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PRE~ACE 

IT is hoped that this book may prove to be of assistance in the 
solution of some of the economic problems which are pressing 
upon the attention of this country. 
_ The discussions arranged by the Economics Section of the 
British Association at Manchester, in the summer of 1915, aroused 
considerable interest, and there was a widespread demand that 
they should be available to a more extensive public than could 
attend the meetings. Under the circumstances, immediate publi
cation was deemed to be essential. Thus, although the Reports 
were interim, and the discussion on Industrial Harmony not only 
as incomplete as such discussions must necessarily be, but also 
somewhat inconclusive, being preliminary, and the views expressed 
being by no means identical. it was decided to publish with as 
little delay as possible.· There resulted four volumes of Reports, 
which quickly went out of print. The present volume sums up 
and cO-<lrdinates the section relating to labour. 

Professor W. R Scott, of Glasgow University, wrote the preface 
to the first volume, from which the following is reprinted-

.. Economic questions assumed increasing importance during the 
course of the great struggle, and in all probability their importance 
will continue to increase for some years yet. The meeting of the 
Economics and Statistics section of the British Association afforded 
an opportunity of collecting and discussing the opinions of a large 
number of persons whose views were of interest or carried weight. 
Accordingly, the Organizing Committee decided to concentrate 
discussion upon those problems which were of immediate and 
pressing importance. It appeared that there were three groups 
of these, namely, the prevalence of industrial unrest, the manner 
in which the labour absorbed by the war was replaced, and the 
state of credit, currency, and finance as affected by the war. The 
Committee recognized that these problems could not be dealt 
with adequately by the method usually adopted by the section 
by means of separate papers. After a considerable amount of 
discussion it was decided that the best way of treating the problem 
of the minimizing of industrial friction was, in the first instance, 
by assigning one day for a full discussion of this subject. As a 
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result of that discussion a researdl COIIUIIittee was forlJled which 
reported to ,the nezt meeting . 

.. The rm. ining subjects presented considerable di1!icu1ties. It 
soon appeared that the problem of OI1tIets for labour after the war 
was vast and that it introduced lII&I1y elements which were then 
hypothetical. ''Iherefore. for the present. attention was coucen
trated on one aspect of this probleul, lUIDIeIy. the extent to which 
there had been a replacement of the labour of men by that of 
women cbuing the war. The position cbuing the SIIJIIIDer of 1915 
was one of change; and in order to present some definite picture 
of the situation to the JDeeting. it was necessary to organille a very 
extended investigation---nQ Jeis than efghteen investigators con
tributed to the inquiry. The Conference which initiated and 
directe4 the research,coasisted partly of nj>mbers of the Organizing 

, CoJDmittee. partly of experts who had special knowledge regarding 
SOllIe brancII of the inquiry. Professor Kirkaldy. the Recorder 
of the Section, acted as Secretary of the Conference. The inquiry 
..... prosecuted actively in the London. B'IJ'JDingbam.. Leec1s. and 
Manchester districts. In London, a sub-coJDmittee was forllled 
with Professor L T, Hobhouse as Chairxnan, Mr. J. St. G. Heath 
as Han. Secretary. and Mr. E. F. Hitchcock as Secretary. Profesaor 
Kirkaldy organised the investigation in the Birmin"'. m district. 
with the co-operation of IIis$ Anne Ashley • 

.. A second Conference, also cOlllpOSCd of meJllbers of the 0rganiz
ing Collllllittee, together with experts. was constituted, with Mr. 
J. E. Allen as Secretary, to rfI!IGrl on the effects of the war upon 
credit. currency, and flnance. The inquiries involved were long 
and detailed, and information of great value was p1aced at the 
disposal of the Conference by its members and by others who were 
consulted upon a number of special points. 

.. If the address fm: which I lUll responsible be added. it will be 
ieen that, as far as the time at our disposal allowed. a serious attempt 
baa been made by CCHJperative effort to focos and direct economic 
opinion upon the out!'tanding economic problems occasioned by 
the war. It is the earnest hope of those who took part in the work 
that their efforts may be of aome service to the nation. Those 
concerned in the work would hav.: preferred to hav.: waited for 
more COJIqIlete lletails and fOl' a I\IIlI'e matured judgment upon the 
iacts already collected. By sharing the observations which have beeD 
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made so far. it is to be hoped that these will be amplifieQ or correcteQ 
by others anQ thus progress may be maQe as rapi.ny as possible. 

"It is my privilege. as PresiQent of the Economic Section for 
the year 1915. and as Chairman of the two Conferences. to t~ 
most warmly those who have contributed to the production of 
this volume. The Council of the British Association VIa$ good 
enough to make a special grant to us under the exceptional circum~ 
stances. Without it. the Conference on Outlets for Labour could 
not have proceeded. Professor Kirkaldy. as Recorder of the Section 
and as Secretary of the Conference already mentioned. has been 
invaluable. Mr. Allen. the Secretary of the other Conference. was 
most thorough in his work upon the various stages between the 
inception and the completion of the Report. To Miss Anne Ashley. 
Mr. St. G. Heath. Mr. Hitchcock. and Professor Hobhouse we are 
very greatly indebted. as well as to the investigators who worked 
with them. It is most remarkable how men engaged in great 
affairs responded to the invitation of the Credit Conference. We 
owe more than I can express to the alacrity with which they placed 
the stores of their experience at the disposal of this body." 

The Editor wrote the prefaces to the succeeding volumes. By 
quoting from them the working out of the plans of the Committee 
can be realized at a glance. Thus. quoting from the preface to 
the volume entitled Lab ... ,. Finance. ana the Wa,. publisheQ in 
1916. it is seen that-

" 'This book is the result of organized co-operative effort. The 
work of last year. published under the title of C,edit. I nauslry. anll 
the War. was so well received that it was determined to proceed 
with another volume. Three committees of investigation were 
established. and the British Association most generously furnished 
funds to continue the work. 

"The investigations whiGh have been completed should prove 
helpful to those who will be responsible for our economic recon
struction when peace is restored. The financial position and its 
possibilities have been examined and explained by experts. and 
labour difficulties. both those which have caused anxiety fot years 
past and those brought into existence by war conditions. have been 
discussed with those in practical touch with them. Thus it is 
hoped that the recommendations here put forward may not only 
arouse interest but lea4 to some definite results. 
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"The fear undoubtedly exists in industrial circles that peace 
abroad may bring us face to face with serious troubles at home. 
If Capital and Labour Should enter upon a period of strife the 
seriousness of the consequences can hardly be exaggerated. Thus 
an attempt has been made to construct a forecast of the collUllerCial 
future. This forecast is the result of many discussions with repre
sentatives of varied interests, and it is printed in the bope that it 
maystiJnUla.te others to give thought to the subject. The know
ledge and experience of business men may lead them to modify or 
develop some of the points advanced. But if it induce leaders 1n 
the commercial world to make a delinit~ effort to look ahead with 
a view to discussing their conclusions with aU other interested 
parties, a great thing will bave been achieved. One is convinced 

. that unless the leaders on both sides of industry take up a more 
state5JlWllike attitude tbe£e is more than the possibility of a 
disastrous struggle. Common sense. frankness, and a disposition 
to give and take are required from both sides. If these be practised. 
and our trade organiation be developed on the 1ines suggested in 
the following pageS. there would be little need to feel anxious as to 
our industrial and commercial future. 

"The chapter on replacement of men by women contains many 
surprises, and deserves careful attention.. A comparatively small 
nUJDher of women replaced men. but the introduction of new 
metbods. especially new machinery. and improvements in works 
organization, together with the cheerful response of '!II to the call 
to make great efforts. resulted in enormously increasing the pro
duction not only of munitions. but of aU kinds of war equipment. 
Nor did the national efiort stop there. as can clearly be seen by 
referring to the figures of our export trade. In a word, the nation 
bestirred itself in every sphere. The comparatively sleepy days 
of the Victorian Age are at an end: the call is to efiort. and still 
more of it. Two years ago no one reali%ed what the nation could 
acc!,mplish; to-day aU the world is aware that the British Empire 
cannot be lightly cballenged by sea, by land, in the air. or in the 
workshop . 

.. The work on the replacement of men by women was carried 
through by local conunittees, working under considerable di.IlicuIties. 
Th~resuIts were co-ordinated by the Secretary-1Ifr. James Cunnison 
--under the guidance of Professor Scott. On the whole. the local 
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investigations were most thoroughly carried out. Special thanks 
are due to Miss Mellor and Miss Ashley, Messrs. H. E. Rand 
J. E. Highton, and Mr. Halliday . 

.. The Committee over which I had the honour to preside included 
well-known representatives of both Capital and Labour, as well as 
Economists. It was very striking to find not only how all realized 
the seriousness of the interests at stake, but that the points on 
which they were in agreement were infinitely more important than 
those on which there was some difference of opinion. All agreed 
as to the need for supplying more information when industrial 
decisions have to be made, all regretted that in the past a want of 
frankness has so frequently been the cause of failure to find a 
solution. The attitude of all, supplemented by that of other 
representative men interviewed during the course of the inquiry, 
strengthens the hope that we may be on the threshold of a new era. 
If only the attitude taken up under the stress of war be maintained 
for a few years a peaceful revolution will result, and we shall wonder 
why we did not take the obvious steps sooner." 

From the preface to the third volume the following is quoted
.. For a third year in succession, organized co-operative effort has 

resulted in the production of a volume which should be found of 
intense interest and prove of considerable value to those who are 
either studying the economic effects of the war or are in the 
responsible position of having to guide the nation through a period 
full of intricate problems -and great danger . 

.. One part of the investigations undertaken by the British 
AssOCiation has this year been marking time. The Government, 
impelled by a condition of affairs in the industrial world which 
might have developed in a manner dangerous to our prosecution 
of the war, set up a Commission to inquire into industrial unrest. 
It was therefore decided not to publish any detailed report on 
the subject in this volume. But we have been fortunate in per
suading Mr. C. G. Renold, of Manchester, to write a section on his 
plans for creating Shop Committees in his own works. This part 
of the book will, one believes, prove by no means the least interesting 
amongst material teeming with interest. Special thanks are due 
to Mr. Renold-a very busy man-for finding time to set down 
his thoughts and experiences on paper, and for allowing their 
publication here. 
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"The fear undoubtedly exists in industrial circles that peace 
abroad )11ay bring us face to face with serious troubles at home. 
If Capital and Labour Should enter upon a period of strife the 
seriousness of the consequences can hardly be exaggerated. Thus 
an attempt has been )11ade to construct a forecast of the commercial 
future. This forecast is the result of )11any discussions with repre
sentatives of varied interests. and it is printed in the hope that it 
)11ay stimulate others to give thought to the subject. The know
ledge and experience of business men may lead them to modify or 
develop some of the points advanced. But if it induce leaders 1n 
the commercial world to make a definit~ effort to look ahead with 
a view to discussing their conclusions with all other interested 
parties. a great thing will have been achieved. One is convinced 

. that unless the leaders on both sides of industry take up a more 
statesmanlike attitude there is more than the possibility of a 
disastrous struggle. Common sense, frankness. and a disposition 
to give and take are required from both sides. If these be practised. 
and our trade organization be developed on the lines suggested in 
the following pageS. there would be little need to feel anxious as to 
our industrial and commercial future. 

