met by inereaaed tuation, 
dee1aree tbat those who elaim the ownership of the land of the 
conntry should he reqnired to make a .pecial contribution towards 
its defense. It therefore ealla upon the Government to impose a 
direet till< on land valnes in the next Budget, and to enable this to 
be done, to use the powers eonferred by the Defense of the Realm 
.let to eompel all owners of land to fnrnieh an immediate deelara-
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tion of the present value, exteut, and eharae\er of all land in their 
p08eession. 

"That this Confenmce affirms that such a tu, 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 ooot of living, tend to raiae 
wages, and leaaen the evil of unemployment which threatens on the 
cloae of the war." 

I"RANCRIS& 

(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 abould be so oonducted that every properly 
qualified person abonld have the opportunity to vote .t elections, and 
that this entails both a abort period of qoaliflcation and eontinuooa 
registration; 

(iv.) That soldiers and munition workers abonld not only have 
the right of voting conferred upon them, but that arrangements 
shonld be made by which that right can be exercised, including the 
provision of facilities for all eaudidatee to pot their views fairly 
before these electors; and that as far as po .. ible similar arrange
ments shonld be made for the convenienee of seamen and other 
electors ne .... arily abaent from thir constituencies; 

(v.) That redistribution of electoratee shonld teke plaee at once; 
(vi.) That no election eonducted on the present register, or before 

the above changes have been made, can return a Parliament which 
representa the nation. 

TIIB POSITION 01' WOKml' AJ'I"IlB THB W AB 

"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 workere, this Confer
ence urges: 

"(i.) That work or maintenance at fair ratee should be provided 
for all women displaced from their employment to make way 
for men returning from service with the foreea or other 
national work. 

"(ii.) That full inqoiry shonld be made into trades and proceasea 
previously held to be unhealthy or in any way ODBoitable 
for women, bot now being carried on by them, with a view 
to making recommendatiooa aa to their further employ
ment in 80ch trades. 
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"(iii.) That all women employed in trades formerly closed to 
them should only continue to be eo employed at Trade 
Union rates of wages. 

"(iv.) That Trade Unions should aecept women membere in all 
trades in wbich they are employed." 

EDUCATION AND CHILD WBLI'ABE 

AdtMni.slralw. 

"I!ldch alterations of the Education Act of 1902 as shall secure 
full public responsibility for the maintenance and· control of all 
grades of schools, colleges and universities. 

"Abolition pf all education fees. 
''Raising of the school leaving age to 16, with increased number 

of maintenance grants, graded aeeording to age and eireumstaneea. 
''Universal free compuleory secondary education. 
''No partial or half time exemptions before fulfilment of regular 

secondary course, and not then unl... agreed to by the school 
doctor. 

"Education Autbority to have equal jurisdiction over part time 
factory employment as over non-faetory employment. 

"Larger proportion of local education costs to be borne by N ... 
tional Treasury. 

''Penaions for secondary teacbera, as in ease of elementary teach
era in England. 

HlIgieflic 

"Hygienic conditions in elementary schools to be brought up to 
minimum standard of best secondary schools. 

"School Doctor to be certifying surgeon for half-timera and young 
pereons in employment. 

"Full scheme of free publio medical service to expectant and 
nursing mothera and their children; in the case of the latter, to he 
continued up to school age and properly coOrdinated with the school 
medical service. 

"Swimming baths, gymnasia, and the best known scheme of phys
ical training for every child passing through the sehools. 

"A scheme of physical instruction for all young people from 16 
to 20 years of age. 

"Amendment of Provision of Mcals Act, eo as to provide meals 
out of public funde for all school ohildren certifIed by the school 
doctor to be improperly or insnflloiently 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 

coordinated 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 poseible moment. A great increase of the system of camp 
schools, vacation centers. Travel studies by sea and land. 

''No specialization until last year of secondary school course, 
when bias given in direction, Technical, Professional or Commercial, 
as part of a general education!' 
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INDUSTRIAL REPORTS. NUMBER I. 
INDUSTRIAL COUNCILS 

The" Whitley Beport, loget ..... with 11 ... LeIIIW 0' 110. Mi .... 'IW 0' 
Labor ezplai"ing 110. Go~ ........... t'. "'ow 0' il. prop.sals. 

L LETTER ADDRESSED BY THE MINISTER OF LABOR 
TO THE LEADING EMPLOYERS' ASSOCIATIONS AND 
TRADE UNIONS 

8m, 

Mnmmoy 0" LABoR, 
MONTAOU HOUSE, 

WIIITBHALL, S.W. 1. 
20th Oetobor, 1911. 

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 Ia.rge number of Employers' organiza· 
tions and Trade Unions generally favoring the adoption of those 
proposals, the War Cabinet have deeided to adopt the Report as part 
of the policy which they hope to see carried into effect in the field 
of industrial reennstruction. 

In order that the preeise effect of this decision may not he mis
understood, I desire to draw attention to one or two points which 
have been raised in the eommnnications made to the Ministry on the 
aubjeet, and on which some misapprehension appears to ezist in some 
quarters. 

In the first plaee, fears have been ezpressed that the proposal to 
aet up Industrial Councila indicates an intention to introduce an ele
ment of Stata interference which has hitherto not ezisted in in
dustry. This is not the ease. The formation and eonstitution of 
the Councils must be principally the work of the industries them
aelves. Although, for reasons which will he ezplained later, the 
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Government are very anxious that su~h Councils should be estab
lished in all the well-organized industries with as little delay as 
possible, they fully realize that the success ot the scheme must de
pend npon a general agreement among the various organizations 
witbin a given industry and a clearly expressed demand tor the 
creation ot a Council. Moreover, when formed, the Conncils would 
be independent bodies electing their own officers and free to deter
mine their own fnnctiona and proeedure with reference to the 
peculiar needs ot each trade. In tact, they would be autonomous 
bodies, and they would, in effect, make possible a larger degree ot 
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 tbe 
view of tbe Government on the matter. To anyone with a knowl
edge ot the diverse kinds ot machinery already in operation, and 
the varying geographical and industrial conditions whicb affect 
different industries it will be obvious tbat no rigid scheme can be 
applied to all ot them. Each industry must therefore adapt tbe 
proposals made in the Report as may seem most suitable tb its own 
needs. In some industries, tor instance, it may be considered by 
both employere and employed tbat a system ot Works Committees 
is unnecesssry owing to the perfection ot tbe arrangements already 
in operation for dealing with the diffieulties arieing in particular 
works between the management and the trade union officials. In 
othere Works Committees have done very valuable work where tbey 
have been introduced and their extension on agreed lines deserves 
every encouragement. Again, in indUstries which are largely based 
on district organizations it will prohably 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 tbemselves and settled in harmony witb their particular 
needs. 

Thirdly, it ahould be made clear that representation on the In
dustrial Conncils is intended to be on the basis of existing organiza
tiona amoug employere and workmen concerned in each industry, 
although it will, of course, be open to the CounciIa, when formed, 
to grant representation to any new bodies which may eome into e:l
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 
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and enjoy the whole-hearted support of the existing organizations, 
and it is therefore desirable that representation ahould be determined 
on as broad a baais as possible. 

Lastly, it haa been suggested tbat tbe scbeme is intended to pro-
mote compulsory arbitration.' This is eertainly not the case. What
ever agreements may be made for dealing with disputes must be left 
to the industry itself to frame, and their efficacy must depend upon 
the voluntary coOperation of the organimtions concerned in carrying 
them out. 

I ahould now like to explain some of the reasons which have made 
the Government anxious to see Industrial Councils established as 
BOon as possible in the organized trades. The experience of the 
war baa shown the need for frequent consultation between the Gov
ernment and the chosen representatives of botb employers and work
men on vital questions concerning those industries which bave been 
most d.cted by war conditions. In some instances diJferent Gov
ernm.nt D.partm.nta have approached diJferent organizations in 
the same industry, and in many cases the absence of joint representa
tive bodies whicb can speak for their industries as a whole and 
voic. the joint opinion of employers and workmen, has been found 
to render n.gotiations much more difficult than th.y would otber
wise have been. The .... of the cotton trad., wbere the industry is 
being regulated during a v.ry ditIIcult 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 charg. of the interests 
of the whole industry. The probl.ms of the period of transition 
and reconstruction will not b. less difficult than those whicb the 
war bas ereated, and the Goveroment accordingly feel that tha task 
of rebuilding the social and .conomic fahric on a broader and surer 
foundetion will he rendered mucb eaai •• if in the organized trades 
there eaist representative bodies to wbich the various questions of 
difficulty can b. referred for consideration and advice as they arise. 
Th.re are a number of such questions on which the Government will 
need the united and considered opinion of .ach large industry, such 
as the demobilization of the Forces, the re-settlement of munition 
workers in civil industries, apprenticeship (espseially where inter
rupted by war service), the trainilig and employment of disabled 
soldiers, and the control of raw materials; and the more it is ahle 
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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a settlement of the more permanent questions which have cau .. d 
diJl'erences between employers 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 bave to be solved. It is felt that this object can only be 
secured by the existence of permanent bodies on the lines suggested 
by the Whitley Report, which will be capable not merely of dealing 
with disputes when they arise, but of .. ttling the big questions at 
issue so far as possible on such a basis as to prevent serious con
flicts ariBing at all. 

The above statement of the functions of the Council. is not in
tended to be exhaustive, but only to indieate 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 higher standard of com
fort generally, and involve the enlistment of their active and con
tinuous cooperation in tbe promotion of industry!' Some further 
speeiflc questions, wbich the Councils migbt consider, were indi
cated by the Committee in paragraph 16 of the Report, and it will 
be for the Councils themselves to determine what matters they shall 
deal with. Further, such Councils would obviously be tbe suitable 
bodies to make representations to the Government as to legislation, 
which they think would be of advantage to their industry. 

In order, tberefore, that the Councils may be able to fulfil the 
duties which they will be aaked to undertake, and that tbey may have 
the requisite status for doing so, the Government desire it to be 
understood tbat the Councils will be recognized 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 tbe opinion and experience 
of an industry will be songht 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 country, and the Government feels that 
it can rely on both employers and workmen to .ooperate in order 
to make that part a worthy one. 

I hope, therefore, that you will take this letter as a formal re
quest to your organization on the part of the Government to con
sider the question of carrying out the recommendations of the Re
port 80 far as they are applieable to your industry. The Ministry 
of Labor will be willing to give every 8SBistanee in its power in the 
establishment of Induatrial Councila, and will be glad to receive 
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Sllgg ... tiOns as to the way in which it can he given most effectively. 
In particular, it will he ready to assist in the convening of repre
sentative conferen.... to diacuea the establishment of Councils, to 
provide secretarial assistance and to he repr...ented, if desired, in 
a consultative capacity at the preliminary meetings. The Ministry 
will be glad to be kept informed of any progress made in the direc
tion of forming Councils. Although the scheme is only intended, anel 
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 posse .. a sul!icient organization to bring it about if 
they desire to apply it to themselves. 

In conclusion, I would again emphasize the pressing need for the 
representative organizations of employers and workpeople to come 
together in tha organized trades and to prepare themeelves for the 
problems of reconstruction by forming Councils competent to deal 
with them. The Government trust that they will approach these 
problems not as two opposing fore ... each bent on getting as much 
and giving as little as can be contrived, but as fo ..... having a com
mon interest in working together for the welfare of their industry, 
not merely for the &ake of those concerned in it, but also for the 
&ake of the nation which depende ao largely on its industries for 
its well-being. If the spirit which has enabled all clssses to over
come by willing cooperation the innumerable dangers and difficultiea 
which have beaet us during the war is applied to the problems of 
Reconstruction, I am convinced that they can be solved in a 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, 

GIDO. H. RoBIIRT8. 

INDUSTRIAL COUNCILS 

REPORT 01' THE ·RECONBT1IUcrrON CoXlll'l"l'EE ON RELATION~ Bm
TWEEN EHPLOYElIS AND EMPLOYED 

The Committee consisted of the following members:
THE RIGHT HON. J. H. WHITLEY, M.P., Chairman. 

(Chairman of Committees, House of Commons.) 
Mr. F. S. BUTTON (formerly Member of Executive Council, Amal

gamated Soeiety of Engineers). 
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Sir G. J. CARTER, K.B.E. (Chairman, Shipbuilding Employers' 
Federation) • 

Professor S. J. CHAPMAN, C.B.E. (Professor of Politieal Eeonomy, 
University of Manchester). 

Sir GILBERT CUUGHTON, 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 Executive Committee of the Women's Trade 
Union League). 

Mr. J. J. MALLON (Secretary, National Anti-Sweating League). 
Sir THOS. A. RATOLllTIC-ELLIS (Seeretary, Mining Association of 

Great Britain). 
Mr. RoBERT SMILLIII (President, Miners' Federation of Great 

Britain). 
Mr. ALLAN M. SMITH (Chairman, Engineering Employers' Federa

tion). 
Miss MONA WILSON (National Health Insuranee Commissioner). 

Mr. H. J. WILSON, Ministry of Labor, 
Mr. AllTHUII GREENWOOD, 

S.cretari ... 

To the Right Honorable D. LLoYD GIIOBGII, M.P., Prime Minister. 
SIB, 

We have the honor to snbmit the following Interim Report on 
Joint Standing Industrial Councils. 

2. The terms of referenee to the Sub-Committee are:-
"(1) To make and eonsider snggestions for aecuring a per

manent improvement in the relations hetween employers and 
workmen. 

"(2) To reeommend means for oeeuring that industrial eon
ditions affecting the relations between employers and workmen 
shall be systematically reviewed by those eoncerned, with a 
view to improving eonditions in the future." 

3. After a generat consideration of our duties in relation to the 
matters referred to us, we decided Ilrst to address ourselves to the 
problem of establishing permanently improved relations between 
employers and employed in the main industries of the eountry, in 
which there exist representative organizations on both sides. The 
present report aeeordingly deala more especially with these trades. 
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Weare proeeeding with the consideration of the problems conneeted 
with the industries which are less well organized. 

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

5. The circumstances of the present time are admitted on all Bides 
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
construction of industry, and in considering the subjeeta referred to 
us we have kept in view the need for securing in the development 
of reconatruction the largest pOBBible measure of eoiiperation be
tween employers and employed. 

In the interests of the community it is vital that after the war 
the eoiiperation of all cia .... , 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 shonld offer to work
people the means of attaining improved eonditions of employment 
and a higher standard of eomfort generally, and involve the enliot
ment of their active and continnoDB eoiiperation in the promotion 
of industry. 

To this end, the establishment for each indDBtry of an organiza
tion, representative of employers and workpeople, to have as ita 
objeet the regular eonsideration of matters affecting the progress and 
well-being of the trade from the point of view of all those engaged" 
in it, so far as this is eonsisteut with the general interest of the 
community, appears to DB n ...... ary. 

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 indDBtrial eonditions 
will need careful handling if grave difficulties and strained rela
tions are to be avoided after the war has ended. The precise n .... 
ture of the problems to he faced naturally varies from industry 
to industry, and even from branch to branch within the same in
dustry. Their treatment eonseqnently will need an intimate knowl
edge of the facta and cireumstanees of each trade, and such knowl-
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edge is to be found only among those direetly connected with the 
trade. 

7. With a view to providing mean. for carrying out the policy 
outlined above, we recommend that His Majesty's Government should 
propose without delay to the various aasociations 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 claases of I .... 
bor engaged. 

8. Tbe appointment of a Chairman or Chairmen should, we tbink, 
be left to tbe Council who may decide that these should be-

(1) A Chajrman for each side of the Council; 
(2) A Chajrman and Vice-Chairman seleeted from the mem

bera of the Council (one from each side of the Council); 
(3) A Cbairman cbosen by the Council from independent 

persons outside the industry; or 
(4) A Chairman nominated by sucb person or authority 88 

the Council may determine or, failiug agreement, by the Gov
ernment. 

9. The Council should meet at regular and frequent intervals. 
10. The objects to which the consideration of the Councils should 

be directed should be appropriate matters affeeting tbe several in
dustries and partieularly the establishment of a closer coOperation 
between employers and employed. Questions conneeted with de
mobilization will call for early attention. 

11. One of the chief factors in the problem, as it at first pre
sents itself, consists of the guarantees given hy the Government, 
with Parliamentary sanction, and the various undertakings entered 
into hy 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 mesn tbat 
tbe definite coOperation and acquiescence by botb employers and em
ployed must be a condition of any setting aside of tbese guarantees 
or undertakings, and that, if new arrangements are to be reached, 
in tbemselves more astisfaclory to all parties but not in !!IriC!! ac
cordance witb the guarantees, they must be tbe joint work of em
ployers and employed. 

12. The malters to be considered by the Councils must inevitably 
diJfer widely from industry to industry, 88 different cireumstanees 
and conditions eall for ditIerent treatment, but we are of opinion 
that the suggestions set forth below onght to be taken into acconnt, 
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snbjeet to snob modification in each ease 88 may serve to adapt them 
to the needs of the various industries. 

13. In the weU-organized industries, one of the first qnestione to 
be eoneidered should be the establishment of local and works or
ganizations to supplement and make more effeetive the work of the 
eentra1 bodies. I;t is not enough to seeure eoiiperation at the center 
between the national organizations; it is equally necessary to en-. 
list the activity and support of employers and employed in the dis
tricts and in individual establishments. The National Industrial 
Couadl should not be regarded as eomplete in itself; what is needed 
is a triple organization-in the workshops, the districts, and na
tionaUy. Moreover, it is essential that the organization at each of 
these three stages should proceed on a common principle, and that 
the greatest measure of eommon action between them should be 
secured. 

14. With this end in view, we are of opinion tbat tbe following 
proposals should be laid before the National Industrial Councils:-

(II) That District Councils, representative of the Trade Unione 
and of the Employers' Association in the industry, 
should he 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 eooperation with the 
district and national machinery. 

As it is of the highest importance that the scheme making pro
vision for these Committe .. should be sucb as to secure the support 
of the Trode Unions and Employers' ABBociations concerned, its de
sign should be a matter for agreement between these organizatione. 

Just as regul"" meetings and oontinuity of cooperation are es
sential in the ease of the National Industrial Council., so they seem 
to be n ..... ary in the case of the distriot and works organizations. 
The object is to secure oooperation by granting to workpeople a 
greater share in the ooneideration of matters effecting their in
dustry, and this can only be achieved by keeping employers and 
workpeopJe in oonstant touch. 

15. The respective functious of Works Committees, District 
Councils, and N ationa! Councils will no doubt require to be deter
mined separately in acoordance with tbe varying oonditions of dif
ferent industries. Care will need to be taken in each case to delimit 
accurately their respective functions, in order to avoid overlapping 
and resUlting friction. For inetance, where conditione of employ
ment are determined by national agreaments, the District Counoils· 
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or Works Committees should not be allowed to contract out of con
ditions 80 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 
Committees the following may be selected for special mention:-

(i) The belter utilization of the practieal 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 nnder which their work is carried on. 

(iii) Tbe settlement of tbe general principles governing the 
conditions of employment, including the methods of fixing, pay
ing, and readjusting wages, having regard to the need for se
curing to the workpeople a ahare 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 prevention of ditferenees, 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 ocenpation or employer. 

(vi.) Methods of fixing and adjusting earnings, piecework 
priees, etc., and of dealing with the many difficulti .. 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 (iii)_ 

(vii) Technical education and training. 
(viii) Industrial research and the full utilimtion of ita re

aulta. 
(iI) The provision of faeiliti .. for tbe full consideration 

and utilimtion of inventiona and improvement desib",ed by work
people, and for tbe adequate aafeguarding of the rights of the 
designers of such improvements. 

(x) Improvements of processes, machinery and organimtion 
and appropriate questiona relating to management and the ex
amination of induatriol experiments, with special reference to 
coOperation in carrying new ideas into e1fect and full considera
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 Conncils 

.hould be correlated to those of joint bodi .. in the different districts, 
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and in the various works within the districts, most n.........nly vary 
aeoording to the trade. It may, therefore, be the beat policy to 
leave it to the trades themselves to formulate schemes suitahle to 
their special eircumstances, it being understood that it is essential 
to aeeu:re in eaeh industry the fullest measure of cOOperation be
tween employers and employed, both generally, through the National 
Councils, and specifically, through district Committees and work
ahop Committees: 

18. It would seem advisable tbat the Government should put tbe 
proposals relating to National Industrial Councils before the em
plo'ers' and workpeople's associations and request them to adopt 
sueb measures as are needful for their establishmoot where they do 
not already exist. Suitable steps ahould also be takoo, at the proper 
time, to put the matter before the gooeral public. 

19. In forwarding the proposals to the parties concerned, we 
think thP Governmoot ahould offer to be repreeeoted in an advisory 
capacity at the preliminary meetings of a Council, if the parties 80 

desire. We are also of opinion that the Governmoot should under
take to supply to the various Councils sueb information on in
dustrial subjects as may be available and likely to prove of value. 

20. It has been soggested that means muat be devised to safe
guard the interests of the community against possible action of an 
anti-social eharacter on the part of the Councils. We bave, bow
ever, here assumed that the Councils, in their work of promoting 
the interests of their own industries, will bave regard for the Na
tional interest. If they fu\lil their functions they will be the best 
builders of national prosperity. The State never parts with its 
inherent over-riding power, but sueb power may be least needed 
when least obtruded. 

2l. It appears to us tbat it may be desirable at some later stage 
for the Stste to give the eanction of law to agreemoota made by the 
Councils, bot the initiative in this direction ahould come from the 
Councils themselves. 

22. The plans sketched in the foregoing paragrspba are applicable 
in the form in which they are givoo ouly to industries in which 
there are respousible associations of employers and workpeople 
which can claim to be fairly repreeeotative. The case of the less 
weU-organized trades or sections of a trade necessarily needs forther 
cousideratioD. We hope to be in a position ahortly to put forward 
recommendations tbat will prepare the way for the active utilization 
in these trades of the same practical cOOperation as is foreshadowed 
in proposals made ahove for the more highly-organized trades. 

23. It may be desirable to stats here our cousidered opinion tbat 
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an essential condition of seeuring a permanent improvement in the 
relations between employers and employed is tbat there should be 
adequate organization on the part of both employers and work
people. The proposals outlined for joint cooperation throughout 
tbe several industries depend for their ultimate suceess upon there 
being such organization on both sides; and such organization is 
necessary also to provide means whereby the arrangements 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 eonditions 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 tbat 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 reeommended in this Report are intonded not 
merely for the treatment of industrial problems when they have be
eome acute, but also, and more especially, to prevent tbeir becom
ing acute. We believe that regular meetings to discuas industrial 
questions, apart from and prior to any differenees with regard to 
them that may have begun to cause frietion, will materially reduce 
the number of occasions on which, in the view of either employers 
or employee!, it is necesasry to contemplate recourse to a stoppage 
of work. 

26. We venture to hope that representative men in each indnstry, 
witb pride in tbeir caIling and care for its pIace as a eontributor 
to the national well-being, will eome together in the manner here 
suggested, and apply tbemselves to promoting industrial harmony 
and efficiency and removing the obstacles tbst have hitherto stood 
in tbe way. 

We have tbe honor to be, Sir, 
Your obedient Servants, 

J. H. WHITLEY, C/oairman. 
F. S. BlJTTON. 

GBO. J. CAIITEB. 
S. J. ClUl'lLUr. 
G. H. CuUOHTON. 

J. R. CLYNE8. 

J. A. HOBSON. 
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8ecretartu. 

• The foIiowing questions were addressed by the Reconstruction 
Committee to the Sub-Committee on the Relations between Employ
ers and Employed in order to make clear certain pointe which ap
peared to call for further elucidation. The answers given are sub
joined. 

Q. L I" what CIasB 0' I..&u.trie. does t10e I"terim Report pro
I'0B. that I..&u.trial Co .... cils BhaU be establish.d' What bam 0' 
eiasBifical .... 10as tke Bub-Committ.e in .new' 

A. 1. It has been suggested that, for the purpose of considering 
the esteblishment of Industrial Councils, or other bodies designed to 
assist in the improvement 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 sullicientJy 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) industries in which organization is 80 imperfect, 
either as regards employers or employed, or both, that no A ... oeia
tions can be said adequately to represent those engaged in the trade. 

It will be clear that an analysis 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 groupa 
(a) and (c) are concerned, a fairly large number of trades can 
readily be assigned to them; group (b) is necessarily more inde
terminate. 

For trades in group (a) the Committee have proposed the os
tabIiabment of Joint Standing Industrial Councils in the several 
trades. In dealing with the variono industries it may be necessary 



310 MANAGEMENT AND MEN 

to consider specially the case of parta of industries in groap (a) 
where organization is not fully developed. 

Q. 2. 18 the machinery propos.d intended to b. i .. addition to or 
i .. • ubstit .. tion for existing machinery' Is it proposed that exist
ing machinery should be superseded' By "existing machinery" is 
m.ant Co .. ciliation Boards and all oth.r organizations lor joint 
conference and discussion belw .... Employer. a .. d EmploYed. 

A. 2. In most organized trades there already exist joint 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, etc., in the Council or to link them 
with the Council as Sub-Committees. 

Q. 3. Is it .... derstood that m.mb.rship 01 the Cou .. cils is to be. 
confined to repr ..... tati" .. el.ct.d by Employ.rs' Associations and 
Trads Unions' What is the "ie ... of the Sub-Committe. r.garding 
the .ntry of ".w organizations .. tablish.d after th. Councils ka". 
b ...... t up' . 

A. 3. It is intended that the Councils .hould be composed only 
of representatives of Trade Unions and Employers' Aasoeiations, 
and that new organizations .hould be admitted only with the ap
proval of the particular side of the Council of whieh the organiza
tion would form a part. 

Q. 4. (a)-I. it intended that dscision. r.ached by th. Co .... cils 
.hall be bindi .. g "po .. the bodies comprising them' II .0, is such 
binding effect to be conditional upon the consent 01 each Employers' 
A •• ociation or Trads Unio .. affected' 

A. 4. (a) It is contemplated that agreementa reached by Indus
trial Councils .hould (whilst not, of course, possessing the binding 
force of law) carry with them tbe same obligation of observance as 
e:rials in the case of other agreementa between Employers' .Associa
tions and Trade Unions. A Council, being on ita workmen'. side 
hased on the Trade Unions ""ncemed in the industry, ita powers 
or authority could only be mch as the constituent Trade Unions 
freely agreed to. 

Q. 4. (b) In particular, is if intendsd that all pledge. gi"en either 
by Ihe Government or employer. lor the resturatiun 01 Trads Union 
rules and practice. aft.r the toar .hall be redsemea wilhout quali
ficolion unle •• the particular Trads Unio .. concerned agre .. to al
teration; or, on the contrary, that 'he IndustriDl Council .haIl ha". 
power '0 dscids IUch question by a majority "ote 01 ,h_ toork_', 
r.pr ..... tati" .. Irom all the Trads Unions in th. indVlltry' 

A. 4. (b) It is clearly intended that all pledges relating to the 
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restoration of Trade Union roles shall be redeemed without quali
fication unl .... the partieular Trade Union concerned agrees to al
teration; and it is not inteoded that the Council sball have power to 
decide such questions by a majority vote of tbe workmen's repre
sentstives from all the Trade Unions in tbe industry. 

D1DUSTBlAL REPORTS. lI"UlIBEB 2. 

WORKS COMMITTEES 

PREFACE 

Owing to the great chsnges in industry which the war bas pro
duced, particularly in engineering, the need for eloser relations be
tween employer and workmen bas become increasingly felt. The 
old trade union machinery bas of teo been overburdened and bas 
not always suJliced to deal with the innumerable questions arising 
from day to day in the shops. These conditions have encouraged 
the growth of Works Committees 88 a means of direct and constant 
communication between employer and workmen, and as the forma
tion of such Committees in industries where the conditiona reqnire 
or favor them has been recommended by the Whitley Committee as 
part of the industrial organization of the futnre, 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 as to the constitution and working of Works 
Committees in 8 number of dilferent industries, including Engi
neering, Shipbuilding, Iron and Steel, Boot and Shoe, Mining, 
Printing, Woolen and Worsted, Pottery, and 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 
objeets, funetions, methods of procedure, and constitutions which 
have been tried in actual practice. The opinions of those interested 
in the Committ.... on the side both of the management and of 
the workmen, have heen sooght, snd the sincere thanks of the De
partmenl are due 10 Directors, Managers, Trade Union ollicials, 
Shop Stewards, and others for their conrtesy and the tronble 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 to those individuals, firms, Com
mittees and Associations who have given permission for the publica
tion of the particulars of Works Committees which appear 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 devieed to meet them. In this way 
it was hoped that this Report might be of some value as fumish
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 recommends the collection of information regarding eris!
ing Works Committees. 

D. J. SHACKLII'l"OJI". 
MINISTRY 01' LABOR. 

March, 1918. 

WORKS COMMITTEES 

1.-IJI"TRODUCTlOJl" 

The extent of the e:ristence of Works Committees before the war 
is largely a matter of dellnition. Our estimate of their scope will 
vary according as we give the term a wide interpretation, or conllne 
it to committees representative of all the workpeople in an eo
tabliehment. Works Committees in this latter sense of the term 
existed hefore the war in varions 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 varioDB kinds of 
committees, such as those representative of individual trades or 
departments, or those which have come into e:ristence at particular 
times and for limited purposes, the number in e:ristenee before the 
war is greatly increased. In certain indnstries, however, notably 
engineering, the condition. of war have prodnced such a change in 
both the form and function of workshop organization, that the dis
ensaion of the general idea of Works Committees rnsy be said to 
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have developed out of thoae eonditions. Since, however, the Works 
Committee, on tbe whole, springs from the common methods of 
trade union organization inside the workshop, as they existed long 
before the begiuning of the war, some reference to theee methods 
is neceasary as an introduction to this report upon some of the eom
mittees which are now in operation. 

Before this works organization is considered, it may be noted 
that certain of the immediate causes which have led to the rise of 
works committees during the war-the methods of remuneration 
(pieeework or profit-sharing or bonus on output), welfare, collec
tions for charity, and, to some extent, dilution also-were already 
operative in the formation of earlier Works Committees. ' 

Works Committe .. before 110, War. 
The majority of Trade Unions have official shop stewards, though 

theee officials may be known by 80me other name-such as "shop 
delegates," "works representatives," "collectors," "yard. committee
men," or, in one case at least, "works directon." In certain cases 
also the name committee-Watch or Vigilant Committee-is at
tached to the body of shop stewards in an establishment. It may 
even he aaid that the Works Committee is older, than trade union
ism; tbe "chapel," for instance (the ancient organization of the 
workmen in each printing office), goes back much farther than the 
end of the 17th century. Such shop clubs were not eonflned to any 
one industry. They were, however, quite dilIerent things from a 
works organization formed of representatives of permanent Trade 
Unions, and would now be represented by a committee of workers 
in a non-Uuion 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 fabric of the Trade 
Union-the collection of dues, the interrogation of defaulters and 
neweomers, and the like-the duties of shop stewards are stated in 
the rules of different Unions to inelude (2) the regular supply to 
tbe branch or district committee of information respecting any 
eneroachment upon recogniZed Trade Union conditions, participa
tion in deputations to the management in connection with griev
ances,' the calling of shop meetings of, the members to disOUSB' 

2 Participation in deputation. to the management has naturally 
tended to the formation of committeea. This may have happened when 
repreaentatives of different trades joined together to present common 
grievancel; the management may again ha.ve suggested the formation 
of .. committee as an alternative to a number of sectional deputatiODs. 
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grievances, eto. The stewards are in one case held "responsible for 
the conduct of the shop according 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 maehinery for 
consultation between the shop stewards and the Union official .. 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 commonly 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 duties of shop stewards-the 
collection of subscriptions and the examination of eredentials 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 bOOding construction. The 
"ticket" steward commonly examines new men taken into employ
ment on a bnilding job. The second fact to he noted is that in 
certain industries, in a number of areas, a regnlar system of Works 
Committees, linked together in district organizations, had developed 
several years before the war for the purpose of the more efficient 
achievement of these objects. 

(2) But both in theory and in practice the work of shop stew
ardll-i>r of committees of shop stewards-has generally extended 
beyond these functions. As an example of practice, the apparently 
unsnitahle case of building work may first be taken. Committees
somewhat loosely organized it may be, but nevertheless committees, 
and so considered by those responsible for tbeir formation-bave 
been formed in the bOOding trade; and tbe 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 appointment of depu~tions of workpeople to meet the ma.nagemeut 
is, of course, not confined to trade unionist workmen; it has alwaYl' 
!wen a. feature of modern industry in both organized and uDorgani.r.ed 
establiahmenta. In organized establishments, however, there baa alway. 
been & tendency for tho shop stewards to be ropreoentod on such depu. 
tationa. 
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"ticket" stewards on a big building job to come togetber, and to 
eleet a seeretary, wbo in some casee (it may be noted) bas been a 
zepresentative of tbe laborers. Such a committee of stewarde may 
make representations to, or be consulted by, tbe employer on ques
tions such as tbe proper alloeation of work in order that sufficient 
inside operstions may be reserved for wet weatber. Another ques
tion which such eommittees bave been known to bring forward is 
that of extra payment in consequenee of tbe inconvenient situation 
of some partieular job. (This, perhaps, is strictly Trade Union 
busipess.) In demanding adequato provision for tbe heating of 
tea eans and for tbe enjoyment of meals such committees may be 
aaid to have anticipated in their own way tbe modern Welfare 
Committee. In many industries the same combination of shop 
stewarde and the same prsctice of making united representations 
to tbe employer-a practiee not neeessari\y "reeognized"-have been 
attempted at different times and witb varying degrees of suGeeSS. 
In some eaoes in which such metbods have been sueeeesfully applied 
in engineering and shipbuilding the initiative bas come from the 
side of the management. It remains true, of course, that tbe shop 
steward system up to tbe present has been in the main only a trade 
system, and tbat tbe committees formed under it san be c\aesed 
under Works Committees only if the term is given tbe wide soope 
mentioned at tbe beginning of this report. If the term is used in 
tbis wider sense, committees will be found to have existed for many 
years in a number of industries where pieeework is in operstion. 
Some of tbese are dealt witb in a later paragraph. 

Another of tbe functions of shop steward&-the ealling of shop 
meetings-appears to form the basis of a system of Works Com· 
mittees in eertain industries, which include, at any rate in Bome 
districts, tbe furnishing trades. The shop meeting; for which tbe 
rules of most Trade Unions make provision, is a meeting of the 
memhers of a Union; but tbe term has another meaning which has 
gained currency during the war-viz., a meeting of all tbe trades 
in a works-and it is interesting to noto that, in part, at least, of 
tbe furnishing industry, this has long been tbe recognized meaning. 
Here the meetings are regular (monthly), and the stewards, not 
neeessari\y drawn from all tbe trades, make tbeir report about memo 
bership and tbe like. The shop stewards in a furnishing works 
may in this way form a Works Committee with a secretary. At the 
same time it would appear tbat for tbe settlement of piece priees 
eertain Unions in the furnishing trades, such as that of the up
holsterers, work tbrongh tbeir own shop stewarde.1 

1 The position in tbe furnishing trade i. somewhat indefinite. 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 (ai 
trade or departmental. organization as contrasted with works or
ganization; and (b) the informal nature and composition of many 
committees. In regard to (,,), the method of the upholsterers has 
already been mentioned. Usually there are only a small number of 
upholsterers in anyone establishment; fifteen would mean a very 
eonsiderable firm. In smaller establishments the sbop steward or 
stewards of the Union usually carry through the negotistions for any 
new work not covered by the shop "log," or Jist of piece prices. If 
they are unsuccessful, the full-time Trade Union official eomes into 
the bargaining operations. In one establishment, however, in which 
an exceptionally large number of upholsterers are employed in 
aevera! departments or "floors," the Departmental or Trade Com
mittee has been in existence for many years. This is eomposed of 
all the stewards-three elected from eaeb of the "floors"-and from 
this eommittee again three head stewards are cboaen. For the par
ticular work of any floor the appropriate etewards undertake the 
preliminary negotiations; but if theae are unsuccessful, the ques
tion in dispute will eome before the eommittse, and be dealt with 
by the head stewards in eonsultation with tbe management before 
it i&-probably with the assent of a shop meeting-given into the 
hands of the Trade Union official. The pottery industry supplies 
examples of both (,,) and (b). Pricing Committees are found in 
most sections of the trade; and there may be seversl committees in 
a single factory. In the sanitary trade a standing eommittse is 
usual. In many faetories, however, the method employed is for 
the operative concerned to call in two or three males to assist him 
in arranging the price of a new job. The men called in need not 
be the same on each occasion. The existence of aeveral eommittees 
in one factory may be exemplified 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 eaae none but Trade Unionists can sit on the 

years ago there would appear to have beeD Joint Committee8 of employ. 
era and employees in Beveral districta, but these have disappeared., A 
system of Departmental Committees for the fixing of ratea for 1\1"" 
normal workers is still in operation in certain districts, and "' .. more 
common until quite recently, when piecework W&8 abolished in BODle 

areas. In a few establishments tbese committee. appear to bave been 
Works and not DepartmeotaJ Committeea. These eommltteea are ad 
ho. bodies, called into being for a particular purpooe by the GOp 
steward (or .towards) who form the element of continuity. 
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eommittee; but tbia ia by no means a univenal rille. In worb, 
however, in which there .... Trade Unionists the practice is to elect 
to the eommittee one (or more) of them, who is ezpeeted to serve 
as a ~ link between the eolnmittee and the Dimiel: Com
mittee of the Trade Unioo. 

The position of the "ehapel" in relation to the London eom
positcml' seale is an old and well....tablished ease of a worb organi
zation taking part &IIlIIDg other fonctioDS in the regulation of pie.
work.. 

4 other tradea in whiob piecework is in operation, and where 
eomplete standardization of lists has beeo found impracticable, meth
oda more or ie!8 similar to those mentioned above are found. In 
tbia eonnection the development of Worb Committees in engineer
ing establishments during the war is signi1lcant. The engineeriog 
tradea have al ... .)'11 !1!Sisted piecework; bot, at the asme time, they 
have generally bargained on an individnal basis for any work 
done on this ".)'lItem. The extension of piecework and the growth 

. of the method of eonective bargaining in the shop--by Worb Com
mittees or stewards--have gooe on side by side; and it would 
appear that, to a eonsiderable degree, the one is the immediate . 
eo""" of the other. Even in industries in whiob priee lists for 
piecework are used there are eommonly oecasiODS on whiob B par
tienlar job is not eovered by the list, and in certain ....... joba can
not be listed at all. In this eonnection it may be noted thet in 
miniog the _"ad of joint pit eommittee&-aa well as the Joint 
Distriel: Board-has beeo in operation in certain distriets for B. 

long time, and the method is embodied in the rules of various dis
triets under the Coal Mines (Minimum Wage) Act of 19l2. In 
several distri.ts dispotes as to whether a workman baa forfeited 
his right to the minimum must be diseussed by two oflieials of the 
mine and two representatives of the local lodge of the Union belo", 
they are taken to the distriel: Joint Board committee, and in one 
distriel: the representatives fmm eaob side are four in number. 

The faet that in many miniog distriets the Trade Union branch
or l~is composed only of the men working in one pit makes 
the Lodge Committee in effect a Pit Committee.1 It is not B com
plete Worb Committee-in the strieter sense of the ~ .. pt 
in those places in whiob tbe enginemen and certain other workers, 
who eommonly belong to other Unions, .... members of the local 

1 EYen ... h .... the -. of the minora' branch Ia not the pit but, I&Y, 
the 'IilIage, eaeb of the _era! pits in the vUJase commonly baa ita com· 
mittee. 
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Miners' association. The tendency of eertain 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.l 

It may be noted that in many cases Conciliation Boards are really 
Works Committees. This is so when the joint board is composed 
of representatives of the workpeople in one establishment and of 
members of the firm. Such boards-with varying degrees of con
nection hetween the workmen's side and the Trade Unions-have 
been formed in individnal establishments belonging to a variety of 
industries. 

N ....... clat .. re. 

A distinction must he 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 a works. Among 
Works Committees it is possible to distinguish three varieties. The 
first and main variety may be called the "Industrial Committee." 
Such a oommittee, generally oonstituted on a Trade Union basis, 
deal. with particular questions affecting the conditions and re
muneration of labor in a given works--questions of principle being 
reserved for the district or national organizations ooncemed. It 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 "We!fare Committee." Such a committee, representing as • 
rule all the workers in a given works, deal. 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 distinct, is 
the "Soeial Union," or, more eI&etly, the committee governing the 
Social Union, where one exists, of the worliers employed in the 
same establishment. Such a committee is concerned with games, 
reereations, stndy-eireles, pienies and the like. 

A part from these main typee there are, of cowse, loeal varieties 
of all sorts. There may be, for instance, • separate "M .... room 
Committee"; or, again, there may be a separate "Women's Com
mittee." There may be a committee peculiar to a email section of 
workers (e. g., tool-makers), which handles a large and important 
area of functions in regard to those workers. FinaJJy, even though 
there is DO regular or standing Works Committees, it may be the 

1 It may he Doted that the circumstances of induatry in generaI in the 
18th and early 19th eentmy made for a greater correspondence bet", ..... 
organization by locality and organization by eotabliohment than _ 
to<Iay. 
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ease tbat committees are created ali /ooc whenever an important 
question arises in a works, and tbat these committeea are consulted 
by the management with a view to Bettling such questions. This 
indeed is the proeedure followed in BOme of tbe works wbere the re
lations of management and men are most amicable. In some cases 
tbe oommittee BO formed oonsists of the sbop stewards of the separ
ate trades. 

It may be added that BOme committeea are "joint," and embrace 
repRSelltalives of both men and management, meeting togetber in 
reguiar eeasion; while otbers (and this is the general rule) are com
mitteea of workmen only, but meet the management from time to 
time (oometimes regularly, and sometimes occasionally; sometimes 
directly, and sometimes througb their cbairman or secretary) to 
settle grievances and to give or receive information. 

Various names bave been applied to committees formed during 
the war, particularly to tbose formed to deal with sucb questions 
as timekeeping. Among tbe names are "Workers' Advisory Board," 
"Works' Tribunal," "Vigilant Committee," and "Works' Council." 1 

1I.-omOINS AND INFLUENCE 01' WAR DEVELOPMENTS 

The causes whicb bave brougbt Works Committees into watence 
during the war, and tbe circumstances attending tbeir origin; are 
naturslly very different. A classification of origins may, bowever, 
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. 

81001' 8letOartlll. 

To a very oonsiderable extent the first three beadings must be 
treated together. This iB particularly true of engineering works. 
It has already been pointed out that shop stewards with a con
siderable range of duties were a normal feature of Trade Union 
organization before the war. It bas also been seen that, though 

1 IIWorka Committee," itt may be DOted, i8 sometimes taken to mean 
only a Joint Committee of management and employees. The name i. 
not used in this narrow sensa in tbi. report. uShop Committee" i. 
sometimes used in the aense in which "Work. Committee" i8 defined 
above, i.... for a committee oovering Dot merely B department but the 
wbole of a worka. 
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for the most part these 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 conditions the 
shop stewards, more unknown and therefore less e",posed, began to 
exercise more power. Nor was this all. In an industry such as 
engineering, questions of dilution and, again, of payment by resulta 
raised mattera of detail which needed some shop machinery for 
their solution. Such questions often concerned the members of 
several Unions in the same establishment; and the common interest 
of men working side by side often led to eoneerted aetion. Though 
many Works Committees instituted during the war can he traeed 
to one or other of these souroes, and though most of the committees 
thus called into existence may he said to have worked to the asti&
faction of all grades of workpeople, it is true that in certain eases 
the question of dilution has produeed committees of shop etewards 
with conflicting interests. In certain places two committees heve 
been formed, one compoeed of the shop stewards of the skilled 
trades, and the other confined to the stewards of the Unions rep .... 
senting the unskilled and semi ... killed men. 

It may be added that this tendeney among workpeople to bring 
their organization more closely to bear upon workshop conditions 
is to be seen in industries which have been much I... affected by 
the war than engineering. The tendeney preeeded, but bas been 
strengthened by the war. 

Dilulion. 
To gain the consent of the National Unions was not in it.elf 

enough to settle the questiou of dilution; for it is obvious thet in 
a eomplieated trade snch as engineering, with ita many varieties, 
questions of detail might arise in almost every works which needed 
some machinery for their solution. This has led to the introduction 
of Dilution Committees in many establishments. These eommittees, 
consisting of representatives of the workers (mainly, of eonrae, 
the skilled workers), diseuas with the management on what ma
chines or processes, to whet extent, and under what conditions dilu
tion shall be introduced. Committees of this character, dealing 
with an important range of economic questions, heve often been 
led to raise other questions then thet of dilution, and to bring for
ward for diaewIoion with the management, with which they 1I'ere 
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being brought into eoDStant contact by the problems of dilution, 
questions and grievaneea of a general ebaraeter. Sometim.. the 
oommittee has remained in name a Dilution Committee, while it 
was in reality a Works Committee. 80metim.. a definite ehllllg8 
has been made, and the Dilution Committee, with more or I .... 
ehllllg8 in ilB oomposition, bas been turned into a Works Commit
tee. In any ease, the problem of dilution bas been one of the mosl; 
potent foreea in forwarding the movement towards Works Commit
tees. Though there bas been a marked tendency for Dilution Com
mi_ to develop into Works Committees, it may be noted that 
in one or two easee the Dilution Committee was formed after, and 
as a sub-oommittee of, the Works Committee. 

The importance of the connection between a Works Committee 
and the Trade Unions ia indicated by oomplaints that Dilution 
Committeea' negotiations have violated Trade Union agreements. 

MotAodB of B.......-w... 
One of the neceesiti.. of the war bas been to increase output; 

and one method whieh auggested iteelf for this purpoae was that of 
payment by resullB in tradea where timework was the normal prac
tiee. In many tradea any ayatem of pieoework ia very unpopular, 
and, in the past, bas been strongly opposed. Thia ia true of engi
neering, where the Unions had left any pieoework whieh was intro
dueed to the control of individual bargaining. The rapid extension 
of piecework in sueh tradea bas led to a variety of forma of 001-
lective bargaining. In 80me eatabliahmenlB a new piece-price ia 
submitted to the Works Committee before it ia discussed with the 
individual workman. In othere an Appeals Committee bas been 
instituted to consider and bring forward oomplainlB againat piece
prices or premium honns tim ... fixed by the management. In other&, 
again, 80mething on the lin... previously mentioned as existing in 
parIB of the pottery indnstrY bas been developed; and prices have 
been discussed, not with the individual workman, but with the 
workman and two or three of hia matee on aimilar work. In other 
eatsblishments varions forma of collective or group honns on output 
(or output value) have been adopted; and in some of th ........... 
eommitte... have been formed either temporarily, in order to dis
_ the introduetion of the new method, or permanently, in order 
to supervise its working. In other easee oommitIBIII have been 
formed to deal with timekeeping bonuaea or profit-sharing sehem .... 1 

• A great variety of bonwo aehemea is in operation in munitiona f ..... 
tori.., maDy of which are not nnderatood by the workpeople concerned. 
It would .ppmr to be ............,. that not only should there be • com-
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Committees connected with methods of remuneration are not, in 
themaelves, Works Committees proper. They may be committeee 
representing only a small section of the establishment (e. g., the 
toolmakers), while the rest of the workmen in the establishment 
are not concerned and are represented by no committee. They 
may, again, be partial in scope as well as in membership, and deal 
with no otber matters than that of a bonus. This, bowever, is un
likely and seema unusual. A committee conneeted with a bonus 
system often comes to embrace a wider scope, and will bring forward, 
or be consulted by the management about, other matters. 

Timekeepimg. 
Committees whose sole function, or one of whose main functions, 

is the improvement of timekeeping, have been instituted in tbe coal 
mining industry, at the ironworks in Cleveland and Durbam, and in 
a number of engineering and munitions factories. Tbe Pithead, 
or Output, or Absentee, Committees, as tbey are variously ealled, 
commonly deal witb the negligence of mine officials as well as with 
cases of absenteeism. The committees at tbe Cleveland and Dur
ham blast furnaces are conJined to the one function of improvement 
of timekeeping. 

Welfar •• 
The strain of the war has introduced conditions which have made 

it necessary to consider ways of promoting the pbysical welfare 
of the workers. Long hours have been worked; nigbt shifta have 
been added to day shifts; workshopB have sometimes been crowded; 
the introduction of women workers by the side of men, in oecu
pations wbere women had not previously been employed, has raised 
a number of question&. Matters such as tbe best distribution of 
working bours, the provision of canteens and mess-rooms, and tbe 
improvement of ventilation and sanitstion, have all demanded at
tention. On such matters, wbere the interest of the workers is 
paramount, the simplest course is obviously to consult them, and to 
receive their complaints and suggestions througb their own ae
eredited representatives. This course has been adopted in a number 
of establishments; and the result has been tbe institution of a Wel
fare Committee, which has eased the situation by removing, or pre
venting the rise of, a number of grievanees. The workmen bave 

mittee to supervise such schemes) but that a "Particulan eJause" should 
be made obligatory OD the employer. Arbitration awarde have in indi
vidual cases made ODe or both of theee methoda of coDtrol part of their 
findings. 
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thllS been allowed a voice in regard to the eonditions under which 
they labor, and these Welfue Committees, though they can hardly 
be ealled Works Committees, may be said to prepare the gronild. 
They serve to engender something of a spirit of eommunity in the 
works, and to help the workmen to feel thet they have a eommon 
interest as workers in the same establishment. 

War Cloarilg. 

In 80veral ".ases (for instance in the Glasgow district) eommit
te..,. have been formed to administer funda raised in the works for 
the porpoee of helping dependents of workmen who have joined the 
Colora. These committees form a germ which may develop, and 
here and there has developed, into Works Committees capable of 
entertaining grievances or raising general questiona and bringing 
them to the notice of the management. Where the firm has BUb
serihed to the works' fund, and has been repreeented on the Com
mittee of Management, the nuelellS of a Joint Committee is ob
viously preeent. 

Olh ... Caus ... 

In much the same way eommitteea formed in an establiBhment 
for soeial porpoees prepare the ground, if they do nothing more, 
for the institution of Works Committees. They help to ereate the 
habit of eommon action throngh representatives; and aeeustomiug 
the men of di1ferent crafts and di1ferent Umona to act together 
for porpoees of a soeial nature, they gradually lead to the adoption 
of the idea that a certain range of ind1l8trial questiona may be 
treated in the same way. In Bome of the best establiBhments which 
have recently instituted Works Committees the su...... of theee 
eommitt ... is largely attributed to the work which eommittees of a 
social character have done in preparing the ground. 

It is believed that the ways indicated are thoee in which Works 
Committees have mainly tended to arise. In a subject of such 
variety, however, it is impossible to make any exhallStive 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 eonditiona or who linda that 
his task is greatly eaeed if he can deal with an aeeredited rep .... 
sentative of the workmen. Sometimes a committee may have arisen 
in connection with a particular dispute and for negotiating a 8Ot
t1ement, and may then, in the issue, be adopted as a permanent 
mode of working. In eertain ....... during the war, as before it, 
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the creation of a Works Committee haa been on. of the tarma of 
oettlement of a disputa. 

m.-CONSTlTlJTION 

Th. constitution of a Works Committee naturally vari .. with ita 
functions. A Welfare Committee, handling questions in which the 
difference between unionist and non-unionist workmen, or again the 
difference between different Unions of workmen, hardly ariaes, will 
tend to be composed of representatives of all the workers, elected 
without regard to differences of craft or grade or occupation. An 
Industrial Committee, bandling as it does questions in which differ
ences of skill or of craft are concerned, will involve a new range of 
considerations. It may be necessary to consider the relation ot 
Buch 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 necesaary to consider 
whether management and labor sbould sit together as a Joint Com
mittee (and, if eo, in what proportions), or whether the Works Com
mittee should be one of workers only, with opportunities of ready 
ace ... to the management-and ultimately, it may be, to the di
rectors-when such access is desired. 

The last point may be takel\ first. Joint Committees are rare.' 
There are some committees of this nature, containing two or three 
representatives of the management and about a dozen represent ... 
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, eome provision has 
generally to be made for separate meetings of the representatives 
of the workers; and, 88 a rule, Works Committeee appear to be 
committeee of tbe workers ouly, with regular facilities for conaulta
tion with the management, either at /bed intervals or whenever oe
easion arises. Joint Committees may ultimately come to be th. 
normal form, but in the preliminary stage of development it seems 
likely that committees of workers only, with regular facilities for 
acceea to th. management, will generally be the form adopted. 

Where tbe committee is a Joint Committee, the idea of the joint 
meeting is probably first mooted by the management; and unless 
the workers' side is already in existence the management may eng-

1 This statement applies to committee. whose work i. Dot Itrietly lilD~ 
ited to ODe or two fuDetiona. 1'1Ie acl:ual Dumber of Joint Committea 
i. large if wo inaJudo tho 0 Aboentee" Committeee .t eoaJ mineo sud tho 
Timekeeping Committeee at IroDworka. 
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gest the basis of composition and the methods of election of the 
committee. Where, however, the committee is a committee of work
men. only, it is advisable (whether the idea of such a committee 
is nggeated by the management or develops apontaneously among 
the workmen), that the workmen abonld be left to determine the 
basis of its composition and the method of its election for them
selves. 

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

(,,) The committee may be elected by all the workmen employed, 
eacIr department or shop being treated as a constituency, and re
turning a number of members, perbaps in proportion to its size. 
Tbia appears to be the simplest method and is found even in works 
in which the workers bave already an indnstrial organization in the 
shape of shop stewards or delegates. 1 Tbia is the ease in most 
works, and in sucb eases it may be advissble to build on the existing 
organization. Tbia brings ns to tbe eecond main possibility. 

(b) The committee may be a committee of the shop atewards 
of the different Unions represented in the works, or, ·in a large 
works where shop stewards are numerous, a committee elected by 
the shop stewards. In one works, for instanee, which employs about 
3,000 workmen, the Works Committee (in this ease a Joint Com
mittee) contains 12 representatives of the workmen elected by the 
shop stewards (80me 40 in number) of the varions Unions repre
sented.in the works. In another works a committee of seven 
shop stewards meets the management monthly and discusse. ques
tions which ita members and the management have asked to have 
placed on the agenda. 

The two methods whiob have just been described represent the 
two possibilities at either end of the scale; but various methods 
may be employed "hiob combine, or come as it were between, these 
two possibilities. Even where the committee is elected by all tbe 
workmen, unionist or non-unionist, voting by departments, the ten
deney, if tbe works is strongly unionist, is towards tbe election of 
representatives wbo are all unioniets and are aIao, eitber altogether 
or in part, shop stewards of their Unions. In one works with 
4,000 workmen the Works Committee of 21 members, eleeted by a 
general vota of the men workers, is entirely composed of .hop stew-

1 ThiB method of departmental eleetion commonly results in a commit
tee, aU the memben of which are shop stewards. But even when thia 
i. 80, a majority of the .bop lltewarda may Dot be on the eommittee; 
and the members may be drawn from & minority of the Uniona. 
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ards. In another works, with 3,500 workmen, in which a Works 
Committee has existed for about 10 years, all tbe workmen in any 
department way vote, but only unionist workmen can be elected, 
and balf of tbe members of tbe Works Committee are sbop stewards. 

Anotber method which deserves special notice is that of election 
on the basis of Unions, all the members of a Union in tbe works 
electing a certain number of representatives. Tbe number of mem
bers to which a Union is entitled may vary in direct proportion (or 
in some other way) with ita membership in the works. Tbus, in a 
sebeme under consideration for an engineering works, representation 
on tbis baais gives seven members to three General Labor Unions, 
eigbt 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. Tbis metbod_inee in an engineer
ing establisbment the members of a Union may be distributed 
through several departmenta, in esch of which there may be a shop 
steward or stewards of the Union-is not necessarily identical with 
that in which tbe shop stewards of tbe diJferent Unions in each 
department form the committee. In several iron and steel works 
tbe met bod of election appears to be by tbe members of each branch 
of a Union who are working in the establishment. 

In one sucb case the rigbt to representation is stated to belong 
to tbe branch because it baa members in tbe works. Tbe statement, 
however, is qualilled in order to cover tbe case of a Trade Union 
branch--.!. g., of the Amalgamated Society of Engineers or the 
Bricklayers' Union--<>n1y some of wbose members may be employed 
in tbe particular works. In their case only tbe members of the 
branch employed in tbe works make the appointment; and from the 
nature of the case the representative so appointed is almost bound 
to be the person acting as shop ste .... ard for the Union in the 
works. Tbis, combined with the fact tbat tbe brancbes of tbe iron 
and steel Trade Unions correspond to eeclions or departments ot 
workers in a single works, makes such branch representation aim
i1ar to departmental representation. Another feature of this sys
tem is tbat tbe seeretary of any branch who is working in the 
establisbment-this i. almost bound to be the ease with branches 
the membersbip of which is eonflned to the works-is, " officio, a 
member of the eommittee. The draft propoasla for representation 
now heinl!' discussed by the shipbuilding trades in one district are 
to the dect that each Works Committee should be eomposed of a 
certain number of representativ ... 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 should be an official shop 
steward. Some of the Unions in the shiphuilding industry inelude, 
it may be noted, several trades, and the official yam delegates (or 
shop stewards) of the several lrsdes in one Union often form a 
Yam Committee for such functions as the inspection of Union cards. 

Other methods found in practice are election of all the members 
by the whole of the employees in an establishment voting as one 
eonstitoeney, and election by occupations or lrsdes. 

In 80me works there is one committee for skilled men and another 
for. unskilled or aemi-akilled. In .... eral large engineering es
tablishments, for instance, there are two Committees of Shop Stew
ards, one for eraftsmen, aod another for aemi-akilled men and la
borers. GeneraJly, bowever, there is ouly one committee for both 
seta lOf workmen.1 The persons elected to such a committee are in 
certain casea drawn solely from the ranks of the skilled craftamen, 
though there may be unskilled men (and stewards of unskilled 
Unions) in the works. The ""elusion of any dir •• ' representation 
of the unskilled men in such cireumstaoces is generaJly due to the 
same cause as the absence of any direct representation of the 
smaller craft Unions, "u., the fact that a department's repre
sentative tends to beloug to the Union which has most members in 
the department. There are certainly casea in which this apparent 
""clusion of representation nf the interests of the unskilled is a 
source of friction between the different e1asses of workers; aod the 
presence in some works of separate committees is tbe extreme ex
pression of sueh difference in intereet. It is argued· that tbe un
skilled men-thougb tbey may be ""eluded by ""aoUy similar air
eumstanee&-are in a different position from a minority of skilled 
men who may be ""eluded from direct representation, in tbat the 
interesta of tbe latter, being akin to tbeir own, are better under
stood by, aod receive more sympatbetic consideration from, the 

1 A Works Committee in a Midlands munitions factory baa just been 
reconstituted. Previously departmental election had produced a eom
mittee all the memben 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 ud carried through by the secretary, who is an official of hie 
own UniOD. i8 designed to give all grade8 in the work8 an active interest 
in the committee. It i8 hoped that later the separate representation of 
the difl'erent grades in eaeh department may Dot be neeessaryj previ~ 
GUlly the gradee Dot directly represented have Dot opposed the commit~ 
tee, which baa been very aucee18ful. but they have not shown ae much 
intereet in it ae Ia desired. 
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skilled men on tbe committee. It would nevertbeless 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 eraft or seetion 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 
tbat of unskilled workmen. In some cases they have a vote for 
the Works Committee eleeted by the various departments, and tbey 
may have 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 grievanees 
of women workers and questions affecting their interests and tbe 
conditions of their labor. Occasionally, though this is rare, there 
is a separate committee to represent the interests of women workers. 

From what has been said it is obvious that the constitution of a 
Works Committee raises a number of questions. (1) In the 1lrst 
place, there is the question whether the committee should be based 
on the industrial organization of shop stewards, where sucb or
ganization is in existence, or should be based on a general vote. 
(2) In the next place, aaauming the latter altemative to be adopted, 
there is the question whether all the workers should vote, and, if so, 
how the constituencies should be arranged, or whetber only nnionist 
workers should vote, and, if so, how and in what proportions the 
different Unions should be represented. (3) Fnrther, there is the 
question whetber there should be a single committee, or one com
mittee for skilled and another for unskilled workers; and (4) ftnally, 
there is the question whether women workers should have a sepa
rate committee or be represented through the general eommittee 
of the works. 

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

Wherever it is possible, a eommittee of shop stewards or Trade 
Union representatives would appear to he the heat solution.' At 
the same time, it is important to secure that the size of the commit
tee, while large enough to be representative, should not be so large 

1 As will be seen from the appendicea, individual committee. formed 
on very different linea have been in every way BuceeeafuL Since, how
ever, the problem from the poiDt of vi ... of the ... 11 organized iDd .... 
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B8 to make it unwieldy, and that, B8 far B8 possible, there should 
be cfueet representation of each department. The size of the com
mittees actually in existence varies; some committees have 12 mem
bers, some have IIpwards of 30. The smaller number seems more 
likely to be effective. It may be necessary, therefore, that a Works 
Committee, if it eontains a large number of members, should ap
point a smaller eommittee of itself; and that, while the manage
ment should be in regular eontaet with the smaller eommittee, qnes-
tiODS of di1Iieulty should be referred by the smaller eommittee to 
tba.larger, the management meeting the larger committee in case ot 
need. In ita choice of the smaller eommittee the Works Commit
tee eould allocate a place, or a number of places, to each depart
ment or group of departments. Another method of electing a 
eommittee of manageable size would be that from the stewards in 
each department (or, in certain cases, groups of departments) one 
should be appointed by a general election held in the department 
or by the departmental stewards themselves. In certain cases, in 
large works, it may be desirable that the stewards in each depart
ment should form Shop Committees, with which the general com
mittee could keep in touch and from which its memhers could 
learn tha needs and the eomplaints of each department. Another 
variant is that sub-eommittees instead of being departmental should 
be functional, i •. , should each deal with a particular matter or 
ast of matters such B8 dillition, piecework, suggestions of improve
ments, et •. 

The existing Works Committees have generally two ollicers, a 
chairman and a secretary. The tenure of ollice of the committee 
is often unfixed. Where it is lIxed, it may be for sis months or 

tries is complicated by the existence of poorly organized areaB. a 
pl0posal under consideration by a firm in which considerably leBS than 
half of the employees are trade unionists may be Doted. The proposal 
ia that the Works Committea should be composed of departmental rep
resentatives, who will include the ahop stewarda, and that from this 
committee as a whole, or from the &bop steward and the non-shop stew
ard sections of it separately, there ahould be elected a amall number of 
representatives of the workers to sit on & Joint Committee. The pro~ 
posal was made as a means of eombining (tJ) the recognition of shop 
otewarda and (b) the representation of all the workpeople on the Joiut 
Committee, without duplication of committMs for different functions. 
The finn, which recognizes the Unione and whose conditione are above 
the di.triet atandarda, intends thst tho Joint Committee should deal 
with & very wide range of subjects, only lOme of which are shop eteward 
questions. 
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for a year.1 A fixed tenure, provided that it is not too short, 
seems desirable; a new eleetion will reinvigorate the committee 
and if the workmen in general have any feeling which the com
mittee has failed to express, it will give a chanee for its expres
sion. 

The desirability of eleetion by secret ballot has been emph...w..d 
by many employers and hy some Trade Unionists. 

1V.-P1lOCEDURE 

Some Works Committeee 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 tbis is done the men's chairman presides at one 
fortnightly meeting and a representative of the man"ll'ement at the 
next. In other eases the meetings are not regular, but are held 
whenever occasion arises. Arguments may be used both for and 
against a system of regular meetings. It may he urged in their 
favor that they provide a known and regular time for raising a 
question; that tbey enable questions to be raised in their initial 
stages, wbereas, if meetings are not held until occasion arises, a 
question may have grown acute before a meeting is held; and, 
finally, that by bringing representatives of the management and 
the men into constant (!()ntact, they accustom either side to seeing 
and understanding the point of view of the other. It may be urged, 
on the otber hand, that if meetings are regular, and at frequent 
intervals, there may often be no bnsiness to be done, and that 
the effect may be either to make the committee slack, or to induce 
the more restless members to mannfactnre hnsiness by finding 
grievances and discovering di1IIcultiea. In any case it may be sug
gested that the main thing is not so much regularity ot meeting&, as 
what may be called til. principu 0/ tile op ... door. It the men 
know that tlleir representatives bave access to the management, 
and if they know that the management, on ita side, ia ready to 
eonsnlt their representatives, the su ...... ot the main function of 
the oommittee 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 _tional 
questions ran he handled hy such a eommittee. One eommittee, in 
an establishment in which relationa have always been good. haa 

1 lu certain exceptiODal caaee eommittee members are elected montbl, 
and tho ... retary 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 y ..... , owing to the 
number of questione raised hy the war, the average numher of 
meetings in each year bas heen seven. During the whole existence 
of the committee, however, the right of the separate trade delegates 
to meet the management bas heen freely used. Employers com
plain that workpeople tend to w"!'t all questione settled offhand; 
and fail to realize that investigation may be neoeeeary; and one 
argument in favor of regu1ar meetings is that they form a perma
nent. and businesslike substitute for frequent sectional deput ... 
tions. There would appear to he many questione which can be set
tled in a more satisfaetory way if they are discussed and investi
gated at regular joint meetings. This method, however, cannot be 
applied indiscriminately; there will always be mattera of urgency 
which must be taken up as they ari .. ; and sectional questions may, 
in certain •• ..., be better treated apart from the regular meetings 
of a general Works Committes. 

One other caution may be suggested in this connection. Works 
Committees instituted in engineering establiahments during the 
course of the war have naturaIly found abundant work. The aame 
will probably be true of the period of reconstruction after the end 
of the war. It is poasible, 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 frequency of meetings, between what may 
he called "the emergency period" and the period of normal condi
tions. 