"The chapter on replacement of men by women contains many 
surprises. and deserves careful attention. A comparatively small 
number of women replaced men. but the introduction of new 
methods, especially new machinery, and improvements in works 
organization, together with the cheerful response of all to the call 
to make great efforts, resulted in enormously increasing the pro
duction not ouly of munitions, but of all kinds of war equipment. 
Nor did the national effort stop there, as can clearly be seen by 
referring to the figures of our export trade. In a word, the nation 
bestirred itself in every sphere. The comparatively sleepy days 
of the Victorian Age are at an end: the call is to effort, and still 
more of it. Two years ago no one realized what the nation could 
accomplish; to-day all the world is aware that the British Empire 
cannot be lightly challenged by sea. by land, in the air. or in the 
workshop. 

"The work on the replacement of men by women was carried 
through by local committees, working under considerable difficulties. 
The results wereco-ordinated by the Secretary-Mr. James Cunnison 
-under the guidance of Professor Scott. On the whole, the local 
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investigations were most thoroughly carried out. Special thanks 
are due to Miss Mellor and Miss Ashley, Messrs. H. E. R. and 
J. E. Highton, and Mr. Halliday . 

.. The ColllIlllttee over which I had the honour to preside included 
well-known representatives of both Capital and Labour, as well as 
Economists. It was very striking to find not only how all realized 
the seriousness of the interests at stake, but that the points on 
which they were in agreement were infinitely more important than 
those on which there was some difIerence of opinion. All agreed 
as to the need fot supplying more information when industrial 
decisions have to be made, all regretted that in the past a want of 
frankness has so frequently been the cause of failure to find a 
solution. The attitude of all, supplemented by that of other 
representative men interviewed during the course of the inquiry, 
strengthens the hope that we may be on the threshold of a new era. 
If only the attitude taken up under the stress of war be maintained 
for a few years a peaceful revolution will result, and we shall wonder 
why we did not take the obvious steps sooner." 

From the preface to the third volume the following is quoted
.. For a third year in succession, organized co-operative effort has 

resulted in the production of a volume which should be found of 
intense interest and prove of considerable value to those who are 
either studying the economic effects of the war or are in. the 
responsible position of having to guide the nation through a period 
full of intricate problems and great danger . 

.. One part of the investigations undertaken by the British 
Association has this year peen marking time. The Government, 
impelled by a condition of affairs in the industrial world which 
might have deVeloped in a manner dangerous to our prosecution 
of the war, set up a COlllIlllssion to inquire into industrial unrest. 
It was therefore decided not to publish any detailed report on 
the subject in this volume. But we have been fortunate in per
suading Mr. C. G. Renold, of Manchester, to write a section on his 
plans for creating Shop ColllIlllttees in his own works. This part 
of the book will, one believes, prove by no means the least interesting 
amongst material teeming with interest. Special thanks are due 
to Mr. Renold-il very busy man-for finding time to set down 
his thoughts and experiences on paper, and for allowing their 
publication here. 
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"It is very gratifying to find that serious efforts are being made 
in several. directions to prevent industrial friction on a Jarge scale 
breaking out when peace dawns, and that these efforts follow 
closely on the recommendations . made in our previous volumes. 
The practical nature of these reco=dations has appealed 
strongly to labour, capital, and the oilicial world alike. It is to 
be hoped sincerely that the result of these efforts may be to place 
our industrial interests on the solid foundation of harmonious 
co-operation, eDlployers and eDlployees both realizing that their 
real interests are bound up in common well-being. Well-paid, 
satisfied labour alone can give that maximum of production which 
is more than ever necessary under present circumstances, and 
will continue to be so for many years ·to come. High wages, 
.satisfactory profits, fair prices, and an adequate working day for 
all, will never be possible where friction, discontent, and restricted 
production are practised. But aU these should be possible if good
will and understanding subsist between eDlployers and employed. 

"The section in this volume on. • The Replacement of Men by 
Women' contains much that is worthy of careful thought. The 
local reports and appendices contain the detailed information 
bearing out the conclusions which the Committee has drawn up. 
Special gratitude is due to Professor Kydd. who devoted his furlough 
from India to the work of drafting this report. 

" In conclusion, it may be said that our investigations warrant 
us in looking forward optimistically. The nation appears to be 
imbued with a new spirit, and nearly every department of the 
national life has been quickened to new efforts for the lasting good 
of all. The war has caused enormous ·loss. The sad, irreparable 
loss of young life is IlIOSt to be deplored, but the lives laid down 
have not been given in vain if one reeds aright the signs of the 
times. Large accumulations of material wealth,' too. have been 
consumed. We have emerged from the war a poorer people. 
But war has revealed to us wealth in its true proportions. The 
community and the individual should have truer notions of life 
and its meaning. 

"From the point of view of the section of the Association 
responsible for this book. it may be said that Economics has 
entered upon a new epoch. The importance of the subject has 
been brought home to every section of the community and. unless 
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one is very greatly mistaken, it will never be possible again to 
describe the subject as the dismal science. A lead has been given 
to at least one great section of the nation, and it is a remarkable 
fact that this lead has not fallen upon deaf ears . 

.. Our race and our Empire may regard the future with confidence: 
the great test has been applied, and has evoked a noble response." 

The fourth volume, published in 1920, was a small supplementary 
volume bringing the previous work up to date. Miss Grier1, of 
Newnham College, Cambridge. and Miss Ashley, then of the Board 
of Trade. but now of the City of Edinburgh Council of Social 
Service, did the principal part of the work in that volume, and they 
have now spent an immense amount of time in reviewing the whole 
ofthemateria1from 1914 to date~ Thus the important section on 
replacement in the present volume is due to their industry and 
efforts. They have rendered the Editor's work light indeed. 
His very special thanks are due to them. 

Mr. C. G. Renold has most kindly re-written and developed the 
interesting chapter he supplied in a previous volume on Workshop 
Committees. To obtain from a first-hand authority information 
on this increasingly important subject is a most valuable contribution 
to the present volume. 

In conclusion. one hopes that the account of how women entered 
industry during the war. and then. when the Armistice came •. 
allowed themselves to be gradually replaced as the Armies were 
demobilized. without clamouring for .. rights" or compensation, 
should prove to be one of the brightest pages in the great record of 
women's service to the Empire during this great ordeal. The 
great question as to what extent women can be employed in our 
industry is by no means settled. The experience gained during 
this great epoch should help materially in showing what special 
spheres women can occupy in our industries with advantage. and one 
is optimistic enough to believe that. when normal times re-appear, 
the industrial and commercial machine will function inore satisfac
torily both to the individual and to the community. because of the 
assistance which has been and will be given by the woman worker. 

A. W. KIRKALDY. 
UNlVBRSlTY Cou.BGB. 

NOn'INGIlAII. 1921 .. 

• Ellct.d Pri"cipol oj LfMly MOl',''''' Hall. O;rJord. April. 1921. 
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INTRODUCTION 
SOME THOUGHTS ON INDUSTRIAL RECONSTRUCTION 

THE Great Was lasted nearly four and a half yeaxs, and was waged 
more strenuously than any that human history records. It used 
to be said that a great European war. under modem conditions. 
could not last more than six months; but this prediction. like so 
many other preconceptions. has been falsified by a world calamity 
that to the great mass of mankind was entirely unforeseen. 

In every sphere this war has worked. and will yet WDIk. great 
changes; but in the economic sphere the effects that can already 
be noted fas exceed those in any other . 

.. The man in the street" will tell you that the war has cost 
this country alone over £8.000.000.000. In mentioning that sum. 
he probably thinks of sacks of sovereigns. a printing press feverishly 
turning out Treasury Notes. and the various devices with which 
he is familias for making currency or credit. But it would probably 
sound strange to him to hear that currency generally has been 
enormously increased during the war period. for it is not currency 
that has been consumed. The same .. man in the street." especially 
if he live in·an industrial district. will discover that there is money • in plenty in circulation; that the people all look well-to-do. and 
ase living as they seldom or never have before; and he may conclude 
that war is. after all. not such a bad thing: at any rate. it brings 
prosperity. 

What is the truth? When we say that the war has cost about 
£8.000.000.000. we mean that we have consumed that amount 
of commodities and services; that we have diverted capital and 
labour into new channels of production. but that these channels, 
unlike those connected with a good scheme of irrigation_hich 
may make the wilderness to blossom like the rose--have emptied 
themselves in the desert. and the runnels are now dry and worth
less. To put it plainly. the warring Powers during the war period. 
some entirely. others more or less putially. turned their attention 
from profitable production-the output of wealth. the exchange 
or use of which will produce new wealth-to the production of 

xvii 
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instruments of clesl:nlclion. When these instruments are utilized, 
they not only consume themselves and leave practicslly nothing 
remaining, but they cany out a work of destruction which entails 
the loss of other accumulations or pOSSl'bilities of wealth. Nor is 
the consumption of the instruments and lIlIIDitions of war the so1e 
or chief material loss to the combatants. The men handling 
those weapons have to be uained and transported to the field 
of action, fed during the period of their service, tended when sick 
or wounded, and clothed and housed in some way. All these 
operations consume a quantity of food, clothing, and other materials 
of various descriptions, and there is ,bsolutely nothing taDgI'ble 
to show for this expenditure. 

To take our own case, 5,000,000 men uained to industry, he!piDg 
to carry on the business and trade of this comrtry, would consume 
almost as much food and c1othing, and othe!' materials, as the 
men in the lieJd and on the sea; but. as a return for that con
sumption, there is more than corresponding production of useful 
commodities. machines. ships. and railway stock which. in turn. 
assist in the work of developing the natural resources of the world. 
or of directly takiDg part in the work of further productioa. 
Thus the position is that during the war we were consuming our 
wealth. and to that extent must remain the poorer and be short 
of many· of the goods and services We used to consider necessaries 
of life. until we hav:e. by renewed efforts. and a return to the 
industries and couunerce of peace. taken measures to restOIe 

those useful things which have been consumed. 
Now that the war is over, it is iDcumbent on us all to redouble 

our activities; increase the productivity of mill, factory. and field: 
for so long as there is a deficiency in excess of what we were 
accustomed to, so long must some of us. and especially the poorer 
members of the community. feel the pinch occasioned by this 
devastatiDg war • 
. But it may be asked: How are we to increase our productivity ? 

The war, in spite of the suffering and 1_ occasiODed, has not been 
all loss. As a nation-illLY. as an Empire-we have found our
selves. We have taken measures which must result in improving 
the physique of our race. Of the many thousands of men who 
have been trained to arms and submitted to discipline, the greet 
majority happily may return to their former occupations now that 
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peace is made. The self-sacrifice practised by these men will act 
as a leaven among our population-it has already done so. Have 
we emerged from this war a better disciplined. a more serious 
people--better equipped mentally and physically to cope with 
new conditions? We have learned at any rate what hitherto had 
oDly been suspected or was at most known to a few. that we have 
not produced anything like our industrial maximum. 

An iusidious element of friction threateuing to develop into 
class war has been sapping our energies practically unchecked 
far too long. There have been faults on both sides. but daylight 
is being thrown over the situation. and the waste and loss of this 
friction has been laid bare. If we do not take to heart this great 
experience and alter our ways for the better. then we deserve to 
go down as a nation: but I am persuaded that the lesson is being 
learned. that the picture now visible of industrial.waste and loss
a loss that falls most hardly on the masses of the people. will not 
pass before our eyes unheeded. 

Not only was there loss through friction between employer and 
employed. but' in many industries we were continuing to use out·· 
of-date tools and methods long after they should have been dis
carded. A long era of prosperity had not. indeed. caused decadence. 
but was threateuing to do so. The war has shaken us up and 
shown us the realities of life. making the mistakes of the material 
side with which we have to do here plain and unmistakable. 

To beat the national enemy. we had to re-equip our workshops. 
and the new equipment is now available. to a great extent. for 
future work. Moreover. we have been taught by a bitter lesson 
that up-to-date equipment is as necessary. if we are to maintain 
our position as an industrial and commercial nation. as it was 
to enable us to maintain our international position. 

Friction between employers and workpeople led to restrictions 
on output. indifference led to utilizing old tools and methods: 
both meant decrease of productivity. The necessary increase can 
readily be obtained by remodelling our system in these respects. 
How this can be carried out so far as reorganization of the industrial 
forces of this country is concerned. will be developed later; and 
is dealt with in greater detail in the report presented by a committee 
of investigation. which has been working for this association. 

ATTElIPTED FORECAST OF OUR INDUSTRIAL FuTURE.-I want 
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to attempt n_ to make a forecast of what may be expected in 
the commercial and industrial spheres now we have sheathed the 
sword. Germany overran some important manufacturing distri<:ts. 
Belgium. North-Western France. and Poland have not only been 
occupieCl by the enemy. but IJI8cb jnexy and industrial equipment 
have, in many cases, been removed to Germany. Railway tracks 
were torn up. in order that their materials might be used for 
military purposes elsewhere. The busy industrial areas mentioned 
have undoubtedly suffered very considerably. and will require 
to reconstrnct and re-equip towns and factories. and to reorganize 
their labour force. To set commerce and industry at work again 
on anything like the previous scale _ be a work of some time. 
On the other h8nd, in spite of evexy efiort. Germany found jt 
impossible to interfere with the industries of the United Kingdom 
by either force or intrigue; nor did Entente Powers invade 
Germany. Indeed. for the purpose of this forecast it is wise to 
assume that German industrial equipment has not been affected 
detrimentally by the war. Thus England and Germany will for 
some time be the only two European nations prepared to take any 
considerable"part in international trade. 

Meantime, during the period of the war. two countri_the 
United States of America and Japan-enjoyed new and unlocked
for trac1inC advantages. So far as competition fJ"om the United 
States is concerned. it is probable that we need not feel unnecessarily 
pessimistic. The South American States are at the beginning of 
a period of development which may well prove to be rapid. The 
possibilities opened up by the Panama Canal route, even though 
the present canal should prove a failure, will not be resigned before 
another attempt is made to pierce the isthmus; that a successful 
cutting will. eventually be made is beyond question. American 
developments then may be expected to take place principally on 
the American Continent, in the Pacific, and in the Far East. In 
these regions, there is ample room for both British and American 
enterprise. 

Nor will Japan, for some time to come, at any rate, compete 
with our staple manufactures. "The development made by Japan 
during the war would seem to indicate that it is Germany and 
not Great Britain that will have to bear the brunt of Japanese 
competition. Small goods and fancy articles which came fJ"eely 
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into our markets from Germany and Austria before the war. are 
now being made in Japan. Our mexcbants being unable to get 
supplies of these goods, sent samples to Japan with the most 
satisfactory results as to price, finish, and quality. Thus we were 
able to extend our business relations with our ally at the expense 
of our late enemy. Moreover, although thexe is no cettain informa
tion on the subject, it is more than possible that when normal 
trading is resumed, it will be found that Japan has been extending 
her business in these and othex classes of goods into othex markets 
hitherto the preserve of the Central Powers. 

Hence, i t is of special i,ntexest to attempt to forecast to what 
extent and with ·what prospects England and Germany will be 
in competition in intexnational trade undex peace conditions. This 
will depend, for the most part, on two sets of factors: (1) the 
internal industrial cOJiditions of each country ; and (2) commexcial 
factors. So far as the formex are concexned, there is much that 
this country should realize and take to heart. 

The United Kingdom, in spite of the war and its heavy drain 
on our resources, has been enjoying an exceptional time of seeming 
prospexity. A large section of the workpeople have been earning 
high wages, whilst some employers have been earning handsome 
profits. High prices, high wages, high profits have been the ordex 
of the day: the return of peace must eventually vexy considerably 
modify the last two of these, and how will those affected face the 
change? To undexstand how the parties will answex this question, 
certain agreements must be remembexed. Foremost among these 
is the State guarantee that cextain Trade Union restrictions and 
Government regulations which have been in abeyance for the period 
of the war shall be re-imposed now that peace. is restored. If we 
were revexting to pre-war conditions, thexe would be much to be 
said for this; but one hopes that both parties realize fully that 
conditions have radically. changed, and that, in consequence, both 
employexs and workpeople must be prepared' to meet the new 
situation in a new spirit. Why wexe these agreements and regula
tions set aside? Because it was known that they hampexed 
output, and our military success depended upon our pro
ducing the greatest possible amount of munitions of war. 
Ou, commercial success wiU fIOUJ equally depend on getting the 
utmosl possible production out oJ ou, industrial equipment. Are 
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we. then. going to restore these obstacles just at the most critical 
moment? 

With the return to more normal times. the naticmaI necessity 
for war stores and munitions has ceased. and our industrial forces 
have to rely on the home and foreign markets for employment. 
Foreign competition will almost certainly be greatly inteDsiDed. 
There may be. uniess it is unnaturally checked, a great demand for 
manufactured goods of all kinds as a c:oosequence of decreased 
supplies during the war. But all the principal trading nations 
will, as they get into their normal industrial stride, stram every 
nerve to get the greatest possible sharll of orders. If under such 
circunlstances we indulge in an internal struggle between capital 
and labour. instead of bending our whole energies to retain and 
extend our hold on markets. we shall lose an opportunity which 
is not 1ike1Y'to return. 

So far as the commercial factors are concerned, we have almost 
everything in our favour. We bave not outraged the sentiments 
of humanity by employing inhuman methods in waging war. 
We have retained our position as the headquarters of the Money 
Market. We have ample shipping resources and equipment in 
spite of submarine piracy. Our merchants and exporters are keen 
and ready to carry on their business with even greater energy than 
before the war. We have· arrears to make up. but have the will 
and, with harmony at home, the ability to carry on a more extended 
trade. Our capital has not been seriously ·afiected; our financl.a1 
establishments and banks are prepared to do their share. 

Turning to Germany. there is a most interesting condition of 
aBairs to study. Beaten in the war. Germany will be a poor 
country for a long period; the economic position may be deplorable, 
but hardly irreparable. Every section of the community has 
already felt to some degree the effects of the war. Now that peace 
has come, there will be a determined attempt to regain the old 
position. A disciplined people. acting under a Government com
pelled by circumstances to foster every possible means for repsiring 
the broken machine of trade and for restoring the national wealth. 
will. without any doubt, be prepared to make heavy sacrifices to 
regain what has been lost. The Government will eventually try. 
by the .offer of advantages in the shape of low railway rates and 
canal facilities. and. as far as possible. bounties on export business 
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and on shipping. to encourage and to extend foreign trade. Manu
facturers and merchants wiIlent down profits. and workpeople will 
be carefully taught that ouly by increased productivity and by a 
period of low wages can that which has been lost be regained. 
And in spite of the revolution, this teaching may be successful. 
One foresees a remarkable attempt by a united and determined 
people to make good. in as short a period as possible. the waste 
and loss occasioned by the war and the blockade. German goods 
for export will be cheap. and the low price will be further emphasized 
by the depreciation of the mark. For so long as the mark is at a 
discount, there will be a pro tanto advantage to export trade; and. 
although the mark may eventually regain its par value. a few 
months or even weeks will have an. appreciable influence on 
re-opening foreign business. 

Thus a comparison of English and German opportunities in 
foreign trade shows that there are certain advantages on both 
sides. The German advantages are appreciable. but if England 
is seething with industrial friction, the advantages she possesses 
will be neutralized and her failure a certainty. 

This leads us to consider whether a policy can be devised which 
will remove causes of friction and assure to our industries a new 
era of prosperity. 

THE NEED FOR NATIONAL ORGANIZATlON.-It is. at first sight. 
curious, but still very natural, that Press and public should from 
time to time be obsessed with one idea. As the war developed. 
there was a growing tendency to demand organization in every 
sphere of national life. The striking successes scored by Germany 
in the first instance were universally and probably rightly ascribed 
to thoroughness of organization and complete preparedness before 
provoking .the conflict. As a consequence. a comparison was 
made between English and German military policy. greatly to 
the detriment of the former. And not content with this, further 
comparisons have since been made. with the result that if one 
believed all that was printed in the newspapers or accepted what 
passes in private conversation. we should be led to believe that 
rule of thumb has been the leading British characteristic. It has 
been forgotten that Germany has for many decades prided herself 
on her Army. even as England has relied on her Navy. One has 
been a great military power, the other equally great at sea. The 
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we, then. going to restore these obstacles just at the most critkaJ 
moment? 

With the return to more normal times, the naticmal necessity 
for war stores and munitions has ceased. and our industrial forces 
have to rely on the home and foreign markets for employment. 
Foreign competition will almost certainly be greatly intensified. 
There may be. UIJless it is unnaturaUy checked, a great demand for 
manufactured goods of all kinds as a consequence of decreased 
supplies during the war. )Jut all the principal trading nations 
will. as they get into their normal industrial stride, strain every 
nerve to get the greatest possible sbar", of orders. If under such 
circumstances we indulge in an internal struggle between capital 
and labour. instead of bending our whole energies to retain and 
extend our hold on markets. we shall lose an opportunity which 
is not Ukeiy'to return. 

So far as the commercial factors are concerned, we have almost 
everything in our favour. We have not outraged the sentiments 
of humanity by employing inhuman methods in waging war. 
We have retained 'our position as the headquarters of the Money 
Market. We have ample shipping resources and equipment in 
spite of submarine piracy. Our merchants and exporters are keen 
and ready to carry on their business with even greater energy than 
before the war, We have· arrears to make up. but have the will 
and. with harmony at home. the ability to carry on a more extended 
trade. Our capital has not been seriously ·afiected; our Dnancial 
establishments and banks are prepared to do their &bare. 