Another question of procedure, which also b..... on the matter 
of frequency of meetings, is conneeted with the position of the sec
retary of a Works Committee. In many est.blishments which have 
Works Committees a large part of the active work which they entail 
i. done by the secretary. Difficulties are reported to him by the 
workmen coneerned either directly or through a member of the 
committee, and he, after consultation with the committee (or, it 
may he, in leaser mattera, immediately), brings the diffi.ulties be
fore the management. Such diJllculties may often be settled at 
once, and their aettlement simply reported to the Works Committes. 
A great deal of work may thus he thrown upon tbe secretary in 
consulting the workmen coneerned and in interviewing the manage
ment, and the position is thus one which offers a great deal of &cope 
to a man of capacity. Such a man may largely carry on his shoul
ders the current work, and the committee may ouly need to deal 
with larger questions. But the position h... its diJllculties, and 
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there are two matters which deserve particular 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 ths 
consent of a foreman or overlooker before he enters a department, 
and if that consent may be refused, the worli which the secretary 
can do in investigating and removing grievances is liable to be 
bindered. If, on the other hand, he can enter any department 
(witbout 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 snJIer. From the experience of 
several works, however, it would appcar that this freedom of move
ment is found to be an essential condition of the au ..... of a com
mittee. The extent of freedom necesaary, and the members of the 
committee to whom it should be allowed, will vary with the size and 
the other circumstances of a works. 

The other matter which arises in connection with the position 
of the seeretary is concerned with his remnneration. His...,.... 
tarial duties may interfere with his own work. He is bonnd to 
lose time, and, consequently, nnle .. some arrangement is made to 
indemnify him, he is bonnd to lose wages. In one case, in which, 
it is Ime, the work is specially complicated and onerous, the amonnt 
of time spent on secretarial work is said to amount to a total of 
30 hours in the week; in another case tbe loss of wages involved 
has, over a period of several weeks, amonnted to £2 a 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 tbe duties of hi. position, and is paid by the 
firm. In some cases it would appear tbat the secretary is paid 
ordinary time-wages for the time he spends on secretarial businees 
in working hours; in other cases, where the work is premium bonns 
or piece-work, he may receive the average earnings, or, again, his 
companions may keep his machine running in his absence. It 
seems, however, that some arrangement is neeesa&ry to meet wbat 
is often a real difficulty. It may be argued that ths management 
.hould pay the secretary 1 the fuJI wages which he would otherwise 

1 In eerta.in CB.es tho secretary'o (or chief obop oteward'o) guaranies 
of average earnings .ppean to depend upon the will of a foreman or 
rateft.ser~ Thus in ODe large establishment, where the premium boDUI 
ayatem ia in operation, a chief abop eteward ia paid hil time for peri0d8 
during which he i. engaged on negotiations with the lIl&Il&gt!DleDt; it ia 
usual, however. for the rateflxer to see that BUJlicient "atraa" an added 
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have made, sinee the work he does condueea to the better running of the establishment. On the other hand, the men might object to 
such a couree, on the ground that it tended to make the secretary 
more dependent on the management and less of a fellow-workman. 
Another method, wbich is employed in some eases, is that the secre
tary ebould be reimbursed for lost time by the workmen. In eer
tain eaaes it may be noted that weekly contributions are paid by 
the workpeople to meet the expenaea of meetings, ete. 

Another queetion, which is somewhat analogous, concerns the 
time of the meetinge of the Worb Committee. Under one plan the 
meetinge may be beld in the employer's time, and the members may 
he paid full ratee during the time tbey spend in attendance. 
This is a plan whicb is often adopted wben there are regular meet
inge witb the management. Many committees which bav~ no regu
lar meetinge witb tbe management meet after working bours. 
Anotber plan, which bas been suggeeted, is tbat the meetinge ebould 
be beld partly in the employer's time (tbe members being paid full 
ratee during that time) and partly in tbe time of tbe men, or, in 
other words, after working bours. This may present some dilIi
cultiee, as some of the members may find it inconvenient to stay 
after working hours. On the otber band, it is argued tbat this 
couree beet correeponds to tbe logie of the situation; management 
and men both gain from the work of a eommittee, and it aeems 
logical tbat either side sbould surrender a part of its time. The 
solution of the problem depends to some extent on tbe lengtb of 
the working day. Members of committees bave eomplained that 
to meet at 8 or 8.30 p. m., after 3 hours of overtime, was "a bit 
hard!' Under normal bours the attituds would have been diJferent. 

In the matter of proeedure in tbe strieter senee of the term 
tbere is at present a good deal of variety. Generally the pro
eedure is somewbat informal, and this, in the earlier stagee of a 
Works Committee, is perbaps to the good. Tbe normal procedure, 
so far as one ean speak of a normal proeedure, is somewhat as 
follows:-

(1) A workmen wbo bas a grievance will report it, direetly 
or through the committeeman in his department, to tbe 
secretary. Leeser grieVImees, wbich do not affeet a 
number of men or raise a general queetion, may be set. 

to the man'. bonus earnings to neutralize the -djJference between the timp 
wages and what might have been earned on bonus for the periode in 
question. ThiB mOTe or leaa casua.J arrangement does not appear to be 
.. very satisfactory oolution of the difllculty. 
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tied at once by the secretary with the foreman or de
partmental manager concerned. 

(2) Grievances which are not thus settled are taken np by the 
committee, and brought by the committee before the 
management. 

(3) If grievances or disputes are not settled with tbe man
agement, they are carried to the branch or tbe district 
organization of the Trade Union or Trade Unions con
cerned, and tbey 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 tbe absence of a Works 
Committee or of recognized shop stewards for tbe separate trades. 
Where tbere is no Works Committee, the individual workmen, or a 
delegation of workmen, will bring their case to tbe management, if 
tbey can get admission; and failing any agreement, the matter 
will go straight to the Trade Union. Where there is a Works 
Committee tbe difference is this: first tbat tbere is a certainty of 
admission to the management; secondly, tbat inetead of the onus of 
stating their case being thrown on tbe individuals concerned, there 
is a regular machinery (tbe officers and tbe committee) to sift the 
case and to state it formally; thirdly, that, instead of tbe action 
taken being individual or sectional, it is tbe general action of a 
body representative of all the works; and, finally, tbat tbere are 
two chances of a settlement being attained in the works (first be
tween tbe secretary and tbe foreman or departmental manager, 
and, failing tbat, between tbe committee and tbe management) be
fore the question goes outside for settlement. The main difference 
between this procedure and tbat adopted wben trade sbop stewards 
are recognized is mucb less, and only arises on tbe third ot tbe 
points just mentioned. Tbis difference, bowever, is important, be
cause it involves the problem ot the delimitation of a Works Com
mittee's functions. It may alao be noted that, in certain eases at 
least, tbe macbinery of the Works Committee is brougbt into opera
tion not as a preliminary to the question going before a Trade 
Union brancb, but in support ot a decision previously come to by 
a brancb. Tbis is ao in certairi iron and eteel works. Tbe differ
ence, it may be said, is more apparent tban real, becauae many 
of the brancbes (and these the etrongest in numbers) are in sucb 
cases works brancbes-that is to say. the membership ot the brancb 
is confined to men employed in the works. On the otber band, 
certain brancbes extend their membership beyond the works; and, 
in ao far as tbe Works Committee takes up a case already enter-
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tamed by saeb a braneh as lIDion business, there is another form 
of pmeedure. Tbis pmeedme appeua to bave been adopted in 
eertain eases with the aequieseenoe of the Trade Union branch eon
eerned. It seems important thai; the plaoe of tbe Works Commit
tee in Jelation to trade queetions should be properly defined; other
wise there may be dangers of overlapping and eonfusion through 
(II) the diversion of a pmely trade queetion to the Works Com
mittee, .. hen it ought to go through the ordinary Trade Union 
ehlDnels, or (b) the use by a Trade Union braneb of the Works 
Colllmittee in snpport of a ...... whieh it ehould properly call upon 
the offieials of ita Union to honcJIe. 

Three other mattere of pmeedme call for notice. One of these 
is the use of .. bat may be called ''the referendum." A Works Com
mittee, whea ita memhere feel that a matter is important, and that 
it is neeessary that they ehould aeeertain and earry with them 
the opinion of the workers either in a department or in aU the 
.. orke, may summon a general meeting and bring the matter for
ward for discassion in that meeting. There may be no rules to 
deeide when this should be done, and it may be done at different 
eteges, either before a matter has been cIiseuseed with the man
agement or snboequently to sneh discassion; but the possibility "f 
neb a general meeting enables the eommittee to make sure that its 
poJiey will be adopted by the workmen eoneerned, and it puts it in 
8 position to 88IIlIre the management tbat a poJiey thus eonfirmed 
<!all really be earned into efteet. In eertain industries tbe regular 
shop meeting is a featme of ehop organization. Tbis is so, for 
example, in furnishing and in tbe woodworking side of the air
eraft industry in London. Tbe ehop meeting is really a factory 
meeting, and is held ODoe B month. 

Another matter of pmeedme is ODe whieb touehes the manag&
ment and direetors of a firm. It is important tbat the representa
tives of the firm, who meet the eommittee, or (if it is a joint body) 
sit OD the eommittee, ehould beloDg to the highest rank, and ehould 
inelnde the geDeral worke manager (or, if there is ODe, the labor 
nperintendent) 1 and ODe or more of the direetora. A great part 
of the value of the Works Committee, from the point of view of 
the men, is that it brings them into eoDtaet, and gives them an 
opportllDity of diacossioD, with the authorities with whom, in its 

1 A partienlarly interesting development during the war bae been the 
appointment to the JIIBIl8gemeIIt .-. of several establishments of per. 
IIOD.8 whoae ehief function is to deal with labor questions. The aueeeaa 
of a Worke Committee may to • <01\.id ... ble extent depend upon the 
status aDd qualijeatiOll8 of II1leh an official. 
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absence, they seldom get into close touch, and then only on points 
of differenee. Nor is it only the workmen who stand to gain if the 
higheet rank of management is represented. Members of the 8rm 
who are primarily occupied with finance or technique will be 
brought into contact with those questions of labor which are the 
fundamental problema 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 conducting the in
dustry. 

Lastly, there are questions connected with the keeping of min
utes, the drawing up of agenda, the presentation of complaints, 
and the like. Where regular joint meetings are held it is com
mon for a complete reeord of each meeting to be made in short
hand by a member of the stall and for the workpeople's secretary 
to make notes of the proceedings; minutes based on the complete 
record may be circulated among the members of the eommittee after 
the meeting. Even where the committee of workpeople as a whole 
does not meet the management, it may 80pply the latter with eopies 
of the minutes which eoncem tbe management. It is eommon for 
the management to 80pply typing facilities for the duplication of 
minutes and of agenda. In some worko complaints made to the 
committee must be in writing. This mle has sometimes been in
troduced in orner to check the making of frivolous eomplainta or 
inaccurate statements; it may be eompared witb a method of the 
"chapel," wbere a member may eal1 a special meeting by placing 
a shilling (or otber 80m) "on the stone" on pain of forfeiting his 
shilling if the chapel decides that his eomplaint is groundl ..... 

V.-i'UllCTION8 

8ince Works Committees are of dillerent types, it is obvious 
that tbeir functions vary eonsiderably. In the first place there is 
tbe distinction already mentioned under the head of nomenclature. 
A Welfare Committee is eoneemed witb all questions tbat atlect 
tbe comfort and pbysical well being of tbe workman wbile he is 
engaged on his occupation; an Industrial Committee is coneemed 
witb industrial eonditions in general. Often a Worka Committee 
will undertske botb eets of functions, but some committees may be 
eoulined, primarily at any rate, to the working of a system of bonus 
on output or premium bonus or pi ..... rates; others may be eonflned 
to questions of dilution; otbers may have a general and undefined 
seope whieb depends aD an unwritten understanding between man
agement and men. 
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Then! are several questions of a general eharader .hiob desene 
8DIIII! attmtioa, before .... tum to the detailed funetions aetoally 
disehaiged by YBrioDS Works Committees. Aft! these funetiODB 
always eonsuJtative, or are they sometimes _tive' This nises 
8DOtber questioo-is it JIOBIIibJe, in the striet ........ of the word, to 
apeak of a Joint Works Committee' What, again, are the fun&
tiOllS of the ~ and bow far may a Works Committee .' 
treneh on these funetioDS' Finally, wbat is meant by 'neognition," 
and what is the effeet of >eeogDition on the funetions and powers of 
a Wolrb Committee' 

As far as the first question is ........... ecl, it would appear that 
the funetioDS of a Works Committee are praetieally always eon
aultative. Usually a Works Committee ean bring matters before 
the IIIlI1lBgeID<!It and diseusB them with the JIUIIUIg1!lIlent; it ean 
prell! its views about these matters on the JIUIIUIg1!lIlent; in the last 
resort, it ean induee the Trade Union organization to eall a strike. 
But the Works Committee eannot nsualIy, as sueb, earry its views 
into aetion, or ensnre that they abalJ be carried into aetion, by any 
direet maehinery. Tbe management bas the _tive power, and 
unI_ the IIIlI1lBgeID<!It is imp........! by the representations of the 
members of the eommittee, or by the sanetion ... hiob lies behind 
them, those representstions will not lead to exeentive aetion.l This 
would appear to be 1ISIl8I even where the Works Committee is a 
Joint Committee. Tbere are, indeed, cmtsin eaaea in "hiob tba 
deeision of a _;om, of the members of snob a Joint Committee 
is carried into effeet. This is 80 in the Pit-bead and oertsin other 
eommitteea "hieb have the power to fine had timekeepers; and 
in eertain engineering estabJisbments tba question of proseenting 
bad timekeepers before the Mnnitions Tribunal is decided by Joint 
Worb Committees. But, 80 far as ..... be discovered, tbe general 
enstom is to tba eontmry. UtIlI ...... ily must be attained; the man
agement must be eonvineed, and both sides must freely agree to
gether, before exeentive aetion is taken. The operation of a Joint 
Committee is really in the natnre of eonsultstion between two 
partiea-eonsultation which, if it reanlts in lIDBIIimity, reanlts in 

I ID ... e establishment, howt'ft1", decisions UPOD discipIinary and tim .. 
keepiDg ...... made by a eommittee "holly eompoaed of workpeople are 
_ted by the linn. In oome _ BOoh funmoDS 88 the day to day 
adminiBtratiOD of a m_room ore diecha.rgod by eommitteea wholly 
fOmpoeed of workpeopIe. Even in aoch euea, h ........ r, an important 
decisiOD-foor esampl., ODe involving eapital expeadita ......... ODId DBO

ally have to meet with the approval of the maaagemeat before it eould 
be put into fofte. 
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·action, but not otherwise. It would be a mistake to think in terms 
of voting, or to think tbat even if there is voting, ita result is a 
formal decision by a majority vote. What happena is ratber dis
cussion by whicb misunderstanding is often removed, and upon 
which, if .... animity is attained between tbe two sidea, action will 
ensue. It follows, tberefore, tbat generally we cannot speak of 
Joint Committees, if by Joint Committees we understand joint 
executive councils acting by tbe vote of tbe majority. On tbe otber 
hand, tbere are Joint Committees, if by Joint Committees we un
derstand deliberative meetings of both sidea, always attended by 
hoth sides, though often accompanied by separate meetings of the 
two sides.! 

A question of importanee, when we are considering tbe functions 
of a Works Committee, is the definition of the term "manage
ment." It may be urged, on the one side, that tbe functions of • 
Works Committee should not be such as to interfere with l118li

agement; it may be urged, on the otber, that if a Works Com
mittee is to be debarred from questions of management it loses 
reality and beeomea a mere form. Much, tberefore, depends on 
tbe sense in which the term management is used. Is tbe work of 
tbe foremen part of management' Or doea tbe word denote tbe 
higher organization of industry' It would appear that a Works 

1 The dh-isioll between executive and advisory powers in a acheme now 
under consideration for an engineering works may be DOted. 1t is pro
posed that the former should include (1) those powers eonfened by the 
Trade UnioDs and in accordance with the coDstitutioo or resolutions of 
the local Allied Engineering Trades and (2) tbose conferred by the firm. 
The suggested first list of executive powen contains the following:
determination of hours of work (with minimum of 50 per week) j meee
room; heatiDg, lighting, sanitary matter~ etc.; ambulance; collection&, 
supervision of notice boards, entertainments, etc.; proposed technical 
lending library and wOTks magazine; and organization of the Sports 
Association. The advisory functions include the regulation of piece
wOTk; the engagement., dischuge. dilution and transfer of labor (es~ 
eluding disciplinary discharges); tmining and education of apprentices; 
suggestion of improvements in methods; timekeeping, etc. It i. PTo
posed that Beven aub-eommitteee be formed, eacb aub-eommittee to deal 
with one or mOTe of the above--mentioned functions. e.,. a aub<ommittee 
for hours of work, engagements and diaehargee. and timekeeping; a sub
committee for meaaroom; and a aub-committee. adrilOry and ttegOhG
'0f1/, for pieceWOTk.. TheTe ia this reservation in regard to executive 
ftmctions that if capital expenditure is ioyolved authority Ihou1d be 
obtained from the firm before aueb expenditure ill incurred. 
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Committee, if it is to be of any value in ventilating and removing 
grievances, must be in a position to ventilate grievances arising 
from the conduet of foremen Dr overlookers. Such grievances 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 greeteet service. It is true that if a committee has the 
right of criticizing the action of foremen, difficulties may sri ... 
Foremen mey feel that their authority is undermined; they may 
feel that they are being mede responsible not only, as heretofore, 
to tbe management (a responsibility they know anll understand), 
but' aleo to the committee; they may feel that, with a dual re
sponsibility, their position becomes exeeedingly difficult. These are 
real problema. In many instanees, however, tbey seem to have 
been surmounted; and if they prove eerious, they may perhaps be 
met, to some exteut, if tbe general manager arranges to meet the 
foremen in advan .. , and to discuss with tbem criticisms and griev
aoees which have come from the Works Committee. 

The last of the general questions raised by a consideration of 
the functions and position of a Works Committee is that of 
''recognition.'' This, again, is a term which eeema to be under
stood in di1ferent senses, and which it is difficult to define. A 
committee mey be held, from the point of view of the mauag.e
ment, not to be recognized, even when the management is in 
constant touch with its eecretary, and even when it consents 
to meet tho .. members of the committee who represent a depart
ment which has a grievan... Here the point would appear to be 
that the management does not, as such, formally meet the whole 
committee. In another case a system almost exactly parallel_ 
system under which the mensgement interviews four or five mem
bers of the committee-is described as one of "reeogniuon." The 
term "recognition" thus appears to have no tb:ed meaning; and it 
mey be concluded that what metters is the faet of consultation be
tween a committee and the management rather than any formal 
pronouneement about the fact. 

In the preceding paragrapha the functions of a Works Com
mittee have been di8C1lllBcd with referen .. 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 district 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 demarcation is not always easy to make. Generally the 
division is said to be that questions of general application-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 Tz'ade Unions. l On 
the other hand, questions of a partieuJar applicstion 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 he said to constitute two points 
more or less fixed, and the powers of a Works Committee are 
naturally determined with referenee 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 func
tion. In the first type a committee is primarily concerned with 
some one particular thing-a seheme of dilution, a system of bonns, 
or a method of profit .. haring. 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 activities; the management, ftnding a rep
resentative organization which it can eonsult, may cODBult it on 
broader iMues; and "ice "end the representative organir.atiOD, meet
ing the management to diseoas one issue, may readily tend to bring 
forward other issues. The tendeney for this to come 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 /lrst general in its 

1 Thil does not mean that tho Works Committee may not eoneider 
an al1eged infringement of such couditiou. Thil," we 8&'" previouly. 
i. one of the usual dutiee of shop stewarda. 
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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 workmen; (2) to bring before and dis
euss with tbe manai:ement grievances that it considers genuine; (3) 
to consider complaints about wages and pi ..... rates wbich concern 
individuals; (4) to consider questions relating to the health and 
safety of the workmen; (5) to consult with the management on the 
interpretation of awards, orders and cireulars; and (6) to consider 
generally the conditions of work in the establisment. This may 
be considered to be fairly typical. Another committee, primarily 
conc8rned with pie .... rates, has aleo dealt with questions of ventila
tion and sanitation, complaints about the decisions of foremen, ar
rangement of shifts and of hours of admiesion to the works, the 
allocation of piece-work and tim ... work, and the interpretation of 
official orders and cireulars. Other matters, handled by Works Com
mitteca include works dIscipline, especially timekeeping, methods of 
paying wages, hours of overtime, and the like. 

Instances may be cited of committees wbich are tending to ""or
eise, or actually ""erciae, peculiar and interesting functions. In 
sevoral 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 keenne .. of certain commit
tees, or of the more active members of these committees, to discuss 
the after-war situation, and this in relation not only to working 
conditions, but also to Buch problems as the proper employment of 
plant. Another.... is eqnally interesting. Tbis is the case of 
a works in wbich a Works Tribunal has been instituted in lien of the 
Local Munitions Tribunal •• Th. men elect a jury of twelve and a 
chairman; and tbis tribunal has been BUc .... fnl in bringing about 
a great improvement in discipline and time-keeping.1 An incident 
in tbis works, though it does not bear directly on the matter of 
Works Committees, is indirectly of value as showing that consulta
tion with the workmen may b. of great service to the management. 
A question aroae of the introduction of dilution into the works; and 
the men in the patt.rn-making shops objected to its iutroduction. 
They wor. intervie"",d by the mansging director, who asked what 
altemotive suggestion they could make for increasing output. They 
answered that they believed they conld easily inCrease their output 

I Th. sam. i. oaid of Pit-bead Committeeo-a. form of colliory com. 
mittee to en8U!'e increased out-put. 

1 Thi. is a very interesting m&tter, especially in view of the a.rgument 
to the report of the N.W. Commleelon on Industria.! Unr.st, that j""" 
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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
ereased 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 cIi1ferent 
groups both of employers and of workpeople. Some of the quae
tions on which there is considerable diJIerence of opinion may be 
noted; they include questions affecting promotion, dismiasal, the 
suggestion of improved processes, leetures and education in trade 
technique, and works discipline. 

The question of alleged wrongful dismissal is already handled by 
the Trade Uuions, 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 Committee. Dismiasal 
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 psycbologiea1 in
fluences underlying such action, and that no such dismissal should 
be made until the circumstances have been diseuased with the Works 
Committee. The situation in which slackness of work compels a 
considerable reduction in the number of employees is more com
plicated; on the one hand, workpeople complain that the oppor
tunity is Used by eertain employers to get rid not only of the leas 
efficient employees but aIao of those who have shown themselves 
active in support of their felloW&-tbat is, to eover up vietimiza
tion; on the other band, employers eomplain that workpeople are 
exclusively biased in favor of the claims of seniority, and make little, 
if any, allowance for cIi1ferences in efficiency. There would ap
pear to be some trutb in botb contentions. A frank diseuasion 
would probably tend to remove the causes of the workpeople's com
plaints and, at the same time, to produce a balance between the 

committees of employers aDd employed would adminietel' "indudrial 
law" better than legal tribUDala. The existence of • number of Joint 
Committees which exercise such functioDs has been mentioned.. The 
particular interest of the above mentioned Work.' Tribunal ia that. 
it is not & Joint Committee but is wholly composed of workpeople. 
The firm haa no status in the court. merely appearing by its repre
aeJltative as it would in the Local MunitioDs Tribunal. Procedure 
is quite formal. and tho 8rm'. repreaetltativ. fa expected to address the 
chairman &8 "Sir." 
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claims of seniority and of omcieney satisfactory to both employers 
and employees. What is perhaps even more important is a forther 
argument; such frank discussion would lead to plans for the allevia.
tion in the partieular works of the effects of a general slackness. 
It is not contended that any general remedy for unemployment can 
he found on thess lines; all that is suggested is that local and in
dividnal effort may help to aolve the problem. Dismissals due to 
the introduction of new machinery or new methods are perhaps of 
a kind with which a Works Committae might properly deal. W ork
poop!e are ready to acknowledge the bene1ita due to improvements 
and yet naturally resent such improvements where they involve the 
destruction of their eraft or sudden loas of employment. It may 
he suggested that what individnal employers have done in the past
namely, to make arrangements by which the dislocation of liveli
hood is reduced-can he carried out more generally; and that in 
individual establishments adjustments for such a purpose are a snit
able subject for discussion by a Works Committee. It is, of course, 
a subject of vital importance to the Trade Unions; it is indsed an 
aspect of the pro .... of dilution as seen at work in the normal in
dustrial conditions of peace tim.. Though the Trade Unions could 
not he expected to hand the matter over to a Works Committse, 
there appears to be room for the latter to deal with the question 
within certain limits. 

The appointment of foremen is a question on which there may 
he asid to he three groups of opinions. Many employers hold that 
it is purely a management question. The opposite extreme to this 
is the claim made by a considerable section of Trade Unionists that 
the workmen should choose their own foremen. A position inter
mediate to thess two extremes is taken up by a certain number of 
employers and by a section of workpoople; the appointment (they 
feel) should he made by the management, but it should he submitted 
to the Works Committae hefore it becomes effective. Even this in
termediate position, however, is not really a common position; 
there are diJlerences of opinion as to the conditions under which 
the appointment should come before the Works Committee-that is 
to asy, whether or no the Works Committse 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 ouly he done in order to explain the 
reasons for their choiee. This, they hold, will tend to remove ob
stacles which might otherwise be put in the way of the appointment. 
A eonsiderable body of workpeople, on the other hand, hold an 
intarmediate position which eomes 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 eonsider that this---<Jr even direct election-msy be pos
sible when a Works Committe., througb the ex"erience gained in 
eonsultations about such appointments, has learned to estimate all 
the qualities necessary in a foreman. It has already been mentioned 
that Works Committ... very often dist'uss the conduct of foremen. 
The eonclusion then reached, that such discllStolion was a desirable 
function for a committee, would appear to involve 88 a corollary 
that of consultation about appointments. This latter function 
would tend to remove the necessity for the former.> 

Among the results expected from the giving of a larl:er measure 
of responsibility for indnatrial conditions to tbe work people is a 
considerable increase in efficiency. This is said to be p"""ible if 
the ability of the workpeople to suggest improved proC< ...... and 
methods is properly nsed. The experience of individual firms would 
appear to eonfirm this eontention. Many firms have for years past 
had awards schemes in operation, and in certain cases these have 
stimulated inlportant suggestions for improvements. The fact that 
the "suggestion bo,," is often stated to have proved a failure i8 not 
necessarily a condenmation of the idea; it may only mean that the 
somewhat mechanical and nninspiring device is in itself an inade
quate stimulna. A comparison of the results secured in establish
ments more or less similar (so far 88 work is concerned) would 
suggest that the success of an awards scheme depends to a great 
extent upon tbe action of the management. Where the manage-

1 This question of promotion haa been discU8&ed in one aspect on1y, 
'I1V., in relation to the appointment of foremen. It is, of coors., much 
more general, and is in many of ita aspeeta a matter of agreement be-
tween Employers' A88OCiatioD8 and Trade Unions. Such &gI'E'eIIleDta 

may regulate progress within a trade or a group of connected trades, 
and necessarily involve. among other questiun&, that of standard ratea 
of wages. The discuaaiOD of promotion in this wider Benee of the term 
could come withiu • \\"oro Committee's functions only where the Trade 
Unions make no condition8 exeept the payment of .tandard ratee-an.d 
then only within the limits of this condition. The promotion to fore
manship may be said to be distinct, in that. foreman is • member of 
the management 8t.a1f', and directly concernE"d with 8ucb employer. iD· 
teresta as the maintenance of diecipline. The dividing Jine, however, u 
Dot weU de8.ned in certain cases,. and the fact that eertain t:nion8 which 
largely control promotion8 among the men paid by W8gea have &110 or~ 
ganized the lower grades of the stafT, paid by eal.". or standing wage, 
eomplicatea the issue. In OO1D8 of theee __ in UIIi..,. claim the 
right to interYene. 
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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 a suggestion box, these conditions are absent. Many 
employers and workpeople agree that a Works Committee may not 
only produce the atmospbere neeessary to the stimulation of sug
gestions, but may also belp to arrange for the proper investigation 
of proposals made by workpeople. In this conne.tion, as in the 
quite different field of grievances, it would appear to be important 
tha. 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 tbe pro .... es and the 
organization of the works. It should be noted that workpeople 
very commonly complain of the atalI's attitude on such matters; 
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 cases may be a foreman or manager, and even though the 
bigher management may be sympathetic, it may never hear of a 
suggestion. Bis mates also are sometimes not very encouraging to 
a workman with ideas. For lack, therefore, of encouragement, or 
because of actual discouragement, ideas of value are held back and 

, the capacity for ideas destroyed. Bow best to arrange that sug-
gestions will be guaranteed an adequate consideration is not a direct 
concem of this report, ""copt in so far as a Works Committee may 
be employed for the purpose. It is doubtful whether a general 
Works Committee is a suitable body with wbicb to discuss the value 
of a change in a particular procese or machine, and the uae of a 
B1Dail sub-committee for this purpoae may be suggested. The argu
ment bas been used that a man will place his ideas before two or 
three responsible work-mates for their criticism, but not before a 
big committee. If the B1Dali committee tbought the proposal sound, 
it would tben go straigbt to the higher mausgement. For more 
general questions of organization, as distinct from questions of in
dividual methods or machines, the general 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 suggestion with 
a direct bearing on tbis subject has been made; tbat the education 
which certain firms provide for sections of their staft', such as fore
men and undedoremen, might b. OJ:tended to representative work
people. This may take the form of educational lectures, whi.h 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 activities.1 

The attitude to a 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 functions 
usually do so with success. There is, at the same time, a very gen
eral demand among workpeople that, if Joint Committees are to 
discuss the bad timekeeping and other mistakes of the employees, 
they should have similar powers of dealing with faults on tbe side 
of the management. In a number of establisbments committees regu
late fines or deductions made from bonus because of lost-time, negli
gence, damag-e or other eause. 

A note of caution may be added. There is some evidenee that 
a small minority of employers may endeavor to use a Works Com
mittee in order more easily to impose penal conditions which are 
objected to by tbe 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 
np 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 he added in coneinsion· of this section, that the opinion, 
and indeed the practiee, of a number of firms inclines in the diree
tion of ad hoe committees. It is held that this enables tbe firm to 
consult the men who are directly coneerned, and that it has the ad
ditional advantage of giving greater reality to the consultation. 
When consultation takes plaee on an inlmediste and definite issue, 
it is asid to result in practical and useful discussion; and the fear is 
expressed that consultation, in the absence of such an issue, may 
only be an empty form. The inelusion in such committees of the 
shop stewards who represent the cl ...... of men concerned-as is 
often the case-gi.ves a direet connection with the Trade Union or 
Unions whose standard may be affected. 

VI.--BBLATIOHS WITH T&mE 'UNIONS 

Something has already been said in the aeetions dealing with the 
constitution, proeedure and functions of Works Committees, eon
cerning the relations between such committees and Trade Union 

1 Another intereoting feature in this conneetioD is tha c1eYelop_& 01 
Worka MagaziDee. 
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organization. The position is in certain respects somewhat para
doxical; the problem as aeon 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 dcal with the ahop 
atewarda 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 w'orkshop and handle que.tiona· 
in each works from the outside, while some unionist shop stewarda 
consider that their Works Committees should not be subject to any 
contl'<>1 of the Trade Unions. The general question of the reiatioll 
and the relative weight and power of Works Committees and distri.t 
organization is one which is likely to be settled gradually in ex
perience and actual working. Here it may be convenient to draw 
attention to some considerationa which appear to affect this general 
question, particularly as seen in the engineering industry. 

The first consideration is that the change in the conditiona of 
working have made neceasary the development of new machinery 
for collective bargaining. Since the questions for which this ma
chinery is required are, to a great extent, peculiar to individual 
establishments, the collective bargaining, if it is to be done at all, 
must be carried through in each eatablishment. At the same time, 
unl ... the results are to impair the standard conditiona which it is 
the buain ... of the Unions to uphold, the work must be entrusted 
to representativea of the Uniona. Thus there has come about a 
natural development in the functions of the shop atewarda. Previ
ously they had to see that no encroachments were made on standard 
conditiona; now they may have the more positive duty of partici
pating in the settlement of piece-work prices in terma of these 
Btandard conditiona.1 

In regard to the changea just mentioned, and in regard also to 
dilution, the interests of the work people, belonging to clifferent 
Bkilled Unions are more or less the ssme. This, combined with the 
natural community in the works, probably accounts for the fact 
that certein apparent di1Iiculties of representation are, as a rule, 
easily overcome. The impoBSibility of so representing clifferent 
Unions on a Works Committee that satisfaction is secured to all is 
alleged to be Buch a difficulty. So far as the Bkilled trades are con
cerned-at least in engineering-the di1Iiculty would not appear 

1 The appointment by the men of a. separate rate fixer, whose buaines! 
it would be to arrange piece prices with the firm's rate her f is a sug
gested development towards wbich a movement is being made in one or 
two firms. In one large eatablishment, 8uch a. duplication is suggested 
by ODe of the firm'. rate fixera aa a very desirable arrangement. 
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to b. serious. In many c8ses where even a small minority only of 
the skilled Unions have direcl 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 casee of two separate 
Committees of Shop Stewards-on. representing the skilled and the 
other unskilled and semi-skilled men-in th. same works. In other 
establishments, however, skilled and unskilled men vote for the 
sam. committee and act together as members. This would appear 
to be th. most desirable arrangement. The ease, however, in which 
a minority of unskilled men in each department is represented on 
a Works Committeee by a skilled unionist is not exactly on a par 
with that in which a minority beloDgiDg to an unskilled UDioD is 
so represeDted. A part from the fact that unakilled meD are more 
likely to be distributed through all the departmeDts, so that though 
iD a miDOrity they form a coDsiderable proportioD of the total Dum
ber of employees, there is th. further coDsideratioD that the similar
ity of interest aDd the community of feeling are Dot so proDOunced. 
In many establishments the diffieuJty has appareDtly beeD sur
mounted; but in a number of others it is still a serious problem. 
The problem would appear to be ODe which canDOt be settled by the 
men in each establishment-though they may provide valnable sug
gestions--and it must probably b. left for the Trade UDioDS COD
cerned to com. to some agreement on the matter. For this reasoD 
a eertain Dumber of workpeople, both skilled and unskilled, COD
sider that in cases where the diffieuJty is acute the policy of two 
eommittees is the best present working arrangemeDt. The defeets 
of snch a system are perhaps too obvious to require partieuJar men
tiOD. It may, however, be DOted that the system obstructs very 
eonsiderably that joint oonsideration of eommoD iDterests and de
sires, to find expressioD for wbich is ODe of the maiD pnrposea of a 
Works Committee. It tends instead to eoDcenlrate the atteDtioD of 
each eommitte. UPOD poiDts of divergence of interest. 

The coming together into aD. eommittee of shop stewards re
sponsible to diJfereDt Trad. Unions raises a Dumber of questions. 
It is true that the rules by which UDions define the functioDs of 
their sbop stewards are fairly uniform, and SO long as a Works 
Committee respeets the rules of the different UniODS there is little 
fear of overlapping or eonfusiOD in functions. Tbe general rule 
which determines the functions of a Works Committee in relation 
to Trade Union organization bas already been mentioned. As is 
eaid in the ease of ODe Committee, "The Committee regard questions 
of general application, relating to rates of wages, boors of work or 
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otherwise, which affect 'distriet oonditiollll,' 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 
arieen." 

It is thus the rule that general questions of district or national 
conditions are left to the Trade UniOIlll, while the Works Committee 
deals with either the detailed application of these general rules 
within the works or with questions entirely peculiar to the works. 
On the whole, the information which is availahle 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 Committee should undertake certain functions; mat
ters may sometimes eeem from one point of view to be ''branch'' or 
"district" business, and from another to be "works" busi
ness. A tool-room honus, for instance, may be arranged in a 
works between a committee and the works manager, and they 
may agree in regarding it as a works affair, while the local 
branch (or distriet committee) of the Union concerned may consider 

, that it is a question of wages which demands their .anction. In 
view of the variety and oomplexity of honus schemes which have 
been instituted in munitions factories, and of the possihle reactions 
of these upon standard rates, there would appear to be some need 
for careful definition of a Works Committee'. functions 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 discussion, to the detriment of 
those whose main dssire is to create a constitutional machinery 
suited to new and rapidly changing conditions. In a few instances, 
however, a Works Committee would appear to have been in doubt 
as to whether it was an independent organization or one subject to 
Trade Union controL Thllll, a Works Committee wholly composed 
of Trade Union stewards has made a demand for an advance in 
wages to which, under an alternative agreement made by the Trade 
Unions, the workmen represented by it had no claim. In one or 
two cases representations have been made to Government Depart
ments for advances in wages and improvements in other working 
conditions in individual works, independently of cliatriet or national 
machinery, though the works in question were known to recognize 
cliatriet 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 eztent due to the faet 
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that the various members of a eommittee may be responsible to many 
different Unions. Thongh, therefore, the Works Committee may 
aspire to be a unit of government, this is rendered difficult in view 
of the different and possibly eonflicting authoriti.. from which the 
members obtain their status. One suggested scheme proposes to 
overeome this particular difficulty so far at least as the Unions of 
skilled men are eoncerned. It would bring the eommittees in the 
various establishments under the distriet Engineering Trades Joint 
Committee, and eonllne membership of any committee to those or
gsnized in the Trade Unions a1liIiated to the district eommittee. 
This qnestion of the relationship of works to distriet eommittees is 
interesting also in view of the proposal. contained in the Whitley 
Report. That Report advoeatee Joint National and Distriet Coun
cils and Works Committees; and the problem of the relations of the 
District Council and the Works Committee and their relstive fune
tions is one which will need to he investigated when measures are 
being adopted to institnte such Councils. 

The need for this eonsideration of relationships between Works 
Committees and the district Trade Union organization would ap
pear to be more n .... sary in certain indnatries than in others. It 
would appear, for instance, that in the iron and steel industry the 
fact that members in one works eommonly form a branch of their 
Union, and thet the secretaries of branches are usnally-it may be in 
virtue of the office they hold-members of the Works Committee, 
makes the problem of inter-relations I ... difficult, at least for those 
Unions which are organized on the basis of works. 

A point of procedure may be noticed. It is sometimes the ease 
that a Trade Union official aeeompanies the representatives 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.1 Bnt this apparently is exceptional; 
and, as a mle, a Works Committee aets by itself, and refers to 
Trade Union officials qnestions which are too large or too difficult 
to be settled in the works. It should, however, be noted thet many 
trade unionists are of the opinion that the right of the Trade Union 
officials to attend eommittee meetings (or to inspeet the minntes of 
a eommittee) is a necessary eondition of the aatisfaetory solution 
of the question of inter-relations. 

Two other questions which are involved in this prohlem of the 

I It may aJ80 be DOted that officials of the varioUJ Union. were mem· 
bPra of the workmen'. aide 01 the Joint Committee formed In connection 
with & profit-sharing acheme Instituted before the war b7 • well-known 
Bhipbuildlnll firm In a northern town. 
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inter-n>la.tions of Works Committees and Trade Unions oaIl for 
notice. 

The first relates to the victimization of men who show them
selves active lIS shop stewards or as members of a Works Commit
tee. It is impossible to estimate to what extent such victimization 
actually occurs, and this is partly due to the di1I!culty of defining 
what victimization is. Workmen complain not ouly of victimization, 
but also of tbe di1I!culty of bringing the charge home even when 
(they &tete) they have no doubt about the facts.. For this reason 
IIlIlIIf of them hold the view thet, unl.... the Works Committee is 
properly related to and protected by Trade Unions, it cannot hope
in oertsin establishments at leaat-to discuas questions before the 
managemeut with that sense of freedom which is esseutial to the 
success of joint deliberations. In this connection it may be noted 
that one of two reasons given for the short terms of office of the 
shop stewards and secretaries of committees in one industry (one 
and three monthe respectively) was the fear of victimiJ:ation. The 
other reason~in this the Works Committee appeara to revert to 
the early forma of conducting the busineas of Trade Union branchea 
-was stated to be the desire that every one should take his share 
of office. 

The other queation relates to the allegations made by certain 
Trade Unionists that certain employers-more particularly in one 
or two industri_are fostering the growth of Works Committees 
in order to deatroy Trade Union in1luence in their works. The 
dsnger, it is said, from the point of view of Trade Unionism is 
exaetly the same as that which is believed to result from profit
sharing, v;z., that the workman is detached from his fellows and 
his power to obtain oertsin standard conditions is consequently 
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 connection 
with the Unions, and from these committeea to huild up District 
and National Councils representative of employers and employed. 
It must, however, be emphasized 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 Distriet 
Councils which, on the workpeople's side, would be representative 
of Trade Unions ouly; and, in order that Works Committees should 
be formed on lin.. satisfactory to the national organizations, the 
Report proposes that the formation of Works Committees should, 
as far as possible, follow, and not precede, that of the National and 
District Councils. A logical application of this order of procedure 
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may be impossible, but wherever individual employers lind it d .... 
sirable to form Works Committees before National or Distriet Coun
cils are instituted, the idea of the Whitley Report may be 80 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. 

VD.-GENEKAL CONSIDERATIONS 

The applicability of Works Committees to different industries 
is a 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 tbat, for reasons already stated, 
their development during the war has been most rapid. This de
velopment, however, has by no means been conllned to engineering; 
and in certain other industries, for example, iron and steel works, 
there has been a marked increase. If we consider pre-war experi
ences, and include not only general committees formed for apeeial 
purposes, but also section committees, it wonld appear that an in
dustry in which committees had not been in existence at some time or 
other wonld prove tbe exception ratber than the rule. In this con
nection one may note that in establishments in the distrihutive trades 
several committees have been formed to belp in the running of profit
. sharing schemes. It may also he noted that during the war one 
very large establishment bas aeen the development not only of 
separate Committees of Shop Stewards, representing the skilled and 
unskilled sections of engineering reapectively, 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 delegatee from the clerks engaged in the variona de
partments. The works in qnestion is exeeptional, not only in sirA! 
but in certain other respects, so that it caDnot very well be taken as 
an example. The specific representation of th. building trades may, 
however, be put alongside the previously mentioned enmples 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 bonna 
scheme, the same form of organization may be naelul for other 
general purposes. It may fortber be argued-and it is 80 argued 
by 8Ome-that a Works Committee is desirable in any establisb
ment in which more than a certain nomber of people are employed. 
Whether the organization is either necessary or desirable in every 
or nearly every kind of establishment is • question whicb tbe future 
must solve. Here it may be noted that at preoent eonsiderstiona 
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almost diametrically opposite to one another appear to determine 
the gllllerai absenee of eommittees from di1ferent groups of indus
tries; in aome this would appear to he due to the absenee or the 
weskness 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 a number of 
industries. 

The eotton industry is a case in point. Here the eontignity of 
the mills, and the fact that eonditions are ao uniform that district 
pi_lists are practicahle, ensure that the strong district organiza
tion (with ite permanent secretary on both sides and ite distriet 
eommittee on both sides) is adequate to th088 needs which in en
gineering, for instance, have produced the demand for a works 
organization. The same problem of wages baa necessitated in other 
industries, •. g., certain of th088 coming under the Trade Boards 
Acts, direct State-enforcement of piece-rates. Though for this 
purpo88 a Works Committee may be unnecessary 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 mads in this report are 
not quite peculiar to anyone type of industrial establishment, but 
more or less common to aU. Questions of foremanship may be given 
as one instance. Welfare i. another; very many matters can he 
brought under its scope, and it seems likely that in future Works 
Committees will eome to playa greater part in their administration.' 

It may he suggested that the size of the works eon.emed is a fac
tor of importance in any discussion of the range of application of 
a system of Works Committees. It is aometimes urged that Works 
Committ... are only valuable in large works, in which the work
men number 3,000 or npwards. It is certainly true that the larger 
the works, the greater the help which a Works Committee .an give 
in putting the higher ranks of the management in touch with the 
feelings and needs of the men. In a amaU works the manager will 
probably he able to familisrize himself with every detail of the 
work, and be will be hrought into eontaet with nearly every work
man. He may feel that he is already in .1088 touch with the men, 
and that a Works Committee cannot make tha touch closer. Even 
here, however, a Works Committee is likely to help. It will enable 

I Bince the above paragraph was written & movement to bring the 
union organization more closely into relationship with the oondition. 
in individual cotton mill. ha. produced a .cheme in the Oldham dietnet. 
The proposal I. to make ohop (or mill) clubs an integral part of the 
diotriet union, to deal with ohop grievancea, etc. 
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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 to light difficulti .. , 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 
so easy, the help which it may give is obvious. In any case it should 
he remarked that committe .. are to he found in works of very dif
ferent sizes. One committee is concerned with workers in a single 
establishment to the number 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 ""pression of opinion of the owner 
and manager of a small printing office where the compositors' chapel 
(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 &Bid, 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
ness... In the instance mentioned the employer proposes to make 
a trial of regular discussions. Probably the only generalization one 
ean safely make about the need for Works Committees in relation 
to the size of the establishments is that the need inereases with the 
size. 

There remain two points of importance. One is the question of 
the practieal 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 fortbcoming 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 a great ""tent on the 
existence of a spirit of counsel 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 management, the fandsmeDtal 
conditions are present. Much will always depend on the person
alities concerned. Every human institution reqniree for its soc
cess the guidance of personalities. A Works Committee requires 
for its chairman or secretary-or, at any rate, one may say, ideally 
reqniree for its chairman or seerelary_ man of personality, trusted 
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by his fellow-workmen, respeeted by the management, with the 
spirit of service, and ready, in that spirit, to give his services freely 
in tbe cause of his committee. It requires no less a sympathetic 
and capable management, ready to listen, ready to weigb carefully, 
ready to take pains in discussion, and prepared to persuade and 
to be persuaded. It is one of the most eneouraging signs of the 
times that on both sides such men have beeo found, and that, botb 
among the management and the men, personalities have emerged 
to meet the needs of the institution. 

W Qrb Committee. mean diseussion; discussion takes time; and 
from this point of view it is sometimes argued that a Works Com
mittee may teod to sIow down tbe paoe of industry; and, again, 
that it may be diffieult to convince a committee of tbe value and 
the feasibility of a new idea or process, so that tbe way of innova
tion may be somewhat impeded. These, bowever, are theoretical 
objections. In practice Works Committees-the evidence would 
suggest-have improved timekeepiog and increased output, and io 
that way tbey bave accelerated rather than impeded tbe pace of 
iodustry. In practice, again, they have beeo the opposite of eon
servative, and instead of checking change they bave themselves sug
gested change. And even if they made tbe pace sIower, or cbange 
more diffieult, they have advantages that would eompeosate, and 
more than eompensate, for these defect&. They make for better 
relations and greater harmony, and these are the thiogs that matter 
most to iodustry. More time is gained by the abaence of disputea 
than is loat by the preaence of discussion; more improvementa can 
be iotroduced io an atmosphere of harmony that can possibly be 
iotroduced io an atmosphere of suspicion. 

That Works Committee. have, io the great majority of oases, 
teoded to iotroduce greater harmony, and, through it, greater efll
ciency, is proved by the evidence of thoae concerned io their work
iog. It is not denied that io some caaes (thougb theae are very few) 
Works Committee. have fsiled. A few cases of such failure have 
been noted io committee. iostituted during the war for general pur
poses. In one of these the failure was perhaps due mainly to 
defects of machinery, and it is stated that the Works Committee 
may be resuscitated; io another the failure was due to deep-seated 
causes, which made sueeess impossible, and the failure re1Iects no 
diseredit on the institution. In almost every case, however, the 
testimony is to the opposite effect. Sometimes iotroduced with 
difficulty and amid suspicion, committee. have established them
BelVes and done service which is acknowledged even by their orig
ioal opponents. By providing a channel for the ventilation of 
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grievances at an early stage, and before they beeome aente, they 
have prevented disputee and strikes, and they have improved time
keeping and increased output. Nor is tbis 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 valu
able part of their work, and, far from hampering the management, 
it obviously does tbe reverse and relieves the management of difli
culties and grievances it would otherwiae have to face. Grievances 
are either nipped in the bud by being shown, upon discuasion in 
committee, to be unfounded, or they are settled in discuasion be
tween the secretary of the committee and the foreman or head of 
the department, and in either caae they never come to the main man
agement. When grievances eannot be settled in this way_inee, 
for example, they may involve the head 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 i and upon it, so far as can 
be judged, depends not only the removal of grievances, hut (what 
is still more important) that really suggestive and construetive 
work which the signatories to the Whitley Report had in mind in 
recommending that workpeople should be given a larger voiee in 
determining industrial conditions. 

In more than one works the summary of opinion on a Works 
Committee-and that not on one side only, but on both-baa been 
expreased in the phrase, "This is the best thing that bas ever hap
pened in the shop." Such a summary eould not be given if ex
perien"'; had not proved that a Works Committee was more than 
a pieee of machinery and something dllferent from the old methods 
of industrial conciliation. It meana that a Works Committee is felt 
to be something vital and something new-sometbing that enliste the 
workers in real participation, and something that olIers fresh prom
ise for the future. 

L OrigifL 

APPENDIX I 
for 

W08KS CoXHl'I"I'EES RBPOft 

QU!l!TlONN AIBB 

When did the Committee come into existence' 
(b) Under what eireumstances did it arise' 
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(c) What procedure was adopted to put the propoaal of a Com
mittee before the employeee (or management where the 
initiative came from the employeee), and draft a con
stitution' 

2. COfI8Iif,,'iOfl. 
(a) Is there one Committee only, or more than one' 

If more than one what are their relations, if any' 
In the case of eaeh 1-

(b) Is it a joint committee, representative of management and 
• employeee, or a committee of employeee alone' 
(c) In the latter case what arrangements exist for meeting the 

management! 
(d) In tha former case does the workers' side constituta a 

separate committee, meeting apart from the joint com
mittee, 

(.) How ara the workers' representatives ehosen' 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 sueh, 
on the Committee' 

i. Is the whole or Bny part of the memhership of the 
Committee confined to Trade Unioniste' 

ii. Has any Union any part in the appointment of 
memhers' 

iii. Is any foil-time Trade Union oftieial 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 tha 
works' 

(g) How are the representatives of the management appointed' 
(/0) What oftieers has the Committee, and how are they ap

pointed, 
(0) What changes in the constitution of the Committee have 

heen made sinee the estahlishment of tha Committee, and 
for what reasons! 

(j) What changes in the constitution are desired hy either side, 
and for what reasons' 

3. WIt'" an Ih. F ..... ,iotu of 'ho COfIImin •• ' 
(a) i. Wages question&-

Piece pri.... Bonus tim ... 
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Allocation of collective bonus. 
Application of wage orders, &c. 

it Working boUl'll-
"Clocking." 
Breaks. Shifts. 

iii. Allocation of work-
Piece and time. Demarcation. 
Dilution. 
Overtime. Short time. 

iv. Works organization-
Suggeetion of improvements. 
Discussion of proposed innovations. 
Place of apprentices. 

v. Discipline-
Timekeeping. Language. 
Methoda of foremen. 

vi. Disputes-
DillCDSsion of complaints. 
Settlement of differences. 

vii. Welfare-
Canteen management. Rest periods. 
Sanitation. 
Works amenities. 

viii. Any other functioJl8-
(It is desirable to make tbe list of functions 

as comprehensive as possible for the purpose of 
comparison.) 

(b) Are the powers of the Committee 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. Procedur •• 
(a) i. How, and by whom, are matters brought before the 

Committeef 
ii. Does the Committee meet at stated periods, or only 

when specially summoned' How is a meeting sum
moned' 

iii. If the firm is represented on the Committee, do the 
worker membora meet separately before the joint 
meeting' 

iv. If the timee 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 teke place in employere' or in workers' 
time' 

vi. How long does a meeting usually last, 
vii. Is there any payment for attendanee' If so, by 

whom' 
(b) In eaee af failure on the part of the Committee to BettIe 

any question, to what authority is the question taken' 
Give an example of the .tages throngh which a complaint 
could go. 

5. R.lGfioM toi'" TrGtk U niImB. 
(II) What proportion of the employees of the firm are mem

hera of Unions' Of what Unions are they members' 
(b) Does the firm recogni2 all, or any, of these Unions' 
(0) Have the Union officials assisted or obstructed the estab

\ishment and working of the Committee' 
(d) I. any provision made for the safeguarding of small Bec

tional interesta (such a. the Scientific Instrument Mak
ers in an engineering works)' 

6. a .... rd/. 
(d) The attitude of the management to Committees. On what 

occasions, if any, has the management refused to carry 
out a Committee'. deci.ions' 

(b) Have the men in the works aocepted or rejected a Com
mitt.eets decisions' 

(0) Ths poBBibility and difficulties of dove-tailing Works Com
mittees into the existing Trade Union organizations. 

(d) Effectiveness and results of the establishment of Works 
Committees on the relations hetween employers and em
ployed. 

(.) The desirability of seperate Committees to deal with dif
ferent types of functions ( •. g., wages questions, wel
f .... , &e.). 

(!) PoBBibie directions in which the functions of Committees 
oould be extended. 

(g) The relation of Works Committees to unofficiul Shop 
Stewards. 

(N.B.-It is the suggestions and feelings of employers, managers, 
trade union officiafa and workpeople it is partieularly important 
to oollect. The investigator's own oriticisma and suggestions should 
he emhocIied in a separate report.) 
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APPENDIX n 

REPORTS ON INDIVIDUAL WORKS COH>tli'rJCBS, &0.1 

(A) to (P)-Engineering, Shipbuilding, and Iron and Steel In
dustries. 

(Q) to (W)-Boot and Sboe, Woolen, and other industri .... , 

(A) Messrs. Hans Renold, Ltd., Manchester 
(B) Messrs. Rolls-Royce, Ltd., Derby 
(C) Messrs. The Phoenix Dynamo' Co., Ltd., Bradford

Wages Committees ... 

PABB 

(D) Messrs. Barr & Stroud, Ltd., Glasgow 
(E) A Large Engineering Establishment-Dilution Commit-

tee ... 
(F) An Estahlishment making Motor Cars and Aeroplanes 
(G) Messrs. The Horstmann Gear Co., Ltd., Bath '" 
(H) Messrs. H. O. Strong & Sons, Ltd., Bristol •.. 
(I) Messrs. Guest, Kcen & Nettlefold, Ltd., Birmingham 
(J) A Firm of Electrical Engineers 
(K) Messrs. Hotehkias et Cie, Coventry .•• 
(L) A Large Engineering Establishment 
(M) A Munitions Factory 
(N) Messrs. Whitebead Torpedo Works (Weymouth), Ltd. 

-Memorandum on Proposals 
(0) A Shipbuilding Yard 
(P) Parkgate Works Joint Trades Committee 
(Q) A Firm of Boot Manufacturers 
(R) Messrs. Reuben Gaunt & Sons, Ltd., Farsley ..• 
(S) Messrs. Fox Brothers & Co., Ltd., Wellington 
(T) Messrs. Rowntree & Co., Ltd., York ..• 
(U) A Printing Office 
(V) A Soap Works-Welfare Committee 
(W) A Coal Miner'. Statement on Ontput Committees 

1 The atatements given below are in some caaea supplied by the firma, 
but in most eaaea have been compiled by the investigator on ItatementA 
made to him by the man~PDt and repreeentative8 of the worke ... on 
the Committee. Wherever poB8ible, paiD8 have been taken to en.ute that 
the statement aecord. with the views of all parties OOIIcemed "ith the 
Committee. 
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(Al Messrs. HANs Rmrow, LTD., Burnage Works, 
Didsbury, Manchester 
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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 di1ferent committees:-
(1) The first of these is the "Council" of the Social Union of 

the Works, which includes ahout two-thirds of the whole body of 
the I"orkers. The Social Union is managed entirely by its mem
hers, and has heen in existence for the last eight years; it is con
cerned with games, recreations, and edueational activities, such as, 
the formation of study-circles; it is said to have done a valuable 
work in helping to create a feeling of community and to have pre
pared the ground for later developments. 

(2) The eecond is a Welfare Committee, concerned with shop 
amenities, which came into existence about a year ago. This com
mittee is a joint committee. On the workers' side there are 17 
representatives for 88 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 entitled to vote. T .. ade 
Unionism is officially represented 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 composed of one of the partners in the 
business, the employment manager, 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 chief 
representative of the management, anel 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 
diseussed, to bring to tbe notice of the management questions (other 
than those of wages and Trade Union matters) which the workers 
wish to have discussed, and to eonsider suggestions for improve
ments. The questions tbat 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 tbe 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 wages 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 attendanee 
will be regarded aa a form of voluntary serviee. It is p088ible 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 themeelves at every 
alternate meeting, in order that the representatives of the workero 
may discuss matters by tnemse!ves. 

(3) The third committee is that of the Shop Stewarde. This waa 
formed by a spontaneous movement among the Trade Unionists in 
the establishment, at the time when the Welfare Committee waa 
nnder eonsideration. Room haa been found in practiee for both, 
and the firm haa from the first reeognized the Shop Stewarde' Com
mittee. The Shop Stewarde 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 eomposition of the two bodies is distinet, and 
the same person haa not been eleeted a member of both. The 
Shop Stewards eleet their own chairman and seeretary. While the 
Welfare Committee is concerned with shop amenities, the Shop 
Stewards' Committee deals with questions of wages and Trade 
Union matters in general. As soon as it waa formed, the Shop 
Stewards' Committee aaked and obtained the approval of the Dis
trict Committee of the particular Union to which its membera al
most entirely belong. The Seeretary of the Committee sende the 
names of its members to the Distriet Committee, wbich issues a 
card to each entitling him to act a. an official Shop Steward. The 
Committee meet. (in the firm'. time) at the beginning of each 
month, and after discussion sende to the management a list of the 
questions it wishes to have discuased; the management adde ques
tions which it wishes to bring forward, and the head of the man
agement and various managers then meet the Committee for dis
cussion; but a meeting is held between tbe management and the 
Committee monthly, whether there is definite business or no. Some
times foremen are present when a subject vitally concerning them 
is under discussion. From tbe point of view of the men tbe ad
vantsge of tbe committee is that they ean go direet to the manage
ment, while before they could only go direct to the foremen. From 
the point of view of the management the Committee haa, on the 
wbole, condneed to amootber working of the establishment; and 
questions of the method of paying wages, of inereaaed bonus, and 
of alleged victimization of workers by foremen bave been threshed 
out freely between the two lides.. In connection with the position 
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ot the foremen, it is thought that it may be neeeesary to devise 80me 
eeheme, such 88 regular meetings between the foremen and the man
agement on ODy qUeetiODS raised in the Committee which affect their 
poeiticm, in order to avoid any claahiDg between the foremen ODd 
the Committee. It is also thought that it may be neeess&ry to draw 
up rulee to determine the right of the Seereta.ry of the Committee 
to enter departmente of the works to coDSUlt with individual work
men about oompIaiute. (Theee rulee have siDce been drawu up and 
are contained in the following Note.) 

Bolih the Welfare Committee ODd the Shop Stewards' Committee 
are used in this eeteblishment 88 meana for the &DDouneement and 
explanation of intended action by the management. Almoun .... 
mente have heen made, for metauce, of new methode of grouping 
the work, aud again of the appointmente of foremen ODd the gen
eral'grounde on which they are based. 

N01'II 

BBGULATIONS GOVEBNING AC1'IVITIIOS O. SlIOP wmw AlIDS 

M • .m"fl" 
1. The Directors will give the Shop Stewards' Committee facili

ties for holding committee meetiuge, including the use of a room, 
twice per month, one such meeting to take place, unless otherwise 
a.rranged, on the 6rst Wednesday of each month at 6.15 p.m. 

2. The MBDBgement will mcet the Committee, in general, once 
per month, such meeting to take place on -the second Wedneeday at 
6.15 p.m. unless otherwise a.rrsnged. 

S. 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 MODagement, 
for Committee meetings, or for general shop meetings, application 
should he made to the Employment Manager. 

6. In the case of the regnla.r meetings of the Committee or the 
monthly joint meetings with the MODagement, if overtime is being 
worked, and a steward would have been working during a meeting, 
time spent at such a meeting will he paid for 88 though spent at 
work. 

Pro/Jl1dur •• 

6. The Superintendent is the aecutive authority in each d. 
partment, and his instructions must he oheyed, even though a Shop 
Steward considers an order unreasonahle. In such a case the COn-
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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 trest
ment of any individual or individuals, his application of general 
shop rules or policy, &C. 

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 so desires, with the Man
agement at the next monthly joint meeting. 

10. It is considered highly desirable that the Stewards sboold get 
as many questions as po .. ible settled direct with their own Super
intendents. This does not mean that matters under discnssion ean 
he allowed to drag out unneeeasarily, and when feeling is running 
high the Shop Stewards shoold take up a question immediately with 
the Employment Manager or the Works Director, but always with 
the cognizance of the Superintendent. 

n. When a complaint is made by a Steward to a Superintendent 
on behalf of another individual, it most be understood that the 
Superintendent has every right to diacuss the matter direct with tbe 
individual concerned. This is not intended as a means of putting 
off the Steward, but is a statement of the Superintendent'. right and 
duty to maintain the most intimate and friendly relations p088ible 
with each and all of his men. In snob a case no decision will be 
come to between the Superintendent and the individual except 
jointly with the Steward. 

Similarly, every man bas a right to approaeh hia Superintendent 
direct, without asking tha help of the Steward of hia department, 
if he so desiree. 

G_ral Arrangement. and Disoiplins. 

12. The Management desiree that Shop Stewards shall have euch 
reasonable facilities 88 are necessarY for esrrying out their fune
tiona, and expecta that in return these will be exercised in snoh a 
way as to involve a minimum of interference with their work. 

13. Meetings, formal or informal, eannot be held in working 
hours, ex""pt by speeial permiBsion, and men shoold not bring 
grievances or questions to their Shop Stewards during working 
hours, but shoold wait for the next break. 

14. Shop Stewards may visit the Secretary of the Shop Stewards' 
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Committee during working hOlml on notifying their Superin
tendent. Similarly, the Secretary may visit any of the Stewarde 
on notifying his Superintendent. Each Steward is expected to 
make arrangements mutually satisfactory to his Superintendent and 
himself for the notiJIcation of visits when the Superintendent is 
temporarily absent from the department The time spent in visit
ing ehould be restricted &8 much &8 poseible, and must not be made 
an ""CUBe for ine1liciency of work. 

This arrangement is subject to reconsideration, should the number 
of !itewards in the works exceed 10. 

15. When the decisiona are taken at a joint meeting with the 
Management, Shop Stewards shall not announce same to their men 
until the dinner time of the following day, so &8 to give time for 
the Superintendents to be made cognizant of whet transpired. . 

These ftguiations are subject to revision at any time by arrange
ment between the Management and the Shop Stewards' Committee. 

20th October, 1911. 

H.u<s RENOLD, LTD., 
Manchester. 

(B) M!osSB.S. RoInl-RoyCB, LTD., DERBY 

Works.: Engineering; Motor-cars. Employees: 6,000. Depart
ments: 35 to 40 have ahop stewarde of their own, but from the 
point of view of the management the departments may be enumer
ated &8 about 80, with about 300 men in the largest (the test de
partment) down to about 20 in the emallest. General laborers (in
eluding women) about 500. Women: About 1,500 (of whom abont 
100 are general laborers). 

L This establishment is very strongly unionist, and before the 
war 98 per cent. of the employeea were unioni-" figure which 
haa sunk a little during the War owing to dilution. The relations 
between the management and the men are described by both sides 
aa "of the best." The works would appear to be regarded by the 
labor opinion of the district generally with distinct favor. 

The Committee at the works is one of Shop Stewards (just aa 
the Committees at two other establiahments here described-those 
of Messrs. Hans Renold and Messrs. Barr and Stroud-are aleo 
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 &8 follows :-Originally individual 
workmen laid their grievances before the management, bringing 
(according to the general habit) a companion to help them to state 
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their case. As time went on, men who were recognized as good 
companions to bring were sorted out, and they became .emi-ollicial 
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 di1ference in the present system from 
what was usual before tbe 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 tbsn half of tbe Shop Stewards 
belong to the A.S.E. The fact that there is a majority of A.S.E. 
Stewards has apparently produced no dilliculty. The VariOUB Shop 
Stewards form a Committee, with a Chairman wbo bears the name 
of convenor. On questions affecting a particular department or 
departments, the convenor interviews the management, by appoint
ment, along witb 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.1 The motto of the 
management is, "the door of the management is always open," and 
this motto is acted upon. There are no women among the Shop 
Stewards (though it should be noticed that the Sbop Stewards bring 
a woman representative with them to see tbe management when 
they are discussing a question that affects women); but the women 
employees have direct access of their own to the management. 
They can come one hy one, or in twos and threes (to raise qnestions 
of ventilation and heating, fo~ instance); and tbey always roeeive • 
hearing. 

3. The fnnctions of the Committee are large and undefined. 
They hring forward anything which they think a fit matter to be 
brought before the management. A question may sometimes arise 
with the management whether such-and-such • question really is a fit 
question; there is then a discussion, and it is generally settled by the 
application of common sense whether the question shall or shall not 
be entertained, bnt there seems to be no rule regulating the matter. 
The management diseu .... with the Committee, or those of it COD

cerned, changes of process; while the men, according to the view 
ol the management, "have helped the management in many ea_ 
on knotty problems of output, and have made enggeetions which 

1 There was a ayatem of fixed and regular meetiDgs at ODe time; but 
thil fell through, partly because there WIUI not al'way. Inu~ bu& 
largely because the convenor of the shop IJtewarda and the worb maa
agar were both bUBY men, and were often unable to attend. 
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were aeted upon," bfsides bringing up .omplaints of the men and 
eases of bardebip. Among epeci.fio matters bandled may be men-' 
tioned the following ,-

(II) Tn. bUB limes lot'l'r""':- bOliUB fDork.~Tbis syetem p .... 
vaiIa tbroughout the works; and if the base time cannot be settled 
between the foreman of the department and the workmen, the mat. 
ter is brought by the Convenor and Shop Stewam of the department 
before the managemenL 

(b) DilWion.-The Shop Stewazde have protested againet the 
prin'eJple but they have made an amicahle arrangement with the 
ID8D8gement in every caee, it being underetood that a record of 
ehanges wae duly kept. The wages of dilutees have aIao been dis
cossed in .onferences of the management and Committee. 

Much is eettled with the foremen in the department .oncerned, and 
never .omes before the management. Relatione with the foremen 
have not been particularly difficnlL Some of the foremen resented 
the ""tion of the Committee of Shop Stewards until it wae pointed 
out to thOlD that the Shop Stewards "did not wish to press too far." 
There have only been one or two isolated instancea of .onftict; and 
in one ease (which appeared to be the main one) the foreman left 
the works. The Convenor of Shop Stewards hae the right to go 
anywhere in the establishment without notifying the foremen. 