Turning to Germany. there is a -most interesting condition of 
affairs to study. Beaten in the war. Germany will be a poor 
country for a long period; the economic position may be deplorable. 
but hardly irreparable. Every section of the community has 
already felt to some degree the effects of the war. Now that peace 
has come. there will be a determined attempt to regain the old 
position. A disciplined people. acting under a Government com
pelled by circumstances to foster every possible means for repairing 
the broken machine of trade and for restoring the national wealth. 
will. without any doubt. be prepared to make heavy sacri1ices to 
regain what. has been lost. The Government will eventually try. 
by the .ofter of advantages in the shape of low railway rates and 
canal facilities. and, as far as possible. bounties on export business 
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and on shipping. to encourage and to extend foreign trade, Manu" 
facturers and merchants will 'cut down profits. and workpeople will 
be carefully taught that only by increased productivity and by a 
period of low wages can that which has been lost be regained. 
And in spite of the revolution. this teaching may be successful, 
One foresees a remarkable attempt by a united and determined 
people to make good. in as short a period as possible. the waste 
and loss occasioned by the war and the blockade. German goods 
for export will be cheap. and the low price will be further emphasized 
by the depreciation of the mark. For so long as the mark is at a 
discount. there will be a pro tanto advantage to export trade; and. 
although the mark may eventually regain its par value. a few 
months or even weeks will hiLve an, appreciable influence on 
re-opening foreign business. 

Thus a comparison of English and German opportunities in 
foreign trade shows that there are certain advantages on both 
sides. The German advantages are appreciable. but if England 
is seething with industrial friction. the advantages she possesses 
will be neutralized and her failure a certainty. 

This leads liS to consider whether a policy can be devised which 
will remove causes of friction and assure to our industries a new 
era of prosperity. 

THE NEED FOR NATIONAL ORGANIZATION.-It is. at first sight. 
curious. but still very natural, that Press and public should from 
time to time be obsessed with one idea. As the war developed. 
there was a growing tendency to demand organization in every 
sphere of national life. The striking successes scored by Germany 
in the first instance were universally and probably rightly ascribed 
to thoroughness of organization and complete preparedness before 
provoking ,the conflict. As a consequence. a comparison wa~ 
made between English and German military policy, greatly to 
the detriment of the former. And not content with this, further 
comparisons have since been made. with the result that if one 
believed all that was printed in the newspapers or accepted what 
passes in private conversation, we should be led to believe that 
rule of thumb has been the leading British characteristic. It has 
been forgotten that Germany has for many decades prided herself 
on her Army, even as England has relied on her Navy. One has 
been a great military power, the other equally great at sea. The 
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test of war has proved that Germany was a very diJJicult country 
to oppose by land, but that in naval matters England is supreme. 
The economist, however. has to go further and investigate into 
those matters which are connected with his sciencer-viz.,· the 
production, the distribution, and the consumption of wealth. Can 
it besaid that the want of orgaui%ation &ndother faults of our pre-war 
military system W&e typical of what was going on in the industrial 
and commercial sphere? I. for 0IIe, cannot bring myself to accept 
the truth of this. Had our economic interests been carried 
011 under so-c:aIIed War 01lice principles, we could not have built 
up the great position we occupy as world traders. What. then, 
are the facts? To answer this question. one should remember the 
leading facts connected with our industrisl development. This 
brings out some points which the superficial observer inevitably 
misses. For upwards of a century our industries have been gradually 
developing. and the progress has. on the whole, been along new 
and healthy lin_ch decade has seen some advance more or 
less great. 

German attention to industry and commerce is much more 
recent. She was able to benefit by our experience. nor was she 
slow in doing so. To take a simple illustration. Suppose a case 
in which a manufacturing firm of ftfty years' standing has developed 
a system, and has equipped factory and workshop as cccasion 
demanded. A rival, seeing the possibility of competing successfully 
in the same business, organizes a new company, raises the necesS'ry 
capital, and is able to commence operations with plant, machinery, 
and equipment of all kinds absolutely up to date, and even with 
some new improveInents. Under these circumstances, provided 
that the management be good and that there be a demand for the 
goods produced. the new firm has, on the manufacturing side, 
considerable advantages. The older firm, however, is not devoid 
of advantages. It has a certain coonection, a goodwill, and, with 
able management, these will enable it to compete with the new
comer: whilst the managers will have time to consider how to 
pnt the manufacturing side of their business on a par with that of 
the rival firm. The position in a simple instance like this is fairly 
easy to understand. In the case of a nation. with its many and 
varied interests, it takes a very much longer time for the situation 
to develop. The agitation for Tariff Reform and Colonial Preferences 
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is a proof that several years before the war broke out some 
Englishmen were awake to the fact that a neW condition had come 
into existence; and that if we were to preserve our advantageous 
position, we must take careful stock of newly-arisen factors in 
world-trade. For Germany was not the only, nor, perhaps, the 
most serious, of these factors. The United States of America from 
the time of the Civil War had bent her energies to the work of 
internal development. Having concentrated on this for nearly 
forty years, she began to expand a world policy, both political 
and commercial. Japan, too, emerged with unexpected sudden
ness into the arena. Thus, as the nineteenth century drew to a 
close, the economic interests of England required careful and earnest 
attention. The fiscal controversy, if it did nothing else, had the 
great and important effect of waking English traders out of the 
lotus-eating condition into which they were in danger of sinking. 
All our principal, and many of our less important, industries were 
carefully reviewed, with resnlts that can be realized by a study 
of the annual statistics published by the Board of Trade. There 
was, however, a very subtle policy being pursued which required 
very minute knowledge and wide experience to grasp. It was our 
proud boast that we left trade free and untrammelled, that we 
believed in the health-giving effects of open competition. It 
needed the stern lesson of the war to make known how this generous 
policy conld be utilized to our detriment by a rival commercial 
nation. The facts as to the exploitirig of the mineral resources of 
the Empire, as to how the dye and colour industry and various 
by-product industries have been developed, so that certain vital 
trades almost passed under foreign control, came to light only 
just in time. 

It became plain, as these facts leaked out, that we needed a 
better system of industrial and commercial intelligence. There 
was also a lack of unity of workirig among our principal iridustries 
incompatible with the growing iriterdependence which has been 
a marked feature of modern economic life. 

Hitherto, apparently, it has been no one's business to survey 
comprehensively the resources whence our raw materials are drawn. . 
Even those resources within the Empire had been nervelessly left 
to be exploited by the first comer, and the mask of an English 
name enabled foreign capital and energy to divert some of our 
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valuable minerals to foreign. countries, whence we have been 
compeJ\ed to purchase them at unnaturally enhanced prices. 
Sufficient of the facts have been made public to warrant the demand 
for reconstruction and improved organization of those departments 
responsible for the national trade. 

It would be most unwise as weJl as ungenerous to attempt to 
blame our Board of Trade. That department has, on the whole, 
worked hard and weJl for British interests. But it is both wise 
and necessary to criticize the policy that has over-weighted this 

. one Government department. And, although there should be very 
careful consideration before .either recommending or making a 
drastic change, attention ought to. be given to the frequently 
expresSed opinions of Chambers of Commerce and individual traders 
in favour of the creation of a Ministry of Commerce. The estab
lishment of a Department of Overseas Trade, working as a link 
between the Foreign Office and-the Board of Trade, may develop 
into a most useful adjunct to our trading interest. 

It is hardly fair to charge our industrial interest with lack of 
organization. An examination of anyone of our industries-
shipbnilding, shipping, or the manufacture of goods for export
shows that each has been weJ\, and in many cases exceptionally 
weJ\, organiZed; but the organization reqnires to be completed 
by some machinery with responsible officials to co-ordinate the 
organization of the several interests. Even in this direction, some
thing has been attempted. The Associated Chambers of Commerce 
gives, at' any rate, the germ of an organization for attending to 
this great need. We may ask whether this could be still further 
elaborated so as to give the country what is wanted. Have our 
Chambers of Commerce sufficient standing to make their Association 
strong enough for the work, or should we look to the State to 
supply the keystone to the arch? The answer to this will depend 
on the views of the individual attempting to give it. Perhaps the 
time has come when a word of warning should be uttered. Are we 
not getting too prone to fall back upon the State? We were, and 
perhaps still are, the most self-dependent people in existence. 
Both the employer and the Trade Union has,' in the past, been 
but little inclined to turn to the State. Can the completion of 
our industrial and commercial organization be adequately attained 
by the interests concerned. or must we look to another State 
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Department or Sub-Department to effect what is required? Our 
past history suggests that before turning to the State, we should 
try the initiative of the interests at stake. This brings us to a 
further section of the subject. 

INDUSTRIAL ORGANIZATION.-The organization which has grown 
up with the deVelopment of our industries includes two very 
important but unequally-developed sets of organizations. The 
industrial army or labour force of this country includes all those 
who either organize industry or take any part, however important 
or however humble, in its working. From the captain of industry, 
or entYefw-, as our brave Allies call him, down to the humblest 
wage-earner, we have a labour force which oughL to be looked 
upon as one and indivisible. In connection with this force, we 
now have two sets of organizations whose interests some people 
consider to be antagonistic. I would here emphasize the fact that 
these two are really one force. Their main interests are identical, 
and they can best serve those interests by striving to minimize 
differences and by doing all that is possible to work together in 
harmony. 

Though theoretically one, the labour force has perhaps naturally 
developed Trade Unions for manuailabour and Employers' Associa
tions for the organizers. British Trade Unions have a fairly long 
history behind them, and may be said to be in advance of any 
similar unions the world over. But the fact that, of recent years, 
there has been a tendency for small unofficial sections of given 
unions to kick over the traces and to disregard the policy and 
agreements of their leaders, shows that perfection of organization 
has by no means been attained. 

Employers' Associations are of more recent formation, nor have 
they so far attained to anything like the same completeness. Both 
organizations, especially those of the employers, are in need of 
further development. It is hardly for the economist to show how 
this can be effected. He can point out imperfections and make 
suggestions; only those conversant with the pi'actical working 
can formulate a practical policy. For instance, under the artificial 
conditions existing between the signing of ~he Armistice and the 
resumption of normal trading there are signs that some trades 
are using their exceptional advantages to increase prices to a 
greater extent than is warranted, a foolish policy calculated to 
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result in the eventual detriment of industries practising such a 
policy. 

The most patent defects in Employers' Associations are due to 
the very virtues of their members. The individual British business 
man is unexcelled by the business man of any other country. 
In times of rapid transition and crisis, he has again and again 
shown his leadership. He knows his own business thoroughly, 
and as a working unit he has taken.a very high place. But one 
of the most marked developments of modem trade is a growing 
interdependence of industries. Hand in hand with this, we have 
become familiar with another phenomenon-the amalgamation of 
businesseS of various dimensions into one large company or corpora
tion. It would appear that the scope for the small concern in 
either the commercial or manufacturing spheres is very limited. 
This is as marked among banks as among steel and iron companies. 
These two and somewhat parallel developments are making a new 
demand on the individual. He and his predecessors exemplified 
individualism: the new stage upon which we have entered demands 
a modification of the old policy. Business in common with every
thing else is subject to evolution, and evolution on healthy lines 
can only be obtained by grasping fundamental facts and by 
applying experience in accordance with economic laws. There 
need be nothing revolutionary about the required changes in our 
business organization. We merely have to note what has already 
occurred, ·mark healthy tendencies, and clear away or prevent 
obstructions to natural growth. Our past history amply justifies 
us in pursuing this policy without uncertainty as to the result. 
Our industrial history is one of the best exampleS of steady and, 
on the whole, well-ordered evolution. We have shown our ability 
to adjust ourselves to the needs of the moment. As a race, we 
are healthily conservative without being reactionary. That is to 
say, we know how to preserve what is good in the old and to 
amalgamate it with the new. In other words, our organization 

, enjoys that usefuJ. quality of elasticity which enables us to keep 
abreast of the times. 

Bearing this in mind, where are the defects of our business man, 
and to what does he need to give attention in order to come into 
line with the most recent r.qnirements? As I have just said, our 
business man's qualities emphasize his defects. For generations 
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he has worked as a unit. and individualism has become aimost 
second nature. The call now is that th" individual shall sink a 
part of his peIsonality and become. so far as one side of his activities 
is conCeIned, a membeI of an Association. 

We have had EmploYeIs' Alliances, Fedemtions, and Associa
tions. Some have failed. some have managed to keep afioat, 
otheIS have had a ceItain amount of success. None has hitheIto 
quite lisen to what is requiIed. To the onlookeI, it would appear 
that when our employers meet as an Association, theIe is a lack of 
sympathy among the membeIS, and, if this peISist. it would be 
fatal. Each individual knows his own business; he does not know, 
and peIhaps it would be true to say that he does not care to know. 
his neighbours' concerns. At any rate, as a result, there is a 
want of cohesion, theIe is a lack of that co-opeIation which is 
requiIed if the Association is to be really successful and accomplish 
the objects for which it has been formed. This working in co-opem
tion, the large organizations of capital, and the working togetheI 
in Associations, are comparatively new things to our business 
community. Time and expeIience will put things right; at 
present we have not accustomed ourselves to a newly-developing 
conditiop. of affairs. Our business men then need to focus their 
attention on these early ailments of the movement. so as to get 
them remedied as soon as possible. 

A second group of defects arises indirectly, but almost inevitably, 
from that which has just been consideIed. Some Alliances, Rings, 
and Associations have failed and come to an end. And, in ceItain 
cases, the cause has been unmistakable. for theIe has been a 
lamentable want of loyalty, and even, in some cases, it must be 
said, of honesty to the agreements enteIed into by the Association. 
Only to mention one instance of this: The New Trades Com
bination Movement caused a considemble stir during the late 
nineties of last century, especially in the Midlands among the 
metal trades. Articles appeared in the journals, and a bookl was 
written explaining the new movement. Great hopes WeIe enteI
tained that a new em had opened out before both Capital and 
Labour. But all ended in failure. There existed, for a time, a 
kind of syndicalism-a syndicated industry enabling employeIS to 
increase their profits, and the workpeople to earn abnormally high 

'TItoN""T ...... ·ConobiMliollM.........,. byE. I. Smith. RiviDgtoDs.I899. 
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wages. So long as competition could be kept out of the market, 
things went swimmingly and a specious prosperity developed. But 
the consumer was being exploited, and the increased prices charged 
for such goods as metal bedsteads gave would-be competitors and 
unscrupulous members of the Alliance their opportunity. The 
cheap wooden bedstead made its appearance on the one hand, and, 
on the other, there were such things- as secret discounts and com
missions, with the result that this special alliance ended in failure. 
The history of that short-lived but industrially-instructive move
ment has yet to be written. Its cardinal facts should be known 
to those who now have an oppnrtunity for shaping the industrial 
future of this country. 

Three lessons stand out prominently from this experience: 
(1) We must learn to work together in association; (2) all members 
of an Association must be absolutely loyal and honest to their 
engagements, either written or implied; (3) such Associations must 
be subject to regu1ation, or the community will be exploited. 

Noris it impossible to suggest a method by means of which 
this may result .. When Employers' Associations have justified 
themselves, it should be possible to obtain State recognition for 
them, and it would be practical politics, when both Employers' 
Associations and Trade Unions have developed to the point at 
which both merit State recognition, to enforce under penalty, 
agreements made between them on all those, either employers or 
workpeople; who wished to work at the industry within the area 
under the recognized Associations. Thus it would not be necessary 
to make membership compulsory-self-interest would be the extent 
of the pressure. 

Turning to Trade Unions, we also find defects which reqnire 
removing. The policy of union has been practised among the 
woril;ers for upwards of a century, and for at least half-a-century 
with well-marked success in certain directions. In the first instance, 
it was the aristocracy of labour that realized the advantage of 
~ollective action; but notably since the eighties of last century, 
efforts have been made to extend the policy to all grades of labour. 
Hence the ailments which have to be noted are rather more mature 
than those affecting Employers' Associations. Success in certain 
directions has perhaps led some of the more ardent spirits to 
expect more from their Unions than working conditions have 
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allowed. The experience of old and well-tried leaders has led 
them to adopt a more cautious policy than the young bloods are 
inclined to accept. Thus there has been a want of loyalty~ 
difierent, it is true, from that met with among employers-but 
equally disastrous if persisted in, to the object in view. All the 
men in a given industry should be members of the Union, provided 
that the Union is well-organized and ably administered. This 
should, however, be the result of self-interest and a regard for the 
good of fellow-workers rather than of compulsion; and how that 
may be attained has just been suggested. Perfection of organiza
tion will come when workpeople not only realize the real possibilities 
of collective action, but are prepared to follow loyally leaders who 
have been constitutionally elected. The leaders are in a better 
position to know the facts of the case immediately under review; 
but if their leadership has been found faulty, there should be 
adequate machinery for replacing them With lIlen commanding 
the confidence of the majority of the members. 

When agreements have been entered into, the terms should be 
implicitly observed, even though they may turn out to be less 
advantageous than was expected. Periodical revisions would make 
it possible to rectify mistakes or misapprehensions. But it cannot 

. be too strongly emphasized that for both sets of organizations the 
great factor making for smooth and satisfactory working is absolute 
loyalty to the pledged word. A large employer of labour, writing 
to me on this point, said: "In my opinion, no industrial harmony 
can exist between employer and employed until Trade Unions, 
through their representatives, can compel their members to adhere 
to and honourably carry out all agreements entered into with the 
employers. • .• In fact, until a more honest code of morals 
exists on both sides, no improvement can be looked for." 

Further, there is the need for a more complete and authoritative 
central authority, both for individual industries and for federated 
trades. The machinery for this exists in skeleton: it merely 
requires development. 

When the local and central machinery has been perfected, the 
right to slriM-which, in common with the right to lock Df4I, as a 
final resource, should be jealously maintained-would be carefully 
regulated, and would only be resorted to as the considered judg
ment of the most experienced men on either side. It should be 
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impossible fQ1: either an individual association or a section of it 
to order a strike or a lock-out on its own responsibility. 

What I consider should form the main outline of industrial 
organiAtion is explained in detail in the Chapter on .. Industrial 
Unrest" (g. fl.). At the head of this organization there would 
be a real Industrial Council, representing the industry of the 
country. The Industrial Council appointed in the year 1911 has 
never had a fair chance to show its pO!illibilities. It was established 
at a critical time, and perhaps the Government did not feel justified 
to throw a great responsibility on an untried body. Nevertheless, 
it exemplifted a very wise policy, and one regrets that it has not 
been allowed to prove its mettle, for, even now, both employers 
and workpeople feel that some such Council is preferable to State 
interference, and there is a clearly articulated distrust on both sides 
to official arbitration. 

There is no need at the present juncture to attempt a new experic 
ment. Our old system, whatever its failings, has been severely 
tested and proved to be sound. Its elasticity has been its salvation, 
and it is capable of still further evolution without entailing drastic 
changes. Indeed, the imprOVed organization that is now suggested 
would contain practically nothing that is new or Untried. It would 
consist of natural developments of what already exist. Employers 
and workpeople have organized themselves into Associations and 
Unions; some of these have developed Federations of similar or 
even of unconnected interests; and both parties have their national 
congresses, or, at any rate, the germ of them. The demand of the 
moment is that the organizations already in existence shall be 
perfected, and that these perfected organizations shall in all their 
agreements be loyally and honestly supported by their members. 
Success depends on absolute loyalty to the pledged word. 

Here we have a practical policy suited to the needs of this 
critical stage in our history. The ideal organization has yet to 
be formulated; but what is here proposed would form a definite 
step in advance, and the very elasticity of the system would be 
a good augury for the future • 
. Among the innovations recently introduced into this country, 

and one calculated to have important effects on our industrial 
well-being, is autoInatic and semi-automatic Inachinery. We have 
been accustomed to the use of labour-saving machines; indeed, 
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this country was the birthplace of many of them. The ~uip
ment, however, of our factories for war purposes, in both tools 
and workpeople, has wrought a revolution comparable with that 
effected by the introduction of the steam engine. 

From the point of view of craftsmanship, our old system had 
much in its favour. Our mechanics in certain trades had to be 
highly skilled, for the description of work turned out made con
siderable demands on the operative. In America and Germany, 
standardization has been carried very much further than in this 
country, and, consequently, repetition work has been mnch more 
generally practised than with us. 

One may grieve over the passing of our old methods, as one is 
sometimes tempted to regret the days of cottage industries. But 
neither is compatible with modern conditions, and an important 
part of the work of reconstruction and reorganization will be 
connected with standardization and the further introduction of 
repetition work. This will call for the exercise of careful and 
experienced industrial statesmanship if trouble is to be avoided, 
for agreements will have to be framed which will, in the long run, 
work equitably and satisfactorily to all parties concerned. 

A Committee of this Association investigated during the war 
period the extent to which women replaced men in industry. 
A certain amount of exaggeration exists as to the number of women 
who entered our factories or undertools; services left vacant 
by men who joined the Forces. The total number was, in 
round figures, about 1,500,000. 

The entry of large numbers of women into industry has been 
viewed with a certain amount of alarm by the men; and Trade 
Unions have naturally stipulated, where possible, that these women 
shall receive the same rates of pay for the same work as the men, 
and that as the men return the women shall give place to them. 

That there is but little ground for alarm as to the influx of 
women can be realized by a consideration of a few facts and figures. 
The majority of men who enlisted were workpeople of one sort or 
another: of these, unhappily, some have been killed in battle or 
have been rendered incapable for work. Even so, the majority 
have returned requiring occupation. What opportunities do they 
find? 

To answer this question at all satisfactorily, it is necessary to 
3-{1m..j 
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impossible fos: either an individual association os: a section of it 
to order a strike Or a lock-out on its own responsibility. 

What I consider should form the main outline of industrial 
organization is explained in detail in the Chapter on "Industrial 
Unrest" (q.v.). At the head of this organization there would 
be a rea! Industrial Council, representing the industry of the 
country. The Industrial Council appointed in the year 1911 has 
never had a fair chance to show its poIiSibilities. It was established 
at a critical time, and perhaps the Government did not feel justified 
to throw a great responsibility on an untried body. Nevertheless, 
it exemplified a very wise policy, and one regrets that it has not 
been allowed to prove its mettle, for, even now, both employers 
and workpeople feel that some such Council is preferable to State 
interference, and there is a clearly articulated distrust on both sides 
to official arbitration. 