4: The procedure of the system hae already been incidentally de
scribed in large measure. When any point ari.es in a department, 
it is reported to the Convenor (who is elected by the Shop Stewards 
from their number), and if it cannot be eettied in the department, 
it is brought before the management in the way described ahove. 
Complaints or requests from the management go to the Convenor, 
and are diseussed by the Shop Stewards when he hrings them be
fore a meeting. Meetings with the management are in the em
ployer's time, generally in the afternoon, and may laet from balf
an-hour to 2% hours. The management hae alway. carried out the 
decisions arrived at in a. meeting with the Committee; and the gen-, 
era! hody of men in the works have ...,..pted these deeisions. 

6. The relatione of the Committee with loeal trade unionism eeem 
to preeent no difficulties. The various societies represented in the 
works--A.S.E., Patternmakere, Copperamith. and the rest-have 
worked together; and the Shop Stewam syetem is part and parcel 
of the official Trade Union organization of the district. The Dis
triet Committee of the A.S.E. does not issue cards to the Shop 
Stewards, ae it does in other areae. Extremists are sometimes 
elected ae Shop Stewards, but they generally mix with the rest; 
they are B live element, and responsibility steadies 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 a esrd. The relations of the 
Shop Stewards at the estahlishment 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 has no particular importance. 

(C) THE PH<ENIX DYNAMO Co., LTD., THORNBURY, BRAD!'OBD 

The Ph<pnix Dynamo Company is a firm employing about 4,000 
employees. In addition to its ordinary product, the firm is now 
producing miscellaneous munitions supplies. The following state
ment, which the firm has sent to a number of employers, has been 
supplied to the Ministry for pUblication:-

A SHORT DESCRIPTION 0" THE PH<ENIX SYSTE1I !'OR FrxUI'O PIZC!: 

WORS: PmCES BY 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 88y that in the period immediately preeeding 
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 inereasing 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 neeesasrily 
suffering, had already converted most of the employers. 

Tbe chief outstanding difficulties 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 unscientific and 
amateurish systems of estimation of the time neeessary to carry out 
any particular job by the employer. Consequently one got side by 
side in the ssme shop astounding inequalities of earnings which 
caused great discontent. It was the double-time man who caused 
the time-and-""'luarter man to throw down tools, and the employ-
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era, prevented by agreements 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 reduc
tion, adopted subterfuges to reduee tbe times which were too high. 
This often took 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 confidenee of the workers Was lost by 
this evasion of the real spirit of the agreement. 

El'ven to-day the predicament still exists, and the problem of tbe 
price, which is unreasonably bigh, and the discontent caused amongst 
the remainder of the men, is extraordinarily diflicult for the em
ployer who wishes to observe not only the letter, but the spirit of 
his undertakings not to reduee prices. 

On the other hand, lahor, with its greater facilities for dis
cussion between individusla 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 
he proved to be unremunerative. The same cohesion amongst la
hor, coupled with the fear amongst employers that workmen are 
only accepting payment by resulta under sufferanee, and might some 
dsy refuse to continue such a system, has made the employer very 
fearful of pushing forward' with any system to deal with the 
straight problem of the reduction of an excessive time. 

Since the war, and without, possibly, a full appreciation of the 
precedents which are being crested, employers, weary of the re
aponsibility for so much priee fudng and the dangers of labor un
rest in their works, have compromised the most difficult jobs either 
by a group bonus on the whole of the wages paid, or by saying to 
individuals or group of individuals, ''We will pay you time and 
ao-and-so whilst you are on with this work." Some aeroplane fac
tories working on a group bonus on total output are paying tbeir 
men as much as time and three-quarters, whilst their output per 
man is well below that of other aeroplane faetories on ordinary day 
rates. 

It is fatally easy to act in this amateurish way whilst priees are 
high and ex_eas profits can be used, but any experienced organizer 
or worker, eitber employer or employed, knows that this condition 
cannot last after the war. It is this prodigal use of "time and a 
something," without any definite guarantee that that amount 6f 
work had been carried out, which has 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 scbeme has taken its place. 
The best type of labor realizes that the badly organized piece work 
or bonus system is, in the end, as inimical to his interests as it is 
to those of the employer. So much for the money side of tbe ques
tion. 

There is, bowever, another point which should be given its true 
value. One of the greatest objections to present piece-work sy ... 
tems is 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 witbin tbe 
province of the employer or tbe employed to state arbitrarily what 
tbe price is to be. Tbe 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 tbe theoretical objection to the 
system, and the end of what should be a perfectly logieal and simple 
business transaction is of len 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 accurate that ~very workman secures a fair mum 
for his labor, the theoretical objection of organized Trsdes Union
ism to any arbitrary settlement of the price by tbe employer .till 
remains. 

A TABULATION 01' TUB KAIN DIJ'll'ICVLTIE8 

(1) Unscientific price fixing. 
(2) Tbe absence of proper machinery for appeal which is quick 

in action and not cumbersome in operation for tbe rectification 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 tbe men absolute straightforward dealing. The employer 
must have means which will enable him, without even a suspicion 
of stealtb, to reduee a price witbout necessarily cbanging the method 
of manufacture. 

The following is a system whicb bas been working for some time, 
the terms of wbich were drawn up by tbe aid and .ooperation of 
tbe principal Union of metal workers and tbe firm concerned. It 
is capable of' considerable extension and improvement, and is • 
aiDcere attempt to solve an exeeedingly complicated but aheolutely 
vital problem. 
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Fina"";"l Bw of pn-. 
The men had pressed for a guaranteed time and a half. To this 

we conld not agree. Eventually it was sgreed that times ahould 
be fixed so that an average man conld earn time and a quarter, and 
a really good man ahonld have no diJlieulty in making time and a 
half. The following is the sgreement reached hetween the prin· 
cipal Union of metal workers and ourselves concerniog the scheme:-

On getting out a neW job we wonld eal.nlate the feede and speede, 
whiP were suitable for the tool on whieh the job was to be per· 
formed, and then put forward the time to the man who had to do 
the job, saying: "Thie is the time we ,offer; you are not bound to 
aecept it and esn appeal if you like. In thie event you go to the 
Time Study omee, where the man who has dealt with the job will 
go througb the detail of his ealcnlations, and if he has made a slip 
will at onee put it right." 

Our time fixing is not infallible, and the men can help us by 
pointing out errors. If, however, we are unconvineed that the 
priee is unreasonable, and the man is equally uneonvinced that it is 
reasonable, he can then say, "I want this job to go to Committee." 
The time offered hy us wonld then be put on the card as a tem· 
porary time, and the decision of the Committee would be added 
on or taken off the time agreed by the Committee when their de
cision has been given. In any ease, however, the man has no object 
in hanging back, beesuse no evidenee as to the time taken on the job 
between the priee being fixed and the Committee being held is 
available for the Committee. 

The Committee consists of 3 of the 1Irm'. representatives and 3 
workmen'. representatives cousisting of the man coneerned and 2 
workmen selected by him who are operating the •• me type of ma
chine or whose work is closely allied to tbe work in question. In 
• dispute of a Milling Machine priee, the man and 2 other millers 
.. onld 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 demonstrate in their own works that the time is fair and that 
time and a quarter esn be made on it. The question of outside 
demonstrators being employed .... raised, and it was .greed tbat 
only in the esse of new tools bought from the m.kers on goaran· 
teed times ahould outside experts he brought in. The 1Irm have the 
option to decide whetber, iu tbe event of the Committee failing to 
agree, the demonstration of the time ahall h. done in the sbop 
itaelt or alternatively in a demonstration department. It is further 
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agreed that, in addition to the Committee being a means by which 
workmen can secure awards as to prices which are too low, the firm 
have 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 Committee, it is understood that 
any reduction which is made in the time shall be put on to another 
job 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 tbose 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 transaction. A diecussion tbat starts 
about tbe 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 to feel that it is not a disgraceful 
tbing to alter his price. Tbe friendly spirit is extremely important, 
and unduly conceited rate fixers with the manner of a general man
a~r have not proved invariably suecessful. The snrprising part of 
the scheme over the period in which it has now been operating is 
tbe 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 would decide 
about their particular case, and 80 whichever party feels himself to 
be technically weakest in the argument appesrs to give way. At 
any rate, the number of Committees is ineredibly amaIl. It may be 
argued that this is beesuse the prices are fixed on 80 generous a 
basis. 

The average in the wbole of the shops eoneerned rang.. from 
27'h per cent. in the worst ease to 5214 per cent. in the higbest 
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 redueed au to some joll which 
is a lean one) has the advantage tbat after a time you get a certain 
number of hours on the men's side of tbe ledger, and this is a sort 
of accumulation of time in the bank. By this means .... es of 
speeisl hsrdship can be dealt with by adding some of tbe time on 
to tbe lean jobs. 

Tbe composition of the Committee from the employers' point of 
view sbould very from time to time, and the Buperiotendents of the 
shop will be well advised to keep their eye on the .... es coming up 
for .committee. It sometimes bappens that a very good workman 
indeed has become pig-headed about bis particulsr job, and whilst 
the rate fixer may be exactly right, it may be advisable to humor 
the man in question. The very fact of the man's all-round excel
lence and bis status of a workman makes it advisable to kcep him 
friendly to the scheme. In cases of tbis sort, where a certain 
amount of feeling is present, it is advisable for Bome fairly high 
offieial to sit aa one of the employer's representatives and tactfully 
(whilst asviug the rat ... fixer's face as much as possible) leave the 
Committee to humor tbe man somewbat. These cases have proved 
to be very rare, but the employer ·bas so much to gain from the 
system generally that he must be prepsred to stretch a point, with
out Baying he is doing so, to meet very difficult cases w6ich come up 
to Committee. One ease in point:-

An extraordinary skilled aeroplane metal worker brought a case 
up to Committee, where tbe rat&-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 is in cases of tbis 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, tbinks it unfair, and who has either 
to take it or elae put himself in opposition to his foreman and 
others, he will appreciate the value of Bome such scheme as the above 
to the workmen. Under the present Bcheme 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 
tbe job without qnarreling either with hiB foreman or anybody else. 

(D) Mesars. BARR AND STROUD, LnLlTED, Anniesland, Glasgow 

Industry: Engineering. Number of Employees, 2,350, of wbom 
275 are women. 

This firm has, and has long had, an admirable system for the 
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educati9u of its apprentices, and it is notewortby tbat several of 
tbem, during tbeir apprenticeship, bave taken tbe Bachelor ot Sei
ence Degree in the Univeraity of GIaagow. 

The firm has also, like the shipbuilding firm of whose organiza
tion an aceount is given under (0) helow, a system of awards for 
suggestions made by tbeir workmen, which has been at work for 
many years. 

There are two workera' Committees in the establishment:-
(1) The first, which is called the Sbop Committee, might also b. 

designated a Welfare Committee, and has been in existence since 
about 1900. 

Its constitution and rules are set forth in tbe published Book of 
Rules of the firm. Briefly, it may he said to deal with shop ameni
ties. It eon trois the Sick Benefit Society, the fund for distress, 
and aU other funds of a like nature. It controls the management 
of the canteen and the rifle club and bandies aU social arrange
ments for entertainments, pienica, and tbe like. The Chairman is 
one of tbe Direetora. He can veto the diseussion of any mattar; 
but be bas never once bad to ""ereise this veto. No Trade Union 
questions-no questions of wages or application of Trade Union 
Rul..........,.,me before tbis Committee. The Committee meela regu
larly once a montb and oftener if neceosar:Y. Tbere are various 
sub-committees appointed by the Shop Committee to deal with the 
various activities. 

(2) In March, 1916, wben dilution was started, a second Com
mittee was formed, called tbe Industrial Committee. As it is pro
fessedly in existence for the war period only, notbing is aaid about 
tbis Committee in tbe Book of Rules of tbe 1Irm, but tbe following 
deseription may illustrate its chief featuree. 

The formation of the Industrial Committee was belped by the 
good relations and the community of feeling engendered by the 
working of the existing Shop Committee. Tbe Industrial Commit
tee is baaed essentially on Trade Unionism and the Sbop Steward 
System. Tbe twelve representatives of tbe men are elected entirely 
by the Shop Stewards, some forty in number, of tbe diJferent Uniona. 
Tbere is thus no system of eleetion by all the workere and the Com
mittee is not representative of all tbe workere, but on the other band 
tbere is a definite nuus establisbed witb Trade Union sentiment 
and organization. Two Direetora of the firm and tbe head foreman 
ait with the twelve representatives of the men. When there is busi
ness to tranaaet, meetingB of the Industrial Committee are beld 
on Tuesdsya at 11 a.m. and the men'. representatives are paid as 
usnal during the tima occupied at the meetings. The memben of 
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the Committee hold olllce for one year. There are two Chairmen, 
one from the mea's representatives and one from the firm's, and 
they preside at alternate meetings. The only other olllcer is a 
Seeretary electad by the Committee. 

The following list eontaina some of the questions treated by the 
Industrial Committee during the put eigbteen months:-

(1) The question of the Convenor of Shop Stewards going into 
other departmenta for discussion of grievances. This 
was discussed and the result was the formulation of 
regulations (.N Nota (i); similar rules are also con
tained in Note (ii) in respect of the "Shop" Committee). 

(2) Wages of women and girl employeea. 
(3) Tbe record of changes in practice. 
(4) Questions arising from the premium bonus system. 
(5) Appeals against dismisoal.l 
(6) The question of men forgetting to clock on and of whetber 

they should receive wages for the period for which they 
bad forgotten to clock on.. 

(7) The question of working overtime on Saturdays. Tbe 
Committee agreed to refer this to a general plobiBcif •• 

(8) Tbe question of wages of apprenti .... 
(9) The question of rules for night-shift work; •. g., whether 

men could leave a little before the closing time to catch 
a train. 

It is obvious thet the functions of the Industrial Committee are 
inlportant; it is one of the most advanced Works Committees in 
eziatenee. Questions of wages eome within its seope (under 2, 4, 
6 and 8 above); and a question recently under discussion was a 
propoaal thet there should b. a guaranteed premium bonus. 

A question which baa recently arisen is that of the relation of 
tha Industrial Committee to the looal Trade Union organization. 

This Industrial Committee is deserving of attention; IIrst in its 
eonstitution-based as it is on the Shop Steward system-and sec
ondly, in ita inOuence on the works, which has heen large and far
reaching. 

It is interesting to notice that the system of Messrs. Barr and 
Stroud, Limitad, is very lika that of Messrs. Hans Renold, Ltd. 
Both have two Committees; both assign to one Committee the eon
aideration of shop amenities, and to the other questions of work 

'ODly ODO case baa ari.eD. Here the IIrm refueed to go back OD ita 
declaioD, but wal ready to explain ita action. Thie waa dODe. The 
meD'. r"Preomtativeo thm uked U the man iD qUeotiOD might receive a 
01_ character: thII W81 given. 
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and wages; botb base tbe second Committee on the Shop Steward 
system. 

An immediate and important result of having such an Industrial 
Committee is that grievances that might otherwise generate bad 
feeling are brought at onee 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 Steward. have 
quite naturally declined to deal themselves with matters of disci
pline; but in cases where they have declined, they bave actively np
beld, or at all events not bindered tbe regulations imposed by tbe 
firm. 

NOTS (i) 

REGULATIONS 1'08 Luvz GRANTED TO SHOP STEWABIlS TO DEAL 
WITH COllPLAINTS 

(1) If any employee bas a relevant complaint to make abont bis 
work, sufficiently important to bring before a Shop Steward, h. 
mnst eommunicate only witb the Shop Steward of hi. own De
partment. 

(2) If the Department Shop Steward thinks the complaint re
quires attention, he will send for, or ~.tch, the Convenor of Shop 
Stewards, who, when possible, will tell the foreman of the De
partment to which he is ealled that he baa been summoned on Shop 
Steward business. 

(3) If the Convenor ot Shop Stewards, after eonsnltation with 
the Department Shop Steward and the eomplainer, thinks the eom
plaint requires further attention, he will eall a meeting of Shop 
Stewards to consider the matter. 

(4) If the meeting of Shop Stewards thinks the eomplaint re
quires still further eonsideration, the Convenor will bring it hefore 
a meeting of the Industrial Committee or eonvene an emergency 
meeting of the Industrial Committee in order to lay the eomplaint 
hefore the Firm. 

(5) The foremen are' instrueted by the Firm that they are to 
grant the facilities referred to above; but it tbey tbink that these 
facilities are being taken advantage of, they are instrueted to 
inform tbe Finn so that the representatives of the Firm may draw 
the attention ot the Industrial Committee to it. 

BARB AND STROUD, LUlITED, 
(Signed) lIAaoLD D. JACKSON, 

Director. 
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NOTB (ii) 

NOTICE 

877 

To lIBKBEBs O. Tlm STAlI'I' AlfD TO FOREKEN AlI1I lIBKBEBs O. Tlm 
SHOP CO .. HITTEB 

In connection with their duties as Members of the Sbop Com
mittee, it ill sometimes necessary for the Members of the Shop Com
mittee to go into different departments of the shop to enquire into 
matren connected with the well-being of the employees. 

In Buch eireumstences the Members of the Shop Committee should 
always inform the Chief of the Department or the Foreman into 
"hose Department they go, that they are on Shop Committee duty, 
and in such circumstances the Foreman will not unreasonably with
hold permiasion. 

The Firm rely that Memben of the Shop Committee will be care
ful never to abuse tbis privilege. 

Each Member of tbe Shop Committee is provided with a ticket 
of identification. 

BAlIK AND BTBoUD, L, .. ITED, 
(SigDed) HARoLD D. JACKSON, 

Director. 

(E)-A Li.RG1l ENGINIIIIRlNG ESTABLISH .... N'I'-DILUTION 
CO .... l'l'TEE 

8."e.. Departments, employing o~er 10,000 workpeople. 

1. The Committee at this estsblishment should properly be de
scribed as a Dilution Committee. It came into ezistenee in Feb
ruary, 1916, and though matten other than dilution are occasionally 
brougbt before it, its primary function is the regDlation of dilution. 

2. The election of the Dilution Committee consists of two stages:-
(1) In the fil'Bt place, Dilution Delegates were elected on the 

basis of two delegates for each shop by all worken, 
unionist or non-unionist (including women 1), in every 
department or shop. 

(2) In the second plaee, the delegates select five representa
tive. to represent them on a Joint Dilution Committee, 

1 Th. women In one department did not vote, but that I, due to dUB· 
cu1tiee of time and plac.. If their houn hed been different and the 
department hed not been .t a di.tance from the reet they would have 
voted. 
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on wbicb also sit an eqnal number of the management. 
At first tb.re was an agre.d external Cbairman but, 
eobsequently, the senior manag.r. present acted in this 
eapacity. Tbere was found to be the objection tbat if 
an external Chairman is appointed wbose decisioDll are 
aecept.d, arbi tration within tbe works is set up for deal
ing witb matters whicb sbould be entirely within the 
jurisdiction of the management. A m.mber of tbe man
agement presides and another m.mber of tbe manage
ment is Official Secretary, and is responsible for the of
ficial minutes and tbe notification of aU dilution ques
tions. He is also responsible for all eommunication with 
the men'. Secretary. On the men'. side there is a Chair
man and an additional representative wbo acta aa tbe 
men's S .... tary, but baa no vote. 

3. Tbere are no regular meetings of the Joint Dilution Commit
t •• ; it meets wh.n either side asks for a meeting. (Some question 
raised by the men's secretary may be settled at once by executive 
action and witbout a meeting, if the ease is a olear one, and the 
action will he simply reported at tbe next meeting.) Tbe minutes 
are kept by tbe Official Secretary appointed by the manageml'llt. 
Tbe men's Se ... tary takes informal notes. Tbe minutes are gon
.raUy circulated a week before a meeting to enable the men to 
consider them prior to tbe meeting and raise at tbe meeting any 
points arising th.refrom or to whicb they do not agree. Sometimea 
tbere are meetings once a week, 80metimea once a montb or even 
at long.r intervals. 

4. The functions of the Dilution Delegates are to aupervise the in
troduction of dilution and tbe wages paid to dilute. The del ... 
gate. may eomplain, for instance, ahout a foreman introducing 
dilution without prop.r notice, or aa to the rat ... paid to • dilutee 
or to the manning of a lathe by a dilutee. If any queation arises 
about tbe rates paid to a dilutee, tbey refer to the Dilution Cer
ti6eate sent to them, on whicb this rate is stated. In DO instance 
are they allowed to ascertain the rates paid to men or ... omen otber 
tban diluteea. On tbe whole no insnperable diffieulty baa ari ..... 
between the Dilution Delegates and the foremen. This is ehieOy 
due to the tact displayed by tbe management and tbe men'. Chair
man, but many timea there bave been grave dillleultiea owing to 
the action of eertain of the yonnger delegates and foremen. 

The Joint Dilution Committee deals with all important matters 
arising out of dilntion which come up to it (aa a role through the 
men's Secretary) from the delegates. 
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6. To wbat has been said above, it should be added that tha 
whole prooedure of the Committee is necessarily elastic, and de
pendent on personal tact and contact rather than on a formal con
stitution. There is, for instance, no fixed tenure of office for the 
men'. representatives; if their aetion or constitution were chal
lenged, as it was in a ease when ths members of the United Machine 
W orkerB' Aeeoeiation elaimed representation, they could, and did, 
resign, and a new eleetion was held. The asme Committee as be
fore was elected. Ths men's representatives on the Joint Com
mittee. if they consider any proposal involves an important ques
tion of principle, ask to have a matter referred back to the Dilu
tion Delegates for instructions, or. if the question is comparatively 
unimportant, may agree to settle it off-band. 

Ths Dilution Committee here described is obvioueiy of a special 
eharaeter. and under the peeuliar conditions the Joint Dilution 
Committee has been fairly sueeessful. It works easily and in
formally. Confined in form to questions of dilution. it finds it easy 
to discuss other questions and to deal with works conditions in 
gensral on occasion; for instance, in a ease where the firm had sub
mitted a proposal for a bonns on output to a large nnmber of set
tars-up. the men asked their Dilution Committee representatives to 
take the question up and disenss the matter with tbe management. 

Ths men's representatives on ths Dilution Committee have pre
vented many threatened strikes developing in various parts of the 
works, either by their direct intervention or by ealling the attention 
of the management to trouble that was brewing. 

In the fIrm's opinion. the value of the work to be done by such 
a Committee depends on the men's representatives being educated 
and fair-minded men. 

It must be remembered that tbis Committee is essentially a Di
lution Committee and not a Works Committee. Ths representatives 
may. ". /MfG, be Shop Stewards. but they are chosen by all the em
ploy .... including skilled. s.mi-akilled and unskilled workpeople. 

Ths Dilution Committee does not represent the etesl smeltere. 
steel, iron and brass founders, smitha and strikers, and one or two 
other trades. If it were to become a Shop Committee it would prob
ably have to be inoreased and represent all trad .. and the foremen. 
In the firm's opinion the constitution of such a Committee, so as 
to aeoure the best results, would reqnire very careful consideretion. 

(11') AN ES'l',UILlSHIlBNT Munro MO'l'OR-OAII8 AND AEBoPLANBli 
Ths firm make motor-ears, aeroplanes and aeroplane engines. 

The present nnmber of employees is about 3,500. of whom SOmB 600 



880 MANAGEMENT AND MEN 

8l'9 women and some 150 general laborers. The others are skilled or 
semi-skilled. 

The Committee dates back to 1908. It arose from a dispute which 
resulted in a strike. The directors had had no idea of the trouble, 
and in order that in the future such a 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 Committee consista of 22 members, one from each depart
ment. Each member must be a Trade Unionist, but voting is open 
to all men, whether or not Trade U nionista. The women do not 
have votes. There are members of 26 Trade Unions in the works. 
Only 10 of these have members on the Committee. The 10 are the 
A.S.E., the Toolmakers, the United Kingdom Society of Smiths, the 
United Kingdom Society of Coachmakers, the Amalgamated Society 
of Carpenters and Joiners, the United Machine Workers, the Wood 
Cutting Machinista, the Patternmakers, the Steam Engine Makers, 
and the Sheet Metal Workers.' The members are eleeted annnally, 
each department electing ita representatives. The Committee choo .. 
their own Chairman and Secretary. The same people tend to be 
reelected from term to term; the present Chairman has been in 
that position from the first, and the Secretary in his for 4Y:a 
years. 

The only formal rules 8l'9 contained in a poster, a eopy of which 
is posted up in each department. This gives a short statement of 
why the Committee was formed and outlines the proeedure to be 
adopted with complaints. This proeedure consists of three courts 
of appeal-the Works Manager, the Managing Director, and the 
Board of Directors. Thus, a man. not astislled with the respOIl .. 
of a foreman goes to his departmental representative on the Com
mittee (or direct to the Secretary or Chairman, who have freedom 
of movement from department to department). The Chairman and 
Seeretary of the Committee and the representative of the comp1sin
ant's department then approaeh the Works Manager, and th ...... 
after, if neeeasary, 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 sinee there 
was some trouble eonnected with the introduction of the Ineurance 
Aet; and during the present Director's tenure of the position no 
ease at all has reached the Board of Directors. 

1 At ODe time there was a member of the Workers' UniOD on the Com
mittee, but when he left the work. the next appointed belonged to • 
okilled union. The department. repreaented and the unions 10 which 
the members belong are given at the end of thia reporL 
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The Committee acts for almost all purposes by tbe methods de
sCribed in tbe preceding paragraph. The Works Manager has met 
the whole 22 as a body on one occasion only. The occasion was a 
visit from an officer of the Ministry of Munitiona on tbe question of 
timekeeping. The Works Manager meeta the smaU number wbo 
aet for the Committee (perhaps with tbe 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
vie ... are in employers' time. The 22 memhere meet by tbemselvea 
about once a month for general business; tbese meetings are partly 
in their own time and partly in tbe employers' time. 

The Committee has been largely responsible for making tbe appeal 
for better timekeeping effective, and tbis is tbe more remarkable 
because even before the appeal was made the timekeeping reeord 
was eonsidered very good. As an illustration the foUowing flgures 
were given: for tbe week ending 10/3/17 tbe total number of hours 
lost by 3,300 employees was 8,050; the eorresponding numbers for 
3,500 employeea in the week ending 22/9/17 was 5,700; that is a 
reduction from 2:4 to 1:6 per head. The other queationa discussed 
witb the officials of the Committee and the representativea on it of 
particn1ar departments have included dilution, which was carried 
tbrough without trouble, and grievancea in regard to premium bonus 
timea, including the Ilxing of new times when methods of production 
are altered. Usually tbe arrangement of times is diecuaaed when 
tbe queation affects a number of men. A toolroom bonus, payment 
of time and an eighth, waa arranged between tbe Committee's repre
sentstives and the W orka Manager. This bonus, which waa eon
ditional on good timekeeping and increased activity, haa since boen 
given up in favor of individual premium bonus. 

The Cha.irman of tbe Committee, who is an official in his own 
Union, emphasized three points:-

(1) the division of funetiona between Union and Worka Com
mittee, wage questiona in particn1ar being Union matters. 

(2) the established proeedure as posted up in the departments. 
(3) tbe officials' right of movement from shop to shop. 

He had no doubts about the benefits produced by the Committee. 
The representatives of tbe management agree as to tbe au ... as of the 
present arrangements. 
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Division into Deparlments 

Name of Depariment. 

Seaplane Department } 

Seaplane Erecting 
Paint Shop ...... 

New Machine Shop 

Old Machine Shop 
Body Shop ... 

Stripping aud 
Repair Shop 
Smith. Shop 
Detail Shop 

Examining 

Finishing Shop ••. 
Trimming Shop •.. 

Aviation EJ.lgine Depart
ment . 

• ·itting Shop 

Erecting Shop .. . . . .. 
Experimental Department 
View Room .... . .. 
Molders and Pattern Mak· 

ers. 

No. of Em-
j)loyees in No. of Repr. 

Department 8entativel 
(in round on 
figures). Oommlttee.l 

310{ 

160 

770 

340 
60 

70 
240 

30 
180 

110 
60 

200 

180 

110 
30 

120 
60 

2 

2 

2 
1 

I 
I 
1 
2 

1 

I 

1 
1 
1 
1 

Trade Union of 
which reprell8Dta

ii',"u are members. 

Ama.Jgamated Car· 
penters and Join~ 
erBj U.K.. Society 
of Smith •• ' 

Tool Makers. 
U.K. Society of 

Coachmakera. 
A.S.E.; United 

Machine Worker.. 
A.S.E. 
WoodCutting Ma-

chinists. 
A.S.E. 
A.S.E. 
A.t;,E. 
A.S.E.; Sheel 

Metal Worken. 
A.S.E. 
U.K. Society of 

Smiths. 
A.S.E. 

Steam EnglDe 
Mak .... 

A.S.E. 
A.RE. 
A.S.E. 
Pattern Maken. 

1 The rule is one representative for each department wbatever ita abe. 
The exceptions are due to such e&1l8e8 aa:-(ra) In the New Maehine 
Shop-one i. allowed for each tum, day and night; (b) In the Detail 
~hop-a body of workpeople who have recently been removed from aD

other department into this shop have been allowed to retain their rep
resentation. 
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(G) Tm: HoBSTJUNN GEAR CoHPANY, LImTED, 

93, Newbridge Road, Lower Weston, Bath. 

888 

Tbeae works are a sma1l engineering establisbment employing 
70-80 men and apprentices and 14 women. There are no laborers. 
Tbe men are all skilled mecbanies. There are 16 apprentices. 

Tbe Works Committee was formed in the autumn of 1916. It 
was" dOt up at the suggestion of the management in order to ad
minister the bonus scheme proposed by the management, in re
sponse to a demand by the employees for a 10 per cent. advance 
in wages in the automn of 1916. 

The essentials of the echeme are as follow.:-
Each month a B1IDl equal to 5 per eent. on the wholesale value ap

pearing in the etock book of the viewed and passed mannfecturing 
output for the previous 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 previous month represented by a ten per cent. ad
vance on the existing current wages at the date when the 1Irst. bonus 
was paid. 

Every employee in the works, except the two Managers and the 
Secretary, participate in the bonus according to the number of 
"profit-ebaring units" to which he or she is entitled under the scheme. 
Each employee, except apprentices for whom special provieion is 
made, is entitled to one "profit-sharing unit" for each halfpenny 
per hour of the employees' time-rate, up to, but not exceeding, 9d. 
per hour, and two units for each completed year of cervice up to 
five years. Examples :-An employee receiving 9d. per hour and 
having been three years with the firm would be entitled to 24 unite; 
another, receiving la, 3d. per hour and with three years' service, would 
also receive 24 units; and another, with two yeaN cervice and re
ceiving Sd. per hour, would he entitled to 20 units. 

The Committee meets regularly each month:-
(i) To settle the amount to he set aside for payment of bonus. 

For this purpose the books of the Company are opened to the 
Committee. 

(ii) To assess the value of the profit-sharing unit. 
(iii) To 8SBeSB the fines incurred by employees under the 

scheme.1 

I A flne of a certain percentage of the unite for anyone month. with a 
muimum of 26 per cent., mar be In1Iicted for each of the following 
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(iv) To determine the amount of bonus to which eacll employee 
is entitled. 

2. C"""tit"ti"",-The Committee is a Joint Committee, repre
senting:-

(i) The management. 
(ii) The employees. 

The two Works Managers and the Seeretary are .x-officio mem
bers. These gentlemen are also the Managing Directors of tbe 
Company. 

The rest of the Committee eonsiat of six representatlvea of the 
employeea, elected by ballot by all the employees. The six mem
bers represent the works as a whole. Representation is not baoed 
on departments or on gradea of workers. All employees, appren
tices, and women as well as men, are voters. 

The officers conaist of a Chairman and a Secretary. The of
ficers are elected by the Committee. The present Chairman is the 
Chairman of the Direetors. The Chief Clerk has been eleeted See
retary. 

The Committee meets as a whole. There are no separate meetings 
of the management members and employee members. 

The present elected members have been elected for an indefinite 
term. The period of office will probably, in future, be ail:: 
months. 

The constitution has not been reduced to writing, and muat be 
regarded as tentative. More women will sbortly be employed. and 
it is intended then to conoider the separate representation of women 
on the Committee. 

Only one of the employees is a Union member. Tbe question of 
relationship to the Trade Unions has, therefore, not arisen. 

The Committee has recently formed a Works Musical Society, 
which is progreaoing excellently. A. canteen will shortly be estab
lished., and it is intended to aoaociate the Committee witb ita III8ll8g&
ment. 

3. Functions 0' the Com .... tt ••• -Tbe Committee, in addition to 
the above-mentioned special duties, is charged with the conoid ...... 

offenses, and these units will then be temporarily forfeited for the mouth 
in qUestiOD!-

(Go) Insubordination, or use of improper language. 
(b) Undue ca.rel ... n ... Bnd wilful damage. 
(e) Neglect to enter goods, advicea. time cards. docket. or time aheeta. 
(el) Waste of tools and materials. 
(.) Waste of time by fsmog to work full week., or by .Iackn .... 
(1) Refu .. 1 to work s reeaonable amonnt of overtime .. hen requeeted 

without ouJIIcient r ........ 
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tion generally of any grievances arising in the shop. Its funCtiODS 
in this respect are not specified or limited. The Committee 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. Procedowe.-The Committee meets regularly each. montb. It 
meets some 15 minutes, or so, before the end of the working day, 
and the employee members are paid for the time 80 spent up to 
the end of the working day. Ally time occupied after tbe end of 
the porking day is not paid for. 

A speeial meeting can he 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 notiee to tbe mem

bers. 
The length of meeting varies according to the amount of business 

to be transacted. 
Minutes are regularly kept of tbe proceedings. 
5. G .... ral.-No arrangements have as yet been worked out for 

keeping the Committee in touch with the general body of employees. 
The neceesity for such arrangements has not been felt. The de
cisions of the Committee appear to have given complete satisfaction. 
Employeee are not bound to report grievances to the Committee; 
if they wish they can approach the management direct. Every 
facility for this is afforded to all employees. 

The value of the unit bas already advaneed some 30 per cent., 
and is expeeted to rise rapidly in the near future owing to improved 
metbods and efficiency. The Committee is regarded as a great suc
cesa, and has acted as a great incentive to efficiency in the works and 
in furthering inereased production. 

(H) H. O. STRONG AND SONS, LTD., Norfolk Works, 

St. Paul's, Bristol 

This establishment is a amalI engineering works employing about 
120 men, women and boys. 

The Managing Director personally supervises the whole of the 
works, and very close personal contact is maintained between the ,. 
management and the employeee. 

1. Origin.-For eevera! years prior to the latter part of 1915 
the Company adopted the practice of meeting the whole of the men 
employed in the works, once a month, to discuss any matters oon
nected with the establiehment that seemed to require examination. 
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At tbe end of 1915 this practice was abandoned beca\l8e ;t was felt 
by the management-

(;) That mucb time was wasted discuaaing irrelevant and nn
important matters. 

(ii) Tbat real grievances did not freely come out in tbe pres
ence of tbe wbole body of employ .... 

The last meeting of this character took place towards the end of 
1915, and at this meeting tbe Managing Director pointed out these 
objections to the existing practice, and augg ... ted that a Works Com
mittee sbould be constituted. The management then retired, and 
the proposal was discussed by tbe employees alone. 

Tbe employe"; agreed to tbe propoaal, and proceeded to elect 
Beven representatives to form an Employees' Committee, which 
would meet as a Joint Works Committee witb the management. 

2. Constit"tion.-The Committee ia composed of:-
(a) Three representatives of tbe management nominated by 

the Managing Director, namely
Tbe Managing Director, 
Manager of the Repair Department, 
Works Manager of tbe Manufacturing Depart

ments. 
(b) Seven representatives of tbe employ .... 

Representation is baaed on occupation, not on tbe department in 
wbicb the men work. 

Tbe representatives are divided as followl:-
1. Laborers (1). 
2. Machiniata (1). 
3. Turners (1). 
4. Millwrigbts (1) 
5. Patternmakers (1) 
6. Fitters (1). 
7. Apprentices (1). 

Some 20 women are employed, but are not represented. 
Of the seven representatives, four are members of the Amalga

mated Society of Engineers, three are non-Unionists. 
Tbe employees' representatives are appointed at an annual meet

ing of all the employees (other than women) beld in September. 
They are appointed for twelve months. 

Tbe Managing Director has been elected Chairman of the Joint 
Committee. 

The men'. representatives meet separately as an Employees' 
Committee for the purposee mentioned helow in paragrsph 4. The 
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Employ .... ' Committee elects one of its members as Chairman. The 
Chairman acts as convenol'. 

There is no relation between the Committee 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 
appointed by the Amalgamated Society of ,Engineers. 

No constitution of the Committee has been definit.ly formulated. 
It is at present experimentsl, and is developing in accordance with 
experience. 

S. Funcl;ofIB of Ihe Co ...... lle •. -Sinc. the appointment of the 
Committee, no complaiots or suggestions come direct to the man
agement; they are first taken to the Employees' Committe. as eJ:
plaioed hereafter. 

The Committee has dealt with the following classes of buaioess:
Stoppage of bonus. 
General discipline. 
Interpretation of official Orders and Ciroulars. 
Interpretation of Trade Union rules and regulations. 
Shop conditions, lavatories, ventilation, etc. 
Decisions of foremen. 
Timekeeping. 
Ootput and costs. 
Overtime. 
Grant and withholdiog of Leaviog Certificates. 

The Committee has proved specially useful as a means of arriving 
at the proper interpretation of official Orders and Circulars. The 
operation of the recent Order granting a bonus of 12% per cent. 
to certaio skilled timeworkers (the Skilled Time Workers (Engi
neers and Molders) Wages Ord.r, 1917) was discussed at the last 
meeting, and its operation in these works determined. 

4. Procedur •. -Complaiots or suggestioDs are brought, iD tb. 
first instance, to the atteDtion of ODe of the meD's representatives. 
Normally, the complaiot or suggestioD is made to tb. representa
tive of the grade to which the person making the complaint or sug
gestioD beloDgs. This represeDtativ. tbeD Dotifies the Cbairman of 
the Employees' Committee, who asks tbe foreman's consent to a 
meeting of the Employees' Committe. being h.ld, and arraDges "ith 
him 8 convenient time. Th. members are then noti1led verbally of 
the time aDd pIsce of meeting. 

A meeting is held aa 800n as possible after receipt of the com
plaint or suggestioD. 

Th. m.eeting takes plaoe in the employers' time. 
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All work in the eetablishment is paid on a day work basis. The 
men are paid for time occupied on Committee busin .... 

The men's meetings are of short duration, and are held in the 
works. 

If the Employees' Committee ean 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. The .. 
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 amount of business to be transacted. 

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

mittee. Meetings are held BB and when required, and are held as 
soon as possible after a request for a meeting is preferred by either 
the management or the Employees' Committee. 

5. Relatio ... with Trade Unions.-There is no direct relation be
tween the Committee and the Trade Unions. 

The Unions are reeoguized by the eompany, and all Union mattera 
are arranged direct between the management and the Union oflieiaIs. 

The Joint Committee is only eoneemed with Union Rules ao far 
as affects their interpretation in relation to the circumstanees of 
the works. 

The Amalgamated Society of Engineere have a &hop eteward in 
the shop. The latter is a memher of the Committee, but not in his 
oflicial capacity as &hop steward. 

No difliculties have arisen with the Unions. 
6. GeneraL-The management have fonod the Committee of the 

greatest aervice in eonducting the busin... of the works. It haa 
obviated the nec ... ity of posting notices, always liable to be mia
und ... tood, 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 relationa with their em
ployees is to emlllre an open and full noderetanding, and that tbis 
ean only be aecured by frcqnent eontact with everY section ot opinion 
in tbe works. 

The employ .... lind the Committee of advantage to them beeanse, 
instead of any .omplaints being snbject to the whim ot a foreman 
or the ipso di:&it of a manager, the matter i. finally decided by a 
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Committee of their own mates, or, if this is not found possible, by 
a joint meeting of their own representative. with the management. 
Moreover, there is no delay. Rapidity of action is regarded as 
.... ntial if a scheme of control of this sort is to work satisfactorily. 

There is general agreement that, in a amall 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 aceuraey. 

(I) Messrs. GUEST, KEEN AND NE'l.'TLEI'OLD, LTD., 
Birmingham. 

Works-Engineering: Screw, nut, bolt and rivet. Employees 
(affected by the scbeme, in 3 works), 2,500. Departments, some 50. 
General labor, about ¥a of the whole. Women employees, 1,850. 

1. There are five separate works of tbe firm, all engaged in the 
same busine .. ,· in the Birmingham district. Three of these contigu
ous to one another (Heath Street, Imperial Mills, and st. George's), 
are fully included in the seheme here deaeribed. The two otbers 
follow the same lines, but, being more distant, are not included in 
the actual 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 
reached a deadlock, a mass meeting of the men was held on May 
9th, 1914, which was attended by the management, and at this meet
ing the outlines of the scheme now in force were suggested. Subsc
quently a ma .. meeting of tbe women was also held, and the manage
ment and representatives of the men attended. The scheme was 
again propounded, and was accepted by the meeting. Finally a 
mass meetiug of men and women, with the management attending, 
was held, and here the scbeme (that there sbould be no strike without 
consultation of tbe firm, and meanwbile the machines sbould be kept 
running, and there should he an Appeals Committee in each of the 
three contiguous works) was socepted. 

2. The works were conducted on this basis for over two years, 
down to August, 1916, without any dill!culty. 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 Deeember 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 eontrol board for aU tbe three. 
3. The scheme, which came in to full working in Deeember, 1916, 

embraces, as has been said, three works,' including the greater part 
of the manufacturing seetion; but the engineering section C which 
eontains about 300 employees) is not at all nnder or eonnected 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 caine 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 Conncil or Allied Trades Committee; its strike 
rules forbid such membership. The Union is thus peeuliar; it is 
a small Union consisting of the employees of a single firm. 

4. The Union, as has been said, has entered into a definite eon
traet with the firm, by which it covenants not to strike without con
sultation, and to keep the machines rnnning meanwhile, in retnrn for 
eertain concessions. The first of these is:-

Ca) The Appeale Committee.-There ie an Appeal. Committee 
in each of the three works. Each Committee eontsins 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 Appeale Committees. The Appeals Commit
tees deal with questions other than those of wages. Their provinee 
includes lavatories, canteen, general health and welfare; but they 
deal mostly with shop eonditions and grievances. Any employee 
with a grievance states it to the Chairman of the Committee or to 
one of its members who report. 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 auch a meeting; if it i. not, it goes to the Appeals Committee; 
and if, in the opinion of that committee, it raieea questions outside 
their provinee, it ie referred to-

Cb) the Central Control Board.-This. contains, at the present 
time, from 25 to 30 members, including men and women. The 
membere are nominated by the different Appeale Committees, 8ub-

t Two other work. of the ftrm in the district (Broad Street and King'. 
Norton) are not included in the 8Chem~ and have no Appeal Committee; 
but the wages and conditions at these worke are .fleeted and largely 
controlled by the system in force at three eontiguotlli works. One 
of th..., work. is likely to rome fuUy into the .. heme. .. its .ite is to 
be in the future nearer to thoee of the others; the other ia out in the 
country. and 10 outside the acheme. 
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ject to rati1leatioD by a general meeting of the works concerned. 
(Meetinge of 800 are not at all uncommon; the employ ... attend 
well, aa there is a rule that unless two-thirda are present there is 
no quorum and nothing can 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 baa had a 
long practiea\ experience in the works of all the waglHjuestions 
which form the staple of the functions of the Control Board. In the. 
handling of these questions the usual method is aa follows: A 
wllglHjuestion is reported to the President, and he then communi
cates with the management in writing. If it is a question of local 
detail, he writes to the works manager of the particular works; if 
it is a question of a general kind, he writes to the general works 
manager. Tha manager addressed replies to the President in writ
ing (but, aa a rule, there has been a personal interview between tbe 
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, enda; if it is not, the Central Control Board makes further 
representations to the management. The Control Board does not 
meet the management; the relations are entirely by correspondence, 
supplemented by personal interviews between the President and 
management. 

(.) 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 baa never acted hitherto, since, under the 
working of the Munitions Act, questions which would have gone to 
th. Conciliation Board under normal conditions now go to London 
for settiement. In this event the President writes to the Ministry 
of Munitions to slste the men's case, giving a copy of his letter to 
the IIrm; and a general meeting of all tb. employers affected may 
be held before the letter is sent, just aa would b. the cas. if the 
normal procedure contemplated in the rules were being followed. 

5. In regard to the general working of the system the following 
points may be made:-

The IIrm permits anybody to see the President in the works 
(another workman sees to his machine while be is absent) ; it allows 
bia letters to go by th. works mail; it has supplied him with a desk 
beside the bench at whicb he works and facilities for keeping his 
books and papers. A room is set aside in which be can have inter
views, and the ftrm 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 be asks for an interview, and be has full 
liberty to go anywhere in the three works, without asking for per
miasion, in order to interview employees or eommitteemen and to 
discuss grievances. 

As has been mentioned, any grievance between an employee and 
an overlooker is diacus.ed between the Chairman of one of the 
Appeals Committee and the overlooker eoncerned; but if it is not set
tled the complainant and the overlooker appear before the Appeals 
Committee and both state their case. The Committee decides which 
of the parties is, in their view, in the right, and tbey send the matter 
for adjustment to the management. 

The work of the President under the acheme is unpaid. 

(J) A FIll" 0" ELEcrRICAL ENGINEERS 

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 electrically propelled trameara. 

1. Origi ... -The Works Committee was established in the autumn 
of 1915. 

It was brought into existence to assist in fixing and adjusting 
piece-work prices. 

The Committee was suggested by the men employed at the works, 
and the loca1 delegate of the Amalgamated Society of Engineers also 
recommended the establishment of the Committee to the Managing 
Director. 

2. Co .... ,i,utio ... - The Committee is " men's committee only. It 
consists of 5 men. The women and boys are not represented. Tbe 
5 members are elected by the shop as a whole, and do not represent 
separate departments or grades. 

The constitution of the Committee has not been reduced to writ
ing. It is at present experimental, and is developing in accordance 
with experience. 

3. FuJUllio .... 01 the Commillee.-The principal bnsiness of the 
Committee is to assist in fixing and adjoating pi ..... work prices. 
The questions wweb arise on tbis score are, however, not compli
cated or diffieult, as the establishment has, since the Committee was 
formed, been engaged almost entirely on repetition work. The man
agement, in the first inatsnce, settle wbat they consider fair priees, 
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and submit them to the Committee with the data on which they have 
been bed. The men's committee then meets separately to consider 
the suggested prices. Ample time is allowed them to consider and 
disenss 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 nnder consideration 
are reviewed, and any suggestions as to amendment are considered; 
H a good ease is made out to the satisfsetion of the management the 
price is raised or reduced. H it becomes necessary to reconsider 
the 'priee alresdy fixed, any suggestions on this score are brought 
by the Committee to the attention of tbe mansgement, and are jointly 
considered. No friction of any sort has so far arisen. Prices have 
been frequently reduced or increased by mutual agreement. Under 
ordinary conditions of work, problems arising as to fb:ing and ad
justing piece-work rates will be more di1Iicult, 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 has dealt with the following matters:
Ventilating and sanitary questions. 
Complaints as to the decisions of foremen. 
Arrangement of shifts. 
Allocation of piece-work and day-work. 
Holidays. 
Alteration of hours of admission to the works. 
Interpretation of oflicial orders and circulars. 

At the last meeting the application to this establishment of the 
Skilled Time Workers (Engineers and Molders) Wages Order, 
1917, was discussed. 

The Managing Diree10r is of opinion that the Committee should 
also be cbarged with the supervision of dismisasls and redue1ion 
of staff, and it is likely that steps will be taken to utilise the services 
of the Committee in this reapect. 

The Committee deals solely with domestic questions arising in the 
shop. 

4. Pro""dure.-The men'. committee meets separately on the em
ployers' premises and in the employers' time. Time spent on Com
mittee work is paid by tbe 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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Meetings with the management take plaee in the firm's time, and 
time is paid. 

There are no fixed times for meetings. Meetings either of the 
employees' committee or joint meetings with the management are 
held at such times as may be found necessary. 

On any business arising, a convenient time for a men's committee 
or a meeting with the management is arranged as soon as possible, 
and generally upon the same day. 

Meetings are caUed informaUy by verbal notiee. 
Meetings with the management are of an informal character, and 

the men's representatives are, if neeessary, accompanied by tbe local 
delegate of tbe Amalgamated Society of Engineers. 

5. Relations with the Trade Unions.-There is no official relation 
between tbe Committee and tbe Amalgamated Society of Engineers. 
The Union is recognized by the eompany, and very cordial relations 
exist between tbe management and the Amalgamated Society of 
Engineers' officials in the district. All Trade Union matters are 
dealt with direct by the management and the Union officials. No 
difficulties of any sort have arisen with tbe Union. 

6. General.-Tbe Committee is regarded by the management, the 
men and the Union officials of the Amalgamated Society of En
gineers as a great suecess. The management have found the Com
mittee of the greatest service in conducting tbe business of the 
works. The Managing Director considers the existenee 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 success of any such scheme pivots on the estab
lishment of satisfactory joint works committees. 

(K) HOTCHKISS ET ClE., ARTILLERY WOBlt8, COVElM'llY 

From Official Constit..:i"" of Wor" Commilte. as ApprOfl.d 
by the Ministry of M ..... fitms. 

The recognition of a Shop Committee, such Committee to be eom
poaed of Stewards elected by their representative Departments by 
secret baUot and endorsed by their respective Union District Com
mittees. 

In deciding on representation the principle will be one repre
sentative for each Department having not less than approximately 
100 employees. In cases ot smaller Departments, these may be 
grouped together and representation of the Departments ao grouped 
will be on the same basis. No employee of less than 18 years may 
vote. 
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Functions of the Committee:-
(0) To provide a recognized channel of commUDication be

tween the employeea and the management; 
(b) To present to the management, through the Chairman of 

the Committee, any grievan.. or suggeetion which, 
after full consideration, they think worthy of the firm'. 
attention. 

Pl'Ocod!wo. 
If, the management and the Committee fail to agree, and on all 

queetions of principle, negotiations will proceed between the man
agement and the Union aa hitherto. The Cheirman of the Com
mittee will have facilities to conault the Union local officials. 

Failing settlement with the Union, Part 1 of the MUDitions of 
War Act, 1915, will apply. 

No atoppage of work will occur during negotiations. 
Meetings of the Committee will be held after working hoon un

less ealled in ease of emergency at the request of the management. 
N 01. fr<nll Firm.-"The Committee came into existen .. at Easter, 

1917. It waa instituted in the drat plaee on a two monthe' trial 
and, aa it momentarily aehieved ita object, waa continued until 
about the end of the year. The conetitution of the Committee then 
became nnaeceptable to the Shop Stewarda and the Committee 
lapeed." 

(L) A LABoa ENGDlDBlNG ESTABLI8HJ<IIlIIT 

L From ,,,. "oint of vi ... of ,,," m"""IIometl,.-A Dilution Com
mittee arose in 1916 when dilution waa introduced. There were no 
particular rules about ita constitution. At the end of 1916, after 
the question of dilution had been worked out, and aa the Committee 
commenced to take up other questions, the firm began to consider 
the formal inatitution of a Works Committee in pia.. of tbia in
formal Dilntion Committee. The Note printed below gives par
ticulars. 

A Joint Shop Committee waa .. t up, but only lasted a few 
monthe. It would appear that the really erueial question, which 
led to the dissolution of the Joint Committee, waa the poaition of 
the Shop Stewards, which waa perhap. not properly coordinated 
with the institution of the Joint Committee. The men .tood out 
against the Committee because, in their view, ita effect would be to 
weaken the authority of the Shop Stewards. As a matter of fact, 
the firm haa always in praeti.. reeognized the Shop Stewards, 
though in the inatitution of the Shop Committee it did not take 
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their position specifically into account. The management sees them 
whenever tbey wish it. Generally, they come in twos-a Convenor 
attending witb the Sbop 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 he is dissatisfied with the foreman's answer. 

2. From the point 01 ,,;ew 01 the m .... -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 Committee, 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 diseon
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 umbrage 
at a long discussion of such a matter, and the end came. 

In spite of this failure, both management and men appear to be 
in favor of the idea of a Joint Committee. 

NOTB. 

JOINT SHOP CoKKITTEE 

It is proposed to form a Joint Shop Committee for the purpose 
of mutual discussion of shop questions, with a view to aeenring 
harmonious relations and efficiency in the working eonditioDS of the 
establishment. 

The Committee will eonsist of rep ........ tatives eleeted by ballot 
by the workmen and women of the various departments, arranged 
in nine divisions as shown below, one representative to each division. 
The firm will he represented by the Director!! and Departmental 
Managers. The Committee will have power to .oopt any employee 
or works official for attendance at any meeting where such attendsn .. 
may be necesa&ry. 

A first ballot will be taken in each department, each employes 
being at liberty to nominate a eandidste for his department. The 
two candidstee receiving tbe largest number of nomination paper!! 
will be seleeted for tbe final ballot, and the nominee receiving the 
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iaTger number of votes in the final ballot will be the elected repre
sentative of the department. 

It is suggested that the representatives &bould hold olli .. for Biz 
montha. A payment of 2&. 6d. per meeting attended will be paid 
to each representative by tbe firm. 

Tbe Committee will meet on the first Tbursday of eacb montb 
at 5 p. m., or as may be required. 

Tbe scbeme is a purely domestic one, and is an attempt by the 
firm to provide a more direet means of communieation with their 
emp:oyeea in all matters affecting their conditions and the develop
ment of tha establishment generally. The Directors invite the co
operation and intereet of the employees in the scheme, and trust 
that each indi vidual will register his vote aecording to hie judg
ment, in order to make tha Joint Committee thoroughly represent ... 
tive. 

The ballot will be eeeret, eo that no parties will be in a position 
to ascertain bow any worker has voted. Intimation will be made 
to each department wben the first ballot will take place. The ar
rangements in connection witb tbe eleelion and voting will be car
ried out by the existing Joint Sbop Committee. 

(M) A MUNITIONS FACTORY 

The company owns two factories and manages two others, and 
altogether employs ahout ten tbousand workers. Its products are 
ammunition of various kinds for Naval and Military purpo .... 

This note only refers to one of their factories, in whieb tbere are 
four thousand employees, of whom one thousand five hundr.d are 
women. On. hundred of the mal.. are general laborers, the rest 
being skilled or semi-skilled. 

The Works Committee was formed in May, 1917, and consists of 
twenty .... n. members. It is composed of and is elected by the men, 
tha election taking pIa .. at shop meetings. At present th. women 
have no representative and no vote in the .lections. N everthelees, 
the women have laid eertain matters affecting them before tbe Com
mittee for consideration, and the Secretary of the Committee is in 
touoo with the Organizer of tha National Federation of Women 
Workers, and should need arise would deal with the Women's Seo
tion of the Workers' Union, or, indeed, any organization of female 
labor. 

There is no rule excluding non-Unionieta, but; in fact, all the mem
bers of the Committee are Trade Unionieta. 

The Committee meets weekly on Tuesdays at supper-time (i •••• 
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in the men's own time). In cases of real urgency the general maD
ager gives permission for meetings in the company's time. 

The Committee has a Secretary, who is l&rgeJy responsible for 
the work tr&ns&cted. He communicatee the recommendations of the 
Committee to the general manager through the company'a 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 general procedure is as follows:-
Matters for the consideration of the Committee are reduced to 

w,';ting and brought up at a meeting. They are then discussed. 
In many cases the ·Committee are able to give advice or instruction. 
on the matter witbout any reference to the management. Should 
it be decided that in the opinion of the Committee some alteration 
shoold be made, the labor officer is requested to lay the matter be
fore the general m&nager, wbo frequently discusses the oubject with 
the Secretary before coming to a decision. 

Shoold the matter be deemed to be very imporlBDt or of a funda.. 
mental character the Committee request the general manager to re
ceive a deputation. 

Up to the time of writing the working of this Committee, as 
guided by its present Secretary, is considered by the company as 
most helpfol. It has settled maDy alleged grievances without aDy 
trouble, has prevented several threatened otrikes, and generally 
tended to smooth and harmonious working in the factory. 

The ouccess of the whole scheme is l&rgely due to the tact aDd 
good sense of both the company's labor offioor and the Works Com
mittee's Secretary. . 

In conclusion it shoold be stated that before the formation ot 
the Works Committee many consoitations had to take plaee between 
employees and their respective Unions to settle minor points. Thio 
procedure has now been found unnecesasry, 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 leest poeeihle 
friction and deIsy. 

(N) WHITEHEAD ToRPEDO WORKS (WJm(OUTH), 1Jro., Weymouth 

The following lUmmary contains part of a memorandum lent to 
the representatives of 13 trade unio.... A letter, which aceompanied 
the memorandum, ouggested that a general meeting ot delegates ot 
each organized society in the works shoold be eaIJed to diecusa with 
the firm the formation and eonotitution of the pl'Opcad CounciJ. 
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The proposals are now nnder cliscussion by the trade unionists. 
In the memorandum the firm suggest:-
"That the existing trade union organizations may he made the 

basis of a general Conncil, of reasonable eize, repreaenting every 
union in the works, and given the fullest possible powers to take 
decisions, subject, of course, to referenee to the constituent brancbes 
on any issue of 811llicient importance." 

They then elate that:-
"The firm'. aim is to associate (through a Conncil appointed in 

snet. a way as to recognize and strengthen the position of the exist
ing trade organizations) the whole body of workers in everything 
that coneerns their well-being, discipline, and control, and, by stir
ring in each individual the sense of his responsibility towards the 
State, the industry and the works, to enable such a Conncil to secure 
loyal comp1isnee with any decision arrived at eonjointly with the 
firm. H 

A program of snbjeets is thereafter given as a basia for dis
cussion. 

(1) HOUf'tI 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 
prejudiee 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 
cannot aet without refereneo to the agreements between the Engi
neering Employers' Federation and the Trade Unions. 

A full explanation of the one-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 rsizes the question again for reconsideration. It is further 
propoaed that, six montha after the adoption of the one-break, a' 
referendum by ballot should be taken as to whether the old system 
of hours should be gone back to or not." 

(2) T; ...... "".pi"ll.-"The question of time-keeping is the one 
that has gone nearest to impairing the exeollent relations with its 
employees that the firm values so highly; but it is felt that here 
again the facts have not been rigbtly nnderstood by every one." 

There followa a cliscussion of e&uBes. The management have now 
come to the conclnsion that the greatest effect has been produeed 
by the institution of an "open gate" and the rc1u:ation of the omcial 
Works' Rules. . 

"The exaet form that the gate rules will finally take is subject to 
eonsideration, and is much influeneed by the concurrent question 
of tha one-break day; but, in its old form, the "open gate" has been 
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tried and found wanting, and, one way or another, something eloa 
most take ita place!' 

(3) Release of Diluted LClbor.-"The tlrm is pr.pared to invite 
collaboration from the propoeed Council, or sectional Committees 
representing the individual trades concemed, both as regards the 
s.I.ction of snitable operations on to wbicb to put unskilled labor, 
,md as regards the individuals to be reIeaeed for skilled work .1 .... 

. where." 
(4) Fixing o!Piece-work PriC88.-In order to facilitate the fut

ing of prices satisfactorily to employer and employee it is pro
pos.d:-

"It would be one of the functions of such a Council, as is snggested 
in tbis memorandum, to set up an organization whereby reliable 
times for piece-work operations would be ascertained, cbecked, and 
counter-check.d by both parties. This organization would prevent 
such occurrences as a recent suggestion of 50 minutes for a partien
lar new operation. A trial made by the management showed that 
six minutes was an ample allowan.... 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 diseonlent on 
either side, afterwards." 

"The same organization could be used for the purpose of making 
clear to what ext.nt a job becomes a new one by some alteration in 
deeign, material, or metbod of manufacture!' 

(5) General Rule. and Regulations.-"There is a cl888 of rules, 
offenses against whicb are punishable by a fine of 2.. 6<1., dismisaal, 
or a prosecution under the Munitions Acta. 

None of these penalties is a convenient one. Fines are as much 
disliked by tbe tlrm as by tbe men; dismi .. al entails the loss of 
services which may be badly needed; and prosecutions entail great 
waste of time and may prod""e more evils than the original ones 
t h.y are m.ant to cure. 

Many of these off.nses and some otbers could probably be dealt 
with more astisfactorily by snch a Council as outlined above. In
stances of th.m are:-

Clocking in too soon, fraudulent clocking, and registering an-
other man's time. 

Not keeping at work till knoekiug-<>ff time. 
Leaving work without permission of foreman. 
Idling in the works. 
Entering or I.aving 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 tbe above are offenses under the Works' Rules, permission to 

post which has been given by the Ministry to the firm as a Con
trolled Establishment. Tbey have hung in tbe main entrance since 
1915, and are still in force, but every one of tbem is broken from 
time to time." 

(0) A SHIPBUILDING YABD 

The present number of employees is about 2,400, of whom some 
200 are women. 

The system in operation at this yard (and the &ame 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 success 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 tbe firm in consultation 
with delegates from tbe trades, conferences between members of 
the firm, officials of the firm and delegates from the various trades 
in tbe yard, being held for this purpose on five dates in 1886 and 
on two in 1886. These ''Rules'' form a printed booklet of 36 pages, 
and each employee on joining tbe 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 21st January, 1886), there is contained tbe following statement: 
"I tbink I am right in saying that tbe step taken by this firm in 
asking tbeir workmen to join with them in the pn>paration of the 
rules of this yard is a new step in the history of labor. I caunot 
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 tbe preparation of the rules by which the.. men were to 
he governed." The revisiou of tbese Yard Rules has been a subject 
uf conference at varions dates aince 1886. The present edition of 
tbe rules is divided into five sections:-S •• lion I is sub-divided into 
(i) General, (ii) Deeauville Railway, (iii) Timekeeping and Piece
work, (iv) Regarding Apprentices, (v) Against Accidents, (vi) 
Against Dishonesty, and (vii) Final. S •• ,io,. 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 Apprentices in the Decorative Department, and (v) Girls 
as Apprentices in Upholstery and Polishing Departments. S •• Uon 
III gives the rules for tbe guidance of the Committee of Awards. 
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Sec/ion IV gives the rules referring to Subscriptions. S.c/ion 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 tim. 
to time since, and have developed into a Workera' Committee. Th. 
membera of the conference at tIrst represented trades, and may still 
do so, but not necessarily. Each department chooses one or two 
representatives, and these representative. mayor may not be Trada 
Unionists or Shop Stewards.' 

The composition of the Committee to-day is as foDows:-

No.of 
Trade. Delegateo. 

Painters ................•...... 0 ..... 0...... 1 
Engineers, Cranemen, etc. ..................... 2 
Blacksmiths ...............••..............•. II 
Joiners (Upholsterers) .....•• • • . . . . • • . • . . • . • • II 
Plumbers ......••.. ............. .••.. ........ 1 
Tinsmiths ................ . . . . . . . . . . . •. . . . . . . 2 
Riveters ..................................... 1 
!.abarers ..................................... 1 
Electricians .................................. I 
Iron Carpenters .............................. 1 
Wood Carpenter. ............................. 1 
Caulkers..................................... 1 
Drillers ..................................... 1 
Fitters _..................................... 2 
Foremen ........... _.0....................... 2 
Drawing Oftice ............................... 1 
Counting House ..•...••......••....•...•..... 1 

The above is the composition of the Committee when it meets 
the management in what may he called formal meetiDgs. There 
are, however, no set meetings, and in addition to the formal meet
ings much business is done between the lIrm and the Chairman at 
the delegates; and, in mattera aJfecting a particular trade, between 
the lIrm and the delegates from that trade.. In the last 24 years 
the formal meetings have avenged three a year, but in the last three 
years there bave been 20 meetings, or an average of seven a year. 

Th. delegates hold shop meetings to report resnlts of meetings 

1 The majority of the delegates are trade uniODist. IUId oftIdal yard 
delegates for their 11I1ioDa, thougb Dot el_ to the Commi_ ...... h. 
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with the management, and meet the management again, and 80 on 
nnti! agreement is reached. 

One of the delegates acta 88 Convenor or Chairman, and 88 the 
link between the delegates and the management. For the formal 
meetings with the firm. one of the firm's shorthand clerks, at the re
quest of the delegates, acta 88 Secretary. 

The subjects dealt with, in what have been .. ned "formal meet
ings," cover a wide range :-they have ineluded the revision of 
Yard Rnles originally made in conference; nnemployment questions 
-e,p., the pnrohaee by the firm of an old veesel so as to employ 
idle men, and snbsaiptions to an nnemployed fund; timekeeping
men leaving their work before the horn blows; arrangements for 
paying 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 holidsys; snbscriptions to varions funds and chari
ties, ineluding joint funds for angmenting Government allowances 
to soldiers' dependents; provision of canteens and of supply of 
carried food warming appliances, and of ambnlance transport for 
injured men; distribution of coal snpplied from firm's yard during 
1912 coal strike to inhabitants of town (this was worked by dele
gates themselves under chairmanship of one of the partners); snb
soriptions 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 he seen that the list covers not only general industrial ques
tions, shop grievances, &e., but also questions of welfare. (There 
is a Welfare Supervisor for the some 200 women employers, and a 
hoy's Welfare Supervisor for all the apprentices and young lads. 
He has formed a Cadet Corps mostly from amongst them.) 

All the questions discnssed are g ...... a! questions, since, as has 
already been remarked, the questions of a particnlar trade are ar
ranged between the firm and the representatives of thet trade. In 
th_ latter questions the failure to agree wonld mean thet the mat
ter became one between the firm and the particnlar Trade Union 
concerned. 

Tho .4wIWdo Scho ..... -The firm have had in oparation since 1880 
an Awards Scheme, nnder which any workar (""c\usive of h .. d 
fo""","", officials of the Committee of Awards, and h .. ds 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 rnl.. for the guidance of the Committee of Awards 
form Seetion ill of the Yard Rnles. The Committee consists of 
"" outside and independent person 88 President, the Managar of 
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the Yard, and the Manager or Chief Dranghlsman of the Engine 
Works, with a clerk from the eounting house as secretary. The 
rules are elaborate, and designed, among other things, to do justice 
as between different claimants. The average number of claima is 
stated to lIuctuate very much from year to year. In certain cases 
where patents have been secured, the amounts received by individuals 
have run into hundreds of pounds. In the case of patents, the in
ventors usually ask that one of the firm· should be joined with 
them, and share partly in the gains. The reply of one inventor, 
when he was asked why this was so, is eompounded of Scotch cau
tion and good feeling and trust. It was: "N aebody kens my name, 
but a'body kens yours." 

The .Accide .. t Fu .. d Society.-This Society, established 43 years 
ago by mutual agreement between the firm and their workmen, was, 
in 1897, used as a basis for eontracting out of the Employers' Li
ability Act of 1880, and the Workmen's Compensation Act of 1897, 
and has since heen amended to conform to the Act of 1906. It i. 
governed by a Joint Committee of 22 managers, with an inde
pendent Chairman. Eleven are chosen by the workmen and eleven 
chosen by the firm; the latter eomprise four partnera, one manager, 
and six foremen or members of office staff. Fonr of the worka 
delegates are also managera of the Accident Fund-two of these 
being trade delegates and the other two being the foremen dele
gatea. The funda are provided in two ways. Fund No.1, to meet 
the legal provisions of eompensation imposed by the Acts, is pro
vided entirely by the firm. Fund No.2, which providea extra 
benefits, such as solatium for loss of minor portions of the body, 
for which no lump sum eompensation eould be demanded under the 
Acts, is provided from the eontributions of the members and the 
payments of the firm, and, in addition, from the fines imposed in 
aceordance with the Yard Roles. The particular interest of these 
fines, which like the other features of the roles are earefully de
tailed, is, that not only are they paid into tho Accident Fund, and 
so, though taken from the individual, returned to the workpeople 
as a whole, but, in addition, in each ease 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 donble fine goes to the Acci
dent Fund. 

The firm lay great stress npon the fact that this system of yard 
delegates baa gradually developed on voluntary lines 18 th. need 
for it was felt. In all eases the delegates simply ask to see the 
management when they 80 desire, and may meet aevera! or ooly 
one of the managers, .s the ease may be. (There is no question 
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of equality of numbers of firm's representatives and men's, except 
in the Accident Fund.) 

(P) PABJ[GATII WORKS JOIN'l' TtwlIl8 CoJlK1'1"1'llll 

I 

BULBS J'OB WORKS COJlJll'l'TD 

10 That this organization be called "The Parkgate Works Joint 
Trades Committee." 

2. That the objeete of the Committee are:-
(al To strengthen Trade Union organization in the works. 
(b 1 To deal with general questiona affeeting the welfare of all 

aeetiona in the works. 
(. 1 To give assistance to branchea in aeetional diaputes where 

the branches fail to arrive at a aettlement with the firm. 
(d) To keep a watchful eye on representation on local bodies, 

and to see that the workmen employed by tha firm are 
not overlooked. 

(.) To do whatsoever it can to promote a oloser union of the 
different tradea represented in the works .. 

3. That branches be allowed representation sa follows :_1 
Membership of 5~ne delegate, 
Membership over 50-two delegates. 

4. That the branchea be asked to appoint alternative delegates, 
and forward their namea to the Secretary together with the names 
of the delegates appointed. 

5. Any body of trade unionists working in any department, but 
"'hose branch is out of the works, may have representation on the 
same baais as branches. 

6. The President and Secretary shall be empowered to oall a 
meeting of the Committee to deal with any matter which arises, 
or may arise, affecting the welfare of the brancbes. 

7. Any delegate or branch may have a meeting oalled by giving 
notice to the Secretary, stating the busine .. they wish to hring be
fore the Committee. 

8. That a delegation fee of one ehilling per delegate per year he 
paid to tbe Committee. 

9. That where sectional disputes are dealt with by Committee, 

1 With. in additioD, the Secretary of each branch, if employed in the 
worka, N ogioio. 
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deputations to the Mauagement shall consist of two representatives 
of the Committee aud one from the section afi:ectecl. 

10. That the Secretary he .., oflieio member of the Committee. 
11. No person allowed to sit on the Committee unless authoriJled 

to do so by his branch and certified by the branch secretary. 
12.1 That in the event of auy claim being made or dispute which 

afi:ects the interests of more thau one section of the works, such 
cases shall be dealt with by the Trade Unions concerned and the 
Joint Trades Committee. 

II 

Fourteen trade union branches are represented on the Committee. 
Seven of the fourteen have no members employed outside the Park
gate Works. The aeven are :-Four branches of tbe Iron aud Steel 
Trades Confederation, and a branch each of the Blastfurnacemen, 
tbe Enginemen and Cranemen, and the General Laborers. Together 
these seven branches represent about 1,600 persons in tbe works. 
Six of them have three representatives on the Committee; in each 
case the secretary of the bran,h is one of tbe 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 represent about 200 persons in the works. Four of them 
bave two representatives, including the secretary in each ease, and 
three one representative on the Committee. Altogether, therefore, 
the Committee consists of 31 persons including tbe secretaries of 11 
of the 24 branches. 

Rule 4, relating to alternative delegatee, is stated to be neeeesary 
because some men, for example the first hand at a smelting furnace, 
cannot leave their work at certain times. 

The Committee was formed in January, 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 montho only. 
The influences which produced the present Committee were the 
recognition of common needs and the desire for harmony (lie Rule 
2). The particular incident from which its ineeption look pia .. 
was a meeting called to nominate • representative from tho work
people to the local military tribunal. 

Among the subjects which tbe Committee has diseussed are in
cluded the following :-Dilution, gambling in the works, the reeent 

I Included recently. 
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12% per """t. increase to time workers, eztension of this to part
time and part-bonus workers, tbe provision of canteens, works 
discipline, participation in local affairs such as elections, promotion 
of workpeople, &eo In regard to gambling, the Committee decided 
that tbe practise sbonld he abolisbed absolntely; this meant that a 
"rallle" which had been beld for the past seven years was abolished 
along with the other forms of gambling. 

Villlliota Oommille •• - This is a sub-eommittee of the Works 
Committee chosen so as to give representation to all the departments 
mol¢ vitally affected by dilntion. 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 blastfurnaee
man as president and the seoretary of the Works Committee as 
........ tary. The secretary has no vote and the president a casting 
vote only. 

(Q) BOOT MANmrAarmums 

The Company employs about 1,000 workpeople, of whom two· 
thirds are men and boys, and one-third women and girls. 

L Origi"'-The Works Committee was established about fifteen 
months ago, on the initiative of the management. The objeet in 
view was to afford more convenient machinery by which the em· 
ployees could' confer with the management, and .no. "erBa. 

2. OOftBlilulion.-The Committee is an Employees' Committee, 
and consists of 10 representatives, based on several departments 
into which the establishment is divided. The representatives are 
distributed as follows:-

1. ClickiDg Department ...•••.•.•...••.••••••.• II 
2. MscbiDe Room Department ......•........•.. II 
8. Rough StuJf Departm""t ...•.....•...•...... 1 
4. MakiDg Department ............•.....••..... II 
5. FiDishiDg Department ....................•.. II 
6. Boxing Department •..............•...••.... 1 

The two representativee from the machine room department are 
women. The representative from the bozing department is a woman. 
The other representatives are men. 

The members of the Committee are eleoted for twelve months. 
They are elected by the employees at a meeting of the employees 
convened by the Union for the transaction of Union busin .... 

The eonstitution of the Committee has not been reduced to writing. 
8. F .... otiOftB 0/ 'h. Commilf ••• -No limits bave 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 
guestion relating to the internal organization of the establishment. 

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 
sanction. The Committee has been found espccia.lly useful for the 
transaction of this business. In many cases it has resulted in 
agreed rates heing submitted for the formal sanction of the Board. 
This has been particularly the case in reference to fixing rates for 
new machines. 

4. Procedur •. -No regular times are fixed for the Committee to 
meet. Meetings with the management are arranged on request by 
either the Committee to the management or the management to tb. 
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 1088 of wages is made up. Meetings do not 
usually la.t beyond an hour. 

5. Relalion. wilh Xrado U,.;o .... -It is the policy of the Union 
that a.ll disputes or complainta shall be settled, as far as pOBBible, 
in the shop, without reference to the Union officials. 

The Union cordia.lly approves of the Committee, and the repre
sentative. on the Committee are appointed at a meeting for the 
transaction of Union business, as already stated. 

Several of the Shop Stewards are members of the Committee, but 
are elected as ordinary representatives, and do not sit by virtue of 
their office as stewards. 

When matters of importance are under discussion a represent ... 
tive of the Union attends the meetings of the management and the 
Committee. 

6. G""eral.-In view of tbe high degree of organimtion both 
among the employers and operatives in the hoot and shoe industry, 
and the emcient working of the Conciliation Board machinery, it is 
oonsidered essential for the successful working of a Committee such 
as that above described that great care abould be taken to see that 
the Committee does not usurp functiona proper to the Conciliation 
Board. Special stress is laid upon the useful work done by the 
Committee in arriving informa.lly at agreed piecework rates prior 
to their being submitted to the Conciliation Board for formal ap
proval. 
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(R) M ....... RJ01JBEN GAUN'l' AND SONS, Lnl:1TED, Spinners and 
Manufacturers, Fandey, Yorkshire 

The firm has adopted Works Committeee at their Wanted Spin
ning Mill. 

The firm are pioneers in the application of Welfare Schemes in 
their industry. 

The following deta.ils, which the firm haa kindly supplied, refer 
to the Spinning Seetion at Springfield, where eombing aa well aa 
sp~ng is carried on. 

The number of workers engaged is 400, in the proportion of two
third. women and girls and one-third men and boys. 

The first Committee to he formed waa the Faetory CounciL 
This Council waa appointed by the Board of Directors, and is 

eomposed of two direetors and the heads of the respective depart
ments in the works. All the nine members are speeialiets in their 
various spheres. The Faetory Council aets in an advisory ca
pacity in regard to general questions of finanee, ways and mean., 
and expenditure, but in regard to inter-departmental questions it is 
eompetent to aet both in an advisory and in an executive capacity. 

The function of the Faetory Council is to consider, unify and 
consolidate the rule. and principles of management. 

The Faetory Council makes use of the eollective experience of 
its members and, in eonsequenee, the business is more eflieiently 
managed. 

Meetings are held weekly, on the same day and at the same hour. 
The Chairman is one of the Managing Directors, and is re

sponsible for explaining the business policy to the Council; he is 
also the medium through which the recommendations of the Council 
reach the Board of Directors. 

When Factory Council meetings were first inaugurated, it waa' 
not easy for either directors or heads of departments to table their 
information freely, neither did either party always appreciate a 
frank review on matters relating to their department, but in eourse 
of time (the Faetory Council haa been established eight years) con
IIdenee and a broader outlook have obtained, and members now pool 
their experiences quite freely. In this way members are kept in 
touch with all activities and, iDataad of having a knowledge limited 
to their own department, they gain an insight into the whole eon
oem. This retieenee on the part of both Directors and Representa
tives may be a real stumbling block-it should be frankly recog
nized aa a difliculty and means should be found by the management 
of overooming it. The Manager or Director, who is nsed to han-
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clling big propositions and &cling independently, may be fretted by 
the narrower view of the man who can see no farther than his own 
department, but restrsint 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 Representative, is 
well spent, they are coming into closer contact with each other than 
heretofore, and both are gaining knowledge which will eventually 
lead to increased confidence and efficiency. 

The establishing of snch a committee as the Factory Council does 
not fundamentally alter the general acheme and management of 
industry. The function of the management i •• till controlled by 
the managing staff, bnt experience has proved that & Council with 
consultative and advisory powers makes for efficiency and has a 
distinct value in the husin ... organization. 

The concept of leadership is "Supporl by 'he Sta/l .. ,.,,, ... ''''If' 
COfI/ .. O! 0/ '''e S/a/l!' 

CoXI'EllENCB O. WOIll<S' REPIIIlSIONTATIVU 

G ........ I R ...... rks.-In January, 1917, arrangements were made 
to hold a series of meetings with the various departments for the 
purpose of showing the value of coOperation and of suggesting tbat 
all matters relating to wages and working conditions should in 
future be dealt with by Conference. 

At these little meetings it was pointed ont that the old way bad 
been for changes to be made by the management witbout any active 
cooperation from the workers. 

Cbanges were made and had to be aceepted, but nnder the n .... 
arrangement the cooperation of the workers would be asked for in 
the belief that they would respond, and the result would be in
creased confidence. 

As & reanlt of these meetings it was unanimously decided to .... 
tablish Works Committees. 

The election of representatives was left entirely in tbe banda of 
the workers. The importance, however, of elooting representativ,," 
who had their conflden.. was pointed onto It was suggested that 
workers who had been at the mill some time and believed in our 
idesls would be valuable, but the greatest etreas was laid upon COD

fidence. 
Representativee mnst have the eonfldenee and loyalty of their 

fellow-workers. 
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MadoiMry of Cotl/M'MJC •. -EaclJ. department elects three repre
sentativ... by ballot. Tbe firm DOminatee the Managing Dizector, 
the Departmental Manager and the foreDlBD to represent the Man
agement. Whenever Conferences are called to adjust differeDces, 
two persons from outeide the Department are coopted to act 811 

Deutral repreeeutativ... The dutiel of the DepartmeDtai Commit
teee are clearly defined and meetings are only ealled when qu .. 
tions with which they have to deal are involved. 

The oOOpted members are appointed for one piece of businele 
only! 

Committee members are elected for 18 mODths, ODe retiring every 
ail: mODthe. The retiring member is eligible for ...eleotioD. 

Whilet the cOnstitUtioD hu been kept as simple 811 possible it wu 
felt that the adoptioD of certain principl ... by all the Works Com
mitteee would aecure uniformity and be a guide to ConfereDoe mem
hera, and with tm. in view the following ruI ... were drawn up and 
accepted in tum by the different Committeee:-

L There shall be a list of minimum wag... ...tablished by CoD
ferenoe for all macbine-minders. 

2. Promotion and pay shall he 811 nearly 811 pOBBible in proPOrtioD 
to merit. 

3. A. worker shall receive extra pay for mra work. 
4. No important change in methode, rates, or serri.., shall he 

made by either party without a full explanation of its reason and 
purpose. 

6. The Springfield Mills Ideals were adopted as follows:-

Tm: Muoa IDEAL BEING-

To produoe better yarns than have ever been produoed in the 
put by anyone. 

Tm: MINoa IDEAUI AIm-

To produoe "Emperor" yarns under healthy and happy con
ditions, honestly, ellIciently and profitably. 

To educate our workers and OurselVCII to become highly skilled 
in order that we may oem a reputation for the highest grade 
of work, and u a result be able to pay the highest rate of 
wages. 

To secure ooDtinuity of employment by supplying high-grade 
yarns and by giving good serviee. 

To treat enatomere with absolute faim.... in order that ws 
may gain and keep their confidence. 

6. So far u possible Conferen.cea shall he held during ordiDary 
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working hours, and attendance at such Conferences shall he paid 
for at the appropriate rates. 

1. Applications for Conferences shall he made to the Board of 
Directors by tbe representatives of tbe workers through the Fore
man and througb the Manager of tbe department. 

8. Differences shall be adjuated by a Committee of eigbt-three 
from the workers, three from tbe Company and two chosen by 
these two parties, one of the latter to be appointed Cbairman of 
the meeting. 

9. The Conference shall decide the date from wbicb any altera
tion in pay sball become operative. It .hall also decide tbe mini
mum lengtb of time any agreement arrived at shall be binding upon 
the parties thereto, aubjeet to the proviso tbat whenever working 
conditions are changed either the employees or tbe Company shall 
have the right to obtain a revision of the rates of pay. 

10. It was resolved tbat the present representatives should all 
tbree serve for the whole of the present year; at tbe end of the 
present year the one having received the least numhsr of votes 
should retire, but sbould he eligible for reeleetion; at the end of 
18 months the representative having received tbe second lowest nnm
ber of votes should retire and he eligible for reelection; at tbe end 
of two years the representative having received the greatest numhsr 
of votes should retire but he eligible for reeleetion. 

11. It is underatood and agreed that it is the busin... of the 
management, and is not the business of the Conference, to deal 
with-

(a) Tbe allocation of work to particular sets of drawing. 
(b) The allocation of minders to particular machines. 

Our W orke Committeea have only been in existence a year, but 
so far they have worked quite aatisfactorily. We realize tbat time 
will he needed for representatives, wbo are unaccustomed to busi
ness meetings, to O%preEB their opinions and to voice tbe wisb .. of 
their eo-workers, but we look upon the scbeme as an educational 
venture and we are prepared to wait patiently and overcome tbe 
difficulties that beset ns. 

Demoeratic control of induatry can ouly come when demoeracy 
has knowledge and wisdom to asaume control Rightly used, Con
ferences will provide tbe necessary ""perience and education for 
greater responsibility, which will he equally beneJIcial to all con
cerned. 

In conclusion, it should he rememhsred that the two principal 
factors in the organization of human heings are Tn SPDIIT and 
Tn MACRINERY. In II1lceessful eOOperation the Spirit is more 
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potent thaD the Machinery. MoTAL Ai"l'lTtJDB 18 Oli' GIlBATBR 
CONSEQUUCB THAN MuTAL CAPACITY. Notwithstanding this the 
machinery IS usually the only factor which is accepted consciously 
and eonsidered in a scientific way. This is unfortunate, for the 
thing that really eounts is atmo.ph .... ; the rigbt spirit must prevail 
hefore the machinery of organization can work properly. The most 
valnable ..... t of an employee i-"ia Spiril-that intangible part 
of his personality which eannot he bought with so cheap a thiug ali 
money. It must he won. 

'fne royal road and tbe only road to eapture a man's spirit is to 
win hia Confidetiu and nothing but integrity of purpose and sin
cerity of heart can do this. There is no field of action in which 
insincerity is so futile as in the handling of workmen. The em
ployer who believes in the principle that 

"COHI'IDUCB Is THB BASIS Oli' ALL PElWAHBHT RBLATIONSBJPS" 

and works aceordingly, is the man who will make his Works Com
mittees a helpful force in his organization. 

GERALD R. GAUNT. 
2nd February, 1918. 

(S) Fox BIIOTHI!BS '" Co., ltrD., Wellington; Somerset 
(and Chipping Norton) 

The Wellington establishment is one of the oldest woolen and 
worsted manufacturing busin ... es in the eountry, going back to 
the 17th eentury. For nearly 150 yeara it has been eontrolled by 
memhen of the one family, up to 1896 as partners and sinee then 
as directors. Several generations of the families of many of the 
present employees have worked in the mills. The conditiona there
fore are somewbat exeeptional.1 The present number of employees 
is about 1,400. 

The Works Committ .. was instituted in February, 1917, on the 
suggestion of the Directora, as a mesna to more harmonious work
ing of tbe busin.... Each department elects its representatives, 
roughly in proportion to tbe numbers of men and women employed; 
no one is eligible for memhenbip of the Committee unl... he (or 
abe) has been at least five yeara in the employment of the firm; 
tbe rigbt to vote is eonflned to employees of 18 years of age and 
over. The eompoaition of the Committee is as follows:-

• A proflt-eharlng ocheme haa been tn exlatence aln .. 1886. UDder it 
lOme 680 tIIIlploy ... have £50,000 tnvested In the eompany. 
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Department. 
Wool Sortera, etc. 
Worsted Spinning •....•.... 
Woolen SpinniDg .......... . 

:~:~!g'::::: :::: ::: :::::: 
Dyeing ................... . 
Washhouse ................ . 
Mechanics ••..•...•.•..•... 

Number of 
Employ __ 

80 
212 
146 
691 
119 

39 
131 
M 

Number of 
Rep ....... tatlv ... 

11 
4 
a 

10 
2 
II 
3 
11 

1!8 

The Committee meets tbe Direetors and the General Manager 
once a month. Loss of time is paid for. Any question aJrecting 
tbe general welfare of the workers or the business can be dillCUSllOd. 
Questions of discipline or wage questioJIB aJreeting individual. or 
departments must in the IIrBt place come before the foreman of 
the department concerned and then, if IIJIBOttled, before tbe Man· 
ager or Managing Direetor; if the question is still not satisfactorily 
settled it can be referred to the Committee and the Direetors as the 
final court of appeal. The objeet of this procedure is to prevent 
the undermining of the authority of the management and waste of 
time upon the diseussion of details. 

Much of the discussion between the Committee and tbe Directors 
bas been of an educational character. The Direetors have ""plsined 
some of the principles underlying the administration of a large 
business-the elfect of output upon stsnding cbarges and wags, 
and the like; suggestions for the more economical runniDg of the 
business are encouraged. In the firm's opinioD it is essential to 
the soccess of a Works Committee that the Direetors take the work· 
people into their eonftdeDce; the worll:people most he made to ..... 
aIize that they can help the administratiOD and most he asked and 
giveD the opportunity to help. 

The great advantage seenred by the e>:iaten.. of the Committee 
is claimed to he this: that by a thorough ""plsnation to the m ...... 
bers of any Dew departure in the internal administratioD of the 
business misonderstandinga are avoided and the workpeople realim 
the real object of such departures. Another advantage is that the 
Committee provides a 1I8I'ety·vaIve; machinery is set up by which 
any grievanee may :reach the Directors, and this """""eB the __ 
pioion that complaiDts are soppreased by the management. 

The Committee also are encouraged to make suggestions 8. to 
works amenities soch as improvement in ventili.tion. Questions of 
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holidays and ..... saving!! BObemes have been discmssed and sub-eom
mittees have been appointed to dtial. with such matters aa allotments 
and war charities. 

The Committee exp ...... their appreciation of the epint in which 
the Dileetom have met them. Both sides ..... pleased with the 
working of the system in its experimental stage and expeet it to 
develop its aetivities. 

The great majority of the workpeople ..... not members of any 
union; a small minority ..... organized in a general laborers' anion. 
Till! difficulties of connecting the Works Committee with trade 
unionism aa seen by the management ..... two-the amall minority in 
any anion, and the fact that the particular union baa nothing in 
common with the industry; if Works Committees are to he linked 
up with industrial councils, which on the workpcople'. side ..... 
formed from the trade anions, some way must be found for isolated 
establiehments . to be joined up to the proper anions. Here it may 
be noted that at the end of November & Works Committee was 
formed, on the same lines aa that at Wellington, at another woolen 
mill belonging to the same firm, at Chipping Norton. In this caae 
the...workpeople are organized and the official of the union took part 
in the formation of the Committee. There..... some 250 work
people in the establishment and 12 members on the Committee. 

In addition to the Works Committee at the Wellington establiah
-nenl; there is also a Management Committee. The two ..... kept 
separate for tbe reason that the workpeople epeak with greater 
freedom in the absence of their foremen. 

(T) RoWlfTBEB AND Co., lim., TRB CocoA WORKS, YOBB: JrImI:o.. 
RANDUl! TO THE EHPLOYE118 IN TRB ALKOND 

PABTB DEPABTKBNT. 

The Cocoa Worb, 
York, 

1st September, 1916. 
(R8Ilia." 16t F.bfUlJf'1/, 1917.) . 

. WOBB:S' COUllCJL8 

For some time past the Directors have felt that it might be of 
great service to the Manager and Overlookers of a Department, as 
well aa to the Employees, if a Council representing the Management 
and the Workers were formed, in each Department, for the full and 
free discuseion of all matters atIecting the work of the Depart
ment, such aa:-
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(a) The comfort and well-being of the employees, 80 far as 
these depend upon wages, hours and conditions of work, 
&c., and 

(b) The general efficiency of the Department which depends 
upon such things as time-keeping, discipline, cleanliness, 
economy in the use of materials, and upon method and 
output. 

The Directors believe that through a Departmental Council, 
worked in the right spirit, the employees would feel themselves to 
have a real share in the administration of the Department, whilst 
their cooperation would be heartily welcomed by the Management. 

As showing what is in the minds of the Direotors, the following 
matters are set down as amongst those which might, very properly, 
be discussed at Departmental Council Meetings:-

(1) The criticism of any Piece Wages not thought to be fair 
or adequate, and the consideration of suggestions for 
adjustment. 

(2) The consideration of conditions and hours of work in the 
Department. 

(3) The consideration of departmental organization and pro
duction. 

(4) Rules and discipline. 
Owing to the special difficulties of the time, with so many rego

lar workers aw·ay, 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, th.t 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 scbeme to 
other Departments. If this should come ahout, the institution of a 
General Works' CounciI, linking all Departments, would naturally 
follow. 

The work both of tbe men and women in most of the Depart
ments of the Factory is divisible into certain well defined SectioJl8. 
In order that each Section may have the fullest opportunity of freely 
discussing with the Management matters a1fecting its particular 
work, it is thought that in addition to a Departmental Council, Sub 
-ilr Sectional-Councils will be neceseary. 

The constitution of such Sectional Councils, as well as of the 
Departmental CounciI, is given below. 
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8.t1Iional Co, .... ,," 

Th. number of delegates for each Sectional Couneil will b. fixed 
on th. basis of one delegate for every twelve workoro (of whatever 
age) or part of twelve exceeding six, employed in the S.ction. 
Sitting with these at the meetinga of each Sectional Council, and 
having equal powera with them, will be the Manager of the De
partment with the Head and Suh-Overlookera, Monitora or Charge
men of the particular Section. Should these, however (including 
the Manager), exceed in number the workera' delegatee, the Mem
bera of the Couneil representing the Administration, will consist 
of the Manager, tha Head Overlookera, together with as many of 
th. Suh-Overlookera, Chargemen and Monitora (elected by ballot 
amongst themselves) as are required to make up a number equal 
to that of the workera' delegatee. The Manager of the Depart
ment will b. ex-officio Chairman of the Sectional Councils. He 
will not have a casting vote. In the caae of a drawn vote the mat
ter would be submitted to m. as Director controlling the Depart
ment. But a decision adverae to the employees' delegates will not 
prevent the Trad. Union concerned from raising the matter subse
quently with the Company. (8 •• 2nd par., p. 111.) 

I" addie""" 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'. Sectioual Councils from the Women's Union), 
who shall he allowed to speak, but shall have no vote. Such dele
gatee ahaIl be deemed to hold a watching brief for the Union, but 
ahaIl be in the employment of the Firm and working in the De
partment, and preferably, though not neceBSariIy, in the Section. 

It is intended that the meeting of the Sectional Couneils sball be 
held on a fixed day once a week, or once a fortnight, as may, in 
practice, be found necessary. Full Minutee of the proceedinga will 
be kept by the Secretary (who will be Mias Ruth Slate for the 
Women'. Sections and Mr. T. W. Brownl ... for the Men's). Mat
tera &riling in the meetings, affecting the Department as a whole, 
and not merely the separate Sections, will b. referable to the De
partmental Couneil. 

D.pMlmemal 0 ....... 1 

The Departmental Couneil will be a distinct body from tbe S ..... 
tional Councils and will consist of one member for every 50 work
era (or part of 50 exceeding 25), with an equal number of the Ad
ministrative Stal!, namely, Manager, Head Overlookers, Sub-Over
lookera, Monitora and Chargemen. Where theae exceed the work-



418 MANAGEMENT AND MEN 

era, the members representing the Administration will eonsiot of 
the M&Il1Ig'er and Head Overlookera, together with a. many of the 
Sub-Overlookera, Chargemen, and Monitora (.lected by ballot 
amongst themselves), as are required to make up a number equal 
to that of the workera' 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 ehall have no votes. Such delegates shall be deemed to 
hold a watching hrief for the Union, but shall be in the employment 
of the Firm and working in the Department. 

Further, the Workera will be entitled to have the attendanee of 
a Permanent Official of their Union, not ne .... arily in the employ
ment of the Firm, during the diseussion of any matter on which 
they eonsider it essential that they sboold have skilled assistanee 
and adviee. Any sueb Official attending a Departmental Council 
Meeting shall withdraw as BOon as the matter is disposed of upon 
which his or her adviee has been required. 

Nothing that takes plaee at a Sectional or Departmental Council 
shall prejudiee the Trade Union in raising any question in the or
dinary way. Questions of general principle such as the working 
week, wage standards and general wage roles, shall not be within 
the jurisdiction of the Councils. 

The meetings of the Departmental Couneil will be held onee a 
month during working hours, with myself as Chairman and Mr. 
Linney as Seeretary. 

No decisions of the Councils, either Sectional or Departmental, 
will take effect until eonfirmed by myself or another Director. 

QJMJlijlcaliOfllJ lor Voling lor boll> S.cliOfltJl """ 
Deparlmenlal C _oils 

All male employeee over 21 yeara of age and all female em
ployees over 16, who have been employed by the Firm for ail: 
months (whether on the Regular Staff or nol), will be eligible to 
vote for delegates to both the Sectionsl or Departmental Councils, 
and to beeome Members of such Councils. Delegatea will be elected 
to serve for one year. They will be eligible for reeJection 80 long 
as they remain in the employment of the Company. No deduction 
will be made from the wagee of Day-workero for the time oecnpied 
as delegatea in attending the Conneil Meetings, and Pieoeworkero 
will receive an average wage for the time eo oeeupied. 
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Al'l'licaIio .. '0 tI ... AImo .... Ptl8fe DeptJrl"""" 

Based upon the aforementioned ooDStitution, the Sectional and 
Dep_ental Councils in the Almond Paste Dep_ent will work 
out as followe:-
S ectiotllJl. 

There will be 6 Sectional Comroila as under:-
WotMtI. (1) Bottoms and Center.. 

(2) Pipere and Coverere. 
(3) Mak ..... 
(4) Packere and Labelers. 

M.... (5) Slab, Machine and Boiling (4th Floor). 
(6) Crystallizing and Piping (5th Floor), Cage and 

Carting (3rd Floor). 
The number of delegatee for each of theee Councils will work 

out thue:-

(1) Bott ..... """ C""'..... No. of Delegatee.· 
Bottom.-Room 1 .....................•. II 
Bottomo-Room 2 .•....••.••.••.••..•.•• 2 
Centero-Room 1 ..............•......... a 
Centero-Room 2 ........................ 1 

8 

(2) Pipen """ C.,,"' •. 
Room 1 . .................•.......... ... 11 
Room2................................ 6 

ToT.... ••..•• ••••••• •••••• ..... 18 

(8) llaktJro ................................... 8 

(4) p""kertJ """ Lab.,.,. 
Packer. .. ............ ... .••.... .... .... ·0 
Labele.. .• ••• .••....... •••..... ••.. ..•.. 1 

ToTAL ...••....•• •••• ••••••••• 10 

(6) 8141>, M",,"'- """ Boilitog (4th Floor)...... S 

(8) Ory.fallilriag """ PipMIg (5th Floor) .•••. '" 8 
Oag. """ C...m.g (ard Floor) .•..•••..••..•• I 

T....... ........................ T 
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Methoa aM Date. 0' ElectiofIB. 

In order to faciIitate the election of delegatee, a list of employees 
eligible to vote and to hecome delegatee (men of 21 yeam of age 
and over, and girl. of 16 yeam and over, who have been employed 
by the Company for six month.) is now hung up in each Section, 
and these are asked to nominate sullicient delegatee 'or their par
Ii""lar 8 ection. 

Nomination papers will be hung up in the Department and em
ployees eligible to vote and wishing to nominate delegatee 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 
relegate. The nomination papers will be eollected on Thursday, 
March 1st, at 5.30, and the names of those nominated will then 
be printed upon the voting papers which will be given out on 
Wednesday, March 7th. The election of delegatee will take place 
on Thursday, March 8th. 

DsparlmemaL 

The same method will be followed in the Election to the D ... 
partmental CounciJ, which, however, to avoid eonfuaion, will Dot 
take place until after the eompletioD of the Sectional Counei1 El_ 
tion. Nomination papers will be issued aD Wednesday, March 
14th, and collected March 15th. The Election will take place on 
Thursday, March 22ncl. 

The Dumber of delegatee to the Departmental Counei1 is shown 
below:-

Bott_ """ C ... ,..... No. of Delepteoo. 
Bottoms-Roome 1 and II ........••...... 1 
Cenura-Ilooma 1 and II ....•....•••••••• 1 

Piper. atOd C"" ....... . 
Rooml ................................ 3 
Room2 .........•.••••••....•....•.••.• 1 

JlaJuJr. .........•..••.••••••••.•.•..•••.••.••• II 
P _ _ LoI>elMl •.••.•••••..•••.••••.••••• 3 
BIalJ, JI acl>i .... _ BoilifIg (4th Floor) . . . . . . • • • • 1 
C.."slallUing _ Piping (5th Floor) """ Cog_ 

""" Carl"" (3rd Floor) • • . • • • • • • . • • • • • • • • • • II 

Terr.... ••.•...••••••.•••••••••• l' 
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It is intended to hold the first Meetings of the Sectional Councils 
within fourteen days and the Departmental Council within one 
month of the ElectiODS. 

T. H. APPLETON, 

(Director, R. " Co., Ltd.). 

(U) A PRINTING ORICZ 

In this office there is only the one Chapel, composed at present 
of about a dozen compoaitors. In llll'ger offices there are usually 
several ChapeIa.1 The Chapel meets quarterly. Any member may 
call a special meeting by "placing a shilling on the stone"; such 
member will say to the Father ''I call Special Chapel at 6 o'clock 
to·night." If his complaint is found by the Chapel to be a frivo
lous one the .billing is forfeited. The meetings are held in the 
office at closing time. In the case of llll'ge offi ... 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 report 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 memberehip of the Union, &C. 

Piecework is not now in operation in this shop, 80 that the 
Chapel is not called upon in this connection ae it may be in other 
offi .... 

The employer is strongly inclined towards regular joint meetings 
between management and representatives of the Chapel This is 
rather striking beesuse, as is easy in 80 small an establishment, he 
is in direct touch with each of hie men. The present Father (he 
hae been in the office for only a few monthe) 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 aaid, however, that in bigger offices there wae a need 
for such meetings, and he was prepared to consider the applicahility 
of them to thie office. The employer has, in an informal way, for 

1 For e:mmple, in one office, there are cha.pels of compositors, stereo
typers, machine mindera, machine aBsistants, warehousemen and certain 
women employees. The compositors in this office are divided. amoDg 
.. veral departments each of which hae its local father while fh. father 
of the compositors' ellapel ia colloquially known as "imperial" father. 
The compositors' chapel, as is ulual, appoints also a clerk of the chapel. 
The father of the chapel among the women employees is, appropriately, 
known ae the mother of the chapel. 



MANAGEMENT AND MEN 

a long time held meetings with the p....,nt Father's predecessor 
and one or two others of the Chapel. He would have thom to tea, 
during which they would have a discussion on .hop queetioos. A. 
examplee of the kind of things which joint meetings could diBCU88, 
the employer mentioned the following points:-

(1) The adjustment of work, when new circnmstances ariee; 
there had been such joint discussions when recently the 
previous Father, who had been a long time in the 1Irm, 
wss forced to leave. 

(2) A break for lunch in the morning; this h. meano to bring 
forward, ss the five hours' stretch, though in accordanee 
with the Union agreements and tbe general practice, is 
too long. 

(3) As an ex.mple of how, even in a small eetablishment 
(wbere the relations obviously are friendly), tbere may 
he unnecessary distance between employer an4 work
men, be mentioned th.t some time ago be gave facilities 
to the men to acquire review copies of books. This w.s 
greatly appreci.ted .nd one man happened to remark 
that be had often hoped some auch arrangement could 
be made. When cballenged by tbe employer for not 
suggeeting the arrangement, tbe man could only plead 
that it was n't hi. place. Tbe incident was quoted as 
probably typical of many situations io wbicb, for .... ot 
of proper arrangements, tbe atmosphere commoo to tbe 
worse industrial establisbments clings even to the very 
beet 1Irms much more closely than migbt otherwise be 
tbe case. 

(4) The employer furtber said that be had known of a very 
eerious grievance existing in a large ollice of which 
the bead of tbe firm wa. kept ignorant. He had in
formed the bead of the 1Irm and the grievance, wbicb bad 
heeo caD-.ing great irritatioo right through the sbop, 
was instantly remedied; it should oot have been left 
to an outsidel'-<)btaining the informatioo ooly by chance 
and, again, ooly by chan.. knowing tbe head of the 
1Irm coocerned-to be the avenoe of information. 

In regard to the Isst point (4), tbe employer was emphatic as 
to the necessity for the 1004<18 of eetablisbments meeting tbe men'. 
representatives. Tbe oeed was greater the larger the oftlee.l 

1 The eam8 need for regular meetings between the management .nd 
representa.tives of the employeea was t"Plphaaizecl by the manager of • 
large printing eetabliahment. He baa from time to time held meetiDp 
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(V) WBI.lPABB CoIl:lD'l"rBlll (os SOCIAL UNION) 

L The Works Council as it is called (perhaps it may rather 
be termed a Welfare Committee), has for its purpose the collection, 
direct from the workers, of any suggestione for the improvement 
of their surroundings, and the putting of such suggestions, in the 
form of mature proposals, before the directors for their approv&1. 
It is not intended that these suggestione sheuld in any way be con
nected with labor conditione. It is the function of the Council to 
des) solely with suggestions relating to the amelioration of tbe sur
roundings of the men's work. 

2. The Council is a Joint Council, and its composition 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 1 nominated by the firm from the sectional managers. The 
honorary secretary and the honorary treaeurer of the Council may 
be either persone coopted by the Council, or representatives of the 
workers on the Council who have been elected by the Council to 
these offices. The representstives of the men are elected (by ballot, 
and for a period of 3 years) by the diJferent warde into which tbe 
works is divided for electoral purposes (19 in number), and all the 
workers in tbe establisbment have a vote. Some of the warde 
represent working departments (e.g., the offices, or again tbe boiler
makers and their laborers); others are artificial oreatione; These 
artificial oreations are necessary in order that representstion may 
be divided equally among all the departments, without any neglect 
of amall 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 representatives and a women. 

3. The Committee has been in existence for Bome 16 years. As 
has been aaid, its function is to deal with shop amenities or works 
betterment. This includes (II) conditions of work during working 
hours, and (b) social activities outside working hours. Of these 
two the latter is apparently tbe more considerable. and thus-if one 
distinguishes between Works Committee, Welfare Committee and 

. Social Union-the Works Council really belongs to the third .ate-

with the foremen and the fa.thorB of the different chapel. in the offi .. to 
di8euu queetioDIl of common iuterest; lately, the question of the appli. 
ea.tiOD of the Whitley Report and, at other times. ahop regulatioDs, 
eanitation, etc. 

1 The representative manager I. said to act &8 a very useful link. be
tween the firm and the workmen, particuIa.rly when he ia a yoUDg man 
intereeted in the eocial .Ido of the work •• 
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gory rather than the second. The Council, under this head, main
tains a recreation ground, for the purchase and equipment of which 
money was advanced by the firm. The weekly subscriptions 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 Couneil, some 15 years ago, was eonnected with thcee facts. 
A number of requests had come from the men to the management, 
asking for assistance in the promotion of sports, and the advance 
made by the firm, and the institution of the Works Council, both 
sprang from these requests. 

4. The Works Couneil thus deals in large measure with ques
tions that lie outside the works. Inside the works its scope is 1_ 
eonsiderable. The canteen, for instance, is under the eontrol 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 eoncern 
of the Works COUDeil within the works is with matters such as ven
tilation, sanitation, and the general comfort of the workers. A bout 
half-a-dozen times, but not more, questions have been brought up 
at the Works Council which have had to be ruled out. Generally, 
the men's representatives draw a careful distinction between matter 
belonging to the Works Council and matters belonging to the sphere 
of Trade Uuionism. There has been no difficulty with Trade Unions; 
on the contrary, the good feeling engendered by the Works Coun
cil has led to easy ·relations between the firm and Trade Unions. 
The firm, it should be asid, reeognizes Trade Uuions, and deals with 
them regularly. 

5. It may be added that while the Works Conncil has nothing to 
do with suggestions for improvements in the works, there is a de
partmental arrangement UDder 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 
memoranda of suggestions are regularly eollected, and awards ot 
prizes are made for good suggestions. 

6. In the matter of meetings and procedure, the Works COUDeil 
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 dsy. There is 
a regular agends, prepared by the secretary, """taining matters 
brought np on the reports of sub-eommittees or raised by individual 
representatives. - .. 
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(W) A Mnmt's STATEKENT ON OuTPuT COJ<KlTTl!II8 

The following statements form part of the answer by a miner 
working in the area of the Midland Federation to the Queetionnaire 
printed in AppendiJ: L The references are to the Output (or 
Aheentee) Committeee in his district. The functions of theee Com
mitteee, ae in other districts, are concerned with two matters--eases 
of aheenoe from work and facilitiee for increasing output (im
provements, negligenoe on the part of officials, &c.) :-

L "rigin.-(b) The Joint Committee 1 found out that output 
wae not only aJiected hy absenteeism, but by faulty management, 
and they began to frame rnIes which wonld embrace the faults of 
the management, ae well aa the workera' negligenoe in absenteeism, 
and would eoll the Committees, instead of Absentee Committees, 
Ontput Committees, whicb givee wider fociliti .. and adminiatration 
in working. 

(.) The meeting of repreeentativ.. of employers and employed 
ROon became lively and it showed the intense interest that waa taken 
in the Government suggeations, and the men soon pointed out to 
the Coal Owners that there were other caus.. which caused a re
duced output of coal beaid.. absenteeism-the fanlts of the man
agement in allowing the minera to wait for timber, no foeilitiee in 
taking men to their work and bringing them boek, the waiting for 
tub. through aearcity and uneven distribution of the same. If 
they were going to work thia scheme and draw np rnIee, they must 
bring the management in ae well ae the men. 

The Coal Owners, after consnItation, decided to aecede to the 
reqneat of the men and asked them to withdraw from this meeting, 
take it boek to their delegate board and appoint a smail committee 
to draw up rnIea which wonld give them a voice in the management 
of the collieri .. concemed. 

2. C .... filvfi .... -(d) The worker's side constitutes a separate 
Committee only RO far. Just to illustrate what I mean; if there is 
a serious eaae which hae to he brought to the Joint Committee the 
worker's side will meat together separately before going to meet the 
management'. side, so that they can aa far ae they are concerned get 
agreement. 

(.) They are duly elected, not for 12 monthe but for any time. 
This seems to me a great mistake. They ought to be elested every 
12 monthe, aa some of them have lost the confidence of the men, 
and it eouses discontent and friction; annual eleetions would make 
for confidence and efficiency. The el ..... repreaented by theee Com~ 

1 Sectional joint committees of the mine .. . 
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mittees are miners, datal, haulage, surfaee workers, who are manipu
lators of coal. I might say it would have been better when the 
rules were drawn up if it had been stated that all cJaases must be 
represented. You have on most of the Committees datal, haulage, 
and surface workers without representation. These Committees are 
only set up as far as the Miners' Federation of Great Britain are 
concerned. Shop men, shunters, laborers, and lo.omen are outaide, 
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 
species. 

(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' U mon wanted to set one up and the 
leaders held meetings; but they failed to persuade the men. The 
Coal Controller was pressing the Directors, and the Directors the 
management, but they could not persuade the men; the men were 
afraid of victimization and I think they had " good ease. Wbere 
men stood by their comrades, they were soon out of work not know
ing what for, only the management aaying "inefllcient." 

(iii) The trade union ofllcial can pay" visit to any of the Com
mittees when sitting and listen to all the bnain ... 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 management are not abnaing 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 oontraeting 
plaees and coal is pretty easy to get, the representstives are open 
to attsck by the men as they say ''yon would not have ouch • soft 
job only you have been acting in the master's interests"; and some 
of them play more than the usual time allowed, and nothing is 
said. I am sorry to aay that if • strong man is on the Committee 
and he goes in for pulling the management up the barmony is broken 
a good deal; you can fine the men and forgive them, but when you 
come to the management it is lIIIOther thing. 

(g) They are chosen by tbe Managing Director; he aaka the 
Underground Manager, and the under-lookers, or deputies, .. they 
eaJJ them who are responaibJe for different eoaI......... By this 
method you get an all round repreaentation .. far .. the under
ground workers are ooneemed, bul cIatal and ourfaee management 
is left out. 
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(jl I will be most frank in what I have got to say in this im
port ... t question. The employing aide want 110 obaage, as it only 
applieB to absenteeism as far as they are ..... cemecl. The rnIee give 
the men a voice in the management., but I am sorry to eay tbere is 
no Committee strong .... ongh to administer the rnIes as it relatee to 
management: they go so far hut etop 88 they see an invisible pres
sure being bronght upon them which is going to eJfeet the seeurity 
of their living, a kind of 'Vietimizati.on ""hich you cannot prove. 
Your contracting place is finished and you want another place but 
the uianagement senda you "Gdding"-you are middlo-aged and 
you oannot keep pace with the younger element; and you look after 
a fresh place, but every where is full up; and when you come out 
of the oIIiee yoa can see other men set on. This is what is going 
on all rollBd the district, aud you w ... t to· strengthen these men 
by ha'Ving the rnIes _ted by Act I>f. Parliament to make them 
binding; and if cases like this happen, there wants to be a Tri
bunal appointed by Government, representative of all elaeses so that 
a man shall have a fair hearing and equality of justice; this will 
give him a aeeurity and it will reduce Ihis insecnrily of work. 

S. Funcliono.-(a) iv. The suggestion of improvements is within 
the scope of Committee and some good work has been done, which 
haa eJfeded the output of coal and increased the wages of the men • 

... None of these points ..... dealt with by our Committee or only 
indirectly; it wonld he a splendid thing if these points were dealt 
with. There is more friction oaused IlBder these heada between the 
management and the men tbaa under any other points. 

Ti_k •• ping.-The mmagement promisee the men they will put 
so many turns to their eredit for doing certain dead work in the 
mine, and when the time amv .. for them to receive the wage at the 
week end, the money baa not been put in to their credit; so the 
men often have tn go to the om .. to make complaints, with a P1'Olll
ise from the management it will be in for next week. It this 
W88 bl'Ollght before a eommit.tee of this standing, a more harmonious 
spirit would be brought to bear on the industry. 

Lfmguag •• -The language by lOme of the management to the 
workers is disgraeeful and is not fit for any child in the pit to hear. 
This point can eome before the Committee but I have not known 
of any ease yet, thongh repoN 'h""e been made to the leaders of the 
men and they have taken up the easee. h one case I kn .... the 
men refused to go to work until the management were removed, 
but wise eounsels prevailed and the bitternesB W88 removed. 
Jl~. 01 F_.-Tbe mining industry requires great changes 

as the msthoda of the f.orelllOll are at fault iJa Bot paying for dead 
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work, such,. as emptying dirt or packing it; they should pay for .. 
many tubs, hut if 1 or 2 tubs are over the stated number that th", 
pay for, they reckon them nothing; in measuring ripping, instW 
of going to the widest part of the level they go to the narrowest 
which may mean to the, man a difference of 5.. on that piece 0: 

work; in not seeing to a good distribution of wagons going in anI 
about the mine, &e. There is a splendid scope for a Committee 
but ours have only limited powers as far as the methods of th, 
foremen are concerned. . 

vii. Oanfe.,..-Tbis question does not come within scope of ow 
Committee, but one Jarge colliery has a canteen, and suggestioDJ 
have been made from the Committee there in the management of tt. 
canteen. It would be a good thing for a colliery to bave a canteen 
as many men are called upon to work overtime and eannot ge1 
food, and they work on many hours without, which only me ..... in· 
efficiency. In the colliery which has a canteen, the men can get I 
good meal and hot, drinks, at cost price •. I know when winter timl 
comes on and the output of coal depends on the surface work"" 
sticking to their work, the management bave rest periods for in· 
dividuals and the management gives them hot drinks to keep then 
at it. But at collieries where there are no canteens they have I< 
knock off onaceount of the weather. 

8"";tatioto.-Not within the scope of our Committee, but 8Ondi· 
tions are awfully bad. 

Worko Am..wlies.-Manners: There are hardly any about tho 
collieries; the management have an idea that nothing ean be dOD< 
without swearing and abouting, and it is a disgrace to hear it 
Some managers are extremely nice, but they are very rare. 

4. Proced .... e.-(a) ii. The Committee meets once a week when 
a large colliery is concerned (&8Y 1,000 to 2,000 employeee), bui 
where there are lese employees, they are speeially summoned by nOo 
tice from the Secretary of the Committee. 

iii. Yes, the worker members meet separately, but only whell 
the questions are vital and contentions. 

v. They take place in the workers' time and the employers' time. 
The meeting is called for 1 o'clock. The management allow tho 
worker members to come out of the pit before the time but at theu 
own (the workers') expense, and the Committee sits till it comes inl4l 
the workers' time after 2 0'e10ck. 

vi. It generally lasts 2 or 3 hours. It all depends on how man, 
defendants and who are the defendants. 

vii. The worker members are paid out of the Trsde Union fundi 
at the rate of 20. lid. per meeting. This eanaes friction as it is eoet-
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ing the Union a great amout of money and thei feel that the Gov
ernment ought to payor part pay for this work, as it is heing ear
ried on in the national interesbo to secure ,. greater output, of coal. 
Some suggest that the management ought to pay half. ' 

6. RelalioM witl> Trade Unio .... -(b) They only' TeCOgnizO' the 
Miners' Union as fer as the jurisdiction of this' committee is con
jlQned. They (the owners) did try to bring offenders in from other 
nmoDjl. but the ininers would have nothing to do with t~em.l . 

6. GeMrtJJ.-(/J) The attitude of the management to Committees 
is fairly good; just according to what the business is. If it applies' 
to men they are good, but when it applies to the management the 
feeling changea a littlej but' on the whole it is good. I -don't know' 
of any decisions they 'have "ot carried out; but it takes them a long 
time to do it; when they promise, your ,tellllCity has to he great. 

(.) As far as colliery workers are co"eomed separate Commit
toea are not needed as they would deal with ·all questions that could 
arise; what would be .... ntial would be ,to see that ...n grades are 
represented on the committee. " . ' , 

APPENDIX nI 
'S17JDUBY O. A DI8TBIO'1" INVESTlGATlOlr IN TID ElrGINBlllBDfG 

AliD SHlPBUlLDllrG IlrDUSTB1B8 

Of 32 fImls in the engineering and shipbuilding industries in one 
diatriat in which another enquiry was made as to the existen.. of 
Works Committees, eight were found to have Works Committees, 
In addition, one had B Dilution Committee, one a Welfare Com
mittee, one a Women'. 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 expreased tbemselves 
in favor and eight as opposed to Works Committees. Of the ten 
in favo~, 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 notea of opinions of these employers:-
F...,orabl.:- ' .. 

(1) ''Uesful work is the outcome." 

I In this respect the pracUce diffe .. from that of the timekeeping 
committe. at the Cleveland and Durham blaetfuroaoee, 
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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 

good!' 
(5) "Nothing but good would aecrue 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 harmonioua 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 management and exercised by the 

men." 
(3) "Simply looking for trouble!' 
(4) "Advantage would he taken to look for trouhle!' 
(5) "Any amount of friction would ensue!' . 
(6) "Afraid grievances would only come from one side and 

little endeavor would be made to assist the manage
ment in conduct of works." 

(7) "Dealing with aecredited sbop stewards entirely astia
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 
aame induatries in this district also show differen.... Of the six
teen seven are employed in establishments which have, or in one 
bave had, a Works Committee, and nine in establishments which 
have no experience of a Works Committee. Of the seven, live are 
favorable and two unfavorable; of the nine, four favorable and live 
opposed. 

This investigation would appear to support tbe 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 TDIEDEPING COHHl'I.'TEBS 

(A.) (i) Joint Committees at Collieries in Northumberland
Rules. 

(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) JOINT COHHl'l'TEES AT CoLLIEIIIl!8 IN NOBTRtJl<IIEBLAND 
-RUL118 

NOB"l'HlJ1[)!E8L COAL OWNERS' AIIBOOlATION 
AND 

NmrrHtJl<IIl!lBLAND MINEBB' MlJ'l'OAL CONi"IIlBNT ASSOCIATION 

Bulu r .. p • .,ing fhe Formation <md Pro •• dure of J omf Commill ... 
for flo. purpo .. 0/ .. curing great., RegUlarity 0/ Work al flo. 
CoUieriu. 

In order to increase the output of coal the following rules are 
adopted by the above-named Associations:-

1. Where workmen are unable to work in their own working 
places such persons shall work in other places where there are va,. 
canci .. in accordance with the cnstom of the colliery. If no Buch 
places are available and the man in consequence has to go home, be 
sball not be returned to the Authorities as an Abeentee 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 Qn its arrival 
be allowed to go to work. 

3. All deputations shall be held at such hours, whenever poasible, 
as will cauee no loss of time to the members of such deputations 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 CQmmittee be set up consisting of an equal 
number Qf coal Qwners' and workmen's repreeentatives. 

If all membera are nQt preeent, only an equal number shall vote 
on each side. 

6. That the District Committee sball meet as agreed upon for 
the purpoae Qf dealing with disputes which have arisen under any 



· of the Local Committees and any other business, except in the event 
of urgent business, in whicb 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 eacb) of coal 
owners' and workmen's representatives to carry out these rules. If 
all members were not present, only an equal number sball vote on 
each side. 

8. The Local Committee shall meet at least once a fortnight, and 
the management ahall supply a "Time Lost Sheet," showing the 
names of the men against whom there is a complaint, and the Local 
Committee shall decide upon whom they shall summon to the next 
meeting. 

9. The men who are called 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 ahall be left to the Committee at each col
liery. 

Meetinga 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 ahall have the option of signing a book for 
such fines to be deducted or to be dealt with by the management. 

(a) If the /lrst 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 Local Committee. 

(c) The amount of fines shall be:-
For a Ilrst olfense for which a fine is in1Iicted, 21. 6a. 

per dsy of avoidable absence; a seeond olfense, lis. 
per day. In the event of a third offense the ease to be 
dealt with at the diseretion of the management. 

1L The Local Committee shall report to the District Committee 
all oases in which they fail to agree. 

12. Excuses for absence must be bOfl8 fide, and where an ab
sentee claims he was away owing to illness, a doctor's note must be 
produced if demanded. 

13. Any official responsible for the workmen losing work or fail
ing to do hia best to get work for them .hall be reported to the 
Local Committee, who ahall investigate the circumstances, and it 



the eb8l'ge appears to be justified the ease .haIl be IepOrted to the 
Central Committee to deal with. 

14. Th .... rules to continue for the duration of the war. 

12th Fehruary, 1917. 

REGJNALD GllTBRJE,/ Seeretaries. 
W1LLU.K STIW<BR, I 

(A.) (ii) Nora 011 CoJlK1'l'J'BBS AT CoLLwwo! '" 0TIlBB DumllC1'S 
Committees formed on very similar lines have been set np in 

other, but not in all, mining districts. The statementa as to func
tions and pro.e,lIu," may di1fer in certain particulars. (1) Pre
visiOD is sometimes made for the attendanee of officials in tbe miners' 
and owners' associations at Pit Committee meetings. (2) The scope 
of a Pit Committee's fnnetions is sometimes stated so as to include 
more than appears to be eovered by Rule 13 above, which deals 
with officials "responsible for the workmen losing work, or failing 
to do bis beat to get work for them." The functions may include 
the consideration of facilities for output and tbe suggestion of im
provements, apart from C&SeI arising under the circumstances re
ferred to in Rule 13 above. This is commented upon in tbe report 
printed in Appencful: II (W). (3) The rules vary also in such 
details as number of representatives, time of meetings and amount 
of fines. 

The resulta achieved di1fer greatly from district to districL In 
some districts no Committees have been set up, wbile in some others, 
after being set up, the Committees hove eitber failed to work at all 
or, after a period of successful operation, bave wwened and been 
abandoned. In other districte, however, the Committees hove con
tinued to work satisfactorily, improving timekeeping and organiza
tion and increasing outpuL The application of ehort time has in 
certain districts made the need for the Committees I .... urgent and 
an estimate of their value difficnJL 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 
aeheme; and for failure to work· astisfactorily (1) the failure of 
employers to carry out agreements about Sunday work, etc., and 
(2) aimple inability of the two sides to agree. 
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(B.) (i) JOIliT COHKl'l'1'DS AT IBOlfwOBD IN CI&YlCL£lfD AJn) 

DulllUl( 

AGREEloOOlfT SETTIlfG UP WORKS COMMITTEES TO DEAL WI'l'lI: CA • .,. 

01' TIMZ-LosBRB 

ThiB scheme Ioas be"" SUgg'Bted by tlo. Mimstry 0' Munitiom lind 
accepted by the CWoeland IronmaBier" AsBOcialion lind the 
Cle1Jeland Blastfumac ....... '. A8socUstion, in order to avoid tlo. 
n.ceBsily of laking men before the M .... ilion .. Tn"bu1lD1o. Th. 
Agr ........ t ",,1/ come inlo operalion 011 Sunday tloe 12th day 0' August, 1917, at ........•.•••••• IrOllWorkB. 

1. At each works in the Ironmasters' Association there shall he 
set up a Committee consisting in the first instanee of three work
men employed at the works. 

2. The appointment of the three workmen (one of whom must 
be the delegate) shall rest witb tbe Cleveland and Dnrham Blast
furnacemen's and Cokemen'a Association. 

3. Tbe Cleveland Ironmasters' Association, or any individual 
member tbereof, may, at any future time, and at tbe request of the 
Cleveland Blastfurnacemen's Association must, also appoint to the 
Committee tbree employer representatives for eacb works or for 
sucb of tbe works as are aftected, and sucb representatives sbsll 
bave equal powers and duties witb the workmen's representatives. 

4. So long as the Committee consists of three representatives, two 
shall form a quorum; if the Committee consists of six representatives, 
four shall form a quorum. 

5. Tbere shsll also be created a Central Committee consisting of 
six persons, three of whom sball be appointed by tbe Cleveland Iron
mssters' Assoeiation, and three by the Cleveland Blastfnrnacemen's 
Association: four to form a qnorum. 

6. Tbe duties and tbe powers of the Works Committee shall he:-
(a) To inquire fully into every case brought by tbe Manager 

of tbe Works of alleged bad timekeeping on the part 
of any workman employed at tbe works nuder his 
charge. 

(b) To give warning and advice to any workman who may 
appear to need it. 

(.) To inllict, subject to the provisions of the Truck Acta, sucb 
penalty or 6ne as in the judgment of the Committee the 
case sbsll merit, such 6ne nol to ueeed 2O.t. in anyone 
instance. 
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(oi) In the ease of repeated offenses, to transmit the facto and 
evidence to the judgment of· the Central Committee. 

(.) In the event of the Works Committee being equally divided 
in their judgment on any ease, the same ahall he sub
mitted to the Central Committee for decision. 

(f) Each Works Committee shall have power to reduce or re
mit altogether any tine imposed by the Committee, if 
the offenders conduct during the four weeks succeeding 
the hearing of his ease justifies any variation in the 
original penalty. . 

1. The duties and the powers of the Central Committee shall be:-
(a) To review all the facto and evidence in eonneetion with any 

ease whieh 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 tine not 
exceeding 40 •. , or to submit the ease to the judgment of 
the Ministry of Munitions. 

(b) To make regulations for the guidance of the Works Com
mittees. 

8. Fines shall be deducted, subject to the provisions of the Truck 
Acto, 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 nsed for the benefit of the workmen or their depend
ants, or he handed over to some agreed upon local cbarity. 

9. The regulations herein shall apply by agreement to all work
men memhers of the Cleveland Blastfurnacemen's Association. Any 
workman outside the Cleveland Blastfurnacemen's Association, and 
employed at the Ironmasters' works, may submit his case for judg
ment to the Committees if he so desires and be bound by the de
cisioD given. 

10. Eaeh Employer party to this arrangement shall authorize 
one of his cleriea\ staff to act as Seeretary to the Works Committee, 
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 ealendar month a record of such decisions to the Secretary 
ot the Central Committee and to the Secretary of the Cleveland 
Blastfurnaeemen'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 tbe regulations may be varied at the end of siJ: montha 
on the application of either party bereto. 

12. The requisite agreements to he made immediately by the two 
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Auociatiolls concerned ~or enabling the Comuiittees.to ezereiee 
the powers and perform the dutiea specified above .. 

13. The Arbitration Act, i889,. shall· not apply to any proceed-
ings under ~his agreement. . 

Signed on behalf of the Cleveland Ironmasters' Association. 
J. T. ATIUNSON, 

Secretary. 

Signed on behalf of the Gleveland and Durham Blastfurnaee-
men and Cokemen'. Association. . 

Middlesbrougb, 
July 24th, 1917. 

TBos. MCKENNA, 
Seeretary. 

(B) ii. Nom: ON WORKING O. Tmsll ·COKKITTD:8 

It is Igreed on both sides that these Committees have worked very 
sa1lisfactorily;. 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, bot it has not been neeeasary for 
all of them to meet. The Central Committee bad not met up to the 
end of January, 1918, thougb two or three eases bad been reoently 
1I1ed for that Committee. A Works Committee is generally unani
mous aboot its decision-whether or not a lIoe should be imposed, 
or tbe amount of the 1Ioe. In a large proportion of eases, more than 
half, a reduction or remisSion of lIoes has been allowed in aceordanee . 
with seetion 6 (f). Those workmen wbo· are not members of the 
union usually avail themselves of section 9 of the Agreement to Abo 
mit their eases to the Works Committee. 

APPENDIX V 

NATIONAL AND DISTBIC'l' SCJallu-SBOP SnwA11D8 

(A) Memorandum of Cooferenee between the Engineering Em
ployers' Federation and thirteen Trade Uniona. 

(B) Clyde Shipyards Joint Trades' Vigilant Committee. 
(C) Coventry Engineering Joint Committee-Shop Rulee. 

The following schemes are printed as further ill_tiona of the 
problem disenBSed in Seetion VL of the Report-"Relations with 
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Trade> Uniou!'. (A) is the agreement come to in J;)ecember, 1917, 
betw""" 'np""",ntativl'" of the Engineering Employers' Federation 
and of thirteen Trade Uaions. (D)'is a Trade Union district scheme 
of cnganization of ~p Stewards and Works Committees instituted· 
before the war: (C) gives the proposa.ls put forward by the Cov
entry Engineering Trades! Joint Committee for their diIItrict be
fuze the negotiatiOns .. which resnJted in (A) were initiated. 

(Ao). MBKOBAllDOH O. CoN"""""CB BII:TWEBN THB ·ENoDT..Ean;o 

EHPLODII8' FBDBKATION AND THIFBBN TIWlB UNIONS' 

It ill mutually'agreed til recommend as. follows:-

RBGllLATlONB RBo.t.m>DTO THB APPOINTIlBNT·:.urn FUlJ=ONS 01" 
SHOP STBW AIUlS 

With a view to amplifying the provisions f~r avoiding diaPutes 
it ill agreed:- . . 

L The workmen who'are membera of' the above Trade Unions, 
employed in a Federated establiahment, may appoint ~pres'ent .... 
tives from their own number to act on their hehelf in accordance 
with the term. of thill Agreement. • 

2. The repreBCDtatives shall be known as Shop Stewards. 
3. The method of election of Shop Stewards shall he determined 

by the Trade Unions concerned, and each Trade Union, parties to 
thia Agreement, may appoint Sbop Stewards. 

4. The names of the Shop Stewards, and th .. shop or portion of a 
lIhop in which they are employed, and the Trade Union to which they 
belong, lIhaIJ be intimated officially by the Trade Union concerned 
in the management on election. 

6. Shop Stewards shall be subject to the control of the Trade 
Uniona, and ahall act in acoordance with the rules and regulations 
of the Trade Unions and agreements with employers eo far as these 
alIect the relation between employers and workpeople. 

8. In connection ·with this Agreement, Shop Stewards shall be 
aJforded faciliti .. to deal with questions raised in the shop or por
tion of a shop in which they are employed. In the course of dealing 

I Steam E~l!ine Maker.' Society, Society of Amalgamated Toolmakers, 
ate., U.K. Soclety of Amalgamated Smiths and Strikers, National ScJo. 
clety of Amalgamated Braaafounden and Metal Meehani.., Aaaoeiated 
Blacbmjth. and Iron Worken' Society, Worken' Union, National 
Amalgamated 'Union of Labor, United Machine Workera' Association, 
Electrical Tradee Union, United Journeymen Bl1l88foUDdera, etc., Amal. 
gamated Society of Coremakera, National Union of General Work_ 
and National Amalgamated Union of EDginemen, ate. 
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with these questions th.y may, with the previous eonsent of the 
management (such eons.nt not to be unreasonably withh.ld), visit 
any oth.r shop or portion of a shelp in the establishment. In all 
other r.sp.cts th.y shall eonform to the same working conditions 
as their f.llo ... ·-workmen. 

7. Employ.rs and Shop Stewards shall not b •• ntitled to enter 
into any agreement inconsistent with agreements between the En
gineering Employers' F.deration or Local Association and the Trade 
(Unions. 

8. The functions of Shop .Stewards, so far as they are eoneemed 
with the avoidance of disputes, shall be exereised in aeeordance with 
the following procedure:-

(a) A workman or workmen desiring to raise any question in 
which he or they are directly eoncemed, shall in the 
first instance disCDSS the same with his or their foreman. 

(b) Failing settlement, the question shall, if desired, b. taken 
np with the management by the appropriate Shop Stew
ard and on. of· the workmen directly eoneemed. 

(0) If no settlement is arrived at, the question may, at the .... 
quest of eith.r party, be fnrther eonsidered at a meeting 
to b. arranged b.tween the management and the appro
priate Shop Steward, together with a deputation of the 
workmen directly eoncamed. At this meeting the Or
ganizing District Delegate may be present, in which 
event a representative of the Employers' Association 
shaII also be present. 

(d) The question may thereafter be referred tor tnrther eon
sideration in terms of the Provisions for Avoiding Dis
putes. 

(.) No stoppage of work shall take place until the question 
has been fully dealt with in aeeordance with this Agree
ment and with the Provisions for Avoiding Disputes. 

9. In the event of a question arising which aJfeets more than one 
hranch of trade, or more than one department of the works, the 
negotiations thereon shall be eonducted by the management with 
the Shop Stewards eoueemed. Should the number of Shop Stew
ards eoneemed 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 tbe workmen eoneemed. 

1L The recognition of Shop Stewards is aeeorded in order that a 
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further safeguard may be provided against disputes arising be-
tweeD employers and their workpeople. ' 

12. &1y questions which may arise out of tbe operation of this 
Agreement aball be brought before the Executive of the Trade 
Union ooneemed, or the Federation, aa the ease may be. 

(B). CLYDZ SHlPYABDS JOINT T!w>BS' VIGILANT CoHHI'l"1'E1I1 
RULIIS 

L·This Committee aball oonsiet of Trade Unions representative of 
the workmen employed in the Clyde SJlipyards. 