There is no need at the present juncture to attempt Ii. new experi" 
ment. Our old system, whatever its failings, has been severely 
tested and proved to be sound. Its elasticity has been its salvation, 
and it is capable of still further evolution without entailing drastic 
changes. Indeed, the improved organization that is now suggested 
would contain practically nothing that is new or Untried. It would 
consist of natural developments of what already exist. Employers 
and workpeople have organized themselves into Associations and 
Unions; some of these have developed Federations of similar or 
even of unconnected interests; and both parties have their national 
congresses, or, at any rate, the germ of them. The demand of the 
moment is that the organizations already in existence shall be 
perfected, and that these perfected organizations shall in all their 
agreements be loyally and honestly supported by their members. 
Success depends on absolute loyalty to the pledged word. 

Here we have a practical policy snited to the needs of this 
critical stage in our history. The ideal organization has yet to 
be formulated; but what is here proposed would form a definite 
step in advance, and the very elasticity of the system would be 
a good. augury for the future. 
. Among the innovations recently introduced into this country, 

and one calculated to have important effects on our industrial 
well-being, is automatic and semi"8utomatic machinery. We have 
been accustomed to the use of labour1aving machines; indeed, 



INTRODUCl"ION xxxiii 

this country was the birthplace of many of them. The r~uip
ment, however, of our factories for war purposes, in both tools 
and workpeople, has wrought a revolution comparable with that 
effected by the introduction of the steam engine. 

From the point of view of craftsmanship, our old system had 
much in its favour. Our mechanics in certain trades had to be 
highly skilled, for the description of work turned out made con
siderable demands on the operative. In America and Germany, 
standardization has been carried very much further than in this 
country, and, consequently, repetition work has been much more 
generally practised than with us. 

One may grieve over the passing of our old methods, as one is 
sometimes tempted to regret the days of cottage industries. But 
neither is compatible with modern conditions, an!! an important 
part of the work of reconstruction and reorganization will be 
connected with standardization and the further introduction of 
repetition work. This will call for the exercise of careful and 
experienced industrial statesmanship if trouble is to be avoided, 
for agreements will have to be framed which will, in the long l'UIl, 
work equitably and satisfactorily to all parties concerned. 

A Committee of this Association investigated during the war 
period the extent to which women replaced men in industry. 
A certain amount of exaggeration exists as to the number of women 
who entered our factories or undertooJj: services left vacant 
by men who joined the Forces. The total number was, in 
round figures, about 1,500,000. 

The entry of large numbers of women into industry has been 
viewed with a certain amount of alarm by the men; and Trade 
Unions have naturally stipulated, where possible, that these women 
shall receive the same rates of pay for the same work as the men, 
and that as the men return the women shall give place to them. 

That there is but little ground for alarm as to the influx of 
women can be realized by a consideration of a few facts and figures. 
The majority of men who enlisted were workpeople of one sort or 
another: of these, unhappily, some have been killed in battle or 
have been rendered incapable for work. Even so, the majority 
have returned requiring occupation. What opportunities do they 
find? 

To answer this question at all satisfactorily, it is necessary to 
.-jt703AJ 
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consider some determining factors. Thousands of men have left 
indoor occupations and their accustomed town life, and have been 
trained, drilled, and disciplined under open-air conditions. They 
have lived, worked, and fought in the open country, in some cases, 
for many months. This experience has had potent effects. Physique 
has improved, the outlook on life has changed; in many 'cases, 
new hopes for the future have been formed. The experience of 
what occurred after the South African War warrants us in assuming 
that considerable numbers will only return to indoor occupations 
and town life if there be no alternative. It is too soon even yet 
to form an opinion as to what opportunities there will be for land 
settlement, but it is known that offers will be made both at home 
and in various parts of the Empire. Moreover, there is good 
ground for anticipating that there may be a period of good trade. 
We have to restore our own sorely depleted stocks of goods, and our 
mercantile marine demands a large amount of new tonnage and 
repair of the old; railways and other transport services require 
much new equipment. Turning to the Continent, parts of France, 
BeIgium, and other of the EnkrIte countries need reconstruction 
works of considerable proportions, and in this work we shall play 
a great part. World markets, too, have been kept short of every 
description of manufactured goods. We are in a position to both 
finance and carry on a greatly extended system of industry and 
commerce, for not only is our banking system prepared to face this, 
but our man force has been greatly improved, and our industrial 
equipment to a great extent has been remodelled. 

Reverting to the somewhat thorny question .o~ the women who 
have been engaged on what were men's' OCcupations, I see no 
cause for' alarm. Many women came forward from motives of 
patriotism and have resumed their former state. The question 
is, rather, how can we obtain the labour necessary to cope with 
the post-war demand. The new equipment of our factories will 
place us in a position to increase very greatly our output; and 

"this should enable us not only to face a possible labour shortage, 
but, if all the recommendations made by this Section of the British 
Association meet with a favourable response, our labour force 
should enter upon a new period of prosperity consequent on a 
re-modelling which has been rendered possible by a reorganization 
of our industrial machinery. The appearance of Whitley Councils 
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is an instalment of our recommendations, and to this extent we are 
on the right road. This new epoch for labour would include some
what higher wages, shorter hours, and better working conditions. 
To effect these salutary advances, both employers and employed 
need to exercise sanity of judgment, frankness in mutual discus
sions, and a recognition of the fact that the prosperity and material 
well-being of each is bound up in a common effort to maintain 
and develop our industriaJ and commercial position. 
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APPENDIX 
LEITER ADDRESSED BY THE MINISTER OF LABOUR 

TO THE LEADING EMPLOYERS' ASSOCIATIONS 
AND TRADE UNIONS. 

Mnm;rR.y OP LABOUR. 
MONTAGU HoUSE. 

WBlTEUALL, S.W.I. 
2000 0_, 1917. 

lu July last a c:ircuIar _ was addressed by the MiDistry of Labour 
to all the principal Employers' AloIociations and Trade Unions asking for 
their views on the proposals made in the Report of the Whitley Committee 
on Joint Standing ludustrial Councils, a IurtIu:< copy of which is encl'-. 
As a result of the replies which have been received from. a large Dumber of 
Employ..-s' organizations and Trade Unions generally favouring the adoption 
of those proposals, the War Cabinet have decided to adopt the Report as 
part of the policy which they hope to see carried into _ in the field of 
industrial reconstruction. 

lu order that the precise effect of this decision may Dot be misundentood, 
I desire to dIaw attention to one or two points ~hich have been raised in the 
communications made to the MiDistry on the subject. and on wbicb. some 
misapprehension appears to ezist in some quarters. 

lu the first place, fears have beee ex", j that the proposa1 to set up 
Industrial Councils indicates an intention to introduce an element of State 
interfereece which has hitherto Dot existed in industry. This is Dot the 
case. lbe formatinD and CODStitutioo of the Councils must: be principally 
the work of the industri .. themselves. Although, for reasons which will be 
explained later, tbe Govemment are very amr:io .. that such Councils should 
be established in all the -U-<>rgaoized industries with as little d .... y os 
poaible, they folly rea1ize that the SU~ of the scheme must: depend upOll 
a general agreement among the various organizations within a given industry 
and a clearly expa , demand fcI' the creation of a CounciL. MOI'eOVeI', 
when formed, the Councils would be independent bodies electing their own 
officers and free to determine their own functioos and procedure with 
reference to the peculiar Deeds of each trade. lu fact, they would be 
autonomous bodies, and they would, in effect, make poaihle a larger degree 
of self·government in industry than _ to-day. 

Secondly, the Report: has beee -inbeipeled as meaning that the geoeral 
constitution which it suggests should be applied without modilieatiOD to each 
industry. 'Ibis is entirely contrary to the view of the Govermneut on the 
matter. To anyone with a knowledge of the di ...... kinds of machinery 
already in operation, and the 'ftIYiIlg geogtaphical and industrial CDllditions 
which affect different indusbies. it will be obvious that DO rigid scheme can 
be applied to all of them. Each industry must: therefore adapt the proposals 
made iD the RepoI't as may seem most suitable to its own needs. In some 
industries, to< instance, it may be ClOIISidered by both employers and employed 
that • system of WoriEs Committees is 1l1lDecessary owing to the ..... ectiOD 
of the urangements already inoperatiOG for dealing with the ~~ 
in partic:ular works between the management and the trade union 08idals. 
In 0'I:hen. WOI'ks Committees have dODO 'W!l'f valuable work where they have 
beee introduced and their __ 011 agreed lin .. deoerves every encoarage
mont. Again. in industries which are largely based on district organizatiODlJ 
it will pohably be found desirable to IIS5igD more important _ to the 
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District Councils than would be the case in trades which are more comple\lely 
centralized in national bodies. All these questions will have to be threshed 
out by the industries themselves, ami settled in harmony with their partic:ula< 
needs. 

lbirdIy. it should be made d.- thet representation OIl the lDdustriaI 
Councils is intended to be OIl the basis of aisting c>rgaDizatioDS am_ 
employem and workmen concerned in each industry. although it will, of 
CO\U'SO. be open to the Councils, when fonned, to grant "'PR""Dtatioll to any 
new bodies which may come into existence and which may be entitled. to 
representation. The authority. and conseq ..... tly the ~ of tile 
Councils will depend entirely OIl the extent to which they iepiesent the 
di1Ierent interests and enjoy the whole-hearted support of the emtiDg 
orgaDizatioDa, ami it is therefore desirable thet representatioa shou\d be 
detenDined OIl as broad a basis as possible. 

Last1y. it has been suggested thet the scheme is intended to promoIIO 
c:ompoIsory arhiaation. This is cortaiDIy Dot the case. Wba__ 
meats may be made for deaIiDg with dispDtes must be left to the iDdustry 
itself to frame, and their ellicacy must depend UPOD the voluntary co-oporatiop 
of the orgaDizations concerned in carrying them. out. 

I should now like to explain some of the reasons which have made the 
Government anzious to see Industrial Ccnm.cils established as 800II as possible 
in the oogaoized -... The e><perieoce of the war has _ the need 
for frequent consuItation _ the Govemmeot and the chOOOD __ 
tatives of both employers and workmen on vital questi.oDs ccmcenUng tboIe 
industries which have been most aIIected by war conditions. 10 some 
iustances, di1Ierent Govemmeot Departmeots have approached di1I_ 
orgaDizations in the same industry. and in maoy cases the aboeDco of j<iDt 
representative bodies which can speak for their industries as a whole aacl 
voice the joint opinicm. of employers and workmen. has been found to render 
negotiations much IIlClR difficult than they wou1d. otherwise ha'¥e beeD.. 1be 
case of the _ Uade. where the industry is being roguIated doriDg a wrt 
difficult time by a Joint Board of Control. indica ... how gnoatly the task of 
the State caD be alleviated by a eeIf-govemiDg body capable of taking c:barF 
of the interests of the whole industry. The problems of the period of traIlS>
tion and RCODStructiou will not be less difficult thaD. those wbich the war bas 
created. ami the Government acoonIingIy feel thet tbe task of re-buj)diDg 
the social and economic fabric on a broader and surer foundatioD. will be 
rendered much easier if in the orgauiIed uadee there exist repre!JeDtatift 
bodies to which the -various questions of diflicu\ty caD be merrecl foI: ..... 
sideration and advice as they arise. There are a number' of sueb questionS 
OIl which the Govemment will Deed the UDited and c:onsid_ opinion of .a 
Iarge industry. such as the demohi\ia.tion of tile Fon:es, the re-eo_ 
of munition workers in civil industries. apprenticeship (especially wbere 
interrupted by war ....."u,e). the traiDiDg ami employment of disabled -
and the CODtrol of raw materials: and the more it is able to awil itself of 
ouch an OpiDiOD the more eatisfacluy _ stable the solution of -
qUestiODS ill likely to be. 