2. Ita object ehall be to endeavor to adjuet all oomplainte of a 
general character, endeavor to secure uniformity in the conditions 
of employment of the members and etrengthen and perfect the 
organiutions of the affiliated Unions. 

(II) By representatives of the Society aftected at on .. reporting 
the matter to the Secretary of the Yard Vigilant Commit
tee. 

(b) By insisting that all non-union members of the respective 
trades aball become members of their Trade Union. 

(e) By dealing with any member of an affiliated Union wbo 
faile to keep himself in complian .. with the Rules of hia 
Union. 

YABD VIGILAll'OB CoHHI'l"1'E1IS 

3. A Vigilan.. Committee shall be appointed in each yard or 
dock, composed of one representative from each Society affiliated. 
Societies having more than one section of workmen aball be en
titled to one representative from each ... tion. 

4. The Committee shall appoint a Secretary to whom all com
plainte shall be lodged by membe.. of the Committe .. 

5. Each Shop Steward must examine the oontribution cards of 
the membere of their own sooieties on the Oret Wednesday of each 
month, and interview new etarte immediately after starting. 

6. The Committee will meet at leaet monthly. 
7. Representatives of each society must attend and report to tbe 

Committee as to the oondition of the members under hia supervision. 
S. On reecipt of a complaint, the Committee aball endeavor to 

1 The first meeting wee held on the 14th February, lUll. .A similar 
organization In Engineering-The Weat of Scotland Locomotive and 
General Engineering Joint Trod .. ' Vigilant Committee-was Inotituted 
In September, 1914. It had then been under conoideratioD for som .. 
montJu. 
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effect a Bettlement by interviewing the foreman or management. 
Failing adjustment the matter must then b. reported to the Secre
tary of the Central Board. 

9. Th. machinery of .ach society for dealing with such questions 
must first b. exhausted before reporting to the Yard Vigilant Com
mittee. 

10. The Seeretary must aend in his official report to the Secretary 
of the Central Board on the aecond last Thursday of March, Juno, 
September, and December. 

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 Seeretary and taken up jointly. 

12. Where the Seeretary of the Committee has been changed, the 
name and address of his suc ...... r must be forwarded to the Secre
tary of the Central Board. 

13. Expenses incurred by the Committee for room rent, station
ery and postages, will b. met by the Centrel Board. All such ac
counts must b. aent quarterly to the Seeretary and submitted to the 
Central Board for approval. 

14. Under DO circumstancee can the Yard Vigilant Committee 
authorize a stoppage of work, eitber of a partial or general nature • 

.drr.arB.-Members over lOB. in arrears must reduce same at tbe 
rate of 2B. 6d. per week; 158., 58. per week; and 20B., 10 •• for the first 
week and 5 •. per week thereafter. 

CuTIw. BoAIID 
15. A Central Board eball be appointed and shall conaiat of a re

sponsible representative of each Union affiliated. Societies having 
separate sections administered aeparately shall be entitled to on. 
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 ..... 
mitted to them by the Yard Committees. 

17. They eball annually elect a Chairman and Secretary from 
amongst their nnmber, the latter to act as Treasurer. 

18. The Seeretary on receiving a complaint from a Yard Com
mittee, may, after consultstion with tb. Chairman of the Central 
Board and the reprcsentstive 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 ot 
the Central Board of this Committee must be obtained. 

20. To meet expenaea the Central Board shall make a eaII upon 



\ APPENDIX G 

....m aociety affiliated for such som as may from time to time be 
agreed upon. 

2L Meetings of tbe Central Board will be held on the last Fridey 
of each quarter, or oftener if, in the opinion of the ChairmaD and 
Secretary, such is necessary. 

(C) COVENTRY ENGINEEBING JOINT COliIHITTEB 1 

Shop BuIes and Z ... truct'OfIB for SttNJardo. 
"LoThat the Coventry Engineering Joint Committee shall be the 

Executive Committee over all Shop Stewarde 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 Stewarde must be members of So
cieties affiliated to the Coventry Engineering Joint Committee. 

s. Stewarde shall be elected by ballot for a term not" exeoeding. 
six months; all retiring Stewarde to he eligible for reeleetion. 

4. Each section ahaU be able to eleet a Steward irrespeetive of 
Society. 

6. The Stewarde of each department .hall eleet a Chief Steward. 
6. The Chief Stewarde of departments ahaU constitute the Works 

Committee, who, if elIceeding 12 in number, can appoint an Execu
tive Committee of seven, including Cbairman and Secretary. 

7. All Stewards .ball have an official Steward's Card iseued 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 Steward must examine any man's membership card who 
starts in the shop in his .ection. He should then advise the man 
to report to his respective Secretary, and give him any information 
required On rates and conditions, etc. There shall be a .bow of 
carda every month to ascertain if every member is !'- sound member, 

1 The twenty-one societies affiliated are:(Friendly Society of Iron
founders, Steam Engine Makers, United MachIne VVorkers, Amalgamated 
Society of Engineers, Amalgamated Toolmakers. Smiths and Strikers, 
Br&88WOrkera and Metal Mechanics. Coppersmiths, ·United Brass Finish
er., Electrical Trades Union, Boilermaker., Coremakers, Patternmakera, 
United Coaeh Makers, Progressive Tin Plate Workera, National Federa· 
tion of Women Workers, National Union of Clerke, Amalgamated Car;" 
penters and Joiners, General Union of Carpenters and Joiners, LondQn~ 
and Provincial Coach Makera, and Amalgamated WoodCutting Ma· 
<hinists. 
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and if any member is in arre.... (eight weeks) he muot report same 
to the Chief Steward. 

10. If there is any doubt of any man not reeeiving the district 
rate of wages, the Steward ean demand to examine pay ticket. 

11. Any member accepting a price or time baais for a job mm 
hand record of same to his Section Steward, who shall keep a record 
of times and prices on his section of any work, and hand the same to 
Chief Shop Steward. 

12. The Chief Steward shall keep a record of all times and prices 
recorded to him by sectiona 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 mm be reported to Chief 
Shop Steward, who shall, with Steward on section and man eon
cerned, interview foreman or manager. Failing redress, the Chief 
Steward then to report to the Works Committee. 

14. The Works Committee sha1J he empowered to take any ease 
of dispute before the management, not less than three to act as 
deputation. 

15. On the Works Committee failing to eome to any agreement 
with the management, they must immediately report to the En
gineering Joint Committee, who shall take up the matter with the 
firm concerned, a representative of the Works Committee to be one 
of the deputation. It is essential, pending negotiations, that no 
stoppage of work shall take place without the sanction of the Engi
neering Joint Committee. 

16. A full list of all Shop Stewards must he kept by the Joint 
Committee. Any change of Stewards must be reported to the 
Joint Committee's Secretary. 

17. The Joint Committee sha1J he empowered to ealJ meetings of 
Stewards at any works, aIao meetings of all Chief Stewards in the 
district when the Joint Committee ao decides, if neeessary. 

18. If at any time of dispute the Engineering Joint Committee de
cides upon the withdrawal of its members from any firm or firms, 
the Stewards shall be issued a apecial official badge from this Com
mittee witb tbe idea of assisting to keep order, if neeessary, in the 
intereets of the members eoneerned. 
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APPEND.IX VI 

MINISTRY OF RECONSTRUCTION 

~4S 

'CoKJIl'1"1'lI:B ox RIlLATIOXB BE'l'WEEH E][pLOYJOIIS AND E][PLODI) 

SUPPLEKEHTABY REPORT oX WOBl<ll COKllI'l'TBl!8 

Sm, 

To the Right Honora.hle D. Lloyd George, M.P., 
Prime Minister. 

In our first and second Reports we have referred to the establish
ment of Works Committees,' representative of the management and 
of the workpeople, and appointed from within the works, as an 
essenti&1. part of the seheme of organization suggested to seeure 
improved relations between employers and employed. The purpose 
of the present Report is to de&1 more fully with the propos&1 to 
institnte such Committees. • 

2. Better relations between employers and their workpeople can 
best be arrived at by granting to the latter a greater ohare in the 
consideration of matters with whieh they are concerned. In every 
industry there are certain questions, such as rates of wages and 
hours of work, which shonld be settled by Distriet or National agree
ment, and with any matter eo settled no Works Committee shonld 
be allowed to interfere; but there are &Iso many qnestions closely 
affeeting daily life and comfort in, and the snccesa of, the business, 
and affecting in no small degree emciency of working, which are 
peeulisr to the individu&1 workshop or faetory. The purpose of 
a Works Committee is to establish and maintain a system of c0-

operation in all these workshop matters. 
3. We heve throughont our recommendations proceeded upon the 

aesumptioD that the greatest success is likely to be aehieved by leav
ing to the representative bodies of employers and employed in eaeh 
industry the ma:a:imnm degree of freedom to settle for themselves 
precise form of Council or Committee which shonld be adopted, 
having regard in eaeh oase to the particnlar circnmatsnces of the 
trade; and, in accordance with this principle, we refrain from indio 
cating any definite form of constitution for the Works Commit
tees. Our propos&ls as a whole assume the existence of organiza.. 

lin the use of the term "Works Committeee" in thi. Repon it is not 
intended to use the word uworka" in a technical sense; in Buch an in
duatry aa the Coal Trade, for example, the term "Pi' Committee." would 
Prohs.bll be the term nsed in adoptiDg the BOheme. 
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·tionS of both employers and employed and a frank and full reaog_ • 
,. nitioll of such organizations:' Works Committees established other-
• )"ise than in accordance With t'hese pnbciples could not be regarded 
'as a part of the scheme we have recommended, and might indeed be 
a hindrance to' the development of the new relationa in industry 
to which we look forward,. We think the aim should be the com
plete and Coherent organization of the trad", on both Bides, and 
Works Committees will be of value in so far as they colltribute to 
sucb a result. 

4. We ,are of opinion that the complete an..... of Works Com
mitteeS necessarily depends largely upon the degree and efficiency 
of organization in the trade, and upon the eatent to which 'the 
Committees can be linked up, through organizationa 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 stllte that the su..... of the Works Committees would be very 
seriously interfered with if the idea existed that anch Committees 
were used, or likely to be used, by'employers in opposition to Trade 
Unionism. It' is strongly felt that the setting up of Works Com
mittees 'witbout the eoOperation of the Trade Uni0'D8 and the Em
ployers' .ASBOciationa in the trade 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 workpeople are unorganized, or only 
very partially organized, there is a danger that Works Committees 
may be used, or thought to he used, in opposition to Trads Union
ism. It is important that anch fears should be guarded against in 
the initiation of any scheme. We look upon an......tuI Work. Com
mittees as the broad base of the Industrial Structure which w. 
have recommended, and as the' means of enlisting the interest of tho . 
workers in the su ..... both of th. iadustry to which they are at
tached and of the workshop or factory wbono so much of their life 
is spent. These Committees should not, in couatitution or uiethods 
of working, discourage Trade organizatioDL ' 

6. Works COmmittees, in our opiaion, should have regular meet
ings at fixed times, and, as a genera!..we, not I .... frequently than 
once a fortnight. They should always keep in the forefront the 
idea of conatructive eOOperation in the improvement of tbo industry 
to which they helong. Suggestiona of all kinds tending to improve
ment should be frankly weloomed and freely discussed. Practical 
proposals should be ""amined from all points O'l view, There is 
an undeveloped asset of eonstructive ability'-valushle alike to tha 
industry and to the State-awaiting ,the mean. of realization; prob-
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lema, old and DeW, Will ~ find u..ili, BOlUtio~ ~ a frl8lk partn.ership 
of knowledge, experiel!C<I&IId goodwill. 'Works .,colll!llitt4!es ~Qnla 
'!fail m their mam purpose jf they existell only ~ smooth over grlev- , 
'anees. ',". ~ _. ': ,:at. " .• '.: " .~. 

7. We .... ogiIiz& that, from time 'to ti!ne, matters will arise ',which. 
the inanagemen.t o .. 'the 'Workmen. eonsider to be questions they:.can-. 
not discuss m .lIhese jomt m'i!etiags. When this ooclll'!j, we &lltici
pate that notbingbu\ goo<l will ,,!,me from the friendly 'Statemen.t 
of t.b~' re'asons why ~e reservation is made. , • 

8. Weoregard the sUccessful 'development and utilization of Workil· 
CoJWDitteee m 'any bUsiness on the basis reeommended m thiB &
port as of equal impOrtenee with its eommercial and. i;cientilic ef
ficiOllcy;, &lid we ·thm" that m every 'c1J'l" one' of the partners ·or 
directors, or'some other responsible repl""entative of the'mOllage
ment, wonld be well advised to devote a substantial part of his time 
and thought to the good working &II\! development of such a eom-
mittee. ." . . .. 

9. There has been some experien.ce, both before the war and 
duriog the war, of the benefits of ;vi' orks Committees, &lid we "think 
it sbould be reeommen.ded mOBt etrougly to employers lind employed 
th.t, m eonnection with the Bcheme for the establiBhmen.t·of N .... 
tional and District Industr~ CounciiIa, they should examme this 
experience with a view to the mBtitution of W<>rks Committees on 
proper lines, m works where the conditions render their formation 
'practic.ble. We h.ve reeommended that the MmiBtry of Labor,. 
Ijhould prepare a Bummary of the experience avail.ble with refer
en.ce to Works Committees, both before and dnring the war, mclud
ing information as to &IIy rules or reports relatmg to such Commit
teee, and "hould issue a memoran.dum .thereon for the guid&llce of 
employers and workpeople gener",lIy, and we nnderstan.d that such 
a memorandum is now in course of preparation.1 

10. In order Is ensure nniform. &lid eommon. principle.. of action,' 
it is eBBeDtial that wbere N.tional &lid District InduBtrial Conncils 
exist the Works Committe .. sbould be. in .close touch with tbem, and 
the scheme' for linking up Works" Committe .. ·with the Conncils' 
abould be considered .nd determined by the National Conncils. 

lL'We bave eonsidered it better·not to attempt to mdicate any 
lpecifie form of Works Committees. Industrial establishments 
show luch .infinite variation m size, number of persons employed, 
multiplicity of departments, and other conditions, that the par-. 
ti.ular form of Works Committeee must nec .... rilx he adapted to 
the ~tances of each ..... It would, therefore, be impossible 

• • The referencs is to th. present Reportl 
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to formulate any satisfactory scheme which does not provided a 
large measure of elasticity. 

Weare confident that the nature of the particular organization 
necessary for the varioua caaee will be settled without dit!lculty by 
the exercise of goodwill on both sides. 

We have the honor to be, Sir, 
Your obedient Servants,1 

H. J. WILSON, !s ..... tarWs. 
A. GREENWOOD. 

1811. Octob.r, 1917. 

J. H. WlIITLJ:r, Chai-. 
F. S. BUTTON. 
S. J. CHAP1UN. 

G. H. CLAUGHTON. 

J. R. CLrNICs. 
F. N. lIEPwOIlTll. 
W ILl'RID Hud.. 
J. A. HOBSON. 
A. SUSAN LAWlIICNCB. 
MAUBICIl LBvr. 
J. J. MALLoN. 
TH08. R. RATCLIrn-ELLIs. 
ALLAN M. S>UTH. 

D. R. H. WILL1AHS. 
MONA WILSON. 

APPENDIX vn 
SClBJIHI!I O. LocAL JOINT PITS COH~, ' 

The following scheme bas recently been introduced. It is par
ticularly interesting as an attempt to apply the ides. of the Whitley 
Report to part of the coal-mining induatry. 

:I Sir G. J. Carter and Mr. Smillie were 'unable to attend any of the 
meetings at which this Report was considered and they therefore do not 
8ign it. Sir G. J. Carter hae intimated that iD hi. view, in accordance 
with the priocipl .. indicated in paragraph. 3, 4 .nd 5 of the Report, 
it i. important that Works Committees .hould not deal with mature 
which ought to he directly dealt with by the IIrm. concerned or their 
respective AeROCiationa in conjunction with the reeoguized repreeenta
tivea of the Trade Unions whose members are .Weeted. 
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JOINT Co>lJ[l'l'TEB O. RsPmosBNTATIVBS' O. THIll LANCASHIIIB AND 
CHESHIRE COAL ASSOClA!l'IOlf, AND THIll LAN~ AND'CHE

SHIRB Mn<£IIB' FEDBRA"'Olf. 

Resolved: That the Joint Committee reoommend the establish
ment, with the least possible delay, of Local Joint Pit Committees 
at the various Collieries in the two Counties, and that the function.' 
of the Committeee shall be thoee set out below, and that tbe Rules 
of Procedure &lao set out below should be adopted. 

Tbe functions exercisable by the Local Joint Pits Committeee and 
the Rules of P:rocedure for the conduct of the business. 

L The title of the Committee shall be "Tbe Local Joint Pits Com
mittee." 

2. The Committee sbull exercise the foUowing functiona:-
( .. ) To investigate and report to Manager eases of shortage of 

tubs. 
(b) To investigate and report anything interfering with the 

possibilities of output, such as poor haulage, blocked 
or congested :roadways. 

(e) To investigate and report to Manager complainte of min
imum wage and abnormal pia ... aUowan .... 

(ti) To stimulate regular attendance and report to Manager 
persistent absentees. 

(.) GeneraUy to investigate and report to the Manager any
thing elee which in their opinion is interfering with the 
satisfactory working of the mine. 

(f) Any other functiona which may from time to time be del ... 
gated to them by the Joint Committee. 

S. The Committee shall consist of not less than three, nor more 
than live representatives of the employers, and an equal number of 
representetives of the workmen employed at the mine. Tbe Manager 
of the mine .haD be the Chairman. 

4. Two members of each elaaa of representative present ahaU 
form a quorum. 

5. The respective representatives on the Committee shaD each 
appoint one of their number to act as Secretary. 

6. Meetings of the Committee shaD be held once a month. Pr0-
vided that a Special Meeting may be held at any time at the re
quest of the whole of the members of either side given to the S .... 
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
sidered at the meeting to be submitted by the Secretaries to eaoh 
member of the Board with the notioe calling the meeting. No busi-
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ness to be transacted at 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 ollicials of the mine of dealing 
with it. 

7. The proceedings of each Committee shall be taken and tran
scribed in duplicate books, and each book sball be signed by tbe two 
Secretaries at the meeting at which such minutes are read and con
firmed. One copy of such minutes shall be kept by each of the 
Seeretaries. The Secretaries shall also conduct the correspondence 
for the respective parties, and conjointly for the Committee. 

8. In the event of any matter arising wbich tbe Committee can
not agree upon, and failing agreement between the Manager and 
the loeal Federation Agent, the difference shall be submitted to 
the Joint District Committee, wbose decision sball be final. 

9. Each party sball pay and defray the ezpenses of its own repre
sentatives and Secretary. 

Dated this Eleventh day of February, 1918. 
LIONEL E. PILKINCl'l'ON, 

PresUkm of th. Lmocashi ... tmd Ch •• hir. Cotll h.OD"''''''' 
tmd of 'h. Join' Committ.e. 

THOllUS GREEN ALL, 
President 01 the Lmocashwe tmd Ch .. hir. M .... r .. F.dera

non, tmd Vice-President 01 the Join! ClJ1IJ'IMtI ... 
THOS. R. RATOLOTlO-ELLIB, 

Secretary 01 the La_hir. tmd Cheshire Coal A •• ociaIWfl, 
tmd 01 th. Joint Committ ••• 

THOllUS AsHTON, 
8e ... elolry 01 the LtlfOCIJ8k;'-e tmd Che.hire Miner" Federa

tion, and of the J oinl Committe •• 

INDUSTRIAL REPORTS. NUMBER 3 

INDUSTRIAL COUNCILS AND TRADE BOARDS 

Joint Memorandum of the Minister of Reconstrnetion and the 
Minister of Labor, ezplaining the Government's view of the pro
posals of the Second Whitley Report, together with the Ten of the 
Report. 
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INDUSTRIAL COUNCILS AND TRADE BOARDS 

Joint M ............... by tho Minis/.,. of B800118/ruclitm GIld 1M 
Miniotef' of LobtH'. 

L The proposals contained in the-First Repon on Joint Standing 
Industrial Councils of the Committee on Relations between Em-
plqyers and Employed have been adopted by the Government. The 
eteps which have been taken to establish Industrial Councils have 
en""'led the Government to consider the proposals of the Seeond 
Report on Joint Standing Industrial Councils in the light of ex
perience. This Report, which deals with industries other than 
those which are highly organized, follows naturally upon the First 
Report of the Committee, and develops the line of poJiey thersin 
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 mocli1lcations as it seems 
desirable to make do not affect the principles underlying the Com
mittee's proposal for the establisbment 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 Councils and of the 
proposed extension of Trade Boards, it appears desirable to set 
forth the mocli1lcations which the Government regard as neeessary 
in putting into operation the recommendations of the Second Report, 
and also to make clear the relations between Trade Boards and 
Industrial Councils. 

2. The First Report on Joint Standing Industrial Council. re
ferred only to the well-organized industries. The Seeond Report 
deals with the less organized and unorganized trades, and suggests 
the classification of the industries of the country into three groups:-

''Group A.-Consisting of industries in which organization on the 
part of the employers and employed is sufficiently developed 
to nmder their respective associations representative of the 
greet majority of those engaged in the industry. These are 
the industries which we had in mind in our lIrst Interim 
Report. 

"Group B.-Comprising those industries in which, either as re
gards employers and employed, or both, the degree of organ
ization, though conlliderable, is \esa marked than in Group 
A. 

''Group C.-Conaisting of industries in which organization is 80 
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imperfect, either as regards employers or employed, or both, 
that no aasociations can be said adequately to represent thoss 
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 organization of national, district, and 
workshop bodies, as outlined in our First Report. 

"(b) In industries where there are representative associations of 
employers and employed, whicb, however, do not posssss 
the authority of those in Group A. industries, we pro
pass that tbe triple organization should be modi1led, by 
attacbing to eaeh National Industrial Council one, or at 
most two representatives of the Ministry of Labor to act 
in an advisory capacity. 

"(e) In industries in both Groups A. and B., we proposs that un
organized areas or branches of an industry should be pro
vided, on the application of the National Indnstrial Coun
cil, and with the approval of the Ministry of Labor, with 
Trade Boards for such areaa or branches, the Trade Boards 
being linked with the Industrial Coun'lil. 

"(a) In industries baving no adequate organization of employers 
or employed, we recommend that Trade Boarde should be 
continned or established, and that these should, with the 
approval of the Ministry of Labor, be enabled to formu
late a scheme for an Industrial Council, which might in
clude, in an advisory capacity, the 'appointed members' of 
the Trade Board." 

It may be convenient to eet Dot brielly the modifications of the 
above proposals, which it haa been found neceesary to make. 

(1) Ae regards (b) it haa been decided to recognize one type of 
Industrial Council only, and not to attach official repre
sentatives to the Council, """pt on the application of the 
Industrial Council itself. 

(2) Ae regarde (e) and (a) the relations between Trade Boards 
and Industrial Councils raise a number of aerious admini&
trative difficulties doe to the wide differences in the pur
pose and structure of the two types of bodies. It is not 
regarded aa advisable that • Trade Board abould formulate 
• scheme for an Industrial Council, nor is it prohable that 
Trade Boards for unorganized areae will be eet op in eon
junction with a Joint Industrial Council 
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3. It is necessary at the ontset to emphasize the fundamental dif~ 
ferencea between Industrial Councils and Trade Boards. A Joint 
Industrial Council is voluntary in its chan.eter and can only be 
brought into existence with the agreement of the organizations of 
employers and workpeople in the particuJar industry, and the Coun
cil itself is composed exclusively of persons nominated by the Em
ployers' Associatious and Trade Unions concerned. The Industrial 
Council is, moreover, within very wide limits, able to determine its 
own functions, machinery and methods of working. Its functions 
in almost all eases will probably cover a wide range and will be 
eonoerned with many matters other than wages. Its machinery and 
methods will he baaed upon past experience of the industry and the 
existing organization of both employers and employed. Industrial 
Councils will, therefore, vary in structure and functions as can be 
seen from the provisional eonstitutions already submitted to the 
Ministry of Labor. Finanoia\Jy they will he aeJf-supporting, and 
will receive no monetary aid from the Government. The Govern
ment proposes to reeognize the Industrial Council in an industry 
as the representative organization to which it can refer. This was 
made clear in the Minister of Labor's circular letter of October 20th, 
1917, in which it is said that "the Government desire it to he under
"stood that the Councils will be recognized as the official standing 
"eoneuJtative committees to the Government on all future questions 
"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 eought on all questions in which the industry 
"is concerned." 

A Trade Board, on the other hand, is a statutory body established 
by the Minister of Labor and constituted in ...... rdance with Regu
lations mads by him in pnrsuance of the Trade Boards Act; and it.· 
expenses, in so far aa authorized by the Minister of Labor and sane
tioned by the Treasury, are defrayed out of public money. The 
Regulations may provide for the eleetion of the representatives of 
employers and workers or for their nomination by the Minist.... of 
Labor, but in either case provision must be made for the due repn>
eentation of homeworkers in trades in whicb a eousiderable propor
tion of homeworkers are engaged. On ...... unt of the comparative 
Jack of organization in the trades to which the Act at preaent applies, 
the method of nomination by the Minister has proved in practice to 
be preferable to that of eleetion, and in nearly aU cases the repn>
eentative members of Trade Boards are now nominated by the 
Minister. The Employers' Aseociations and Trads Unions in the 
·aeveral 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 ftnd 
representatives of the diJIerent processes and districts affected. 

A further distinction between Trade Boards and Industrial Coun
cils is, that while Industrial Councils are composed entirely of rep .... 
sentatives of the Employers' Associations and Trade Unions in the 
industry, every Trade Board includes, in addition to the rep .... 
sentative members, a amall number (usually three) of "appointed 
members," one of whom is appointed by the Minister to act as Chair
man and one as Deputy Chairman of the Board. The appointed 
members are unconnected with the trade and are appointed by the 
Minister as impartial persons. The primary funotion of a Trade 
Board is the determination of minimum rates of wages, and when 
the minimum rates of wages futed by a Trade Board have been oon
firmed by the Minister of Labor, they are enforceable by criminal 
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. Tbe purpose, structure, and functions of Industrial 
Councils and Trade Boards are therefore fundamentally diJI.rent. 
Their respective areas of operation are also determined by different 
oonsiderations. An Industrial Couneil will exereise direct influence 
only over the organizationa represented upon it. It will oomprise 
those employers' associationa with oommon interests and common 
problems; similarly its trade union side will be oomposed of rep .... 
sentativee of organizations whose intereets are directly interde
pendent. An Industrial Council therefore is representative of or
ganizations whose objects and interests, whilst not identical, are 
sufllciently interlocked to render oommon action desirable. The 
various organizationa represent the interests of employers and work
ers engaged in the production of a particular commodity or service 
(or an allied group of oommodities or services). 

A Trade Board, on the other hand, is not based on ""isting or
ganizations of employers and employed, but oovers the whole of the 
trade for which it is established. As the minimum rates are en
forceable by law, it i8 neceassry that the boundaries of the trade 
shoold he precisely defined; this is done, within the limits preserlbed 
by statute, by the Regu1ationa 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 n.........nIy 
he somewhat arbitrary. In the case of Indnstrial Councils dillIeu1t 
demarcation problems also arise, ~ut the eonsiderationa involved are 
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_hat dilferaDt, as the objeat is to determine whether the in
terests represented by given organizations are BDfllciently allied to 
j1lStify the eoCiperat;on of theee organizations in one Industrial 
Council 

4. Ths zeporta ""';ved from thoee who are engaged in lIlIBiating 
the fonnstion of Joint Industrial Councils abow that certain para
graphs in the Seeond Report of the Committee on Relations between 
Employera ... d Employed have caused eome confusion as to the 
character and .... pe of Joint Industrial Councils and Trade Boards 
nspeetively. It is essential to the futme development of Joint In
dustrial Councils that their distinctive aim and eharaeter should he 
maintained. It is n..........,. therefoze to keep clearly in mind the 
.... peetive functions of the Joint Industrial Council and the Trade 
Board, in considering the zeeommendations contained in the follow
ing paregraphs of the Seeond Report:-

( .. ) Paragrapha 3, 4 and 6, dealing with the division of Joint 
Industrial Councils into thoee thet cover Group A. indus-' 
tri .... and thoee that eover Group B. industries. • 

(b) Paragraph 7, dealing with district Industrial Councils in 
industries where no National Council exiete. 

(e) Paragraphe 10, 13, 15 and 16, dealing with Trade Boards in 
relation to Joint Industrial Council .. 

(Ii) Paragraphe 11 and 12, dealing with Trade Boards in iDdus
tries which are Dot euitahly organised for the estabJishment 
of a Joint Industrial Council 

Ii. DUI'iJtcWm lira .... b."" .... .T oint lllduBlri41 COUtS<riIs in (koup 
.A. l""""!ria """ (koup B. l""""Iriea.-In paragraph 9 of the 
8eeoDd Report it is implied thet the Ministry of Labor would d ... 
termine whether the standard of organizatioD in any given industry 
has reached such a stage as to justify tbe official reooguitiOD of a 
Joint Industrial Council in thet industry. It is olear, however, thet 
it would he impooaible for the Ministry to discover any satisfactory 
basis for distinguishing between an industry which falls into Group 
A., and ODe which tal1a into Group B. It is admitted in paragraph 
9 of the SeeoDd Report, that DO arbitrary standard of organizatioD 
eould he adopted, and it would be both invidious and impracticable 
for the Ministry of Labor, UPOD whom the zeeponsibility would fall, 
to draw a distinCtiOD between A. and B. Industries. The ouIy olear 
distinction is hetween industries which are BDfllciently organized to 
justify the formatioD of a Joint Industrial Council and thoee which 
are Dot suillciently organized. Individual,..... must be judged 
on their marite after a consideration of the aeope and e1feetiven ... 
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of the organization, the eomp\ezity of the ind1l9try and the· wish .. 
of those eoncerned. 

The experience already gained in eonnection with Joint Industrial 
Councils indicates that it would 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 in 
"the initiation of the Council and eontinue after its establishment 
"to act in an advisory capacity and serve as a link with the Gov
"ernment." It is fundamental to the idea of a Joint Industrial 
Council that it is a voluntary body set up by the industry itself, 
acting as an independent body and entirely free from all State 
eontrol. 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 eome from the industry, rather than 
from the Ministry. 

The main idea of the Joint Industrial Council as a Joint Body 
representative of an industry and independent of State control has 
noW' become familisr, 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 circnmstsnces, therefore, it has been decided to 
adopt a single type of Industrial CounciL 

6. Dislr;cI IndUBlrial C"""cils.-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 one or more "District" In
dustrial Councils. 

In certain casee the formation of joint bodies covering a limited 
area is probable. It would, however, avoid confnsion if the term 
"District" were not part of the title of such Council8, and if the 
use of it were confined to District Councils in an industry where a 
National Council exists. Independent local Conncils might well have 
a territorial designation instead. 

7. Trade Boards ... BeWiotf 10 Joinl IndU81rial Couneils.-Tbe 
distinction 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 at organization achieved by the employers and workers 
in the industry, whereas the question whether a Trade Board should 
be established depends primarily on the rates at wages prevailing 
in the ind1l9try or in any part of the ind1l9try. This distinetion 
makes it clear thai the question whether a Trade Board sbouId or 
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should not be set np by tbe Minister of Labor for a given industry 
must be decided apart from tbe question whether a Joint Industrial 
Council sbould or should not be recognized in tbst industry by 
the Minister of Labor. 

It follows from this tbst it is possible tbst both a Joint IndlJ&o 
trial Council and a Trade Board may be necessary within the same 
industry. 

In higbly organized industries the ratea of wages prevailing will 
not, as a rule, be 80 low as to necessitate tbe establishment of a 
Tra<1e Board. In 80me eases, however, a well-defined aection of an 
otberwiae well-orgauized industry or group of industries may be 
unorganized and ill-paid; in such a case it would clearly be desirable 
for a Trade Board to be establisbed for tbe ill-paid aection, while 
there should at tbe aame time be an Industrial Council for the re
maining aectioll8, or even for tbe wbole, of tbe industry or industrial 
group. 

In tbe case of other industries aufficiently organized to justify tbe 
eatablishment of an Industrial Council, tbe orgauizatioua rep .... 
aented on tbe Council may nevertheless not be comprehensive enough 
to regulate wages effectively througbout tbe industry. In such 
eaaea a Trade Board for the whole industry may possibly be needed. 

Where a Trade Board covers eitber tbe whole or part of an in
dustry covered by a Joint Industrial Council, tbe relatioua between 
tbem may, in order to avoid any confusion or misunderstanding, be 
defined as follows:-

(1) Where Government Departments wish to consult tbe industry, 
the Joint Industrial Council, and not tbe Trade Board, will 
be recognized as the body to be couaulted. 

(2) In order to make use of tbe experience of lbe Trade Board, 
tbe couatitution of tbe Industrial Council should be so 
drawn as to make full provision for eouaultation between 
the Council and the Trade Board on matters referred to the 
former by a Government Department, and to allow of tbe 
representation of the Trade Board on any Sub-Committee 
of tbe Council dealing witb questioua wi'" which the Trade 
Board is concerned. 

(3) The Joint Industrial Council clearly cannot under any cir
_ceo over-ride tbe statutory powers conferred upon 
the Trade Board, and if the Government at any future 
time adopted tbe suggestion contained in Section 21 of tbe 
First Report thet tbe sanction of law should be given on 
the application of an Industrial Council to agreements made 
by tbe Council, such agreements eould not be made binding 
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on any part of a trade govemed by a Trade" Board, ao far 
as the statutory powers of the Trade Board are coneemed. 

The Minister of Labor will not ordinarily set up a 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 eertain 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 ...... 
Experienee has shown that there are great difficulties in the way of 
establishing a Trade Board for one area only in which an industry 
is earned on, without covering the whole of a Trade, though the 
Trade Boards A.t allows of this proeedure. 

8. TraM Boards in industries which are not '''fficie"tly orgtmi.erJ 
for 11 .. establishment 0' a Jaint Indu.,f"i4l Cotmeil.-Sectiou 3 of 
the Trade Boards Act, 1909, provides that "a Trade Board for any 
"trade shall cousider, as oecasion requires, any matter referred to 
"them by a Secretary of State, the Board of Trade, or any other 
"Govemment Department, with reference to the industrial condi
"tiODS of the trade, and ahall make a report upon the matter to the 
"department by whom the queetiou has been referred!' 

In the ease of an industry in which a Trade Board has been 
estabIiehed, but an Industrial Council has not been formed, the 
Trade Board is the ouly body that can claim to be representative 
of the industry as a whole. 

It is already under a statutory obligation to consider queetioua 
referred to it by a Government Department; and where there is a 
Trade Board but no Industrial Coun.il in an industry it will be 
suggested to Govemment Departments that they should consnlt the 
Trade Board as oecasion requires in the aame manner as they would 
consult Industrial Councils. • 

On the other hand, for the reaBOua which have been fully set oat 
above, Industrial Councila must be kept distinct from Trade Boards, 
and the latter, owing to their constitution, eaunat be converted into 
the former. If an industry in which a Trade Board is established 
becomes su1Ilciently organized for the formation of an Industrial 
Council, the Council would have to be formed on quite diJferent lines 
from the Trade Board, and the initiative should come, not from the 
Trade Board, which is a body mainly nominated by the Minister of 
Lahor, but from the organizations in the industry. Henee it would 
not he desirable that Trade Boards should undertake the formation 
of schemes for Industrial Councils. 

7th June, 1918. 
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SMlO'Mi Report of IN C....-.... .... &/aliou """"_ EMploy ... 
GIld E .. ployod OIl .low SIIJIIdi"l1 1"""''"'" COIMICila: 

The Committee 00IlIlisted of the followiDg members:
The Right Hon. J. H. WRlTLKY, M.P., C1urinnaoI 
l Chairman of Committee, House of Commons). 

Mr. F. S. Button. 
Sir.George J. Carter, KB.E. 
Prof. S. J. Chapman, C.B.E. 
Sir Gilhert Claughton, Bart. 
Mr. J. R. Clyne&, M.P. 
1 Mr. F. N. Hepworth. 
1 Mr. W. Hill. 
Mr. J. A. Hobaon. 

Miss Susan Lawrence. 
1 Sir Maurice Levy, Bart, M.P. 
Mr. J. J. Mallon. 
Sir Thos. R. RatcliJIe-Ellis. 
Mr. Roheit M. Smillie. 
Mr. Allan M. Smith. 
1 Mr. D. R. H. Williams. 
Miss Mnna WilBon. 

S",,",IGrios: 

Mr. H. J. WilBon, C.B.E., Ministry of Labor. 
Mr. Arthur Greenwood, Ministry of Reconstruction. 

To the Right Honorable D. LLoYD GBOBGB, M.P., Prime Minieter. 

Sm,-Following the propoeale made in our first Report, we have 
now the honor to preeent further reeommendations dealiDg with in
dustries in which organization on the part of employers and em
ployed is I .... completely established than in the industries covered 
by the previoqa Report, and with indqatries in which such organiza
tion is weak or non-aistent. 

2. Before commencing the ezamination of these industries the 
Committee came to the conclWlion that it would materially aasist their 
enquiries if they could have the direct advantage of the knowledge 
and experience of some repreeentative employers who were con
neeted with industries of the kind with whicb the Committee were 
about to deal; and it was arranged, witb your approval, thet Sir 
Maurice Levy, Mr. F. N. Hepworth, Mr. W. Hill, and Mr. D. R. H. 
Williame ahould he appointed to act with the Committee while these 
industries were nnder coWlideration. This arrangement made it 
poasible to release from attendance at the earlier meetings of the 
Committee Sir Gilbert C1anghton, Sir T. RateliJfe-Ellis, Sir George 
J. Carter, and Mr. Allan Smith, whose time is greatly oeenpied in 

1 Additicmal membsnl of the Committee, appointed in connection with 
the p.--nt Report. 
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other puhlic work and whoee ezperience is more partionJarly related 
to the organized trades eovered by our former Report. 

3. It is di1IIcnlt to classify industries aceording to the degree of 
organization among employ.... and employed, but for eonvenience 
of eonsideration the industries of the eountry may be divided into 
three groups:-

Group A.-Consisting of industries in which organization on the 
part of employers and employed is sufficiently developed 
to render their respective associations representative of the 
great majority of thoee engaged in the industry. Theae 
are the industries which we had in mind in our first In
terim Report. . 

Group B.-Comprising thoee industries in which, either 88 regards 
employers and employed, or both, the degree of organiz .... 
tion, though eonsidersble, is lese marked than in Group A. 

Gn>up C .-Consisting of industries in which organization il 80 

imperfect, either 88 regards employ.... or employed, or 
both, that no 888Ociations can be said adequately to rep ..... 
sent thoee engaged in the industry. 

The present Report is eoncerned with Groups B. and C. 
4. So far 88 Groups A. and C. are eoncerned, a number of in

dustries can be definitely assigned to them. Group B., bowever, 
is necessarily more indeterminate. Some of the industries in thia 
group approach closely to industries in Group A., while others 
verge upon Group C. Forther, most industries, in whatever class 
they may fall, posseas a "tail," eonsisting of badly organized areas, 
or sections ·of the industry. Theae facta we have bome in mind in 
formulating our further proposals. 

5. So far as industries in Group B. are concerned, we are ot 
opinion that the proposals of our First Report ehonld, in tbeir main 
lines, be applied to thoee which, on enmination by the Ministry of 
Labor in consnltation with the Aasocistions concerned, are found to 
be relatively well organized. We snggeat, bowever, tbat where in 
theae industries a National Industrial Conncil is formed there should 
be appointed one or at most two official representatives to aMist in 
the initiation of the Conncil, and continue after its establishment 
to act in an advisory eapacity and serve as a link with the Gov
ernment. We do not eontemplate that a representative 80 appointed 
shonld be a member of tbe National Industrial Conn.i1, in tbe sense 
that he ehonld have power, by a vote, to inflaence tbe decisions of 
the CounciJ, bat that he ehould attend its meetings and aasist in any 
way which may be found acceptable to it. By 80 doing he would 
Rcqnire a continuoas knowledge of the conditions of the indastry 
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of which the Government could avail itself, and so avoid many 
mistakes that under present conditions are inevitable. 

Tbe question of the retention of tbe official representatives sbould 
he considered by the Councils in the ligbt of experience gained wben 
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 ease 
sbould they remain except at the express wish of the Councils con
cerned. 

6." It may be that in some Group B. industries in which aNa
tional Industria.! Council is formed certain areas are well suited to 
the establisbment of District Councils, while in other areas the 
organization of employers or employed, or both, is too w'w to be 
deemed representative. There appears to be no good reason why 
in the former areas there should not be District Industrial Councils, 
acting in conjunction with tbe National Industrial Councils, in ac
cordance witb the principles formulated in the Committee'. earlier 
report on the well-organized trades. 

1. An examination of some of the industries coming within 
Group B. may ahow that there are some which, owing to the pe
culiarities of the tmd .. and their geographica.i distribution, cannot 
at present be brought readily within the scope of the proposals for 
a National Industrial Council, tbough they may he quite wen or
ganized in two or more separate districts. In such a ease we think 
there might well be formed one or more District Industrial Coun
cils. We anticipate tbat in course of time the influence of the Di.
trict Councils would be such that the industry wonld become suitable 
for the establisbment of a National Industrial Council. 

8. In the .... of industries in Group B. (a. in the industries 
covered by our first Report), we consider that the members of the 
National Councils and of the District Councils ahould be representa
tive of the Employers' Asaociations and Trade Unions concerned. 
In the formation of the Councils, regard should be paid to tbe 
various sections of the indu.try and the various claases of labor 
engaged, and tbe representatIves ahonld include representatives 
of women'. organizations. In view of the extent to which women 
are employed in these industries, we think the Trade Unions, when 
selecting tbeir representatives for the Councils, ahould include a 
number of women among those who are appointed to be members. 

9. It does not appear to us necessary or desirable to suggest any 
fixed standard of organization which ahonld exist in any industry 
hefore a National Industrial Council should be established. The 
ease of each industry will need to he considered separately, regard 
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being paid to its particular circmmstan .... and cbaracteristics. 
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 a 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 tbe conclusion tbat it is more desirable 
to leave tbe matter to tbe decision of tbe Ministry of Labor and the 
organizations concerned. Whatever tbeoretical standard may be 
contemplated, we think its application sbould not be restrictive in 
eitber direction. 

10. The level of organization in industries in Gronp C. is sucb as 
to make the scbeme we bave proposed for National or District In
dustrial Councils inapplicable. To these industries the machinery of 
tbe Trade Boards Act migbt well be applied, pending the develop
ment of such degree of organization as would render feasible tbe 
establisbment of a National Council or District Councils. 

11. Tbe Trade Boards Act was originally intended to secure the 
establishment of a minimum standard of wages. in eertain unor
ganized industries, but we consider that tbe Trade Boards abould 
be regarded also as a means of supplying a regular macbinery for ne
gotiation and decision on certain groups of questions dealt witb 
in other circumstances by collective bargaining between employers' 
organizations and trade unions. 

In order tbat the Trade Boards Act may be of greater utility in 
connection with unorganized and badly organizad industries or aee
tions of industries, we consider that eertain modifications are needsd 
to enlarge tbe functions of tbe Trade Boards. We suggest that they 
should be empowered to deal not only with minimum rates of wages 
but with boom of labor and questions cognate to wages and hours. 
Weare of opinion also that the functions of tbe Trade Boards 
should be extended so as to enable tbem to initiate and eonduct 
enquiries on all matters affecting tbe industry or th. section of the 
industry concerned. 

12. If tbese propoaaIs were adopted, there would be set up. in 
a number of industries or sections of industries, Trads Boards (con
sisting of representatives of employers and employed, together with 
"appointed members") who would, witbin the scope of their fune
tions, establish minimum standard rates and conditions applicable 
to the industry or section of the industry which they represented, 
and consider systematicaIly matters affecting the well-being of the 
industry. 

13. Whare an industry in Group C. beco_ auftlciently organ-
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ised to admit of the institution of N atiODal and Distrief; CouneiIs, 
we eonsider that these bodi ... should be set up on tha lin ... already 
indieated. Where it appeazs to a Trade Board that an IndDStrial 
Council should be appointed in tha industry eoncerned, they should 
have power (IJ) to make applieatiou to the Minister of Labor asking 
him to approaeh the organimtiona of employers and employed, and 
(b) to B1IggOIIt a ""heme by which the representation of tha work1m!' 
and employers' sid ... of the Trade Board eould be seeured. 

14. Whether in industri ... in Group C. the establishment of Worb 
COPllnittees is to be ...... mmended is a question which ea\ls for very 
oareful examination, and we have made the general qufStion of 
Works Committees the aubjset of a separate Report. 

15. We have already pointed out that most of the industri... in 
Groups A. and B. have seetiona or areas in whieh tha degrea of or
ganization among the employers and employed falls much below 
what is normal in the rest of tha indnatry; and it appears to us 
desirable that the genera\ body of employers and employed in any 
industry should have lOme means whereby they may bring the wbole 
of the trade up to the standard of minimum eonditiona which have 
been agreed upon by a substantial majority of tha indnatry. We 
therefore ...... mmend that, on the applieation of a National Industrial 
Council sufl!eienUy representative of an industry, the Minister of 
Labor should be empowered, if satisfied that the eaee is a suitable 
one, to make an Order either instituting for a seetion of the industry 
a Trade Board on which the National Indnatrial Council ohould be 
represented, or eonatituting the Indnatrial Council a Trade Board 
under the provisiona of the Trade Boards AcL These propoaala are 
not intended to limit, bot to be in addition to, the powers at present 
beld by the Ministry of Labor with regard to the establishment of 
Trade Boards in trad ... and indnatri ... where they are considered by 
the Ministry to be necessary. 

16. We have already indicated (paragraph 9) that the eireum
stan.... and eharaeteristiea of each of the several industries will 
need to be eonsidered before it ean be decided definitely how far any 
of our propoaala ean be applied in partieular instan .... , and 'We have 
refrained from attempting to suggest any ezaet degrea of organiza
tion which would be reqnisite before a partiealar proposal could be 
applied. We think, however, that the auggestion we have made in 
the preeeding paragraph to eonfer upon a National Indnatrial Coun
cil the powers of a Trade Board ohould be adopted ouly in th""" 
eaaea in which the Minister of Labor is satisfied that the Council 
"'Presenta a substantia\ majority of the industry eoncerned. 

17. We are of opinion that most of the ebief industri ... 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 Boarda. . 

18. In the former group the National Induatrial Councils would 
be constituted either in the manner we have indicated in our first 
Report, carrying with them District Councils and Works Committees, 
or on the lines suggested in the present Report, i.e., each Council 
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 case of industries in which there 
is a National Industrial Council, Trade Boarda might, in some 
instances, be associated with the Council in order to determine 
wages and hours, &c., 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 atone to the full 
Industrial Council atatus. 

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 representative associations of 
employers and employed, which, however, do not pOS8088 
the authority of those in Group A. induatries, 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 act in an advisory 
capacity. 

(0) In industries in both Groups A. and B., we propose that un
organized areas or branches of an indnstry should be pro
vided, on the application of the National Induatrial Council 
and with the approval of the Ministry of Labor, with Trade 
Boarda for such areas or branches, the Trade Boarda being 
linked with the Indnstrial Council. 

(d) In industries having no adequate organization of employera or 
employed, we recommend that TradeBoarda abould be eon
tinued or eatablished, and that these should, with the ap-
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proval of the lIinistry of Labor, be enabled to fonnuIate a 
aeheme for an IndUBtria\ Council, which might include in an 
ad'risory eapaeity the "appointed members" of the Trade 
Board. 

2L It will be observed that the poJiey we recommend is based 
upou organization on tha part of both employers and employed. 
Where this is adequate, as in Gronp A. industries, there is no need 
of externaI assistance. In Group B. industries, we think that the 
organizations concerned would be glad to have the services' of an 
oflieial representative who would act as adviser and as a link with the 
Government. In unorganized _tions of both groups of industries 
we believe that a lazger' measure of Government assistance will be 
both desirable and acceptable, and we have therefore suggested the 
adoption of the machinery of the Trade Boards Act in this connec
tion. In Gronp C. industries we think that organization will be 
encouraged by the nse of the powers under the Trade Boards Act, 
and .... here National Industrial Councils are set up we recommend 
that the "appointed members" of the Trade Board abould act 
on the Councils in an advisory eapaeity. Briefly, onr proposaIa are 
that the extent of State assistance abould 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 
cootrary, we regard it as a meaDS of furthering the growth and 
development of such organization. 

23. We think it advisable in this connection to repeat tbe follow
ing paragrapb from onr former Report:-

"It may be desirable to state here onr considered opinion that 
an ....... tiaJ. condition of aecnring a permanent improvement in 
the reIations between employers and employed is that tbe", abould 
be adequate organization on the" part of both employers and 
workpeople. The proposaIa outlined for joint cooperation 
throughout th. several industries depend for their ultimate sue
.... upon there being such organization on both sides; and such 
organization is necessary also to provide means whereby the ar
rangements and agreements made for the industry may b. ef
fectively earried out." 
24. In oonsidering tbe .... p. of the matters referred to us we 

have fonned the opinion that the expreasion "employers and work
men" in onr reference covers State and Municipal authorities and 
persons employed by them. Accordingly we recommend that sucb 
authorities and their workpeople should take into consideration the 
proposals made in thia and in our first Report, with a view to de-
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termining how far such proposals can suitably be adopted in their 
case. 

We understand that the Ministry of Labor has up to the present 
circulated our first Report only to employers' and workpeople's 88-

Bociations in the ordinary private industries. We think, however, 
that both it and the present Report sbould also be brougbt to tbe 
notice of State Departments and Municipal Autborities employing 
labor. 

25. Tbe proposals we have set forth above do not require legisla
tion except on three points, namely, to provide-
(1) That the Trade Boards sbaII have power, in addition to de

termining minimum rates of wages, to deal witb hours of 
labor and questions cognate to wages and hours. 

(2) That the Trade Boards sball bave power to initiate enquiries, 
and make propoaaIs to tbe Government Departments eon
cerned, on matters decting tbe industrial conditions of tbe 
trade, as well as on questions of general interest to tbe in
dustries eoncemed respectively. 

(3) That wben an Industrial Council sufficiently representative of 
an industry' makes application, tbe Minister of Labor shall 
have power, if satisfied that tbe case is a suitsble one, to 
make an Order instituting for a section of the industry a 
Trade Board on wbich the Industrial Council sball be repre
sented, or constituting tbe Council a Trade Board under tha 
Trade Boards Act. 

26. Tbe proposals which we have made must necessarily be 
adapted to. meet tbe varying needs and circumstsnces of different 
industries, and it is not anticipated tbat there will be uniformity in 
practice. Our recommendations are intended merely to set forth 
tbe main lines of development whicb we believe to be essential to 
ensure better relations between employers and employed. Tbeir 
application to the several industries we can safely leave to those 
intimately concerned, with tbe conviction tbat tbe ftexibility and 
adaptability of industrial organization wbicb have been 80 large a 
factor in enabling industry to stand tbe enormous strain of the war 
will not rail the country wben peace returns. 

?:T. Otber problema aJl'ecting tbe relations between employers and 
employed are engaging our attention, but we believe that, whatever 
further steps may be necessary to accomplish tbe object we have in 
view, the lines of development BUggested in tbe present Report and 
the one which preeeded it are fundamental. We believe that in each 
industry there is a ijUftlcient111~ bod)' of opinion willing to adopt 
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the proposals we have' made as a means of establishing a new reIa
tion in industry. 

We have the bonor to be, Sir, 
Your obedient Servants,' 

J. H. WHITLEY, Chairmtm. 
F. S. BUTTON. 
S. J. CHAPlUN. 

G. H. CLAUGHTON. 
J. R. CLYNES. 
F. N. HEPwORTH. 
WILJ'BII) HILL. 
J. A. HOBSON. 

{
H. J. Wilson, }Secret . 
A. GREENWOOD, ......... 

A. SUSAN LAWRENOII. 
MAURlOil LEvY. 
J. J. MALLoN. 
THos. R. RATCLlJ'J'lI-ELLIS. 
ALLAN M. SlllTH. 
D. R. H. WILLIAlI8. 
MONA WILSON. 

18th October, 1917. 

1 Sir G. J. Carter and Mr. Smillie were unable to attend any of tho 
meetinge at which thio Report wao conBidered, and they therefore do 
nat Bign it. 
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THE PREDECESSOR OF THE WffiTLEY SCHEME 

A MEMORANDUM ON INDUSTRIAL SELF-GOVERNMENT 
TOOll7rBEB WITH A DR.U'T SC1I&1I:E I'OB A BUILDEBB' 

NATIONAL INDUSTIIUL PABLlAl(ENT 

Prepared by request of J. H. Whitley, M.P. 
By MALCOLJ( Sp ARICE8 

INDUSTRIAL SELF-GOVERNMENT 

This memorandum is an attempt to set out in detail the eoDSid~ 
tion8 that have led me to advocate the setting up of National In
dustrial Parliaments in our staple industries, as a contribution to
wards the solution of some of the most urgent problems that eon
front the eountry at this time. 

The examination falls naturally into two sections:
(a) The needs of the industrial situation. 
(b) The 'congestion of the parliamentsry machine. 
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 tbe principles 
are sound they must he equally applicable to most of our ataple 
industries. 

A.-THE NE1!IlII 01' TRII INDUBTBIA.L SITUATION 

It was the amazing futility of that struggle, involving, as it did, 
many employers ... ho, like onrselves, had no quarrel wbatever with 
their opponents, that finally riveted my attention firmly upon the 
extreme urgency of the problem and the neeeesity of trying to find 
a solution that would be big enough to break throngh the old barriers 
of hostility and euspicion and carry all before it. 

Whilst the complete elimination of eonflict may as yet be quite 
impossible, the hope of the future undoubtedly lies in tbe intimate 
and continuous association of both Management and Lebor, not for 

468 
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the negative purpose of adjusting clitferences, but for the positive 
purpose of promoting the progressive and continuous improvement 
of their industrial eervice, from which alone the national prosperity 
can be derived. 

Industrial Peace must come, not as the result of tbe balance of 
power with a supreme Court of Appeal in the background. It 
must emerge as 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. 
~ hat it needs is confidence and a courageous forward movement 

supported by the constructive 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 sight Utopian, 
could after all be successfully applied in the reorganization of our 
industrial life to-day. 

We built the old order upon tbe basis of 0ppoB.d interests. I 
believed that the .,""''''''' interests of industry would prove to be 
wider and more fundamental than those which were still admittedly 
opposed; and that upon these common interests the fabric of the 
new industrial order might he confidently raised. 

THB BCHEME 

The National Executives of the Trade Unions in the industry 
Bhould invite the National Employera' Federation to cooperate with 
them in setting up a National Industrial Parliament, representing 
Management and Labor in equal numbera. 

The object of thiB body would be "to promote the continuous and 
progresaive improvement of the industry, to realize its organic unity 
aB a great national service, and to advance tile well-being and statua 
of itB peraonnel." 

It will be Been that this is a definite attempt to break down the 
long eetablisbed barriera, to mobilize for immediate active service 
all the goodwill that we know exists on both sidee, and to focus it 
upon a field of wise development hitherto almost entirely unexplored. 

The new assembly would be constroctive and "olhi"g but con
Itro.tive, and disputes would be completely excluded from its pro
gram. It would in no way superaede tbe existing Employera' Asso
ciations or Trade Uuions, nor would it do away with the Concilia
tion Boards, which would still perform their proper function in the 
settling of differences and disput ... 
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The field of action which would be opened up by the proposed 
Industrial Parliament would, however, be very great. One of its 
firat steps would be to set up a lIumber of committees, witb power 
to coopt experts, to investigate and submit recommendations upon 
each of the following important matters, for ""ample:-

1. The RegultJrizatiM> of Wage. 

To supersede 'h. pre .... ' chaoli. confusion by Ihe pro.nsio .. 
of a gradlualed scale of m .... i"""" rale, designed 10 keep REAli 
_g" .... Ihe industry as nearly as possible on a z."el throughoul 
Ih. counlry. 

A brief explanation is necessary to make this proposition clearer. 
The present rates of wages in the building industry are extraor. 
dinarily erratic, as tbe following table, taken from "The Builder," 
will ahow:-

WAGE RATES IN THE BUILDING INDUSTRY, SEPTEMBER, 1916. 

s ,; S. .~ 

~ f· ~~ 

j ~. 5 ~ i:i' $.5 

~ l ;.~ t~ ~ c 

~ 
G'"> .:I ~ ~ 

:I ... 
~ 

.s 112 ~j -':.8 ~.., 

~ .. ~:J t:J .. ~ ~ ~ );I 0 .. ~ ~ "'_ 
B. d. s. d. 8. d. 8. d. 8. d. s. d. 8. d. o. d. 8. d. e. d. 

London .. . 1 0* I 0* I 0* I 0* .. I I 10 9 9 9 
Crewe 7i 8 7i 9 8* 8* 8 6i 6* 6 
Mo.ncheeter II II II II 10 II 10* 71 7i 7i 
Bedford ... 8 8 9 8i 8 9 6* 6* 6i 6 
Liverpool .. I 0 I 0 I 0 II 1Ii I 0 10* 8 8 8 
Taunton ... 7 7 7 7 .. 8 6* 4i 'i 'i 
Nottingham II i1 11 10i 10i II 10 8i 8i I 

These oeven ""amples are .. Iected almost at random from a liat of 
over a hundred towno in England and Wales alone. They are prob
ably sufficient to show my meaning. 
If London is taken ao the standard, then Manchester and Not

tingham are probably in their proper ratio; but Crewe is eerteiuly 
far too low, and probably Bedford and Taunton aIao. Liverpool, 
on the other hand, oeems high aa compared with Mancbester. The 
effect of this lack of standardization is apparent every time tbat 
a proposal for advance is made by the Trade Unions in any given 
district. The employers invariably reply that, although oymp .... 
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thetic, they are .ompelled to oppose the demand in view of the .om
petition of districts not subject to proportionate advance. 

In this way we invariably get the minimnm of result accompanied 
by the maximnm of friction. And there is a further important 
point. The advantage of the migration of manufacturing industries 
from town to .ountry 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 lU'e low. 

the standlU'dizing of r.al wages throughout the .ountry would, 
therefore, greatly increase the mobility of .labor and would be of 
'Vital importance in the 80lving of the problem of decaoualization. 
And there would appear to be no valid objection to the principle of 
the scheme, although, hitherto, it has been impossible of achievement 

, owing to the unwillingness of local associations to surrender a pm 
of their autonomy. 

Standardization beiug once ac.ompliahed, all subsequent advances 
in real wages would be arranged on a national basis, and an im
mense amount of friction, would totally disappear. 

2. Pr.." ... ti ... 0' Unemploym."t 
To dfl'lJiB_ measur., for (a) the pr.."."tio" 0' ..... mploym ... t, 

with a ",ew "0 it, ultimate abolitio", and (b) th_ dBCIJB1Jalizatio" 0' Labor, a "erg important problem, whieh is undoubtedly soluble 
by scientific organi.atio... • 
In reglU'd to the former, there is no doubt that 80me form of 

. State aaBistance is essential if really efiective progresa is to be made. 
The proposa.la of the National Housing and Town Planning Council 
afford a model of the kind of thing that migbt be developed. Prob
ably some of the recommendations of the Minority Report of the 
Poor Law Commission (Unemployment section) would a.lao be 
adaptable. • 

Effective coOperation between the industry and the Labor Ex
changes would be another very important factor, and would also be 
of invaluable aseistance during the period of demobilization. 

S. Disablad 801di_rs 
To roguZot. the employm ... t 0' pamally disabled .oldiers imd 

to ...... r. that Ih. " ..... 0 ... granled by the N aticm ,hall not becom. 
tho moa ... 0' reducing the Ifandard ral .. 0' wag ... 

I believe that unless this problem is taken in hand scientifically 
it will produce a vast amount of preventable ill-feeling and .ontlict, 
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and this view haa been invariably eonllrmed by tbe numerona Trade 
Union leaders with whom I have come into contact. It is the kind 
of problem that em easily be settled by the goodwill of the parties 
concerned, but it is qnite insoluble by tug of war. 

The question of trsining, although only a temporary problem, 
presents possibilities of oaeful service in coOperation with the War 
Pensions, etc., Committees. 

4. Technical TrtJimng and Re.eMch 

To Mrange lor adequate technical traimng lor the memb.,. 0/ 
the imtluefry j the reform 0/ "blind alley" OCt:Upaliom j Ih. im
provement 0/ proces.es, design, and .tandMds 01 workmanship j 
re.eMeh, apprenticeship, and the regulation 01 the ctmditions 01 
entry into the trade. 

This is certainly one of the most promising and ne .... ary depart
ments of the service, and one which is at present almost untonched, 
so far as many industrial organizations are concerned. 

In this connection it is interesting to note that the recommenda
tions of the Workers' Educational ABBOCiation, on Technical Edu .... 
tion, include a precisely similar proposal, namely:-

"( d) That technical schools should be administered by a body 
on which employers and workpcople chosen by their respective 
trade organizations should be equally represented, together with 
members of the Education Authority, and that there sbould be 
special advisory committees of employers and workpeople for 
speeial trades." 
The "regnlation of conditions of entry" will naturally raiss very . 

large questions of Industrial organization, both for Employers and 
for Operatives, and amongst these questions the problem of nOD
union labor will certainly take a prominent place. 

5. Continuous and l'rogre.siv. ImprDf>ement 

To provide a eleuring hous. for idetJ8, and 10 ;,.venigalo, ito 
"""junction wit" exporl., all ... ggo"od /in .. 01 improvem ... t, in-
cluding, lor example, ... ch q .... tions tJ8:-

I ....... trial """trol and .tat ... 01 Labor. 
Scientific _gement and mer.aso 01 outpuf. 
Welfaro m.thods and .cheme. 0/ education. 
CIo • ., as.ociation betw .... industry and arlo 
The probleme 0/ _ ito industry. 
Zna...trial health and physical ",..ning. 
Prev ... tion o/accident., ",c. 
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Here is another department full of wonderful possibilities of &erY

i.... Hitherto our leaders of progressive thought have bad to be 
eontent to launeb their ideas througb sueb media as the Fabian 
Society, the periodieal reviews, the publisbers and. the general p ...... 
In tbia way public opinion is undoubtedly developed, but the notiee
able effeet upon the general eonduet of industry is eomparatively 
smaIL But now, for the first time in industrial history, we should 
have our great ataple industries setting up "Improvements Com
mittees" and inviting these experts to eommunieate their ideas direet 
to'tbem-for full diseussion and investigation. It would be diffi
eult to overrate the edueational advantages of sueb a method, both 
to industry and to experts, and it would eertainly do mueb to foster 
the eoneeption of industry as publie service, upon the full reeognition 
of wbieb faet so mueb depends. ' 

6. PMblieilg 
To iBBu aoallorilGli". ;"fOF7lllMWtt .. ".... aU -.... """""cUd 

wI> ,,.. ...... A: of ,,.. ItldusmGl P .... """""" and ,,.. F09rall of 
,,.. induslry generally. 

The reporta of the varioua eommittees would naturaUy be pub
Jisbed in all tbe trade joumals and tbe general press, and the In
dustrial Parliament would thua be enabled to eetimate the trend 
of public opinion thereon before taJrin,;: ita 1Inal deeisiOIllL 

In tbia way tbe public atatua of trade joumals would speedily 
be raised to a very bigh level-as tbe reeoguized organa of the new 
industrial polities. But the publicity of the Prees alone would not 
be sulIIcient to enable the Industrial Parliament to render tbe fulleet 
eerviee of wbieb it might be espable. It would eertainly be ad
viaeble to eetabJisb Joint Distriet Boards, similar in eouatitution to 
tbe Industrial Parliament itaeif, in the varioua centers of the In
dustry, for diseussion, eriticiem and suggeetion. In tbia way we 
ehouJd ......... full eoDSiderstion for the special eircumotan.... and 
eonditious of localities, and bring to bear upon the various prob
lema the v~uable ezperienee and adviee of the different diotrieto. 
A. further very useful function would be disehuged by the Works 
Committees, already ouggeeted in many quarters, to ......... the eo
operation of Management and Labor in the diseussion and improve
ment of working metbodo and eonditions. They would very natu
rally include on their agenda the earefuJ eoDSideration of the va
riouo propOBBlo as they eame before tbe Industrial Parliament and 
the Distriet Boards, and would be able to furnieh uoefuJ information, 
eritieisms, and even to originate ouggeetions 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 neceasary on the subject of the Chairman, 
88 his position presents unique possibilities of invaluable service. 
Hi. would be the duty of keeping the discuasions constantly focussed 
upon their objective, the continuous improvement of the industrial 
service. His capacity would, however, he purely advisory and he 
would have no casting vote. 

This provision would effectively prevent the 898embly from be
coming merely an enlarged court of arbitration or conciliation, and 
would do much to produce that atmosphere of mutual confidence 
without which the scheme cannot suceeed. This matter of real eon
fldence is 90 important that it might be advisable to safeguard it 
even further, at any rate in the early stages, by stipulating that 
the number of representatives of Management and Labor voting 
upon any measure should a/1DIl1J' be equal. This arrangement would 
not produce deadlock~cept perhaps on very ~are occasions. It 
already exists in the rules of the Builders' Conciliation Boards, 
and is one of the moet valuable features of the coneiliation acheme. 
I believe that the Industrial Parliament would divide into two main 
group_those who wished to go forward very rapidly, and thoee 
who preferred more cautious progr..-but I am convinced that 
the line of clcavage would be new and that we should find em
ployers and operatives coOperating on both sid.. of the Honse in
stead of in two hostile camps as heretofore. 

The tangible results of the work of the Indnstrial Parliament 
might take shape in tlie establiahment and progressive development 
of two codes of regulations or working arrangements, ODe com
pnlsory, the other voluntary. 

TmI OOKPUISOKY ClOD" 

In the first instance, at tIDY rate, this compulsory code would 
not be a very extensive· one. It would merely regulate, for a
ample:-

The minimum wage, 
The normal day, 
Overtime conditions, 
Traveling and lodging aIlowan .... 
Terms of notice on discharge, 

and any other mattera that tend to atandardize industrial practice 
and upon which it would be possible to obtain aD overwhelming 
mesaure of agreement. 

But, in order to make it compulsory, I snggested thet the In-
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dustrial Parliament should be empowered to submit th.... agreed 
measures for approval by the Board of Trade or s Ministr.f of 
Industry, and that when sanctioned in this way they abould be en
foroed by law througbout the whole of the industry. This principle, 
of eonrae, is not new. It came to the front for the fust time in this 
conntry on the ooeaaion of the Transport Strike of 1912, when Mr. 
Ramsay Macdonald embodied it in "s Bill to make agreements eome 
to volnntarily between employers and workmen in the Port of 
London legally enforceable on the whole trade." 

The Bame proposal appears in the report of the Industrial Conn
cil nnder Sir George Askwith, but with anti-strike conditions at
tached, which, if applied to the Industrial Parliament scheme, would 
tend to reduce confidence and are therefo... inadvisable. A very 
similar suggestion is also made in the report to the British Ass0-
ciation, of Professor Kirkaldys Committee on Indnstrial Unrest 
(Lab ... FiMrtt:e tmd lhe War, p. 43). I believe it would be a most 
valnable innovation, for, by fixing s definite dt.W..... !me of mini
mnm standards throughout the wbole of an indnatry, it would elear 
the road for the progressive employers in s 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 to be subject to adequate 
aafegnards for the interests of the conanmera. 

The proper Government Department upon which this important 
duty would devolve might very well be fonnd in the newly con
stituted Ministry of Labor. But as the great aim of the Industrial 
Parliament scheme is the realimtion of the organic unity of industry 
as a public service, I would suggest that the title Ministry of Labor 
might with great advantage be ezpanded to Ministry of Industry 
as conveying the broader and newer conception. The old title pre
cerves the two hostile csmpa-the new one implies their coOperation 
for a common pnrpoce. 

THB VOLUlITABY CODa 

The suggestion is that it abould always be open to the Industrial 
Parliament to accept for the volnntary code proposals that might 
be quits impossihle or Utopian for the compulsory code. And it is 
in this principle of organized volnntaryism that I believe we may 
find the germ of true industrial advance. It will be remembered 
that the Improvements Committee forms a elearing bonae for the 
investigation and presentation of ideas and suggestions formulated 
by tha best thinkers of the world. Some of th .... schemes would be 
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rejected by the Indoatrial Parliament and some might be aceeJ. ted 
for ·the voluntary code. Bnt the fsct that they were proposed for 
voluntary adoption only wonld transform the whole tone of the dis· 
cussions. 

It wonld enahle 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 graduaUy 
to create a general readiness to think out problems in terms of 
humanity as weU as in terms of materialism. 

The educational advantages of such a system are 80 obvious 
that I need not enlarge upon tbem, except to point out that they 
would undoubtedly stimulate progressive thought upon all ques
tions of social development, and this would stm 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 Yesr of the progressive employ8l'
undertaken tlolunlarily with full publicity and published resulta. 
The progressive employer is the bsckbone of the echeme. If 
he is a mere figment of the imagination, then the scheme is largely 
valueless, but if he do.. exist (and we know he does), then there 
seems literally no limit to its possibilities. Conceptious of the 
team spirit in industry and of its organic unity in the public 
service would gradually cease to be Utopian dreams, and wonld 
a .. ume a definite and concrete shape. 

It is 80metimes held that industrial progress moat in the long 
run he limited by the standards of the public or social conscience 
of the nation at large-but it seems reasonable to hope that the 
operation of the voluntary code might promote the development 
of an active industrial conscience which wonld reeogniu no snch 
restrictions, bnt wonld actually lead the way. 

At any rate, I think we might claim with confidence, that many 
employers endowed with public spirit and enthusiasm, wonld adopt 

. voluntarily, for experiment, proposals that they wonld certainly 
have felt- bound to reject, wben aeeompanied by the menace of 
"".reion.. That is the theory that underlies the whol. eoneeption, 
and I eonld support it by actual instan_ from my own experience. 

B.-THE CoNGESTION O. TlD PAIIL1AIlENTAIIY MACHIN& 

Investigation into the needs of the industrial situation has eon· 
vineed ·me of the enormous advantages, both moral and material, 
of Industrial Se!f-Government; but I believe my argument wiU be 
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still further strengthened by a short review of tbe Parliamentary 
situation itself. . 

Even before tbe war tbe difficulties arising from the congestion 
of Parliament w .... attracting very widespread attention. and tb ..... 
fore need no elaboration by me. 

But as tbe end of tbe war approaches tbeae difficulties will be 
increased a hundredfold by tbe stupendous problems of The Recon
struction-International. Imperial, National. Industrial and Social. 

"Every one of tbese matters will be urgent. yet every one of 
thelll will have to be deslt with by one Cabinet and one Parliament. 
Is it not inevitable tbat th .... will be serious delays and inefficiency 
and hurry in tbe effort to avoid delay' ••. It requires. indeed. 
no elaboration to show tbat we may be far nearer a real breakdown 
in our Governmental machinery tban anyone supposes." (ROUtId 
Tabl •• D ...... b.r. 1916.) 

Th.... is probably no department of our national life in which 
wise progreaeive legislation is more urgently needed tban it is in 
tbe industrial sph .... to-day. 

Yet th.... seem to be peouliarities about industrial legislation 
tbat render it particularly difficult of aeeomplishment, and. when 
aeeomplished. deprive it of many of its intended advantages. It 
is. of eours.. oontroveraial to an astonishing degree. The some
what automatic opposition of the party system is augmented by tbe 
watchfulness of tbe collectivists. tbe syndicalists. the individualists 
and otbers, all anxious to defend ar advance their own particular 
points of view. And in addition to this th .... is always the strenu
ous opposition of the industriaI interests affected. A well·known 
association of employers definitely includes this as one of its ob
joets. as the following qnotation will show: "Oppressive Ie"aisla
tion •.•• and other menaces to the welfare of our industry. can 
only be effoetually dcalt with by organized and ooncerted eft'ort. .. ··· 
This leads me to suggest tbat industrial Iegis\ation. imposed from,'" 
without. may create. like ooercion. a kind of resistance that otherwise 
might never have arisen. It would seem poeaible. tberefore.· ~hat 
it. too. is a wrong principle and can ouly produce the ~~ 
of result with the maximum of friction. . " . 

If tbis be tru .. then the plan of industrial &elf-government stands' 
out very clearly as a promising solution. ' 

Applied separately to each of our stsple industries. it would 
seem to offer tbe following administrative advantages:- • '> 

(1) It would ensure thllt every industrial problem would .be 
oonsidered in tbe first place from the particular' point of 
view of tbe industry itself. and this woulll oertsiuly help 

1\ •• 1 Wi- • 
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to develop progressive traditions of public service. 
(2) It would mean tbat 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 tbe House of Commons altogether 
an enormous masa of intricate and highly controversial 
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 ha 
fitted for sueb duties. Their eapacity would have to be judged by 
the results of the new legislation they produced. 

But it is worthy of notice that this particular type of adminis
trative devolution is already in accord with advanced Labor views. 
Mr. G. D. H. Cole says:-

"The State is in the dilemma of fearing to nationalize, beeause 
it mistrusts its own eapacity, and yet of being wholly unable to 
interfere suceessfully 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 
ha liberated for tbe work that is worthy of tbe national dignity, 
and it must leave to those who alone are competent to deal with 
them the particular tasks of industrial organization and manage
ment. Devolution is the order of the day, and we must have devolu
tion not merely by localitiea, but also by purposes. Even if tha 
State cannot be wholly detacbed from industry, tbe problem is to 
free it as far as possible, and not, as some pcople seem to think, 
to concentrate all possible tasks in its hands .... "Responsibility 
is the best teaeber of self-reliance." 

I would add, also, that it is the best aafegnard against the im-
proper use of power. . 

Having now stated the ease for industrial self-government, as it 
has appeared to me, let me conclude with a brief account of the re
ception of the seheme by the organized Labor of the building in-

. dustry. ' 
THB UCEP'rIOlf O. THB fICllI'lJIB 

The reply of tbe London Committee of the Carpenters and 
Joiners was immediate and favorable. They strongly supported 
tbe propoaal and sent it forward to their National Exeeotive in 
Manchester. On the invitation of the National Exeeotive I at
tended a speeial conference held in London in April, 1916, at whieb 



APPENDIX H 477 

the General Couneil of the Carpenters and Joiners were also repr&
sented. 

The discussion was :frankly favorable, and tbere was no tnwe 
whatever of the old hostility and suspicion. By llD8IIimous vote 
they decided to support the proposal aod to send it forward to the 
National Associated Building Trades Council-a body set up in 
1914 for the purpose of coOrdinating, and eventually of federating 
into one great Industrial Union, the principal Trade Uniona in the 
building industry. 

b eame before thia Council in June, but full diseussion was pr&
vented by Iacl< of time. It was, however, printed aod cireulated 
to the twelve affiliated onion&, and was also published in the Trade 
Union journals. The Council then decided to hold a full day's 
conference on the proposal at Liverpool in October, and as a pre
liminary to this, a smaJJ committee, of wbich I was a member, met 
in Manchester in September to prepare the scbeme in more detailed 
form for discusaion point by point. 

After a full day'. disc1lll8ion at Liverpool, the Council, of twenty
two delegates, representing the national executives of the principal 
Trade Uniona in the industry, decided, without a Bingle dissentient, 
to approve the scheme in principle. 

It was then referred to the national executives for consideration 
before being' forwarded to the Employers' Federation, and was 
again printed in full in the Trade Union journals. 

The Council reassembled in Manchester at the end of November, 
and the replies of the executives being favorable,. they reaolved, 
again by unanimous vote, to Jay tbe scheme before the National 
Federation of Building Trades Employers of Great Britain and 
Ireland, and to ask for a preliminary conference upon it. 

Four delegates were appointed to collaborate with me in drawing 
np a speeiaJ explanatory etatement to accompany the scheme. We 
met in Mancheater in December and drew np the dooument wbich 
forms an appendiJ: to thia memorandum. 

TWO PBOBI&ll8 

L Tk Else/oral 81/" .... 

If the Industrial Parliaments are to render their full BerVice, 
it is esaentiaJ that the electoral system npon wbich they are set up 
.haJJ be such as will command general respect and confidence, but 
at the aame time it must be aimple and inexpensive in its working. 

In its aimplest form, the national organizationa ,both of employers 
and employed would each furnish a given number of representatives, 
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ohoosing 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 headquartera. If this method proved to be too ex
clusive, the country might be divided into districts, each having a 
Joint District Board to which membera would be elected by ballot 
by the local Trade UniODS and Employera' AasoeiatioDS respec
tively. 

Each District Board might then send two of its membera (one 
for Management and one for Labor) to the National Industrial 
Parliament, and thus create a very useful IiDk between the central 
and the local bodies. 

2. The Sa/egUMilmg 0/ the Co.....". ... 

It is probable that the establishment of Industrial Parliaments 
on the liDes suggested would greatly stimulate the existing tendency 
towards the amalgamation of busin..... into larger and larger 
eoneems, in order to eliminate UDDeoesaBry duplication and wa.te
fuI competition. 

This might sometimes lead to "joint profiteering" at the expense 
of the conaumera. The danger is, of courae, not new, but exist. 
already, and may easily spread. It can, however, be eontrolled in 
various ways; for instance:-

(a) By the powera of veto vested in the Ministry of Industry. 
(b) By special taxation. 
(c) By the rapid development of a real eonception of industry 

as a great public service. 
The true road of advance would seem to lie mainly along the liDe 

of the last suggestion-the frank acoeptance of an existing tendeney 
and ita encouragement in the right direetion. 

Po.sibly the Stat. eould grant facilitiea for the rapid trustidea
tion of industries, but make these faeilitiea eonditional upon the 
adoption of some definite rulea of public service. In the building 
industry I believe there will be found to be great p088ibiliti... of 
wise development on theae 1iDes. 

Both this and other dangera might ultimately be removed by the 
establishment of a Central Congress of Industry, containing repre
sentatives of each of the separate Industrial Parliaments, togetber 
with representatives of the State, the municipalitiea and others, and 
acting as a Second Chamber for the eonsideration and aanction of all 
industrial legisIation. 

The relation of such a body to the Ministry of Industry and to 
the Government would, however, reqDire very careful definition. 



APPENDIX H t79 

OONCLUSlOlJ 

There is one very important servi... that the State, through ita 
appropriate Department, muld undoubtedly perform.. It eould 
set up a eentral Clearing House for tbe reeeption and cfuloemiua.. 
tion of information upon Industrial progress. 

In this way it would enable eaeh of our Industries to draw upon 
the experience of the others, to profit by their au-. and to 
avoid, if possible, tbe ..,petition of mistakes. 

Tp secure harmony of interest hetween Management and Labor 
baa been described aa "the master problem of tbe modem industrial 
state," and tbe favorable ..,..,ptiou of the Industrisl Parliament 
scheme by a group of Trade Union leaders in one of our greatest 
industries must not he allowed to blind us to the immense diflieuJties 
that atill remain. These diflieuJties demand from both sides a new 
eoD~ption of Industry aa a public service, a clear understanding 
of Iheir reepeetive fonetiona in the process of production, a certain 
daring in experiment and a wilIingn_ to make eoneossioDll, if 
need be, for Ihe mmmon good. These ..... great demands, but the 
emergency and the opportunity ..... also great. I believe th.... is 
no problem that is insoluble by scientific organization backed np hy 
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 ean rise 
to this we shall lay the foundation of another Industrial Revolution 
fnll of great possibilities of service. 

APPENDIX 

PIIorosAL I'OR A BtJILD .... s NAnoluL IxDUSTBlAL P ABLIAKIIH'r 

A Memorandum addresed to The National Federation of Build
ing Tradea Employers of Great Britain and Ireland, by The N .... 
tional Associated Building Trades Counoil, ..,presenting:-

The AmaJ.."BlIlated Society of Carpenters and Joiners. 
The General Union of Carpenters and Joiners. 
The Society of Operative Stone MaaoD& 
The Amalgamated Society of Woodeutting M.aehinist& 
The Operative Bricklayers' Soeiety. 
The Manchester Order of Brieldayers. 
The N ationa! Operative Painters' Soeiety. 
The Amulgamated Staters and Tilers' Soeiety. 
The Electrical Trades Union. 
The National Amalgamated Furnishing Trades Association. 
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The National Association of Builders' Laborers. 
The United Builders' Laborers' Society. 

By direction of a Special Meeting of the Council held at Man
chester, on Tuesday, November 28th, 1916, and in aooordance with 
the instructions of the National Executives affiliated. 

INTRODUCTION 

This Memorandum is the outcome and e:opreasion of a desire on 
the part of the leaders of organized Labor in the Building Industry 
to render their full share of service towarde the oreation of a new 
and better industrial order. 

By general consent, the old system hlB proved 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 
have 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 haa reaehed a point where it is generally recog
nized that the "normal condition of the world of industry is one of 
suppressed war." 

Under sueh a system many a forward move on the part of Labor 
towards improved conditions is opposed almost aa a matter of duty 
by the Employers' Associations, and, conversely, many improvements 
in the direction of inereased production and efficiency are countered 
by the restrictive regulations of the Trade Unions; both sides aet
ing, aa they believe, in the interests of their members. 

The two sides rarely mect except to make demands of one another 
or to compromise conllicting claims, and negotiations are inevitably 
carried on aa between two hostile bodies. In this way great powel'll 
of leadership and willing service are diverted from constructive work 
into the sterile fields of largely nseless controversy. 

Both employers and employed have been the unwilling victims 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 
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 much sterility and 
waste. 

Whilst the total elimination of such eonlliets may be qnite 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 ot their in-
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dustrial service, troD. which alone the national p!OSperity can he 
derived. 

Industrial peaee must .ome, not as a result of· the balance of 
power, witb a supreme Court of Appeal in the background; it must 
arise as the inevitable by-produet of mutual .ontidence, real justice, 
eonstruetive good-will. IndUBtry ueeds no truee, uo compulsory 
arbitration, no provisions for postponement of disputes. 

What it needs is .onfidence and a .ourag.ous forward movement, 
supported by the .onstruetive genius of botb aides in eommon coun
cil No one engaged in .onstructive work can fail to respond to the 
tremendous ea1l of tbe big job, and tbe task to he faced to-day is tbe 
greatest problem in eoeial engineering thet the world has ever seen. 

It is believed tbat tbe .ommon interests of indUBtry will be found 
to he wider and more fundamental than tbose which are still, ad
mittedly, opposed; and it is upon tbe broad basis of tbeee common 
intereata that tbe fabric of the new industrial order may he confi
dently raised. . 

It is willingly acknowledged that tbia community of interest is 
already being recognized by the Employera' Federation. The com
position of tbe Natioual Housing and Town Planning Council, tbe 
new apprenticeship propoaaia, the various joint deputations to the 
Government departments are all evidence of tbis. 

It appears, tberefore, to he eminently desirable that a propoeal 
involving a great development of tbia principle abould receive full 
eonaideration; and, believing that tbe appropriate time has now 
arrived, tbe National Aaaociated Building Trades Council aubmits 
the following &cheme to the National Federation of Building Trades 
Employera of Great Britain and Ireland as a basis for preliminary 
discuaaion:-

A NATIONAL INDuST1IIAL PABLIAKlDIT 1'08 TmI BllILDllfO INDUSTRY 

ABO~ 

Tbe interest of employera and employed are in many respecta 
oppoaed; but tbey have a common interest in promoting the efti
eieney and ststus of tbe service in which they are engaged and in 
advancing tbe well-being of ita personnel. 

PROPOSAL 

It is propoaed tbat there should be aet up, for the Building In
dUBtry, a Natioual Industrial Parliament, representative of tbe Troda 
Unions and the Employera' Aaeoeiationa, which would foeua tbeir 
combined energies upon tbe continuous and progreaaive improve
ment of the industry. 
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NA>DI 

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 tbe continu
ous and progressive improvement of tbe industry, to realize its 
organic unity as a great national service, and to advance the well
being and status of all connected with it. 

PROG&AK 

The Parliament would not concern itself with the adjustment of 
dill'erences or the settlement of disputes. Means already exist for 
conducting such negotiationa and settling such issues. The funl. 
tion of the Parliament would be constructive, and nothing but con
structive. 

The agenda would be determined from time to time according to 
circumstances 88 they arose, and would naturally include such mat
ters 88 the following:-

1. Regularization of Wages.-The provision of a graduated scale 
of minimum rates designed to maintain real wages as nearly 88 po .. 
sible on a level throughout tbe country. Subsequent advances to be 
on a national basis. 

2. Prevention of Unemployment.-(a) To aequire a fuller par
ticipation in the control of the Board of Trade Labor E>:changes, 
and to supplement their work by improved organization special to 
the building trade for the decasualization of labor, and (b) to 
minimize the fluctuation of trade by intelligent anticipation and the 
augmentation of demand in slack periods, in coOperation with tbe 
National Housing and Town Planning Council and the LocaJ 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 reduc
ing the' standard rate of wages. 

4. Technical Training and Researeh.-To arrange for adequate 
technical training for the members of the industry, the improvement 
of processes, design and standards of workmanship, apprenticeship, 
researeh, and the regulation of the eonditions of entry into the trade. 

5. Publicity.-To issue authoritative information upon all matters 
whereon it is deemed desirable that leaders of puhlic opinion, the 
Preas, and the general public should have ezaet information. 
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6. Continuous and Progressive Improvement.-To provide a 
Clearing House for ideas, and to investigate, in conjunction with 
experte, every suggested line of improvement, including, for ex
ample, such questions as:-

Industrial Control and Status of Labor. 
Scientific Management and Increase of Output. 
We!fare Metbods. 
Closer association between commercial and aestbetic require-

ments. . KBTHOD 

The Parliament would set up Committees of Inquiry (with power 
to coopt experte l to investigate and report on eacb of tbe foregoing 
mattera, and would deal witb their reeommendationa as and when 
presented. All propoaals before the Parliament would be fully 
ventilated and diacussed tbrough the medium of Joint District 
Boards, Works Committees, the Trade Papers and the general Presa, 
in order that the opinion of the members of tbe building trade and 
of the general public thereon might be accurately gaged before tInal 
decisiona were taken. 

RmSt1Ilr 

The result would be the progressive development of two codes:
(al A compulsory code, probably involving legal sanction of 

agreed minimum standards; and 
(b) A volu,,'ary code, built up from the recommendationa of the 

improvements Committee for the voluntary, and perhaps 
experimental, adoption of progressive employers. 

It would tbus embody all proposals of which the principle was gen
erally approved, but for which it was not yet pOBBible or advisable 
to ask for compulsory powers. It would greatly stimulate the ad
vance of public opinion on msttera of industrial and social improve
ment. 

LEGAL SANcrtON roB COMPUI.'lOBY CODB 

Tbis might be accomplished by a special Act of Parliament, giv
ing power to tbe Board of Trade, or a Ministry of Industry, to ratify 
tbe decieiona of the Industrial Parliament, and apply tbem to the 
wbole of tbe industry, .ubject to adequate safeguards for the in
terests of conaumers. 

STATU8 01' IND118TBlAL PABLIAl<ENT 

There is at present no recognized body with which the Govern
ment ean communicete in regard to mattera concerning the building 
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industry 88 a whole-employelll and employed. The Parliament 
would exactly meet this need, and would become the mouthpiece and 
executive of the industry 88 a whole. 

SUGGESTED CoNstITUTION 

IlEMBER.SHIP 

Pending the establishment of more elaborale 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 advisahle that the representalives of the above or
ganizations should be appointed in a manner to ensure, on the one 
hand, the inclusion of actual operatives in addition to trade-union 
officials, and, on the other hand, of representatives of the managing 
staffs as well 88 the actual employers. Either side would be at lib
erty to change its representatives to soit its convenience. 

CHAIRMAN 

To he chosen hy hallot by the whole assembly. To be independent 
and advisory ouly, and to have no casting vole. 

SECRETARY 

The routine work of the Parliament would largely devolve upon 
the seerelary, who should be an impartial salaried administrator of 
proved experience and capacity. 

llDII'INGS 

The Parliament should meet at snch times and intervals 88 would 
allow of members still devoting part of their time to their ordinary 
occupations. 

BBllUNERATION 01' IfDlBEBS 

Thia would be restricted to the refund of expenses and eompensa
tion for 1088 of earnings. Financial provision for this would be 
arranged by each of the two organizations independently. 

VOTING 

In order to secure a basis of absolnte confidence, it is snggested 
that rules be drawn up to ensnre that the number of employen' 
representatives and operatives' representatives voting upon • m .... 
ure shall always be equal. 
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SUGGESTED AUXILUBY AsSEllllLIES 

Jonrr DISTRICT BOAlIDS 

These would be set up by local units of the two organizations for 
the discussion of the proposals of the Industrial Parliament and the 
furnishing of local facts and statisti<>l as required. They would aleo 
perform a valuable service by preparing and forwarding sugges
tions for consideratioD. 

WOBltS OOlUU'l'TEES 

Theee would be small groups representing Management and Labor, 
set up for the same purpose in particular shops. 

CoXCLUSIOX 

The ..,heme, brie1ly outlined above, strikes out a new line of ad
ministrative devolution, namely, devolution by occupation as com
pared with devolution by geographical area, as in the caee of the 
County Councils. 

It represents, in fact, the distinetively British Imperial tradition 
of jostice 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 bave this important result. Hitherto industrial legis
lation baa always been imposed from without, and baa encountered 
strenuous opposition on the part of organizations concerned to de
fend what they held to be their interests. 

Now the pro .... would be reversed. The industry itself would 
first agree on its conditions and would then submit them to the 
Board of Trade for approval and aanetion. In this way the 
Ronee of Commons would be relieved of an immense maes of higbly 
controveraial work and set free for the larger N ationaI, Imperial 
and International problems. 

Nor is this the ouly advantage that would arise. The spectacle of 
organized Management and Labor, uniting their constructive ener
gies npon a great program of reorganization and advance, migbt 
transform the whole atmosphere of our industrial life. 

The increase in efficiency and output consequent upon the substi
tution of construetive coOperation for the old antagonism and sue
picion would be very great. But the change would bring even 
greater benefits than thi.. 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 confiDed 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. l'f it will give a united lead with a construe
tive proposal on the general lines suggested, we believe that its ex
lmlple will be of great service to our country as she fa ... the im
mense problems that confront her at this time. 

Sigued on behalf of the N ationa! Associated Building 
Trades Couneil, 

S. HUNTER, Chairman. 
J. PAB80NAaJ:, Secretary. 

THE INDUSTRIAL COUNCIL FOR THE BUILDING 
INDUSTRY 

(Buildiug Trades Parliament.) 

EstabIiahed 29th May, 1918 

CONSTITUTION AND RULES ADOPTED 1st AUGUST, 1918 
MINISTRY OF LABOR, 

Sir, 

MONTAGU HOUBE, WHITEHALL, 

LoNDON, S. W. I. 

12th August, 1918. 

I am directed by the Minister of Labor to refer to your letter of 
14th JUDe, 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 tbe in
sertion of clause 23 of the Constitution of the Joint Industrial 
COUDcil dealing with such recognition. 

A. G. WHIT&, ESQ., 
Joint Secretary, 

I am, Sir, 
Your obedient Servant, 

D. J. SHACKLm'OIII". 

Industrial Couneil for the Building Industry, 
48 Bedford Square, W. C. 1. 
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PREl'ACB 

Tbis Council is the outcome and expression of a desire on the 
part of organized Employers and Operatives in the Building In
dnstry to render their full sh .... of service towarde the creation of a 
new and better industrial order. 

By general consent, the old syetem has proved itself unworthy, 
and the reasons for its failure .... not far to seek. From the days 
of .the industrial revolution the relations between employers and 
employed have been based upon antagoniam, coereion, and resistance. 

Througbout 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 
suppreased war!' 

Under such a system many a forward move on the part of Labor 
towarde improved conditions is opposed almost as a matter of duty 
by the Employers' Associations, and, conversely, many improvements 
in the dm..tion of increased production and efficiency are countered 
by the restrictive 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 compromise confficting claims, and I)egotiations are inevitsbly 
carried on as between two hostile bodies. In tbis way great powers 
of lesdership and willing service .... diverted from constructive work 
into the sterile fields of largely us.lesll controversy. 

Both employers and employed have been the unwilling victims of 
a system of antagonism that has organized industry on the lines of 
a tug-of.war, and permested the whole national life with sectional 
habits of thought and outlook. Wherever coereion 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 conflict may be quite im
possible, the hope of the future undonbtedly Ii .. in the intimate and 
continuous asaoeiation of both Management· and Labor, not for the 
negative purpose of adjnsting differences, but for the positive pnr
poee of promoting the progressive improvement of their indus
trial service, from which alone the national prosperity can be 
derived. 

Industrial pesee mnst come, not as a result of the balance of 
power, with a supreme Court of Appeal in the background; it mnst 
arise as the inevitable by-product of mutual conlldence, real jus-
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tice, constructive goodwill. Industry needs no truce, no oompulsory 
arbitration, no provision. for postponement of disputes. 

What it needs is confidence and a courageous forward movement, 
supported by the constructive genius of both sides in common coun
cil. No one engaged in constructive work can fail to respond to the 
tremendoua call of the big job, and the task to be faced to-day is 
the greatest problem in social engineering tbat tbe world bas 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 tbese common 
interests tbat the fabric of the new industrial order may he confi
dently raised. 

COMPOSITION OF THE COUNCIL 

EKPLOYEB8. 

TuB NATIONAL FEDERATION OJ' 
BUILDING" TRADEB EMPLOYERS 

COMPBI81!'fO: 

N cwne. Reprum.tation. 
Northern Counties Federation 2 
Yorkshire Federation ....... 3 
North-\\'estern Federation ... 7 
Midland Federation .•...... 4 
London Federation .......•• 8 
Eastern Counties Federation. 2 
Southern Counties Federation 2 
South·Western Counties Fed· 

eration .....•...•..••..•. 2 
South Wales Federation .... 2 

-32 

THE CONJ'El)EBATJON or NATlOft'AL 

AS8OCU,T10!'f8 OJ' BunnING 

TRADES SUB-CONTBACTOBS 

COMPRISING: 

National A88OCiatioD of ·M .. 
ter HOUle Painters and Dec· 
oratoll in England and 
Wales ................... , 

National AlJ8OCiation of MB. 
ter Plastereno ............ 3 

National Federation of Slate 
Merchants, Slaters, and Ti· 
lero ..................... I 

OPERATIVES 

Till!; NATIONAL Fi:DEaATJOIl' U 

BCILDINO TRADES OPERATIVES 

COMPRISING: 

Name. Rqruen.tation.. 
Amalgamated Society ot Car· 

penters, Cabinetmaken, and 
Joiners .................• 8 

General Union of Carpentera 
and Joiner •..••.........• 4: 

National Amalgamated Soci
ety of Operative Ho .... and 
Ship Painters and Decora-
tora .•.•••....••........ " 

Operative Stooemaaona' Socj~ 
ety ..................... 4 

Amalgamated Soclet,l' of 
Woodcutting Machinist. .. 4-

United Operative Plumbera' 
and Domestie Engineen' A. 
aoeiation of Great Brita.in 
and Ireland .............. 4 

X.tiona] A88OCiation of Oper. 
ative Plasteren ........•• 4-

X.tiona] Auoeiation of Build· 
era' Laborei'll ...........• 4-

Operative Brickla)'OR' Society I 
United Buildon' Lahore .... 

Union .••... , ••......•••• a 
Mancheoter UuilJ of Opera-
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lDstitute of Plmnbere, Ltd. .. 4 
National A88OCiatioD of Mu

ter Heating and Domestic 
Engineers . . . . . . . • • . • . . .• 2 

Electrical Contractor.' ABsoCi~ 
ation ..... _, .....•...... 2 

London ConBtructional Engi. 
neera' Association ........ 2 

-20 
Institute of Builden ..•... • • 4 
8co.tish National BuildiDg 

Tradea Federation .•.....• 10 

tive Bricklayers ..••...... II 
Amalgamated Slaten and Ti· 

len' Provident Society.... 2 
Electrical Trades Union ..... 2 
National Association of Oper

ative Heating and Domestic 
Engineers ............... 2 

)l ationa} Union of General. 
Worken (Building Trade 
Section) ........••...•.. 2 

United Order of General La-
borers of 1..ondon ......... 2 

United Builders' Laborers' 
and General Laborers' Union 2 

-56 
Scottish Operative UnionB._.. 10 

66 66 

THE 

INDUSTRIAL COUNCIL FOR THE BUILDING INDUSTRY 

(Building Trades Parliament) 

CONSTITUTION AND RULES 

Adopt.d at II M •• ting 0' tho Cotmeil h.1d itt 
Birmingham, 18t Aug ... l, 1918 

L The name ahaIl be The Indnstrial Council for the Building In· 
dnstry (Building Trades Parliament), hereinafter referred to as the 
Council. 

OBJIIO'l'S 

2. The Council is estahlished to I\et!11r8 the largest possihle mesa
ure of joint action between employera and workpeople for the 
development of the indnstry aa a part of national life, and for the 
improvement of the eonditiODS of all engaged in that industry. 
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It will he open to the Council to take any action that fallll within 
the scope of this general definition. More specific objects will be the 
following:-

(a) To recommend means for securing thai industrial conditions 
affecting employers and operatives, or the relations between them, 
shall he 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 ootive and continuous cooperation in 
the development of the industry, and to make recommendations 
thereon, including such questions as messures for-

(1) Regularizing production and employment. 
(2) The provision of a graduated .. ale of minimum ratell de

signed to maintain real wages as nearly as possible on a 
level throughout the country. 

(3) Minimizing the lluctuations of trade by intelligent anticipa-
tion and the augmentation of demand in slook periods. 

(4) Scientific management and reduction of costs. 
(5) WeUare methods. 
(6) Closer association between commercial and "",thetic require

ments. 
(7) The inclusion of all employers and workpcople in their re

spective associations. 
(8) The revision and improvement of existing machinery for 

the settlement of differenees between different sections of 
the indnstry, or for the provision of such machinery where 
non-existent, with the ohject of securing the speedy settle
ment of difficulties. 

(9) The hetter utilization of tbe praeticaI knowledge and ex
perience of those engaged in the industry. 

(10) Securing to the workpcople a grester share in and re
sponsibility for the determination and ohservanee of the 
conditions under which their work is carried on. 

(11) The settlement of the general principles governing the con
ditions of employment, including the methods of fixing, pay
ing, and resdjusting wages, having regard to the need for 
securing to all engaged in the industry a share in the in
creased prosperity of the industry. 

(12) Ensuring to the workpeople the grestest poosible security of 
earnings and employment. 
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(13) Dealing with the many difficulties which arise with regard 
. to the method and amount of payment apan from the fixing 

of general standard rates. 
(e) To collect and eircuJate statisti .. and information on mat

ters appertaining to the industry •• 
(d) To promote research and the stndy and improvement of 

processes, deaign, and standarda and methods of workmanahip, with 
a view of perfecting the prodncta of the industry. 

(e) To provide facilities for the full consideration and ntilization 
of ibventions and improvementa in machinery or methods, and for 
adequately aafegna.rding the righta of the deaigners or inventora 
thereof; and to secure that the beneflta, financial or otherwise, arising 
therefrom shall be equitably apportio"ed among the designera or 
inventor&, tbe proprietors or lessees, and the operators thereof. 

(f) The supervision of entry into, and training for, the industry, 
and coOperation with the educational authorities in arranging edu ..... 
tion in all ita brancb .. for tbe industry. . 

(g) The issue to the Press of authoritative statementa upon mat
ters affecting the industry of general interest to the community. 

(") Repreaentation of the needs and opinions of tbe industry 
to Government Departmenta and Loc8I Authorities. 

(i) The consideration of any other mattera that may be referred 
to it by the Government or any Government Depanment. 

(i) Cooperation with the Joint Industrial Councils of other in
dustries to deal with problems of common interest. 

(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 coOpt 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 general public thereon may be aeeurately gaged 
before definite decisions are taken. 

OONSTlTUTION 

3. The Council shall consist of 132 member&, appointed as to one
half by AB8OCiations or Federations of Employers and as to the other 
half by Trade Uuions or Federations of Operatives. 

Until otherwise determined in the manner hereinafter provided, 
the composition of the Council shall be as aet out. 

4. Each repreaentative of the said Associations, Uuions, or Federa
tions shall remain the repreaentative for a minimum period of 
twelve months and thereafter until his successor is appointed by the 
body responsible for his election. 
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Casual vacancies shall be ruled by the Union, Association, or 
Federation conccmed, which shall appoint a member to sit until the 
end of the current year. 

S. The appointments for the ensBing year shall be made prior to 
the 30th June each year, and the names and addreases of those ap
pointed shall be sent to the Seeretaries of the Council on or before 
that date. 

6. Any Trades Union, Association, or Federation directly atIIli
ated, wishing to retire from -this Council, ahall give six calendar 
months' notice in writing to the Seeretaries, such notice to e.xpire on 
tbe 30th June in any year, pay np 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 reqnired. The 
meetings of the Council may be held in diJl'erent industrial centers, 
as may he from time to time determined or in response to invita
tions it may receive. The meeting ne.xt ensuing after the 30th June 
shall be the Annual Meeting, and the first Annual Meeting ahall take 
plaee in 1918. Fourteen days' noti .. to be given. 

8. At the Annual Meeting there ahall be elected for the ensning 
twelve months from among the members of Council the following 
officers, viz.:-

A Chairman, a Vice-Chairman, a Treasurer, together with an 
Administrative Committee consisting of ten Employer and ten Oper
ative representatives. 

9. The Council shall he empowered to maintain a Seeretary, or 
Secretaries, and such clerical staff as it may think fit. Provided that 
the Secretaries appointed at the inaugural meeting held in May, 
1918, remain in om .. until the Annual Meeting in 1919, that prior 
thereto the Administrative Committee prepare a report for presenta
tion at the Annual Meeting dealing with the appointment and re
munerstion of Secretaries, with aoch recommendationa in regazd 
thereto as it may think fit, 80 that the Council may deliberste and 
decide upon any remunerstion for services rendered, and upon the 
further arrangements to he adopted in regazd to the appointment 
and remuneration of Seeretaries. Provided alao that the appoint
ment of the Adminiatrati .. e Conunittee made at the aaid inaugural 
meeting be aobject to confirmation at the 1I.rst Annual Meeting. 

10. The quorum for the Council ahall he thirty representsti .... 
present. 

The quorum for the Adminiatrati .. e Committee ahall he nine rep ..... 
sentatives present. 

Other Committees shall III their own quorum. 
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ll. A Special Meeting of the Council shaJl be called within four
teen days of the receipt of a requisition, duly signed, from not less 
than twenty members of tbe Council or from the Admiuistrative 
Committee. 

Tbe matters to be dieeussed at such meeting eball be stated upon 
the notice summoning it. . 

12. Tbe voting> botb in Council and in Committees sball be by 
abow of bands or otherwise, as the Council or Committaes may 
determine. 

la. Tbe Council may delegate special powers to any Committee it 
appoints. 

Tbe Council may appoint sucb standing or eectional Committees 
as may be necessary, provided that questions affecting only a par
ticnlar Trade eball be relegated to a Committee composed of mem
bers of the Council wbo are also representatives of sucb Trade. It 
sball also have the power to &Ppoint other Committees for specia.l 
purposes.. Tbe reports of &ll Committaes eball be submitted to tbe 
Council for confirmation, ""cept wbere specia.l powers have been 
delegated to a Committee. 

14. Tbe Council sball have the power of appoioting on Commit
tees, or of a.llowiog Committees to co.opt, sucb persons of specia.l 
knowledge, not beiog members of tbe Council, as may serve the 
special purposes of the Council, provided that, so far as the Ad
ministr&tive Committee is concemed,-

.... Employers and Operatives sball be eqnslly represented; 
B. Any appoioted or coopted members sb&ll serve only in a con

sultative capacity. 
15. The Admiuistrative Committee sb&ll meet as often as required, 

at the discretion of the Chairman, and sball deal witb &ll bueioess 
arising between the meetiogs of the Council. 

16. To avoid unnecessary traveling, CoJ!lIIlittee meetings may be 
held at the most convenient offices of any of tbe organizations whicb 
are represented on the Council, subject to their rooms not beiog en
gaged otherwise when desired by tbe Committee for a meeting, and 
provided tbat the said organizations afford tbe requisite facilities 
free of charge. 

17. Tbe Admiuistrative Committee sball control tbe work of tbe 
Secretary or Secretaries, and sball have 'power to appoiot Sub
Committees to dea.! with special subjects, also to autborize payment 
of current ""Penses .ubje.t to sucb direction as tbe Council may 
give from time to time. 

18. Tbe Hon. Treasurer sb&ll render to tbe Council, wbenever 
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called upon to do 80, an account of all sums received and paid, and 
shsn present accounts at each Annual Meeting. 

All cheques for withdrawal of money from the Bank shall he 
signed by the Chairman and the Hon. Treasurer. 

19. The accounts shall be audited by a duly appointed Chartered 
0" Incorporated Accountant. 

J'INANCB 

20. The traveling and other expenses of representatives attending 
Meetinga of the Council are to be borne by the Trade U Dions, Ass0-
ciations, or Federations which appoint them, according to luch 
regulations as the appointing bodies shall determine. 

21. Any other expenses of tbe Council are to be borne 88 to 
one-half by the Employer Organizations and 88 to one-half by the 
Operative Organization8 directly affiliated to the Council. 

The allocation of each half share among the respective Employer 
or Operative Organizations to he in proportion to their respootive 
representation, or in such other proportion as they may by mntual 
agreement determine. 

Provided that upon the elootion of the 1Irst Council, the 8WD of 
£1000 be placed at the disposal of the Council, made op of con
tributioos from the respective organizatioos, ealealated as aforesaid, 
to cover ita expenses for the first y ..... eoding 30th June, 1919, and 
that at the end of the y ..... the Council make op its accounts and 
ascertain the amount required to make op the difference spent daring 
the year, and that it make a presentment to the respective organiza. 
tions, showing the share doe from them, which shall then hseome 
due and payable. 

The Council is hereby empowered to make soch payments as it 
thinke fit, but within the mean. thas placed at its dispoasI, for the 
purpose of defraying the coat of carrying on its work. 

The expenses of the Members of Committees appointed by the 
Council to be defrayed by the Council according to nch aeaIe as it 
may from time to time determine. . 

PUBIdOIT1' 

22. The Council shall kesp mmotea of its proeeedinga and shall 
give such pUblicity to its proceedings as many he practicable and 
desirable. It may avail itself of nch facilities as may he dorded 
to it, either by the Preaa or hy any publications is8Ded by any of the 
organizations represented OD the Couneil. 
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JlBI,A.TIOXS Wl'l'R THB OOVBBXlOX'l' 

23. The Council is the recognized official standing Consultative 
Committee to the Government on all questions affecting the industry 
it represents, and ie the normal channel through which the opinion 
and experience of the Building Industry will be sought on all ques
tions with which the industry ie eoncerned. 

RJOGIONAL COUXClLS 

21. The Council shall, as eoon as practicable, formulate a scheme 
for the formation of Regional Councile to be linked up with the 
Council. 

.UI1'BII.ATlONS 01' CONSTITUTION AND RULES 

25. Alterations of the foregoing Constitution and Rules may he 
lDBde at any Special Meeting ealled for the purpose, or at any Quar
terly Meeting, provided three monthe' 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 he at once eommunicated to the Trade Unions, Aaaocia
tions, and Federations directly atl!Iieted to the Couneil for their 
eonsideration. 

STANDING ORDERS GOVERNING PROCEDURE IN DEBATE 
AT MEETINGS OF THE COUNCIL 

IJHAJJlHANSHIP 

L At every Council Meeting tile Chairman for the time being ahall 
oecupy the chair. In hie absence a Vice-Chairman shall occupy the 
chair, and failing a Vice-Chairman the membe .. present shall elect 
lOme other of their number to act as Chairman for such meeting. 
The ruling of the Chairman shall be accepted on all questions of 
order arising at any of the meetings. Any member rising to a point 
of order, must define what the point of order ie, and submit it to the 
Chairman without dieenssion. All members addressing the Chair 
shall do 10 standing. 

LDUTATlON 01' LBNGTH 01' SPBEcmtII 

2. Ezoopt at the diecretion of the Chairman, no member shall 
apeak for more than tan minutes uoopt the member moving a reso-
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lution which appears upon tbe agenda, who shall \Ie allowed twenty 
minutes. A bell sball be rung by tbe Cbairman two minutes before 
the time expires. When the time baa expired tbe bell sball be rung 
a second time, and thereupon tbe member addressing tbe Council 
shall at once resume his seat. 

HODE 01' VOTING 

3. Tbe votes upon all questions sball be taken by a show of hande, 
except in cases where the Rules of the Council or these orders other
wise direct. 

PROPOSITIONS TO BII HOVED AND SECONDED 

4. No proposition or amendment sball be voted upon or enter
tained by the meeting but sucb a. have been moved and seconded 
and delivered to the Cbairman in writing, signed by tbe mover, and 
no proposition so received shall be withdrawn unless by leave of tbe 
meeting. 

RIGHT 01' REPLY 

5. Tbe mover of a proposition, but not tbe mover of an amend
ment, shall have a rigbt of reply, provided always that a member 
may speak to a point of order, or point of explanation. The proper 
time for an explanation is at the conclusion of tbe speech whicb 
renders it necessary. By tbe courtesy of tbe member in poaseasion 
of tbe Hoose sucb explanation may be given earlier, but no explan .... 
tion can be given unless tbe member in poaseasion of the Hoose 
resumes his seat. 

AlIZNDHBNTS 

ONLY ONB AHZNDHBNT AT ONCE 

6. When an amendment i. movell upon a proposition, no second 
amendment .haII be moved or taken into consideration until tbe 1lrat 
amendment has been disposed of.. 

II' AHENDHBNT CAIIRIBD, TO BECOHB TR& Qt1E8'1'ION 

7. If a 1lrat amendment be carried, it shall displace tbe original 
proposition and become itself tbe question i wbereupon any further 
amendments may be moved in socceasion as above mentioned. 

IJI AllENDHENT NEGATIVED, 0l'HEBS KAY B& KOVD 

8. If the 1lrat amendment be negatived, tben others may be moved 
in succession npon tbe originsl question under consideration, but 80 

that only one amendment shall be submitted to the meeting for dis-
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eussion at one time; and after the disposal of all amendmentB, 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 
a resolution. 

PBBCICDBNCII !'OB A KOTION 

9. .AJJ.y member who has given notice of motion may riee and 
propose without comment that precedence be given to such motion. 
Such proposition shall be put without dehate, and if carried such 
motion shall have precedence. 

](ElI:BEBS NOT TO SPBAX KOBIC TlUN ONCE TO THE s.uu: KOTION 

10. Members shall not speak more than once to the same motion, 
except the mover of the proposition in reply, which reply shall con
clude the discussion, and in sucb reply he ehaIl not be allowed to 
introduce any new matter. 

BEGlJLATION8 AS TO SPBAKING ON AKJ:NDKBNTS 

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 ~eeting. 

DISCUSSION UPON AKBNDZII PBOPOSITIONS 

12. When discussion ehaIl arise upon amended propositions, the 
mover of the amendment whicb has displaced the original proposi
tion may speak in reply, and so in like manner with respect to any 
further and displacing amendments. 

KOTION THAT THIll QUJ:8TION BJ: NOW PUT 

13. During debate any member, who has not spoken in tbe 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 uule.. supported by two
thirds of the memhers voting on the oecasion. 

ADJOUIINKBNTS 

14. A memher who has not spoken in the dehate may move at 
any tima without a speech either 

(a) The adjournment of the meeting 
or 

(b) The adjournment of the debate, 
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which may be ...,cepted by the Chairman at his discretion and then 
put without debate. 

A member may move the sDSpellBion of the Standiog Orders in 
order to call attention to a definite matter of urgent importance. 
It must be supported by not lees than two-thirda of the members 
present. Such debate aball be taken at onee. The opener .hall be 
allowed ten minutes, and subsequent speakers dve minutee. The 
opener shall be permitted to reply. 

QUESTlONS 

15. Questions may be addressed to an offieer of the Council, to a 
member in eharge of a motion, or to the Chairman of any Com
mittee. 

The Chairman of any meeting may disallow any question. 
The member must contine himself merely to asking his question, 

and the officer, member in charge of a motion, or Chairman of a 
Committee to simply BllBwering it. 

RECORD O. A'rl'BNDANCEB 

16. A record shall be kept of the aummollBOS for and attendance 
of members at meetings of the Council and of Committees, and such 
record shall be presented 8llllually to the Council at ita nw meeting 
after 30th June in each year. 

tmlANOEB8 

17. Strangers may be admitted to the portion of the hall set 
apart for their accommodation, on the introduction of a member. 

All strangers so admitted must conform to the following rules:-
1. They shall not express any assent or disaent. 
2. They .hallnot indulge in any audible conversation. 
3. They aball at all times be seated ""eept while entering or 

leaving the hall. 
4. Any person infringing any of these rules sball be called upon 

to withdraw, and, if n""""""!'Y, aball be removed. 
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NATIONAL COUNCIL OF THE POTTERY INDUSTRY 

("THE FIRST.WHITLEY COUNCIL") 

MAJOR F. H. WZOO';'OOD, Chairman 
MIl. S. CLoWES, J.P., Vice-Cha.imum 

MIl. A. P. LI.Ewm.Lnr, Piccadilly, T1lIl8taIl, 
Seeretary to the Manufacturers 

MIl. A. HOLLINs, 6a, Hill Street, Hanley 
Seeretary to the Operatives 

NATIONAL COUNCIL OF THE POTTERY INDUSTRY 

0BJBCT8 AND COXSTITtlTlOX 

OIIJECTII 

.The advancement of the pottery iDdustry and of all connected. 
with it by the aesoeiation iD its government of all engaged iD the 
iDdustry. 

It will be open to the Council to take any action that falls withiD 
the scope of its general object. Its chief work will, however, fall 
under the foliowiDg heads:-

(a) The consideration of means wherehy all manufacturers and 
operatives sball be hrought withiD their respective associa
tions. 

(b) Regular consideration of wages, piecework prices, and con
ditions with a view to establishiDg and maiDtainiDg equitable 
conditions throughout the iDdustry. 

(c) To assist the respective aesociations iD the maintenance of 
such selliDg prices aa will alford a reasonable remuneration 
to hoth employers and employed. 

(d) The eonsideration and Bettlement of all disputes between dif
ferent parti .. iD the iDdustry which it may not have been pos
Bible to settle by the existiDg machiDery, and the establish
ment of machiDery for dealiDg with disputes where adequate 
maobinery does not exist. 

. (e) The regnlarization of production and employment aa a means 
499 
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of insuring to the workpeople the greatest possible security of 
earnings. 

(f) Improvement in conditions with a view to removing all danger 
to health in the industry. 

(g) The study of processes, the encouragement of research, and 
the full utilization of their resnIta. 

(h) The provision of facilities for the full consideration and 
ntilization of inventions and improvements designed by work
people and for the adequate ssfeguarding of the rigbta of the 
designers of such improvements. 

(i) Education in all ita branches for tbe industry. 
(j) Tbe collection of full statistics on wages, making and selling 

prices and average percentages of profita on turnover, and 
on materials, markets, costs, etc., and the study and promo .. 
tion of scientific and pr",tical systems of costing to tbis end. 

All statistics shall where necessary be verifted by chartered 
accountants, wbo sball make a statutory declaration as to 
secrecy prior to any investigation, and no particnIars of in
dividual firms or operatives shall be disclosed to anyone. 

(k) Inquiries into problems of the industry, and wbere desirable, 
the publication of reports. 

(I) Representation of the needs and opinions of tbe industry to 
Government autborities, central and loeaI, and to the com
munity generally. 

OONSTl'l'UTION 

(1) M .... b .... hip.-The Council shall consist of an equaI nnmber 
of representatives of tbe manufacturers and the operatives; the 
manufacturers' representatives to be appointed by tbe Manufac
turers' Associations in proportions to be agreed on between tbem; 
tbe operatives' repres.ntatives by the trade unions in proportions 
to he agreed on between them. Tbe number of npresentatives on 
eacb side shall not exceed 30. Among tbe manufacturers' npre
sentatives may be included salaried managers, and among tb. oper
atives' representatives some women operatives. 

(2) HOfIOrary Memb ..... -Tbe Council to have the power to ca
opt honorary members with the right to attend meetings or serve on 
committees of the Council, and to speak but not to vote. 

(3) Reappoin'm ... ,.-One-third of the ... presentatives of the said 
associations and unions sball retire annuaIly, and sball be eligible 
for reappointment. 

(4) Officer •. -Tbe officers of tbe Council sball be: 
(a) A chairman and vice-chairman. When the ehairmaa ill a 
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'member of the operatives, the vi.......hairman shall be a mem
ber of the manufacturers, and vice-versa. Tbe chairman (or 
in his absence, the vice-chairman) shall preside at all meet
ings, and shall have a vote, but not a caeting vote. It shall 
always be open to the Council to appoint an independent 
chairman, temporary or otberwise. 

(b) Such secretaries and treasurers as the Council may require. 
All bonorary officers shall be eleoted by the Council at its annual 

meeting for a term of one year, and, subjeet to the condition that a 
chah'man or vi.......hairman from the said associations shall be suc
eeeded by a member of the said unions, shall be eligible for re
eleotion. The Council may from time to time fix the remuneration 
to be paid to its officers. 

(5) C""",..tt .... -The Council shall appoint an Executive Com
mittee, and Stending Committees, representetive of the different 
needs of the industry. It shall have power to appoint other com
mitte .. for special purposes, and to coopt such persons of epecial 
knowledge, not being members of the Council, as may serve the spe
cial pnrposes of these committ.... On all committees both manu
facturers and operatives shall be equally represented. 

Tbe minutes of all committees shall be submitted to the National 
Council for their confirmation. 

Each committee shall appoint ita own chairman and vice-cheir
man, except in the case of the Finance Committee, over which com
mittee the chairman of the National Council shall preside. 

(6) Finan.e.-The ordinary expenses of the Council shall be met 
by a levy upon the Manufacturers' Aesociations and the trade unions 
represented. Special expenditure shall be provided for by the Fi
nance Committee. 

(7) MeetiftgB.-Tbe ordinary meetings of tbe Council shall be 
beld quarterly. Tbe annual meeting shall be held in January. A 
special meeting of the Council shall be held on the requisition of ton 
members of the Council. Seven days' notice of any meeting shall 
be given. Twenty members shall form a quorum. Committees shall 
meet as often aa may be required. 

(8) Von .. g.-The voting upon all questions shall be by show of 
bands, and. two-thirds majority of those present and voting shall be 
required to carry a resolution. Provided thet, when at any meet
ing. the representatives of tbe unions and the associations re
apectively, are unequal in numbers, all members present shall have 
the right to enter fully into discussion 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 .Btab
Iished 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 hop .. 
not only hy everybody connected with the potting trade but by the 
general public. Major Frank Wedgwood, who was elected Chair
man on Friday, and Mr. S. Clow .. , J.P., of the Potten' Union, the 
Vice-Chairman, both enjoy the .. teem and conlldence of employere 
and employed alike, and the Council is so comp08ed aa to he really 
representative of the potting trade of the whole country. 

There is all the more expectation of suc.... because the aug
gestion of the Council /lret came from the operativ... Bristol haa 
for a long time been a center of vigorouB diBCUBSion on industrial 
and social reform and advancement, 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 Reconstruction after the War, our Bristol frienda looked 
ronnd to see if they could make an approach to any special in
dustry. Mr. Clay, who haa constantly lectured for the Tunstall 
Tutorial Class, suggested the potting trade, and representativ .. of 
the operativ .. who were invited to a conference at Lawton Hall liked 
the idea and formulated BuggestionB wbich were placed before the 
manufacturers, with the result that a joint meeting at Lawton Hall 
before laid the foundations of the Council which hu now been 
formed. The Whitley Committee wu meanwhile proceeding on 
similar lin .. , and National Councils are being formed for other in
dustri .. under the auspic .. of the Whitley Committee; but the pot
ting trade is entitled to be proud of the fact that it preeeded the 
Whitley Committee not ouly in ita Interim Report but in forming 
the /lret of the National Councils. 

The National Council of the Pottery Industry, aa already fully 
explained, i. de.igoed to regolate wag.. and selling prices, pro
mote education in the industry, seeure improved hes1tb and other 
conditions, encourage better methoda, and assist Imperial and Muni
cipal authoriti .. in arriving at sound conclusions oD trade matter&. 
In brief, the National Council is calculated to promote peace and 
plenty, prosperity and happineas in the potting trade. But Dr. 
Addison, M.P., MiniBter of Reconstruction, and Mr. Roberts, M.P., 
MiniBter of Labor, kindly accepted an invitation to attend the lint 
meeting of the Couneil and to address a public meeting, and in the 
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official bleooeing they gave to the inaugural gatbering&, they tre
mendously widened tbe outlook, aB anybody who heard or has read 
the speecbes could not fail to perceive. It is not merely a matter 
of advaneing the conditions of the industry itself, important and 
vital aB that is. Dr. Addison sbowed that the reconstruction of 
industry and tbe nation after the War is a tremendous and eosential 
problem, involving the restoration and development of old indus
tries and the ereation of new industries; a system of demobilization' 
at tbe peaee wbieh shall he satiafaetory to all concerned, cbanging 
over from war eonditions to peaee eonditions with the least pos
sible frietion and dislocation; tbe promotion of education in its 
widest sense; improved bousing; the regnlation of imports, so tbat 
raw material may be given preoedence over imports of seeondary 
importanoe----a matter of delicate and far-reaching eoncem, npon 
wbieh mueh will depend; and 80 on. On all these questions, the 
Reeonstruction Department of the Government wisbes to seek ad
vice and guidance from tbe industries, and indeed desireB that the 
industries Bbould act for tbemselveB as far aB possible under Gov
ernment aupervision. This admirable plan can only be earned out 
if the industries are eomplete\y organized-if all employers are in 
their associations and all workers are in tbeir unions, and if botb 
are able to act together and Bpeak for the whole industry by'means 
of a National· Couneil of tbe industry. Fitting into a Bcheme of 
this 8On, the National Couneil of tbe Pottery Industry beeome. not 
only a Couneil for the internal management of the potting trade, 
but an organism in the advancement of the national welfare. 

Mr. Roberts, the Minister of Labor, in biB Bpeecbes at tbe Council 
meeting and the Victoria Hall, eloquently dwelt upon the need for 
a greater humanizing of employment eonditions, in the interests not 
only of employers and employed, but of healtby trade activity. 
Good profits and gO'od wages are a just expectation (though Dr. 
Addiaon warned his bearers that the public must also be conBidered, 
and that an industry would not be Bafe if its customers were made 
poor); but Mr. Roberts and Dr. Addiaon botb supported tbe asser
tion made by the Bishop of Liehfie\d in the Victoria Hall some time 
ago that half tha labor troubles were not due to wages disputes at 
all, but to the resentment of the workers if they were regarded by 
smployers sa "bands" inetead of human beinge and fellow-laborers 
in a eommon cause. The National Councils will do much to elfeet 
a remedy in that respect. And 80me of tbe ainoereot applause at 
the Victoria Hall on Friday evening wsa elicited from the audi
ence of workers by Mr. Roberts' declaration that if employees were 
fairly treated tbe obligation rested upon tbem to treat tbeir em-
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ployers fairly in return. It was a frank and thoroughly English 
lIloment. 

Incidentally, Mr. Roberts remarked that a Government Depart
ment could scarcely resist the united voice of an industry on fiscal 
or other aimilar issues; and later on, he was emphatic that the British 
Empire and our Allies have the lirat 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 Claas 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 reo 
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 voicee chant the coming of a nobler and a happier day. 

[Reprinted from the "Staffordshire Sentinel" of January 12th, 1918.] 

NATIONAL COUNCIL OF THE POTTERY INDUSTRY 

INAUGURAL MEETING 

RBCONSTRUCl'ION AiTEB THB WAll 

lllPOIITANT SPDCHBS BY MEHBBBII or THE GOVERlf>lDT 

FUTURE or THE POTTING. TRADE 

The inaugural meeting of the National Council of the Pottery 
Industry was held at the North Stafford Hotel, Stoke-on.Trent, on 
Friday, J annary 11th, 1918. 

MEKBEBS or THE COUNCIL 

The members of the Council (thirty on each side) are as foUo_: 
JU...NUJ'ACl'UBDS' BEPBEBEHTATIV&S 

G ...... al Earl/U"'tDM' (11) 
Mr. J. C. Bailey-Messrs. Doulton and Co., Ltd., Burslem. 
Mr. K. H. BaiIoy-Messrs. Fnrnivals, Ltd., Cohriclge. 
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Mr. C. E. Bullock-Boumer, Bullock and Co., King's Chambers, 
Stoke-on-Trent. 

Mr. A. Fielding-Fielding and Co., Ltd., Stoke. 
Mr. R. Lewis Johnson-Messrs. Johnson Bro •. (Hanley), Ltd. 
Mr. E. J. Johnson-Johnson Bros. (Hanley), Ltd., Stoke. 
Mr. T. B. Johnston-Pountney and Co., Ltd., Bristol. 
Mr. E. Leigh-Burg .... and Leigh, Burslem. 
Mr. A. H. M'lAidock-Messrs. Maddoek and Sons, Bnralem. 
Mr. R. Shenton-Wedgwood and Co., Ltd., Tunstall. 
Mbjor F. H. Wedgwood-Wedgwood and Sons, Ltd., Etroria. 

CM .... (5) 
Mr; W. Hall-Cartwright and Edwards, Ltd., Longton. 
Mr. A. B. Jones, Jun.-A. B. Jonea and Sons, Longton. 
Mr. Thos. Poole-Cobden Works, Longton. 
Mr. P. Shelley-Wileman and Co., Longton. 
Mr. H. J. Plant-R. H. and S. L. Plant, Longton. 

Jel tmd BockinghGm (2) 
Mr. S. Johnson-S. Johnson, Ltd., Britannia Pottery, Cohriclge. 
Mr. A. J. Wa~Messrs. J. and W. Wade and Co., Bnralem. 

Gwe" tmd Floor Tiles (3) 
Mr. J. Burton-Messrs. Pilkington Tile and Pottery Co., Ltd., 

Clifton Junction, nea.r Mancheater. 
Mr. S. Malkin-Messrs. tbe Malkin Tile Works Co., Ltd., Burslem. 
Mr. S. R. Maw-Meaasrs. Maw and Co., Ltd., JacldIeld. 

YorksAir. (1) 
Mr. T. Brown-Messrs. Sefton and Brown, Ferrybridge. 

S .. lIial> ElIf'Il>etMDM' Manufactur ..... A .. ociafi ... (1) 
Mr. J. Arnold Fleming-Cochran and Fleming, Glasgow. 

SfOflO'lllM' (1) 
One to be appointed. 

SGtrifary (3) 
Mr. E. R. Com-Henry Ri.hards Tile Co.,_runstan. 
Mr. W. Hassall-Meaars. Outram and Co., WdOdville. 
Mr; J. T. WebBter-Twyfords, Ltd., CM. Vale, Hanll!y.. 

Fir.clay (2) 
Mr. J. Taylor Howson-Messrs. G. Howson and 'Sons, Ltd., 

Hanley. 
Mr. A. Barrett, Sanitary Fireelay Manufacturers' Association, 

Leeds. 
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Electrical Fittings (1) 
Mr. J. W. Harris-Messrs. BullelB, Ltd., Hanley. 

OPERATIVES' BEPBE..~BNTATIVE8 

Pottery WorkelB' Society-M .... lB. W. Tunnicllile, W. Auoock, 
W. Shaw, G. Pedley, W. Machin, W. Goodwin, T. Coxon, R. Col
clough, W. Milner, W. Harvey, R. Stirratt, W. McGurk, H. Forman, 
J. Wilcox, J. Booth, S. Clowes, A. Hollins. 

Ovenmen's Society-M .... lB. J. Pickin, R. Bennett, J. Bennett, W. 
Owen, W. Callesr, F. Colclough. 

Packers' Society-Mr. C. Martin. 
Cratemakera' Society-M .... rs. J. Owen aod L. Jackson. 
Commercial Travelers---Measm. S. Oulanam and J. Derry. 
Clerks' Union-Messrs. J. Berresford aod Beech. 
Lithographic Priuters---Measrs. F. Smyles aod H. Rudge. 
It will be seen that there are 32 names, but two of these will he 

dropped from the Pottery Workers' Society wben tbey make the 
final eeleelion. 

BUSINESS O. THB FmsT MBmINO 

At the tlrst meeting ot the Council on Friday afternoon, Major 
Fraok Wedgwood was elected Chairman aod Mr. S. Clowes Vice
chairman. Mr. Arnold S. Rowntree, M.P., York; Mr. E. H. C. 
Wethered, Bristol; aod Mr. H. Clay, M.A. (Ministry of Labor), 
who held conferences with pottery maoufactnrelB aod labor repre
sentatives even before the Whitley Committee had got to work, aod 
thus helped to lay the foundations of the Council, were coOpted 88 

honorary members. A Committee W88 appointed to formulate com
mitt.... The Committee will meet CID Febmary let, aod the first 
general meeting of the Council will he held on Febmary 13th, at 
10.30, at the North Stafford Hotel. 

Two membelB of the Government, Dr. Addison, M.P., Minioter 
of Reoonstmetion, and Mr. Roberta, M.iniater of Labor, attended to 
give ao official blessing to the Couneil. Their speeehes dealt not 
only with the possibility of the Council promoting peace aod pros
perity in the pottery trade, but with the great help such Councils 
could afford the Government in dealing with the problems of de
mobilization and reconstmcting and developing the industrisa of 
the country after the W sr. 

Tboee present, in addition to thoee mentioned above included Mr. 
H. B. Butler, Assistant Secretary, Ministry of Labor; Mr. A.. P. 
Llewellyn, Secretary to the MannfaetnrelS; Mr. S. H. Dodd, Deputy 
Secretary to the Mannfactnrem; ""d Mr. A.. Hollins, Secretary to 
the OperstiVf& 
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)(AJOR WlIDGWOOD 

The newly-eleeted Chairman (Major F. H. Wedgwood) said it 
was a very great pleasllN to all of them to feel that they had the 
honor of having the Minister of Reconstruction and the Minister of 
Labor down to address them that afternoon. (Hear, hear.) He 
thonght they would find that they were an appreciative audience, 
and he felt sure that what they told them would help them ma
terially in carrying on the very diflicult work that lay ahead of 
them. (Hear, hear.) He thonght that before he asked Dr. Ad
diao~ and Mr. Roberts to address them, he onght 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 district 

. in which they lived. 
The first thing that occurred to him as being peculiar to the dis

triet, was tbat it was a concentrsted industry in this district. There 
was no other industry 80 far u he knew which bad two-third" of 
the total produeta of the United Kingdom being manufactured. 
within a radius of five mil .. from the room in which they were as
.. mbled. (Hear, hear.) The next peculiarity was that the district 
was a diatriet of relatively emall factories, and there' was in con
sequence a surpriaing numher of manufacturers. And the third 
point, which was a very sad point and one which they all felt, was 
that, speaking broadly, the whole distriet was a poorisb diatrict. 
He knew he must not &&y that this weck when the Tank was on a 
visit in the district, but there was no doubt about it, the potting 
industry bad not been remunerative to the manufacturers for the 
lut 26 years. He was speaking broadly, but figures would bear 
him out. And undoubtedly inadequate wag .. bad been paid in ...... 
tain departments, the especial sufferers being the women. 

JlATIWILII: VALUB 

And last of all it was a district which had probably the low .. t 
rateable value to the population, of any other district in England. 
Tho .. points were all points which had B material bearing on the 
work of tbat National Council. In the first place, the CO!lcentr ... 
tion of the industry was an enormous help to th1>m.in earrying it 
on. They were all very proud that they were the first industry to 
form a National Council-(bear, hearl-and they onght 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 email factories, had also a very 
important hearing on the work of the Council, becauae it meant that 



608 MANAGEMENT AND MEN 

manufacturers and their workpeople were able to get into clos. 
touch one with the other. Then, on the third question of the rela
tive poverty of the district, there was an enormous tield for im
provement possible, if they could organize themselves properly. 
They might hope to benetit the trade to a very great ""tent 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 OUTCOHB 01' THB 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 half 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 be was well out of the 
"pots" for the time being, his association with Mr. Clowes in the 
work of recruiting, and of the kind feUowehip tbat sprung up be
tween them. Good fellowship was a great .... t to the side of a 
Council of that kind. (Hear, bear.) 