Fmther. it will be oeceeeary in tile oatiooal interest to ........ a __ t 
of the more permaD8Dt questions which have caused di1I ......... -
employers and employed in the past, 011 such a basis .. to _t tbe -
raw:e of dispDtes aDd of serious stxJppeges in _ dif\icult period doriDg which 
the problems just merrecllID will have to be solved. It is felt that this object 
caD ouly be oec:ured by the _oe of penDaDeDt bodies OD the liD .. ougg<Sted 
by the Whitley Report, which will be capable Dot merely of deeIiDg WIth 
disputes when they ariee, but of settIiDg the big qu_ODS at issue 10 - .. 
possible on such a basis as to prevent serious c:ooflicta arisiD& at a1l. 

The abe ... e1:atemeot of the fuoctiODS of the Councils io Dot _ded lID be 
Gbauati'Oe, but ouly to indicate aome of the more immediste questioDl wbiCb 
they will be called upon to deeI with when eet up. Their .... eraI objec:to ... 



APPENDIX 253 

deocribed in tho words of the Report as being , to offer to workpeoplo tho 
meBIUI of attaining improved conditions of employment and a bigher. 
standard of comfort generally. and involve the enlistment of their active and 
continuous co-operation in the promotion of industry." Some further specific 
questions. wbich the Councils might consider. were indicated by 'Ilhe Com~ 
mittoo in paragraph 16 of tho Report, .... d it will be for tho Councils them
aelveo to dotermio. what matters they sha1l deal with. Further. such Councils 
would obviously be the suitable bodies to make representations to 1:he 
Goveromont as to legislatiOD, which they think would be ofadvantag. to 
their industry. . 

In order, therefote, that tho Councils may be able to fulfi1 the duties which 
they will be asked to undertake, and that they may have tho requisite status 
for doing 80, the Goveromont desire it to be understood that the Councils 
will be recognized as the official standing Consultative Committees to the 
Government: OD. 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 songht on all questions with which 
the industry 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 .mploy .... 
and workmen to co-operate in order to make that part a worthy ODe. 

I hope, therefore, that yoo will take this letter as a formal request to your 
organization on the part of the Government to consider the question of canying 
out the recommendations of the Report as far as they are applicable to your 
industry. The Ministry of Labour will be willing to give every assistance in 
its II"wer in the establishment of Industrial Councils. and will be glad to 
receJ,ve luggeations as to the way in which it cao. be given most effectively. 
In particular, it will be ready to assist in the convening of representative 
conferences to discuss the establishment of Councils, to provide secretarial 
assistance and to be represented. 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 direction of forming Councils. Although the scheme 
is only intended, and, indeed, can only be applied, in trades which are well 
organized on both sides. I would point out that it rests with those trades which 
do not at present poBBOBB a sullicient organization to bring it about if they 
desire to apply it to themselves. . 

In conclusion. I would again emphasize the pressing need for the representa
tive organizations of employers and workpeople to come together in the 
organized trades and to prepare themselves for the problems of reconstruct!ion 
by forming Councils competent to deal with them. The Government trust 
that they will approach these problems not as two opposing forces each bent 
on rttins: as much and giving as little as can be contrived. but as forces 
bavmg a common interest in working 1Iogetber for the welfare of their industry, 
DOt: merely for the sake of those concerned in it. but also for the sake of 
the nation which depends so largely on its industries for its well-being. If the 
opirit which has enabled all classes to overcome hy willing co-operation the 
innumerable dangers and difficulties which have beset us during 1Ihe war is 
applied to the problems of Reconstruction, I am convineed that they can be 
eolved 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, 

GEO. H. ROBERTS. 



254. AP?ENDIX 

INPtlSTRIAL COUNCILS 
RaPoaT 01' TBB RBcoKsntUC!'IOK CollIDTlBB OJ( RBLAnoNB 

BBrWBBK EMPLOYBBS AIfD EMPLOYED 

THB Committee CODSistecl of tho following members-
The Right HOD. J. H. Whitley, M.P., CA""""",, (Chairman of Committees, 

House of Commons). Mr. F. S. Button, formerly Member of Executive 
Council, Amalgamated Society of Engineers; Sir G. J. Carter, K.B.E., 
Chairman, Sbipbuilding Employers' Federation; Professor S. J. Chapman, 
C.B.E., Professor of Political Economy, Umversity of Manchester; Sir 
Gilbert ClaughwD. Bart., Chairman, London and North Western Railway 
Company; Mr'l' R. aynes, M.P., President, National Union of General 
Workers: Mr. . A. Hobson; Miss Susan Lawrence. Member of London 
County Council and Member of the Executive Committee of the Women's 
Trade Umon Leagne; Mr. J. J. Mallon, Secretary, National Anti-Sweating 
Leagne; Sir Thos. A. Ratcliffe-Ellis, Secretary, Mining Association of Great 
Britain: Mr. Robert Smillie, President. Miners' Federation of Great Britain; 
Mr. Allan M. Smith, Chairman, Engineering Employers' Federation: Miss 
Mona Wdson, National Health Insurance Commissioner. Mr. H. J. Wdson 
(Ministry of Labour), Mr. Arthur Greenwood, S,.,..Iaries. . 

T. 1M RigAI H_aIM D. Lloy<l G_,., M.P., Prime Mim."". 
SIR, 

We have the honour to anbmit the following Interim Report on Joint 
Standing Industrial Councils. 

2. The terms of reference to the Sub-Committee are-
.. (1) To make and consider suggestions for sec:uring a permanent 

im~ement in the relations between employers and workmen. 
• (2) To recommend means for securing that industrial conditions affecting 

the relations between employers and workmen shall be systematically reviewed. 
by those concerned, with a view to improving conditions in the future." 

3. After a general consideration of our duties in relation to the matters 
referred to us, we decided first to address ounelves to tho problem of estab
lishing :pen:nanently imroved relations between JUDployen and employed in 
the mam industries 0 the country. in which· there exist representative 
org&oiaations on both sides. The present Report accordingly deals more 
especially with these trades. We are proceeding with the consideratiou of 
the problems connected with the industries which are less well organized. 

4. We appreciate that under the pressure of the war both employers and 
workpeople and their organizations are very much pre-occupied, but. not.
withstanding, we believe it to bo of the bighest importance that our proposals 
should be put before those concerned without delay. so that employers and 
employed may meet in the near future and discuss the problems before them . . o. The cm:umstances of the present time are admitted OIl all sides to offer 
a great opportunity for securing a permanent improvement in the relations 
between employers and employed, while failure to utili .. 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 reconstruction 
of industry. and in considering the subjects referred to us we have kept in 
view the need for securing in the development of reconstruction the largest 
possible measure of co-operation between employers and employed. 

In the interests of the community it is vital that after the war the co-opera~ 
tion of all classes. established during the war, should continue. and more 
especially with regard to the relations between employers and employed. 
For securing Improvement in the latter, it is ....,.tial that any proposals put 
forward. .hould offer to wor~eoplo th& means of attaining improved con .. 
clitions of employment and a bigher standard of comfort generally, and involve 
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the enlistment of their active and continuous co-operation in the promotion 
of industry. 

To this end, the establishment for each industry of an organization, :repre
.... tative of employers and workpeople, to have as its object the regular 
cousideration of matters affecting the _ and well-being of the trade 
from the point of view of aU those engaged in it. so far as this is consistent 
with the general interest of the community. appears to us necessary. 

6. Many complicated problems have arisen during the W8I' which have 
a bearing both on employers and workpeople, and may affect the relations 
between them. It is clear that industrial conditions will need careful handling 
if grave difficulties and strained. relations are to be avoided after the war has 
ended. The precise nature of the problems to be faced natorally varies from 
industry to industry. and even from branch tID branch within the same 
industry. Their treatment consequently will need all intimate knowledge 
of the facts and cireumstances of eaeb trade. and such knowledge. is to be 
found only among those directly connected with the trade. 

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

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

(I) A Chairman for eaeb sid. of the Council : 
(2) A Chairman and Vic:<K:hairman selected from the membem of tho 

Council (one from each side of the Council) ; 
(S) A Chairman chosen by the Council from independent persons QUtsid. 

the industry; or 
(4) A Chairman nominated by ouch person or authority as the Council may 

determine. or. failing agreement, by the Government. 
9. The Council should meet at regular and frequout intervals. 
10. Tho objects to which tho consideration of the Councils should be 

directed should be appropriate mattera affecting the several industries and 
particularly the establishment of a closer CO-operatiOD between employers 
and employed. QuestiODS connected with demobilization will call for early 
attention. 

11. One of the chief factors in tho problem. as It at first presents itself. 
consists of the guarantees given by tho Government, with Parliamentary 
sanction. and the various undertakings entered into by employers. to restore 
the Trade Union rules and customs suspended during the war. Vfbi1e this 
does not mean that all the lessons learnt during the war should be ignored. 
it does mean that the definite co-operatiOD and acquieseen.ce by both employers 
and employed must be a condition of any setting aside of these guarantees or 
undertakings. and that, if new arrangements are to be reached., in themselves 
more satisfactory to all parties but not in smct accordance with the guarantees. 
they must be the joint work of employers and employed. 
. 12. The mattera to be considered by the Councils must inevitably difle:r 
widely from industry to industry as different circ:umstances and conditions 
call for different treatment. but we are of opinion that the suggestions Bet 
forl:b. below ought to be taken into account. subiect to such modification in 
each case as may serve to adapt them to the needs of the various industries. 

13. In the we1l-organized industries, one of the 1irn questions to be con~ 
sidered should be the establishment of local and works organizations to 
lupplement and make more effective the work of the central bodies. It is 
not enougb to secure co-operation at the centre between the national organi.za~ 
tiono: it is equally necessary to ouIist the aotivity and support of employers 
and employed in the districts and in individual esta,bJisbments. The National 
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Industrial Conncil should not be regarded as complete in itself; what is 
needed. is a tri'ple organization-in ~ workshops, the districts, and .nationally. 
Moreover, it IS essential that the organization at each of these 1m'ee stag~ 
should proceed on ·a common principle, and that 1Ihe greatest measure of 
common action between them should be secured. 

14. With this eDd in view, we are of opinion that the following proposals 
.hould be laid before the Nationul Industrial Conncils-

(a) That District Councils, repr ..... tative of the Trade Unions and of tha 
Employers' Association in the industry, should be created. or developed out 
of the existing machinery for negotiation in the various trades. 

(6) That Works Commi~ representative of the management and of 
the wor ..... employed, should be instituted in particular works to act in 
close co-operation with the district and national machinery. 