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 machinationa 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 tilch our trade from us and steal from us market 
after market. We conld see it all now. That had brought bome 
to himself, at any rate, and, be thought, to the distriet at large, the 
great necessity of coOperating and making themselves of ..moo one 
to the other. He thought they realized, certainly the manufactur
ers rea1ized 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, carried on, not only for those of 14 to 18, but that 
they should continue educating themselves np to tbe time of their 
death. . (Hear, bear.) He boped tbey were going to bave an edu
cative afternoon and evening, and be had pleasure in a.king Dr. 
Addison to addrese the members of the Council. (Loud applause.) 
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DR. ADDISON, M.P. 

MnrlsTER 01' RSCONSTBU<7rIOH 

Dr. A.ddison said he thanked them very much for giving him an 
opportunity, and he knew his oolleague 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 ehould make in 
this country much speedier progr.... and he was delighted, al
tho~;, by the kindness of his colleague and his assistants he had 
been kept in touch with the progress of afl'airs, that at last they 
could say that they had been invited to the first fully formed, fully 
representative, and fully recognized Joint Industrial Council. 
(Hear, hear.) 

He believed that there were few things in this country at the pres
ent moment which were of more critical importance than the form .... 
tion, according to the particular needs of the individual trades, of 
representative trade organizations, of complete associations of mas
ters on the one side, and of men on the other, and of the formation 
of Joint Industrial Councils for such afl'airs as the Joint 
Industrial Councils might agree to deal with. (Hear, hear.) 
But particularly in relation, in the first place, to some of those mat
ters which would immediately become urgent on the eesastion of 
hostilities. And he told them that its the time dragged on, and those 
movements made what, to him, at all events, was a very disappoint
ingly alow progress; although he knew how very very difficult it 
was, and when one had a knowledge of the enormous dialoeation 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 ehould get together in this country to regard 
their industry as a whole, to tske into account the great movements 
which must neceasarily arise in labor immediately hostilities eease, 
and to some extent even on the declaration of armietice; all the 
many questions which needed arranging beforehand afl'eeting the 
introduction of outside lsbor, the making room for the men who 
had joined the forees whose plaeee were kept for them, the ar
ranging between themselves, if poosible, the way in which the sub
jects were to be dealt with between employers and employed, or in 
some tradee tbose very technical questions afl'ecting dilution, and 
the numberlees arguments which were being made in ehops, and 
sometimes between trades and Government with regard to the con
ditions of war work. Unleos these things were dealt with, and 
thought out earefully by those who were immediately concerned in 
the difl'erent trades beforehand, they would be, ha was certain, 'p .... 
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cipitated into serious social and U::dustrial disturbance&. And it 
was not possible to exaggerate the importance of these matters be
ing taken in hand and eonsidered in detail by those who were im
mediately in eontact with them as soon as possible, and for that 
reason, more than any other, he eongratulated them with his whole 
heart in forming that Council, and he sincerely wished them good 
BUccess in its deliberations. 

TBB GOVBBNHENT 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 a good desl of 
it Was not thoroughly justified. He did not know any way to sug
gest that those respousible for the conduct of affairs were not fully 
prepared to accept their share of the responsibility, but there was 
a great share of responsibility also belonging to the employers and 
to the workpeople of this eountry as well. And the first duty, he 
believed, of employers was to form in the different trades classifled, 
as its needs might determine, comprehensive employers' associ ... 
tions. 

He believed it was neeesasry for tlie future well-being and rapid 
restoration of the produetive power of this eountry that every em
ployer should be in his association and every workman in his trade 
union. (Hesr, hear, and applause.) And he would tell them lOme 

very good reasons why, in the course of the few minutes that he 
should addre.. them. They were anxious, in fact it w .. neeesasry 
very soon to .. k some representative body in tbe different trades 
to advise tbem and to guide them-and if pOBBible to act .. their 
agents-in respect of important matters concerning their industry 
which arose in connection with reconstruction. 

RBPBBSENTATIVB ASSOOlATlOHS 

But the fact .... thet except in a few caaes there were not in this 
eountry properly appointed fully representative trade organizations. 
He eould tell of many trades in which there were four or five B8IIO

ciations, all claiming to be fully representative; and the Government 
Minister .. ho happened to call a meeting and missed one out coon 
heard about it. That .... a very unsatisfactory state of affairs. 
They had overcome it in the pottery trade. Whether that was due 
to them being 10 mueh collected in one district or not, he did Dot 
kno... Tbet moat have contributed a good deal, but atill it had 
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not been done, he was quite sul9,. without a good deal of good-will 
and bard work on both sides, because the mere faet that the Chair
man referred _that the trade eonsisted to a great _t of a 
large nomber of relatively small undertaking&-presented, he ehould 
think, the first great diffieulty. (Hear, hear.) 

We were aU strongly individualistie-most of us were in the 
British raee--and whether a man was a workman or an employer, 
or a politician, he had got that kind of thing in his blood. And 
we were aU, aometimes, very jes\ons of one anotber, ao tbat it was 
exeeefuDgly diftieult to bring about eomprehensive associations. He 
might say that in eonneetion with the work of reeonslruetion the 
Government would definitely eull upon this National Counei\ to give 
them eertsin information and to undertake eertsin duties. And 
with regard to paragraph L. eontained in the articles of asaocia
tion, the Government would take them at their word as being eom
petent to ..,present the needs and opinions of their industry to 
Government antborities. (Hear, hear.) 

on BBOOGHIZBD All'l'HOBI'rr 

"And let me aay w~ shall not ouly take you at your word, but 
we shall take only you (applause); when you say you ..,present 
thoae needs and opinions, we shall take it that you do represent 
l.bem." (Hear, hear.) Dr. Addison went on to say that when he 
was Minister of Munitions, he often caught it hot-(laughter)
because he had not eonsulted aomebody or other. Well, one ""
peeted that kind of thing when one was Minister of Munitions. He 
did not mind; he did the best he eould. He remembered once, in 
one particularly large industry, there was a very important Labor 
issue. There were Ove organizations amoug ·the employers in that 
industry, and it took six weeks to get a meeting of employers to 
!legotiate on that issue which, though • big issue, was a simple one. 
It was a very depressing aperience, and it was not alone. 

Apart from these details in their articles of association, to which 
possibly his colleagoe might refer more fully, he would des\ with 
one or two matters in connection with reeonslruotion which necessi
tated the formation of comprehensive trade associations. He ez
peeted Mr. Roberts would des\ with the more particular labor is
oues. He himself would ouly refer to one. He believed that it 
·waa of the Orat importance that as soon aa poesihle there should be 
agreement reached in the dilferent trades, whereby they could .... eep 
away any objections on the part of labor to the introduction of im
.proved methoda of manufacture. (Hear, hear.) 
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LABOR'S lUCW ABO 

And there were two things und<'l"lying that which he believed had 
got to be fairly and frankly met, and the first one was that Labor 
was to be assnred of a defInite arrangement, binding on the whole 
industry, whereby it would be guaranteed a fair proportion 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 cbance of 80me 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 80me greater surety of employment. He did not think they 
could do that in individual sbops. 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 benellt of the industry that there should be a certain per
eentage of unemployment. He did not think the men who had 
fought for us in this war were going to tolerate a barbaric 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 JUTElUAL 8UPPLIB8 

The first thing 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 tbe industries of the country. That was 
one of the subjects in which the Government needed representstive 
associatious 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 reapeet to raw materials. And he eouJd tell them that they 
were in fact asking the different industries what their requirements 
were with respect to raw materials, beeause, eitber from shipping 
difficulties or from the eause of a real shortage of the world's sup
plies of eertsin commodities, there would be • shortage of raw ma.
terials. 

It was quite evident that there would be 80me industries in which 
80 far as affeeted tha 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 industry, it 
should be done by somebody appointed by the industry to do it
(hear, hear)-somebody who knew about ita technicalities and about 
the various issues involved. This could be done much better by 
the trades for themeelves than it could be done by any central de
partment, and it had thie incidental advantage; that if they did 
not do it properly, they would have themselves to blame, and not 
the dovernment. (Laughter.) . 

... QUl!STIOK O. COST 

He notieed, by the way, in looking through a very excellent volume 
issued in the United Statee, on pottery, that the proportion of ma
terial utilized out of 100 unita of production in the British pottery 
trade was put down as 28, and that in America 20, and in Ger
many 15. It BUDck him, as the Chairman was speaking, that he 
should think this would be one of the first questions to which their 
Conneil would addreBB their mind.. There was nothing in which 
eomprehensive trade organization dealing with the thing as a whole, 
both from the standpoint of purchase, and, above all, of transport 
-and he nnderstood that thie was one of their weaknesses in that" 
distriet-(Iaughter and applause)--<lould effsct greater sconomies 
than in the case of raw materials. He knew of a particular ease in 
which the Ministry of Munitions analyzed the cost of production 
as eompared with the same date two years in succession-the same 
apparatus and the same raw materials-and notwithstanding 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 aareful analysis of the eost of production and the 
disoerument of waste, particularly, in this ease, of raw material. 
Henee, the reduction in the cost of production had allowed an in: 
crease in the wages rate. 

There was another even more urgent reason why the Government 
wanted representative trade associations to help them in coonee
tion with recDnsUDction. 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 
eonncile to discharge any fnn.tions which the two parties to a 
eonn.il agreed that it should disoharge. Otherwise, they looked to 
the trade onions to advise them on their questions and the employ
era on theiza. But one of the most urgent reasons for requiring 
representative trade associations Was in eonnsction with the elasa 
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of questions which might generally be described as prior in connec· 
tion with reconstruction. There would he, as they would know, a 
great cessation of work in certain lIelds of activity, and the rapidity 
with which they could turn over to the new kind of industr,Y d ... 
pended upon the equipment for turning 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 
"hich they had been dealing had shown to them quite clearly that 
unless certain essentials, which appeared to the outsider to be minor 
essentials, were attended to during the war, the time of turning over 
from war to peace, after tbe cessation of hostilities, in a partieuJar 
trade, would be three montbs longer tban it otberwise 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 con· 
cerned to get to work, and think out what were the things that were 
required to be done llrat. 

And let him there lead to something which was very much mis
understood. Tbere was a Bill before Parliament known as Tbe 
Imports and Exports Limitation of Movements Bill. He would 
give them an illustration as to wby that Bill had been brongbt 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 wbetber or not tbey would 
bave cargoes of bales of cotton giving precedence to a grand piano. 
Let tbem put it grossly like tbat, because it meant giving employ. 
ment to tbe people in tbe Laneaehire trade. They must, in tbe early 
days of reconstruction, be able to get tbe llrat tbing 1Irst; otherwise 
it would mean masses of unemployed, and tbey wanted tbe trades, 
witb respect to their particular requirements, to advise them wbat 
were the tbings tbey Deeded llrat. If tbey needed no asaialance, 
then tbey would be delighted. In eaae they did need assistance, it 
was well the matter should be thonght out and tbe Deeds formulated. 

'l'HIO PRIoarrY QUBSTION 

Now he would give them a speeiIIc eaae in the kind of question 
which they wanted the trades to advise them 00. Tbere were many 
industries in this eountry whieb were full of orders, and they would 
bave plenty of raw material. But they would lack ma.
chinery. They had turned over their works to something quite 
ditlerent from their ordinary busin.... And the IIrat requir&-
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menta of that industry, before it Muld start to employ ita people 
again, was the replenishing of ita machinery. Well now, it so hap
pened that for that particular class of maehinery, most of the 
manufacturers of thie country were already full of orders from two 
foreign countries alone. The total manufacturing capacity of thie 

.• country of that partieular !'laBS of machinery was already booked. 
Well now, did they not eee where the necessity came in for the in
formation on the priority question' (Hear, hear.) They could 
not let the great industry stand still waiting for machinery. The 
m"",,r must be gone into beforehand, and tbey lDust take powers 
to arrange that it got a fair share of early attention in order to 
get the people retnrned to employment. He only gave them one 
illustration; be conld go on too long giving them illustrstious of the 
kind of question which tbey wanted the trsdes to advise them upon 
on what be called the general priority issue. There WaB a large 
gronp of them, and no doubt in time they would send to that Coun
cil a questioner. And he had no doubt they would 1lll it up to their 
own satiafaction and, he also hoped, to theirs. 

ARTICLES or 'l'lDI ASSOCIATION 

Bnt when they sought to provide great trade associatio~d 
he WaB certain, quite apart from the immediate issues of reconstruc
tion, they were wanted if they were to improve the industrial 
capacity of this country-they had got to think over some of the 
purpo... laid down in their articles of association. And might 
he refer to one or two of tliem before he paBsed to the danger to 
which he WaB going to allude' He noticed that one of their articles 
of association referred to the stndy of processes, the encourage
ment of research, accounting methods and so on. He had already 
said something aB to the value of cost accounting to the various in
dustries. He remembered one of their national factories in York
.hire WaB producing 18 inch shells which cost 15s. Sd. each, while 
another factory in the same county supplied the same shells at 9s. 
Ud. each. Both factories were supplied with the same material 
at the same coet, and the same ratee for labor was paid. They 
eventnally got the price in the first case reduced, but it WaB all a 
matter 'of management, accorateness, and a bundred little things 
which went to make the diJl'erence. But if the two factories had 
been competing one against the otber, the one could not heve lived 
beside the other. That was wbat came of good accounting. He 
could multiply those illustrstions for a long time. 

He was Bure it was a very wise provision. 
And another thing was invention and researoh. He believed it 
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was one of the chi~f blots'in British industrial progress, that we 
never made sufficient use of the great 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 suggeslion somehow or other never got any
thing out of it. That had got to be guarded against, and it WllS to 
the advantage of the trade as a whole that it should be done. (Hear, 
hear.) He was glad to Bee they took into account 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 Bee 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 conditione. He remembered one of the big em
ployers in Glasgow laughing with him over a certain incident. He 
said he was giving his boys an extra shilling every Monday for bring
ing a clean overall to wear. Asked the reason, the employor re
plied, "Well, because it pays; I get more work out of tbem." ,He 
did not profess tbere was anything philantbropic about it; he asid 
it was good business. He had found out that it paid to bave his 
workers working under good conditione. It paid him .s an em
ployer, and he had no doubt it would pay them in the Potteriea. 
And the only way in wbich this tbing could be gone into was by tbe 
industry going into it collectively. 

TRANSPORT I'AClLlTIBS 

He hoped they would make representation to tbe Ministry of 
Reconstruction affecting the transport facilities as they related to 
their industry. He had a sort of notion at the back of his head 
that might be improved in this district. (Hear, hear.) There was 
one danger which thoae trade associatione presented, and let them 
speak quite frankly about it. He noticed that according to the 
objects of the Council they were: "To assist the respective associa
tions in the maintenance of such selling pri ... as will afford a rea
sonable remuneration to both employers and employed." That was 
quite right; they both oogbt to bave a proper remuneration. No 
healthy condition of industry could prevail if they did not. But 
he noticed also that W'8B linked up with anotber object, whicb was: 
"Tbe collection of full statistics on wages, makiog and selling prices, 
and average percentages of profits on turnover, and on materials, 
markets, costs, ete., and the Btudy of promotion of scientific and 
practieal systems of costing to this end!' And he would draw their 
attention to another part of that transaction, and that wu the """-
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1IUlDer. (Hear, hear.) -They did .not want to be parties to the 
formation of some unholy alIiance, if he could so deecribe it, be
tween capital and labor at ,the expenee of the consumer, beeanee that 
would not laat. It did not pay any industry to have ita customers 
poor, and it would not pay the pottery industry any better tban 
any other, and it was quite impoeaible, of course for him as Minister 
of Reconstrnction to look with any kind feeling upon arrangements 
of that' kind. They wanted to conatruot an association,' as they said 
in tbeir articles, on lines whicb would develop and fost,.r tbe in
dUVtry in all ita branches and which would he bad no doubt deal 
witb and take cognizance of its alfairs from start to finish. He 
meant from the raw material, where it came from, how to deal with 
the marketing, transport, etc., nntil the finiahed produot was die
poeed of in the beet and most economical manner. One of the thinge 
they intended to take np in their indD8tries was improved trans
port, and be hoped some time or other they would eee better things 
than a dozen horses and carts going from one village to the railway 
station, eaeh conveying a stone or two of goods. It was a waste of 
time, of labor and of money. They wanted some organization in 
transport, and be would imagine it was jDBI as necessary in the 
potting indD8try, although he knew nothing about ita technicalities, 
as it was in every other indD8try he had come across in the country. 

lIOB THII BJ!NEl'lT Oli' TRADE 

Now, he ouly had to say this. While they intended-Mr. Roberts' 
recent eircnlar set out the position of the Govemmentr-to recog
nize, and baving recognized to work through and to give the utmost 
poeaible authority and support to any thoroughly representative and 
properly constructed trade organization, they wanted to help them, 
and they wanted them to help them and also to help the trade. 

And let it be quite olear 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 ita goods. Tbey 
did not want the country to be eaddled with orgauizations, trusta, or 
price rings, as they were variously called, as tbey had been a great 
handicap to industry in many countries, including tbis one. He 
had asked a number of experts on both sides to explore the whole 
of this question, with & view to safeguarding the public interesta in 
connection with this movement. And when he said thi_it was 
much better to be quite frank about itr-he said it becanee he wanted 
to see in this country comprebensive trade aBBociations; and they 
would not get them established and permanent unl... they had 
publio confidence and onl ... they were found to be for the good of 
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the trade as a whole, as he belived theirs was. He welcomed these 
organizatiollll. He congratulated them upon the establisbment of 
tbeir Council, and he wished to tbank tbem for giving him the op
portunity of being present at its first meeting. (Applause.) 

MR. ROBERTS, M.P. 

MunSTER OJ' LABoa 

Mr. Roberts, who was very cordiaIJy received, observed at tbe 
outset of his remarka that, like his colleague, he should like to ex
press his profound pleasure at being invited to attend tbe tIrst meet
ing of tbe first Whitley Council formed in the country. He con
gratulated them upon the formation of the Council, but his presence 
tbere was tinged with one slight regret. Wben he worked, be was 
connected witb the printing trade, and he had had an ambition tbat 
the first Whitley Council sbould be established in tbe trade in wbich 
he lllIed to earn bis livelibood, and if it be tbat he had to acknowl
edge that tbe pottery trade moved mucb more swiftly and bad ex
hibited a greater progressive idea tban tbe printing trade, well, 
probably it was the higbest tribute he could pay to their assembly. 
Personally, he esteemed it something more than a privilege to be 
present in order to participate in a very interesting eeremony, be
cause tbe establisbment of tbat Council marked tbe eonsummation 
of a principle he bad desired to see established in the country. 

Most of tbem who were acquainted witb industrial affairs viewed 
with grave apprehension the relationsbip of industrial classes before 
the war. It almost appeared as if we bad ereeted a Chinese wall 
between tbe employers and the employed. Tbey were being more 
and more divorced from eaeh other. That was a state of affairs 
that could ouly lead to national disaster. And wbilst everybody 
regretted tbe outbreak of tbis bomble war, nevertbelesa the war 
bad not been altogether a matter of loss, because, as tbe Cbairman 
had said, at least one great thing bad been accomplished. At tbe 
outbreak of war, it seemed almost as if a miracle was wronght in tbe 
land for those wbo had been glaring at each otber were preparing 
to make war on each other, bnt in a trice all sank their differences 
to display to the wbole world one of the most remarkable oviden ... 
of unity for the nation.' Everybody recognized that in the face of 
great danger, disunity in our midst meant national defeat. 

A CLOSB A1UoLYSJ8 

He was of tbe opinion tbat what was essential for the purpose of 
prosecuting and winning the war would prove to be equaUy essential 
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in the tronblODB days thet would fon .... the WIlI'. For, ho ......... 
optimistieaJly we might view things, the doee student of industrial 
affaUB would have noted that Great Britain was gradually lagging 
behind her great eompetitors of the world. The war had eompelled 
118 to subjeet our indostria\ eonditi01l8 to very dose 1UI&Iysis. The 
result of some of these investigations had been eited to tbem by his 
friend, Dr. Addison, and now they ... ere going to ask themselves 
whether the lessoD8 which had emerged through the war were to ..... 
main with them in the years that ... ere ahead. And certain as it 
waS that our eoDDtry, subjeeted to perhaps the supremest test to 
whieh people had ever been put, bad risen superior to this test in 
the matter of warfare, he was eon1ldent that the aame quality would 
earry us through the industrial teet after the war, and our eoDDtry 
would retain its proper poeition of eminence amonget the natiOD8 of 
the world. 

But if we were to do that, we moat recognize that joat as the 
world eould never progress DD1ees pesee waa eatebliahed on a firm 
and enduring basis, eo industry in the land would never 1I0urieh DD
lees harmony prevailed &monget the VarioDB elements working in 
that industry. Therefore, they recognir.ed that some ohange had 
to take place in order to remove that atrsined relatioD8hip which 
.harsoterized industry prior to the war. They lfad sought to find 
methods whereby the various parties in industry might he persuaded 
to eome together in order to thrash out mattere affecting not the in
dividual welfare of anyone, but that broad view outlined by Dr. 
Addison, to apprehend the industry as a whole. Some of them 
had been engaged in eanvaseing thie question in various forms, and 
they were delighted when the Government eet up a eommittee which 
produeed what was mown ae tha Whitley ReporL 

All' BMCOU1WJING IIBCBPTIOR 

This report was eubmitted to tha various organiaetiOD8 of work
people and employers throughout the eoDDtry, and its reception 
was most eneouraging. He, himeeIf, was most agreeably surprised 
to find how receptive both eIassee were in reepeot of this matter. 
The Oa.binet felt they were warranted in gi'Viug their bleesiDg to 
thie movement, and that day they in that room were puhlicly asso
eiated with a movement which marked the indostria\ salvation of 
the land. 

Why was it that the relationship had been eo DDsatisfactory' He 
sometimes had told employers that it was not altogether the fault 
of the workpeople, hecauae they had left them to he talked at maiuly 
by parsoD8 and politieiana-tlot altogether very desirsble types when 



520 MANAGEMENT' AND MEN 

dealing with industrial affairs. (Laughter.) But there it was. 
The workman had very often got it into his mind that tha 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 had very good reasons for thinking so. 
The spread of great combines and the impersonal relationships 
which thereby prevailed, led great masses of workpeeple 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 les. degree. We had got to uproot that disturbanee 
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' I'RANK ACCEPTANCB 

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 eared 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 workpeeple, a full recognition of their trade 
union. The trade union in tbe pottery trade hed, he believed, made 
very rapid growth during the past few years. Nevertheless, it was 
a most unsatiafactory state of affairs thet not above one-third of 
the people employed in the industry were within the ranka of the 
trade union. Certainly the employ.ere' displeasure should no longer 
be a deterrent. He knew tbat many peeple were kept outside their 
trade union fearful leet tbeir employer migbt not like it, and yet at 
the same time they were the most vociferous in singing '4Britons 
never sball be slaves." (Laugbter.) The potting trade bad now 
avowed to the whole world that botb sidee recognized that the prin
ciplee of organization w .... absolutely eesential to tbe progress of 
tbe industry. The Whitley Couneils were based npon organization 
on both sides, and if people wanted to get sucb advantagee as would 
ensue from this movement, they could get them very freely; the 
workpeople bad only to join their organization and if an employer 
was etanding outside his organimtion he (the apeaker) felt sure 
tbat he would be just· as readily admitted. 
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THB Wlim.lOY OOUNCIL 

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, hours of labor, or conditions of 
employment. They were eaaential things, and he recognized that 
un1eas tboae questions were aatisfactori\y settled, the future of the 
Council was not very hopefuL He wanted to see fo,!, 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 to state .. bat was a living wage. He eould tell them what 
was not very easily, and he had to eonf .... that 1arge gronps 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 
mnst be given a wage witb a sufficient margin to enable him to make 
provision for all the vicissitudes of life, and he felt by the institn
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 industry, they would gradually, 
it migbt he, 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 
eonsideration of bealth and sanitetion. He was not competent to 
speak of those matters in relation to the potting industry, but the 
approbation with which his observations were received, encoU1"8!(ed 
him to believe the employers in that district 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
llciency that was evolved from it. But they were asking them to 
recognize that the peoples of that Council represented an ever ex
panding viste; they wanted them to toke cognizance of trade as a 
whole. 

GOVBBNllBNT OWNBBSHIP 

There were friends of his who were nrging that the Government 
should immediately assume ownership of control of all forme of 
industry. On hearing tbem speak, he presumed they regarded them
selves perfectly qualified to manage on bchalf of the State the most 
complex forma of industry. Well, at any rate, he had had this ad
vantage. He had had some alight bnsineas training. He managed 
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two businesses before be sought the easy and Iwrurious 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 accrued 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, certainly it would. be that they 
would be endowed with a keener sense of responsibility, and he 
rather apprehended that the great enthusiasm which inspired them 
to make the broader demand might simmer as the experience came 
to them. 

In this new departure the workmen would have an advantage they 
never previously possessed. They would come into close touch with 
employers, and the latter would get to know the workmen'. point 
of view first hand, and they would .ee 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 aspirations-well, perhaps they would even sympa
thize with those who complained, because in their ignorance they 
relt the employer might be the enemy standing between them and 
the fuller life. Employers on the one hand 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 poasible for those he 
took into his service. For bis own part, if he were an autoerat, if 
they gave him as much power in this country 88 the Kaiser had in 
Germany one of the things he would do as soon 88 ho had won this 
war would be to lay down this very simple formula, ''No man sball 
take into his service a fellow-man uuless he is able and willing to re
ward bim with a full living wage." Of course, that 11'88 directed 
against tbe 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 teat of a living wage." And, he believed, 
if he were able to apply that eingle 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. Tho.e were the standards he believed 
that they would stilI be able to evolve out of their deliberations. 

THB SHORT OUT '1'0 UTOPIA 

Of course, they muet not come 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 
ther, was one eingle panacea which could be applied, which could 
take them out of tbis imperfect order of things immediately into 
a perfect pararu-well it reminded him of the story of the young 
man who got lost while cycling along a dark country road. Ulti, 
mately he got to what appeared to be a sign post silhouetted in the 
darkn.... The young man took bis lamp off his bicycle and eIimbed 
up the post only to find the words ''Wet paint." (Laughter.) And 
thue it would happen that if the masses of the people lietened to 
thoee who promieed them a short out 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 
feet methods of the Whitley Council. 

Thoee Councils had almost unlimited possihilities. Dr. Addison 
had lifted the veil and shown them some of them. He had told 
them of the great work they might be eaUed upon to undertake in 
the process of demobilization, and what greater work could men 
apply themaelv .. to' According to the manner in which we were 
able to settle 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 a eense of 
regret, and ask ue what they had been fighting for,. We wanted to. 
show them we were going to spend as much concern about returning 
them to eivillife as we spent in persuading them to enliet into those 
wonderful armies wbicb had constituted one of the world's wonders. 
(Applause.) He helieved that in tbis district, as well as in many 
·other districts, employers had solemuly undertaken to reinstate many 
of our soldiers. Dr. Addison and himeelf rejoiced to know that 
appro:r:imately 60 per eent. of our soldiers had such promises. 
(Hear, hear.) Many men were being disoharged day by day, and 
he had pleasure in acknowledging tbis fact that up to the present 
the employers had fulfilled their undertakings in complete and most 
honorable fashion. (Applause.) And they helieved that would 
be so throughout the whole of demobilization, but there would he 
JWiny other questions to consider arieing out of tbis war. 
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THlD TBAIlI'ING 01' KU 

There was the training of men. They were concerned, of course, 
in educational matters. (Hear, hear.) They were going to give 
special consideration to invention and research questions. (Hear, 
hear.) Why' Because they understood that in future the efficiency 
of the individual workman would be a world-wide test, and after all 
he thought they were able. to asy that we had suffered a good deal 
in past years because of our neglect of the educational Bide of in
dustry. (Hear, hear.) He had no desire simply to see a man made 
a perfect workman. He wanted him to be a good workman and a 
good citizen. But he recognized, wbilst he was anxious for the 
highest poasible form of edueational development, he also wanted 
to 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 hest and most efficient workmen by the 
test of either quality or quantit)' in production. And after the 
war they would find that the n ..... ity for increased production 
would be keener perhaps than any of them apprecisted. 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 hie friends that much more wealth must be 
produeed 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 seeurity for every family in 
the land, and whilst he, as a trade noiooiet, recognized that some of 
the restrictions we had imposed were to be justified in all tim.., 
there were other restrictiona which were not so defendable in the 
national interest. 

lIDlIJ(1J)( BTANDABD 

And it was in a Council like that that they would be able disp ..... 
sionately to reveal these matters and if there were restrictiona which 
could not be defended, then the workman would be prepared to re
move them providing he got some compenaation for the things he 
would be ealled npon to remove. He wanted to see a minimum 
living atsndard for every worker in the land, and over and beyond 
that perfect letitnde whereby throngh the exereise of additional 
skill or acquired experience the workman might be fully rewarded 
and thus be a source of profit to the eommnoity. Let them hanish 
from their minds the idea that wages onght to be depressed to the 
lowest limit. (Hear, bear.) 
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Let every workman be encouraged to eam as mucb as possible, 
for by that means 80mething would be done to inerease the efficiency 
of all cIaaaes, and it would contribute in a substantial degree to the 
stability of the country. Dr. Addison had pointed out to tbem 
many other things they ought to undertake, and it ought to be very 
encouraging to them to know-having Dr. Addison's assuranee rein
foreed by his own-that in the future the Government intended to 
recognize theee Councils as a medium to whicb they would turn for 
the purpose of getting guidance in all matters affecting these in
dusfries. Whether it be legislatively or adminietratively, these 
bodies would take an important part in the affairs of the nation 
in time to come. 

.AliI' AUTBOBITATIVB VOICII 

He was sure that if they could get a powerful authoritative voice 
coming from a particular industry, even if the things they asked 
for happened to be heterodox or happened not to compare· with the 
1Ieeal poliey of the party in power, well, no Government could ignore 
the voice of a trade like the pottery trade. The united voice of in
duetry could ask for anythiug. He heiled the establishment of that 
Council, not merely beeause it represented an idea he had long held, 
but because it would remove from the cockpit of party politics many 
question. ot industry and we should be able to look at them not from 
the point of view ot party but from the etandpoint ot each par
ticular industry. 

And 80 he said that if bodies like that made a representatiou to 
any Government with which he was asaoeiated, whatever the con
templated change. were, he would recognize they were right and 
desirable, because those in the industries were most competent to 
judge of the interests ot those industries. (Hear, hear.) He 
viewed with very great pleaaura the establishment of bodies of that 
character, beeause they would help to remove from the enervating 
atmosphere of party polities many things whicb nesded to be plaoed 
in their proper perspective and viewed from the standpoint of the 
best interests of industry, 80 long as they could be squared with the 
interest of the community as a whole. 

AJ'TBII-WAB 8HOBTAGlI 

Dr. Addi80n had made reference to oertain important inquiries, 
on whicb he would desire to consult them after the war. He had 
pointed out that owing to the war and the withdrawa.! from industry 
in all the belligerent countries of all masses of people, there muet 
bs a considerable shortage of materia.ls requisite for industria.! af-
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fairs, and that that would require that Dr. Addison, through his 
Department would appeal for industry to continue under some form 
of State control for a limited period. Some of them were hoping 
that it would be a very limited period, but tbey were all reconciled 
to the fact that there must be some control for a period after tbe 
war. Dr. Addison had also ehown to them that tbis 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 tban any Government Department. 

If it was tbat an industry was unwilling to establish a Council 
of that character, then the task of rationing would have to be un
dertaken, and tbe Government would bave to do it, wbereas tbe 
Government had expressed a willingness and a desire tbat the peo
ple in the industries should do it for themselves. He thought tbey 
would find that these Councils were endowed with great responai
bilities, and that they were fraught with great pOlllibilities. 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 thougbt these bodies would become more and more woven 
into tbe fabric of the future State. 

TID!: BIGHT END 

He was certain they were beginning at tbe rigbt end, that rigbt 
end heing tbe promotion of a hetter understanding, tbe establish
ment of a more perfect relationship between employers and em
ployed. . He made tbe prediction tbat 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 estsbliehment of that Council 
ended all their difficulties. They had aimply faehioned 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 one another, 
and that there was no sharp line dividing employers and employed, 
and that tbe 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 labore, he honestly believed that when 
Dr. Addison and himself cleared the political stage, they would 
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recoguiH that, having been privileged to be associated with the first 
meeting of that Council, they were in at the beginning of a great 
movement, whieb would ultimately effect a better industrial rel .. tion
ahip throughout the land. In that way they would also be asso
ciated in placing the eountry on a firmer, fairer, juster basis for all 
time. (Loud applause.) 

l4B. TUNNICLDTJ> 

M,r. W. Tunniolill'e (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 about them crushing 
tbe eonsnmer, because the potting industry eould even now eom
mence to pay a decent living wage and a fair profit to those engaged 
in the industry, without the consnmers greatly feeling the .pinch. 
He wanted to suggest that seeing that that was the birth of the Na
tional Council, Dr. Addison and Mr. Roberta should be· recognised 
as its godfathers, and whenever they bad any important things to 
place before the Government, it would be possible for tbem to make 
their presenee felt on the Council's behalf. (Hear, hear.) He 
hoped that the intereet in evidenee that day was ouly an earnest of 
the spirit that was going to pervade tbe industrial Conncil in eon
nection with the potting industry in the years to come. 

l4B. J. O. IIAlLIOY 

Mr. J. C. Bailey said that in this district they had an .Arhi
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 bad been largely operative. They 
had had many disputes and many ditlioulties to settle, but they had 
generally been settled not by strikes and lock-outs, but by a cross 
table eonference between employers and men. What had brought 
the National Conncil into exiatence was, in a large measure, the faot 
tbat the bulk of the principal firms in the district had been members 
of the Manufacturers' Association, and they had invariably attendad 
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 thair 
livelihood in the industry itself. When he told Dr. Addison and 
Mr. Roberts that a dozen in the potting trade sometimes comprised 
72 artioles, and that one article might count as two dozens
(laughter)-they would nnderstand that tbe men who disousaed the 
various difterancea had to know what they were talking about. 
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(Hear, hear.) That had all created the atmosphere which en
ahled their good friends Mr. Rowntree, Mr. Wethered, Mr. Clay, and 
the Master of Balliol to advise them with regard to that Council, 
and they owed it to them that North Slo.ft'ordshire had been the flrst 
to form a National Council. (Hear, hear.) He waa proud tbe 
Council had heen 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. Tbey had launched tbat 
day a vessel, they had appointed a crew, and they had certain ports 
at whicb to call. Now, they migbt not make those ports aa quickly 
as some would think tbey ought to do, but let them have patience, 
and 80 long aa they were making progreas, let them go on witb 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 he 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 waa carried with loud acclamation. 
Dr. Addison &aid both Mr. Roberts and himself thanked them very 

much indeed. He need not say more. (Applause.) 

INTERESTING PRESENTATIONS 

The Chairman &aid that concluded the meeting, and they now pro
eeeded to an interestiug little function. It waa 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 8Onnection 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 tbe "Dancing 
Hours," and Mr. Clay's acceptance of a china tea set and a bost of 
Scott in basalt ware. 

Land applause followed each presentation. 

XL BOWlfTIID 

Mr. Arnold Rowntree, M.P., responding in acceptance of the gift 
presented to him, &aid that the suggestion of the joint Council did 
not 80me from Mr. Wethered, Mr. Clay and himself, as bad been 
stated. It came flrst of all from that gathering of the operatives 
at Lawton Hall, and he and hia friends were simply the vehicles 
by which ·the suggestion came before the manufacturers, who cor
dially accepted it. Tben they all came together at Lawton Hall 
and made the actual arrangements for carrying tbe matter to its 
present stage. He thougbt the two rigbt honorable gentIemen, to 
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whom they had listened with so much interest, would agree that 
that was exaclly the way they liked things to happen; that it was 
better for such a movement to be the spontaneoue wish of the 
trade, rather than there should be any undue pressure exerted from 
the center. . 

It was important to remember that it was spoJl.taneous because 
to him, at any rate, that was such a justification of the greatneu 
of the generul principles of the Whitley report. When he had 
listened to them for four and .. half days diocueoing this question, 
he "as certain when he saw the Whitley report, afterwards, that it 
was founded on true and oorrect principles, beeause he had seen it 
evolved by them. He did hope tbat the spirit in which the Council 
had been formed would pervade its future deliberations. (Hear, 
hear.) It was essential that whilst they mUBt look to increased pro
duction, and aU that kind of thing, still it was essential that we 
should not let the material side of Commerce submerge UB, but that 
aU along we should remember that we were dealing with human per.. 
sons, and that what we wanted was not merely the large amount, 
but the production of real human citizens. 

TBlBllTB TO ClIAIBIolAN 

He belisved that the result of the Council would he that they 
would have a for greater pride in their indUBtry, 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 Stalfordshirs. pottery 
industry famoUB aU over the world. (Hear, hear. ) Nor did he 
forget that it was Major Wedgwood's happy chairmanship at the 
employers' meeting that got tbem over many diJIIculties, and he 
was delighted to think that Major Wedgwood was now in the 
chair, presiding at that tlrst Council meeting, and to think that the 
Council was going to have the benefit of his personality and his 
wiee gciding spirit. He thanked them for their most gen.rous 
present, and he oould tell them that aU through his life he' should 
treasure it as one of the pleasantest and happiest gifts he hod ever 
received. He hoped his uproarioue children would not brook the 
"jars" but that they would go down to further generations. (Laugh
ter and applause.) 

Mr. Wethered eaid he should value the vases very deeply. The 
three days he spent at Lawton Hall marked an historic oocasion, and 
he took it as a great honor that they should have appointed him 
an honorary member of tbat Council. He believed they had taken 
the tlrst definite step forward in .. greet policy. They were to be 
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congratulated not only in forming tbe first National Council bnt in 
anticipating tbe Wbitley report by two montba. (ApplaUBe.) 

Mr. Clay said it had been a privilege to be associated with the 
members of the Council. The idea of tbe Council was sound, but 
it was to be regretted that it had taken the war to teach tbem tbat 
they must consolidate tbeir forces to meet with success in the future 
and to deal properly with the indUBtriai problems that arose. It 
was essentially tbe first step of reconstruction. He heartily thanked 
tbem for tbe presents tbey had 80 kindly given him. (Applause). 

The members of the Council then adjourned for dinner prior to 
the evening meeting at the Victoria Hall, Hanley. 
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TRADE PARLIAMENTS 

WRY TmoY SHOULD BE FOBl<llD 
AND 

How TO FOBll ONE IN YOUR TIWlE 

AD Explanation of the Whitley Report 

TRADE PARLIAMENTS 

THE BEOONBTBUC'rION 01' INDUSTRY BY INDUSTBY ITBELI' 

The writer who desires to think accurately on trade questions 
mast start with thres simple propositions. In the first place, almost 
the whole duty of the British nation after the war--Govemment and 
people alike-may be summed up in the phrase "Political and In
dustria\ Reconstruction!' With the vast issues involved in political 
reconstruction this 'pamphlet has nothing directly to do. It is worth 
while to rememher, however, that the task of rehuilding the political 
fabric of the British Empire will he greatly simp\ifted if merchants 
and manufacturers, business men and working men, can reach some 
broad basis of agresment about social and economie reconstruction. 
The purely political work of our statesmen will be much easier if 
the induetrial and trading eIasees shoulder the main burden of in
dustrial reconstruction themselves. It is the work of the.. classes 
to prepare sohemes, suggest policios and disouss poasible Iin.s of 
development, leaving to the Government and Parliament in the main 
the simpler task of putting their plana and ideas into final legisla
tive form. 

THB PBOBLEJI IS UBGBNT 

Secondly, the businasa of industrial reconstruotion is urgent. It 
O8IlDot wait. So ossential is it to come to an early understanding 
about the main principles of induetrial policy that even while the 
book of the War is still un1Inished it is necessary to write the first 
few chapters in the book of peace. To he ready for peace, we 

631. 
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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 a golden 
opportunity be lost forever. 

INDUSTRY RESPONSIBLE :roB lTS OWN DEVELOPKB'NT 

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 help 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 reqnirement of the now 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 trad_that is 
to say the brain and mannal workers in each tred_has got a 
sphere of almost incalcnIable importanee in ereating the now in
dustry of the future. 

TlIJ: WHITLEY RBPOIR 

It is because these facts have been growing on the consciousness 
of the country that the Whitley Report has aroused snch intense in
terest. In the United Kingdom it has been hailed with enthusiasm 
in every quarter. It has many ardent supporters. It has few open 
or avowed enemies. In Germany the prospect of British manufac
turers adopting the principles of the Whitley Report is apparently 
viewed with considerable disqnietude. .A leading newspaper in 
South Germany, the "Miinchaer Neueste Nachricbten," recently 
&aid, in an article on the Report: "The attempts made by the Eng
lish to reform industry deserve consideration hy ns 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 peaee 
the idcal of work for the eommon good, and wbich takes due ac
count not only in politics but in the organization of industry, of the 
self-consciousness of the people which has grown 80 immensely 
during the war. Without losing sight of our own special circum
stances, we have every reason to follow with the greatest attention 
the development of the situation in England." If this is the typical 
attitude of our national enemies it is wortb while pressing bome the 
moral of the Whitley Report. Altbough, as bas been said, it has 
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, its enthusiastic supporters, every new deparlure must make good 
ita case before a vast army of lukewarm Laodicean9. Mr. Bonar 
Law has said tbat 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 practicsi shape the ideae underlying the Whitley 
Report. It must be now or never. What, then, is the great idea 
underlying this hietoric doeumentf 

ITS BOOT IDU 

The great conception is that each industry is a unit. An in
dustry is not a collection of individual firms, each of which has 
no connection, except as a competitor, .with aU the others. Indus· 
trial concerns, manufacturing or trading in the same commodity 
or group of commodities, are not to be regarded as simply or even 
mainly competing for the supply of the aame or adjoining markets. 
A trade is something bigger and finer than the mere sum of units 
that compo ... it. It has its own problems, its own internal questions 
of organization and methods of production, its own special sources 
of raw material, its own peculisr difficulties regarding aecesa 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 consuming pub
lic, and to the transport and financial system, on which, in the 
modern industrial world, aU trades and busineases depend in the 
last 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, maohinery for the purpose has 
had often to be very hastily improvised. We have seen the ad
vantage of industrial organization during war. It is plain that 
auch organization must have equal, or greater imporlal!ce in the 
subsequent time of peace. 

THE OIWANIZATION OJ' AN INDUSTRIAL COUNCIL 

The form the organization of an industry should take has been 
called the Industrial Council Before analyzing its functions, it is 
neceasary to describe 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 Council representing Capital, another 
repreaenting Management, and a third representing Lahar. The 
whole object in having a Council is to bring together aU the factors 
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in the trade. A trade does not belong to the Capitalist aa such, nor 
to Management as ouch, nor to Labor aa ouch. 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 b. an Association of Associ
ations. In other words, it ought to consist of representatives of all 
tbe employers' groups and of all the trade unions covered by the 
particular industry. 

AN .6SSOCIATION 01' EHPLOYERS' ASSOCIATIONS AND T&ADE 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 representstive the collection of associations that appoint dele
gates to the Council, the more effective it is likely to be. 

NO INTERJ'ERENCZ WITH THE INDIVIDUAL IIANAGEM'ENT o. nmUSTRl'BS 

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 haa imposed 
a large measure of control during war, to which all manufacturers, 
large or small, have heen compelled to conform. After the war 
there is likely to be an instant and even a peremptory demand that 
tbe State should releaae its grip and allow business to go back into 
the old channels. Suppose, then, that in a given trade a Council 
is act up during the war. What will he the position at the end of 
the war' The Orders and Regulations of Government Departments 
will gradually be abrogated and disappear. But the individual 
manufacturer will lind the situation very different from what it waa 
before the war. There may very well he a shortage of this or that 
esaentiaI material, old markets may he closed and new markets 
opened wider 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 trode will 
be discussed weekly or fortnightly or monthly as the ease may be. 
The whole experience of the trode, the knowledge of ita leading 
members about general eonditions will be open and available to the 
bumblest member of the trode. He will still manage his business 
bimaelf, but he will have more than bis own busin .... ability and 
knowledge to rely on. He will be able to drow on the whole experi
ence and ability of tbe trod. in order to reduce untoward risks and 
to eliminate many cauaes of failure. Or if, in the ioteresta of the 
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whole trade, Bome forms of regulation must be temporarily. main
tained after the war, it is better B1l1'IIiy that these regulations should 
be imposed by the trade itself thm ,by the State. An InduBtriai 
Council, properly m8.Ilned, md with functions corresponding to its 
0"" dignity md importanee, is a better legislative body in all mat
ters reiBting to the trade than a Government Department, however 
well qualilled, which has to rely on the opinions md judgment of 
outsiders. An Industrial Council can speak for the trade. A Gov
ernment Department, at the best, can only aceept md act upon the 
opiluons of its own appointed experts whose knowledge may be 
limited. 

THB BBI.o&TIo>r BmWZElr THB II'1'ATE AliIl THB INDUlITIIIAL COU>r0IL8 

(L) An Industrial Council would, then, in a particular industry 
be compoeed of representatives of associations of employers and 
working people, md would constitute m effective parliament or 
representative body for the diBcuaeion of all matters referred to it 
by agreement or legislative enactment or, in course of time, by the 
custom of the trade. No Council can be formed without the assent 
md coOperation of both employers and employed. The larger in
terests of the industry as a whole, as contrasted with the interests 
of m individual business, are the affair of all who derive their in
come or livelihood from the industry, whether they are paid weekly, 
monthly, or twiee a year. 

(2.) In order to Bafeguard the interests of the trade, and to deal 
with special emergencies aB they occur, the Council ought to meet 
frequently. Its diecuaeions must be open to the trade, reporte of 
its proeeedings must be widely cireulated, md every attempt must 
be made to inform the whole trade of the reeults of its deliberations. 

VARIlOT'l" 01' CO>rSTlTDTIO>r ESSE!ITIAL 

Within these limits there will be room for a great variety of con
stitution md of methods of eonduetiug the Councils. What is suit
able for one industry will not neeesasrily be suitable for mother in
dustry. The important point is that every industry should have a 
Councilor representative body, md that this body should include 
both "orkpeople md employers, md that its proceedings and de
eisions should be fully reported to the trade. 

TBII l>rDU8TRIAL COU>relL AS A J'OBtJ]( J'OB THB DIBOUSSIO>r O. ALL 
l>rDUB'l'RIAL QUBSTlO>rS 

Mere machinery, it may be Baid, 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 importaot 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 function is to be the forum to which all matters affecting the 
welfare of the people of the country can be brought for diseussion. 
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 
Councils will give a new stains and power to British industry. 

PROBLEMS 0)1 TllB TRAliSITION PEKlOD 

But the question of function, although perhaps subsidiary, is 
also important. Here the post-war period may be considered as 
falling into two divisions: (1) the period immediately following the 
pesce-the transition period-and (2) the subsequent period, i.e., 
the period that will begin when industry shall have again settled 
down into something like routine. The problems that an Industrial 
Council will have to meet during the first period are obvious enough. 

(a) DJ:JlOBILIZATlOll 

There are questions like demobilization. The Government will 
want to know how many men will be required immediately after pesce 
.in a given industry to meet the prospeetive demand of the consumiDg 
public. Some industries are now essential for war purposes. other 
industries will then be essential for pesce purpo.... Only a CouDcil 
representing the whole trade can give the Government the informa
tion it requires or des! with the matter as a whole. 

(b) APPIWI'l'lCJ:8HIP 

There is also the question of apprenticeship. Much former en&

tom and usage have been shattered by the war. The temporary 
adoption of conseription has naturally led to the inadequate train
ing of the younger men and women. How this deleetive traioiog 
can be quickly made good, and what eonditions ot apprentieeship 
ehall be required in the future in view of the changed character of 
many industries, these are problems on which the Government will 
require advice tbat no authority but a representative Council is in a 
position to offer. The war has taugbt us much aboot intensive 
training and workshop organization. How far are we to profit 
permanently by these lessons' 
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(c) BA W lUTBBULII AND ALLIBD QUZSTIONS 

Further, there are problems connected with the supply of raw 
material. and their distribution which can ouly be dealt with in a 
similar way. Many others may he suggested. But the desirability, 
indeed, the absolute necessity, for such Councils will b. apparent 
when it is bome in mind that after the war the whole system of 
intematioDal commeree and linaDco will be in. the melting pot. 

(d) TlIB COlrl'llllION OIr TlIB TBANSmON PERIOD 

It will he a time of extraordinary confusion. Even the largest 
and best established industries will have to faco tremendous prob
lems. For smaller industries the situation may present irretrievable 
dangers, unIeBB they organize themselves betimes to ensure that their 
needs are seriously considered and their place in the industrialsys
tom made thoroughly secure. . 

TH!: PEIU<ANE>IT PROBLEHS OIr I1JDUSTBY 

In the larger world, however, on whicb industry will enter after 
the period of transition is over, these Councils will have an even 
greater sphere of usefulness. The stndent of this side of the subject 
would do well to read Mr. Bonn'. "Trad. of To-morrow!' The 
Whitley Report enumerates a number of matters that may b. handed 
over to the Councils for special consideration and treatment. But 
the eleven questions suggested as appropriate are merely illustrations 
of the kind of work such bodies ought to undertake. 

(a> BESEABCH AND EDUCATION 

The provision . of new sources of raw materials, the endowment 
of special research work for making new raw materials available 
and for reducing the number of processes and of cost in manu
facture, the elaboration of schemes for technieal and commercial 
education, are important objects for which no single manufacturer 
can provide, bllt on which the Council might throw much light. 

(b> THB DEVBLOPHBNT OIr BXPOR'l' TBADB 

Further, the development of the export trade, as for instance by 
the adoption of a better Consular Service or the cooperative employ
ment of commiBBion agents or travelers in foreign countries, these 
are also matters which would naturaly devolv. on the Couneil. 

(c) HARHONY BE'l'WEBN LABOR AND OAPI'l'AL 

Thirdly, there is the great Jrl'OUp of labor questions, on tbe proper 
solution of which the whole social .tructura 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 forcea which act 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 tbe situation will be radically changed. 
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 illns
trations of the thoussnd and one difficulties of the modern manu· 
facturer which Labor will begin to know and appreciate. 

INDUSTRIAL COUNCILS NOT WAGES BOARDS UNDER A NEW N AK. 
But again, if the individuaJistic 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 
Wages Board must also completely disappear. Its objects are not 
limited to the settlement of wage differcncea. Notbing need he 
said against Conciliation Boarde or similar bodies. Tbey bave done 
useful service in the past, and tbey are capable of doing valuable 
work in the future in a selected number of indnatries. But to-day, 
to use a famons pbrase of Burke, men's minde are being irresistibly 
drawn to a bigher conception of tbe part whicb Labor and Capital 
can jointly play in sbaping and controlling the industry of the fn· 
ture. In tbis connection it is very important to remember the sub
heading in Section 16 of the Whitley Report, which suggests for 
special mention as faJling to Industrial Councils such suhjects as the 
helter utilization of the practical knowledge and experience of the 
workpeople, and of inventions and improvements designed hy work· 
people, and the cOOperation of the workpeople in carrying into effect 
new ideas about the organization of indnatry and the improvement 
ofproe ...... 
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AN INDUSTRY N01' A OOLI&CTION Olr SEPABAT}I ~S 

AU this is important bee""",, an industry mu.t be considered, 
as has already been said, as something more than a collection of in
dividual firms. Each industry bas a common viewpoint, common 
problems, common interests. Tbe manufacturer A.B. may have hi. 
speeial interests, which differ from those of C.D., E.F., or G.H. 
But besides these apecial interests of individual concerns tbere are 
involved in every industry common objects or interests, and in the 
cliscuIosion of tbese general problems 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 with representatives of Labor the fundamental 
problems of the industry, to discover bow many ideas of substantial 
worth Labor bas to eontribute towards their solution. 

THB OORPOIIATZ INTERESTS 01' INDUSTRY 1lf I'ls SPIICIA.L PBOBLBHS' 

Tbe modern industrial problem is too big for the small employers; 
it is too big for tbe larger employers, or even for all employers to
gether. It demsnds a cooperative effort on the part of the be.t 
brains of Labor as well as of Capital and Management. Sucb ability 
will best be put at the service of industry through the establishment 
of Industrial Councils in every industry. 

It only remains, in conclusion, to point out the supreme advantages 
to be gained by creating these Councils. 

lHPROVED SOCIAL STATUS Olr THB nmusTIIUL CLASSES 

(1) They will eliminate the false distinction so often drawn be
tween trade and the professions. Lawyers, doctors, and clergymen, 
through their own organizations or guilds, have a deOnite profee
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 sn important national service. 
Trade is also a national service. By organizing industries in great 
National Councils, not only manufacturers and traders, but the 
artizans, and all ranks in industry wonld feel that they, too, were 
professional men, .performing work of national moment. To arouse 
a real .. "rit do co,,,, in industry will be a substantial national gain. 

THII PLACB OP nmUSTBY 1lf THB OOHHUlfl'l'!' 

(2) An industry knows its own needs better tban 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 
politic. In this way also a new spirit will be created in each trade. 
It will have a new sense of its own value and importance to the 
community. 

THE ADVANTAGE 01' INDUSTRIAL COUNCILS TO THJD STATB 

(3) The State will also have a definite advantage, inasmuch as 
for the first time it will have a aingle orgaoization to approach in 
all matters relating to a particular industry. Hitherto no one body 
has been in a position to voice the needs or desir .. of a given trade. 
The new arrangement will tend to greater simplification and ease of 
working. The old multiplication of authoritiea will disappear, and 
the adjustment of queatioDB between an industry and tbe Government 
of the day will be more smoothly and rapidly elfeeted. 

THE SBLI'-DEVELOPHENT OJ' BACH INDUSTRY 

(4) An Industrial Council will prepare the way for the self
deVelopment of each industry. Any pereons with new ideas regard
ing the better working of trade, better methods of production, new 
proc ..... , will have a responsible body to whom they can go. The 
industry as a wbole will have an organ for its own improvement. 
And the 'control 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 responsible for its 
adaptation to the requirements of each new sitnation that arises. 

A STEPPING STONm TOWAIIDS INDUSTBUL BlICONSTBUC'l'ION 

(5) Last, but by no means least, the eatablishment 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 intereated in wages and Capital in profits. 
The employer and the wage-eamer will meet at the Council Board 
not merely to'diseuss 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 sid .. in the age-long 
economic confiict have an equal interest in tbe growth of their in
dustry and in the diseussion of its varied problem& What the fu
ture relationships between Capital and Labor may be, time alone 
eon decide. Meantime the opportunity is open for an immenae 
stride forward. Let DB seize it at once and work with botb bands 
earnestly to lay the foundations of B new era in the wonderful m.
tory of British trade and industry. 
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REPORT OF THE 
INDUSTRIAL RECONSTRUCTION COUNCIL· 

REPoRT I'OB THB YEAB 1>BoBHBn, 1911-1918 

541 

The close of this eventful and wonderful year brings also to an 
end the first yeer's work of the Industcial Reconstruction Council. 
Thll Conncil was founded in December, 1911, as a propagandist 
bod)' for the enconragement of the Trade Parliament movement, 
and for the edncation of the business and general community to a 
new coneeption of industry and to a trne appreciation of the indus
trial aitnation. The sneeess whieh bas attended aU our dorts, the 
crowded audiences 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
strnetion and an indication of the real progress whieh the mov. 
mont 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 aooepted the underlying 
prinoiples of the WhitleY Report. Before reviewing in detail the 
activities of the I.R.C., to whieh we ventnre to attribute a leading 
share in this result, it may be useful to give a list of the joint bodies 
DOW actually in existence and already at work on the problems of 
recoustrnetion and industrial development. It will he remembered 
that these are of three types:-

(a) Industrial Couneils, established under the aegis of the Min
istry of Labor in trades already well..,rganized on both 
sides. 

(b) Interim Industrial Recoustrnction Committeee, formed with 
the help of the Ministry of Reconstrnction in trades where 
the degree of organization is not snllloient for the adoption 
of the Constitntion of an Industrial Couneil. These Com
mittees are in aU eases eneouraging organization in thair 
reepeetive trades, and will eventnally tr&neform themselves 
into Industrial Couneils. 

(e) Trade Boards, .et np by the Ministry of Labor in trades 
where the organization on the workers' side is poor and tbe 
wages are low. These bodies have done and are doing 
good work, but in .0 far as they are imposed by the 
Government upon a trade, with the primary function of 
settling rates of pay, theY eannot he plaeed in the same 
category with the other two elaeses of bodies whieh are 
ereated by the initiative of the trades themeelves, and are 
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concerned not so much with the questions of wages and 
profits as with the welfare and development of the indWl
try Be a whole. It is hoped that Be the status and organi
zation of an industry improve, the Trade Board may be 
supereeded by an Interim Committee or an Industrial 
Council. 

(d) Provisional Committees which have been formed to draft 
constitutions for Joint Industrial Councils. 

Joint bodies in one or other of these categories now exist in the 
following trades. Whatever the official title, most of them look 
npon themselves Be Trade Parliamenta:-

Artificial Stone. Gold, Silver, Horological and AI-
Baking. lied Trades. 
Basket-making. Hollow-ware (Wrought). 
Blacksmiths and Farriers. Hosiery. 
Bobbin and Shuttlemalring. Hosiery (Scottish Section). 
Boot and Shoe Trades. Iron and Steel Trades. 
Brase and Copper Trades. Lace Finishing. 
Brush-making. Leather Goods and Belting. 
Building. Leather Production. 
Cable-making. Linen and Cotton Embroidery. 
Catering. Lock, Safe and Latch. 
Cement. • Matches. 
Chain-making. Metallic Bedsteads. 
Chemicals (Heavy). Musical Trades. 
China Clay. Newspapers. 
Clay. Packing Case Making. 
Cocoa, Chocolate, Sngar Paint and Varuish. 

Confectionery and Jam. Papermaking. 
Commercial Road Transport. Paper and Cardboard Boz-mak-
Coopering. ing. 
Cotton. Patent Fnol. 
Cutlery. Pottery. 
Electrical Contracting. . Printing. 
Electricity, Power and Snpply. Qnarrying. 
Envelopes and Mannfactnred Railway Carriage and Wagon 

Stationery. Building. 
Fertilizers. Roller Eugraving. 
Fnruitnre. Rubber. 
Fnruiture, Warehoolsing and Sawmilling. 

Removing. Shipbuilding. 
GIase. Shirt-making. 
Gloves. Bilk. 
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Sugar Relining. 
Smgical Instruments. 
Tailoring. 
Tin Box and Canister Making. 
Tin Mining. 
Tramways. 
VehicIe Building. 

Waterworks. 
Wire Manufacturing. 
Woolen and Woreted. 
Woolen and Woreted 

(Scottish Section). 
Zin. and Spelter. 

6418 

With negotiations now being carried on in every industry in the 
coUhtry, frequent additions to this Jist may be expeeted, and we 
may look forward with every hope to the establishment of a com
plete system of Induetriai Self-Government which will enable British 
Industry to eompete fairly and sueeeeafuJJy with that of any other 
nation in the world. 
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RULES FOR WORKING THE HANS RENOLD SHOP 
STEWARDS COMMITTEE 

l.-A representative may be appointed by and from each 4 ... 
partment to act as Shop Stewards, who shall retire at the end of 
twelve months, but shall be eligible for reelection. Small Depart
ments to be grouped and 2nd Ballot to be taken if no candidate 
receives clear majority. Any department may appoint a provisional 
to act in the absence of their elected representative. 

2.-1n addition to the above, a Chairman and Secretary, inde
pendent of anyone 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 reelection to either of tbese 
offices for a period of twelv. months, but shall be eligible for .1 .... 
tion as Shop Steward. ' 

3.-Th. Shop Stewards shall be members of a recognized Trade 
Union or A similar organization, and shall as near as poasibl. rep_ 
sent all grades of labor. 

4.-They shall meet regularly once a month, and on other n ..... 
gary occasions when summoned by the Secretary. 

5.-At the first meeting after election they shall elect from tbeir 
own number an executive of seven including Chairman and Secr&o 
tary, whose duti .. shall include attendance .t joint mectings held 
regularly with the Management, to discnas bnain... brought before 
the full Committee. 

6.-The Chairman and Secretary shall perform all snch duti .... 
come within the scope of their respective offi ... , and together shall 
be the recognized means of discussion with the Management npon 
a request from either side for an interview. 

7.-The representative of any department whose .... is to be <Ii&
cussed with the Management must accompany the deputation to the 
Management, whether be be • member of the Ex"""tive or not. 

S.-The Shop Stewards shall reqnire all in their department to 
produce their contribution card once every three months, and no 
bnain ... shall be brought before the Committee on behalf of • non
unionist. 
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9.-No drastic action shall be taken in any ;azt of the works, DB

less 80 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. 

lO.-A copy of these rules shall be supplied at cost price to each 
one working in a department represented on the Shop Stewarda 
Committee. 
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WORKSHOP COMMITTEES 

SOOGlI:8TJ:D LINES 0" DEVBLOPKENT 

By C. G. RENOLD 

PREFACE 

Some time ago I was asked to prepare a memorandum on the 
suhject 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 interested in the problem who may not see the orig
inal report. 

I have approached the sabject with the conviction that the work
er's desire( for more ecope in his working life can best be satisfied 
by giving Dim some share in the directing of it; if not of the work 
itself, at least of the conditions nnder which it is carried oat. I 
have tried, therefore, to work oat in some detail the part which or
ganizations of workers might play in works administration. And 
believing as I do, that the existing indastrial system, with all its 
faalts and injastiees, must still form the basis of any fulare system, 
I am concerned to show that a eonsiderable development of joint 
action between management and workers is possible, even nnder 
present conditions. 

Many of the ideas put forward are already incorporated to a 
greater or lesser degree in the institutions of these works, but these 
notes are not intended, primarily, as an aceonnt of oar ""periments, 
still less as a forecast of the future plans of this firm. Oar own 
""Perience and hopes do however, form the basis of much here 
written, and have inevitably influenced the general line of thought 
followed. 

C. G. RENOLD, 
Hans Renold, Limited, 
Manchester 
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Scope of Workers'. Shop OrgaDizationa; Manasement queeQona which 
could be devolved, wholly or in part. 

1. Questions in connection with which Shop Organizatione would pri· 
marily benefit the Workers. 

(II) Collee""" B ... gaMIMag. 
(b)~ • 

• (c) General 8hop ctmtU ...... _A_. 
(d) G.......u 80cial A_A. 

2. Queotion8 on which joint diocuoeion would primarily be of advan-
tage to the Management. 

(II) l"'orprot.mo.. of MMIGfT"""",f to Workenr. 
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(c) Promot ..... . 
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(b) R.,......","" ... of all GrGdea. 
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3. Some Schemes auggeated. 
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BI!X:l'nOll m 
SI1llUll&l'7 .... d Conclusion. of Sections I and n 

IImrIOl'l' IV 

Comments on Working. 
I. Relation with Shop Forsmen. 
t. Proviaion of faciliti81 for committee work. 

INTRODUCTION 

Throughout the following notes it il asenmed that the need is 
realized for a new orientation of ideas with regard to ind\lJltrial 
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management. It is further assumed that the trend of snch ideaa 
mu.t he in the direction of a devolution of some of the funetions and 
responsibilities of management on to the workers themselves. These 
notes, therefore, are eoncerned mainly with considering how far this 
devolution can be carried under present eonditions, and the neces
sary machinery for enabling it to operate. 

Before passing, bowever, to detailed schemes, it is worih eon
sidering briefly what the aims of this devolution are. 

It must be admitted that the eonditions of industrial life fail 10 
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 oatiafaction to be derived from work de
pends upon its heing a means of self-expression. This again de
pends on tbe power of control e>:ercised by the individual over the 
materials and processes used, and the conditions under which the 
work is carried out, or in the case of complicated operations, where 
the individual can hardly be other than a "cog in the machinet
on the willingness, understanding, and imagination with which he 
undertakes such a role. In the past the movement in induatry, in 
tbis respect, has been all in the wrong direetion, namely, a continual 
reduetion of freedom, initiative, and interest, involving an accentua
tion of the "cog-in-the-machine" stalna. Moreover, it has 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 anyone particnIar series of operations. 

Each snccessive step in the splitting up and specializing of opera
tions has been taken with a view to promoting efficiency of pr0-
duction, and there can be no doubt that efficiency, in a material sense, 
has been achieved thereby, and the prodnctivity of induatry greatly 
inereased. This has heen done, however, at the eost of pleasure and 
interest in work, and the problem now is how far these could he 
restored, as, for instance, by some devolution of management re
sponsibility on to the workers, and how far such devolution is poe
sible under the competitive capitaIist system, which is likely to dom
inate indnstry for many long years to come. 

Under the conditions of capitalist induatry any scheme of devolu
tion of management can only stand provided it involves DO net loes 
of produetive efficiency. It is believed, however, that even within 
these limits, considerable progress in this direetion is possible, doubt
less involving some detail loeo, but with more than compensating 
gains in general efficiency. In tbis connection it must he remem
bered that the work of very many men, probably of most, is given 
more or less unwillingly, and even should the introduetion of more 
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democratic methods of business lIIlIIlIIgeIIIent entail a certain amount 
of 1088 of meeba.uical efliciency, due to the greater cumbezsomeness 
of democratic proceedings, if it can succeed iu obtaining more will
ing work and coOperation, the net gam iu productivity would be 
enormous. 

Important and urgent as is this problem of re-arrangiug the til&

ebinery of management, to enable respousibUity and power to be 
shared with the workers, another and preliminary step is even more 
pressiug. Tbia is the establiabiug of touch and understandiug be
tweer. employer and employed, between mauagement and worker. 
Quite apart from the mauy real grievaneee under which workers iu 
various trades are 6Ull'eriug at the present time, there is a vaat 
amount of bad feeliug, due to miBunderstandiug, on the part of 
each aide, of the aims and motives of the other. Each party, be
lieving the other to be always ready to play foul, finda iu every move 
easy evidence to support its bitterest suspicions. The workers are 
irritated beyond measure by the iueJllciency and blunderiug iu or
ganization and mauagement which they detect on every aide, and 
·knowiug nothing of buaiuess mauagement cannot understand or 
make allowance for the enormous diJIlculties under which employers 
labor at the present time. Similarly, employers are too ignorant 
of trade union aJfaira to appreciate the problems which the present 
''lightniug transformation" of industry preeent to those reepousible 
for ahapiug trade union policy; nor is tbe employer ge4erally iu 
close enough human touch to realize the effeet of the long stram of 
war work, and of the harassiug reetrietiona of pereonalliberty. 