As it is of the highest importance that the scheme making provision for 
these Committees sbould be such as to secure the support of the Trade 
Unions and Employers' Associations concerned, its design should be a matter 
for agreement between these organizations. 

Just as regnIar meetings and continuity of co-operstion are essentiel in the 
case of the National Industria1 Councils. so they seem to be necessary in the 
case of the dismct and works organizations. The object is to secure co-opera. 
tiOD by granting to workpeople a greater share in the consideration of matters 
aIIectiDg their industry, and this can ouly be ecbieved by keeping employers 
and workpeople in constant touch. 

15. The respective functions of Works Committees, District Councils, and 
Nationu1 Counc!iIs will no doubt require to be determined separately in accord
ance with the varying conditions of clliIerent industries. Care will need to 
be taken in each case to delimit accurately their respective functions, in order 
to avoid overlapping &D.d resulting friction. For instance, where conditions 
of employment are determined by national agreements, the District Councils 
or Works Committees ebould not be allowed to contract out of conditions so 
laid down, nor, where conditioDS are determined by local agreements, should 
such power be allowed to Works Committees. 

16. Among the questions with which it is suggested that the National 
Council! should deal or allocate to Districl: Councils or Works Committees the 
following may be selected for special mention-:... 

(i) The better utilization of the practical knowledge &DcI experience of 
the workpeople. • 

(ii) Means for s .. uring to the workpeople a greater share in and respoDSI
bility for the determination and oboervance of the conditions undar which 
their work is carried OD. 

(iii) The settlement of the general principles ,"overning the conditioDII of 
employment, including the methods of fixing, paYIng, and re-adjustiog wages, 
having regard to the need f_securing to the workpeople a share in the 
increased prosperity of the industry. 

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

(v) Means of ensuring to the workpeople the greatest possible security of 
eammgs and employment. without undue restriction upon change of" 
occupation or employer. 

(vi) Methods of fixing and adjusting earnings, piecework prices, etc., and 
of dealing with the many difficulties which arisa with regard to the method 
and amount of payment apari from the fixin8 of general standard rates. 
which are already covered by paragraph (iii). 

!vii) Technical education and training. • 
vfu) Industrial research and the full utilization of its resultl. 
ix) The provision of facilitiee for the fuU consideration and utilization of 

Invention. and improvement designed by work~l .. and for the odequatll 
lilf.gnarcIing of the rishts of the design ... of suth .mprovementl. 
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. (x) Improvements of processes. machinery. ODd organization ODd appro
priate questions relating to management and the examination of industrial 
experiments, with ~ reference to co-operation in carrying new ideas into 
effect and full consaderation of the workpeople's point of view in relation to 
them. 

(xi) Proposed legislation affecting the industry. 
17. The methods by which the functiODS of the proposed Councils should 

be correlated to those of joint bodies in the dilIerent districts, and in the 
various works within the districts. must necessarily vary according to the 
trade. It may. therefore. be the best policy to leave it to the trades them
selves 130 formulate schemes suitable to their special circumstances, it being 
understood that it is essential to secure in each industry the fullest: measure 
of co-operation bet:ween e~:ployers and employed, both generally, through the 
National Councils. and specilic:a1ly. through District Commi_ and Workshop 
Committees. 

18. It wuu1d seem advisable that the Government should put the proposals 
relating to National Industrial Councils before the employ ... • ODd work
people's associations and request them to adopt such measures as are needful 
for their establishment where they do not already exist. Suitable steps 
should also be taken. at the proper time. to put the matter before the general 
public. 

19. In forwarding the proposa1s to the parties concerned. we think the 
Government should offer to be represented. in an advisory capacity at the 
preliminary meetings of a Council. if the parties so desire. We are also of 
opinion that the Government should undertake to supply to the various 
Councils_ such informa.tion on industrial subjects as may be available and 
likely to prove of value. 

20. It has been suggested that means must be devised to safeguard the 
interests of the community against possible action of an anti-social_character 
aD the part of the Councils. We have. however. here assumed that the 
Councils. in their work of promoting the interests of their own industries. will 
have regard far the National interest. If they fulfil their functions they will 
be the best builders of national prosperity. The Stete never parts with its 
inberent over-riding power. but such power may be I_ needed when Ieest 
obtruded. 

21. It al'1""u." to us that it may be desiiable at 901Ile Ietel' stage for the 
State to gIVe the sanction of law to agreements made by the Councils. but 
the initiative in this direction should come from the Councils themselves. 

22. The )?Ians sketched in the foregoing ~phs are applicable in the 
form in which they are given only to industries in which there are responsible 
associations of employers and workpeople which can claim to be fairly repre
sentative. The case of the less well-organized trades or sections of a trade 
necessarily needs further consideration. We hope to be in a position shortly 
to put forward: recommendations that will prepare the way for the active 
utilization in these trades of the same practical c,O:.operation as is foreshadowed 
in the proposals made above for the more bighly-organi&ed trades. 

23. It may be desirable to state here our considered. opinion that an 
essential condition of securing a ~ent improvement in the relations 
between employers and employed IS that there should be adequate organiza.. 
tion on the part of both employers and workpeo\,le. The proposals outlined 
for joint co-operatiOD throughout the several mdustries depend for their 
ultimate success upon there being such organization aD 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 matter. as profit-sharing. co-partnership. or 
particular systems of -. ete. It would be impracticable for us to make 
any useful general recommendations on such matters. having zegard to the 
varyiDs conditions in different trades. We are convinced. moreover'. that a 
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permanent improvement in the relations between employers and employed 
must be founded upou something other than & cash basis. What is wanted 
is thet the workpeople should have & greAter opportunity of participAting in 
the discuoeion about and adjustment of those parts of industry by which 
they are moot alfeeted. . 

25. The schemes recommended in this Report: are intended not merely for 
the·trea.tment of industrial problems when they have become acute, but also, 
and more .. pecially. to prevent their beoobJing acute. We believe that 
regular meetings to discu9B industrial questions, apart from and prior to any 
dillerences with regard to them that may have begun to cause friction, will 
materially reduce the number of occasiOIUl on which. in the view of either 
employers or employed, it is necessary'to contemplate recourse to a stoppage 
of work. 

28. We venture to hope that representative men in each industry. with 
pride. in their calling and care for its place as a contributor to the national 
well-being. will come together in the manner here suggested. and aPl'ly 
themselves to promotiog industrial harmony and efficiency and removmg 
the obstacl .. that have hitherto stood in the way. 

We have the honour to be, Sir. 

8IhM ........ 1917. 

Your obedient 5eTvants, 
J. H. WmTLBY. CluJirttfMt. 
F. S. BUTTON. 
GBO. J. CARmR. 
5. J. CHAPMAN. 
G. H. CLAUGBTON. 
J. R. CLYNBS. 
J. A. HOBSON. 
A. sUSAIf L\WllBNCL 
J. J. MALLON. 
THos. R. RATCLI ....... Eu.Is. 
ROBT. SMILLIB. 
ALLAN M. SMITH. 
MONA. WILSON. 

H .. J. WIt.SOK, 
AJtTB'UIl GItBBIfWOOD, 

S",dari". 
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RECONSTRUCTION COMMITTEE'S QUESTIONS 

TBB following questions were addre93ed by the Reconstruction Committee 
to the Sub-Committee ·on the Relations between Employers and Employed . 
in order to make clear certain points which appeared to call for furthlll" 
elucidation. The answers given are subjoined. 

Q. I. In what classes of Industries does the Interim Report propose that 
Industrial Councils shall be established? What basis of classiJication has the 
Sub-Committee in view? 

A. I. It has been suggested that. for the purpose of considering the 
establishment of Industrial Councils. or other bodies designed to assist in the 
improvement of relations between employers aDd employed, the various 
industries should be grouped into three c1asses-{fI) industries in which 
organization on the part of employers and employed is sufficiently developed 
to render the Councils representative; (b) industries in which either as 
regards employers and employed, or both. the degree of organization. though 
coDSiderable. is less marked than in (4) and is insufficient 1:0 be regarded &!I 
repesentative ; and (e) industries in which organization is so imperfect. 
either as regards employers or employed, or both, that no Associations 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 consideration will 
have to be given to such tradee. So far as groupo (G) and (e) are concerned, 
a fairly large number of trad .. can readily be assigned to them; group (6) 
is necessarily more indetermina1le. 

For trades in group (G) the Committee have proposed the establishment 
of Joint Standing Industrial Councils in the several trades. In dealing with 
the various industries it may be necessary to consider specially the case of 
parts of industries in group (G) where organization is not fully developed. 

Q. 2. Is the machinery proposed intended to be in addition to or in sub
stitution for existing machinery? Is it proposed that existing machinery 
should be superseded? By" existing machinery" is meant Conciliatiou 
Boards and all other organizations for joint cxmference and discussion between 
employers and employed. 

A. 2. In moot organized trades there already exist joint bodiee for par
ticular l1urposes. It is not proposed that the Industrial Councils should 
necosoarily disturb these existing bodies. A Council would be free, if it 
chose and if the bodies concerned approved, 130 merge aisting Committees. 
etc., in the Council or to link them with the Council as Sub-Committees. 

Q. 3. Is it understood that membership of the Council is to be confined 
to representatives elected by Employers' Associations and Trade Unioins ? 
What is the view of the Sub-Committee regarding the entry of new 
organizations established after the Councils have been set: up? 

A. 3. It is intended that the Councils should be composed ouly of repre
sentatives of Trade Unions and Employers' Associations, and that new 
organizations should be admitted ouly with the approval of the particular 
side of the Council of which the organization would form a part. 

Q. 4. (G)-Is it intended that decisions reached by the Councils shall be 
binding upon the bodies comprising them? U so, is such binding effect to 
be conditional upon the consent of each Employers' Asoociatiou or Trade 
Uniou alIected ? 

A. 4. (G)-It is contemplated that agreements reached by Industrial 
Councils should (whilst not. of course,lossMdng the binding force of law) 
cany with them the same obligation 0 observance as exists in the case of 
other agreements between Employers' Associations and Trade Unions. 
A Council. being on its workmen's side based on the Trade Unions concerned 
in the industry. its powers or authority could only be such as the CODStitueu.t 
Trade Unions freely agreed to. 
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Q. 4. (/» -In particular, is it inteoded that all pledges gi"... either by 
the Government ar employers far the nostoration of Trade Umon rules and 
practices after the war abaII be redeemed without qualification UD1 .. the 
particular Trade Union concerned agrees to alteration; or. on the cootnuy. 
that the Industrial Couuci\ abaII have power to decide such question by a 
majority vote of the workmen's representatives from all the Trade UDious in 
the industry 1 

A. 4. (6) It is clearly inteoded that all pledges relatiug to the restoration 
of Trade Union rules shall be redeemed without qualification unless the 
particular Trade Union concemed agrees to alteration; and it is DOt inteoded 
that tha Couuci\ abaII have power to decide wch questioos by a majority 
vote of tha workmen'. nopreaentatives from all tha Trade UDious in the 
industry. 
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Edition. By W. E. SNELUNG. In demy avo, cloth gilt. IS .. 8d. net. 

lllooME TAX AND SUPER-TAX LAW AND CASES. A Practical Exposi_ 
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