More important therefore than any reeonatruetion of management 
machinery, more important even than the remedyiug of specific 
grievaneee, is the establishing of 80me degree of ordiuary buman 
touch and sympathy between mauagement and men. 

This also haa an important bearing on any discussion with re
gard to developing machinery for joint action. It cannot be em
phasized too strongly that the hopefulness of any such attempt lies, 
not iu the perfeetion of the machinery, nor even iu the wideness of 
the powers of self-government granted to the workers, but iu the 
degree to which touch and, if poesible, friendliness can be estab
lished. It should be realized, for iustanoe, by employers, thet time 
spent on discussing and ventilatiug alleged grievances which turn 
out to he no grievances, may be quite aa productive of underatandiug 
and good feeliug aa the removal of real grievances. 

Paesiug now to oonetructive proposals for devolution of mau
agement, the subjeet is here dealt with mainly iu two stages. 

Under Section I, 80me of the functions of. mauagement which 
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most concern the workers are eonsidered, with a view to seeing how 
far the autocratie (or bureaucratic) secrecy and exclusiveness whicb 
usually surround businesa management, aa far aa workers are eon' 
cerned, is really unavoidable, or how far it eould be replaced by 
democratic discussion and joint action. The eonclusion is that there 
is no reason inherent in the nature of the questions themaelves why 
this cannot be done to a very considerable extent. 

Seetion II deals with the second stage referred to, and eousiders 
the machinery needed to make such joint action, as is suggested in 
Section I, workable-a very dilIerent matter from admitting that 
in itself it is not impoBBiblel The apparent complieation of such 
machinery is doubtlesa a difficulty, but it is not insuperable, and is 
in practice I ... formidable than it seems at first sight. It mu.t be 
realized, however, that the degree of elaboration of the machinery 
for joint working, adopted by any particular industry or ftrm, 
must be in relation to the elaboration of the eIisting management 
system. It would be quite impossible for many of the refinements 
of discussion and joint action suggeated to be adopted by a lIrm 
whose ordinary business organization waa crude, undeveloped, and 
unsystematic. This point is more fully dealt with in this section. 

Section III contains a summary of the seheme of Committees 
contained in Section II, showing the distribution to each eommittee 
of the various questions discussed in Section I. 

In Seet.on IV 80me eomment. are made, baaed on actual experi
ence of an attempt to institute machinery of the kind discussed, 
and 80me practical hints are given which may be of aasiatance to 
others. 

SECTION I 

soon OJ' WOBKEBS' SHOP ORGANIZATIONS; Jl.AlrlA.GBHBNT QUI'B'l'IOllf8 
WHlCB COULD BB DEVOLVED, WHOLLY OR Dr PART 

It is proposed in this section to eonsider the activities which or
ganizations of workers within the workshop might undertake with. 
out any radieal reorganization .of industry. What functions and 
powers, usually exercised by the management, could be devolved on 
to the workers, and what questions, usually considered private by 
the management, could be made the subject of explanation and eon
eultation' The number ot such questions .. aet out in this sec
tion may appear very formidable, and is possibly too great to be 
dealt with, except by a very gradual proeeBB. No thougbt is given 
at this atsge, however, to the machinery which would be n........." 
for achieving 80. much joint working, the subject beiog considered 
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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 eensorsbip and eecreey wbieb sur
round business management. 

In the list wbieb follows, obviously not all questions are of equal 
urgency, those being most important wbieb provide means of eon
eultation and conciliation in regard to sueb mattere as most fre
quently give rise to disputes, namely, wage and piece-rate questions, 
and to a lesser degree, workshop prBAltices and customs. Any 
eebo!me of joint working ebould begin with these matters, the others 
being taken over as the mBAlbinery settles down and it is found 
practicable to do BO. How far any particular business can go will 
depend on the circumstances of the trade, and on the type of or
ganization in operation. 

Though m8Albinery for conciliation in connection with existing 
troubles, sueb as those mentioned, must be the 1IrBt care, BOme of the 
other mattere suggested in tbis section-e.g., safety and hygiene, 
shop amenities, elc.-ilhould he dealt with at the earliest possible 
moment. Sueb subjecta, being less eontroversial, offer an easier 
means of approaeb for establishing toueb and understanding be
tween managers and men. 

The suggestions in tbis section are divided into two main groups, 
but this division is ratber a matter of convenience than #D indic ... 
tion of any vital difference in nature. The suggestions are ar
ranged in order of urgency, those eoming 1IrBt where the case for 
establishing a workers' ebop organization is BO clear as to amount to 
a right, and passing gradually to those where the C8Be is more and 
more questionable. The 1IrBt group, therefore, eontains all those 
items where the oase is clearest and in connection with· which the 
immediate benefits would fall to the workers. The eeeond group 
eontains the more questionable items, wbieb lie beyond the region 
where the eboe actually pinebes the worker. These questions are 
largely educational, and the immediate benefit of action, eonsidered 
as a business proposition, would aeerne to the management through 
the greater understanding of management and bnsineaa dilIIcuities 
on the part of the worke ... 

L (I .... ,ions i.. _cIioft tDil/o fD/oic/o 81001' Org"";"aIitms fDotlid 
prim4rilg b ..... fll lloe Wor"' .... 
This group deala with those matters where the CBee for establish

ing shop organizations, to meet the need of the workers, is clearest. 
(al Col18e1i~. Bargaining. 

There is a 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 migbt 
supplement tbe ordinary trade union activities in tbe following 
directions :-

L Wag ... 

(NOTE.-General standard rates would be fixed by negotiation 
witb the trade union for an entire district, not by committees of 
workers in individual works.) 

To ensure tbe application of standard rates to individuals, to 
see that tbey get the benellt of tbe trade union agreements. 

Wbere a Beals of wages, instesd of a Bingle rate, applies to a 
class of work (the exact Ilgure varying according to the uperi
ence, length of service, etc., of the worker) to see that snch seales 
are applied fairly. 

To see that promises of advances (sucb as those made, for in
stance, at the time of engagement) are fulllIled. 

To see that apprentices, on completing their time, are raised to 
the standard rate by the enstomary or agreed steps. 

2. Piece-Work Ral.B. 
(It is assruned that the general method of rate flxing_.g., the 

adoption of time study or other metbod-would be settled with the 
local tradfl unions.) 

To discuss with tbe management the detailed metboda of rate 
fixing, as applied either to individual jobs or to particnlar cIaases 
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 esrning. 

To discuss witb the management reduetion of pieee rates wbere 
these ean be shown to yield higber earnings than the standard. 

To investigate on behalf of the workers complaints as to in
ability to earn the standard rate. For tbis purpose all the data 
and calculations, both with regard to the original setting of the 
rate snd with regard to time booking on a particnlar job, would 
have to be open for examination. 
NOTE.-It is doubtful whether a shop committee, on account ot 

its crunbersomeness, could ever handle detaiI, individual rates, ""cept 
where the jobs dcalt with are so large or so standardiud as to make 
the nrunber of rates to be set per week quite smaIl. A better plan 
would be for a representative of the workers, preferably paid by 
them, to be attached to tbe rate-fixing department of a works, to 
cheek all calculations, and to look after the workers' interests sen-
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eraIly. He would report to a shop oommittee, whose diseossions 
with the management would then be limited to questions of principle. 

3. Wmc,""g the Applictrtiott 01 Speci4l Legislatioro, Awards, Dr 

Agr.""-tt-e.g., 
Munitions of War Act, Dilution, Leaving Certificates, eto. 
Recruiting, Exemptions. 
After· War-Arrangements, Demobilization of War Industries, 

Restoration of Trade Union Conditions, etc. 

4. 2'otal Ho .... of Work. , 
To diecnss any proposed change in the length of the standard 

week. This ""uld ouly be done 'by the workers' oommittee of an 
individual firm, provided tbe change were wit,"" the standards 
1Ixed by agreement with the local union or those onstomary in the 
trsde. 

5. New Pro ...... or Chcmge of Pro ..... 
Where the management desire to introduce some proeees which 

will throw men out of employment, the whole position should be 
placed before a shop oommittee to let the necessity be understood, 
and to allow it to discuss how the change may be brought about 
with the least hardship to individuals. 

6. Grades of Worm /0' Type. of Mochme. • 
Due to the introduction of new types of machines, and to the 

splitting up of processes, with the simplification of manipUlation 
80metimes entailed thereby, the question of the grade of worker to 
he employed on a given type of machine continually ari.es. Many 
such questions are so general &8 to be the subject of trade union 
negotiation, ,but many more are qnite loeal to particular firms. 
For either kind there should be a works committee within the 
works to deal with their application there. 

(b) Griet>,. ...... 
The quick ventilating of grievances and injustices to individuals 

or to clasaea of men, is of the greatest importance in securing good 
feeling. The provision of means for voicing such complaints acts 
also &8 a ebeck 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 ebannel in such cases &8 

the following:-
Alleged petty tyranny by foremen. 
Hard oases ariaing out of too rigid application of rules, eto. 
Alleged mistakes in wages or piece work payments. 
Wrongful dismilllllll, •• g., for alleged disobedience, eto., eto. 
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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. 
(e) G .... ralShop Conditiom /IfId Am"';ti ... 

On aU those questions which a1fect the community life of the fac
tory, the fullest consultation is necessary, and considerable self
government is possible. 

The following indicate the kind of question:-

1. Shop RuZe •• 
Restriction of smoking. 
Tidiness, cleaning of machines, etc. 
Use of lavatories and cloakrooms. 
Provision, care, and type of overalls. 
Time-booking arrangements. 
Wage-paying arrangements, etc., etc. 

2. Maint ....... e. of Discipli .... 
It should be possible to promote such • spirit in • works that, 

not only could the workers have a say in the drawing up of Shop 
Rules, but the enforcing of them could also be largely in their 
hands. This would be particularly desirable with regard to:-

Enforcing good time-keeping. 
Mllintsining tidiness. 
Use of lavatories and cloakrooms. 
Promoting a high standard of general behavior. 
Etc., etc. 

3. Working Conditiom. 
Meal hours, aterting and stopping times. 
Arrangements for holidays, etc. 
Arrangement of shifts, night work, etc. 

4. Accident. ond Bicknes •• 
Safety appliances and practices. 
Machine guards, etc. . 
Administration of First Aid. 
Rest room arrangements. 
Medical ""amination and advice. 

5. Dining B....,;"". 
Consultation re requirements. 
Criticisms of and suggestions r. service. 
Control of discipline and behavior. 
Seating arrangements, etc. 
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&. 8110p Com/Orlllnd Hyg1efJe. 
Suggestions r8 temperature, ventilation, washing accommo

datiou, drying clothes, ete. 
Provision of l!e&te at work, where possible. 
Drinking water Bupply. 

7. B......,olmf Work. 
Shop collections for charities or bard eases among fellow 

workers. 
• Sick Club, Convalescent Home, etc. 

Saving Societies. 
(d) G ...... al 80cial .4"..,..,ieB. 

A works tends to hecome a center of social activities having no 
direct connection with ite work, for example:

Works Picnics. 
Games, •. g., Cricket, Football, ate. 
Mosica\ Societies. 
Ete., ete. 

These sboold all be organized by committees of the workers and 
not by the management. 

2. Q ..... 1ions 0" w1l"'" jo"" dis .... si<m would p ..... IIn'ly b. 0/ ad
fJlI"'llg. 10 110. MII....,..,....,. 
In this group are those questions with regard to whicIl' there is 

no demand put forward by the workers, but where discossion and 
explanation on the part of the management woold be desirable, 
and woold tend to ease some of the diftlcnlties of management. 
The institntion of works committees would facilitate disousaion and 
explanation in the following instances:-
(II) I,,'erpre'll,io .. 0/ Mllftllg.mBflI 10 Worker •• 

In any case of new roles or new developments, or new workshop 
poliey, there is always the greatest dim.olty in getting the rank and 
1Ile to understand what the management 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 oae is made of committees of workers, BOch 
changes, new developments, etc., would have been discussed, and 
explained to them, and it is not too much to e:<pect thet the mem
hera of BOcb committees woold eventnally spread a more correct 
and sympathetic version of the management's intentions among 
their fellow-workers than these coold get in any other way. 
(b) Educali ... i .. 8/oop Pro ...... IIftd Trad. T.ch,.;q .... 

The knowledge of most workers is limited to the process with 
which they are concerned, and they woold have & truer sense of 
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industrial problems if th~y 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 tbat some of thia education should be undertaken 
by technical schools, but their work in thia respect can only be of 
a general nature, leaving still a field for detailed teachiug which 
could only be undertaken in connection with an individual 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, bnt should be made general for the 
whole works. Any such scheme should be discussed and worked 
out ii>. conjunction with a committec of workers, in order to obtain 
the best from it. 
(e) Promolion. 
It is open to question whether the 1Illing of any given vacancy 

could profitably ·be discussed between the management and the 
workers. 

In connection with such appointments as shop foremen, where 
the position is filled by promoting a workman or "leading hand," 
it would at least be advisable to announce the appointment to the 
workers' committee before making it generally known. It might 
perhaps jle possible to explain why a particular choice bad been 
made. Thia would be indicated fairly well by a atatement of the 
qualities which the management deemed neceseary for such a post, 
thereby tending to hcad off some of the jealous diaappointment 
always involved in such promotions, especially where the next in 
seniority is not taken. 

It haa of course been urged, generally by extremists, that work
men should choose their own foremen by election, but thia is not 
considered practical politica at present, though it may become po&
sible and desirable when workers have had more practice in the 
exercise of aelf-management to tbe limited degree here proposed. 

One of tbe difficulties involved in any general discussion of pro
motions, is the fact that there are so many parties concerned, and 
all from a different point of view. For example, in the appoint
ment of a foreman, the workers are concerned as to bow 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 technical attainments, social atanding, lengtb of 
aervice, i.e., as to wbetber be would make a good colleague. The 
manager is concemed, among other qualitiee, with his energy, loy
alty to the 1Irm, and ability to maintain discipline. Eacb of these 
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three parties is looking for three diffen!Dt seta of qualities, and it 
is not often that a candidate can be found to satisfy all. Whose 
views then should carry most weight-tbe men's, the other fore
men's, or the manager's' 

It is quite eertain, however, that it is well worth while making 
some attempt to secure popular understanding and approval of 
appointmenta made, and a worker's committee offers the best op
portunity for this. 

It would be poasible to discuss a vaeancy oeeurring in any grade 
witll all the otbers in that grade. For enmple, to discuss with all 
shop foremen the poasible candidates to fill a vaeaney among the 
foremen. Thia is probably better than DO diseuseion at all, and 
the foremen migbt be ""peeted, to some ...tent, to reflect the feeling 
among their men. Here again, the establishing of any neb sebeme 
might well be diaeuseed with the oommittee of workers. 
(oil EducrJliMt m G ...... aJ B...ma. Q"".nOtl8. 

This point is still more douhtful than the preceding. Employers 
oontinoally complain that the workers do not understand the re
sponsibilities and the risks 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, o.g.: 

L The reasons should be ""Plained and discossed for the est.blieh
ment of new works departmenta, or the re-organiza~ioo of ""
isting ooes, tho relation of the new arrangement to the general 
manofaetnring policy being demonstrated. 

2. Some kind of simplified works statistics might be laid before a 
oommittee of workers. For enmple: 

Output. 
Cost of new equipment installed. 
Coat of tools used in given period. 
Cost of raw material oonaumed. 
Numbers employed. 
Amount of bad work produced. 

S. Reports of aetivities of other parte of the bnsineas might be 
laid before them: 

L From the oommercial side, showiog tho diffieulti .. to he 
met, the goners! attitude of customers to the flrm, ete. 

2. By the chief teebnical departments, design office, lahora
tory, etc., as to the genersl technical developmenta or dilll
eulti .. that were being dealt with. Much of neh work need 
not he kept secret, and would tend to show the workers that 
other f.ctors enter into the production of economic wealth 
hesid .. manual labor. 
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4. Simple business reports, showing general trade prospeets, 
might be presented. These are perhaps most di£Jcult to give, 
in any intelligible form, without publishing matter which every 
management would object to showing. StiU, the attempt would 
be well worth making, and would show the workera how nar
I'OW is the margin between financial sueeess and failure on 
which most manufacturing busineases worlr. Such statistics 
might, perhaps, be expressed not in actual amounts but as 
proportions of the wages bill for the aame period. 

SIIXJTION II 

TYPES O. ORGANIZATION 

Having dealt in the previous section with the kinds of questio .... 
which, judged simply by their nature, would admit of joint disco&
sian or handling, it is now neeesaary to cousider what changes are 
needed in the structure of busin.... management to carry out such 
propoeals. The development of the necesaary machinery presents 
very considerable difficulties on account of the slowness of action 
and lack of executive precision which almost neeeseariJy accom
pany demol!l'8tic organization, and whicb it is the express objeet of 
most business organizations to avoid. 

The queition of machinery for joint discuasion and action is con
sidered in this section in three aspsets:-

1. The requirements which such machinery must aatisfy. 
2. The inHuence of various industrial conditions on the type of 

machinery likely to he adopted in particular trades or worb. 
3. Some detailed suggestions of shop committees of varying scope. 

L R.quir_ to b •• afiBjletl 

(a) K •• ping in Touc1a with tlao TraM Union. 
It is obvious that no worb committee can be • substitute for the 

trade union, and no attempt must be made by the employer to IUI8 

it in this way. To allay any trade union BUBpicion that this is the 
intention, and to ensure that the shop committee links up with the 
trade union organization, it would be adviaable 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 conditions as are the nsuaJ subjeet of trade 
union action. 

In the other direction, it wiD be neeeaaary for the trade unionists 
to develop some means of working shop eommittees into their .. heme 
of organization, otherwise there wiD be the danger of a worb eom-
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mittee, able to act more quiekly through being on the spot, usurping 
the place of the loeal district oommittes of the trade nnions. 

(b) Represltlti'Mio .. of all GrtMles. 
The desirability of having all grades of workers represented on 

works committees is obvious, but it is not always easy to carry 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 eeveral grades of workers, from skilled 
traIlesmen to laborers, and possibly women. These grades will be
loug to cIi1ferent nnious, and there may even b. cIi1ferent, and per
haps competing, nnions represented in the same grad.. Many of 
the workers also will not he in any nnion at all. 

(e) Touch with Manage_. 
As a largo part of the aim of the whole d.velopment is to give 

the workers some eenso of management problems and point of vi.w, 
it is most desirable that meetings between works committees and 
manegement should he frequent and regular, and not looked on 
merely 88 means of investing grievances or, deadlocks when they 
arise. The works committee must not be an accidental exerescence 
on the management struetnre, but must be worked into it so 88 to 
b.come an integral part, with real and n ..... ary functis'ns. 

(d) Rapidity 01 Aelion. 

Delays in negotiations b.tween employers and labor are a constant 
source of irritation to tho latter. Every effort should be made to 
reduce them. Where this is impossible, duo to the complication of 
the questions involved, the works oommittes should be given enough 
information to convince it of this, and that the d.lay is not a de
liherate attempt to shirk the issue. 

On tha other hand, the desire to attain rapidity ofaetion should 
not lead to haphazard and "seratoh" discussions or negotiatious. 
These will only reeult in confusion, owing to the lik.lihood that 
some of thos. who ought to tsks part or be consult.d over each 
question .. ill be left out, or have insufficient opportunity for weigh
ing up the matter. Th. procedure fo1" working with or through 
works committees must, therefore, b. definite and constitutional, so 
that every one knows how to get a grievance or suggestion put for
ward for consideration, and .very one coneerned will be sure of re
eeiving due notice of tho matter. 

The procedure must not be so rigid, however, 88 to preclude 
emergsncy negotiations to deal with sudden crises. 
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2. I"jI_. of ",.rioU8 industrial COfOditio ... oro th. type of MQ,. .... 
8,.,io .. of Shop Commill .... 
There is no one type of shop committee thst wiu suit all condi

tions. Some industries ean develop more easily in one 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 committees, or the scheme of commit
tees, which will suitably represent the workers of any particular 
factory, will depend very largely on the extent to whieh 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 he eligible for the same trade union. In such 
a case a purely trade union organization, but based of course au 
works departments, would meet most of the requirements, and would 
probably, in fact, be already in existen ... 

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, blacksmithiug, pattern-making, 
fonndry work, etc. Many of these trades are represented by the 
same trade union, though the interests of the various sectious are 
often antlgonistic, •. g., in the ease of turners and automatic ma
ehine operators. Some of the other trades mentioned helong to 
different nnions altogether. In addition to these "tradesmen," will 
be found semi-skiUed and unskilled laborers. For the most part 
these will belong to no union, though a few may heloug to laboring 
unions which, however, have no special connection with the engi
neering unions. In addition to all these, there may he women, whose 
position in relation to men'. union. is still uneertain, and some of 
whose interests will eertsinly he opposed to those of some of the 
meD. 

The best way of representing all these different groups wiU de
pend on their relative proportion and distribution in any given 
works. Where women are employed in any considerable numbers, 
it wiIl probably he advisable for them to be represented ind&
pendently of the men. For the rest it will probably he neeeseary 
to have at least two kinds of works committees: one representing 
trade uniouists as aneh, ehasen for conveuienee by departments, the 
other representing simply works departments. Tbe first wonId deal 
with wsges and the type of question usnally forming the anbject of 
disenssion between employers and trade unions. The other wonId 
deal with all other workshop conditions. The first, being based on 
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trade unicms, would automatieally take • ...,unt of distinctions be
tween dilferent trades and dilferent grades, whereas the .. cond 
would be dealing with tho .. questions in which such distinctions do 
not matter very much. 

(b) Sfabililll and B'gul4ritll 0' Employm ... f. 
Where work is of an irregular or seasonal natnre 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 
prol>ably 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 fluctuations, and would be able to reconstitute the 
works committee as often &8 ne ..... ary, thus keeping it in existence, 
even should most of the previous members had been discharged 
throngh sIaelmeee. 

(.) EltJborafiOfl 0' Management OrgrmisafiOfl. 
The extent to which mansgement functions can be delegated, or 

management questions ""d policy be discussed with the workers, de
pends very largely on the degree of completen... with which the 
management itself is organized. Where this is haphazard and man
agement consists of a suooeasion of emergencies, only autocratic 
control is possible, being the only method which is quicblcting and 
mobile enough. Therefore, the hetts. organized and more con-

. stitntional (in the .. nse of having known rules and procedures) the 
management is, the more possible is it for policy ,to he discussed with 
the workers. 

3. SomtJ .M_. Nggest.d. 

The following suggestions for shop organizations of workers are 
intended to form one scheme. Their individual value, however, 
does not depend on the adoption of the scheme &8 a whole, each be
ing good &8 far as it goes. 

(0) Sloop Stewards Committe •• 
As pointed out in the last sulHlection, in a factory where the 

trade union is strong, there will prohably be a shop stewards or 
trade union committee already in existence. This is, of course, • 
eommittee of workers only, elected generally by the trade union 
members in the works, to look after their interests and to eonduct 
negotiations for them with the management. Sometimes the stew
ards carry out other purely trade union. work, such &8 collecting 
anbscrlptions, obtaining new members, explaining union rules, etc. 
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Such a committee is the most ohvious and simplest type of works 
committee, and where the composition of the shop is simple, i .•. , 
mainly one trade, with no very great, diJIerences in grade, a shop 
stewards committee could deal with many of the questions laid down 
as suitable for joint handling. 

It, is doubtful, however, whether a shop stewards committee can, 
or should, COver the full range of workers' activities, e"cept in the 
very simplest type of works. The mere fact tbat, 88 a purely trade 
union organization, it will deal primarily with wages and piece
work qnestions, will tend to introduce an atmosphere of bargaining, 
which would make the discussion of more general questions very dif
tlcult. Further, such a committee would be likely to consider very 
little else than the intereste of the trade union, or of themselves 88 

trade unionists. While tbis is no doubt quite legitimate as regards 
such questions as wages, the more general questions of workshop 
amenities should be considered from the point of view of the works 
'as a community in which the workers have common interests with 
the management in finding and maintaining the best conditions pos
sible. Moreover, in many shops, where workers of widely diJIering 
grades and trades are employed, a shop st'ewards committee is not 
likely to represent truly the whole of the workers, but only tbe 
betler organized sections. 

The shqp stewards committee, in the engineering trade at least, 
is fairly certain to constitute itself without any help from the man
agement. The management should hasten to recognize it, and give 
it every facility for carrying on its business, and should endeavor 
to give it a recognized stains and to impress it with a sense of re-
sponsibility. , 

It would probably he desirable that shop stewards should he 
elected by secret ballot rather than by show of hands in open meet.. 
ing, in order that the most responsible men may he chosen, and not 
merely the loudest talkers or the most popular. It seems better, 
also, that stewards should he elected for a certain deOnite term, 
instead of holding office, as is sometimes the case now, until they 
resign, leave the firm, or are actually deposed. The shop stewards 
eommittee, being primarily a workers' and trade union affair, both 
these points are outside the legitimate tleld of aclion of the manage
ment. The latter's willingness to recognize and work through the 
eommittee should, however, eonfer some right to make suggestions 
even in such matters 88 these. 

The facilities granted by the management might very well include 
• room on the works premises in which to hold meetings, and • plaee 
to keep papers, ete. If works conditions make it diftieult for the 
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stewards to meet out of work hours, it would be well to allow them 
to hold eommittee meetings in working hours at reeognized times. 
The management should also arrange periodic joint meetings with 
the eommittee, to enable hoth sidee to bring forward matters for 
discussion. 

The eomposition of the joint meeting between the eommittee of 
shop stewards and the management is worth eonsideriug shortly. 
In the eoneeption here set forth, the shop stewards committee is a 
eomplete entity by itself; it is not merely the workers' section of 
some larger composite eommittee of management and workers. 
The joint meetings are rather in the nature of a standing arrange
ment on the part of the management for receiving deputations from 
the workers. For this purpose, the personnel of the management 
section need not he bed, but could well be varied aecording to tbe 
subjects to he discussed. It should aJwaYB include, however, the 
highest I!l[ecntive authority eoneerned with the works. For the rest, 
there might be the various departmental managel'S, aud, sometimes, 
some of the foremen. A. the joint meeting is not an instrument 
of management, taking decisions by vote, the number of the man
agement eontingent does not reaJly matter, beyond assuring that aJl 
useful points of view are represented. 

Too muoh importance can hardly be laid on the desirability of 
regular joint meetings, as against ad hoc meetings called to discuse 
speciaJ grievan.... According to the first plan, each si;te becomes 
used to meeting the other in the ordinary way of business, eay, once 
a month, when no special issue is at stake, and no special tension 
is in the air. Eacb con hardly fail to absorb something of the 
other's point of view. At a speciaJ ad hoc meeting on the other 
hand, each side is ·apt to regard as its busiDess, not tbe discussion 
of a question on ite merits, but simply the making out of a ease. 
And the fsot that a meeting is called specially mcens that ""Peeta
tions of results are raised among the other workers, whiob make it 
diffioult to sllow the neceseary time or number of meetings for the 
proper discussion of a eomplicoted question. 

Where women are employed in considerable numbers along with 
men, the question of their representation by stewards becomes im
portant. It is a. yet too early to .ay how this situation can best be 
met. If they are eligible for membership of the same trades unions 
118 the men, the shop stewards committee might consist of repre
eentatives of both. But, eonsidering the situation whioh will arise 
after the war, wben the interests of the men and of the women will 
often be opposed, this solution does not seem very promising at 
preeent. 
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Another plan would be for a separate women's shop stewards 
committee to be formed, whicb 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 tbe men's 
committee, to unify their polici.. 88 far 88 possible. This plan is 
somewhat ..unbersome, bnt it seems to be the ouly one feasible at 
present on aecount of the divergence 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 88 the social union here described. 

Although the purpose which ealIs together the members of a works 
community is, of course, not the fostering of social life and ameni
ties, there is no doubt that members of such communities do attain a 
fuller life and more satisfaction from their associstion together, 
when common recreation is added to common work. It may, of 
conrse, be urged, against such a development of community life in 
industry, that it is better for people to get away from their work 
and to meet quite another set in their leisnre times. This is no 
doubt trne enough, but the nnmber of people who take advantage 
of it is probably very much less tban would be alfeeted by social 
aetivities a.nnected with the works. Tbe development of such ac
tivities will, in consequence, almost certainly have more elfeet 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 sectiona are perhaps quite 88 great as 
can 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 tbe office departments. 

Tbe sphere of the social union inclndes all aetivities other than 
those alfeeting tbe work for which the firm is orgauized. Thia 
Sphere being outside the work of the firm, the organization should 
be entirely volnntary and in the hands of the workers, though the 
management may ... elI provide faeilities such as rooms and playing 
fields. 

Two main schemes of organization are uaual. In' the first a 
general council is elected by the members, or, if poeeihle, by all the 
employees, irrespective of department or grade. Tbis eounell ii 
responsible for the general policy of the social union, holds the 
funds, and undertakes the starting and supervising of smalIer or
ganizations for specific purposes. Thns, for each activity • clnb 
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or society would be formed under the auspices of the eouncil. The 
clubs would manage their own affairs and make their own detail 
arrangements. 

It is most desirable that the social union should he self-supporting 
as far as running expenses go, and should not be subsidized by the 
management, as is sometimes done. A small suhscription should be 
paid weekly by every member, sueh subscription admitting them 
to any or all clubs. The funds should be held by the council, and 
spent aceording to the needs of the various clubs, not aeeording to 
tbe. SIlbscriptions traceable to the membership of each. This i. 
very mneh better tban making the finances of each club self-support
ing, since it empbasizes the "community" feeling, is very simple, 
and enables some forms of reereation to be carried on which could 
not possibly be made to pay for themselves. 

The seeond gener8.J type of social union organization involves 
making the clubs themselves the basis. Each levies ita own sub
scriptions and pays ita own expenses, and the secretaries of the clubs 
form a council for general management. This is a less desirable 
arrangement because each member of the council is apt to regard 
himself as there only. to look after the interests of hi. club, ratber 
tban the whole. Tbe starting of new activities is also less easy 
than under the first scheme. 

(0) 'Wel/ar. Com ... "... " 
The two organizations suggested so far, viz., shop stewards com

JDittee and social union, do not cover the whole range of function. 
outlined in Section I. In. considering how much of that field still 
remains to be covered, it is simplest first to mark off, mentally, the 
sphere of the social union, viz., social activities outaids working 
hours. This leaves clear the real problem, viz., all the. questions 
affecting tbe work and the conditions of work of the firm. These 
are then conceived as falling into two groups. First there are 
those questions in whieh the interesta of the women may be op
poaed to tbose of the employer. These are concerned with such 
matters as wage and piece rates, penalties for spoiled work, eto. 
With regard to these, diacussion is bound to be of the nature .of 
bargaining, and tbese are tbe field for the shop stewards comJDittee, 
negotiatiug' by means of tbe periodical joint meetinge with tbe man-
agement. . 

There remains, however, a seeond olass of question, in whieh 
there is no eiash of interest between employer and employed. These 
are concerned maiuly with regulating the "community life" of the 
works, and includs all questions of general shop conditions ond 
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amenities, and the more purely educational matters. For dealing 
with this group a composite committee of management and work
ers, here called the Welfare Committee, is suggested. 

This would consist of two parts:-
1. Representatives elected by workers. 
2. Nominees of the management. 

The elected side might well represent the offiees, both technical 
and clerical, as well as the works, and members would be elected by 
departments, no acconnt 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 naturally happen. If the departments are mixed, 
the men and women of such departments would eacb send repre
sentatives. 

The trade union or unions most concerned with the work of the 
firm should be represented in some fairly direet way. This migbt 
be done in either of two ways: 

1. If a shop stewards committee exists, it might be asked to send 
one or more representatives. 

2. Or each of the main trade unions represented in the worke 
might elect one or more representatives to represent their 
members as trade unionists. 

The management section should contain, in general, the highest 
members d! the management who concern themselves with the run
ning of the worke; it would be no nse to have here men in subor
dinate positions, as mnch of the disenssion would deal with matters 
beyond their jurisdiction. Moreover, the opportnnity for the higher 
management to get into touch with the workera would be too im
portant to miss. It is doubtful whether there is any need for the 
workers' """tion of the welfare committee to meet separately, thongh 
there is no objection to this if thongbt desirable. In any ease a 
good many qnestions can be handed over by the joint meeting to sub
committees for working out, and sucb sub-committees can, where 
desirable, consist entirely of workers. 

It may be urged that the welfare committee is an nnneeessary 
eomplication, and, eitber that its work could be earned out by tbe 
shop .tewards eommittee or tbat tbe work of botb ""uld be handled 
by a single eomposite shop eommittee of management and workers. 
In practice, however, a committee of the workers sitting separately 
to consider those interests that are, or appear to be, opposed, witb 
regoIar deputations to the management, and a eomposite committee 
of workers and management sitting together to disenss identical 
interests wonld seem tbe best solution of a dilJleult problem. 
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Everything considered, therefore, there seems,' in many works at 
least, to be a good ease for tbe institution of botb organizations, 
that of the sbop stewards and tbat of tbe welfare committee. The 
conditions making the latter desirable and possible would seem to 
be:-

1. A management su1l!ciently metbodieaI and oonstitutional to 
make previons disenssion of developments feasible. 

2. Tbe conditions of employment fairly stable. 
S. The trades and grades included in tbe sbop so varied and inter-

• mixed as to make representstion by a committee of trade union 
.bop stewards inoomplete. 

SBCrIOIl m 
BUllKABY AlII) OOIlCLUSIOIlS 01' SBCrIOIlS I AlrD n 

Gatbering together the views and suggestions made in the forego
ing pages; it is felt that three separate organizations within the 
works are neeessary to repreaent the workers in the .highly developed 
and elaborate organiams wbicb modern factories tend to become. 

It is not su1l!cient criticism of sncb a proposal to say that it is 
too complicated. Modem industry is oomplicated and tbe attempt 
to introduce democratic ideas into ita governance will necessariIy 
make it more so. As already poiuted out, tbe scbeme n,ed not be, 
accepted in its entirety. For any trade or firm fortunate enougb to 
operate under simpler conditions than tbose bere assumed, only 
sucb of the suggestions need be accepted as suit its case. 

The soope of tbe three commi1ltees is sbown by the following snm
mary:-

(a) 81001' 8fewara. Commin ••• 
8ph..... Controversial queations wbere interests of employer and 

worker are apparently opposed. 
COnBlilufw... Consists ..,f trade unionist workers elected by works 

departments. 
Sits by itself, but bas ~ meetings with tbe management. 

Ezaflfpll!. of qve,'io ... dealt wh: 
Wage and piece rates. , 
The carrying out of trade union agreements. 
N egotiation8 r. application of legislation to tbe workers repre

sented, •. g., dilution, exemption from recruiting. 
The carrying out of national agreements r. reetoration of 

trade union oonditions, demobilization of war industries, etc. 
Introduction of new processes. 
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Ventilation of grievances re any of above. 
Etc., etc. 

(bJ Wel/aro Commill ••. 
Sph.r.. "Community" questions where there is no clash between 

interests of employer and worker. 
Constit .. lio... Composite committee of management and workers, 

with some direct representation of trade unions. 
Sits aa one body, with BOme questions relegated to sub-com

mitt ... , consisting either wholly of workers or of workers and 
management, according to the nature of the caae. 

Ezannples 0/ Q .... tions dealt with: 
Shop rules. 
Such working conditions as starting and stopping times, meal 

hours, night shift arrangements, etc. 
Accident and sickness arrangements. 
Shop comfort and hygiene. 
Benevolent work snch aa collectiona for charities, hard cases 

of illness or accident among the workers. 
Education schemes: 

Trade technique. 
New works developments. 
Statistics of works activity. 

-Business outlook. 
Promotion&-eJ[planation and, if poasible, consnitation. 
VentHation of grievances r. any of above. 

(oj Social U .. ion. 
S ph.... Social amenities, mainly outside working hours. 
Constitution. Includes any or all grades of management and 

workers. 
Governing body elected by members irrespeetive of trade, 

grade, or sez. 

Examples 01 Activiti ••• 
Institution of clnbs for sporla--ilricket, football, swimming, 

etc. 
Recreative 8Ocieti_rehestral, choral, debating, etc. 
Arranging social evente-picnics, dances, etc. 
Provision of games, library, etc., for uae in meal hours. 
Administration of club room& 
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COJOmllTS Olr WOBKDrG 
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An attempt to institute a scheme of shop oommittees on the g ... -
era! lines of those here described, revealed eertain diflieulti... of 
which the following are instanoes. 

L B.la'i .... "';110 Sloop For ........ 
If a works oommittee is to deal with the actual oouditioue under 

whic:/l work is carried on, and if its work is to be real, there is every 
possibility of frietion arising, due to the oommittee infringing the 
sphere of authority of the shop foremen, Not only will specific 

'oompIaints and objoetioue regarding actions or decisions of fore-
men he brought up, but more generaJ questions of shop manage
ment will be discussed, on which the foremen wonld naturally ""
poet to he oonsnlted, previously to their men. Some of these diftI
eulties wonld he lessened if the foremen were members of the works 
oommittees, but this seems hardly poesible, ""copt in very small 
works. 

It must never be forgotten that the foremen have de1lnite manage
m ... t functions to perform which eannot be discharged if their au
thority is oontinually ealled in question, or if they are oontinually 
haraesed by oompIaints behind their baeks. Nor can they bave any 
prestige if arrangements or rules affoeting their control Ar method 
of management are made witbout them having their full sbare in the 
diseussion of them. The dillienlty arises, therefore, how on the 
one hand, to maintain the foremen's position &8 a real link in the 
ehain of ezeeutive authority, and on the oth~ hand to promote direet 
diseussion between the workers and the higher management. The 
solving of this diftlenlty depends to some eJ:tent at least on the 
devising of llllitable procedure and machinery for keeping all grades 
of managem ... t in touch with eseh other, and for oonllning the 
activities of the works oommitteee to feirly deflnita and known 
spheres. 

The eJ:BCt nature of this maebinery would depend on tbe organ
iastion of eseh particular firm. It will, in genera.l, be advisable to 
lay down that previous notice shall be given of all subjects to be 
brought up at a works oommittee meeting, so that a full agenda may 
he prepared. This agenda should then be eireulated freely among 
the shop foremen, and otber grades of management, so that they 
may know what is going forward. Full minutes of the proceedings 
of all meetings should be kept, and these again should be .iron
Jated to all grades of management. 

To facilitate auch arrangements it may be advisable for the 
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management to provide a secretary whose dutiea wonld be twofold; 
the preparation of the agenda, and the writing out and following 
np of the minutea. In making out the agenda the secretary shonld 
make full inquiriea with regard to all subjects brought forward by 
workers, and shonld prepare a ebort statement of each case to issue 
with the agenda. The secretary in cirenlating the agenda wonld 
then be able to learn, from the foremen and others, to what extent 
each. was interested or concerned in any particnlar item. Those 
specially concerned might then be invited to attend the meeting to 
take part in the discussion. If a foreman intimated that he had 
decided views on some subject and wiehed them to be taken into 
account, discussion at the meeting ebould be of preliminary nature 
only and limited to eliciting tbe fnll case as seen by the workers. 
Further diseussion with the committee would be reaerved until the 
management bad bad time to consnlt the foremen or others con
cerned. 

The certainty, on the part of all gradea of management, that no 
snbject wonld be diecuseed of which they bad not had notice; the 
privilege of having final discnssion of any snbject postponed, pend
ing the statement of their views; and finally the o1renlation of all 
minutes, ebowing what took place at the meetings, shonld go a long 
way to making the works committees run smoothly . 

• 2. Pr011ision o//aciTAlin /or commill •• work 

For any recognized works committees, the management shenld see 
that they bave snch facilitiea put at their dispoaaI as will enable 
them to carry out their work, and will give them standing and au
thority in the works community. In the case of committeea dealing 
with social work outside the direct work of the ebop, all meetings 
and work can be ""pected to take place outside working boora. 
This should also apply in a general way to meetings of shop .tew
ards or of tbe welfare committee, but it may bappen, as for instance 
where a nigbt-ahift is being worked, that it is almost impossible for 
the members to get together ""cept at some time during working 
bours. In snob caaea permission shonld be given for meetings at 
regular stated timea, say once a fortnight, or once a month, and the 
attendance at these meetings would be considered part of the or
dinary work of the members, and they wonld be paid accordingly. 
Where possible, however, it is very mueh better for meetings to be 
arranged entirely outside working hours, in which case no payment 
shonld be offered, the work being looked on as in the nature at 
voluntary public work. 

A. committee room shonld be provided, and in the ..... 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 thet' 
a playing field ebould he provided, suitably laid out for various 
games. Rent can be asked for it by the management if thought 
desirable and can be paid by a Boaial union sueh as that deseribed 
here. In the ease of aJl kinds of reeoguized works committees the 
thing to aim at is to make their work an integral part of the organi
mtion of the works community, providing wbatever facilities are 
needed to make it effective. On the other band anything like BUb

sidizhIg of works committees by the management must be avoided. 

THE LABOR PARTY 

CONSTITUTION 

(Adop,ed '" ,lie Londota CrmlertJflClJ, Ftbnr.tJ4Y, 261", 1918) 
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LABOR PARTY CONSTITUTION 

1.-NA.HII 
The Labor Party. 

2.-MEHBEBBHIP 

The Labor Party shall consist of all its a1IIliated organizations; 
together with those men and women who are individual members of 
a Local Labor Party and who subscribe to the Constitution and 
Program of the Party. 

3.-PARTY OBJ&Orll 

NATIONAL 

(II) To organize and maintain in Parliament and in the country 
a Political Labor Party, and to ensure tbe establishment of a Local 
Labor Party in every County Constituency and every Parliamentary 
Borough, with suitable divisional organization in the aeparate con
stituenci ... of Divided ,Boroughs; 

(b) To cooperate with the Parliamentary Committee of the Trades 
Uuion Congress, or other Kindred Organizations, in joint political 
or other action in harmony with the Party Constitution and Stand
ing Orders; 

(e) To give e1fert as far as may be practicable to the principles 
from time to time approved by the Party Conference; 

(ti) To secure for the producers by hand or by brain the full 
fruits of their industry, and the most equitable distribution tbereof 
that may be possible, upon the basis of the common ownership of 
the means of production and the best obtainable system of popular 
administration and control of each industry or service; 

(e) Generally to promote the Political, Social, and Economio 
Emancipation of the People, and more particularly of those who 
depend directly upon their own exertions by band or by brain for 
the means of life. 

DI'l'IIB-DOIID<ION 

(Il To eoiiperste with the Labor and Socialist organimtions in 
the Dominions and Dependencies with a view to promoting the pur-

l Trade Unlono, Socialist Societies, CoOperattve Societiee, Trads 
Councils, aDd Local Labor Parti ... 

1i7Z 
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poses of the Party and to take common action for the promotion of 
a higher standard of eocial and economic life for the working popn
Iation of the respective countries. 

DlTEBNATIONAL 

(g) To eoiiperate 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 suitable machinery for the adjnstment and settlement of Interna
tional Disputes by Conciliation or Judicial Arbitration, and for such 
International Legislation as may be practicable. 

4.-PAlITY PBOGIWl 

(a) It shall be the duty of the Party Conference to decide, from 
time to time, what specific proposals of legislative, financial, or ad
miuistrative reform shall receive the general support of the Party, 
and be promoted, as occasion may present itself, by the National 
Executive and the Parliamentary Labor Party: provided that no such 
proposal shall be made definitely part of the General Program of 
the Party unIeas it has been adopted by the Conference by a majority 
of not leas than two-thirds of the votes recorded on a card vote. 

(b I It shall be the duty of the National Executive and the Parlia
mentary Labor Party, prior to every General ElectioIJ, to define 
the principal iaaues for that Election which in their judgment should 
be made the Special Party Program for that particular Election 
Campaign, which shall be iasued as a manifeSto by the Executive to· 
all constituencies where a Labor candidate ia standing. 

(e) It shall be the duty of every Parliamentary representative of 
the Party to be guided by the decision of the meetings of such 
Parliamentary representatives, with a view to giving elfeat to the 
decisions of the Party Conference as to the General Program of the 
Party. 

5.-Tm: PAlITY CONi'BRENCIII 

L The work of the Party shall be under tbe direction and control 
of the Party Conference, whicb shall itself be subject to the Con
stitution and Standing Orders of tbe Party. The Party Conference 
shell meet regularly once in each year, and also at such other times 
as it may be convened by the National Executive. 

2. The Party Conference shall be constituted as follows:-
(a) Trade Uuions and other societies KfIlliated to the Party may 

eend one delegate for each thonsand members on which foea are paid. 
(b) Local Labor Party delegates may be either men or women 
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resident or having a plaoe of business in the constitW!.lley tbey rep
resent, and shall be appointed as follows:-

In Borough and County Constituencies returning one Member to 
Parliament, the Local Labor Party may appoint one delegate. 

In undivided Boroughs returning two Members, two delegates 
may be appointed. 

In divided Boroughs one delegate may be appointed for each 
aeparate oonatitueney within the area. The Local Labor Party 
within the constituency ahall nominate and the Central Labor Party 
of the Divided Borough ahall appoint the delegates. In addition 
to auch delegates, the Central Labor Party in each Divided Borough 
may appoint one delegate. 

An additional woman delegate may be appointed for each con
&titueney in whieh the number of affiliated and individual women 
membera ""eeeda 500. 

(.) Trades Councils under Seetioo 8, claoae e, shall be entitled 
to one delegate. 

(4) The membera of the National Exeeutive, inclodiog the Treas
urer, the membera of the Parliamentary Labor Party, and tbe duly
aanctioned Parliamentary Candidates ahall be .%-Officio membera o( 
the Party Conference, but ahall, nuless delegates, have no right to 
vote. 

6.-Tm: NATIONAL EDOt1TIVII 

(a) There ahall be a National Exeeutive of the Party consisting 
of twenty-three membera (including the Treasurer) eleeted by tbe 
Party Conference at ita regular Annual Meeting, in .neb proportion 
and under such conditions as may be aet out in the Standing Orden 
for tbe time being in foree, and this National Exeeutive aball, aub
jeet to the control and directions of the Party Conferenee, be tbe 
Administrative Autbority of the Party. 

(b) The National Exeeutive ahall be responsible for the conduct 
of the general work of tbe Party. The National Exeeutive ahall 
take steps to ensure that the Party ia represented by a properly 
constituted organization in each constitueney in which tbis ia found 
practicable; it shall give e1feet to the deeiaions of tbe Party Confer
ence; and it ahall interpret the Constitution and Standing Orden 
and Rules of the Party m all cases of dispute subjeet to an appeal 
to the next regular Annual Meeting of the Party Conferenee by the 
organization or person eoncerned. 

(e) The National Exeeutive ahall confer with the Parliamentary 
Labor Party at the opening of each Parliamentary Session, and alao 
at any other time when tbe National Exeeutive or tbe Parliamentary 
Party may desire BUch conferenee, on any matten relating to the 



APPENDIX M' 575 

work and progress of the Party, or to the efforts neoessary to give 
effect to the General Program of the Party. 

7.-P ABLIAKElITABY CAlIIDIDA'l'IlBlIII 

( .. ) The National Executive shall coOperate 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 
Parliamentary Candidate can be regarded as finally adopted for. 
a constituency as a Candidate of the Labor Party, his candidature 
mw.t be sanctioned by the National Executive. 

(b) Candidates approved by the National Executive shall appear 
before tbeir constituencies under the designation of "Labor Candi
date" only. At any General Election they shall incinde in their 
Election Addreases and give prominence in their campaigns to tbe 
iBBUes for tbat 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 Orden of the Party 
in seeking to discharge the responsibilities established by Parlia
mentary practice . 
• (e) Party Candidates shall receive financial asaiatance for election 
expenditure from the Party funds on the following basis:-

Borough Constituencies, £1 per 1,000 eleetora. 
County Divisions, £1 15s. per 1,000 electora. 

8.-Ann.I..T10H Fm! 
L Trade Unions, SociaIist Societies, Cooperative Societies, and 

other organizations directly affiliated to the Party (but not being 
affiliated Local Labor Parties or Trades Councils) shall pay 2d. 
per member per annum to the Central Party Funds with B minimum 
of 80s. 

The membership of B Trads Union for the purpose of this clause 
shall be those members contrihuting to the political fund of the 
Union established under the Trade Union Act, 1913. 

2. The aJIIIiation of Trades Councils will be subject to the follow
ing conditions:-

(II) Where Local Labor Parties and Trades Councils at present 
exist in the same area every effort mnst be made to amalgamate these 
bodies, retnining in one organization the induatriaI and political 
functions, and incorporating the constitution and rules for Local 
Labor Parties in the rules of the amalgamated body. 

(b) Where no Local Labor Party is in existence and the Trades 
Council is discharging the political functions, such Trades Council 
shall be eligible for affiliation as a Local Labor Party, providing 
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that its roles and title be extended so as to inelude Local Labor 
Party functions. 

(c) Where a Local Labor Party and a Trades Council exist in the 
same area, the Trades Council shall be eligible to be a1Illiated to the 
Local Labor Party, but not to the National Party, except in such 
cases where the Trades Council waa affiliated to the National Party 
prior to November lst, 1917. In these easea the Executive Commit
tee shall have power to continue national a1Illiation on sucb condi
tions as may be deemed necessary. 

(d) Trades Councils included under Section (e) 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 annum; and 2d. 
per member so collected must be remitted to the Central Office with 
a minimum of 30s., aa the affiliation fee of such Loeal Labor Party. 

In addition to these payments, a delegation fee of 6&. to the 
Party Conference or any Special Conference may be charged. 

STANDING ORDERS 

L-ANNUAL CONI'EBJINCB 

1. The National Executive shall convene the Annual Party Con
ference ffF tbe month of June (but not at Whitsuntide) in each 
year, subject to the Constitution and the Standing Orders, and sball 
convene other Sessions of the Party Conference from time to time 
aa may be required. 

2. In the· event of it being neceasary to convene the Party Con
ference upon short notice, in order to deal with some sudden emer
gency, the Seeretaries of the atliliated organizations and Loea\ Labor 
Parties shall, on receiving the summons, instantly take such action 
as may be neceasary to enable the Society or Constituency to be 
represented, in accordanee with tbe roles. 

3. Any Seasion of the Party Conference summoned with less than 
ten deya' notice shall confine its business strictly to that relating to 
the emergency, which cannot without detriment to the Party be 
postponed. 

4. Persons eligible as delegates must be paying bona fitU members, 
or paid permanent officials of the organization sending them. 

6. No delegate to the Conference ahalI represent more than one 
Society. 

6. Members of a1Illiated organizations elaiming exemption from 
politiea\ contributions under the Trade Union Act, 1913, ahalI not 
be entitled to act as delegates. 
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2.-AGlDIDA 

L 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 Executive, Treasurer, Auditors (2), Annual 
Conference Arrangements Committee (5), eball be forwarded to th" 
Seeret&ry not later tban May 16th, for inclusion in the final Agenda 
of the Annual Conference. 

S. No business whicb 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· 
taI<. 

4. When the Annual Conference bas, by resolution, made a declara.
tion of a general poliey or principle, no motion having for its ob
ject the reaffirmation of such poliey or principle shall appear on 
the Agenda for a period of three years from the time such declaration 
was made, e:rcept sucb resolutions as are, in the opinion of the 
hecutive, of immediate importance. 

S.-VOTING 

Voting at the Party Conference eball he -by Carda issr.ed as fol-
10_:-

Trade Unions and otber affiliated Societies shall receive one Voting 
Card for each 1,000 members or fraetion thereof paid for. -

Trades Councils affiliated under Section 8, clause c, eball receive 
one voting card. • 

Every Local Labor Party eball receive one Voting Card for each 
delegate sent in respect of each Parliamentary Constitueney within 
its area. 

Central Labor Parties in Divided Borougha eball receive ODe vot
ing card. 

4.-'-NATIONAL EXIWllTIVE 

L The National Executive shall be elected by the Annual Con· 
ference as a wbole, and eball consist, apart from the Treasurer, of 
(a) 13 representstives of the affiliated organizations j (b) five rep· 
resentatives of tbe Local Labor Parties j and (c) four women. The 
Exeoutive sball be eleeted by ballot vote on the card basis from three 
lista of nominations. 

2. Each affiliated national organization shall be entitled to nom-
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inate one candidate for List A; and two candidates if the memher
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 Conatituency organization, through its 
Local Labor Party or Trades Council, may nominate one candidate 
for List B, and the candidate so nominated 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 candidates if tbe membership 
exceeds 500,000; whetber such nominees are or are not membel'B of 
tbe nominating organization. 

5. Tbe National Executive shall elect its own Chairman and 
Vice-Chairman at its first meeting each year, and sball see tbat all 
its officel'B and members eonform to tbe Constitution and Standing 
Orders of the Party. Tbe National Executive sball present to the 
Annual Conference a Report eovering tbe work and progress of the 
Party during its year of office, together with tbe Financial State
ment and Accounts duly audited. 

6. No member of the Parliamentary Committee of the Tradea 
Union Congress is eligible for nomination to the National Execu
tive. 

• 5.-TBUSlJIIEB 
The Treasurer shall be elected separately by tbe Annual Confer

ence. Eaeh affiliated organization may nominate a candidate for 
the'Treasurel'Bhip independent of any other nomination it makes for 
the National Executive. 

6.-SIICRETA8Y 

The Secretary shall be elected by the Annual Party Conference, 
and be u; O/tiMo a 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 sball remain 
in office 80 long as his work gives satisfaction to tbe National Execu
tive and Party Conference. Sbould a vacaney in tb. omce oceor 
between two Annual Conferences, the Executive shall bave full power 
to 1Ill the vacancy, subjeet to the approval of the Annual Confer
ence next following. 

Nominations for the offi .. sball be on the aam. eonditions as for 
tbe Treasurership. 
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7.-AlnroAL COtn'EllENCB AmuNGZlIBNTS COllHl'l"Dlll 

L The duties of the Conference Arraugements Committee shall 
be:-

(a) To attend at the pi ..... of Conference two daya before its 
opening, for the purpose of arranging the Conferen ... Agenda; 

(b) To appoint Serutiueers and Tellers for the Conferen ... from 
among the delegatee whose names have been received at the Head 
Offi ... prior to May 31st, such appointments to be subject to the 
a~provaI of the Conferen ... ; 

(.) To act as Standing Orders Committee during the Conferen .... 
2. ShonId any of the five members of the Conferen... Arrange

ments Committee be unable to fnIfiI his or her duties, the person who 
received the highest number of votee amongst those not elooted shall 
he called upon, but shonId the voting list be exhausted; it shall lie 
with the Society the member represents to nominate a substitute. 

3. Remuneration of the Conferen... Arrangements Committee, 
Serutiueers, and' Tellers shall he at the rate of l5s. per day. 

THE LABOR PARTY 

CoNIl'l'lTUTION AND RllLIB 
roB . 

LocAL LABoB P ARTIB8 

IN 
SINGLB AND UNDIVIDItD BOROUGHS 

lIJlllOBANDA 

The attention of LoeaI Labor Parties r.nd Trades Connei!i is spe
eially ealled to sub .... tions 2 and 3 of Section 8 (Affiliation Fees l 
of the Constitution of the Labor Party. As a condition of affiliation 
(unless loeal conditions necessitate a departure from suclJ, oonoti
tution and rules, in which oase the oonotitution and rules adopted 
shall be dooided upon aff.,. _lIa""" .. ith the National E .... culi~. 
Commill •• ) tbe following provisions must he observed by Local La
bor Parties and Trades Councils. 

1. Subject to alterations approved by the National Exeeutive 
Committee, LoeaI Labor Parties must adopt the constitution and 
rnIes applicable to their area as a oondition of affiliation. Loeal 
Labor Parties in single and undivided Borough Constituencies, in 
single-Member County Divisions, and in Divided Boroughe. affiliate 
to the National Party. Loeal Labor Parties in municipal borougbs 
and urban district areas within County Divisions affiliate to the 
Divisional Labor Party. 
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2. Trades Councils, affiliated under Section 8, elause b, of the 
party Constitution, must incorporate the rules applicable to their 
area in the local Constitution. 

s. Complete copies of the rules of Trades Councils and Locai 
Labor Parties must accompany tbe application for afliliation, and all 
alterations of rules must be notified to the Head Omce with tbe next 
payment of afliliation fees. . 

4. In the London area, Local Labor Parties sball be formed for 
Parliamentary constituencies with the Metropolitan Borougb as tbe 
basis for each Local Labor Party. Sucb Local Labor Parties may 
adopt tbe rules for Divided Borougba or single-member constituen
cies as local conditions may render necessary, and subject to tbe 
approval of the National Executive Committee. A Central Labor 
Party for the whole London area sball be established upon sucb basis 
as. may be agreed upon witb the approval of National Executive 
Committee. 
. 5. T;rades Councils and Local Labor Parties may adopt additional 
rules to cover special local purposes, peculiar local conditions, and 
industrial objects not included in tbe scope of tbese rules, provided 
always that sucb local rules sball not be inconsistent witb tbe con
stitution of tbe Labor Party nor be contrary to the provisions con-' 
tained in tbese rules. • 

6. Where Local Labor Parties and Trades Councils are amalga
mated, or "'here no Trades Council exists, and the Local Lahor 
Party decides to include industrial objects, tbe following additional 
rules are recommended, but the adoption of such rules 18 optional. 

OBJECrS 

Induatrial.-To provide the workers with a mean. of education 
upon Labor questions, and to keep an oversight on all matters affect
ing the interests of Labor, and to diaebarge the functions of a Trades 
Couneil. 

llANAGBKENT 

The Industrial objeets shall be earrled out by an Industrial Com
mittee acting as the Trades Council The Industrial Committee 
.hall consist of the delegates from the affiliated Trades Union 
branches, and shall meet monthly or &8 required. Only Trade Union 
branches shall be entitled to representation on the Industrial Com
mittee, and all purely industrial and Trade Union matters shall be 
dealt with by this Committee. Where political action i. neeesaary 
in connection with such industrial matters, tbe Industrial Committee 
shall make, through the representatives of the Trades Union Section 
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to the Exeentive Committee and the delegates to the General Com
mittee, zeeommendatioDS with regard to the politieal aeUon n_ 
BUY. . 

THE •••••••• LABOR PARTY 

RtJL1118 AlII> CoNSTlTtlTION 

(For .... glts antl -.iit>ided Borough COfII/liItHncin. Trada Couro
""" itt svc10 Borovglos ,.giliGled under S."'itm 8, da .... b, of 'los 
GMuli'toIitm ..... , i"""'l'oraIe 'h... ruIea ... 'los 10"," COfIIIIiIU
Iitm.) 

l<BlDIEB8BJP 

L The Party shall eoDBiBt of alliliated Trade Union branches, the 
Trade Council, Socialiat Societies, Cooperative Societies having mem
bers within its area; also individuals (men and women) willing to 
work for the objeete and anbseribe to the Constitntion and Program
of the Labor Party. 

OBJBal'II 

2. To nnite the fo""," of Labor within the constituency, and to 
""""" the retnru of Labor representatives to Parliament and upon 
LoeaI Govemment bodies. 

• 3. The management of the Party shall be in the bands of a Gton-
eraI Committee which shall consist of Bi.J: ... tions, viz.:

(5) Representatives of branches of Trade Unions. 
(b) Representatives of COOperative Societies. 
(c) Representatives of branches of other societies eligible for 

alliIiation. 
(d) Representatives of the Trades CounciL 
(.) IndividnaI men, and 
(f) IndividnaI women, all of whom mDSt he willing to abide by 

the Rules of the Labor Party .• 
4. The basis of representation to the General Committee ehaIl 

he:-
(a) Branches of Trade UniODS, one representative for every 100 

members, or part thereof, with a IIllllEimnm of five representatives 
fmm anyone branch. 

(b) COOperative Societies shall he entitled to representation on 
the same basis as Trade UnioDS, i. •. , one for each 100 members, or 
part thereof, with a IIllllEimnm of five representatives from anyone 
Society. Where snch membership ezeeede 5,000 the basis of rep .... 
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sentation shall be arranged subject to the approval of the N ationaJ 
Ex-ecutive. 

(.) Uranches of other societies on the same basis as clause a. 
(d) Trades Council, not exceeding five in number. 
(e) Individual men, such number not exceeding ten, as may be 

elected by the Section. If the Section comprises more than 1,000 
memhers, then not exeeeding one per 100 such memhers. 

(f) Individual women, ditto. 
The Ward Secretaries shall be ell: officio members of Sectiona (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 
members of these sections seven days prior to the Annual Meeting 
of the Labor Party. The sections sball also be empowered to bold 
separate meetings as occasion may require. 

CONTRIBUTIONII 

5. Contributions, to be payable on the last day in June and De
cember, .ball be:-

. (a) Trade Union branches and Cooperative Societies .hall con
tribute at the minimum rate of 2d. per member per annum, by yearlY 
or balf-yearly payments. 

(b) Socialist societies and Trades Council an annnal sum of not 
less than '10.. . 

(e) Individnal male members shall contribute a minimum BUm 0/ 
18. per """""', and female members a minimum sum of 6d. per an-
num. 

OI'J'ICBBS 

6. The Officers, the Executive Committee, and two Auditors ahaII 
be elected at the Annual Meeting of the General Committee. 

. . (a) The Officera .hall be the President, two Vice-President&, 
Treasurer, Financial Secretary, and Secretary. 

(b) The Executive Committee shall colll!ist of the offieera and 
sixteeo members who shall be elected at the Annual Meeting of the 
General Committee upon such proportionate basis of the eeetiolll! 
4, b, " d, e, and I, as the Local Party may decide, subject to the ap
proval of the National Executive Committee. 

(e) The Chairman shall preside at all general and E.C. meetings. 
and sign all minutes after confirmation. In hio absen.. hio place 
shall he taken by one of the Vice-Presidents in order of seniority. 

(d) The Secretary shall be present .t and record minutes of all 
general and E.C. meetings. He shall conduct all corresponden .. and 
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prepare an Annual Report. He shall receive such remuneration that 
may be decided upon by the E.C. • 

(.) The Treasurer shall keep an account of all moneyo 'received 
from the Financial Seeretary and prepare an Annual Balance Sheet. 
All money shall be deposited in the bank. Cheques to be signed) 
by the Chairman and the Treasurer. 

(f) The Financial Secretary shall collect and keep a correct 
record of all contributions of atliliated societies and individual mem
~ and shall pay over to the Treasurer, at least monthly, all moneyo 
received by him. He shall endeavor to obtain a complete record of 
the members of all affiliated branches (together with full addresses) 
in addition to those of the Individual Members. The Jist should be 
compiled for ward purpoaee, and each Ward Secretary should be 
supplied with a complete Jist of Members resident in his W &rd. 

WARD COHl<l'l'TDS 

7. Ward Committees shall be esteblished in each Ward of the 
Borough, and include all members of the atliliated brancbes and in
dividual members resident, or baving a place of bosiness, within 
the Ward. Each Ward Committee ehall appoint ita own Ward 
Secretary and any other official.. Ward Committees shall under
take the work of maintaining tbe necessary machinery for carrying 
on any election within the area of the Ward, and, with tM approval 
of the Executive Committee of the Party, shall arrange for propa
ganda work. 

ANNUAL KDTINO 

8. The Annual Meeting of the General Committee shall be held in 
April, of which 28 days' notice shall be given, stating as far as 
possible the nature of the bosinees to bs transacted. Special Meet:;. 
ings may be called at the diacretion of the E.C., or by the written 
request to the Secretary of at least three affiliated branches or 80-

cieties, or ten individual members. Seven days' notice of speciaJ 
meetings to be given to the delegates. 

CANDmATtJ11B8 

9. Candidatee of the Party for local elections are to be nominated 
to the Executive Committee by effiJinted societies, or by the indi- ., 
vidual sections, and shall befors standing receive the endorsement 
of the General Committes. The Committee shall bave the power to 
refose endorsement if it thinks 1It, and may itaeJf nominate a candi
date when no other nomination has been made. A Jiat of the candi
dates so nominated shall be submitted to the Ward Committee where 
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the General Committee have approved a contest, and the candidate 
or candidates ehall be eelected at a joint conference of the Ward 
Committee and the General Committee. 

The Executive Committee of the Party shall have the ftnal de
cision in case of dispute. 

10. The normal procedure with regard to a Parliamentary Can
didature will, when there is no special urgency, be as under:-

(II) The desirability of contesting the constituency Bhould fIrot 
be considered by the Executive Committee, in consultation with the 
National Executive and the Party Officers. 

(b) If it is thought expedient to contest the constituency, the 
matter ehould be, unless time does not permit, brought before the 
General Committee, with a view to nominations being invited. 

(c) The representative of any affiliated organization, or the in
dividual Sections, and alao the Executive Committee itself, may 
nominate any peraon for consideration as Parliamentary Candidate 
subject (i.) to having obtained such person's consent; (ii.) in the 
case of nomination on behalf of any organization, to having ob
tained the sanction of the Executive Committee thercof. 

(d) The nominations so made shall be laid before a specially BUill'" 
moned meeting of the Genersl Committee to determine which peraon, 
if any, shall be recommended to the National Executive for approval 
as the Laloor Candidate. 

(e) Where no nominations are made, or where time does not per
mit of formal procedure, the National Executive may teke steps, 
in consultation with, and with the approval of, the Local Executive, 
to secure the nomination of a Parliamentary Candidate where this ia 
deemed advisable. 

11. Every Parliamentery Candidate must undertake to stand 88 

"Labor Candidate" independent of all other political parties, and, if 
elected, join the Parliamentery Lahor Party. 

1U8CBLLAIfI!OUS 

12. The general provisions of tbe National Labor Party as etated 
in the Constitution and the Standing Orders ehall apply to this 
organization. This ehall inelude the payment of affiliation feea, 
election of delegates to the Party Conferences, nominations for the 
Executive Committee, ete., and reaolutions or amendments for the 
Conference Agenda. 

13. Members of affiliated organizations claiming exemption from 
political contributions under the Trade Union Act, 1913, ehall not 
be entitled to aot aa delegates. 

'1'JDI DID 
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